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Missouri Botanical Garden 

• 1.05 M attendance (combined across three sites) 

• Admission $12 adults / Free for children / Free for Members 

◦ Additional fees for festivals, Garden Glow, and exhibits ($10-$24) 

◦ Paid amenities include Children’s Garden and Trams  ($3-$6) 

• 47,000 membership households at all levels 

• General Membership includes $50 Individual-$195 Festival levels 

◦ $4.1 M annual revenue from General Membership 



Staff Structure 

• Membership part of Institutional 
Advancement/Development  

• Dedicated membership services 
staff – 3 FT and 1 PT 

• Challenges:

◦ Membership services is a 
standalone desk

◦ Visitor services/ticketing is a 
separate division

Missouri Botanical Garden



Utah’s Hogle Zoo

•1.4 M visitors annually

• Admission: Adults (13-64): $18.95; Seniors (65 & up): $16.95;                                                                 
Children (3-12): $14.95; children 2 and younger are free 

• 17,500 member households (all levels)

• Membership levels range from $99 (Duo) to $299 (Premier Booster)

• $3.1 M annual revenue from General Membership



Utah’s Hogle Zoo

Staff Structure 

• Membership Dept. is under 
the umbrella of Guest Services

• Challenge: Sales team is 
primarily high school and 
college students 

◦ Mostly seasonal President’s 
Day through Halloween

◦ Team Leads staff the Member 
and Guest Service office, 
handling detailed & 
complicated transactions

• Guest Services seasonal staff 
also sell memberships



Saint Louis Art Museum 

• 500,000 annual attendance

• Free museum with ticketed exhibitions ($15 - $20 | members free) 

• 20,000 member households 

• General Membership includes $65 Regular through $1,000 Sponsor
◦ $1.8 M annual revenue from General Membership 



Staff Structure 

• Visitor and Member Services part 
of External Affairs/Development 
(a fairly new development!)    

• Visitor and Member team 
includes 5 FT and 20 PT  

• Responsible for all ticketing, 
membership sales, and visitor 
services

• Challenges: 

• Free museum 

• Transitioning to membership 
culture 

Saint Louis Art Museum



Onsite conversion and 
other metrics



Onsite Sales Metrics

WHAT IS ONSITE 
CONVERSION?

membership sales  

attendance

=

conversion % 



Onsite Sales Metrics

WHAT IS ONSITE 
CONVERSION?

Total Attendance  

• Paid Admission 
• General and ticketed events

• Free Member Admission 

• Groups / Rentals

• Free Children 

Paid Admission
38%

Member Admission
46%

Groups/Rentals
12%

Child Admission
4%

MISSOURI BOTANICAL GARDEN 2018 ADMISSION



Onsite Sales Metrics

WHAT IS ONSITE 
CONVERSION?

Convertible Attendance 

• Paid Admission 

• Free Member Admission 

• Groups 

• Child Admission

Out of more than 1M visitors, 
395,000 are “convertible” 
prospects

Paid Admission
38%

MISSOURI BOTANICAL GARDEN 2018 ADMISSION

395,000



Onsite Sales Metrics

WHAT IS ONSITE 
CONVERSION?

Total Onsite Membership Sales

• New Members

• Rejoining/Lapsed Members

• Current/Renewing Members 

New
23%

Renew
34%

Rejoin
43%

2018 MEMBERSHIP SALES



Onsite Sales Metrics

WHAT IS ONSITE 
CONVERSION?

Total Onsite Membership Sales

• New Members

• Rejoining/Lapsed Members

• Current/Renewing Members 

New
23%

2018 MEMBERSHIP SALES

3,587
sales

6,484
sales

Rejoin
43%



Onsite Sales Metrics

WHAT IS ONSITE 
CONVERSION?

