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Mike Morrison: Well hello there. Welcome to episode 112 of The Membership Guys 
podcast. The place to be for proven practical tips and advice on growing a 
successful membership website. I'm your host Mike Morrison, one half of 
The Membership Guys, and if this is your first time listening to the show, 
welcome, thank you for checking us out. Be sure to subscribe to the podcast 
to make sure that you catch every episode, because in the words of 
Aerosmith, you don't want to miss an episode. That was the lyrics, wasn't it? 
Something like that, anyway, if you are new, hopefully you enjoy the show. 
If you are a returning listener, thank you so much for your continued 
support, for your feedback, for sharing, all that sort of good stuff. We truly, 
truly appreciated each an every one of you, and we're glad that you decided 
to join us for a little part of your day, as we talk about all things membership 
site related.  

 In today's episode, I want to talk about challenges. Specifically, the biggest 
challenges that every new membership site owner faces. One thing that you 
guys should know about if you listened to the show for a while, if you follow 
the blog, is that we don't sugar coat things. We're very, very upfront about 
the fact that running a membership is a real business. It's not all success 
stories and seven figure launces and all that sort of stuff. We all deal with 
challenges. There's a lot of stuff going on under the surface, and so if you 
are either in the process of starting a membership site, I want to prepare 
you for some of the things you might need to deal with.  

 If you've already got your membership site up and running, you know what, 
I think it's sometimes good to know that the challenges that you've gone 
through, and the stuff you've struggled with, you're not alone with that 
stuff. Not everyone is getting it right. Everyone has challenges to face, so 
today's episode, we're looking at the six biggest challenges that every new 
membership site owner faces.  

 The first of those are startup costs. Now memberships involve a lot of 
moving parts, and that means a lot of potential cost. There's a lot of tools, 
there's a lot of software, there's all sorts of stuff that ends up taking a hit on 
your wallet when it comes to building, launching, promoting a membership 
site. If you are just getting started, you might not have enough members to 
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cover those costs. My advice to keeping all that stuff under control in those 
early days of your membership, and indeed for the life of your membership, 
is to be realistic about what you actually need.  

 Do you really need that expensive CRM or email marketing platform that's 
costing you hundreds of dollars a month when you only have a few hundred 
people on your list, and you're not actually doing anything fancy. Should you 
be paying $100 a month for shopping cart software when your membership 
plugin has it built in? Are you paying for a community manager, or a 
customer service agent when you've got less than 100 members, and you 
only get a couple of emails a day? Make sure you're being realistic about 
what you need and you're keeping those costs under control.  

 Similarly, don't fall into the trap of paying for every shiny new object, 
because your favourite podcaster or blogger recommended it or is using it 
themselves. By the same token, same goes for courses. Don't pay for 
expensive courses to learn the latest flavour of the month tactic. There are 
very few things worth buying a $2,000 cost for, especially if you don't yet 
have a business that's earning enough to cover that cost without breaking a 
sweat or going into debt. And don't blow a fortune on Facebook ads. We see 
this way too often. In our experience, ads should be used to amplify and 
accelerate things that are already working, in terms of promoting content 
that's already converting, moving people down a sales funnel that's already 
doing well on its own. My personal rule of thumb is that if you can't afford 
to lose 100% of your outspent, you shouldn't be running ads.  

 Now, don't get me wrong, I'm not encouraging you to be cheap, but make 
sure that if you're spending money, you're spending money on the things 
that matter, like investing in good quality hosting that helps you ensure your 
website stays up, that it runs fast and so on. Investing in getting help with 
the tech side of stuff so that you don't find yourself stuck in the mud, 
focusing on trying to get that done, plug into work, or trying to make this 
thing on your site function the way it's suppose to function. Make sure that 
if your spending, you're keeping your costs under control, and what you are 
spending is on stuff that actually matters to your business. So that's big 
challenge number one, keeping your starting costs under control. Make sure 
that you are spending on things that matter, like good quality hosting and 
getting help with the tech side of things.  

 And speaking of tech, that's challenge number two that new membership 
site owners face, technology challenges. Unless you're a developer or you 
have one in your employ, then you will end up repeatedly banging your 
head on your desk when you're trying to build your membership. It's just par 
for the course. Those tech wars don't always end when your site launces. 
Those first few weeks or even months can be rocky. It's common for bugs to 
occur. It's common for things to not work the way you want. Even for 
seasoned techies, the only difference is that if you're not techie, it can be a 
living nightmare trying to stay on top of all these little bugs and all these 
issues. 

