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Multi-Unit Franchisees Dream. 
Build. Grow. Succeed.

To provide a deeper sense of their journeys, insights, and 
personalities, we’ve selected from our most inspiring print 
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these franchisee leaders. 

We call them Empire Builders.
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Your franchise system may be out of sync 
with today’s trends and technology

Warning: 
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Visit us at www.ifranchisegroup.com 
and click on “Video Testimonials” 
to view what some of our clients 

have to say about us.

Today’s franchising marketplace presents 
unprecedented challenges and opportunities

Don’t get left behind...
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how iFranchise Group professionals 

can help you optimize, streamline, and 
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The Bank Credit Report (BCR)
A Bank Credit Report (BCR) addresses lender’s questions about the 

creditworthiness of your franchise system.  In the current conservative lending 

environment, if you don’t provide information about your system’s performance 

history, lenders assume the worst. 

 

Your BCR will provide lenders with an objective, 3rd-party evaluation of the 

performance of your system in comparison to your immediate peers and your 

industry.  The report also provides you with an opportunity to explain 

any risk issues that may be present by allowing you to include appropriate 

Management Comments if you choose.

 

In the words of Shelly Sun, CFE, CPA, and CEO of Brightstar Franchising, “with 

hundreds of loan requests, the ones who make it easier and show they have 

nothing to hide, get the loans.”

To request a Bank Credit Report for your 
franchise system, call FRANdata at 800.485.9570 

or visit www.frandata.com/BCR.

4300 Wilson Boulevard Suite 480, Arlington, VA 22203© 2011 Franchise Information Services, Inc.

More than 80% 

of loan packages 

that include a 

Bank Credit report 

are suCCessful.

Is Your
franchIse sYstem 
credItworthY?

You may think so, but do lenders?
When a bank considers your mortgage application, it 

looks at your credit history.  When a lender considers your 
franchisee’s loan, it looks at your Bank Credit Report.  

http://www.frandata.com/BCR
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The Right Response

“F ranchise system response” is a 
phrase loaded with potential—
both for success and for failure.

In today’s franchise recruitment mar-
ketplace, it’s important for brands not only 
to get their message out, but to do so as ef-
fectively, efficiently, and quickly as possible. 
After all, your prospects now have access 
to information around the clock and may 
come from anywhere in the world. As a re-
sult, many brands have representatives who 
take calls from prospects any time of day or 
night. Finding great franchisees is highly 
competitive. But I probably don’t have to 
tell you that.

As we began planning this issue of Fran-
chise Update around the theme of franchise 
system response, it quickly became appar-
ent that even in a changed development 
environment, fundamentals still rule. The 
old saying, “First to the door wins.” So does 
“Business is people.”

All the advanced tools, systems, and strat-
egies in the world will never (ever) replace 
good old-fashioned, one-on-one conversa-
tions with prospects—though they do have 
tremendous potential to augment, automate, 
and streamline your sales process. But not 
to the exclusion of the basic blocking and 
tackling of franchise recruitment. Sales and 
development professionals still must engage 
prospects to find—and sign—the best ones. 

Franchise development teams need every 
advantage they can find. This is where a will-
ingness to experiment with fresh strategies, 
processes, and methods can play a role. More 
and more, franchisors are testing innovative 
methods for reaching prospects, as well as 
ways to more efficiently—and quickly—dis-
seminate information and engage prospects 
in the sales process. 

The technology and tools available to 

franchisors today are simply unprecedented, 
especially when it comes to qualifying and 
working with prospects every step of the 
way. That’s important because today’s pros-
pects have done their homework, and when 
they want to know something they want to 
know it immediately. Technology tools can 
help with that, but it takes real live people 
to follow through. 

Throughout this issue you will read about 
brands and executives who are mindful of 
the importance of responding efficiently—in 
terms of both speed and providing answers 
to the questions prospects are asking. And 
while bringing in new franchisees is essen-
tial for system survival and growth, it’s also 
important to remember that so is nurtur-
ing the franchisees already operating units.

Franchise system response also is essen-
tial in managing a brand’s reputation, both 
online and off. Crisis management and dam-
age control are key components of reputa-
tion management. We also take a look at 
how franchise systems use public relations 
to respond to crises, from employee misbe-
havior to food-borne illness that’s the fault 
of a supplier. Again, rapid, carefully crafted 
responses make all the difference.

In today’s 24-hour world of social media, 
virality, and automated marketing and customer 
relationship management systems, keep sight 
of the fundamentals. State-of-the-art technol-
ogy, innovative sales strategies, and refined 
processes and systems all are necessary, but 
at the end of the day what’s most important 
is making the right match, finding the right 
fit, for both franchisee and franchisor. One 
of the best ways to do that is by providing 
timely, relevant responses to prospects and 
franchisees. When it comes to building a suc-
cessful franchise system, those could be the 
most important responses you’ll ever give. n
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Isn’t it time to 
consider a multi- 
brand strategy?

    Don’t 
          Put All Your 
       Eggs 
       In one 
       BrAnD

stArt Building Income-Lifestyle-Wealth-Equity You Deserve
By leveraging the power of multiple world-class brands 

MULTIPLIER
EFFECT

ThE EnTrEprEnEur’s 
sourcE®. Proven Business 
Model with Substantial Return 
on Investment

Helping people, just 
like you, transition 
from Employment to                            
Empowerment through 
business ownership.
The IFA reports that sales of 
franchise businesses will grow 
by 5%, or $37 billion, in 2012, 
for a total output of $782 billion.

DEcor&You®. Discover 
the Difference 
At Decor&You® we 
work to simplify 
how people achieve 
comfort, style and 
value in their homes 
and businesses.
home furnishings and 
interior decorating is 
a $200 billion dollar 
indstry. 

Bp MArkETIng coAch®. 
Exponentially increasing 
marketing effectiveness

BP’ is the one source 
resource that satisfies
 all small business 
owner’s marketing 
needs.
small Business  spending 
on media, marketing and 
business solutions will grow 
from $22.4 billion in 2010 to 
$40.2 billion in 2015.

Erc®. Achieving Sustained 
Cost Reduction

Over the past 17-years, 
ERC’s 7 step cost reduc-
tion programs have  
been directly responsible 
for generating millions 
of dollars in savings for 
our clients.
The art of reducing costs is     
the  focal point of most 
businesses in today’s new 
economy.

ADvIcoAch®. Coaching
 business owners to                             
maximize their profits
Proven methodology 
designed to empower 
business owners to 
increase the productiv-
ity and value of their 
businesses.
2.8 million businesses  will 
use coaching over the next 
year generating $1.5 billion 
dollars in coaching revenue.

DIgIkIDs®. High-tech 
solution to aid in the 
recovery of missing children
An onsite child ID 
company that offers 
the most advanced, 
effective and affordable 
child safety ID available 
today. 
over $500 billion is spent 
on specialized products 
and services for children.

With a 25 year history, FSBI dominates 33% of the multi-
billion dollar coaching and consulting franchise market!  
Ranked in The Franchise 500 for 10 years in a row.

Visit www.MultiBrandFranchisee.com to learn more 

®
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Our strength on the outside...

The business experience to give you the litigation edge. 

We’re seasoned trial lawyers. And experienced General Counsels. Because you need to know 
legal strategy from both sides to best represent your side. We know the ins and outs of unfair 
competition and franchise and distribution law. We also know that if winning cases were easy, 
you wouldn’t need us. But chances are, you do. 

comes from having  
been on the inside. 

4 Park Plaza, Suite 1230  |  Irvine, California 92614  |  949.252.9377

www.mulcahyllp.com

http://www.mulcahyllp.com
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Franchise leadership and management

“
”

Quaker Steak & Lube is different not only because of the cars, décor, 

great food, and best wings. Making memorable experiences is a key part 

of our culture. As CEO, I am responsible for keeping the organization 

true to its roots. My unofficial title is Chief Protector of the Brand DNA. It 

may sound impossible for a geographically diverse chain, but I’ve found 

it can be accomplished. —JOHN LONGSTREET, CEO, Quaker Steak & Lube

	 Franchiseupdate  Issue I I ,  2012� 7

22

16

8

11

Feature: Anatomy of a Turnaround 14.
Bennigan’s fights its way back

Leadership Guru 16.
Do you have a chief brand protector?

14



8	 Franchiseupdate  Issue I I ,  2012

Right Place, Right Time
Right at Home founder sees continued growth

A
s a hospital administrator, 
Allen Hager had person-
ally seen the anguish that 
families faced when search-

ing for safe, appropriate, quality home 
care services for their family members 
returning home.

“There was a gap between the transi-
tion of care that was needed and given 
in the hospital and care that was needed 
when the patient transitioned back home,” 
says the 54-year old founder and CEO 
of Right at Home. His desire to create 
a healthcare resource to fill this gap led 
him to launch the in-home senior care 
and assistance company in 1995, based 
in Omaha.

That “can do” attitude has been a part 
of Hager’s makeup for a long time. The 
West Virginia native’s first career follow-

CEOprofile:

By Kerry Pipes

Name: Allen Hager

Title: Founder, CEO

Company: Right at Home

Units: 243 units in 5 countries

Age: 54

Family: Wife Vivian, two daughters, 20 
and 18

Years in franchising: 12

Years in current position: 12
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ing college was in state government. It’s 
where he first was exposed to healthcare 
and social programs. It’s also where he 
learned that the wheels of government 
turn slowly.

“I like to try to improve things and 
make things better,” he says. “The longer 
I was in government, the more I discov-
ered I was more suited to the efficiencies 
and directness of the business world.”

So he walked away from public ser-
vice, earned an MBA, and went to work 
in the private healthcare system, first 
in West Virginia and then in Nebraska. 
From 1986 to 1994, he poured himself 
into healthcare administration. But by the 
early 1990s, he had begun to consider the 
plight of the elderly he saw discharged 
from hospitals every day, returning home 
with few, if any, resources available for 
their homebound future.

“The whole healthcare world was 
changing, and I began to study home 
healthcare and how I could build a busi-
ness model to address these growing 
needs,” says Hager. He was so dedicated 
to the cause that he became a certified 
nursing assistant so he could enter the 
front lines of home healthcare and re-
ally see what was going on. He was on a 
quest for solutions. With the information 
he collected, Hager put his plan into ac-
tion and opened Right at Home in 1995.

