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Project Goals

Assess the membership program and determine benchmarks

Evaluate gaps and opportunities
Gain a deeper understanding of how and why members join

Develop a new membership structure that achieves the
Arboretum's objectives for growth and increased efficiency




Steps to Building a
Data-driven
Membership Program




1. Questions Determine the key questions we want to answer

2. Purpose Define the purpose(s) of membership

Assess the membership program

4. Benchmarking Establish benchmarks for performance

5. Analysis Explore the membership journey and uncover trends in membership data

6. Survey Understand audience perceptions, interests, and preferences

7. Forecasting Measure price sensitivity and prepare sales and revenue projections




STEP 1: Questions

Determine the questions you want to answer




KEY QUESTIONS UNDER ANALYSIS

What are our gaps
and opportunities,
including
benchmarks for
performance?

On average, how
long does it take
for a member to
make an extra
donation?

Which benefits do
members
members value
and use most?

How can we
attract high quality
members?

How can we
improve member
retention?

Do members
upgrade in an
expected way?

How and why do
members join and
renew?

What is the cost
and profitability of
membership?




STEP 2: Purpose

Define the purpose(s) of membership




What is the BIG goal of membership?
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STEP 3: Audit

Assess the membership program




Assessing the Membership Program
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Profitability of Membership

I FY23 | Avg. FY19-FY23

Annual Membership Revenue $748,804 $685,382
Annual Cost of Membership ($661,292) ($663,020)
“Profit” or “(Loss)” of Membership Program $87,512 $22,362
Member Household Count 6,549 6,414
Annual Revenue per Member $114.34 $106.86
Annual Cost per Member ($100.98) ($103.37)
“Profit” or “(Loss)” per Member $13.36 $3.49

© FIVESEED 2023. ALL RIGHTS RESERVED.



STEP 4: Benchmarking

Establish benchmarks for performance




Comparator Benchmarking

Renewal Rate FY19-FY22

Morris Arboretum Comparator 1 Comparator 2 Comparator 3 Comparator 4
and Gardens
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Comparator Benchmarking

Institutional Marketing (excluding salaries)
$600,000

$500,000

As a % of Earned Revenues
$400.000 Comparators: 5-7%

$300.000 Morris: 4%

' Target: 12.5%
$200,000
$100,000 I I

N Izl Nin

Morris Arboretum Comparator 1 Comparator 2 Comparator 3 Comparator 4 (no
and Gardens data provided)
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Comparator Benchmarking

Member Events
35
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Gift Membership Sales

How many gift memberships do you sell annually?

800 .
Morris: 7.5%

700 Industry benchmark: 5%
600
500
400
300
200
100

0

Morris Comparator 1 Comparator 2 Comparator 3 Comparator 4
Arboretum and
Gardens
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STEP 5: Analysis

Explore the membership journey and uncover

trends in membership data




Percentage Of Current Members Who Donate

Just 4% of active
members have donated in
the past 12 months

Percentage of Currently Active Members Who Have
Donated in Past 12 Months

Donated —
4%

No Donation
96%
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Median Donation
$100.00

Average
Donation
$920.71




Donation In Relationship To Join Date

Median time to first

donation after joining:
/ 1.9 years

1%+ Median time to

// 1% | join after donating:
1.8 years

= Donation after joining

= Donation before joining
= Donation day of joining
= No donation

96%

No Donation
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Average Membership Tenure

Average membership tenure:

8.8 years

Median membership tenure:

4.9 years
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Likelihood to Upgrade

Renewal Status in Past 12 Months by Membership Tenure

1-3 years 12% 16%

Members within 1-3
years were the most
likely to upgrade.

4-6 years 12% 12%

Membership Tenure

7+ years KL

7%

mDowngrade =Same mUpgrade

© FIVESEED 2023. ALL RIGHTS RESERVED.



