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Times have changed, there?s no 

debating it. A revolution has happened 

in the Fitness Industry over the last five 

years and things will probably never be 

the same. If you?re an executive at a 

YMCA or Fitness Center you no doubt 

have felt it. Your metrics are probably 

there to back it up. 

In 2012 four types of fitness venues dominated the market: Large 

m ult ipurpose facil i t ies, such as community Rec. Centers; Fi t ness 

Only facil i t ies, such as Gold?s gym; YMCAs; and Corporat e Fit ness 

Cent ers gobbled up 88% of the revenue in the fitness industry. 

Then came a dramatic change. In 2013 CrossFiT and boutique fitness 

facilit ies burst onto the scene and claimed 21% of the market 's 

revenue. (Fig. 1)1 

A Revolu t i on  i n  th e Fi tn ess I n du str y
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Chapt er  1

How to Respond to Today's Fitness Market

1 (2014) IHRSA Health Club Consumer Report [online]. Available from: http:// ihrsa.org/research.
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With Orange Theory, Pure Barre, and others like them grabbing 

members, all four of the traditional major market players 

(Multipurpose facilit ies, Fitness only facilit ies, YMCAs, and 

Corporate facilit ies) lost market share as a result.

By 2014, 54 million Americans belonged to a fitness center, and of 

that number, 42% were members of a studio or boutique facility.2 

In addition to the advent of the boutique and CrossFiT facilit ies, 

there has also been the rise of fitness centers that offer litt le or no 

staff interaction, but cost only a fraction of what is typically charged 

at multipurpose facilit ies. Venues such as Planet Fitness, AnyTime 

Fitness, and Fitness 19 are not much more than equipment rental 

facilit ies, but can offer memberships for only $10 - $20 per month. 

Boutique gyms l ike Orange Theory and Pure Bar re have grabbed market 
share from traditional multi- purpose faci l i t ies

2 Garcia (2015)  Marketwatch [online].  Available from: http://www.marketwatch.com
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A Sp l i t  i n  th e Fi tn ess M ar ket

The result of these twin developments has been a dramatic 
bifurcation, or splitting, of the fitness market (See Fig. 2). 
Ex-athletes, or other individuals who can self-regulate their 
exercise habits are now able to go to discount facilit ies and pay 
just a fraction of what they did just a few years ago. 

In contrast, people with no exercise experience who are looking 
to get in shape quickly are willing to pay a premium to 
boutique studios that give them a highly interactive, personal 
experience. This type of service offering is especially attractive 
to millennials. 

Prem ium  Facil i t ies

Discount  Facil i t ies

Fit ness 
Market

Figure 2
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So what affect has this all had on you? If you are a leader of any 
sort in the fitness industry, the impact has been huge.

Whether you are ,one of the new market entrants or part of a 
traditional facility, you now face m ore com pet it ion t han ever  
before as t he crowded m arket  put s pressure on you f rom  all 
sides. As this plays out over the next few years, you'll continue to 
see fewer and fewer new prospects walking in your front door. It 
will be more and more challenging to keep the members you do 
have since they simply have more options from which to choose. 

As a leader  in t he f it ness indust ry, you?ve 
exper ienced t h is disrupt ion and you?re 
probably grappling w it h how  t o respond. 

Discount  Facil i t ies

Prem ium  Facil i t ies

Market 
Pressure

Market 
Pressure

Fig. 3

Tradit ional f i t ness 
facil i t ies and 

not -for -prof it s
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I t 's T im e to Close th e Back  D oor

In order to determine the proper response to these new market 
realities, think of your facility as a house with a front door and a 
back door. The front door is new members joining your facility, 
and the back door is people terminating their membership. Your 
front yard is people in the market: prospects, looking for a 
fitness facility to join. 

For many years, maybe even decades, there was an equilibrium: 
the membership within your facility stayed roughly the same, as 
the people coming in the front door equaled (or hopefully 
exceeded) those going out the back door. Since you were in a 
market with less competition, you didn?t need to worry that 
much about the back door. If you had a number of people leave, 
you could, without much difficulty, draw from the large number 
of people milling around in your ?front yard? to replace those 
that went out the back. 
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But the recent disruption in the market has decreased the 
number of people in your front yard. The increased variety of 
venues means some prospects that could have become 
members, now won?t even consider a multipurpose facility 
because there are locations that more closely fit their specific 
needs or desires. As the pool of prospective members has 
decreased, it?s harder and harder to maintain equilibrium simply 
by bringing more people in the front door.  The bot t om  line is 
t h is: t he days of  sim ply out sell ing m em ber  at t r i t ion are over . 