He spent the next five years living and 
breathing the daily management of the 
company. He oversaw every aspect, from 
hiring caregivers and making cold calls 
to managing receivables and nurturing 
its growth. It was not until later that he 
realized franchising might be a good way 
to expand his fledgling company.

“I saw the franchise model as provid-
ing a way to build scale, how it provided 
local ownership and contact with clients, 
and how people could get into this at a 
relatively low cost,” he says. Hager sold 
his first Right at Home franchise in 2000.

Today, with 243 franchisees in 5 coun-

tries (the U.S., Canada, U.K., Brazil, and 
China), the company’s big strategic push 
is international growth and expansion. 
Hager says he’s excited to be taking Right 
at Home’s services to other parts of the 
world. “People are really the same all 
over the world, and caring for the elderly 
at home is not limited by boundaries or 
borders,” he says.

Hager says a relationship-based culture 
is one of the organization’s foundational 
cornerstones. “It’s important to us to be 
in close, open communication with our 
franchisees and that we nurture this kind 
of culture.” This two-way street allows 
the corporate team to “distill all the good 
ideas coming in from the franchisees 
and make the best ideas work for our 
company,” he says.

Another key to the company’s sus-
tained growth has been its ability to 
“create a nimble organization that can 
adapt and change now and moving into 
the future,” says Hager. “The franchise 
system will grow if you award franchises 
to business people with the right motiva-
tions, and then treat them as long-term, 
individual business partners rather than 
just another number.”

That strategy, a great executive staff 
and infrastructure, and a growing need 
for home-based healthcare in the U.S. 
and abroad put Right at Home in the 
right place at the right time.

Leadership

What is your role as founder and CEO? 
My core role is to create success for the 
franchisees and the corporate organiza-
tion. My key areas of focus are strategic 
planning, organizational culture, and 
financial management.

Describe your leadership style: Clearly 
agree on what’s possible, then get out 
of the way as you challenge to go be-
yond that.
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What has inspired your leadership 
style? I have had great mentors in my 
life, and read widely on the subject. As 
well, I have had some negative expe-
riences that have taught me the real 
world issues that can get in the way 
of success.

What is your biggest leadership chal-
lenge? To ensure that I am communicating 
enough at every level of the organization.

How do you transmit your culture 
from your office to front-line employ-
ees? That is the essence of leadership. 
Great ideas only happen as they move 
throughout the organization. First, you 
work as an organization to have a clear 
vision of what you want. Second, lead-
ership at every level walk what they talk 
and hold ourselves and staff accountable. 
This is what staff, franchisees, and their 
employees respond to.

Where is the best place to prepare for 
leadership: an MBA school or OTJ? I 
think it’s different for each person. An 
MBA can provide a huge amount of rel-
evant information. Most important is a 
persistent commitment to learning, to 
growing, and to taking personal risks.

Are tough decisions best taken by one 
person? That is a final test of leadership. 
The process of getting to the decision 
should involve much positive collabora-
tion. If your management structure and 
trust with franchisees is good you will 
have that. In the final analysis, however, 
someone has to have that “buck stops 
here” sign on their desk.

How do you make tough decisions? I 
first seek to clearly define the problem. 
Often, this is the first stumbling block. 
Next, I seek to listen and understand the 
pros and cons and the arguments that 
buttress competing positions. Finally, 
I do my own homework and seek out 
counsel from wise individuals who are 
not a part of the issue.

Do you want to be liked or respected? 
Nearly everyone wants to be liked, and 
I am no exception! But the key to effec-
tive leadership is earned respect. That is 

your first responsibility as the leader of 
an organization.

Advice to CEO wannabes: Find some-
thing you are passionate about, and give 
it everything you have. Then, as you gain 
mastery of the business, begin to mas-
ter the craft of leadership and effective 
management.

Management

Describe your management style: Di-
rect, supportive, and demanding.

What does your management team 
look like? Strong leaders in their own 
right who are willing to disagree with 
me and fight for their ideas. We have a 
great blend of personalities and back-
grounds, but all are smart, dedicated, 
and forward-thinking.

How does your management team 
help you lead? They are in many ways 
smarter and better at what they do than 
I am. We agree on a vision and the out-
line of how to achieve that. Then I try 
to stay out of the way and get involved 
at appropriate points.

Favorite management gurus and books: 
My favorite business author is Peter 
Drucker. He was a genius in under-
standing the dynamics and the craft of 
management and leadership.

What makes you say, “Yes, now 
that’s why I do what I do!” For our 
business, it is when I see another in-
stance of a story of growth and great 
success by our franchisees. And that 
usually means a story about the great 
home care we have provided to fami-
lies in need and the difference we are 
making in the quality of life for the 
many thousands of families for whom 
we are caring.

Personal

Exercise in the morning? I like to get 
it in early. My wife and I go at 5:30 a.m. 

Wine with lunch? During the workday, 
no. Sometimes on weekends.

Do you socialize with your team after 
work or outside the office? I enjoy that 
very much. Everyone is so busy we don’t 
do enough of it.

Last two books read: The Heart of Dark-
ness by Joseph Conrad, and Taking People 
with You by David Novak.

What technology do you take on the 
road? iPhone, iPad, and laptop.

How do you relax, balance life and 
work? I love to bike, read, and travel.

Favorite vacation destination(s): Fort 
Myers, Florida; Bangkok, Thailand.

 
Favorite occasions to send employees 
notes: I like to surprise them.

Favorite company service: It’s difficult 
to point to one specific thing. We provide 
a myriad of valuable support services to 
families and those in need.

 
Bottom Line

 
What are your long-term goals for the 
company? Right at Home will be rec-
ognized as a global leader in innovative 
care solutions for families dealing with 
aging parents and disability. We are in 
four countries besides the U.S. (the U.K., 
Brazil, China, and Canada) and expect 
to be in many more as societies around 
the globe deal with aging issues.

How has the economy changed your 
goals for your company? The economy’s 
challenges have not affected us greatly.

 
How do you measure success? Pro-
viding great service to our customers, 
creating successful franchisees, and pro-
viding a place for employees to succeed.

 
What has been your greatest success? 
My two daughters.

 
What can we expect from your com-
pany in the next 12 to 18 months? We 
continue to work on innovations that will 
position us perfectly as health reform un-
folds in the U.S., and to continue to see 
strong international growth. n

CEO profile:
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Rallying for Growth
Checkers embarks on aggressive expansion

R
ick Silva developed a pas-
sion and understanding for 
business early in life. The 
son of Cuban immigrants, 

he watched his mom and dad start their 
own small business from scratch in 
Miami. He learned about customers, 
competition, inventory, procedures and 
processes. Most of all, he learned about 
hard work and dedication.

“Watching my parents run that busi-
ness taught me a real passion for oper-
ating a business and being successful,” 
says the 46-year-old Silva—key char-

CEOprofile:

By Kerry Pipes

Name: Rick Silva 

Title: CEO, President

Company: Checkers Drive-In 
Restaurants

Brands: Checkers and Rally’s

Units: More than 800

Age: 46

Family: Wife Lisa (20 years), children 
Michael, 18, and Jessica, 16

Years in franchising: 18

Years in current position: 5

acteristics that are aiding his tenure as 
president and CEO of Checkers Drive-In 
Restaurants, which includes more than 
800 Checkers and Rally’s restaurants 
in the U.S.

Silva has been at the helm of Check-
ers since early 2007. That’s when he was 
lured away from his management position 
at Burger King by the leadership style 
and philosophies of the private equity 
group that had just purchased Checkers.

“I liked the way they operated and 
the vision they had,” he says. “They 
were interested in processes and proce-
dures and measured results, but also in 
the people and products that it took to 
achieve goals and be successful.”

His 13 years at Burger King taught 
him a lot about succeeding in fran-
chising. He had served as president of 
Burger King’s Latin America region, and 
as senior vice president, U.S. company 
operations, where he oversaw more than 
600 company restaurants. During his 
final years with Burger King, as senior 
vice president, franchise operations, 
he oversaw more than 3,300 franchise 
restaurants. 

Silva hit the ground running at Check-
ers and hasn’t looked back. He says one 
of the organization’s core values under 
his leadership has been: “Have the cour-
age to be bold and grow.” He and his 
team work hard to live up to that stan-
dard every day.

When he arrived at Checkers, Silva 
evaluated his management team and de-
cided to bring in some new executives 
because, as he says, “The number-one 
key to success is a great management 
team.” Another characteristic of his 
leadership style is setting high standards. 
He says people can achieve more than 
they think they can. He is not afraid to 
set lofty goals because he believes that 
challenges individuals to do whatever 
necessary—even change their entire 

approach—to reach those goals.
During the past five years, Silva has 

implemented new systems and processes 
that have increased system efficiencies, 
enhanced the menu, and driven growth 
at Checkers. Under his leadership, the 
brand has doubled its late-night business 
from 10 to 20 percent of sales; added 
wings and desserts to their burger-driven 
menu; and developed multiple building 
formats to allow franchisees to open new 
restaurants in new trade areas with less 
investment and higher returns. And, 
says Silva, the brand’s guest satisfaction 
scores have increased every year since 
he arrived and are at an all-time high.

Checkers is now on the edge of sig-
nificant expansion. At just over 800 loca-
tions, the brand is aggressively looking 
for new operators and fast growth in 
many major markets across the country. 
“The big chains are already saturated 
in most of these cities, but we’re just 
getting started,” he says. “The time 
is right because our customers tell us 
they love our food but need locations 
closer to them.”

And just how many Checkers loca-
tions would Silva like to see down the 
road? “Three thousand,” he says. After 
all, as he also says, “Have the courage 
to be bold and grow.”

Leadership

What is your role as CEO? To focus 
on providing the vision and strategic 
direction for our growth.

Describe your leadership style: I’m a 
strong leader with very open and direct 
communication.

