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Tricia Desso-Cox, MM

burn boot camp
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Founded 2012 Franchise 2015 38 States 400+ Locations

80% Female Inc. 5000 for 7
Owners Consecutive Years



Burn HQ

I Founders
Burn QC
B Executive Level
Mallard Plaza :
Belmont : SouthPark Weddington
Creek Midwood &
B Locationts I OC Location 1 S OC Location #3 I QC Location 2 [ QC Location #4



Executive

Leadership
Team Franchise Partners
(EOS Visionaries)

(2)

VP Operations

Director of Training
(EOS Integrator)

Gym
Leadership Oberations Marketing &
T b Child Watch Leads Partnerships
eam Managers :
Coordinator
(1)
Front Line
SHBe Child Watch Trainers

Burn Ambassadors )
Associates

(56)

(25)

(25)




Session Agenda

Warm Up Camp Cool Down
| l |
About Burn Where We Structured Change Lessons
Boot Camp Started for Ops Management Learned Q&A
O O O O O O
|\ S |\ S S |\
Who we are Tools Meet Them People & What'Worked What did | miss
ha et O browr” b Where They Process First What Didn’t that you want to
Work know?

How we do it



o)

ITY

@ 2026 Dynamic Communities

£
=i

| Where We Started




Teams Arrived, Then Stalled  :2S0UMINTY

Q_ Search (Ctrl+E) @

Microsoft Teams Q Search

Q Teams . = m General Posts Files 4+ v
Activity

@ Your teams

Chat MK Morgan Kline 9:03 AM

a
Good morning, team! Excited for another great week at Burn QC!
m Burn QC 9 9 @
.'i" & Reply
Teams General
i Jordan Lee 10:15 AM

Reminder: please make sure to complete your time sheets by EOD today.

Calendar & Reply

&
@ maddieweih @ 9/21 8:40 PM
0 (\]

Plaza Coverage

Hey! We need someone to cover the mic Monday Sept 28 for AMs: 4:45, 5:30, 6:30.
Is anyone able to help?

Thank you !

8% Join or create




The Cost of Inadequate Tools
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The same SOP
performed
3 different ways

A process or
handbook update
that never
actually makes it
to the front lines

Vi

Missed handoffs
due to inefficient
communication
methods leading
to inconsistency

AR R QN

Lack of visibility
makes it difficult
to hold people
accountable



What We Set Out to Change 250N

Current State Future State
W
J
He<©®

mE
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| Beyond Non-Technical ;2 COMMUNITY

One gym. One Team. Everything under one roof. But NOT one standardized way...

Managing & Employee Running Day-to-Day Meetings Metrics
Nurturing Schedules Camps Operations
Memberships & LMA

@ 2026 Dynamic Communities



Clarity
Purpose

Simplicity



o)

ITY

@ 2026 Dynamic Communities

£
=i

| Rolling It Out in Phases




i Find theright fit ~ Deliver exactly
Hand it over. what is needed

@ 2026 Dynamic Communities




| One Behavior at a Time 22
Duplicate entry adds work

R nter Inventory Counts

Inventory Report

N
Sports drinks 24

B’ Gym shirts
Towels 12

P Sports drinks 24
Gym shirts 18

Same counts entered twice

For a phase to stick, workload must stay the same or decrease

2026 Dynamic Communities




| One Behavior at a Time 13 CoMMprTY

The routine is the new normal

Consistent Inventory Work

Count shelf stock Submit the report

Move on when the team does this consistently

@ 2026 Dynamic Communities




IBehavior 1: Chat & Meetings 2 SoMMIN™Y

Engagement Expectation Matrix

Chat Quick exchanges Use Teams for quick conversations.

Channels Durable updates Keep gym updates in Teams, out of personal text

threads.
Email External. : Use email for external contacts.
communication
Sgll;zorate Shared updates Record calls so staff on shift can catch up later.

Only four primary features to learn: status, @mentions, posts and scheduling/recording meetings
from the channel

Early result: fewer duplicate questions reaching leaders each week
@ 2026 Dynamic Communities




Behavior Two: Team Structure :2S3¥MM™

g XY

s @ . =
wed Poge N Chat oo O & v !l.lrn!‘-!k About This Team Posts Shared Page +3 v Q

posts SN

T pigh Fivest

\ ? Tricia Desso
nations Are-

5026 Q3 MVTNO™

PM

are for the Unread Channels Chats v

o who our winners

130105¢ | ? Tricia Desso-Cox 9/30 5:12 PM
Wednesday 2 =

G nomineest

arily Meetn0 7

qune into the FITE 1 os for ou
X

ime,
ot In the meant”

v E Burn QC . . . . -
qua Burn QC Championship Summit Agenda and Honors Nominations!