At the same time, the new market realities mean more people will 
be going out your back door, being enticed by the numerous, and 
novel options now available to them. 

With these realities in mind, the way to 
address the challenges of the new 
market environment becomes obvious: 
i t ?s t im e t o close t he back  door . 

There really are no other options. Since 
fewer prospects are coming in, each 
new m em ber  becom es m ore valuable. 
It?s essential to become ?stickier? with 
these new members to ensure you 
maximize their membership life. At the 
same time, attention needs to be 
focused on keeping your current 
members from going out the ?back 
door.? 

It is possible to survive and even thrive in 
this newly disrupted marketplace, but in 
order to do so, you must execute on a 
solid, data-driven retention plan. 
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With these new market pressures dictating a renewed 
emphasis on new member retention, the logical 
question becomes, ?How do I do it? What?s the best 
strategy for retaining members and building loyalty at 
my facility??  

Fitness leaders around the nation have answered that 
question with a myriad of plans and varied results. 
Some have pushed the petal down on sales efforts 
trying to ?outrun? the market pressures with new sales. 
Others have turned to software systems designed to 
communicate with members through a string of emails 
and phone calls. Still others have focused on buying the 
latest equipment to try to compete with the new 
facilit ies popping up all around them. 

Fitness leaders around the 
nation have tried 

countless plans to solve 
the retention problem. 

Chapt er  2

The Science-Backed Solution
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You name it and it?s been tried. So what works? What?s the right 
solution? 

If you?re willing to take the time to look at the research, a clear-cut 
answer will jump off the page. There are people all over the globe 
that have literally dedicated their entire careers to studying how to 
retain members. A survey of their work shows that onboarding 
new members in the first several weeks of their membership 
using behavior modification principles is the single best strategy 
for significantly improving member retention. 

If you study the research, there?s not even a close second. In fact , 
m any of  t he st rat egies being m arket ed or  im plem ent ed t oday 
have NO scient if ic or  research back ing AT ALL. 
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W h at i s O n boar d i n g? 

Before we take a look at the science, it?s critical to understand 
exactly what onboarding is?  and what it?s not.

Here's a great working definition: 

Onboarding is an intentional process whereby 
a NEW member is introduced gradually into 

the fitness center by meeting one-on-one with a 
dedicated professional/coach.  Discovering the 

member?s goals, their barriers, self-efficacy, 
and using behavior modification techniques to 

help them reach those goals are key 
components of the onboarding process. 



11

Now you might think, ?Isn?t 
onboarding just a fancy word for 
member orientation? We?ve been 
doing that for years.? The answer is 
NO. Onboarding is completely 
different than orientation. Here are 
three key factors that distinguish the 
two: 

1. Orientations are optional.  
Onboarding is sold and 
positioned as a cr it ical par t  of 
the membership sale.
  

2. Orientations typically consist of 
1-2 complimentary visits with a 
personal trainer.  Onboarding 
consists of multiple sessions, 
typically 3-4, with specif ic 
out com es f rom  each m eet ing. 

3. Orientations are intended to 
introduce the new member to the facility, (i.e., set them up on 
the strength equipment, show them how to use the cardio 
equipment, etc.)  Onboarding helps a member identify their 
goals, understand their past barriers to exercise, and then 
create a plan for succeeding this time. It uses behavior  
m odif icat ion t echniques to help the member make the 
necessary changes to reach their goals both inside and outside 
your facility. 
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Onboarding is also not the same as member engagement. Once 
again there are several key factors that distinguish them: 

1. Engagement is very broad-ranging. Casually asking about a 
member?s children, an appointment to discuss nutrition, or a 
follow-up phone call or email can all fall under the definition 
of engagement. Onboarding, on the other hand, is a very 
focused process. It involves a coach meeting face-to-face 
with a new member to develop a plan to help them reach 
their wellness goals. It uses behavior modification 
techniques, and usually takes place in the first month or two 
of membership. 

2. Engagement is an ongoing process. Facilit ies should have 
strategies for engaging members over the entire course of 
their membership life. In contrast, onboarding is 
f ront -loaded and takes place during the f ir st  cr it ical m ont h 
of membership. 