 That's why we recommend getting some support, rather than trying to 
muddle through it yourself. You don't have to go out and hire a full-time 
developer, but if you worked with someone in the building stage of your 
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membership to get things up and running, then perhaps discuss with them 
the idea of keeping them on a retainer for a few hours a week or a few 
hours a month, just for the first couple of months you're membership's up 
and running, to give you that peace of mind, for anytime those bugs come 
up, and to free you up to focus on the stuff that matters.  

 There are services out there that provide on demand support for 
WordPress, if indeed you are using WordPress. If you're using a hosted 
platform, get to know their tech support guys so that you know that you're 
comfortable that if something happens, they've got your back. If you are 
using something like WordPress, you've got pay per fix services like WP Fix 
It. None of this stuff needs to break the bank, and the important thing is it 
frees you up to focus on doing what you do best without constantly being 
distracted by tech challenges. And of course I'd be remiss, not to mention 
that you have places like Member Site Academy, where we have the 
community there, we have a tech talk section for posting questions and 
getting support. So, if you're a member of the academy, make sure you're 
tapping into that.  

 You know, quite often, the most frustrating of tech problems end up having 
very simple solutions, so just being able to get some input or direction from 
community like Member Site Academy, can save you a lot of headaches. 
However you do it, try and have something in place. A plan in place to deal 
with those tech challenges, especially within the first few months of your 
membership because they can be hugely distracting at a key time where you 
really need to be focusing on the most important stuff and on showing up 
and delivering to your members. So, big challenge faced by new 
membership site owners number two, technology challenges. Make sure 
you have a plan in place.  

 Challenge number three is getting momentum in your community. You hear 
us say all the time that members join for the content. They stay for a 
community. Having some form of online community give your membership a 
stickiness factor that will keep your members subscribed for months and 
years beyond when they're finished with your courses and all that sort of 
stuff. But in the early days, when your membership is smaller, it's harder to 
get those conversations flowing within your community. Nobody wants to 
be part of a ghost town and that creates a chicken and egg situation, where 
nobody's posting because nobody's posting.  

 So really, it all comes down to you. You need to be the one to start 
discussions. You need to make sure you're replying to everything your other 
members are posting. Take the time to send out regular roundups of what 
discussions are taking place in your community, even if they're all stuff that 
you started. Send that stuff to your members on a weekly basis to 
encourage them to jump in and to weigh in with their opinions and input.  

 Find ways to make community a core part of what your membership 
delivers. So if you're doing webinars or you're bringing in guest experts, for 
example, then you can make it so that your community members can submit 
questions in advance, but they can only do that inside your forum or your 
Facebook group. If they've never posted before, it breaks the seal that 
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hopefully is gonna make it more likely that they'll stick around and they'll 
contribute to some other discussions.  

 If you have a team, get them involved in your community, even if that's not 
their role initially, try and encourage them to go in there to pull stuff, to 
reply and stuff like that, again, very important in the early days. If you can, 
maybe even enlist the support and the help of your close contacts, your 
friends, your business network, again, maybe this is just on a temporary 
basis to get that conversation flowing because once things do get moving 
and once discussions are taking place, you'll find that, that momentum 
builds and builds and builds, and you get the snowball effect resulting in a 
community that you don't actually need to be as hands on with, where not 
every conversation has to start with you.  

 It's important to have a word on expectations about how active your 
community will be. There's a rule of thumb when it comes to community 
engagement called the 90-9-1 rule, which pretty much says that only one 
percent of your community will be heavily active. One percent will be the 
people who start conversations, who visit your community multiple times a 
day, who are real heavily active power users. Nine percent will just be 
generally active. They'll maybe visit your community a few times a week. 
They'll be more likely to reply to posts, but not necessarily likely to start 
them. The other 90% will either not participate in your community, not even 
visit it at all, or they'll come to your community, they'll read and they'll 
consume, but they won't actually contribute. Those guys are quite often 
almost aspiringly labelled lurkers.  

