Seven Systems of a Growing Membership Business

Module 7 Strategy System
Lesson 4 — Cancellation Strategies

Welcome to this lesson on cancellation strategies. In this lesson, the goal
of it is to help you to have a standard operating procedure on what to do
when somebody cancels their membership, and hopefully, that you can
keep them from canceling. One of the things that | like to do when | meet
with a private client is, | like to ask them, how do you process a
cancellation? When somebody walks into your membership business or
somebody calls you or sends an email, how do you process their
cancellation?

Most often, and unfortunately, I'm told, "Well, we pull up their membership.
We cancel it. We make sure they're not going to be billed going forward.
We thank them for the time that we've had with them. We let them know
that they can come back at any time and then we send them on their way.
We part ways." That is the last thing | want you to do. | don't want you to
process cancellations that way. | don't want you to send people an email
and just thank them for their membership and confirm that they've been
canceled. | want you to do this. | want you to have a commitment that
you're never going to process a cancellation without a conversation. Never
process a cancellation without a conversation.

| know some of you might be saying, "But Scott, you don't know how many
members or how many people | have quitting on a weekly basis." Listen, |
can tell you, we had a coaching network of over 3000 people and without a
doubt, when somebody called to cancel, we always did our best to have a
conversation with them. We would leave voice mails and call them multiple
times if we weren't able to get a hold of them, just so that we could have
that conversation. We wanted to talk to them and find out what was causing
this cancellation. If there was some way that we could help them overcome
this cancellation. We didn't know what was going on and maybe our
membership business would be able to help them. That's the mindset that |
want you to have is the mindset that | spoke previously of, in creating a
membership business of membership culture within your business.

| want you to look at it and say | can't just let somebody quit their
membership. | need to do everything | can to help them and the best way to
do that is to have a conversation with them, whether it be in person or by
phone, have a conversation. Never process a cancellation without a
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conversation. So, how do you have that conversation? How do you make
that conversation feel friendly, without it being like a sales pressure or
some sort of gimmick? How can you genuinely try to help them in that
conversation? Well, I'm going to give you the steps to be able to do that.

The first step that | want you to have is | want you to have what | call a pre-
call plan. A pre-call plan. | want you to have a plan in place that you walk
through in order to know more about this member before you have that
conversation with them. For those of you have a brick and mortar business
and somebody comes in and is asking to process their cancellation, | want
you to have some steps that you go through really quick, before you begin
this cancellation with them. It's very easy if somebody calls you up, by the
way, and they say, "Hey, | need to cancel my membership." They maybe
catch you off guard. It's very easy to say, "Do you mind if | put you on hold
for one moment while | pull up your membership?" Immediately, they're
going to say, "Yes." So, very quickly, you can develop this pre-call plan.

The first step in having this pre-call plan is to confirm their profile. | want
you to pull up the database and | want you to pull up their profile and | want
you to look at the data that you have on them. | want you to look at their
history. | want you to look at the sales that maybe they have bought from
you previously. | want you to look at maybe where they work and what their
address is and when did they become a member. All of those sort of things
in their profile. | want you to see how long they've been a member,
because if they tell you that, "Hey, I'm in a free trial membership." | want
you to already know that. If they say, "Well, I've been a member for a
couple of years," | want you to already know that. | want you to know have
they been a member previously? Maybe they were a member at one time,
they canceled their membership, and then they came back as a member
and now they're looking to cancel again. | want you to have that. That's all
very valuable information.

| want you to see what resources or services have they bought from you
previously. Maybe they've picked up some resources or they've picked up
some other services from your membership program and they've utilized
that and you can see what they're buying habits have been while they've
been a member or even before they've been a member. You can see how
engaged they have been in your membership program. Then, once you
have this understanding of them, you have this picture of who they are and
maybe you do know them personally. You know all of this information in
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their history with your membership program. Then, you can go into the
conversation with them. You can call them up or then you can sit down with
them and meet with them.