How do you transmit your culture 
from your office to front-line employ-
ees? It starts with the corporate values 
we adopted and live by every day and 



12	 Franchiseupdate  Issue I I ,  2012

begins with me. Examples include the 
following: “Do the right thing.” “Pas-
sionate about serving others.” “Obsessed 
with excellence.” “Courage to be bold 
and grow.” “People first with pride and 
respect.” I include these values in every 
presentation I make to the organization. 
Spending time in our restaurants with 
our employees, franchisees, and guests 
also helps me share my vision and cul-
ture across the organization.

Where is the best place to prepare for 
leadership: an MBA school or OTJ? 
Although a strong education is help-
ful, the best place to learn about effec-
tive leadership is through business and 
personal experiences and by observing 
and learning from other leaders. Some 
people are born with more natural lead-
ership skills than others, but great lead-
ers work hard at it.

Are tough decisions best taken by 
one person? It depends on the deci-
sion. First, never shy away from the 
tough decisions. In fact, seek out the 
tough decisions because that’s usually 
where the big risks and big rewards are. 
As a leader, you need to face those de-
cisions, understand them, and provide 
the necessary leadership to get to the 
best answer. Sometimes that requires 
you to step in as the leader and make 
the decision yourself. In other cases, 
it might be best to allow your team to 
work through the issue and arrive at 
the best decision aided by your coach-
ing and leadership.

How do you make tough decisions? 
The resolution has to be consistent with 
our values and drive the interests of all 
of our stakeholders: guests, employees, 
franchisees, and shareholders.

Do you want to be liked or respected? 
I’d prefer to be respected for my values, 
professionalism, and commitment to 
our stakeholders.

Advice to CEO wannabes: Hire smart, 
hard-working executives with strong 
values. If you’re the one coming up with 
the best answers, your team is not strong 

enough or your management style is 
keeping the best ideas from coming out. 

Management

Describe your management style: I 
believe in hiring smart executives with 
lots of passion and a strong work ethic, 
as well as managing with an open and 
collaborative style. That allows us as a 
team to achieve results that would be 
impossible to achieve individually.

What does your management team 
look like? Smart, flexible, diverse, pas-
sionate, and hard-working. 

How does your management team 
help you lead? They challenge me and 
each other. They trust each other so we 
can have open communication to find 
the best answers.

Favorite management gurus and 
books: I prefer business periodicals 
like the Harvard Business Review and 
keeping up with the latest business and 
trade news.

What makes you say, “Yes, now that’s 
why I do what I do!” When I see an ex-
ecutive or employee achieve something 
they never thought they could achieve. 
That moment is incredibly satisfying 
and rewarding for me.

  
Personal

Exercise in the morning? Yes! When 
I’m at home, I’m up at 4:45 a.m. for a 
workout. I feel best when I work out in 
the morning.

Wine with lunch? Never, but I love 
wine with dinner on weekends.

Do you socialize with your team after 
work or outside the office? We spend 
lots of time together at work and dur-
ing our business travel. We enjoy each 
other’s company, have lots of laughs, 
and know each other very well. That 
said, we all have healthy personal lives 
so weekends are typically spent with 
family and friends. 

Last book read: What Matters Now by 
Gary Hamel.

What technology do you take on the 
road? BlackBerry, iPad, and laptop 
computer.

How do you relax, balance life and 
work? I exercise, spend time with family, 
and participate in local auto track events.

Favorite vacation destination: Triple 
Creek Ranch in Montana.

Favorite occasions to send employ-
ees notes: Anniversaries and birthdays.

Favorite company product: A Big 
Buford with fries finished off with a 
Strawberry Cheesecake Sundae.

  
Bottom Line

What are your long-term goals for the 
company? We want to take everything we 
learned in 2011 and apply it to 2012 and 
beyond. Our long-term goal is to grow to 
3,000 restaurants while maintaining a com-
mitment to our values and stakeholders.

How has the economy changed your 
goals for your company? It forced 
us to find new ways to grow our sales, 
profits, and spur new restaurant growth.

Where can capital be found these 
days? Many business people and inves-
tors are sitting on cash that they need 
to invest. A Checkers/Rally’s franchise 
is a great place to invest that capital.

How do you measure success? Re-
sults, not activity.

What has been your greatest suc-
cess? I’m proud to have created and 
developed an outstanding leadership 
team at Checkers/Rally’s.

What can we expect from your com-
pany in the next 12 to 18 months? We’ll 
continue to evolve and grow in order 
to find new ways to increase restaurant-
level sales and profits while adding new 
restaurants to our system. n

CEO profile:



 
Extending our cutting-edge online and print content, 
Franchise Update Media Group is also the quality 
leader in franchise executive conferences. 

Mark your calendars now so you don’t miss  
our upcoming events! 
 
Franchise Consumer Marketing Conference 
June 26 - 27, 2012: The Fairmont, San Francisco 
franchiseconsumermarketing.com

Franchise Leadership & Development Conference 
October 3 - 5, 2012: The Intercontinental Buckhead, Atlanta 
franchisedevelopmentconference.com

Multi-Unit Franchising Conference 
March 27 - 29, 2013: Caesars Palace, Las Vegas 
mufranchisee.com/2013

Multi-Unit Franchising Conference 
April 23 - 25, 2014: Caesars Palace, Las Vegas 
mufranchisee.com/2014

Multi-Unit Franchising Conference 
April 8 -10, 2015: Caesars Palace, Las Vegas 
mufranchisee.com/2015

 
For sponsorship information, contact 
sales@franchiseupdatemedia.com.

http://franchiseconsumermarketing.com
http://franchisedevelopmentconference.com
http://mufranchisee.com/2013
http://mufranchisee.com/2014
http://mufranchisee.com/2015
mailto:sales@franchiseupdatemedia.com
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E
veryone loves a good come-
back story, and I am hon-
ored and humbled to be at 
the helm of a classic turn-

around tale.
Norman Brinker, the casual dining 

innovator and icon behind Bennigan’s, 
was a wonderful friend and mentor in 
the business. Thirty-five years ago, 
he and a team of hard-working ex-
ecutives, many of whom grew within 
the business and later became CEOs 
of concepts we know today, built a 
successful brand with great integrity. 
When I took over as chief executive 
of Bennigan’s Franchising Company 
in May 2011, I had nothing but re-
spect for this beloved brand and the 
franchisees who invested their money 
and talents into it.

Like many casual-themed 
brands, Bennigan’s became 
a victim of brand drift over 
time, moving away from the 
core elements that made it 
famous in the late 1980s. But 
a nostalgic public was hungry 
for the high-energy experience 
they fondly remembered, 
and the stage was set. 
It wasn’t just time 
for a turnaround; it 
was time for a re-
naissance. How did 
we do it?

First things first: analyze this!
Our quest to restore the integrity of an 
icon began with a six-month analysis 
of our situation. We had to be willing 
to look at every piece of the business—
from operations, design, and marketing 
to franchisees, real estate, and supply 
chain. Once we knew where we were, 
we could put the right teams, strate-
gies, and tactics together to get where 
we wanted to be. And then our mis-
sion became both clear and possible: 
create a “legendary” brand experience 
for every guest, every meal, every day.

This is our rallying cry, and a very 
important part of bringing all con-
stituents together and working toward 
the same goal. For Bennigan’s to rise 
up from a sea of sameness and dif-

ferentiate itself, it has to know 
where it came from, its roots, 

heritage, and legacy. We are 
friendly Irish hospitality. 
We bleed green. We don’t 
just have bartenders, we 
have rock star mixologists. 
We don’t just have great 
food, we have chef-driven, 

unique favorites like 
the Monte Cristo and 
Turkey O’Toole.

This shift in think-
ing and action re-
quires alignment of 
the whole team. Ev-Paul Mangiamele

Part 1

By Paul Mangiamele

Bennigan’s 
reclaims the  
integrity of an icon

     Anatomy of a 
Turnaround
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ery line cook and hostess must believe. 
I like to say we are business athletes. 
What do I mean by that? World-class 
champions don’t just play their game, 
they live it. They give their entire heart, 
mind, and body over to the pursuit of 
perfection in their chosen sport. To 
truly create a “legendary” brand ex-
perience for every guest, every meal, 
every day, we must live Bennigan’s. It 
takes every member of the team work-
ing 25/8 to put us ahead of the curve.

Connecting the dots
We defined who we are and how we 
were going to restore integrity to a 
great brand. We had a mission, and we 
knew our focus had to be on the food 
and the high-energy experience, both 
for our external guests and our internal 
guests, the employees. We rolled out 
a remodel at the Bennigan’s flagship 
restaurant in Chicago, pouring all of 
our key learnings from both our analy-
sis and the wisdom of our franchisees 
into menu optimization and increased 
operational standards. Servers were 
retrained to achieve flawless execu-
tion. Classics like the Big Irish Burger 
were brought back to the menu along 
with innovative, new American fare. 
We created a new Brand Ambassador 
position, someone who takes our Irish 
hospitality into the local community. 
Gone are the days when you just un-
lock the door at 11 a.m. and wait for 
your guests to walk in.

Sales at the Chicago restaurant went 

up 25 percent—a phenomenal perfor-
mance in an industry that’s flat to nega-
tive. One of our franchisees embraced 
these key initiatives and the prototype 
remodel and saw a significant double-
digit increase as well. These successes, 
including a remodel and renewed focus 
at another corporate-owned location 
in Appleton, Wisc., demonstrated to 
our franchise partners that if we de-
liver on our “legendary” mission we 
can rebuild loyalty. A return to our 
roots is also a return to rebuilding an 
emotional connection with our guests. 
Transactional customers become life-
time guests, and that loyalty leads to 
a compelling franchise model.

In Part 2 of “Anatomy of a Turn-
around,” I will share our plans for 
taking this renaissance beyond our 
four walls. Nontraditional real estate 

opportunities and new ways of market-
ing mean more people experiencing 
our friendly Irish hospitality. Part of 
our renewed focus is looking toward 
expansion through a fast-casual model 
called Bennigan’s on the Fly. New 
branding we are introducing will allow 
for development in airports, hotels, 
hospitals, cruise ships, universities, 
and other nontraditional locations.

Last year we signed franchise agree-
ments to develop more than 30 new 
restaurants, with plans to open 12 new 
locations domestically and internation-
ally in 2012. Flexibility in real estate 
is key to this expansion, with our new 
prototype offering a smaller format 
designed to fit different site options 
beyond the freestanding pad.

