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Learning Objectives

● PROVIDE CONCRETE TOOLS FOR BUILDING A GROUND-UP ROUTESETTING PROGRAM IN A 

BRAND NEW GYM WHILE DEVELOPING STRATEGIES TO PLAN FUTURE NEEDS OF THE 

DEPARTMENT AS IT EXPANDS

● INFRASTRUCTURE TRIAGE: HOW TO APPROACH CREATING POLICY, DOCUMENTATION, AND 

TRAINING

● EXPLORE THE COMPLEXITY OF CREATING AN INTEGRATED ROUTESETTING DEPARTMENT 

THAT SUPPORTS ALL ASPECTS OF A CLIMBING GYM ECOSYSTEM FROM OUTDOOR 

ENTHUSIASTS TO COMPETITIVE ATHLETES.

LEARNING OBJECTIVES



Have questions? 
Submit them in 
the Questions tool 
on the CWA App!



ENSURING
EXCEPTIONAL

MEMBER
INTRODUCTIONS

GREETINGS AND



JUSTIN WRIGHT

GET TO KNOW THE PRESENTERS

FOXMAN McCARTHY-JAMES
● Head Setter for Alta Climbing and Fitness

● Background in Education and Performance

● Instructed womxns routesetting clinics across the country.

● Director of Routesetting

15 years of climbing industry experience

● Developed SOP and Rescue plans for 

gyms across the country.



SUPPORT THE PROJECT BY CONNECTING WITH US AFTER THE PRESENTATION

LINK TO OUR 
ROUTESETTING DATA 

PROJECT Routesetting Industry Data Presentation, CWA Summit 2022

● TRACK INDUSTRY TRENDS

● ADVOCATE FOR PROFESSIONALISM 

AND STANDARDIZATION IN THE 

CLIMBING INDUSTRY

● HELP OWNERS BUILD AND RETAIN TOP 

LEVEL TEAMS

WE BUILT VORTEX TO…

https://drive.google.com/file/d/1APBD6oE-wXnytVpIY7uIo2hsRZYV2qWw/view?usp=share_link
https://drive.google.com/file/d/1APBD6oE-wXnytVpIY7uIo2hsRZYV2qWw/view?usp=share_link
https://drive.google.com/file/d/1APBD6oE-wXnytVpIY7uIo2hsRZYV2qWw/view?usp=share_link
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PART 1:
Building from Scratch





ROUTESETTING INFRASTRUCTURE TRIAGE

● WHAT IS YOUR ROLE?
● WHAT IS THE TIMELINE?
● DO YOU HAVE A TEAM?
● DO YOU HAVE HOLDS?
● DO YOU HAVE A HOLD ROOM?
● DO YOU HAVE TOOLS?
● DO YOU HAVE EQUIPMENT?
● DO YOU HAVE A PLAN?
● WHAT ARE YOUR PRIORITIES?





GETTING EVERYONE ON THE SAME PAGE

COMMUNICATION IS KEY!

DIFFERENT PARTIES WILL HAVE DIFFERENT PRIORITIES:
● OWNERS:

● GENERAL MANAGER:

● HEAD SETTER:

● HEAD COACH:

● PROGRAM MANAGER:

● FIND AN APPROPRIATE CADENCE: 

○ AT WHAT INTERVAL SHOULD YOU MEET, AND WHAT HAPPENS IF SOMETHING UNEXPECTED COMES UP?

● WORK OUT COMMUNICATION STYLES EARLY!



WHAT DO YOU NEED, WHEN DO YOU NEED IT?

WHAT DO YOU NEED IN ORDER TO OPEN YOUR DOORS TO THE PUBLIC?
● A ROUTESETTING TEAM

● OPENING SET

● HOLD ROOM // STORAGE

● A PLAN FOR ROUTE TURNOVER

WHAT WILL THE PUBLIC EXPECT IN THE FIRST 3 MONTHS? 6 MONTHS?
● GRAND OPENING

● EVENTS

● TURNOVER

● PROGRAMS

WHAT TOOLS, RESOURCES, AND INFRASTRUCTURES DO YOU NEED TO MEET THESE GOALS?



WHAT RESOURCES DO YOU ALREADY HAVE?

HOLDS AND VOLUMES?
TOOLS AND EQUIPMENT?
STORAGE SPACE?
ROUTESETTING HUMANS?
HOPES AND DREAMS?



HOLDS // VOLUMES



HOLDS AND VOLUMES

● WHAT IS THE BUDGET?
● HOW MANY COLORS?
● WHAT COLORS DO I CHOOSE?
● JUGS AND FEET PERCENTAGES
● FIBERGLASS MACROS AND VOLUMES
● COORDINATING SHIPMENTS / DELIVERY
● WHERE DO YOU PUT THEM DURING 

CONSTRUCTION?