3,587 new + 6,484 rejoining 

395,000 convertible visitors 

=

2.55% Conversion  



Onsite Sales Metrics

Saint Louis Art Museum

All onsite membership sales 

All attendance

=

<1% Conversion
(free, non-exhibition periods)

3-5% Conversion
(ticketed exhibition periods)  



Onsite Sales Metrics

ADDITIONAL METRICS

• Average gift

• No. of upgrades

• No. of new members

• Average sales per day 
• weekend vs. weekday

• Average sales by time of day 



Sales Strategies for 
Onsite Success



Sales Strategies
#1: CREATE A CLEAR AND CONSISTENT SEQUENCE 
OF SERVICE FOR ADMISSION COUNTER 

1. Smile and greet visitor

2. Determine 
visitor’s needs

3. Inquire about 
membership status

4. Pitch membership or thank 
current members for support

5. Complete transaction 
and collect visitor data

6. Final membership pitch—
”Apply tickets to membership!”



Sales Strategies

#2. ASK GOOD QUESTIONS THAT LEAD TO 
MEMBERSHIP CONVERSATIONS

Do you plan to visit the Children’s Garden today? 

Do you attend Garden Glow or our summer exhibits?

What is your favorite area of the Garden? 

Do you tend to bring friends or family with you when you visit? 

Do you like hiking? 

Did you park in the garage? 

Do you plan to dine with us today? 



Sales Strategies

#3. HELP VISITORS DO THE “MEMBERSHIP MATH”

AND MAKE IT SPECIFIC! 

Non-Member Member

Your Visit 
Today

$36 $115

Average Event 
and Tickets
for 12 months

$276 Free

Additional 
Benefits 

$65 Free

Total $377 $115 



Sales Strategies

#4. CREATE A “BEST VALUE” LEVEL



Sales Strategies

#5. TARGET CURRENT MEMBERS ABOUT TO 
ENTER RENEWAL CYCLE AND PITCH UPGRADE

• As you validate membership, look 
for expiration dates 0-4 months 
away 

• Emphasize immediate value: 
“Enhanced benefits start today!”

• Plant seed for upgrade even if 
they don’t pull the trigger onsite

Onsite sales at the is the #1 source 
of early upgrades 
(Missouri Botanical Garden) 

Onsite 
44%

Mail 16%

Phone 9%

Web 31%

2018 CURRENT MEMBER UPGRADES 
(BEFORE EXPIRATION) 



Sales Strategies
# 6. BEG, BORROW AND STEAL 

PROMOTIONAL SPACE

• Dining and retail locations 

• Restroom “Potty Papers”

• Elevator/Lobbies 

• Onsite attractions/amenities 

• Ticket stubs

• Ticket/other purchase 
email confirmations

• Before films, lectures, and other programs

• Parking lots and garages 

• Coat check



Sales Strategies

#7. USE AND TEST VISITOR INCENTIVES 

• Free gift 

• Extra incentives just for the 
day you join:
- Skip the line! 
- Double shopping discount
- Free parking 
- Free tickets to lagging programs



Sales Strategies 

#8. DISCOUNTS: USE WISELY OR NOT AT ALL! 

• Target specific audiences

• Encourage upgrades and higher levels 

• Don’t build expectations or bad habits 



Sales Strategies 

#9. KNOW WHEN TO CALL IN THE EXPERTS!

• Consider bringing in outside sales team or trainers

• During large annual events

• Grand opening and blockbuster exhibits 

• Spring break or peak weekends



Putting the right team in 
place
HIRING AND TRAINING 



Putting the Right Team in Place

The best membership product in the 
world won’t sell without well-trained, 
confident staff. 



Putting the Right Team in Place

HIRING 

• Promote openings to current staff for referrals, university 
career centers, and peer institutions (esp. seasonally) 

• Be clear about sales expectations in the interview

• Hire staff with retail background, especially with quotas, 
commission, loyalty programs and store credit cards

• “Have you ever had sales jobs where you worked on 
commission or had sales goals?” 

• “Can you tell me about a specific time when you had a 
difficult sales goal, and how you met it?” 



Putting the Right Team in Place

HIRING 

• Ask candidates to make a pitch on 
the fly during their interview 



Putting the Right Team in Place

HIRING 

• The most important product they’ll ever sell: 
themselves!
• Instead of Q’s & A’s, ask them to describe themselves in a 

presentation

• Group Interviews / “auditions”
• Helps to showcase confident personalities 

• Easier to compare candidates

• Quiz candidates on information they 
remember about each other 

• Immediate bonding



Putting the Right Team in Place

TRAINING

• Make training as interactive as possible

• Use scenarios to help staff practice problem solving

• Utilize orientation to introduce general information 
regarding the program

• Save specifics and details for the hands-on portion of 
training 

• Be hands on during the first few days on the job 



Putting the Right Team in Place

TRAINING

• Develop simple scripts for EACH and EVERY transaction

• “If you join today, your tickets will be free!” 