Rekindling the fire of a great brand 
has been rewarding work, both for 
our corporate team and our fran-
chise teams in the field. We brought 
the focus back where it belongs: on 
the people, the food, and the experi-
ence. Our clear, singular mission has 
resulted in a renewed energy, allowing 
us to add new chapters to a success 
story that began 35 years ago. Keep 
reading in the months ahead. It’s go-
ing to be legendary. n

Paul Mangiamele, Bennigan’s presi-
dent and CEO, was hired to take over 
the brand in May 2011. Contact him at 
469-248-4419 or www.bennigans.com.

http://www.bennigans.com


16	 Franchiseupdate  Issue I I ,  2012

M
ar
ke
t

Le
ad

Gr
ow

I
t’s a familiar scenario: a successful 
concept is born from a family-
owned restaurant where everybody 
knows your name and embodies 

a particular culture.
But success can ruin everything. The 

business can grow or get acquired or 
go public. Suddenly, the original team 
members are a number to human re-
sources and the culture is reduced to 
rules and regulations.

That could have happened when 
Quaker Steak & Lube expanded be-
yond its original location in a former 
gasoline station. Its culture of deliver-
ing fun could have been compromised. 
Yet, research shows 53 percent of our 
guests still come for the fun atmo-
sphere. Guests say they “feel good” 
when leaving.

Quaker Steak & Lube is different 
not only because of the cars, décor, 
great food, and best wings. Making 
memorable experiences is a key part 
of our culture. As CEO, I am respon-
sible for keeping the organization true 
to its roots. My unofficial title is Chief 
Protector of the Brand DNA. It may 
sound impossible for a geographically 
diverse chain, but I’ve found it can be 
accomplished. Here’s how.

• Let your culture evolve or-
ganically and fiercely protect it. 
The founders knew from the begin-
ning that a fun, unique environment 
would appeal to a wide range of guests, 
and they remain involved as “culture 
officers.” For example, we’ve discussed 
going to uniforms. Servers wear a Lube 
shirt (some from years ago when they 
started) with jeans, shorts, or khakis. 
A founder said, “We are not a uni-
form environment. We’re random, 
fun, nonlinear. Our guests don’t wear 
uniforms. Neither should the servers.” 
Rather than a formal corporate culture 
description, we simply use “fun” as a 
litmus test for every idea we consider.

• Recruit franchisees who un-
derstand and value your culture. 
Franchisees must buy into our culture 
because it is everything to our collec-
tive success. We are Best Wings USA, 
the best in class. We are a restaurant 
that focuses on fun. There’s a special 
event almost every night. That’s what 
differentiates us from competitors. We 
can’t export it from the support center. 
Restaurant general managers have to 
believe the most important thing is to 
serve guests and that happy employees 
lead to happy guests. It won’t work 
otherwise.

• Reinforce culture with your own 
actions. Potential franchisees feel The 
Lube’s culture from the first moment 
on Discovery Day—if not sooner. For 
instance, when they fly into the Pitts-
burgh airport, I often pick them up 
myself. When they arrive, they cannot 
help but smile when they spot a huge 
1985 Freightliner truck perched on the 
roof of the support center and a life-size 
version of “Coop,” our chicken mascot, 
dressed in a race car driver suit, inside 
welcoming them. We also keep in mind 

that franchisees are our customers, and 
we are responsible for providing them 
with a great guest experience. For ex-
ample, we’ve worked to become more 
transparent. What we in the support 
center know, franchisees know. We 
like to think we share more than other 
franchisors. It all comes down to the 
fact that every week, only one person 
is writing a check, and that’s the fran-
chisee. I think many franchisors have 
lost sight of that.

• Keep corporate policies to a 
minimum. As the company grew, there 
was an inclination toward thicker policy 
and procedure manuals, but that can 
defeat a fun culture. Often, as compa-
nies grow, departments such as human 
resources or legal try to take over by 
creating too many policies. All of the 
support departments need to be en-
ablers—not roadblocks—of success in 
the field. If our company remains phi-
losophy-driven versus policy-driven, we 
can become bigger but still feel small.

• Allow operators flexibility to 
make your culture their own. We 
can provide the tools, menu, events, 
and décor, but then we need to get 
out of their way. The franchisee’s role 
is to apply The Lube’s culture in a way 
that is relevant to their communities. 
Our “Lubies” (Quaker Steak & Lube’s 
self-named fans) count on the basics, 
but they also expect each Lube to have 
uniqueness. The GM, franchisee, and 
team members create each location’s 
spirit, and that’s what makes Lubies 
feel good!

It’s tough to communicate a consis-
tent message throughout a building, let 
alone across a country. As the brand’s 
Chief Protector, I believe it is critical 
to keep messages simple and to focus 
on the “whys” behind why we do things 
versus the “whats” that we do. As for the 
restaurant’s future, the most important 
thing is to find franchise partners who 
live our vision and share our dream. n

John Longstreet joined The Lube as president 
and CEO in 2010. He previously was an 
executive with ClubCorp and Intercontinen-
tal Hotels Group. He also served as mayor 
of Plano, Texas. Contact him at 724-981-
3123 or www.quakersteakandlube.com.

Culture 
Cash
Staying true to the founder’s 

vision pays off

By John Longstreet

Leadershipguru

JOHN LONGSTREET
CEO, Quaker Steak & Lube

http://www.quakersteakandlube.com
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“We are living in an environment of instant 
gratification. Quite simply, we don’t want to wait for 
anything, especially when it comes to requesting 
information... If you don’t respond quickly, it’s almost 
guaranteed that your competitors will.” —Linda Shaub
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Susan Boresow 
Chief Marketing 
Officer	
Massage Envy

John Dillon	
Vice President  
of Marketing
Denny’s

Terri Miller	
Vice President of   
Marketing &  
Communications	
Great Clips

Wendy  
Odel Magus	
Vice President  
of Marketing  
Kiddie Academy

Jeff Rinke	
Vice President  
of Marketing	
Hungry Howie’s Pizza

 
Linda Shaub	
Vice President  
of Marketing
Interim Health Care

Ed Waller	
Vice President of CRM	
Certa Pro Painters

 
Rich Hope	  
Marketing Director	
Jersey Mike’s

John DiJulius, Customer Experience 
Speaker, Author & Consultant

John R. DiJulius III is President of John Robert’s 
Hair Studio & Spa and the founder and CVO 
(Chief Visionary Officer) of The DiJulius Group, 
a customer experience consulting organization 
that helps companies improve and maintain a 

healthier corporate culture and performance; lower employee turnover 
costs; increase customer retention  factors; add more referrals and 
“make price irrelevant.” Top organizations across the world use his 
philosophies and systems for creating a world-class customer service 
experience. John is the also the author of the best-selling book Secret 
Service: Hidden Systems that Deliver Unforgettable Customer Service. 

Scott Klososky, Speaker,  
Business Consultant, Writer

Scott Klososky, a former CEO of three successful 
startup companies, specializes in looking over 
the horizon with how technology is changing 
the world. Scott’s vision and ability to see trends 
in emerging technologies  allow  him to be 

a  thought leader who applies his skills to help organizations thrive, 
leaders prosper, and entire industries move forward.
 

Jennifer Kushell 
Young & Successful  
Media/YSN.com

Jennifer Kushell is the President of Young & 
Successful Media and founder of YSN.com 
(“Your Success Network”), a leading desti-
nation for career exploration, professional 

development, tools and resources for young professionals and  
entrepreneurs around the world. Author of the NY Times Bestseller, 
Secrets of the Young & Successful and The Young Entrepreneur’s 
Edge, Kushell started her entrepreneurial career at 13. Today she 
works with a wide range of corporations, trade associations and 
universities and as a speaker and strategic consultant and is a  
recognized thought leader on the emerging global workforce. 
Called “The Career Doctor” by Cosmopolitan and a “guru” of 
her generation’s entrepreneurial movement by US News & World  
Report, Kushell has appeared in front of over 300 million people 
via major media such as CNN, CNBC, BBC, NPR, The Wall Street 
Journal, USA Today, BusinessWeek, Entrepreneur, and Seventeen.

FranchiseConsumerMarketing.com or call 800-289-4232 ext. 216
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  Tuesday, June 26 

  8:30am - 12:30pm
  Boot Camp: How to Embrace Social Technology to Strengthen Your Brand,  
  Program Leader: Scott Klososky, Author, Speaker, Business Consultant

  8:30am - 12:30pm 
  Boot Camp - Creating a “Customer Mania” Culture
  Program Leader: Ed Waller, Co Founder, CertaPro

  12:30pm - 2:00pm   Lunch in Sponsor Networking Gallery - Exhibits Open

  2:00pm - 3:30pm   Opening General Session: Chairman’s Welcome

  Opening Keynote - Delivering Extraordinary Customer Service
  John DiJulius, Customer Experience Speaker, Author & Consultant

  Concurrent
  Break-Out  
  Sessions 

   
  TRACK 1
  �Customer Relationship 
Management:

  �TRACK 2  
Franchisee Buy-In, 
Delivery & Results:  

 �TRACK 3  
�Marketing  
Execution Strategy:

  
  �TRACK 4 

Brand Development 
& Rejuvenation:  

 �  
How Franchisors

  �Predict and Measure 
New Customer  
Acquisition

� 
 �How to Get Franchisee 
Buy-in to Marketing 
Initiatives

 � 
How to Deliver 
Local Marketing 
Magic  

   
 The Power of PR

  3:40pm - 4:30pm

  4:40pm - 5:30pm   General Session: Technology Unleashed: Experience the Future Now

  5:30pm - 7:30pm   Welcome Reception in Sponsor Networking Gallery - Exhibits Open

AGENDA at a GLANCE
to view the… 

http://FranchiseConsumerMarketing.com


  Wednesday, June 27

  8:00am - 9:00am Breakfast in Sponsor Networking Gallery - Exhibits Open

  9:00am - 10:00am 
General Session: Gen-Y! Understanding Who Is Delivering Your Brand 
Keynote Speaker Jennifer Kushell, Young & Successful Media/YSN.com

  Concurrent
  Break-Out Sessions

 TRACK 1 
 Customer Relationship 
 Management: 

 �TRACK 2 
Franchisee Buy-In, 
Delivery & Results: 

 � 
TRACK 3  
Marketing  
Execution Strategy:  

  
 TRACK 4 
 Brand Development 
 & Rejuvenation:  

 10:10am - 11:00am

 How Does Social 
 Media Contribute to 
 the Customer Experi- 
 ence? The Good, the 
 Bad and the Ugly

 How Franchisors 
 Can Effectively  
 Communicate,  
 Execute, Monitor 
 and Measure 
 Marketing Strategies

 Creating Customer   
 Experiences with  
 Four-Wall Marketing

 Using Consumer 
 Research to Drive 
 Brand Development

  11:10am - 12:00pm

  
 Ensuring Customer  
 Satisfaction and  
 Retention

 
 Marketing  
 Automation for
 Franchise Networks

 � 
Marketing to Your 
Mobile Customer

 � 
Retrofitting  
Your Brand

  12:00pm - 1:45pm  Lunch in Sponsor Networking Gallery - Exhibits Open

  1:45pm - 3:00pm General Session: Capitalizing on Traditional Marketing Power 

  Concurrent
  Break-Out Sessions

  
  
 TRACK 1 
 Customer Relationship 
 Management:  

 �Brand Delivery – How 
Do You Know the Right 
Message Is Consistently 
Delivered to Your  
Customers? 

