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What
makes
a loyal
oy
customer
o
What’s making health club customers unhappy, what will grow their loyalty,
and how do we join the dots to make more customers loyal to our clubs?
Jon NastaRʞHUVLQVLJKWIURPWKHODWHVW/LVWHQDQDO\VLV

W

alt Disney once said: “Do
what you do so well
that they’ll want to see
it again – and bring their
IULHQGVȻ,QDQ\LQGXVWU\Ȳ
and the competitive health club industry is
no exception – knowing how to get your
customers returning and bringing along
WKHLUIULHQGVLVYLWDO
%XWKRZGR\RXEXLOGWKLVW\SHRI
OR\DOW\"5HVHDUFKKDVIRXQGWKDWZKLOH
KDYLQJVDWLVʛHGFXVWRPHUVLVDQHFHVVDU\
HOHPHQWRIWKLVSURFHVVLWLVQȷWRQLWV
RZQVXʡFLHQWWREXLOGFXVWRPHUOR\DOW\
&XVWRPHUOR\DOW\JRHVRQHVWHSIXUWKHU
LQYROYLQJDFRPPLWPHQWIURPWKH
customer to make a sustained investment
LQDQRQJRLQJUHODWLRQVKLSZLWKDEUDQG
&XVWRPHUOR\DOW\LVUHʜHFWHGLQD
FRPELQDWLRQRIEHKDYLRXUVDQGSRVLWLYH
DWWLWXGHVDERXWDEUDQG2QHVXFK
behaviour is providing a recommendation
to other potential customers, resulting in
DGGLWLRQDOEXVLQHVVIRUWKHEUDQG,QGHHG
research has consistently shown that
FXVWRPHUOR\DOW\LVDSULPDU\GULYHURI
business growth; this is the insight on
ZKLFK136 1HW3URPRWHU6FRUH LVEDVHG
0HDQZKLOHGLVVDWLVʛHGFXVWRPHUV
ZLOOZDONDZD\IURPWKHEUDQGȲXQOHVV
WKH\ȷUHWUDSSHGE\DODFNRIDOWHUQDWLYHV
RUKLJKEDUULHUVWROHDYLQJȲDQGLIWKH\ȷUH
H[WUHPHO\GLVVDWLVʛHGWKH\ZLOODOVRJLYH
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QHJDWLYHIHHGEDFNRUUHYLHZVWRRWKHUV
GDPDJLQJWKHEUDQGȷVUHSXWDWLRQ
:LWKWKLVLQPLQGZHVRXJKWWRʛQG
DQVZHUVWRWZRHVVHQWLDOTXHVWLRQV)LUVWO\
ZKDWLVLWWKDWȷVFXUUHQWO\GLVVDWLVI\LQJ
customers? And secondly, what will help
to grow customer loyalty?
TOWARDS BRAND LOYALTY
,QZHDQDO\VHGRYHURQHPLOOLRQ
/LVWHQPHPEHUVXUYH\V VHHȶ/LVWHQXSȷ

EULHʛQJEHORZ WRLGHQWLI\SRVLWLYHDQG
QHJDWLYHPHQWLRQVRIWRXFKSRLQWV SODFHV
or processes where customers interact
ZLWKWKHEUDQGVXFKDVȶWKHIDFLOLW\ȷ DQG
attributes (qualities or characteristics such
DVȶFOHDQOLQHVVȷIRULQVWDQFH 
Touchpoints and attributes work to
create an attitude or emotion about the
brand, which in turn drives consumer
EHKDYLRXULQWKHIRUPRIOR\DOW\2XU
DQDO\VLVWKHUHIRUHFDWHJRULVHGWRXFKSRLQWV

LISTEN UP!
On behalf of its clients, Listen360 conducts ongoing online Net Promoter
Score (NPS) surveys of customers, allowing companies to hear the voices of
their customers in real-time. The surveys ask customers: ‘How likely are you to
recommend [brand X] to your friends and family?’ followed by a question asking
them to explain the reason for their 1–10 rating.
In 2015, Listen360 conducted an analysis of over one million customer surveys to
learn what aspects of the customer experience had the biggest impact on customer
loyalty in various segments of the health club industry. The analysis randomly
VHOHFWHGʛWQHVVDQGKHDOWKEUDQGVDURXQGWKHZRUOGHQFRPSDVVLQJ\RJDERXWLTXHV
FODVVHVFKLOGUHQȷVFODVVHVVPDOOWRPHGLXPVL]HGʛWQHVV FOXEVXQGHUVTIW 
DQGODUJHʛWQHVV VLWHVRYHUVTIW 
Semi-automated text analysis and advanced statistical analysis then ranked
customer comments and related them to their loyalty. The text comments were
analysed for positive and negative mentions of touchpoints (places or processes
where customers interact with the brand, such as ‘the facility’) and attributes
(qualities or characteristics such as ‘cleanliness’).
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Friendliness of club
VWDʞZDVDFRPPRQO\
PHQWLRQHGȶGHOLJKWHUȷ