What | like to do is just start off the conversation. Say, you know, "I'm sorry
to hear," never use the word disappointed, by the way. Disappointed
means you're upset. Say, "I'm sorry to hear that you want to cancel your
membership. Is there anything | can do to help? Is there any way that we
can make our membership better for you?" Just stop. Let them speak. Most
often, they'll tell you why they are canceling their membership. They'll tell
you the reasons. A lot of the reasons, most common reasons, again, it's
either finances or time. Those two most common, finances or time.

For example, they'll say, "Well, | just haven't had the time to utilize my
membership." Immediately, you can have some offers in place to be able to
help them engage in their membership. If they say, "Well, | just don't have
the funds available for this membership anymore." Immediately, | want you
to have some offers in place to be able to help them.

Here are the different types of offers that you can make in trying to keep
people from canceling. The first offer is The Resource Offer. Now, maybe
you have some sort of services or resources that you have that can help
them with their membership. For example, if you're a gym membership
business owner and somebody is canceling their membership because
they say to you, "Well, | just don't have the time to utilize my gym
membership." Immediately, you could make a Resource offer to them. That
would be this, "Well, | hate to hear that. What if | was to help you utilize
your gym membership and | was to give you a personal trainer for your
next two visits for free?"

Immediately, they see you're trying to help them and also, what you're
doing is you're trying to engage them in their membership program,
because somebody who doesn't have that personal trainer, doesn't have
an appointment, they're more likely to miss out on utilizing their
membership. If you can help create a habit by getting them to utilize a
personal trainer, coming into your business and having an appointment,
immediately, you're offering value to them and helping them overcome the
obstacle of not having enough time.
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Maybe you're a Chamber of Commerce and somebody says, "Well, you
know, business is just difficult right now and I'm having a hard time." Well,
one of the resources that you have is that most Chamber of Commerce's
have is a Chamber breakfast every month. Well, members pay $15 for that
Chamber breakfast. Well, you could immediately say, "Well, you know,
what if | was to give you the next two months of Chamber breakfasts for
free? And then that way, | would be able to help connect you with some
other people and help generate leads for your business. | could introduce
you to this contact over there who might have some customers for you and
help get you in a better place with your business. Immediately, you offer
them a resource.

If you go back to your content catalog and look at all of the services that
you provide, all of the resources that you provide, what are those resources
or services that you could provide for free as a way to keep them engaged
in your membership program.

The next offer that you can utilize is the Discount or Free Offer. The
Discount or Free Offer. That's where, basically, once you find out why
they're canceling, you could then say, "Well, what if | was to give you the
next two months of your membership at half price?" Now, this is really good
for those of you who have a monthly billing cycle on your membership
program, where you can say, I'll give you the next two months at half price
in an effort to help you so that you can get greater value out of your
membership. Then, if they don't receive the discount of half price, if they
don't take you up on that, then you can come back and say, "Well, what if |
just did that? What if | gave you the next two months for free? | really do
want to help you and your membership." Immediately, they see that you're
bending over backwards to keep them as a member and you're trying to
help them.

Start with the discount. If they don't accept it, then go into the free. | really
do want you to start with discount and then free, because it shows that
you're trying to help and it shows that you're maintaining the value of the
membership and you're not just willing to give it away for free.

The next is the Downgrade Offer. The Downgrade Offer. Now, this is really
for those of you who, in the Ascension system, have created different levels
of membership in your membership program where you can say, "Well
you're a diamond level member and what if you downgraded it to the gold
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level. You would still be able to have access to all of these resources, tools,
or items here in your membership. You just wouldn't have access to this. In
utilizing the downgrade offer, | really encourage you to make use of the
pain of disconnect, to let them know what they're going to miss out on
when they move from one level of membership to another level of
membership. They downgrade their membership.