 �TRACK 2 
Franchisee Buy-In, 
Delivery & Results: 

 � 
TRACK 3  
Marketing  
Execution Strategy:  

  
 TRACK 4 
 Brand Development 
 & Rejuvenation:  

 3:10pm - 4:00pm

� �Administering  
the National  
Advertising Fund

 �Best Grand  
Opening 
 Campaigns

 �Leveraging  
Your Front-Line  
To Champion  
Your Brand

  4:00pm - 5:00pm Closing Conference Mindshare - Million Dollar Ideas

  6:00pm - 8:00pm Closing Reception - The FRANtastic Creative Marketing Competition & Award

AGENDA at a GLANCE

FranchiseConsumerMarketing.com or call 800-289-4232 ext. 216

to view the… 
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http://FranchiseConsumerMarketing.com
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“What seems to have changed is a couple 
of yahoos in a pizza joint sticking cheese 
up their nose can threaten a global 
brand.”

T
hat comment, attributed to a 
Nightline reporter in 2009, 
neatly summarizes a grow-
ing problem facing franchise 

brands in 2012: how to manage their 
brand’s reputation—both online and 
off—in the 24/7 crucible of news, online 
reviews, and social media.

“He’s right, that’s exactly what can hap-
pen,” says Rhonda Sanderson, president 
of Sanderson & Associates in Chicago. 
“From the top of the food chain to the 
bottom of the food chain, what control 
do you have hiring $9 an hour kids?”

No matter how good your training 
is, controlling the behavior of all your 
front-line staff all the time simply is 
not possible. And for most customers, 
their only exposure to and experience 
of your brand is your front-line staff. 
That’s one big reason franchisors should 

have damage control policies in place—
before a potentially disastrous event oc-
curs that affects the reputation of their 
brand. And that’s one of the reasons 
they hire PR firms.

“Our job,” says Brad Fishman, CEO 
of Fishman Public Relations in North-
brook, Ill., “is to protect the franchisor 
and the franchisee—to protect the brand.”

 “The best crisis communication is 
being prepared,” says Lorne Fisher, CEO 
and managing partner of Fish Consulting 
in Hollywood, Fla. As a former boss used 
to tell him, “Bad things happen to good 
companies. It’s just a matter of when.”

And when that “when” happens, hav-
ing an up-to-date plan ready to go can 
make all the difference between being 
buffeted by events and the media, and 
taking control of the situation to protect 
your brand’s reputation.

The world is moving too fast and 
there simply are too many people post-
ing online in too many places to keep 
up. And with YouTube-ready cameras 
and video recorders everywhere, every 

minor incident has the potential to spiral 
out of control through the megaphone 
of social media… at which point events 
take on a life of their own. Not what you 
want to happen.

Crisis management and damage con-
trol can be divided into three basic parts: 
planning, management, and communi-
cation. First, have a plan (and a team) 
in place. Second, manage the situation 
(e.g., if it’s contaminated food, remove it 
immediately and begin an investigation 
into its source). Third, communicate: 
internally to employees and franchisees; 
externally to the public, media, custom-
ers, and stakeholders.

Have a plan
“One of the things we express to our 
clients all the time is for them to have 
a crisis management plan in place,” says 
Fisher. At a minimum, he says, the plan 
should include franchisor preparation 
and training, a communication pro-
tocol (who should be called first, who 
speaks for the company, etc.), and hav-

Crisis management takes planning, 
managing, and communicating

By Eddy Goldberg
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ing a crisis management team in place 
at corporate to be sure every aspect of 
the plan is implemented, updated, and 
ready for action.

What he doesn’t want a client to think, 
he says, is “Call the PR guy and he’ll 
spin it.” Instead, call the PR guy as part 
of the crisis management plan. And, 
depending on the situation, also call 
your lawyer. 

“You want to have a plan in place so 
if you can’t avert the disaster you can at 
least hit the ground running,” says Adam 
Siegelheim, an attorney with Stark & 
Stark, a law firm based in Lawrence-
ville, N.J. “When everyone knows what 
to do, you can minimize the damage.” 
The lawyer’s job, he says, is to antici-
pate any kind of scenario and the level 
of risk involved.

So is PR’s, says Fisher. “Look at the 
most likely crisis scenario and the most 
outlandish scenario and be prepared for 
anything,” he says. “It’s worth it. Have 
the plan ready.”

Fisher also recommends establishing 
different levels for crises, and having a 
plan for each. For example, level 1 might 
be a cash shortage at a register, and level 
4 a murder at a franchisee’s site. “You 
should have a protocol for each level, 
including who is involved,” he says. And 
any protocol or manual should have a 
section on how to deal with the media 
during a crisis—from a phone call to a 
walk-in with a camera—and what to say 
and what not to.

After all that is in place, he says, the 
next stage is to conduct a training with 
every person along that chain. That 
training can take place through the usual 
channels: field support staff, conven-
tions, POS systems, online, etc.—but it 
has to happen, and it has to cover every 
employee potentially on the firing line 
if a crisis occurs. “Training is key here. 
None of this works if no one’s been 
trained,” says Fisher. 

Managing the situation
Although managing public perception 
to protect your brand’s reputation is a 
critical part of damage control, deal-

ing with the actual situation could save 
lives, or at least lawsuits and lost sales. 
PR also plays a role here. In addition 
to creating a plan and protocol for his 
franchise clients, Fisher helps by ad-
dressing specific scenarios of potential 
PR disasters. 

For example, a food-borne illness is 
linked to one of the brand’s restaurants. 
It’s crucial not only to have policies in 
place for communication, but also to 
have processes in place to account for 
anything and everything that occurred. 
“You have to do your detailed research 
to find out what really happened,” says 
Fishman.

If a potential crisis occurs late at night 
or halfway across the world, should you 
get top executives out of bed? “If some-
thing happened, in most cases the answer 
is yes, the CEO gets woken at 3 a.m.,” 
says Siegelheim. “What we’re trying to 
do is contain the incident and whatever 

ripple effects may result.”
This late-night scenario is more likely 

today than in the past, with restaurants 
open into the wee hours and around the 
clock, as well as the increased time zone 
differences as regional brands go nation-
wide and global. Beijing, for example, is 
12 hours different from Boston, Louis-
ville, or Florida. And with the Internet, 
anybody can post anything anytime they 
want. That’s why, says Siegelheim, if a 
crisis situation arises, “It should be very 
clear how to reach everybody.”

Communicating your message
“There could be potential legal conse-
quences as well, so you want to control 
your communications,” says Siegelheim. 
“From top to bottom, everyone should 
be aware who’s going to speak.” And 
above all, don’t panic.

Before responding publicly, take a 
deep breath and assemble your team. 
“You have to look at the situation and 
analyze it,” says Siegelheim. Is it iso-
lated to one franchisee? Could it affect 
the entire system? If a customer claims 
to have to have gotten sick from food 
in one of your restaurants, is it the only 
complaint over some time? If so, he sug-
gests, “You say it’s an isolated incident at 
an independently owned and operated 
restaurant, and customers should have 
no concerns over the entire system.”

“You have to be prepared for any cri-
sis,” says Fishman. That includes having 
a central person responsible for coor-
dinating any public response. “We’ve 
had to deal with situations where there 
were robberies,” he said, even murders. 
When a situation arises, the first phone 
call should be from the franchisee to 
corporate. Then, says Fishman, “Call in 
the experts who can help you. We craft 
these messages all the time.” Legal, he 
says, “should definitely be involved.”

Training and follow-through
After formulating a plan, establishing a 
protocol, and training the top-level re-
sponders, the challenge for the franchi-
sor is communicating that throughout 
the organization intact. By the time all 

“From the top 
of the food chain 

to the bottom 
of the food chain, 

what control 
do you have 

hiring $9 an hour 
kids?”

—Rhonda Sanderson
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this trickles down to the front-line em-
ployees, much can be lost.

“We have a simple plan, because no 
one has time to pull out a manual when 
the press walks in the door,” says Sand-
erson. That’s why her 10-step guide is 
posted where every employee can see it. 
If a phone call comes in from a reporter, 
or a news crew from a local television 
station shows up unannounced, the plan 
is readily available to review before any-
one speaks on the record.

The plan, says Sanderson, is inten-
tionally short and simple, resulting in 
easier, more effective training and reten-
tion. Rule 4, for example says: “Never 
give an answer of ‘no comment’ or ‘we 
can’t answer that.’” Although that is far 
less risky than speaking off the cuff, 
“No comment” implies the employee 
is hiding something, ignorant, or both, 
she says. “Employees at the counter are 
not sophisticated and don’t know what 
to say or do.”

Even with a simplified 10-step pro-
gram, there are several places people can 
drop the ball, especially when surprised by 
an irate customer or persistent reporter. 