FIGURE 1: TOP BARRIERS BY SEGMENT
CLASSES

CHILDREN’S
PROGRAMMES

HEALTH CLUB

YOGA

BOUTIQUE

Too Expensive/Not
Good Value

Too Expensive/Not
Good Value

Too Small, Cramped/
Too Small, Cramped/
Poor Communication
Crowded
Crowded

(SMALL-MIDSIZE)

HEALTH CLUB
(LARGE)
Changing Rooms

No or Limited
Availability

Too Small, Cramped/
Crowded

Too Expensive/Not
Good Value

Too Expensive/Not
Good Value

Equipment

Do Not Resolve
Issues Quickly/At all

Too Small, Cramped/
Crowded

Inflexible/
Restrictive

Poorly Organised/
Managed

Late to Start/Poor
Use of Time

No or Limited
Availability

Temperature Air
Flow Issues

Temperature Air
Flow Issues

Late to Start/Poor
Use of Time

Inflexible/
Restrictive

Changing Rooms

Not Challenging
Enough

Lacking Consistency/
Continuity

Front Desk Staff/
Receptionist

Too Small, Cramped/
Crowded

Inconvenient Hours/
Poor Communication
Scheduling
Changing Rooms

Pool

Payment/Billing
Process
Showers

FIGURE 2: TOP DELIGHTERS BY SEGMENT
YOGA

BOUTIQUE

CLASSES

CHILDREN’S
PROGRAMMES

(SMALL-MIDSIZE)

(LARGE)

The Lesson/Class/
Workout

Friendliness

The Employees/
Staff

Friendliness

Friendliness

The Facility/Space

The Facility/Space

The Employees/
Staff

The Atmosphere/
Environment

Fun

Fun

Helpful

Friendliness

Experienced/
Knowledgeable

Fun

Encouraging/
Supportive/
Motivating

Personalised
Service

Convenient Location

The Employees/
Staff

The Atmosphere/
Environment

Plenty of Variety/
Options

Plenty of Variety/
Options

Encouraging/
Supportive/
Motivating

Warm/Welcoming/
Inviting

High Energy/Positive

Personalised
Service

Plenty of Variety/

The Atmosphere/
Environment

Helpful

FITNESS

Options

FITNESS

Easy to Use

and attributes into one of three types:
barriers, delighters or key drivers.
Barriers are minimal expectations that
dissatisfy customers if performed poorly,
EXWGRQȷWKDYHDQ\SRVLWLYHHʞHFWRQ
customer loyalty if performed well. One
example would be clean bathrooms: this
is a minimal expectation which if not met
causes customer dissatisfaction. However,
clean bathrooms won’t be the reason your
customers recommend you.
Delighters are the wow factors
that aren’t expected by customers.
They improve customer loyalty when
performed well, but if absent or not
performed well, there’s no damage done.
An example might be an unexpected
JLYHDZD\VXFKDVDIUHHFODVVRUDʜRZHU
on Valentine’s Day. The delighters are your
EUDQGȷVGLʞHUHQWLDWRUVWKDWZLOOPDNH\RX
stand out above the competition.
Key drivers work both ways: when
not performed well, customers will
EHGLVVDWLVʛHGZKHQSHUIRUPHGZHOO
customer loyalty will increase.
As an example, consider the quality of
an exercise class. If the instruction is poor
and the class is boring, your customers
will be disappointed and probably won’t
return. However, if the instruction
is excellent and the class enjoyable,
customers will want to return and share
the experience with their friends.
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$JDLQODUJHKHDOWKDQGʛWQHVVFOXEV
GLʞHUIURPWKHRWKHUVL[VHJPHQWV)RU
this segment, customers are delighted by
the facility/space, helpfulness, convenience,
warm/welcoming/inviting feeling, and the
club being easy to use.
These are the areas in which you can
IRFXV\RXUHʞRUWVWRUHDOO\PDNH\RXUFOXE
or studio stand out from the crowd.

