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If you downloaded this white paper, you inherently know 

that in order to make measurable improvements in your 

membership growth, you have to have a baseline and 

measure the right things in order to make informed 

decisions to drive operational excellence.   

 

Management Consultant Peter Drucker said it 

best, “The most serious mistakes are not 

being made as a result of wrong answers.  The 

truly dangerous thing is asking the wrong 

question.” 

 

Most executive and membership directors, as well as 

COOs, are currently measuring the usual things, such as: 

12-month rollover retention rate, monthly terminations, 

new memberships, etc.  But the question is, why are you 

measuring those things?  Specifically, how does that 

information help you make decisions to improve your 

operational performance, particularly in the areas of 

bringing in more members and keeping them longer?   

In this white paper, we will define different types of 

metrics or indexes, and delineate which ones will make 

the greatest impact to your operational outcomes in the 

member-based health and wellness services industry. 

Leading vs. Lagging Indicators 

http://www.mobilefit.com/
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Lagging indicators are those metrics we just discussed 

above, such as 12-month retention rate, monthly 

terminations, etc.  They are historical information 

measuring past performance. Lagging indicators are 

typically easy to measure, but do not provide any insight 

to help you make a change of course in your day-to-day 

operations.  For example, if my goal is weight loss, and I 

step on the scale, I get a number.  That is a lagging 

indicator.   

But how do I actually reach my goal of losing weight?  For 

weight loss (and I know I’m preaching to the choir, based 

on my audience here), there are basically two leading 

indicators: 1. take in fewer calories; and 2. burn more 

calories.  Now, these may be harder to measure than my 

weight, but they are indicators that help me understand 

the process of reaching my goal.  Hence, leading 

indicators help predict the outcome of a process that ties 

into your business objective, such as growing your 

membership base. 

So the takeaway here is to focus on leading indicators 

because that way you can take action on these types of 

metrics.  These “actionable” metrics are in stark contrast 

to the worst kind of metrics, or what we call, “vanity” 

metrics.  Some examples of vanity metrics would be the 

number of likes on your Facebook page, or the number of 

re-tweets, etc.  These types of metrics do not tie back 

into your strategic directives whatsoever. 

http://www.mobilefit.com/


©MobileFit 2014  |  888.817.7404  |  mobilefit.com  |   4 

 

Key Performance Indicators (KPIs)   

A KPI is a business metric that is critical to the 

performance of your organization.  You probably already 

measure all kinds of things to gauge your organization’s 

performance, but KPIs are the most critical metrics that 

are tied directly into your operational performance.  KPIs 

are most commonly defined in ways that are easily 

measured, and can demonstrate the impact of the 

organization’s efforts.   

Here are the top KPIs that have the greatest statistical 

correlation to increased membership retention and 

member loyalty: 

 

 Percentage of new members enrolled in your 
onboarding program 

We know that members that are properly onboarded 

have a much higher retention rate versus members 

who try to go at it on their own.  If you run a multi-

chain organization or metro association, you should 

measure this down to the branch and wellness coach 

level.  A good target to shoot for is 65-75% of your 

new members being enrolled in your onboarding 

program. 

 

http://www.mobilefit.com/
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 Percentage of new members who graduate through 
all 3-4 onboarding sessions 

We know through proven research that it takes 

roughly two hours of staff time over the course of 3-4 

meetings within 30 days to maximize the chance of a 

member succeeding and staying long term.   

 

 Percentage of no-shows and cancellations to 
onboarding appointments 

This KPI helps you quickly understand if your staff is 

positioning your onboarding program correctly, or if 

there is proper follow up for the scheduled 

appointment.  For example, high cancellation rates 

can be an indicator that the program was “snuck” in 

during the sign-up process and an appointment was 

made without the full buy-in of the new member.   

As they leave the facility, there is a cooling off 

effect, which results in that member cancelling the 

appointment, or worse, just not showing up at all.  A 

no-show could also be an indicator that there is no 

follow-up reminder to your members.  We are all 

busy and even with the best of intentions, many 

times we just forget.  This would be a great 

opportunity to add a step to your process to remind 

members of their appointments. You could then 

easily track how the metrics are impacted.  