3. Perhaps the most significant difference is the 
research-proven ef fect iveness of onboarding vs. 
engagement. Since engagement is so broad, and in most 
cases very non-systematic, it is difficult to measure its impact 
on member retention. A limited number of studies show a 
correlation, but it varies widely with what the engagement 
strategy is and how well a staff team implements it. There is 
NO research that demonstrates that a phone and email 
engagement strategy has any impact on retaining members. 
By comparison, as we will see in a moment, numerous 
studies and results in real-world facilit ies have demonstrated 
that onboarding is the single-m ost  ef fect ive st rat egy 
facilit ies can use to retain their members. 
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W h at Sci en ce Sh ow s 
Now that we have a clear understanding of what onboarding is, 
let?s examine what the research shows in regard to the impact of 
onboarding on member retention. First, we need to take a quick 
look at some baselines. A study of 17 YMCAs around the country 
by Dr. James Annesi and Jennifer Unruh revealed that wit hout  
int ervent ion involving behavior  m odif icat ion pr inciples, 
63% of  new  m em bers had st opped exercising w it h in six 
m ont hs.3

Not surprisingly, membership termination quickly followed 
exercise dropout. A 2009 study by Dr. Paul Bedford found that 
over 50% of new members on a standard monthly contract had 
terminated their membership within eight months and over 80% 
had terminated their memberships within two years!4 

3 Annesi, James, Unruh, Jennifer. "Effects of a Cognitive Behavioral Treatment Protocol on the Drop-Out Rates of Exercise 
Participants in 17 YMCA Facilit ies of Six Cities." Psychological Reports, vol. 95, no. 1,  2004, pp. 250-256.

4Stephen J. Tharrett & Paul Bedford, Why People Join, Leave, and Stay with Health/Fitness Clubs: The Ultimate Handbook of 
Member Retention (Monterey: Healthy Living, 2012), 98. 
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These results matched up well with a study of over 1.3 million 
fitness center members performed here at MobileFiT in 2016. The 
graph below provides the results. The horizontal axis represents 
the months since joining. The plotted line shows the percentage of 
new members that retained their membership to up to that month. 

The study covers members who joined fitness centers across the 
country between 2012 and 2016. As you can see, 53.5% of  all new  
m em bers t erm inat ed t heir  m em bership w it h in 12 m ont hs, 
73.0% had t erm inat ed t heir  m em berships w it h in t wo years, 
and 86.7% had lef t  w it h in t hree years.  

53.5% of  m em bers 
t erm inat e w it h in 

12 m ont hs

73.0%  t erm inat e 
w it h in 24 m ont hs

86.7%  
t erm inat e 
w it h in 36 
m ont hs

Fig. 4

Ret ent ion in Mont hs Af t er  Joining
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All the research confirms the depth of the retention crisis faced by 
YMCAs and fitness centers literally around the globe.  This 
represents a $6 billion problem in lost revenue! 

A D r am at i c B r eak th r ou gh  

However, a landmark 
study performed by Dr. 
Bedford revealed a way 
to dramatically impact 
this membership churn 
challenge. Dr. Bedford 
tracked 1,000 new 
members of fitness 
facilit ies in the United 
Kingdom. This 
population of new 
members was divided 
into two groups: 

The control group was 
given a standard one-hour orientation to the facility and it?s 
equipment.

The experimental group was given the same standard orientation, 
plus three follow-up onboarding appointments with a coach, 
spaced a week apart, with a duration of 30, 20, and 10 minutes 
respectively. The aim of these follow-ups was to ensure the new 
m em ber ?s goals were clear ly underst ood , that they were given 
a plan for  overcom ing bar r iers and achieving those goals, and 
that there was a process for  account abil i t y in taking the 
necessary steps.

Dr . Paul Bedford
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The results were astounding! As you can see, within just six 
months, 87% of the members who had been onboarded 
remained members, compared to only 60% of those who had 
not been onboarded. 

Even more significantly, this onboarding, which took place in 
the first month of membership, had a lasting effect on the 
retention of those members. After an entire year of 
membership, the gap between those who were onboarded and 
those who were not was not diminishing. It was expanding! At 
the end of this 12-month period, t hose who were onboarded 
had a 70% ret ent ion rat e versus only a 38% ret ent ion rat e 
for  t hose who were not .5 

This simple process of onboarding a new member increased 
one-year retention rates by over 75%! There is no ot her  st rat egy 
for  m em ber  ret ent ion t hat  even com es close t o t hese t ypes of  
result s. 