By the Way, this is a very valuable tool for you in having different levels of
ascension, is keep people from quitting just by downgrading them to a
different level. We utilize that many times when we had the coaching
network for pastors. We had three different levels and we could downgrade
them down to the bottom level and most often, we were able to keep
members just by having that lower end membership, that bottom, baseline
level membership. So, the Downgrade Offer.

Then, now you might find this is a little bit hard to believe, but then there's
the Ascension Offer. The Ascension Offer. This is the opposite of the
Downgrade Offer. This is for those who are at the bottom level, you could
ascend them up to the next level. Now, here's how | utilize that in my
previous business. | would talk with a person and they would have said, "I
need to cancel my membership. It's just not what | was looking for." Of "It
wasn't quite what | thought it would be." Immediately, right there, | would
ask then, "Well have you considered upgrading to the next level of
membership?" It is all about this. | would tell them all about the next level
up and sometimes, not often, but sometimes, | was able to get somebody
who was willing to cancel their membership to honestly, just go up and
upgrade their membership just because they didn't know the next level up
and they didn't have the knowledge or understanding of the services and
the tools that we provided at the next level membership.

Without a doubt, there are going to be some people in your membership
program who are at the base level, who are saying, "l just need to cancel,"
because they've gotten everything out of it. They feel like they've achieved
all that they can achieve and when you put the challenge to them, to
upgrade to the next level, they will take you up on it. You can utilize the
Ascension Offer to keep people from quitting.

| want you to take a moment and think through what are all those different
offers? Go back to the content catalog that you've created and say, what
are the resources, services, tools, that we can provide and give those away
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to keep people from quitting? By the way, it could be a resource, service, or
tool that you aren't even using. It could be something that is just hidden and
isn't for sale or isn't available. It's only brought out when somebody wants
to cancel. That makes it even more special for you to have that.

By the way, as we talk about these types of offers, | want you to always use
that pain of disconnect that we spoke about earlier. | want you to find a way
to let them know that if you cancel your membership, you're going to miss
out on, and finish that statement. You're going to miss out on, and let them
know what is going to happen when you take your membership away from
them because they need to know that there's some sort of pain that they're
going to face as part of you taking their membership away. Just like you're
going to experience some sort of pain by them taking their funds away from
you.

You've got the types of offers to make. Now, let's talk about the different
types of cancellations that you're going to encounter. You're going to
encounter people who are within a free trial and they're wanting to cancel.
For those of you who utilize the free trial method, which | really encourage
you to utilize at some point in your membership business, to give people a
taste of your membership program. They'll cancel within the midst of that
free trial. | want you to be able to say that, "I'm sorry to hear that you're
canceling. | see that you're coming up on your first billing and, by the way,
did you know that you would be able to receive x, y, z, after the free trail?"
All of what they've been experiencing in the free trail, | want you to let them
know that, "By the way, you're not going to be able to get that after the free
trail. | would really like to help you after the free trial membership."

You might say, "Well, we have this coming up on the calendar." Or, "This
featured speaker at an event coming up." Or, "We've got this event coming
up." Or, "We've got this opportunity over here that is only available for
members and you're going to miss out on it just by canceling your
membership." Again, it's that pain of disconnect. You're looking for the pain
of disconnect with that free trail member, to help get them past that free
trial offer."

The next type of cancellation is the number of months after the free trial. By
the way, these are all time-based cancellations. Within a free trial, and
then, let's say you have three months after a free trial, which is a common
point, by the way. It's a common drop off point for members. Three months
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after the free trial, you can then look and say, "Well, | see that you've been
a member with us for five months." Never acknowledge, by the way, that
you're in a free trial for two months and three months, unless there was a
billing question. You just say, "Well, | can see that you've been a member
with us for five months and, by the way, did you know, next month, we're
going to be doing this or we're going to be offering this, or you're going to
be receiving this as a member."

| want you to help them based upon the number of months that they are at
within their membership. The same within the first year. Maybe they're at
nine months or ten months of membership. | want you to let them know
that, "Hey, you know what? | can see that your membership anniversary is
coming up. On the one year anniversary, we do this for our members."' You
can kind of tell them a little bit about what's coming up for their membership
and you can let them know that they're going to miss out on that. Then,
maybe it's after one year. You can celebrate with them and you can say,
"You know, | thank you for your membership. You've been with us for a
very long time. Here's what | would like to do for you." Then, you make an
offer to them.