 Now, there's nothing wrong if that's how someone wants to actually use 
your community. Members can still get a lot of value from simply observing 
and reading what other people are posting. So, if you have 100 members, 
and you have maybe 20 or 30 of them contributing, don't beat yourself up 
because the other 70 aren't. That actually, if you use the 90-9-1 rule, that's 
actually a good level of engagement. Quite often when we hear people 
talking about their community not having enough engagement, when you 
look at it, it's actually more active than you would expect given their 
member base. So don't be too hard on yourself, but definitely make sure 
that you are focusing on [inaudible 00:11:13] in the early stages of your 
membership, building up that momentum, building up that activity.  

 The fourth big challenge that many new membership site owners often face 
is fitting the running of their membership around an existing business or a 
job. Quite often, people who start a membership site are doing it either as 
an extension of an existing business, so it's another product, another 
revenue stream, or as a side project while they're working in employment. 
Quite often the end goal is to make the membership their full-time focus. 
That's not always the case, but usually you'll find when people start 
memberships they ultimately want to be able to run that membership 100% 
full-time as their main business. Quite often in the early days, the revenue 
just isn't there to be able to completely move away from other business 
activities or to quit your job. 

 So, when your trying to balance everything, it can be hard to make it work 
because if you're fitting it around other stuff you're doin, you might not 
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have the time needed to actually bring your membership along and make it 
successful enough to enable you to free up more and more time, so again, 
you have that chicken and egg kind of situation. If you're servicing clients, 
you're working 9 to 5, it can be very, very easy for your membership to slip 
to the bottom of your to do list and for other things to take priority.  

 My recommendation for this is to make sure you start simple. Wherever you 
can, try to keep any potential problems to a minimum. That means not over 
complicating how your membership is setup. Keeping it simple, this means 
less technology, less moving parts, and less headaches. You can always make 
things more complex later. Do you really need that really advanced high 
tech gamification stuff in from day one, because when you add that in, 
again, you're adding more onto the tech pile, you're adding more 
complication, and you're increasing the chance that the limited time you 
have to work on your membership is gonna be taken up by wrestling with 
tech problems. Keep things simple.  

 Also make suer you're setting clear boundaries with your members for 
things like customer service, for things like interacting in the community so 
that their expectations are aligned with how available you are. If someone 
sends in a customer service ticket, make sure there's some sort of 
automated response that lets them know that they'll get a reply within 12 to 
24 hours. Again, keep those boundaries in place just to make it more 
manageable for you.  

 When it comes to content, you wanna try and lighten your burden and 
lighten your workload as much as possible. So that could mean things like 
doing live webinars, bringing in outside guest experts, creating content 
that's very simple and easy to make, but has a lot of value like checklists and 
cheat sheets and so on. Doing all of that stuff rather than creating these 
huge sprawling, epic courses, which take lots of time and work, again the 
common theme here, simplicity, keeping things light, keeping things 
manageable.  

 The key thing to maximising your limited time is making sure that you treat 
your membership like it's clients or like it's a job. Have set times and days to 
work on it that are absolutely unmovable within your diary. If you were 
working on a client project and another client called up and asked you to do 
something, chances are you wouldn't just drop what you were doing to work 
on their stuff. If you were working two jobs and someone from job number 
two called you while you were at job number one, you wouldn't even 
answer the call right? At those times that you have dedicated to working on 
your membership, you are completely unavailable to other clients. You work 
on nothing else and you are strict about not allowing anything or anyone to 
take priority. It's the only way to make it work if you're trying to fit the 
running of your membership around an existing business or job.  

 Challenge number five is the one I'm sure that many will associate with, and 
that is simply trying to stay motivated. Those early days of running a 
membership site can be a slog. Memberships, as we say all the time, are a 
marathon and not a sprint. Things move at a generally slow enough pace 
that actually gives you too much time to worry and overthink about what's 
going on in your membership. Also in those initial days, you're experiencing 
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firsts. You're experiencing stuff for the very first time as a membership site 
owner, and you always feel the impact of those [inaudible 00:15:51] and 
those negative firsts the most. That very first cancellation, man does that 
sting, and if you're sitting there with 50 members, and you lose five or six in 
a month, that feels huge. The end of that first month, when you look at that 
churn, it feels massive. This sort of stuff makes it very, very hard to stay 
motivated.  