Fig. 5

5Stephen J. Tharrett & Paul Bedford, Why People Join, Leave, and Stay with Health/Fitness Clubs: The Ultimate 
Handbook of Member Retention (Monterey: Healthy Living, 2012), 122 
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O n boar d i n g i n  th e Real  W or ld

But what happened next 
may be even more 
important than the 
study itself. David Lloyd 
Leisure, a fitness group 
in the United Kingdom 
with over 320,000 
members, decided to 
put these principles into 
practice. They designed 
a program entitled ?The 
David Lloyd Health and Fitness Experience? based on the same 
onboarding methodologies used in Dr. Bedford?s study. 

The David Lloyd Health 
and Fitness Experience put 
onboarding principles to 
the test in a real-world 

environment.
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Fig. 6

David Lloyd trained their personnel and unleashed the program 
in 57 fitness centers. The results were dramatic, mirroring Dr. 
Bedford?s study almost perfectly. After one year those that were 
onboarded had a 76% retention rate compared to a 48% rate for 
those who were not. Aft er  18 m ont hs, only 32% of  t he 
non-onboarded m em bers rem ained com pared t o over  62% of  
t hose who were onboarded (See Figure 6).6 

The results of this trial proved that the impact of onboarding was 
not limited to studies within Ph.D. controlled environments, but 
could bring stunning results on a real-world, large-scale health 
and fitness facilit ies. 

6Stephen J. Tharrett & Paul Bedford, Why People Join, Leave, and Stay with Health/Fitness Clubs: The Ultimate Handbook of 
Member Retention (Monterey: Healthy Living, 2012), 1283.
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If you?re a leader at a Y or fitness center, looking at this data 
should cause your pulse to quicken. Maybe you?re even feeling a 
litt le light-headed. You are no doubt beginning to wonder, ?This 
sounds fantastic! But how much difference will this really make at 
my association or facility?? 

 

H ow  M u ch  of  A D i f f er en ce D oes i t  Real ly  M ake?

In order to answer that question, let?s put these graphs and 
figures in concrete terms. What would the results achieved by 
David Lloyd Fitness Centers look like in terms of dollars and 
cent s? How much of a difference would it really make? 

As a leader, you?re passionate about two things: how to help 
the maximum number of people live healthy lifestyles, and how 
to increase the bottom line of your facility or association. 

In order to understand the impact of onboarding 
on these two concerns, let?s visit Barbara. Barbara 
is the General Manager of a large fitness center.  
There are about 20,000 members at her facility 
and around 200 join each month. But, both of 
those numbers are now in decline, largely due to 
the fact that a Planet Fitness and a Crossfit gym 
have recently moved into the area. With this 
increased competition in her area, she?s more 
concerned about retention than ever, especially 
with millennials since they represent the largest 
and youngest demographic in the market. 

Chapt er  3

The Returns of Onboarding
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But Barbara has heard about the effectiveness of onboarding. 
So she did her homework and put in a system, similar to the 
David Lloyd program, at her facility. She instituted a number of 
changes. 

First, her Membership staff now classify every new member as 
either a high, medium, or low retention risk based on their 
answers about their current exercise habits (more on this later). 
Barbara instructed membership to position the new 
onboarding program as an essential part of succeeding in 
reaching your goals, especially to new members in the high and 
medium retention risk categories. 

Next, she has her coaches trained in Behavioral Coaching 
techniques. She then works with them to create an onboarding 
program that involves four 
meetings with new members. 

Now here?s where the rubber 
meets the road. What kind of 
results should Barbara expect? 
How many members will it 
affect? How much longer will 
they stay? What kind of impact 
will this new program really 
have on her revenue stream? 
How much staff time will she 
have to commit to see results? 
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Don?t worry; we?ve done the math for you! Let?s say the average 
price per member at Barbara?s facility is $35 and she asks each 
of her three full-time coaches to spend 15 hours each week in 
onboarding appointments. Her onboarding program, like Dr. 
Bedford?s, involves two hours of staff time (4 appointments: 1 
hour, 30 min., 20 min., and 10 min. spread a week apart). The 
number of members onboarded per month represents the 
number her staff could feasibly onboard with 45 hours per 
week dedicated to this activity. 