For example, in a “crisis averted” story 
Sanderson tells, a young employee at a 
pizza franchise got a phone call from a 
mother saying that her 18-month-old 
had just bitten into a piece of pizza and 
found the tip of a razor blade. “Oh thanks, 
we’ve been wondering what happened 
to that,” said the employee.

The point? The employee admit-
ted liability immediately. Whether he 
was serious or just joking; whether an 
18-month-old should be eating pizza; 
whether the story was true or a scam 
doesn’t matter in the court of public 
opinion, where a denial or “No com-
ment” often is perceived as an admission 
of guilt. That never should have hap-
pened, all three PR professionals agree.

And while franchisors should have a 
plan in place, says Fishman, “You can’t 
always have a plan that matches the situ-
ation.” Nevertheless, franchisors must be 
prepared to respond when something does 
occur. “Don’t hide behind ‘No comment, 
no comment,’” he says. “Urge corporate 
to come out with a statement.”

“If you don’t know what the cause 
is, say so, and that you’re addressing 
it,” says Fisher.

“Do mistakes happen? Are you go-
ing to have problems?” asks Sanderson. 
“Yes, but you have to have procedures 
in place, such as, “Hold on, I’ll get the 
manager. I’m sorry.” And the manager 
has to be trained as well. “I would re-
serve all commentary for managers. It 
has to be part of their training, whether 
from a PR firm or an in-house depart-
ment,” she says.

“You can have the greatest plan on 
paper, but it has to get down to the store 
level,” says Sanderson. “Make damage or 
crisis control one of your top five train-
ing priorities.”

“Social” changes everything
Since the Internet is (virtually) forever, 
one of the biggest differences in what 
franchisors and their PR and damage 
control teams must deal with is the sheer 
persistence of what appears online, as 
well as the volume.

“This is the first time that companies 

can engage with their own customers 
without having them come into their 
location. That’s the good news. The 
bad news is the same sentence,” says 
Sanderson. “Any customer, any time, 
can comment whenever they like on 
your product, service, or the behavior 
of your employees.”

Pre-Internet, no matter how bad a 
situation might become, it would blow 
over eventually, displaced by newer 
events and the public’s short attention 
span. However, once something is posted 
online, it doesn’t completely disappear, 
even after it is “taken down.” Correc-
tions and retractions are a positive step, 
but that doesn’t mean they will appear 
on the first search page, while negative 
news and comments (true or not), remain.

“In most cases these events kind of 
disappear themselves, but what’s online 
doesn’t,” says Fishman. This creates a 
raft of new problems. “The biggest one 
we’re worried about right now is SEO 
rankings, because those things don’t go 
away.” One of the biggest questions he 
gets from clients comes after they do a 
Google search on their brand and past 
problems or negative postings appear 
on the first search page: “How do we 
make it go away?”

“Don’t hide 
behind ‘No 

comment, no 
comment. Urge 
corporate to 

come out with a 
statement.”

—Brad Fishman

“Bad things 
happen to good 

companies. 
It’s just a matter 

of when.”
—Lorne Fisher
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 “Reputation management” com-
panies claim they can help by having 
negative postings removed, and SEO 
companies can work to insert positive 
postings to push negative postings off 
the first search page. Fishman says he’s 
skeptical of the efficacy of some of the 
claims made by these companies, but 
defers to their technical expertise.

“Everyday crises we can handle,” 
says Fishman. “The biggest issue we’re 
going to run into is online. People used 
to forget. Now it’s possible to find ev-
erything they want—good, bad, or in-
different.” Most people, he says, never 
get past the first page. The goal is to 
push those negative comments off the 
first search page.

If one of your restaurants is slammed 
on Yelp, says Fishman, talk to your cus-
tomer base, urging them to go online 
and make comments too. Don’t tell them 
what to say, but do urge them to write. 
Enough positive comments will, in theory, 
push the negative ones onto page 2 and 
beyond. The same idea holds for com-
ments posted on Twitter and Facebook.

“Review sites are fueling more and 
more comments and opinions from 
consumers, which roll up into search 
engines,” agrees Fisher. “Focus on what’s 
being said and how you can participate 
in the conversation, not only pushing 
out positive news, but responding to 
negative comments. You have to man-
age your online reputation every day.”

Social media policy
There’s also a danger of social media abuse 
from within the four walls to consider, 
as seen in the growing list of “pranks” 
and other misbehavior by employees, 
even by well-intentioned franchisees. 
In addition to training for external and 
customer relations when bad things 
happen to good companies, creating a 
social media policy—and monitoring and 
enforcing it—can go a long way toward 
preventing the kinds of situations that 
require damage control.

“Social media can come at you from 
customers, competitors, and your own 
employees,” says Siegelheim. “You want 
to have a very well-structured social me-
dia policy that is communicated to all 
your franchisees and their employees.”

There’s a tendency for people to relax 
in the informality of social media, he says. 
Yet the impact of something posted on 
Facebook, YouTube, Twitter, or Pinterest 
can have a very formal effect in both the 
court of public opinion and the court of 
law. “The franchisor has to step in and 
have a very well-defined social media 
policy for employees to follow,” he says.

Consider the source 
The credibility of the poster or blogger 
is another factor to consider. If you have 
one negative commenter and dozens 
praising you, people will take the single 
bad one with a grain of virtual salt.

As Will Rogers said almost 100 years 
ago, “All I know is what I read in the pa-
pers.” For today’s potential customers—
and franchisees—all they know is what 
they read online. Thus, paying attention 
to what happens online is mandatory for 
franchisors… within reason.

“Most people have come to the con-
clusion that you can’t keep track of ev-
erything,” says Fishman. “But if you get 
a lot of comments on the same thing, 
you want to let people know you’re do-
ing something about that.”

“You do not have to answer every 
single sentence written about you,” says 
Sanderson. “However, if there is a com-
plaint online that you feel is unjustified, 
it behooves you to respond in very quick 
order before more comments are made.”

 “You don’t have to respond to ev-
erything, but you should monitor ev-
erything,” says Fisher. “If someone has 
a legitimate issue (and legitimacy is sub-
jective), it probably deserves a response.” 
However, he cautions, “If someone’s re-
sponse is so heated, or a rant, you could 
cause more problems by addressing it 
than by leaving it alone.”

Some franchisors have taken to using 
text analysis programs to sift through 
online comments for keywords they 
consider important to their brand and 
reputation. These programs can search 
online for those keywords, sort them, and 
provide alerts to franchisors whenever 
specific words are found.

If you do feel the need to respond, 
how soon is soon enough? Response 
time will vary with the level of the crisis, 
says Fisher. “Immediate is important, 
but if the situation is something that 
you truly need some time to assess, you 
might take several hours.” However, 
he says, it’s important to respond the 
same work day. In the interim, there 
is an opportunity for an immediate 
response stating that the company is 
looking into the details and will have 
a response by day’s end. “You can re-
spond right away, but you have to be 
intelligent and responsible, and not be 
too quick to admit fault.” 

How to respond? In PR terms, says 
Fisher, it’s all about the “three Rs”: re-
spond, repair, and reward. For example, 
a standard response to a customer com-
plaint or criticism might be to apologize 
and suggest they contact you offline, at 
which point you make a concerted at-
tempt to repair the situation. The re-
ward could be the transformation of a 
negative situation and the creation of a 
newfound brand advocate. n

“You want to have 
a plan in place 
so if you can’t 

avert the disaster 
you can at least 
hit the ground 

running.” 
—Adam Siegelheim
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L
inda Shaub is CMO of Interim 
Healthcare, a network of 332 
franchise locations providing 
medical staffing and in-home 

care services in 43 states. Shaub oversees 
the company’s marketing, development, 
and execution as it relates to customers, 
franchisees, and prospects. We asked 
her about changes in today’s franchisee 
prospects, how they receive and process 
information, and about the importance of 
staying in tune with existing franchisees. 
She says there’s no question that when it 
comes to reaching prospects, a 
quick franchise system response 
is a necessity. She also says it’s 
important to keep your message 
simple, to constantly promote 
and communicate, and to use 
efficient systems and technol-
ogy to reach prospects before 
the competition does.
 
Describe your role as fran-
chise CMO. The job of the chief 
marketing officer (CMO) is to 
help increase the level of sales for 
the company, while at the same 
time enhancing and improving 
the positioning and image of the 
brand. I oversee different areas 
related to the marketing functions 
of the company, including mar-
keting communications, advertis-
ing, public relations, website, and 
social media. I also am involved 
with new product development 
and marketing support for fran-
chise development.

What role does a quick franchise 
system response strategy play in 
reaching prospects and assist-
ing franchisees? It plays a key role 
in that everything is moving at a much 
more rapid pace. Responding to inqui-
ries quickly, whether from prospects or 
existing franchisees, is critical. Without 

Quick on the Draw
Today’s franchise system response must be  

quick and concise

importance of having good websites 
and maintaining a strong presence with 
social media.

How have prospects and their 
demands changed in the past 5 
to 10 years? Prospects have become 
more informed and have a better idea 
of what they are looking for. They have 
compared franchise concepts and are 
able to see a much larger picture when it 
comes to franchise opportunities. It’s not 
only competitive in your own industry, 
but in others as well.

What marketing strategies are you 
using to better engage prospects 
and keep them engaged? We’re using 
a variety of strategies, and it’s important 
to point that out because marketing has 

become more complex. We en-
gage prospects through our E-
Tour, an online overview of our 
franchise system and the value 
of the opportunity we offer. We 
are just about ready to take this 
to the next level with a system 
that will be even more engag-
ing. It’s an E-Tour, but it moves 
a prospect through a process 
of exchanging information, so 
it’s very interactive. Also, there 
will be an online portal for di-
rect communication. We think 
this will be a tremendous step 
in better qualifying prospects. 
So the process becomes much 
more efficient and effective 
for both the prospect and the 
franchisor.

What tools do you use to 
provide information to pros-
pects after initial contact 
and throughout the pro-

cess? Our E-Tour is how we obtain in-
formation from the prospect and provide 
information to them. Once our online 
portal is available it will become the main 
source of communication. Of course we 
will continue to have telephone conver-
sations as well.