FIGURE 3: TOP KEY DRIVERS BY SEGMENT
YOGA

BOUTIQUE

CLASSES

CHILDREN’S
PROGRAMMES

(SMALL-MIDSIZE)

(LARGE)

The Teachers/
Instructor/Coaches

The Teachers/
Instructor/Coaches

The Lesson/Class/
Workout

The Teachers/
Instructor/Coaches

The Teachers/
Instructor/Coaches

Cleanliness

Convenience of
Hours/Scheduling

The Lesson/Class/
Workout

The Teachers/
Instructor/Coaches

The Lesson/Class/
Workout

The Lesson/Class/
Workout

The Employees/
Staff

Peacefulness

The Facility/Space

Friendliness

Cleanliness

The Facility/Space

Organisation/
Management

Cleanliness

Friendliness

Convenience of
Hours/Scheduling

Cleanliness

The Facility/Space

The Facility/Space

Spaciousness

So why categorise the touchpoints
and attributes of the experience?
Because knowing which elements of
the experience fall into each category
is helpful for prioritising your club’s
RSHUDWLRQDOGHFLVLRQVDVZHOODVHʞHFWLYHO\
managing your resources.
With barriers, only a minimally
acceptable level of performance is
required to prevent dissatisfaction –
spending any more on barriers would not
be appreciated by customers and would
be a waste of time and money. With key
drivers, your performance needs to be
on-target with customer expectations,
and with delighters you should aim
to over-perform in order to generate
positive feelings and promote your brand.
IDENTIFYING MEMBERS’
MINIMUM EXPECTATIONS
2XUDQDO\VLVLGHQWLʛHGȶWRRVPDOO
FUDPSHGFURZGHGȷDQGȶWRRH[SHQVLYHQRW
good value’ as the most common barriers
across the various segments. For classbased/boutique segments, other issues
VXFKDVȶODWHWRVWDUWSRRUXVHRIWLPHȷ
ȶQRRUOLPLWHGDYDLODELOLW\ȷDQGȶLQʜH[LEOH
restrictive’ emerged as attributes causing
dissatisfaction among customers.
/DUJHFOXEVKDYHDGLʞHUHQWVHWRI
barriers that include elements of the
physical environment – changing rooms,
VKRZHUVDQGWHPSHUDWXUHDLUʜRZLVVXHV
– as well as elements of the customer
relationship such as issue resolution,
communication and payment/direct debits.
Make sure you know which elements
of the customer experience are dealbreakers in your segment (see Figure 1,
p73) and ensure that those elements
are delivered to the minimum expected
standard. If not, you’ll have a whole raft
RIGLVVDWLVʛHGFXVWRPHUVZKRFRXOG
potentially harm your brand.
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HEALTH CLUB

HEALTH CLUB

The Employees/Staff The Employees/Staff

Equipment

IN THE BALANCE:
PRIORITISING THE KEY DRIVERS
In our analysis, two crucial touchpoints
emerge as the most common key drivers
across the segments, and these really are
WKHUDLVRQGȷHWUHRIWKHKHDOWKDQGʛWQHVV
industry: the personal trainers/instructors/
coaches and the lesson/class/workout (see
details in Figure 3).
For the large health clubs, which are
less class-based and more self-designed,
the top key drivers are cleanliness,
WKHHPSOR\HHVVWDʞHTXLSPHQWVWDʞ
friendliness and spaciousness.
Consistently good performance on
WKHVHNH\GULYHUVLVQHFHVVDU\ȲbDQG
ultimately rewarding. Get it wrong and
face the consequences.

WHAT WOWS CUSTOMERS?
Friendliness is what delights many
customers across a variety of club formats
(see Figure 2, p73). Other common
GHOLJKWHUVLQFOXGHWKHHPSOR\HHVVWDʞDQG
the atmosphere/environment.
Meanwhile, being enjoyable and
having plenty of variety/options delight
customers in the yoga, boutique, children’s
programmes and small to medium-sized
health club segments.

FIGURE 4: NEGATIVE EXPERIENCE AT
SMALL TO MEDIUM-SIZED CLUBS
Too small,
cramped/crowded

The facilty/space

Changing rooms

Not functioning/
working

Equipment
Not well
maintained

Inconvenient hours/
scheduling

Dirty/untidy
No or
limited
availability
Mats

The lesson/
class/workout

Not challenging enough

Too noisy/loud
The teachers/
instructors/coaches

Booking/scheduling
process

Lack of
guidance

Lacking consistency/continuity

TOP NEGATIVE THEMES
ˬ Equipment with limited
availability and not
well-maintained
ˬ Equipment crowded in too
small a space in the facility
ˬ Lessons/classes/workouts
scheduled at inconvenient hours
and not challenging enough
ˬ Teachers/instructors/coaches
that fail to provide guidance and
are too noisy/loud
ˬ Dirty changing rooms,
exercise mats
ˬ A booking/scheduling process
that is inconsistent

FIGURE 5: POSITIVE EXPERIENCE AT
SMALL TO MEDIUM-SIZED CLUBS
Fun
Helpful
The
employees/
staff