If she replicated the results seen at David Lloyd, let?s compare 
the results she would see with her onboarding program vs. 
what she would see if she had not put on onboarding program 
in place. (See Figure 7) 

Wit hout  
Onboarding 

Wit h 
Onboarding Dif ference % Increase 

# of  Mem bers 
Onboarded/m ont h  

0 97 97 N/A 

Revenue f rom  
NEW m em bers 

af t er  1 year  
$524,651 $615,259 $90,608 17.3% 

Revenue f rom  
NEW m em bers 
af t er  2 years 

$1,544,845 $1,988,967 $444,121 28.75% 

Median 
Mem bership Life 

in Mont hs 
11.4 22.3 10.9 months 95.6% 

Lifet im e Value of  
Average Mem ber  

$399 $781 $382 95.6% 

Fig. 7
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Let?s take a second to 
explore these numbers. The 
revenue numbers are just 
those realized from new 
members, members that 
joined since Barbara started 
her onboarding program. 
That  m eans in t he f ir st  
year  of  t h is onboarding 
program , her  facil i t y 
would receive $90,608 
m ore revenue f rom  t hese new m em bers t han t hey would 
have if  she had not  st ar t ed her  onboarding program ; a 
17.3% increase in revenue w it hout  any increase in t heir  rat e 
of  m em bership sales! 

And the numbers keep improving. During the second year of 
her program, all the members who joined the first year will still 
be staying longer because of the onboarding effect. Of course, 
the members who join during this second year will also be 
retained longer. As a result, the numbers are even better in this 
second year. There is a net  revenue gain of  $444,121 over  t he 
t wo years w it h $353,513 ($444,121 ? $90,608) of  t hat  being 
realized in t he second year . This is 28.75% increase in revenue 
from new members over those two years compared to not 
having an onboarding program in place. 

You can begin to see that the onboarding process has a 
snowball effect on revenue.  With each successive year a higher 
and higher percentage of the total membership base is affected 
so there is a greater and greater increase, not only in the new 
member revenue, but also in the net membership revenue. 
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Finally, we can think of the return of onboarding in terms of the 
value of each new member that joins. From our study on 1.3 
million fitness center members, we know that the average new 
member stays for 11.4 m ont hs before terminating their 
membership. If the average monthly cost for a membership is $35, 
then the lifetime value of an average member is $399 (11.4 months 
x $35). (This figure is just the membership dues the member would 
pay and doesn?t include additional revenue from programs, 

personal training, etc.) 

Now the value of onboarding shines. Dr. Bedford proved that an 
onboarding program focused on the first month of membership 
didn?t just help keep them to the second month. Since they were 
being more successful in reaching their wellness goals, they stayed 
months or even years longer. 

As a result , i f  Barbara m im icked t he result s of  David Lloyd, t he 
m edian m em bership l i fe of  her  new  m em bers would go f rom  
11.4 m ont hs t o 22.3 m ont hs! As a result , t he average l i fet im e 
VALUE of  each new m em ber  would cl im b f rom  $399 t o $781. As 
before, this just includes expected membership dues. Since the 
onboarded member stays longer, they will also spend more on 
programs, personal training, etc., so the revenue boost of 
onboarding will be multiplied. In an age of  fewer  new prospect s, 
t h is increase in t he expect ed value of  each new m em ber  is of  
im m ense value. 

Barbara saw a 28.75% increase in new 
member revenue. The average value of 
each new member increased from 
$399 to $781.
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W h at i f  I  H ave L im i ted  Resou r ces?

Now some of you are looking at this and 
saying, ?Sure, that looks impressive. But I don?t 
have that kind of staffing resources. I don?t 
have any full-time Wellness Coaches, much less 
the ability to dedicate 45 hours of staff time a 
week to onboarding."

If this is you, let me introduce you to Dave. 
Dave directs a fitness facility that has about 
4,000 members. Dave works full-time and has a 
part-time trainer that comes in during peak 
hours. His facility sees around 50 new 
members join a month. With these limited 
resources, can onboarding make any difference 
for Dave? 

Let?s take a look at the numbers. Again, we?ll 
assume that Dave is able to target those new 
members who are the highest dropout risk, 
that he impacts folks at a rate like that of David Lloyd, and that 
the average cost of a membership is $35. 

