[image: image1.jpg]REX Roundtables
Jfr Executives



            Managing The Back Door BY Will Phillips
The recession is putting real pressure on your members. I expect attrition to rise during the rest of 2008 and 2009.  Action 1: Make sure you track each month’s attrition numbers vs. the same month for the last 3-5 years.  This will reveal your trends better than anything else.

Action 2: Have a strong back door process.  When someone announces they want to leave the club, do not create a barrier to their exit.  Doing so encourages them not to rejoin your club in the future and supports the negative reputation that clubs have.  Here is how a strong back door process might work.  

1-Apologize for failing the member. Take 100% responsibility for the failure.  Ernest Hemingway said, ‘Every damn thing is your fault…..if you are any good.”  

2-Ask how did we fail you? Probe! Practice this process so you go deeper.  You can only go deeper into why they are really leaving if you respect what they say 110%. Remember, very few really move and price is never the real reason.  It is always value.

And if the value if low i.e. your club failed them, the price matters.

3-As you learn more in #2 above, think of solutions:
 Such as ‘I didn’t make progress.’ Solution: 3 free PT sessions.  ‘I never came in.’  Suppose we set up appointments. ‘I never connected with anyone.’  Would you try some group exercise classes?  “I had a problem and it was never addressed.”  Let me fix that right now.  Remember, it is very unlikely that the reasons and motivation which led to their joining your club have disappeared.  It is more likely the club failed to deliver what they hoped for.

In my experience with club owners and GMs in REX Roundtables over the last 20 years, I have found that if they manage the back door-even with little preparation- they save about 25-35% of the exiting members.

When you hear ‘I can’t afford the club” and you have done a solid, in depth exit interview there are several options. Read on.

What Recession Does To People

It stresses their budget, and their mind.  Together this produces STRESS in all and DEPRESSION in some.  Now you know that exercise can help with both of these. So make sure you regularly remind all your members and prospects that NOW, right now in the midst of recession, it is more important than ever to start and keep exercising. 

Next, figure out how to identify members under severe financial pressure such as a job loss.  Then quietly and informally accommodate them with free or $5 a month memberships.  This can create life time loyalty.  And if word creeps out that you care this much-particularly for regular users-you will build member pride and loyalty.

Now explore a new type of ‘on hold’ membership for low users. The goal is to keep the member and adjust the cost and services so you can.  This makes it much easier to upgrade that member once the recession goes.  You might offer a recession membership for $9 or $13 or $29 a month (based on your current monthly fee), which offers your newsletter on better physical and financial health during the recession, PLUS two passes a month or a punch ticket for 10 passes (2/month). When this is used up, see us for another (and we will try to upgrade your membership) PLUS no initiation fee when you become a full member again. One club in a REX Roundtable had over 1,000 ‘At Home Memberships’ instead of 1,000 exits.