About This Team

§ jon every
g with pass! t the floating floof-

peimont: 1, passion) ifies teadin
(Lead W,‘m nd evempt h on ition, and . ) He !
Catieis an @ a:;:g . d::baersa \E:Zeure\ess\\f 5 :Setwln'mg so many Family Meetings 10/7 Y
always enc;‘gm r getmont th? 4 success We 53 . ) i . .
She D28 87 ident n the 8" e High Fives!! 10:27 AM B Please check out the page linked here for access to the Burn QC Summit Agendal
jon ¥
Lo We'll be continuing to update speakers/facilitators and locations
‘ R = over the coming weeks, but this should give you an idea of the content we've got lined up for
m p W . W Open Burn QC Positions  3/20 you! It'll be a great day to connect with your peers, learn a little bit, and collaborate for some
ey St""da . mw s 9 great idea sharing to take back to your home gyms!
thd Peray;, 90 s pathso dese™ ¥ Resource Requests 10/5
"ng p, (‘”* ~ : : ” A :
ro%dur oe‘” Standard Operating Pro... 9/26 8 Post I.earnlng, we'll transition to the Sneaker Ball where we'll begin by honoring some
s " €s cev&“ \\\‘ca‘\ outstanding teammates! But we need your help! Please for the
Y "% Rop, - o " . ategy 10/8
pdat e 9, A ‘
eq W g
etenli ~ P
°n Sop ¢ PRO TIP: Gi team something fun t
\ . Gtve your tea sometnihg tuhn to

“’ Retent- . o 2 . . . °
e engage in like High Fives!! to help them

learn how to post and tag people. We

7 ¢ :/);,~_

have posts in that channel almost every
single day even now!
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Burn QC Human Resources
e B.0O.L.D. (Burn Operations Leadership ..
&) (Career Management

Behavior Two: Team Structurepl

. Event Management

Child Watch Leads

Exec Leadership Team

Leadership Level Considerations

* Some centralization for Executive Level and Gym Leadership Teams
where commonality made sense
Separate teams where we needed to bring outside vendors into the mix
for Payroll, HR, Finance, etc.
Or Separate Teams where Gym Leaders needed to collaborate but not >l Faclities

General
EOS Traction
HR

Initiative Pre-Release Planning

necessarily all roles on the gym leadership team o B
* Child Watch Leads v 8 Gym Leadership Team
* Event Management General
* Facilities EQS - Strategy
* Motion Instructors
Sales & Marketing

Feedback Friday Management

Motion Instructors

Payroll All Gyms

arketing



F’b“! Plaza Midwood
L_ ’ Channels -~

Behavior Two: Team Structure

-+ Add channe

Gym Location Level Considerations Search channels

* BA Post Shift Notes: Information handoff from one shift to another

* Burn Ambassadors/Lead Trainers: Private Channels with information
that is specific to just those roles
Daily Huddle: The most important bits of information that a teammate Burn Ambassadors O
needs to know about what is happening THAT DAY!
General: An introduction to the team and general messages Daily Huddle
Monthly Meetings: I

* All presentations (Shared), notes (OneNote), call recordings, etc. live General @
in this channel

Plaza Midwood EOS: the place for the Lead Trainer and Operations Monthly Meetings
Manager to manage EOS processes (Rocks, Notes, IDS, etc.)
WINKS: “What | need to know” The channel where the team tunes in
once per week to learn about what’s happening in their location in the
coming week.

BA Post Shift Notes @ Recommended

Plaza Midwood EOS

Trainers &

WINKS




| Behavior Three: Shared Files :xSMMuNiTy

Stop attaching Start linking

Employee SOPs Daily
handbook essentials

i

Schedules, plans,
scorecards

B > General v

— All Documents

Paper binder Emailed copies

Which version is current? Always current. Easy to find. Pinned for quick acce sumtssis i st ohb s o
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Behavior Four: Task Ownership:iz So4ainmy

Microsoft Planner

Boards embedded in
Teams/Channels
Centralized task
management

Recurring Tasks
Additional Ad Hoc Buckets
Every card must have an
owner and due date, no
exceptions!

Visibility = Accountability

Repeating Tasks

~+ Add task

(O Update Monthly Metrics in L10 ...