Dave has only 5 staff hours a week 
to dedicate to onboarding new 

members. Can he expect results 
with these limited resources? 
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Wit hout  
Onboarding 

Wit h 
Onboarding Dif ference % Increase 

# of  Mem bers 
Onboarded/m ont h  

0 11 11 N/A 

Revenue f rom  
NEW m em bers 

af t er  1 year  
$131,163 $144,371 $13,208 10.1% 

Revenue f rom  
NEW m em bers 
af t er  2 years 

$386,211 $440,063 $53,852 13.9% 

Median 
Mem bership Life 

11.4 15.8 4.4 months 38.6% 

Lifet im e Value of  
Average Mem ber  

$399 $554 $155 38.6% 

If Dave is able to dedicate just 5 staff hours a week to onboarding, 
here are the results he would see: 

As you can see, even with just five hours a week invested in 
onboarding, Dave will see a 10% increase in his revenue from new 
members in the first year of his program. By t he end of  t he 
second year , he w il l  have gained $53,852 in addit ional revenue, 
a 13.94% increase over  what  he would have received if  he had 
not  st ar t ed his onboarding program . Just as in the case of 
Barbara, the longer the onboarding program is in place, the greater 
the return and the greater the impact on overall membership 
revenue. 

Dave saw a 13.9% increase in his new 
member revenue. The average value of a 
new member went from $399 to $554. 

Fig. 8



26

The stories of Barbara and Dave bring us to another critical 
juncture in our thinking about onboarding. It?s important here that 
we understand a principle that is essential for a successful 
onboarding program. Let?s explore that principle with this litt le 
story?  

A Far m er 's T ale

There was once a farmer who worked hard all day out in the fields. 
One year, as it came time to sow the crops, he decided to try out a 
new fertilizer to see if it would increase his yield of corn. So he 
bought a hundred units of fertilizer and applied it to the fields. 
When the harvest came, much to his delight he found that his 
harvest grew from 10,000 ears of corn to 25,000 ears! A hundred 
units of fertilizer had brought about a 250% increase in his crop. 

Chapt er  4

Do I Have to Onboard Everyone? 
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 So the next year the farmer decided that if 100 units of fertilizer 
gave him a 250% increase, then 200 units of fertilizer ought to 
bring about a 500% increase. So, he bought 200 units, put it on 
the fields and confidently waited. But when the harvest came, 
he was perplexed. The fields yielded 35,000 ears of corn. An 
increase to be sure, but only 350% over his initial yield, not the 
500% he felt justified in expecting. 

Undeterred, the next year, the farmer invested in 300 units of 
fertilizer, applied it to the field and awaited the results. What do 
you think happened? The field produced 36,000 ears of corn. 
The farmer was furious that his investment in an extra 100 units 
of fertilizer had only yielded 1,000 more ears of corn. 

O n boar d i n g an d  th e L aw  of  D i m i n i sh i n g Retu r n s

What the old farmer experienced was 
the law of diminishing returns. 
Fertilizer will bring about an increase 
in the amount of crops. But after a 
certain concentration, each unit of 
fertilizer brings about a smaller 
increase than the previous units. The 
farmer needs to realize there is a 
certain point, in this case somewhere 
around 200 units, where the yields 
returned by additional fertilizer is not 
worth the cost of buying it, let alone 
the effort to apply it. 
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The same principle demonstrated by a farmer and his fertilizer is 
true of onboarding and your facility. Onboarding is a good thing. 
It will help more members reach their goals and increase your 
bottom line revenue. But just like our farmer friend, i t ?s 
im por t ant  t o realize t hat  not  every single new m em ber  
needs t o be onboarded. In fact, you will reach a place where 
onboarding more members will not be worth the staff time 
invested in it. 

N ew  M em ber  Segm en tat i on  i s V i tal

In order to determine where this point is, think of the new 
members who have just joined your facility on a spectrum. On 
one side of the spectrum there are those new members who 
are your greatest retention risk, i.e. the health-seekers who have 
started and stopped exercise routines many times over during 
their life. On the other side of the spectrum 
are those who are your smallest retention 
risk; people training for a marathon, senior 
citizens, or ex-athletes who are driven, 
knowledgeable, and self-motivated. 

Now it?s obvious that you probably don?t 
need to onboard the person training for a 
marathon because she is almost certain to 
stay and reach her goals anyway. On the 
other hand, you MUST onboard the 
health-seeker or they will fail and leave 
quickly. But if these are the two extremes, 
where do you draw the line? What  
percent age of  your  new m em bers need t o 
be onboarded? 
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The answer will vary some from facility to facility, but our 
research shows that the answer lies somewhere near the 50th 
percentile. Let?s imagine lining up all your new members ranked 
from the greatest retention risk to the lowest retention risk. If 
you split that line right in the middle and looked only at the 50% 
who were at least risk for leaving, you would find that 85% of 
those people were going to stay at least 1 year with no 
onboarding at all. So even if you had unlimited resources, it 
would be wise to target onboarding the 50% of your members 
who are your greatest retention risk. 