How is technology helping you 
reach and communicate with 

systems in place, this becomes much 
more challenging.

How is speed of connection im-
portant for today’s franchise buy-
ers? We are living in an environment 
of instant gratification. Quite simply, we 
don’t want to wait for anything, especially 
when it comes to requesting informa-
tion or a personal response. At the same 
time, franchising is highly competitive. 
If you don’t respond quickly, it’s almost 
guaranteed that your competitors will.

How are you reaching prospects 
today? What has changed? We are 
now in the 21st century. That means 
potential franchisees are coming with 
a much greater knowledge than ever 
before. They have done their home-
work—gone to the franchise website, 
read any reviews about the franchise, 
and checked out their LinkedIn and 
Facebook pages. This increases the 
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prospects more quickly and ef-
fectively? Technology is making a 
huge impact. We are instantly aware of 
when prospects visit our site and take 
our E-Tour. We can reach out to them 
at any point in the process. It makes our 
communication much more immediate.

What are the hot marketing-relat-
ed issues you’re facing with your 
franchisees? For us, it’s primarily two 
issues. The first is how to differentiate the 
business in a highly competitive market. 
We are always looking at how we can 
differentiate ourselves and provide more 
value. This includes making sure opera-
tions, training, marketing, and sales are 
all connected. The second issue is how 
to prioritize your time. As I said before, 
marketing is becoming more complex. 
We have many more channels and only 
so much time and money. Our offices are 
small businesses, so they need to be very 
efficient and make sure they are getting 
the best return on investment and return 
on engagement.

What is changing in terms of how, 
where, and why existing franchi-
sees need your marketing assis-
tance? Our business is in the health care 
industry, and regulations are continually 
changing on both the federal and state 
levels. The franchisees are looking for 
more strategic guidance. Since they 
are overloaded with information, they 
need basic “how to” information that is 
very clear and concise. They also need 
information to help guide them in how 
to engage in new channels such as so-
cial media.

How are you meeting the market-
ing-related demands and needs of 
your franchisees more efficiently 
and effectively? We are using tech-
nology to help us communicate and to 
provide ways for easily accessing tools 
and applications. And we are using focus 
groups and committees to gain input and 
help increase communication.

What technology tools are help-
ing you meet the needs of your 
franchisees? We have redesigned our 

websites using completely new architec-
ture. We have a content management 
system that not only allows us to more 
efficiently add or change content, but that 
also gives our franchisees a much better 
tool for managing their local websites. 
We have a very robust intranet that al-
lows our franchisees access to all of our 
programs, manuals, marketing, and sales 
materials. We have applications like Ad 
Builder, which helps them easily cre-
ate their own ads. We have a document 
management center with hundreds of 
print-on-demand marketing collateral 
materials. And we have a social market-
ing technology platform that streamlines 
the process for updating Facebook and 
Twitter. 

How does social media factor 
into the marketing needs of your 
franchisees? In our business of home 
care, it’s not something that a lot of our 
franchisees have been too involved with. 
They are pressed for time and it’s hard 

to quantify time spent on social media. 
They are just starting to dip their toes 
in the water. It is something that is defi-
nitely on our radar.

What are the three most impor-
tant keys to providing your fran-
chisees with quick and effective 
marketing solutions? I would have 
to say: (1) keep it simple, (2) continu-
ously promote and communicate, and 
(3) integrate with operations, training, 
and sales so everyone knows everything 
in order to successfully execute.

From a marketing standpoint, 
what’s the most challenging part 
of the franchise system response? 
Probably making sure we continue to look 
at things from the customer’s point of view 
and keeping our prospects focused and 
engaged in the exchange of information. 
At the end of the day we want it to be the 
best possible fit for both the prospective 
franchisee and the franchisor. n

http://pgifran.com/pgiwebinar
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Ron Parikh
CMO, Genghis Grill Franchise Concepts/
The Chalak Group

We have three strategies 
in place for communicat-
ing and providing tools 
to franchisees. First, we 
provide weekly calls with 
our low-volume units. 

This is a good way for us to discuss their 
marketing strategies every week. We be-
lieve that with open discussion our fran-
chisees feel comfortable and stronger in 
marketing our brand to our fans. With 
coaching and guidance, it opens the flow 
of communication. Brian and Jeff Durbin, 
our Genghis Grill franchisees in Ellisville, 
Mo., are a perfect example. They are 
more of a lower-volume store, and with 
weekly marketing calls and guidance they 
had a 5 percent comp sales increase the 
next year. They were also named Fran-
chisee of the Year at this past year’s con-
vention, based on customer service, num-
ber of complaints, comp sales, secret 
shops, and overall operations.

Our second strategy involves discuss-
ing local store marketing practices on 
monthly webinars. We do company-wide 
webinars to update our system on what’s 
going on in each department. As for the 
marketing department, we make sure to 
let others have the spotlight for 5 to 10 
minutes to share successful marketing 
ideas and stories. There is more cred-
ibility when you have your team sharing 
with each other.

Third, it’s important to have marketing 
tools readily available. We provide a file 
library and print-on-demand service for 
our franchisees to use at their convenience. 
Should they ever need marketing docu-
ments such as business cards, coupons, 
and flyers, we have approved artwork and 
templates they can use.

As for reaching out to customers, we 
have four different methods for staying 
in contact with them:

1. Email marketing. We have merged 

From a marketing perspective, what 
are the keys to improving franchise 
system response for existing 
franchisees and customers?
our email database with our loyalty pro-
gram. We currently have 750,000 fans in 
our database, and we use this as an effective 
tool to communicate our news and deals.

2. Social media. We are heavily pen-
etrated in social media. We use the social 
media channels to communicate to our 
fans and find out what they are think-
ing, as well as to engage in conversations 
with them.

3. Customer loyalty. We focus on our 
“lost” customers (customers who haven’t 
been back in 90 days) with our “We Miss 
You Campaign,” where we offer them a 
free bowl on their rewards card to get 
them to come back.

4. We listen. Every Monday the cor-
porate executive and leadership team 
comes together to discuss the weekly 
complaints that have come through, 
and we make sure to follow up with the 
customer within 72 hours.

Nikki Sicilian
Director, Marketing and Development 
Buffalo Wing Factory & Pub

We have continued to 
focus on the basics of 
the restaurant industry, 
especially during these 
economic times, and on 
including ways to reach 

our customers.
Keeping with the basics, we look to 

develop personal relationships. It’s simple, 
inexpensive, and effective. This is the fo-
cal point of our marketing method and 
philosophy. While we are still in the in-
fancy stage of franchising, our corporate 
stores have 20-plus years of success, with 
increasing store comps each year. The 
store-level performance has allowed us 
to invest in a foundation and plan for 
nationwide expansion.

Developing relationships remains the 
strongest part of our culture. We imple-
ment this approach in many scenarios, 
from recruiting prospects to carrying 
out social media campaigns. It’s all about 

the community, and we are devoted to 
finding franchisees who are community-
focused. Part of our qualification process 
tests their commitment to our culture 
before signing.

Our current plan projects one fran-
chise business consultant per 10 loca-
tions, above the industry standard. This 
arrangement will ensure quick approval, 
implementation, and feedback of local 
store marketing and marketing co-op 
campaigns. These consultants will have 
the ability to help franchisees develop 
marketing programs that are in line 
with the brand’s mission, vision, and core 
values. As a franchise that plans to grow 
regionally and then nationally, brand 
awareness is a huge focus.

Our current plan and budget are 
developing. We initially focused on de-
veloping our website. This was our first 
opportunity to explain how Buffalo Wing 
Factory is different in the mature category 
of the restaurant industry. Increasing re-
tention is about consistently serving the 
consumer great food.

At the restaurant level, easily execut-
ed loyalty programs have worked well. 
For example, we play “Wingo” with our 
customers, and lunch regulars receive 
“Frequent Fryer” cards”; are enhanc-
ing our programs with companies like 
LivingSocial; continue to increase social 
media programs as they grow and prove 
results; will increase traditional adver-
tising methods where they are proven 
effective; will continue to increase com-
munity activities, such as wing eating 
contests, charity involvement, high school 
programs, and local business programs; 
and will begin PR movements where it 
makes sense to increase local consumer 
awareness as we grow.

This all may sound simple. However, 
with the economy as it is, and being in a 
mature market, continuing our progress 
with loyalty and retention programs has 
allowed us to be ahead of schedule com-
pared with many new brands. n
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Dispute Resolution:  
Protecting the Franchisor

Keep your brand out of costly lawsuits

D
espite the best intentions and 
bona fide efforts of reasonable 
clients, not every lawsuit is 
avoidable. Certainly not in 

these litigious times. Franchisors must 
be prepared to defend their companies 
wisely, tenaciously, and efficiently. 

In franchise systems it can go like this. 
A mistake was made, or might have been 
made. Well, at least, it’s alleged to have 
been made, and the allegations come 
from one or more disgruntled franchi-
sees. Despite your objective review of 
the situation and face-to-face meetings 
with these franchisees, they simply won’t 
accept your very reasonable conclusion 
that nothing wrong occurred or, if it did, 
that no one was damaged. Why are they 
being unreasonable?

It could be they’re acting in good faith 
and things simply appear very different 
from their perspective. It could be there’s 
so much emotion behind their claim that 
they’ve lost all objectivity. Or, it could be 
they believe there to be more leverage 
against the franchisor than actually is 
there. Of course, it could be something 
else, too. In any event, they’re not settling. 
You’re not interested in paying tribute. 
And the battle begins.

 
The law suit cometh
Franchisors should consider the following 
checklist in determining an initial course 
of action to minimize the possibility of 
conflicts escalating into litigation or, 
where the lawsuit has already been filed, 
to quickly assess their options before get-
ting deeper into the litigation.

• Early assessment of the dispute: iden-
tify and evaluate favorable and unfavor-

able facts and available legal arguments 
and procedures.

• What is the potential for good or bad 
publicity? What impact will this type of 
publicity have on your business, custom-
ers, and employees?

• What would be the likely effects on 
your business of sustained litigation, e.g., 
monopolization of internal resources, 
distraction of key employees, and costs, 
both hard and soft.

• Financial capabilities of the plaintiff 
and legal expertise of opposing counsel.

