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Luke Carlson - How To Retain Your Clients 

Listen to full episode here 

“You will retain a client so long as the client feels like the 
trainer cares more about the client’s workout than the client 
cares about their workout.” 

~ Luke Carlson, Founder & CEO, Discover Strength 

Luke Carlson is a big fan of Health Club Retention Expert, Dr Paul 
Bedford. This presentation from Paul on how to improve retention 
is excellent.
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Tracking Retention 

Create metrics and track improvement over time.


Discover Strength retention metrics:

• No visit for 2 weeks

• Retention defined as terminated auto-pay

• Clients in first 22 visits


By measuring retention, Discover Strength determined that 22 workouts is 
meaningful. Keeping a client up to workout 22 means they have a much 
greater ability to retain that client for 5+ years.


You need to set retention goals.


Discover Strength use MINDBODY to track retention and use a score card in 
a Google Doc with weekly retention score and goals. Discover Strength track 
1 week at a time for a 13 week quarter to see how the score is trending 
during a specific week.
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The sale is not done when they’re a customer, it’s done after they’ve been a 
customer for 22 workouts.


Convert retention into a number as well as a percentage. This is more 
impactful for you and your team.


Discover Strength have 87-88% retention (41 clients terminated auto-pay) 
last year.


Luke asks “How did we let down 41 people?”


The health studio retention average is ~55%.


Why is HIT Studio retention low? 

It’s controversial, but one of the main reasons for low retention in HIT is a 
lack of variation in exercise stimulus, which leads to a boring training 
experience.


You will retain a customer longer if you vary the HIT protocol. It is wise to use 
all the tools in your toolbox under the umbrella of HIT / evidence-based 
training to vary client experience.
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The HIT operator is often enamoured by the protocol and stimulus, which 
can blind them to the need for variety for the client.


The Most Important Way to Improve Retention 



The four levers that drive profitability:


1. Retain clients

2. Acquire new clients

3. Generate more money from existing clients

4. Reduce expenses


It is a big mistake to prioritise 2-4 over 1-4.


Client retention is the core of the business.


Dan Sullivan (Strategic Coach) says that retention and referrals come from:


• Saying please and thank you

• Being on time

• Doing what you say you’re going to do

• And finishing what you start


On a second level, are you providing engaging workout experiences?
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Clients aren’t just paying for results, they’re paying for experiences:


• How does the trainer interact?

• How are they greeted?

• How does their body feel when they walk out the door?

• Do they get that feeling of a pump following the workout?

• Do they get the feeling of exhaustion following the workout?


You will retain a client so long as the client feels like the trainer cares more 
about the clients workout than the client cares about the workout.


How to Improve Retention 

Discover Strength use two key processes:


Reactive Retention Process 

1. 7-14 days no visit - client receives email

2. 15-22 days - client receives telephone call

3. 4 weeks - client receives automated email via MINDBODY

4. 5 weeks - client receives telephone call from Director of Concierge

5. 6 weeks - client receives goodbye letter (Discover Strength request 

feedback on experience to improve service) 


All steps have a script. Step 5 does not result in proactive auto-pay 
termination.


It is important to use a different angle for each step to get clients back in to 
train.


Proactive Retention Process


How are you reaching out to your client and working to retain them before 
they’ve even left?


Perform a stay interview 

• What do you like about your workouts?
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• What’s keeping you here?

• What would cause you to leave if we changed a certain element?


Match the experience to your client’s needs.


Discover Strength hired a User Experience Strategist to interview customers, 
interview the Discover Strength team, and observe operations, to figure out 
what will lead to greater retention.


The conclusion was that Discover Strength made the mistake that clients 
“got it” (understand the value of HIT).


Most didn’t.


When the client leaves, they are not discontinuing working out. They’re 
leaving you and going to Orange Theory Fitness, CrossFit, Pilates, etc.


If they “got it” they would never discontinue HIT. They may make small 
changes, but never completely abandon high-intensity resistance exercise.


You might be thinking “my clients get it” but you would likely be shocked at 
how many of your clients don’t “get it”.
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Retention Tactics 

Seminars 

Make sure your brand is finding ways to proactively educate clients. Monthly 
seminars are a very effective way to educate clients and improve retention. 
Learn how Discover Strength use seminars here and how to drive clients to 
seminars here.





Educational Cards 

During the first 10 visits, each clients leaves with a small glossy sheet with 
ONE educational focus. Discover Strength’s first education card is called 
“First Do No Harm” and educates the client on the importance of the safety 
of exercise. The remaining 9 educational cards focus on the most important 
benefits of exercise and why HIT is the ideal choice.


�  of �7 8

https://corporatewarrior.co/members/index.php
https://www.corporatewarrior.co/members/index.php?threads/luke-carlson-how-to-drive-retention-and-referrals-with-seminars.237/
https://www.corporatewarrior.co/members/index.php?threads/hannah-stael-von-holstein-how-to-maximise-seminar-attendance.232/
https://www.corporatewarrior.co/members/index.php?threads/hannah-stael-von-holstein-how-to-maximise-seminar-attendance.232/


HIT Business Membership

�

Teaching Focus 

Every week, Discover Strength rotate through a different teaching focus 
during client workouts to educate in a drip-fed fashion. Do not overwhelm 
clients with information during each interaction.


15-Minute Presentation 

At the 10-15th visit, before or after the workout, provide a branded 
PowerPoint presentation to teach a client 6 things they need to know about 
exercise.


Conclusion 

In HIT, you have a story you can tell and teach, unlike big health clubs.


What gets measured, improves. Find your internal measurement and 
benchmark over time. Eventually, you’ll have loads of data and can then A & 
B test. This means trying a new process or tactic and comparing it against 
the previous period to compare results.


You cannot tell if efforts are successful, if you do not measure.


Learn more about Retention in the HIT Business Membership here
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