OPENING SET AND LOGISTICS

ORDERING HOLDS AND VOLUMES?
● NEED HELP? THERE ARE MANY CONSULTING COMPANIES THAT CAN ASSIST YOU

● MAKE SURE YOU ORDER ENOUGH FOR THE DENSITY YOU WANT

● PLUS PLENTY OF EXTRAS FOR BACKSTOCK!

● THINK ABOUT BANKING SOME OF THE BUDGET FOR LAST MINUTE ADJUSTMENTS 

ONCE YOU ARE OPEN

● CONSTRUCTION TIMELINES CHANGE. BE FLEXIBLE

● SETTING OUT OF CARDBOARD BOXES

● CREATE A SYSTEM // PLAN OUT AS MUCH AS POSSIBLE

● STASH TWEAK HOLDS FOR FORERUNNING ONCE CONSTRUCTION ENDS

OPENING SET LOGISTICS:
WORKING AROUND CONSTRUCTION ZONES





TOOLS FOR THE JOB

WHAT TOOLS DO ROUTESETTERS NEED TO DO THEIR DAY-TO-DAY WORK?
● SETTING KITS

● PPE AND RISK MITIGATION STRATEGIES

● ACCESS METHODS

PREPARE FOR THE UNEXPECTED
● HOME DEPOT TRIPS: DO YOU HAVE A TRUCK?

● WALL MAINTENANCE HICCUPS: METRIC BITS, ETC.

● YOU NEED IMPACTS

● DO YOU NEED THAT ANGLE GRINDER TODAY?

TOOL TRIAGE FOR A BUDGET: 
WHAT DO YOU NEED NOW, WHAT CAN YOU WAIT FOR?



ARE YOU PLANNING TO ADHERE TO CWA WAH STANDARDS?
● IF SO, CONSIDER GETTING YOUR TEAM CERTIFIED

IS YOUR GYM A ROPE GYM?

WILL YOU HAVE A LIFT?
● THIS CAN MAKE A HUGE IMPACT IN 

REDUCING THE PHYSICAL LOAD OF THE 
ROUTESETTING TEAM AND HELP 
MAXIMIZE EFFICIENCY IN STEEP TERRAIN

● AERIAL LIFT CERTIFICATION AND 
TRAINING

● WHERE WILL YOU STORE THE LIFT WHEN 
IT’S NOT IN USE?

ROPE ROUTESETTING KITS
● EITHER WAY, YOU WILL STILL NEED EQUIPMENT
● THE CBJ HAS AN ARTICLE THAT OUTLINES ROPE 

SETTING ESSENTIALS IF YOU NEED A REFERENCE.



TOOLS FOR THE JOB



THE HOLD ROOM



THE SPACE YOU HAVE, THE SPACE YOU NEED

HOLD STORAGE
● DON’T UNDERESTIMATE THE SPACE YOU’LL NEED!  

● MAKE IT USER-FRIENDLY

● PLAN FOR LADDERS

● THINK ABOUT ERGONOMICS AND SMART LIFTING

● WHAT OTHER EQUIPMENT DO YOU NEED TO STORE?

HOW DO YOU DECIDE HOW TO SORT HOLDS?
● EASE OF WORKFLOW SHOULD BE THE PRIORITY!

● WHAT WORKS WELL FOR YOU MIGHT NOT WORK 

WELL FOR YOUR TEAM. BE FLEXIBLE!



EFFICIENT HOLD ROOM = $$$$$



?









LESS GLAMOROUS SPACES

DESIGNING A HOLD WASHING PROTOCOL
● ARE YOU DESIGNING FROM SCRATCH, OR DO YOU NEED TO WORK WITHIN AN EXISTING SPACE?
● HOW ARE YOU PLANNING TO WASH THE HOLDS?

○ DISHWASHER
○ POWERWASHER
○ SCRUBBING

● WHAT VOLUME OF HOLDS WILL YOUR TEAM NEED TO WASH, AND HOW BIG ARE THEY?

● IS CLIMATE A FACTOR IN 
YOUR HOLD WASHING 
DECISIONS?

● HOW FAR IS YOUR HOLD 
WASHING SPACE FROM THE 
SETTING FLOOR OR HOLD 
ROOM, AND HOW ARE YOU 
TRANSPORTING HOLDS?

ADDITIONAL FACTORS



HOLD WASHING IS IMPORTANT.
DON’T SKIMP.