But, most of us don?t have unlimited resources. 
Let?s turn our attention again to  Dave, our 
Membership and Wellness Director who only has 
the staff hours to onboard about 20% of his new 
members. He CANNOT afford to onboard 
members who were already going to succeed and 
stay while missing those at greatest risk of leaving. 
Dave m ust  f ind a way t o segm ent  out  t he 20% 
or  so of  h is new m em bers who are t he great est  
ret ent ion r isk . But how can he do that? 

Even with unlimited resources, it's 
wise to only target for onboarding 
the 50% of your members who are 

the greatest retention risk.
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A s Sim p le as A sk i n g th e Ri gh t  Q u est i on s

Fortunately, segmenting 
your new members into 
which ones need to be 
onboarded and which ones 
don?t need it can be done. 
And often it?s as easy as 
asking a few simple 
questions. As your 
membership staff is 
interacting with a 
prospective member have 
them ask these three 
questions: 

1. Are you cur rent ly 
fol low ing any t ype of  
exercise program ? 

2. Are you exercising m ore t han 2 days a week? 

3. Have you been successful in fol low ing t h is regim en, or  
any ot her  program , for  m ore t han 6 m ont hs? 

If a member answers ?yes? to all three questions, then they?re not 
a serious retention risk. If they answer ?no? to one or more 
questions, especially question 3, then they are a great candidate 
to enroll in your onboarding program. 
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Beyond this, st udy t he t rends at  your  facil i t y. 

- What membership types 
tend to terminate the 
earliest? 

- How much is age a factor in 
early cancellations (seniors 
are typically rock stars in the 
retention world, millennials 
are the most at risk)?

- Does it make a difference if 
the new member has 
children?

- Are there certain goals that 
the member is hoping to 
achieve that correlate with 
longevity or early termination?

- Are there other demographic factors that correlate with 
retention? 

The best way to get this critical membership data is a Survival 
Analysis (see Figure 9 on p. 32). These analyses follow each new 
member and tracks how long they ?survive? before terminating 
their membership. The result is a graph that allows you to see the 
percentage of new members who make it to any given month 
after they join. 

Seniors are t ypically t he rock  st ars of  t he 
ret ent ion wor ld!
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Fig. 9

A Survival Analysis allows you to examine the true retention rate for 
different generational demographics and various membership 
types. This enables your membership staff to focus the onboarding 
program more effectively on those who need it the most. 

For instance, Fig. 9 allows them to see that 1 Adult Household 
memberships (1 Adult HH) are much more likely to terminate than 2 
Adult Household memberships (2 Adult HH). Therefore, new 1 Adult 
Household members need to be encouraged much more strongly to 
engage in the onboarding process. 

Over time, these metrics and the results of the questions above will 
allow you to build an increasingly precise picture of which new 
members are ideal candidates for your onboarding program. 

(For  m ore about  Survival Analyses and how t hey can benef it  your  
facil i t y, check  out  our  eBook, Measuring with the Right Stick).

http://engage.mobilefit.com/measuring-with-the-right-stick-white-paper/
http://engage.mobilefit.com/measuring-with-the-right-stick-white-paper/
http://engage.mobilefit.com/measuring-with-the-right-stick-white-paper/
http://engage.mobilefit.com/measuring-with-the-right-stick-white-paper/
http://engage.mobilefit.com/measuring-with-the-right-stick-white-paper/
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Chapt er  5

How We Can Help

At MobileFiT, we are convinced that there is no technology on 
this planet that can solve your member retention challenges. 
Plain and simple, a real difference can only be made by your 
team having the proper processes, executing on those plans, 
and measuring their results to maximize their performance. 

Peop le, Pr ocess, Tech n ology

As a result, MobileFiT uses a 
unique methodology in 
helping you address your 
retention challenges. We 
don?t just throw software at 
you. Instead, we take a 
holistic approach: 

First, we analyze your 
facilit ies or clubs to give you a 
clear picture of how well you 
are truly retaining your 
members. Then we work with your leadership to create or 
fine-tune your processes to line them up with methods proven 
to retain more members by cutting edge research. 

Finally, we provide a software solution that streamlines the 
onboarding process, minimizes data entry, and gives your 
leaders the metrics they need to monitor your team?s 
performance. 