• Expect your staff to memorize but encourage them to adapt and 
customize as comfort increases

Help good habits form early



Putting the Right Team in Place

TRAINING

• Coach immediately those who are not initiating 
membership conversations at each transaction. 

• Encourage your staff to be ok with “No”! 

• It’s almost as important to ask, as it is to make the sale

• You may be planting the seeds for their next visit 

• Celebrate consistency in initiating membership 
conversations not just successful sales  



Putting the Right Team in Place

PRACTICE, PRACTICE, PRACTICE!  

• Role playing 

• Sales games – “Membership Volleyball” and “Choose Your Pitch” 

• Quizzes 

• Joint training with peer organizations 



Putting the Right Team in Place

GOAL SETTING 

• Set very attainable goals especially in the beginning

• Success breeds confidence!

• Celebrate success constantly and immediately 

• Make your goals more challenging as your team develops 
confidence

• Make goals fun with on the spot challenges or friendly competition

• “Can we sell 5 more new memberships today?”



Putting the Right Team in Place

DEALING WITH NEGATIVITY 

• One “bad apple” can quickly impact your entire team 

• Be sure you are setting the right tone 

• Coach in the moment 

• More thoroughly address negativity or non-compliance 
privately and directly 

• Remind the person that sales is an expectation of the 
position



Putting the Right Team in Place

DEALING WITH NEGATIVITY 

Determine if your staff is unwilling or do they feel unable

• Unwilling: 
• The position might not be a good fit 

• Letting the non-performer go is much easier than managing 
the continuing impact on your staff

• Feel unable 
• Understand why this person is struggling 

• Offer more training, coaching, and support 



Putting the Right Team in Place

ACKNOWLEDGE YOUR TEAM’S IMPACT 

• Share results 

• Daily and weekly results promote immediate accountability 

• Quarterly and annual results show staff their impact 

• Expect your staff to monitor and report their own results 

• Check in with frontline staff throughout the day for sales totals

• Invite senior leadership to shadow or be there to 
celebrate



Staff Incentives 



Staff Incentives

INDIVIDUAL COMMISSION-BASED STRUCTURE

$6 for lower level; $8-$10 for higher levels for each sale

• New sales only or sometimes all sales

• Sales projections determined in advance 

PROS

• Experienced, professional sales people already have deep understanding 
of membership and believe in it

• Very motivated by $ and like a challenge

CONS

• Success is impacted by volume (traffic) during sales campaign period; 
planning is critical but weather can be a big, unpredictable factor 



Staff incentives

GROUP CONVERSION RATE GOALS 

Team goal: exhibition conversion rate of 3.8%-4.5% 

• All staff receive an additional bonus of 50¢/hour for all hours worked during 
the exhibition when goal is met 

PROS

• Encourages team work vs. competition 

• Keeps staff accountable to each other

• Does not penalize staff who may rotate to less sales-oriented positions or days

• Staff not penalized when attendance is low 

CONS

• Less individually motivating 

• Individual coaching is more important for non-performers



Staff Incentives

INFORMAL INDIVIDUAL AND GROUP REWARDS

A mix of individual rewards and group celebrations  

• 25 individual memberships sold = $25 gift card of your choice

• Over and above 25: Raffle (1 entry per sale for $100 gift card)

• Joint pizza party at end of season when Membership and VS goals met

PROS

• Flexible and fun 

• Does not affect payroll or Human Resources 

• Can adapt to feedback from staff 

CONS

• Not as motivating as cash 

• Can get repetitive 



Staff Incentives

MAKE IT HAPPEN!

• Determine what your Human Resources and leadership 
will allow

• Seek feedback from eligible staff 

• Develop a budget and policies 

• Make sure your incentives don’t backfire:
Overly aggressive sales tactics or competition 

• BONUS: Consider rewarding non-frontline staff for 
membership promotion 



Questions?  



Kara Anderson | Utah’s Hogle Zoo
kanderson@uhz.org

Kate Gleason | Missouri Botanical Garden
kate.gleason@mobot.org

Michaeleh Metz | Saint Louis Art Museum
michaeleh.metz@slam.org 

Karen Mariani | Membership Consultants 
karenm@membership-consultants.com