 

http://www.mobilefit.com/


©MobileFit 2014  |  888.817.7404  |  mobilefit.com  |   6 

 Early stage usage 

Research shows that members who use your facility 

more than four times during the first 30 days have 

much higher retention rates.  Look at all new 

members who are trending less than four visits, and 

develop recovery programs to address that member 

population.   

 

 Percentage of members who use your facility daily 

If you look at your entire membership base and 

analyze what percentage is using your facility on a 

daily basis, that will be a good predictor of 

membership engagement and health.  A good 

benchmark is above 25%.   

 

 Member satisfaction 

Net Promoter Score is a great KPI.  The higher the 

promoter score, the higher the overall retention 

rate. 

Here are a few KPIs to measure membership acquisition. 

 Number of monthly tours completed and 
corresponding conversion rate 

This will help you determine your marketing efficacy 

on bringing in your prospects, and also measure how 

http://www.mobilefit.com/
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effectively your membership department is selling 

the value of your facility and closing sales. 

 

 Ratio of customer acquisition costs to long-term 

value 

This KPI helps you understand if you are on the right 

track to profitability.  You first calculate the average 

membership life and then divide that by the average 

cost to acquire each new member.  If it is costing you 

more to acquire a new member than the amount of 

total revenue each member is bringing in, then you 

are going to need to make some adjustments quickly.  

 

Keeping score of membership retention and attrition 

An important factor that is not discussed here is 

calculating membership attrition and retention metrics—in 

the right way.  To learn more about how to calculate 

these metrics, please click here to download our free 

white paper. 

Critical to Quality (CTQs) 

In manufacturing, CTQ is an established criterion of what 

the end-consumer defines/expects to be considered a 

good quality product.  In the health and wellness services 

http://www.mobilefit.com/
http://go.mobilefit.com/measuring-with-the-right-stick
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world, we typically refer to this metric as Critical to 

Service (CTS).  So for example, when a member joins your 

facility, they will have certain expectations of facility 

cleanliness, staff friendliness and engagement, help with 

fulfilling their goals, etc.  It’s important to note that your 

members will define what the acceptable thresholds are, 

not you.  That is why it’s so important to constantly get 

the “voice of the customer,” via surveys, interviews, daily 

engagement discussions soliciting feedback, etc.   

Once you know your CTS thresholds, you develop your 

processes around them and use KPIs to determine if you 

are hitting the mark.  A helpful way to look at all of this is 

what Stephen Covey suggests by beginning with the end in 

mind.  In other words, let’s first figure out what our 

intended outcome is.  For example, let’s say we want to 

create lifelong loyal members. The first thing we need to 

understand is what factors contribute to people sticking 

with their wellness programs over the long term versus 

terminating their memberships early.   

If you want to learn more about the key drivers and the 

science behind membership retention, you can download 

our free e-book here. 

One CTS is that new members want to reach their goals 

and produce results.  I mean after all, there was a reason 

that created a spark to motivate them to walk in your 

front door right?  Well, we know from proven research 

http://www.mobilefit.com/
http://go.mobilefit.com/the-science-of-member-retention
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that onboarding new members properly has a significant 

impact on the success of your members, creating as much 

as a 75% improvement in 12 month retention outcomes!  

So, measuring how effective your new member onboarding 

process is should be one of your KPIs!  And guess what, 

measuring this type of KPI is a Leading Indicator because it 

gives you a predictable measurement of a future positive 

outcome.  Now you are really humming.   

 

About MobileFit 

We are a company dedicated to helping your fitness 

center or YMCA amplify your members’ experience to 

ultimately reduce membership churn. We do this by 

applying proven processes supported by technologies that 

drive consistent onboarding of new members, and then 

providing daily wow factors for your membership base.  

Visit us at our homepage.  

http://www.mobilefit.com/
http://engage.mobilefit.com/