Now, with all of these time-based cancellations, | want you to tailor it, each
for them, for where they're at because if you know how much it costs for
you to get a member, you're going to know at what point you broke even on
that member and | want you to know how much you're willing to spend to
keep that member so then that you can utilize that expense by keeping
them as a member when it comes to their cancellation.

For example, one of my private clients, they're willing to spend $300 in
order to get a member. Well, immediately, at $99 a month in membership,
they are able to recoup that $300 in three months. At the three month point,
is their break even point. | want you to know that break even point for your
membership business so that then you can say, "Well, after three months,
I'm willing to spend x amount in order to keep them. I'm willing to give up x
amount in order to keep them, and obviously the longer they're with you as
a member, the more you would be willing to do or utilize to be able to keep
them as a member.

Having these time-based cancellations and tailoring your offer according to
how long they've been in your membership program, is going to be
essential for you. Then, after you've gone through your offer and you've
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made an opportunity for them to continue their membership, what do you
do next if they say, "I still want to quit my membership. | still need to cancel
it." Well, then, we have a post cancellation process.

| want you to have a process in place where you say, "l am going to follow
up in these steps." | always recommend that you email a follow up email,
confirming that their cancellation has been processed. Even if it's a face to
face meeting that you've had with them. Once they leave the meeting, |
want you to go into the email and | want you to recap the conversation that
you had and confirm that the cancellation has been processed. This gives
them a peace of mind that, okay, it's been handled. I'm not going to see a
billing going forward, but at the same time, in that email, | want you to
restate the offer that you made to them.

| want you to have them one more chance and have them say just reply to
this email to let me know if you decide to change your mind. Some will do
that. They'll have that time to think about it and they'll say, "You know
what? Let me just do that for two months or so or just let me do that for the
next couple of periods of time and let me see how this goes. Let them know
the offer still stand. The opportunity is still there for them and all they need
to do is reply to the email to take you up on the opportunity. Then, after
that, if they don't reply to your email and they don't take you up on it, then |
want you to have a member reactivation campaign. What do | mean by
that?

| want you to have some simple marketing steps that you can take to get
them reactivated in your membership program. So, maybe one month later,
| want you to send some sort of marketing material to them, just as a
member who was a previous member, somebody who canceled their
membership. You can get real creative with this. You can take a picture of
yourself, like you're holding a handkerchief, saying, you know, we miss
you. We want you back.

One of the direct mail pieces I've seen is a boomerang mailing is what it's
called. We utilize this sometimes in a previous business where we would
mail an actual boomerang with a letter telling them, we want them back and
we would make this outrageous offer to them and we would let them know
about all of the changes that have been made in the membership and all of
the things that they have missed out on and that they have an opportunity
to come back and we want them back. It leaves that door open.
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| want you to have two to three steps in place that you follow up with
people. One month, two month, three months out and play around with it
and test it a little bit. I'm not saying that's exactly what you need to do in
one month, two month, three month. It could be two months you send out
the first piece and then two weeks later you send out another piece and
then two weeks later after that, send out another piece and just trying to
welcome them back. Be sure to keep them on your marketing list because
you never know what may happen or what circumstances may drive them
back toward your membership business. Continue to market to them as a
non-member.

Now that I've take you through all of these steps and having a pre-call plan
to knowing the types of offers you're going to make, to be able to customize
those offers based on the time of membership that they've had and having
a post-cancellation process, what is your standard operating procedure for
your membership business? How will you ... If | was on our coaching call
and | asked you a direct question of how do you process cancellations?
How would you be able to respond?
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