BUILDING ANTTEAM



BUILDING A ROUTESETTING TEAM

FOSTERING A CULTURE THAT REFLECTS YOUR GYM’S VALUES…
● FINDING ROUTESETTERS WHO ALIGN 

WITH THE GYMS GOALS AND CORE 
VALUES

● BUILDING A TEAM THAT WORKS WELL 
TOGETHER OPTIMIZES EFFICIENCY, 
RETENTION, AND PRODUCT QUALITY

…WHILE FUNCTIONING WITHIN LOGISTICAL CONSTRICTIONS
● VOLUME AND TURNOVER ARE DIRECTLY RELATED TO THE SIZE AND 

TALENT OF THE ROUTESETTING TEAM
● WHAT SIZE TEAM DOES YOUR GYM NEED TO ACHIEVE TARGET 

DENSITY AND TURNOVER? WHAT SIZE TEAM CAN YOUR GYM 
SUSTAIN?



HOW MANY PEOPLE DO YOU NEED?
● WHAT IS YOUR TARGET TURNOVER?
● WHAT IS YOUR TARGET DENSITY?
● HOW MANY DAYS A WEEK WILL YOUR 

TEAM BE SETTING?

DO MATH



INTERVIEW TO FIND THE RIGHT PEOPLE

● DESIGN QUESTIONS THAT CHALLENGE:
○ COMMUNICATION,
○ PROBLEM SOLVING, 
○ AND EMPATHY

● ASK CANDIDATES ABOUT THEIR VALUES

CREATE AN INTERVIEW PROCESS THAT TESTS MORE THAN STRENGTH

WORKING INTERVIEWS AND TEAM DEBRIEFS
● SEE HOW A CANDIDATE WORKS WITH YOUR TEAM
● AFTER ANY WORKING INTERVIEW, DEBRIEF WITH THE TEAM TO 

HEAR THEIR OPINION.
● DON’T RUSH INTO HIRING A CANDIDATE WHO ISN’T A GOOD FIT 

FOR THE TEAM



DOCUMENTATION AND INFRASTRUCTURE

● DISTRIBUTION: HOW ARE YOU TRACKING WHAT YOU HAVE AND 
WHAT YOU NEED?

● DAILY WORKFLOW: 
○ WHITEBOARD?
○ EMAILED ASSIGNMENTS?
○ 3RD PARTY ROUTESETTING APP?

INFRASTRUCTURE FOR EASE OF WORKFLOW 

INFRASTRUCTURE FOR LIABILITY
● DO YOU HAVE AUTOBELAYS THAT NEED TO BE INSPECTED?
● ROPES OR PADS THAT NEED MAINTENANCE?
● ARE YOUR ROUTESETTING WORKPLACE RISK MANAGEMENT 

PROTOCOLS ESTABLISHED?

INFRASTRUCTURE FOR STAFF TRAINING
● GET A BASIC PLAN UP AND RUNNING
● EXPAND UPON IT WHEN THERE'S TIME



WHERE TO START
CHECKLIST

Building from 
Scratch

A COMPREHENSIVE CHECKLIST FOR 
HEAD ROUTESETTERS TASKED WITH 
DEVELOPING A NEW PROGRAM

https://drive.google.com/file/d/1jT270BS43MjHckfvtI6oReSiKw0cKgAt/view?usp=sharing
https://drive.google.com/file/d/1Lr1OsZ5oNrigHoSqfXtg90pUwIWCoql2/view?usp=share_link


QUESTIONS?

#TROUTSETTING



PART 2:
EXPANDING BEYOND



EXPANDING THE OPERATION

MOVING TO MULTI-GYM || BOLSTERING PROGRAMS



HOW IS EXPANSION DIFFERENT THAN  BUILDING 
FROM SCRATCH?

● YOUR EXISTING GYM(S) ARE UP AND RUNNING
● YOU ARE NO LONGER IN TRIAGE MODE
● THE GYM HAS MORE MONEY COMING IN
● YOU HAVE THE ABILITY TO DELEGATE
● …AND BREATH.

WHAT NOW?