(O Trial Tracker Compliance Check

Q Angelyn
Q Catie
Q Daniella

2/5

(O Check Declines, Run
Insufficient Funds

Q Angelyn

Q Catie

October Tasks

-+ Add task

(O Update Personal Qtr Convo
Tracker

O Angelyn

O Daniella

BEVE
> B@E (-

(O Update Employee Qtr. Convo.
Trackers

() Alix
Angelyn
Catie

Daniella




Behavior Four: Task Ownership:iz So4ainmy

BE Myplans > =™ TEMPLATE - Event Management #

fH Grid Calendar

Marketing

-+ Add task

(O Determine Dates

O Announcement Date

O Registration Date

O Vendor Announcement Date

O Event Date

0/4

(O Marketing Materials

O Graphics
O ScreenCloud

O LoopSpark Emails

0/3

@& Charts Q =

Logistics

—+ Add task

(O Determine Location

(O Determine Time

(O Determine Staffing

O Burn Ambassadors
O Counters
O Time Keepers

O Station Leads

0/4

(O Determine Equipment

O Fitness Equipment

& Share -~

Partners

-+ Add task

(O Vs / Partners

O Identify Event Photographer
O Identify Vendors

O Create Vendor Sign Up Link

0/3

(O Sponsors

O Identify Sponsorship Levels

O Create Sponsorship Sign Up /

Payment Link

0/2

O O OO0OO0O00 O OO0

Onboarding

-+ Add task

(O Template - COPY THIS (Put
Employee Name Here)

Add a task

Send/Receive/File Offer Letter

Send Employee Onboarding Forms

File Forms in Appropriate Folder in
Career Mgmt. Team

Create QCFitLife Email If Applicable
Add Employee to Teams

Add Employee to MindBody

Add Employee to LoopSpark
Submit Ticket to HQ for BLP Access

Create Quarterly Conversation
Tracker

Create PTO Tracking Record If
Applicable

Offboarding Requests

-+ Add task

(O Template - COPY THIS

O Send notification to Payroll (Include
any PTO that needs to be paid out)

Remove access to QCFitLife Email
and Forward to Manager for 30 days

Remove from Teams
Remove from MindBody
Remove from LoopSpark
Remove from BLP

Archive Quarterly Conversation
Tracker

O O 000 O

' 0/7

v Completed tasks 6

PRO Tip: Create reusable
plan and/or card templates!

@ 2026 Dynamic Communities



Behavior Four: Task Ownership:z S9MMypiry

Approvals

Priority  Request title Status Source Created Sent by

PTO request Approved & Approvals 9/11/2026 2:10:47 PM € ang

% PTO Request Gym Leadership Team X

Request for leave

Name of request

* Approvals App
* Pinned to the left navigation
* Activity Alertin Teams

Enter your response

Leave type

Select your response

Start date

Select a date

End date

@ 2026 Dynamic Communities
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IBehavior Four: Task Ownership iz S9aMypimy

* Microsoft Lists for centralized information that doesn’t change often

Friends of Burn Partners + © Y £ F — Alltems v+ Add view
Partner Name Burn Location(s) Partner Type Partnership ...  Start Date © End Date ©® Partner Prim...
ProActive Therapy Weddington Community Partner Active June 27 January 30, ... Jarrett Allen
Project Lean Nation Balla... Weddington Member Value - Stand.. Inactive June 27 January 30, ... Alex Sampson
Project LeanNation South... SouthPark Member Value - Stand... Active April 14,2022  June 30 Craig Voelker
Spray Haus Co SouthPark Member Value - Stand.. Active March 11,2...  June 30 Allie Dillon
Jessica Hensen - @house... SouthPark Influencer Active May 18 November 18  Jessica Hensen
Hiers Chiropractic SouthPark Community Partner Active February 15,...  June 30 Logan Hiers
GLO30 SouthPark Community Partner Inactive December 0..  June 30 Lauren Kenyon

es
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| Aligning Teams to Real Work
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|Access Anywhere 2 oMM

The whole shift starts in Teams

Start the shift [ Close the shift

W s
N 7EAM

A

|  HEALTHIER
HAPPIER
You

PEOPLE
MOVE

LWV
Fewer apps.
Less need for group texts. ommunities

Phone first Tablet second Laptop last




| Start With the Workflow 52 COMMUNITY

Document

Document
Current State

Future State Select & Onboard Oqg0|_ng
Emblovees Monitoring &
ploy Measurement

Rate
Processes by

Importance, ID Pain Points SOP with Pain Implement
Effectiveness Point Correct Tools