 If you've just launched your membership, there's almost a bit of a come 
down. Not just in terms of all the adrenalin and all the excitement and all 
the juggling of everything that you were putting in place to build, to launch 
it, all that activity, when that's done, it does feel a little bit deflating. Plus the 
nature of a launch, where there's all that burst, there's all that excitement, 
there's a lot of curiosity that comes from the fact you're bringing something 
new to market, that ends up resulting in more people leaving after their first 
month, because they get swept up in the hype. Maybe they joined because 
you had a time limited discount, and then they regret it, or in a lot of cases, 
they'll join just because they want to see what you are up to.  

 Quite often those first few months of a membership have a much higher 
member turnover rate and of course, this just piles on. It all takes it's toll. It's 
very easy to get demoralised, especially if you're not yet making money to 
cover costs or to move away from client work. You start to wonder whether 
it's actually worth it. It's so important in those initial stages that you keep 
your head up, you stay the course, you remember why you set out to create 
a membership in the first place, and you focus on the members you do have. 
Successful memberships will be more about the members they have than 
the ones that they don't. Turn to your community, show up and serve your 
members. You'll get lots of positive feedback and the fulfilment that comes 
from actually helping your paying members, can really help balance up any 
negative thoughts or any de motivation. 

 Stay on top of your mental game. Silence the negative self talk, so that you 
can actually reflect better and review things with more clarity so that you 
can better determine whether they are real problems if the initial few 
months aren't going as you like. You can determine if those are actual real 
issues to address or if you're just feeling a bit demoralised and a bit 
demotivated. Again, having a good support network around you will help 
keep you on track and provide support, advice, and clarity. 

 The final big challenge that most new membership site owners face is 
getting members. If you spend time building your audience, researching and 
validating your ideas and all that other stuff that you should be doing before 
you open the doors to your membership, then you're launch should have 
given you a nice initial influx of members to get things started. In fact, in a 
lot of ways, you're launch of a membership is the easiest marketing that 
you'll ever do because you're bringing something new to market because 
you can leverage scarcity and urgency and all that stuff. When all of that 
buzz and all of that excitement dies down, you're then faced with the 
challenge of bringing in new members on a consistent basis.  

 We're not gonna delve into specific tactics and all of that. We've discussed a 
lot of tactics and strategies on past episodes and on the blog at 
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themembershipguys.com about how you actually attract new members, but 
the truth is, there is no one size fits all approach or method for bringing in 
new members. There's no silver bullet strategy. Different things work for 
different people. What I would say is that it's important that you stick with 
what got you to the dance. Review your launch, see what worked well, and 
see whether you can adapt the stuff that's worked to your marketing on an 
evergreen basis. 

 If you built your audience and grew your email list through blogging, 
through connecting with people on social media, through doing videos or 
Facebook lives or whatever it was you did to get to a point where you could 
launch your membership successfully, then don't let that activity, that stuff 
that got you to the dance, don't let that slide just because you've since 
launched your membership. Consistency is king, and in fact, having a 
membership should make it easier to do all of that stuff because in those 
early days of running your membership, you can really tap in to the social 
proof that comes from sharing the results and the feedback that you're 
getting from your members.  

 Talk about your membership every day. That doesn't mean pitching 
constantly, but if someone's asked a great question in their community, use 
that as a basis for your next blog post or your next podcast or your next 
Facebook live video and make sure that somewhere in that, you say, "This 
came from a member of our community which is blah blah blah.com. 
Incorporate your membership into the marketing activity that you were 
doing as you built your audience, as you built your list. If someone shared a 
result or they've had a big win in your membership, take a screenshot, share 
it on social. If you're recording courses, do an Instagram story series that 
shows people the behind the scenes of your process for planning it, for 
recording it. If you're working on a new feature for your membership, post 
on Twitter about how excited you are to add this new thing to your site.  

 Keep doing what you were doing in terms of marketing activity to get you to 
the dance to build your list. Keep finding organic excuses to bring your 
membership up in your content. Keep sharing, keep making noise, and 
gather as much feedback as you can. You wanna talk to people who join 
your membership. Find out why they joined. Talk to people who joined and 
then left. Find out why they joined in the first place, and more importantly 
why they didn't stick around. Talk to people who haven't joined. Find out 
why not. All of this will give you fuel to perfect and refine your marketing 
message and the strategies and the tactics you put in place.  

