S| What is a
FourSquare -~
Retention Study/
_

- A FourSquare Study means

» 200 completed telephone interviews per branch

» Random sample is controlled to be a mirror
image of the membership

» Advanced conjoint analysis provides actionable
results: we tell you what to do, how to do it,
and who to focus on

Member retention means
= higher membership revenues
» Jower marketing costs

" g stronger YMCA community

Member satisfaction is worthless.
Member retention is priceless.
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What and Who to Target

Retention studies help you target the aspects of your service which will have the most effect on
maintaining membership. This requires an understanding of both how satisfied each member is on a
variety of issues and also how important each of these is in their decision to remain a member of your
YMCA. A FourSquare Retention Study uses correlation analysis to pinpoint where you should focus

your retention efforts.
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By analyzing profiles of members who are at risk of quitting, a FourSquare Retention Study identifies
the member groups who need your special attention.

Length of membership Frequency of visits
U7
80%
Newer members are 70% 7\ -
less likely to renew A 60% 7\ Members-whe-use
/ \ 50% the-facility tess-are
40% 7%MW
\ / \ 30%
P — \ 20% / / W
/ / \ \ 10% _—/ N\~
_—
0% T T T T
//// \\ \ 6-7timesa 4-5timesa 2-3timesa Once aweek 2-3timesa Once a Less than
7 week week week month month once a
/ M month
<6 months 6mos.—<1 1year—<2 2years—<3 3years—<5 5years—<10 10 years and ’ m—_ikely to renew = _ess likely to renew ‘
year years years years years more
’ = Likely to renew = Less likely to renew ‘

To Learn More

Please read the following article written for Perspective magazine
by FourSquare Research Managing Partner Li Li. It will give you
more insight into the methods, results, and value of membership
retention studies.



MARKETING

Is It as Important as
Members Say It Is?

Correlation aualysis shows you exactly what member service areas to
imtprove in ovder to increase retention.
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any YMOAs adiress the issue
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conducting annual saeisfac-

micamn '\1Ik|i-r\ l‘luh CAEF, 3||_'Jl'
after Vear many Y5 see ni -.ignil'lc'nﬂl
improvement in their retention rates
The reasnn is ane u|t1!'||;-_ b SHFprising
fact: happy members do ot necessarly
eapeal renewing members.

A member could report an above-
average satislaction level even though
thiere i sane aspect of the experience
that s scen @ unssslactory. Bun il that
single issae 1% very important to the
memmber, it may be enough o cause ter-
minatbry. Thats why high satsfaction
may not guarantee high retention.
ldentifang what drves members to pun
the YMUCA amd what afects their remeaal
iecisons is the key to high retention

Keeping the River Flowing

YMCAs wsed to regard the fow of
membership like the flow of a river
Peaple will just beep coming and poang.
A the economy tghtens and more and
muoe marketpleces mature, 1t seems that
there are more peaple going than are
coming. More than ever, maintaining
high retention rates has 1o be 3 criveal
scrategy toany YMOAS succes.

The good news is that any YACA
that manages w sccomplish higher reren-
tion realizes three grean bemefins:

First, it koosts the boliom line.

Consider this example: For a large
YMCA with 30,000 membership units;
a one percent gain in membership re-
tention translates into 300 units. If each
unit pays an average of $600 in annual
membership fees, this increase results,
in retaining an additional $180,000
in membership revenues. Imagine
the revenue potential with increasing
retention rates by five or 10 percent.
Secand, high retention brings
down operating costs, such as mar-
keting. When members stav with the
YA vear after vear, they are mwone ke
Iy go recommend the YMOA to thenr
ek and nesghbors, ths providing the
miost effective and cheapest promotion
toal available—referral by waord-of-
minuth, Therefore, the YMOCA could fors
bess on attracting new members, therehy
significanghy reducing promosonal costs.
Finally, and most
important, high reten-
tion strengthens the
YMCA's ability to
accomplish its mis-
slon. Higher retention
micans & stable member-
shigp group. With 3 more
dedicated member group,
the YMCA has
opportunities o apply the
YMOAS core values of
honesey, Caring, respool

mare

il Fesponsibdbog aml has

Li Li is Managing Partner of
FourSquare Research, Inc.
in Atlanta, Georgia.

a bemer chance of bualding stonger chil-
dlren, famalses and conymumes.

What Really Counts?

S0 what do o need to do to find
fetentuni strategres that work for :.'uu-'
Ihe kev i o determine which member
service conponents have the greatess
impect an mrmbers sabstaction and like-
lihosd] v renew, In other words, what
most important o your members?
Betore you run o asking members o
rank the importance of all services, be
sure ts wilerssiand cha there are acmally
three dilferent pypes ol importance.,

Wheen a mimber 1ells you sevciling
i inpperrant, that person coull mean it s
cwscitial, An ossential sspoct may e “very
impartait” yer may not infucnee the
decision to join or rencw. An example
maght be cleanliness of the alitg. Ith hike
the wheels on a car. They are o besic item
that evervone assimnes will be part of the
cir. IF a car doesn't have then no one will
Bury . Bt hanang them won't gree anv car
an advantige over another. Likewise,
shile l:ﬁ.'[unp: the fclity clean s ssential
to yvouir members’ cxperience at the
YMOA, onee yoa achieee 1F, it rm-l:. has
any Empudct in their miention to renew

Sometimes when 3 member tells you
samething 15 important, the member
could mean it is salient. A salient aspect is
something that 1 member 3 aware of,
such as that the YMOA kas many pro-
grams for children. It results primanly
froen advertsing or prier knowledge, and
may have litthe bearing on the deasion o
rencw. A member who has no children
meay rank having chaldrens programs u
the YMOCA as important
just because that's what
the YMOCA is known for
However, it mav never be
3 lactor i that person’s
alecasainm o FeTw.