Brainstorm
& Efficiency Solutions

Solutions

Employees adopt tools that remove friction they can personally feel

@ 2026 Dynamic Communities




Example' EOS Processes A3 SOMmMuNITY

Template

Saturday, October 4, 2025 12:19 PM

Chat

W Tricia Desso-Cox 10/11/2025 7:01 PM

, Recurring
Exec Leadership L10
Occurs every Monday 1 M e eti ng

Unread )| Channels ) ( Chats ) [ Meeting chats £ Join

THE EOS WEEKLY MEETING PULSE

Who: The leadership team

v BB  Exec Leadg

Scheduled a meeting

General Dedicated 7/31
e Channel J05

HR e EffeCtlve’ efflCIent EOS THE LEVEL 1_0 WEEKLY MEETING AGENDA
Initiative Pre-Release Planning Fac( l(tatlo n Every Tl m e Segue - 5 minutes

Scorecard - 5 minutes
BL EOS Traction Posts Shared v

Rock review - 5 minutes

Member/employee headlines - 5 minutes
To-Do List - 5 minutes

IDS - 60 minutes
Conclude - 5 minutes

B >2026 v

P

. | EOS Traction Posts Shared Page Exec Leadership IDSL.. v +2 (3

+ Add newitem B Editin grid view & Share [EForms - @ Details

— All Documents + Add view

Exec Leadership IDS List = New & In Progress
L3
List for

SR s Planner == . et Issues
allenge onths
Goal to have all gyms s
August f for ROCks Mgmto

Focus Meetings Engagement Task / Compliance Mgmt.

Pinned
Scorecard

In Prog

~+ Add task

~+ Add task

Title

Late Arrivals

2026 VTO - ScoreCard.xlsx
6 days ago

v Completed tasks
Al Incorporation into Trial Tracker New * ok



Example: Facilities Requests 2 SOMMPNITY

Facilities Equipment Requests

About This Team
{?) Add label

Compliance Reports _
> > S ‘_’j Hannah Roberge

Equipment Requests

Equipment Requests Maintenance Requests Board) B Task details ¢ Attachments

Status

© Completed

Belmont Mallard Creek
Priority
~+ Add task -+ Add task

® Medium

(O Battle rope handle (O Blue Resistance Band ( need 2) Start date

Set start date

(O 301b Med Ball v Completed tasks
Due date

v Completed tasks 06/19/2026




| Keep it Clean L2 COMMUNITY
Simple governance keeps work easy to find

3 Consistent names
and structure
Same channel pattern at every gym

STRONG
PEOPLE
BUILD

| / STRONGER, F“ mﬁ ) -ﬁ

»

z Clear ground rules

Response expectations and where
decisions live

3 Named content owners

Someone looks after each major
content area

4. Twice-yearly cleanup

Follow an SOP to archive unused

4 1 1 |
‘, o L
L | J‘ |

| B | | [ i P
i : [ [} F. v“:'.! —; = —
| !f u. RERERLAR o
| 1]

Clear standards Shared responsibility. aaliill




{2 COMMUNITY
45 SUMMIT

| Behavior Change, Not Just Technology
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| Tech Is the Easy Part ;2 COMMUNITY

An afternpon Months to build the habit
to switchiton P

STRONGER
PEOPLE
HAPPIER
COMMUNITIES

18-254 days estimated range

Training introduces the behavior.
Consistent repetition makes it a habit.

iti
Lally et al., European Journal of Social Psychology Communities




| Tech Is the Easy Part ;2 COMMUNITY
Employees help shape the change

What will make

STRONGER L . 5
PEOPLE 2 | hls work for you?
BRIGHTER

ﬂ 0 What changes
e What we expect
9 How we stay informed

' Keep the
~ conversation going

The binder The group text

Mostly people. Partly pIatform munities




| Leaders Have to Go First £2 COMMUNITY
Private messagesset | Visible leadership builds the habit.

the Wrong pattern. Post and reply
. = 10 in the channel
: PEOPLE Team channel
Announce changes
BETTER : where work happens
COMMUNITY g
Share documents
in the right place

Manage your own work
with the same tools

¢

=3 STAFF #1
: el

)
STAFF

[— =
. - = |

Every tool. Every day.

The team follows what leaders do.