BUILD UPON THE FOUNDATION

● STANDARDIZING HIRING PROTOCOLS
● DEVELOPING COMMITTEES

HIRING: MORE GYMS MEANS MORE PEOPLE

TRAINING: GET EVERYONE ON THE SAME PAGE
● STANDARDIZING SYSTEMS
● CREATING CONSISTENCY
● BUILDING TEMPLATES
● DOCUMENTATION

@aworldofgiants

BUDGETS: PLANNING FOR THE FUTURE
● HOLDS AND VOLUMES

○ EXPANSION
○ ANNUAL

● EVENTS AND COMPETITIONS
● PROFESSIONAL DEVELOPMENT



CREATE MORE ROUTESETTING LEADERSHIP

● BUILDING UPWARDS…
● DIRECTOR OF ROUTESETTING
● HEAD SETTER ROLES AT EACH FACILITY
● ASSISTANT HEAD SETTER ROLES AT EACH FACILITY
● CREATING HIGHER LEVEL OPERATIONAL ROLES AS WELL AS OTHER 

LEADERSHIP POSITIONS CREATES MORE ROOM FOR EMPLOYEE GROWTH 
AND PROVIDES THE BANDWIDTH TO TAKE ON MORE SPECIAL PROJECTS

ROUTESETTING HIERARCHY



● WELLNESS PROGRAMS
● INJURY PREVENTION
● ADDRESS CUMULATIVE FATIGUE

ELEVATING THE ROUTESETTING PROGRAM

SUSTAINABILITY

PROFESSIONAL DEVELOPMENT
● PROVIDE GROWTH OPPORTUNITIES
● COMBAT ROUTESETTER BURNOUT WITH CREATIVITY 

INJECTIONS
● PROVIDE CONTINUING EDUCATION THAT ELEVATES 

THE VALUE OF THE ROUTESETTING TEAM

EDUCATION
● ROUTESETTING CHALLENGES
● FULL-BLOWN CLINICS



INTEGRATING DEPARTMENTAL NEEDS

THINK GLOBALLY



COORDINATING 
DEPARTMENTAL NEEDS

● MANY GYM OFFERINGS 
PRESENT AN ASK OF THE 
ROUTESETTING 
DEPARTMENT

● THE ROUTESETTTING NEEDS 
OF AN AFTERSCHOOL 
PROGRAM ARE DRASTICALLY 
DIFFERENT THAN THOSE OF 
THE COMPETITIVE TEAM OR 
A MEMBER BOULDERING 
LEAGUE.

HOW DO WE PRIORITIZE?



● ARE THERE ROUTESETTING ASKS 
THAT SATISFY MULTIPLE 
DEPARTMENTAL OR PROGRAMMATIC 
NEEDS?

● HOW MANY CUSTOMERS WILL BE 
IMPACTED BY EACH ASK?

● WHICH DEPARTMENTAL ASKS ARE IN 
DIRECT CONFLICT WITH EACH OTHER? 
HOW CAN YOU BALANCE THOSE 
CONFLICTING NEEDS?

● WHICH ASKS HAVE A DIRECT 
RELATION ON REVENUE STREAMS? 

● WHICH ASKS ARE TEMPORARY, AND 
WHAT IS THEIR IMPACT ON TURNOVER 
AND WORKFLOW?

HOW DO WE PRIORITIZE?



WHAT DOES YOUR GYM LOOK LIKE?



Risk
Mitigation



UNIFYING INFRASTRUCTURE AND DOCUMENTATION

● CLEARLY OUTLINE PROCEDURE AND PROTOCOLS FOR 
WORKING AT HEIGHT

● DOCUMENTING EMPLOYEES ACKNOWLEDGEMENT

WORK AT HEIGHT POLICY

INSPECTION AND DOCUMENTATION
● PPE INSPECTIONS
● AUTOBELAY INSPECTIONS
● TOP ROPE, ANCHOR, AND QUICKDRAW INSPECTIONS

RESCUE PROTOCOLS
● ROUTESETTER RESCUE
● CUSTOMER RESCUE?



INFRASTRUCTURE 
TRIAGE CHECKLIST

CHECKLIST

INFRASTRUCTURE 
TRIAGE

A COMPREHENSIVE CHECKLIST FOR 
HEAD ROUTESETTERS TASKED WITH 
DEVELOPING POLICY, DOCUMENTATION, 
AND TRAINING

https://drive.google.com/file/d/1HCZrbR4d9BVFXesRIJ0rSTkynQm890t3/view?usp=sharing
https://drive.google.com/file/d/1HCZrbR4d9BVFXesRIJ0rSTkynQm890t3/view?usp=sharing
https://drive.google.com/file/d/1Lr1OsZ5oNrigHoSqfXtg90pUwIWCoql2/view?usp=share_link


QUESTIONS?

#TROUTSETTING



POWERED BY:



Please evaluate 
this session in the 
CWA Summit app 
by clicking the 
“Feedback” button



Stay In Touch!

508.667.8967  (JW) 
 720.984.6146  (Fox)

@vortexroutesetting

www.vortexroutesetting.com

http://www.vortexroutesetting.com