Fimally, when a member
tells vou something is
ImorTant, the imember
coiald sevuwally be velling
vou thar it's something tha
the deter-
minant of membership

really mastters

This s an asgeect that sctu

Peripbctive - Forrnary G




Can You Do THE
ANALYSIS YOURSELF?

Correlation analysis may sound
like o By method of doing whataY'
et sl il oatd
snd organizstional skills can do on
her own without the requigte soft-
ware and experience in wsng it. After
all, the snalysis simply compares
members' likelihood o renew their
memberships with the degree of sans-

S0, can't yvou simply poll yoar
members to get this information, then
cross-reference the two types of
informaton o learn what is really
important? Wedl, yes—if you want 1o
spend the rest of the year doing iv. To
do the analysis reliably, a mid-sized Y
would need 1o poll at least 200 mem-
bers, ask about various degrees of
likelihood to renew, and various
degress of satisfiction with derens of
aspects of service and services. If you
remember your high school math
class on permutations and combina-
the task of tallying and analyzing such
a poll would be Herculean.

Dan'ttry.

ally determines preference and results ina
member’s choice to renew the membser=
ship. Therefore, it dictates the fitess cen-
ter o the bours of child care o whether
the staff s available when nocded.

Eliminate the Quesswork

Usang the corroct mecthesd o panpant
the true importance of cach aspect of ¥
service anal scrvices—thar 15, the impact
on members’ satisfaction level—is eru-
cial. Thar method & correlsnon analysis

Using a statistical procedure called
bivanate correlations, correlation analyes
ewmines the relatonship between mem-
bers” responses to one service aspect and
their overall sstisfaction with that aspeet
and cheir intentian o renew, For
insranaee, if the :Inil}":il: finde rhar ane
serviee aspect always ranks high among

Parspactive -.f"-irmr_:- 2

members whe have high sarsfacton [ev-
els and a high likelihood o renew; we can
comclude that this senvice aspect 18 very
likely the reason members are satisfed
andl, therefore, choose to sty with the
YMOCA The oppogte 15 abso true. When
ihe um]:p':id'. a:n.::ir!crlﬂ:.' finds the same
dissatssfied :i'p-:l:l: among dissatis fied
m:mlﬂ:r:. 1t identifies the -nprtl ag
important in member retention.

The eorrelation analysis produces 3
niimber cslled the enerelainn seare, The
higher the correlation soore, the stronger
the relstionship and, therefore, the more
imiportant the service aspect to members”
overall sansficuon.

Sat Your Priorities

Onee we identfy the member service
areas that are truly importane, it s a lot
easiet 1o figure out what you necd t work
on first. Using the impomance/perfomm-
ance manrix, one can divide all member
sEnaces aneas into four categories

& “Concentrate Here™ are areas where
VOU SCC IMPOFTant service aspects that
are not up W the expectations af the
members and, therelore, need to be
Focused on immediately,

* Kesp Up the Good Job®™ are areas
where vour member serice strenpgths
meed o be marntaimed,

* “Low prionity” are areas where
EFIEIHIiI'IF ENErgy on improvements
may nat be worth the resuls

= “Drnt Worny Aot ™ are areas that
yoru shaubil not deal wich.

This analysis provides an invegraces
lowk at both impoertance and perform-
anae, Instead of welling the YMOA 1o just
work on where it docsn't perform well, it
pinpoints the arcas that need to be
improved to have the largest boost on
retentsonm.

In the “Concentrate Here™ grid of the
imp-u-n'.:ncnlrperﬁu'mum nll.'l:lit. IS il
unuswal fo gee wane rnernber:hip Epacis
that .'IEl'I.HII:.' TECEIVE r|:|=.1i1.'u|:|.' hiEIn sakrs-
Faction marks. The resson they are iden-
rified as such is hecauss these aspects
have 3 high mmpact on members” stisfac-
riewn, anid their improvemens will ekl 2

A beetter result in retertion than these with

significantly lower satisfiction scores,

With thas analysas, a YMOA could not
only easly discover the eritical iswes for
retention, it could alse help the YMOCA 10
prioftize resoarces to put energies where
vou would reap the hoghest rewards.

Pay Attention to “Atrisk™ Membars

In addicion o correlation i'rlﬂ]:."i-‘il'..
idenn F]nng' andl urulrruunding thie |1|r|||r|"|1|-
of members whao indicsted that they are
unlikely to renew is another way o
implement effective refention strategies,
Research has shown the following oypacal
charsctenistics of YMCA members who
incecated they were less than very likely
to renew their memberships:

Young adults without childran.
Single adults ages 4 o 35 make up 2
high percentage of this group. While
many YMCAs are proud of its service w
children and families, serving boch fam-
lics with and withour children is a con-
stant challenge for YMCAs

Pacpla who have bean membars
for less than six months. You only
get ane shot with a firs impresson. For
new members, if the firs siv months does
nat produce any signibicant benehic, they
are not likely 1w stick arourd. One way wo
retain new members is oo make sare they
gzt mvalved and become familiar with
the equipament, programs, staff and other
members, The YMCA should consider
having a now members team whose sk
is to ensure that cvery new member
receives a ceriain number of contacts
from the YMOA within the first six
muonths of jing,

Membars who use the facllity
lsss than onos a week. |he mos-
cited resson For people whe quit 3 YMOA
is “dont s enough.” Thercfore, ensur
ing that members use their membership
by monitenng use and following up when
necessary are orincal, YMOAs also need 1o
be preventive insead of resctve, Idenify
memnbers with low we and stimuakaee their
interest with new programs hefore they
decide i quit.

For further information, the author may
be contacted at lili @foursquareresearch.com