@ 2026 Dynamic Communities
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| Build a Champions Network i S3MN ™
Trusted peers make change practical

Here’s how it works
in our gym.

Set champions
up to succeed

0 A voice in decisions

o Early access to tools

Direct implementation
support

: 0 Public recognition

= , di \ \\/ N
. < ‘ o _
4 k5 VA

|
i \ \ .
v 3 — .
|/ == %

Our approach: one per gym. Scale to your organization.

Peer credibility turns guidance into daily practice.™ "




(© EE

Bite Snack

10-minute Daily Huddle Quick help at the task Drop-in office hours
Before camp, using the Pinned video clips Questions and deeper
team’s real content One-page “Where does learning without pulling staff
this go?” guides away from camps and members

‘ Repeat the message O G G \I

Keep repeating the message.
Long past the point it feels repetitive to you.ommuniies




| Measure What Matters £2.COMMUNITY

ﬁ |_?__'H Logins and licenses show access.
Measure what people actually do

Conversations  Task follow-through Document habits

Channel posts versus Planner cards created, Open handbooks and SOPs from Teams
group texts on the same topics assigned and completed Share links instead of emailing files

Adoption shows up in everyday behavior. nmunites




| Measure What Matters £2.COMMUNITY

Anonymous A consistent
feedback oo@oo | ratingscale

Give employees Use a Likert scale
space to be candid to compare responses

Repeat every ? | Every question
6-12 months O optional

Track progress and | Notice what employees
remaining gaps O leave unanswered

Ask for feedback. Keep listening.

Responses and unanswered questions both offer clues. unities




{2 COMMUNITY
A5 SUMMIT

| Pitfalls, Lessons, and the First 90 Days

@ 2026 Dynamic Communities




| Five Pitfalls to Avoid 22 E0M

L &
¥V 0 &
- Q o=

Everything on at once

\ Turning on features is not
~ enablement

e

Victory at go-live
Launch celebrated without
measuring behavior

al. A, L
> -5

Old tools stay valid Abstract feature training

The easiest route keeps Features taught apart from
old habits alive real gym work

Teams and channel sprawl
No owner. No naming standard.

nic Communities




| Lessons Learned £2COMMUNITY

Keep it simple
Simplicity beats capability

@ @ @ on the gym floor

N e oS Rl 28

Stay consistent across gyms \

Consistency across locations
beats local perfection

/ Retire the old path

Retire the binder as you publish
the digital handbook

Y N

X,
e 4
i L;{ va

Show small wins Turn resistance into advocacy

Visible progress earns support A strong skeptic can pecome ‘ommunities
for the next stage a strong champion




| Your First 90 Days £ SoMMuNITY
Month 1 Month 2 Month 3

e

Byt

Map one workflow Move and retire Support and expand
One department. One painful Move into the right tools. Add champions and governance.
workflow. Retire the old path. Connect an adjacent department

Map it end to end. or repeat where the same process fits.

..I 1 Every month: report at least one behavior metric to ownership

Resist scaling until the first process
holds as a habit without you. munities




| Aimee, my thought partner 2 SMMM™

A[ong for Tools & templates

. A thought partner as | shape the tools and build
the entire reusable templates.
journey S0Ps

Starting verbiage that | can tailor to our procedures.
| use Aimee to think

through the tools and Training materials
develop the content Help turning the content into materials our team can
inside them. Use.

Presentation imagery
Help creating the imagery for this presentation, with
the journey as context.

My operating context stays at the center of the work.

@ 2026 Dynamic Communities




] i {3 COMMUNITY
| A Copilot-first team £2.CoMMur
How could Quarterly conversations
. Prepare talking points and questions.
Copilot help
me start? In-gym procedures

Draft updates that keep documents current.

With the basic
implementation
complete, I’m coaching
leaders to use Copilot
beyond executing camps.

New employee tip sheets
Turn procedures into quick, useful guidance.

Survey analysis
Quickly surface themes and areas to explore.

Copilot helps with the first pass. Leaders review, refine, and own the result.

@ 2026 Dynamic Communities




01 Phase the rollout
so each step adds one behavior and retires one burden

02 Structure teams around real operations
at both corporate and department levels

03 Move Teams past chat
with centralized SOPs, Planner boards, and Approvals

04 Owners and champions
carry adoption further than any feature will

Give people clarity, purpose, and simplicity,
and they’ll take it further than you planned.
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Questions and Discussion 43 COMMUNITY

f?
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= SUMMIT

M365/
Modern Work
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