 Again, we've covered the specifics in terms of different things that you can 
try to bring in members, different tactics, different strategies, in past 
episodes, and if you head over to themembershipguys.com/112, for the 
show notes on this episode, you'll see some links to past podcasts where 
we've dove into those tactics and strategies. There's a lot of things that you 
can try out, a lot of people are trying to convince you that you absolutely 
must be doing live video, you absolutely mush be doing messenger bots, 
remarketing, webinars, and so on and so on.  

 My advice to you would be to try your hardest not to get carried away, not 
to buy into to hype of the next big thing of marketing or in the next shiny 
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tactic, or the next must do strategy, but instead, to choose no more than 
one new strategy or tactic to test out at any one time, and to test these 
tactics with realistic expectations that no single tactic is just going to 
transform your business overnight and suddenly open the floodgates to 
have members pouring in. There is no silver bullet, and with successful 
memberships, it's almost always a combination of lots of different things 
working together. It's a case of testing things out, having patience, figuring 
out what works best for you.  

 Okay, so as a recap, the six biggest every new membership site owner faces. 
First up, keeping your startup costs under control. Be realistic about what 
you need. Don't be cheap, but make sure that the money that you spend is 
going on things that really do matter like quality hosting, support with the 
tech side of things and so on.  

 Big challenge number two is dealing with technology. Make sure you have a 
plan in place. Work with the developer who helped you build your 
membership or use one of the many services out there that gives you an 
option if something goes wrong, rather than sit and try and figure it all out 
yourself.  

 Big challenge number three, getting momentum in the community. It all 
comes down to you. You need to show up. You need to start posts. You need 
to be active. You need to be constantly encouraging your members to jump 
in there to help you get that activity moving and get that snowball effect 
once your momentum builds.  

 Challenge number four is fitting it around an existing business or job. 
Simplicity is key. Keep your tech, keep your offering, keep your content 
simple and lightweight, and make sure that you are scheduling dedicated 
time to work on your membership, during which, you do not work on 
anything else. You do not let anything else become a priority. That is an 
unmovable date in your diary to make sure your membership is getting the 
attention it needs.  

 Challenge five, staying motivated. There's always a little bit of a comedown, 
a little bit of a hangover after you've launched your membership site, during 
which it can be really easy to become demotivated. Stay on top of your 
mental game. Keep your head up. Focus on the important stuff. Stay the 
course, and silence that negative self talk. Make sure you have a positive 
support network around you that will help you keep on track.  

 And big challenge number five faced by new membership site owners, is 
getting members once your launce has subsided. Remember there's no 
silver bullet strategy. Don't chase the latest bandwagon. Stick with what 
brought you to the dance. Stay consistent. Find excuses to make noise and 
incorporate your membership into what you're doing. And when it comes to 
trying out new tactics and new strategies, focus on just one new thing at a 
time.  

 Hopefully this has been useful to you. If you are in those early stages of 
being a membership site owner, and you're struggling with some of that 
stuff, or if you're coming up the the launch of your membership, hopefully 
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this has better equipped you to deal with what comes ahead, but rest 
assured, those challenges become easier and easier to deal with. Now that's 
not to say they aren't other challenges on the horizon, there aren't other 
things to deal with as a membership site owner in the future, but a lot of the 
struggles, a lot of the challenges we deal with are actually pretty good 
challenges to have as your membership starts to grow. So stay the course, 
stay on track, and of course, if you are a member of our 
membersiteacademy.com, if you're struggling with anything, jump in there, 
post, make use of the community, get our feedback, help and support, 
because we can help you bust through most of these challenges.  

 That's it from me for this week. Thank you so much for spending a bit of 
your day with me. Hopefully you've enjoyed the show, hope you found it 
useful. As always, any feedback, any questions, any followup, shout at me 
on social media, twitter.com/membershipguys or hop over to our Facebook 
group. It's completely free, and we've now passed 5,000 membership site 
owners in there. Just type in talkmemberships.com, that's 
talkmemberships.com, and that will redirect you through to our Facebook 
group where you can join for free and let me know what you thought of this 
episode.  

 I'll be back again next week with another instalment of The Membership 
Guys podcast.  
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