It 's a m et hodology t hat  put s your  people f ir st , ensures you 
have t he r ight  processes, and then gives you t he t echnology 
t o back  it  up. 
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W h at 's Avai l ab le to You

Specifically, here are the ways that we can help you beat the 
challenge of membership churn: 

1. FREE resources

We trust that Bringing New Members 
Onboard has been a benefit to you. You 
can find a treasure trove of similar 
eBooks, whitepapers, and webinars on 
our Resource Library page. They are all 
free to you and your team. 

Also, our blog is updated weekly with the 
latest in retention research, industry 
trends, and practical how-to?s for fitness professionals. 
Check it out here and subscribe to be notified of new posts.
 

2. Facil i t y or  Franchise Mem bership Analysis

Using on-line assessment 
forms and cutting edge 
Survival Analysis tools, we 
give you a clearer picture 
than you?ve ever seen on 
exactly where you stand on 
member retention. We?ll help 
your leadership team 
identify pitfalls and develop 
workable plans to overcome 
them.  For more info, click here.

53.5% of  m em bers 
t erm inat e w it h in 

12 m ont hs
73.0%  t erm inat e 
w it h in 24 m ont hs

86.7%  
t erm inat e 
w it h in 24 
m ont hs

http://engage.mobilefit.com/resource-library
http://engage.mobilefit.com/resource-library
http://engage.mobilefit.com/resource-library
http://blog.mobilefit.com/blog/
http://blog.mobilefit.com/blog/
http://blog.mobilefit.com/blog/
http://blog.mobilefit.com/blog/
http://blog.mobilefit.com/blog/
https://engage.mobilefit.com/survival-analysis/
https://engage.mobilefit.com/survival-analysis/
https://engage.mobilefit.com/survival-analysis/
https://engage.mobilefit.com/survival-analysis/
https://engage.mobilefit.com/survival-analysis/
https://engage.mobilefit.com/survival-analysis/
https://engage.mobilefit.com/survival-analysis/
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3. On-Sit e Training
Membership Mastery 
University: A Scient if ic 
Approach is a full-day 
training program for you 
and your staff designed to 
make a dramatic impact on 
your member experience 
and membership retention 
performance. We'll train 
your staff in the science of what really works toward keeping 
members for the long haul and then give them a time of 
practical workshop discussion on how these principles can 
be put into practice at your facility. Learn more about 
Membership Mastery University here. 

Membership Mastery University

http://engage.mobilefit.com/training-resources/university
http://engage.mobilefit.com/training-resources/university
http://engage.mobilefit.com/training-resources/university
http://engage.mobilefit.com/training-resources/university
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4. Our  Technology Plat form : Once 
you have your team trained and 
the right process in place, we give 
you the technology that runs it all. 
MobileFiT?s totally mobile platform 
covers the entire new member 
journey from prospect, to 
membership, to onboarding and 
ongoing engagement with a coach. 
And it gives your leadership the 
metrics to track your success at 
every step along the way. It ?s t he 
only t echnology in t he wor ld built  around t he 
science-backed onboarding process. 
To learn more, click here.

?We are thrilled to partner with MobileFit. We 
believe this will be a real game-changer for our 
Association as we will have the perfect recipe of 
people, process and technology to help us better 
connect with members and assist them in meeting 
their health and wellness goals, thus impacting 

more lives in a deeper way.? 

 Charm aine Car t er  
 COO - YMCA of  San Diego Count y

https://engage.mobilefit.com/mobilefit-technology-platform/
https://engage.mobilefit.com/mobilefit-technology-platform/
https://engage.mobilefit.com/mobilefit-technology-platform/
https://engage.mobilefit.com/mobilefit-technology-platform/
https://engage.mobilefit.com/mobilefit-technology-platform/
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About  MobileFiT

MobileFiT has been working with YMCAs and Fitness Centers since 2005. Our passion is to give 
wellness organizat ions the training and tools they need to help a greater number of people live 
healthy lifestyles. 

Our commitment is to keep constant ly abreast of the very latest research in the fitness industry 
and then create our training and software around the science of what really works. 

We pledge to  deliver the very best tools available to give your members a remarkable fitness 
experience, extending their membership tenure and making them more likely to recruit  friends 
to your facility.

Our Technology Plat form is used by over 150 
YMCAs and Fitness Centers Nat ionwide

http://engage.mobilefit.com