Friendly

The teachers/
instructors/
coaches

The
lesson/class/
workout

Experienced/
knowledgeable
Warm/
welcoming/
inviting
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Convenient location

Clean/
tidy

The facility/
space

TOP POSITIVE THEMES
ˬ Fun teachers/instructors/
coaches and fun lessons
classes/workouts
ˬ Employees/staff who are
friendly, helpful,
experienced and
knowledgeable
ˬ Employees/staff who are
warm/welcoming/inviting
ˬ A convenient location
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Top negatives include
unavailable equipment
and crowded spaces

CONNECTING THE DOTS
6RKRZDUHWKHGLʞHUHQWHOHPHQWVRI
WKHFXVWRPHUH[SHULHQFHUHODWHG"
,QWKHVHFRQGSDUWRIRXUDQDO\VLV
ZHORRNHGDWWKHUHODWLRQVKLSEHWZHHQ
WKHFULWLFDOWRXFKSRLQWVDQGDWWULEXWHV
ERWKLQWHUPVRIZKDWFRQWULEXWHV
WRDQHJDWLYHH[SHULHQFHDQGZKDW
FRQWULEXWHVWRDSRVLWLYHH[SHULHQFH
8VLQJDQDQDO\VLVRIVPDOOWRPHGLXP
VL]HGFOXEVDVDQH[DPSOHZHFDQEHJLQ
WRXQGHUVWDQGKRZWKHGRWVFRQQHFWIRU
FXVWRPHUV VHH)LJXUHV S 
,QWKHVHʛJXUHVWKHVL]HRIWKHEXEEOH
UHSUHVHQWVWKHIUHTXHQF\RIPHQWLRQV
ELJJHUEXEEOHVPHDQPRUHSHRSOH
PHQWLRQHGLW ZKLOHEXEEOHSUR[LPLW\LV
OLQNHGWRWKHFRRFFXUUHQFHRIPHQWLRQV
FORVHO\SRVLWLRQHGPHDQVWKH\ZHUHPRUH
OLNHO\WREHPHQWLRQHGWRJHWKHU 

SO WHERE DO WE
GO FROM HERE?
7KHDQDO\VLVKDVSURYLGHGVRPHLQVLJKWLQWRZKDWWKHFXVWRPHUVRIGLʞHUHQW
ʛWQHVVVHJPHQWVUHTXLUHERWKWREHVDWLVʛHGDQGWREHZRZHG7RHʞHFWLYHO\XVH
this information, we recommend taking the following actions:
O Conduct surveys to measure how your brand performs on the touchpoints

DQGDWWULEXWHVWKDWPRVWDʞHFWOR\DOW\IRU\RXULQGXVWU\VHJPHQW
O Prioritise your improvement HʞRUWVWRPHHW\RXUEXVLQHVVJRDOV,Q

JHQHUDOZHUHFRPPHQGSULRULWLVLQJWKHLPSURYHPHQWVLQWKLVRUGHU

! Reduce dissatisfactionDQGPHHWPLQLPXPH[SHFWDWLRQVE\LPSURYLQJ
EDUULHUVWKDWDUHXQGHUSHUIRUPLQJ
" Increase customer satisfactionDQGOR\DOW\E\ʛ[LQJDQGLPSURYLQJRQ
WKHNH\GULYHUVVWDUWLQJZLWKWKHZRUVWSHUIRUPLQJ
# Wow your customersE\DGGLQJRULPSURYLQJRQ\RXUSHUIRUPDQFH
ZKHQLWFRPHVWRGHOLJKWHUV

O Track your performanceRYHUWLPHWRPRQLWRUWKHLPSDFWRI\RXU
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LPSURYHPHQWHʞRUWVRQFXVWRPHUOR\DOW\DQGVDWLVIDFWLRQ
O Stay up to dateRQZKDWDʞHFWVFXVWRPHUOR\DOW\FXVWRPHUVȷQHHGVZLOO
LQHYLWDEO\FKDQJHRYHUWLPH<HVWHUGD\ȷVGHOLJKWHULVIUHTXHQWO\WRGD\ȷVNH\GULYHU
DQGWRPRUURZȷVEDUULHU

If you know what your customers need, and you deliver on this well, you will reap
WKHEHQHʛWVRIOR\DOFXVWRPHUV(DUQHVW+HPLQJZD\RQFHVDLGȺ,OLNHWROLVWHQ
I have learned a great deal from listening carefully. Most people never listen.”
<RXUFXVWRPHUVDUHRQHRI\RXUELJJHVWDVVHWV7DNHWKHWLPHWROLVWHQWRWKHPO
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