Member Retention

Number Of New Members Per Year And Percent
Retained From Previous Years

m2018 m2019 w2020 =2021 m=2022

Of those who joined in
2018 (905), 10% were
still members in 2022

362
397 235

2018 2019 2020 2021 2022
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Member Geographic Range

Current Member Counts in Philadelphia Metro Area*

Members
® 96% of all current members lived in 547
Pennsylvania. I
® 94% of all current members resided in the

Philadelphia Metro Area.
®* The map on the right plots the density of Q‘

membership counts across the
Philadelphia Metro Area. The darker zip #«?
codes indicate a greater number of current

members.

Approx location of
Morris Arboretum & Gardens
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STEP 6: Survey

Understand audience perceptions, interests,

and preferences




Most Visitors Would Recommend Morris To Friends Or Family

Likelihood of recommending Morris to friends or family:
Net Promoter Categories

Non-member 10% 23% 67%

Lapsed 9% 24% 67%

Member : ’ :
Active » 500,
Member ’ -

W Detractors W Passives M Promoters
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People Most Often Visit With A Partner/Spouse and/or Children

Recent visit companion(s)
My partner/spouse | 7,
My chilci(rern) | e 1
Friend(s) | ———— 257
Extended family ﬂz%%
Justmyself [
My grandchild(ren) [, 2
Other L 7o,
Coworkers [l 3%

| do not recall %%

m Active Member ®mLapsed Member ®Non-member
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About Half Of Audiences Have Donated To Conservation Or
Environmental Groups

Donated to Any Conservation or Environmental Groups
in Past 12 Months

74%
53% 48% 49% 49%
Active Lapsed Non-member | Non-Donor Donor
Member Member Member Member
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Most Active Members and Non-members Describe Themselves As
Nature Enthusiasts

Completely Describes Me

Nature enthusiast i 2% Active members who were more
50% likely to renew their membership
] were also more likely to identify
Conservationist T, as all of the tested identities,

19% especially gardener and

conservationist.

38%

Gardener 32%
33%

27%
Environmentalist 21%250/

m Active Member m®mLapsed Member ®Non-member
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Visitation Benefits Are Seen As The Top Benefits Of Membership

Most Important Membership Benefits

Free admission for myself | ——— G-
No advance tickets required to visit | E———— ) 3 ., ,
Free guest passes "
Discounteg-admission for friends and family visiting with you | 22, 3
Knowing my stipperkis.henefiting conservation efforts | 22
Reciprocal admission privileges to more than 300 gardens and .. D> 23
Knowing I'm supporting research efforts [ —
Extended, after-hours for members only [ | 7
Early-bird hours for members only | o
Discounts on educational classes, field trips, and excursions [ — 3
Member-only programs, tours, and classes |EGEG—— o

0 Less Important 3 Most Important

mNon-member ®mLapsed Member ® Active Member
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The Member Continuum At Morris

Members on this side of the Members on this side of the
continuum are using their continuum are using their
membership more as a vehicle membership more to support
to visit frequently. the mission.

[ | [ |

® Member of < 1 year
Just member of >1 year
Just member of >1 year who supports mission
Just member of >1 year who supports mission and mission support is motivating

m Just member of >1 year who supports mission, mission support is motivating, and is likely to renew

m Just member of >1 year who supports mission, mission support is motivating, is likely to renew, and donates
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STEP 7: Forecasting

Measure price sensitivity and prepare

sales and revenue projections




Active Members Are Less Price Sensitive

Willingness to Pay for Membership
Among Those Who Prefer the Annual Membership to the Annual Pass

100%
90%
80%
70%
60%
50%
40%
30%
20%
10%

0%

Would go for Pay $75 Pay $95 Pay $125 Pay $145 Pay $165
free ($0)

e Active Member e | apsed Member e N\ ON-member

© FIVESEED 2023. ALL RIGHTS RESERVED.




Critical Factors
for Success




Requirements for Successful Planning

®_0
IIII @l So-
Reporting/Data Research Buy In Stakeholder Input

- it

Outside Time Champion
Consultant



Thank Youl

Mira Zergani Rosie Siemer
Director of Development Founder + CEO
Morris Arboretum & Gardens FIVESEED
mzergani@upenn.edu rosie@fiveseed.com

American Public
Gardens Association

DEVELOPMENT & MEMBERSHIP SYMPOSIUM