• Settlement potential, given your 
business priorities and objectives and the 
anticipated wants and needs of plaintiff 
and plaintiff’s counsel.

• Your ability to convey a clear mes-
sage to plaintiff that you are fully pre-
pared to defend to the end; this includes 
hiring defense counsel with a history of 
significant jury trial success.

By having an experienced trial lawyer 
on your side from the outset, you unam-
biguously communicate to the plaintiff 
that you are prepared to go the distance, 
unless plaintiff offers very attractive set-
tlement terms. With experienced trial 
counsel representing you, the option to 
proceed to trial or settle is yours every step 
of the way, and your negotiating position 
gets stronger as the trial date approaches.

Alternative Dispute Resolution
Over the past decade the use of media-
tion and arbitration (together called Al-
ternative Dispute Resolution, or ADR) 
has grown significantly as an alternative 
to litigation. ADR can offer several dis-
tinct advantages, including more focus 
on the merits of the dispute (by keeping 

it confidential and out of the public’s 
view), more control over scheduling, 
and more say in the selection of the 
decision-maker over the dispute. Let’s 
take a quick look at their respective 
pros and cons:

• Mediation (using a neutral party to 
facilitate settlement discussions) is faster 
and less expensive than arbitration or liti-
gation, but it functions well only when 
both parties desire a fair resolution and 
are dealing in good faith. You should be 
able to determine in short order whether 
your opposition is there to find a fair reso-
lution, or instead is seeking unwarranted 
settlement terms or informal discovery, 
or simply playing for time.

• Arbitration (hiring a private in-
dividual to decide the outcome of the 
dispute) can be faster and less expensive 
than litigation (no guaranty though). 
However, arbitration generally comes 
at considerable sacrifice: potentially less 
rigor in the legal analysis of the case and 
very restricted rights to appeal. With those 
assets that matter most to the franchisor’s 
success (trademarks, trade secrets, etc.), 
you need all the protection available, 
including appeal rights. So for disputes 
involving those items, steer clear of arbi-
tration. For disputes that are significant 
but don’t involve the family jewels (for 
example, certain franchise terminations), 
arbitration may work best.

As a franchise executive, you have a 
business to run. Don’t let disputes distract 
your team unnecessarily. Get disputes re-
solved quickly, reasonably, and without 
creating a reputation for your company 
as an easy target. To make that happen, 
you’ll want to be prepared and well rep-
resented by experienced counsel. n

Jim Mulcahy is the founding and managing 
partner of Mulcahy LLP, a firm dedicated to 
franchise and distribution law. He has more 
than 30 years of experience, is a seasoned 
trial lawyer, and is former general counsel 
of American Suzuki. Steve Emmons has 
more than three decades of experience and is 
the former general counsel of Taco Bell. He 
handles the transactional side of franchisor 
needs, including drafting documents, disclosure 
and registration, and expansion and impact 
issues. Contact them at www.mulcahyllp.com 
or 949-252-9377.

Legal
perspective

By James Mulcahy 
and Steven Emmons
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Turning “Old”  
into “Gold”

It’s time to rethink your marketing media

Marketingchannels

By Melinda CaughillM
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I remember learning a song as a 
little girl that has stuck with me 
ever since. The tune was about 
friendship and is one you’ve prob-

ably heard too. The lyrics are, “Make 
new friends but keep the old, one is 
silver and the other’s gold.”

As I watch the franchise world court-
ing shiny new mar-
keting channels such 
as social media and 
QR codes, I can’t 
help but hear that 
song again. Yes, it 
certainly is impor-
tant to learn about 
and incorporate the 
newest channels into 
your marketing mix. 
But as the song hints, 
this doesn’t mean 
you should abandon 
your “old” marketing 
media friends.

Traditional mar-
keting media are old, 
but the results they 
can generate are still 
gold. You just have to 
keep a fresh approach to using them. 
Here are three tips to mine the ROI 
(gold) from your old marketing media.

1) Treat each marketing contact 
with a customer as though it were 
your last. Ask yourself… “If I knew this 
was my last chance to reach this cus-
tomer, would I do anything different?”

Would you use the same offer 
they’ve seen—and turned down—30 
times before, or create something new 

and unexpected? Instead of saving $1 
on an ice cream cone, how about try-
ing something like, “Get your picture 
taken with the cows that help make our 
famous ice cream!” You could make 
it a fun event with a petting zoo or 
cow mascots and post the photos on 
your social media sites (as well as in 

your store).
If you run an 

auto service busi-
ness, you could con-
tinue giving your 
loyal customers that 
standard 10 percent 
off. But if you re-
ally want to make 
an impression, it’s 
going to take some-
thing more. Maybe 
you could try team-
ing up with a local 
masseuse to provide 
the most stress-free 
oil change in town: 
“Get a free chair 
massage while you 
wait!”

2) Use the “old” 
marketing medium in an unexpected 
way. One of the best ways to make an 
older marketing medium new again is by 
simply breaking the rules. For example, 
if you’re a day care franchise that’s been 
running a postcard campaign the past 
6 months with only mild success, why 
not try taking that budget and testing 
something unusual? 

For instance, send a blanket to new 
moms letting them know that when they 

need quality child care, your business 
is a “security blanket” for them. Or, if 
you’re running a billboard about the 
opening of a new hamburger restau-
rant, show a giant, branded hamburger 
box on the top of the billboard with 
just two words in giant print on the 
board: “Opening Soon.” The day the 
restaurant opens, change the billboard: 
open the box to show a giant burger 
inside, and reveal the company’s logo 
and location on the board.

3) Take a calculated risk. No 
marketing medium, new or old, can 
guarantee results. That fact alone has 
been the death of many new ideas for 
old media. No matter how great your 
marketing strategy may be, companies 
often decide they just can’t afford the 
risk. Before you make a similar deci-
sion, it’s a good idea to double-check 
the numbers in your risk calculation... 
just to be sure. Here’s how to do it.

Let’s assume your average direct 
mail campaign nets an average return 
of $3 for every $1 spent. Decide how 
low you can allow that first number 
(average return) to fall. For example, 
let’s say you could afford to let that 
number slide as low as $1.50 return for 
every $1 spent, half your typical result. 
That’s great news! It means you could 
use half of your budget to run your 
typical campaign while allocating the 
other half to testing a new approach. 
Then, even if the worst happens and 
the new strategy is a complete bust, 
you’re still hitting the numbers you 
need. Alternatively, you could end up 
with a new—and now proven—direct 
mail approach generating even more 
ROI for you than your old approach 
ever did.

Whatever you decide to do, the 
bottom line is this: If you’ve been 
taking those old marketing media for 
granted, maybe it’s time to see them 
anew. You may just wind up striking 
marketing gold. n

Melinda Caughill is Partner, Strate-
gic Marketing at Third Person, Inc., a 
marketing, advertising, and web design 
company based in Milwaukee. Contact 
her at melinda@third-person.net or 414-
221-9810 x302.

It certainly is 
important to 

learn about and 
incorporate the 

newest channels 
into your 

marketing mix. 
But this doesn’t 
mean you should 

abandon your 
“old” marketing 
media friends.

mailto:melinda@third-person.net
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G
ood or bad, customer feed-
back is a gift. So much so 
that almost every franchise 
system asks customers to 

comment on their experiences, and even 
to rate them.

There are predictable reasons custom-
ers want to give you feedback. Some will 
have bad experiences. You can bet on it. 
And they’ll want to tell you—and then 
expect you to do something about it. But 
only a few franchise systems are really 
good at anticipating and responding to 
this challenge.

What I mean is that a lot of fran-
chise companies will respond 
to complaints, but only in a 
very tactical way. They install 
systems to alert them when 
customers complain. Manag-
ers are then held accountable 
to call the unhappy customers 
and “solve the problem.”

Of course, this kind of one-
off, after-the-fact approach to 
problem-solving is not nearly 
as effective as identifying the root causes 
of recurring problems. The best-managed 
companies systematically eliminate the 
root causes of problems that they learn 
about through customer complaints. 
Here’s an example from a regional sand-
wich chain that started with a big problem 
around the issue of slow service. But the 
story ends with happier customers and 
increased revenue. All from analyzing 
their customer feedback to create their 
“get-well” plan, not just with apologies, 
but by eliminating the root causes of 
customer dissatisfaction—and defection.

1) Situation. For most fast-casual 
restaurants, speed of service is a critical 
part of business and a key driver in cre-
ating satisfied customers. So when this 
medium-sized chain discovered they were 

Responding to Feedback
Eliminate root causes to improve key performance scores

underperforming in this critical area (they 
were dead last in SMG’s Benchmark Da-
tabase for fast-casual concepts) they knew 
they had to take action. But before they 
could fix the problem, they had to know 
what was causing the sluggish service.

2) Action. To find the source of the 
slowness, we conducted a text analysis 
on the open-ended responses to their 
customer satisfaction survey. With more 
than 2,000 customer comments just about 
speed of service, we were able to identify 
four different subcategories: receiving the 
order, placing the order, payment, and 
delivery. We also analyzed the sentiment 

of each comment and categorized them 
into three types of customer feelings 
about their experience: positive, neutral, 
and negative.

In the eyes of customers, the most 
negative aspect of speed was the time it 
took to pay. Among the many comments 
about speed of service, 3 in 10 (28 percent) 
customers responded with some type of 
negative comment about the speed of the 
payment process. Here are a few actual 
comments: “It takes too long to pay for my 
meal.”; “I was done with my chips before I 
even paid!”; and “Why do I need to pay after 
I get my sandwich?”

When customers mentioned issues 
with the speed of payment, their Likeli-
hood to Return scores were 15 percent-
age points lower than when customers 

didn’t mention speed of payment. This 
was significantly worse than scores when 
customers mentioned other problems 
with speed. These findings indicated 
that improving or changing the payment 
process would eliminate one of the root 
causes of customer defections.

3) Results. So the company tested a 
new process in just a handful of locations. 
Instead of customers ordering and pay-
ing after receiving their meal, custom-
ers would now order, pay, then receive 
their meal. This really wasn’t very hard 
to change.

Restaurants that implemented the new 
payment process quickly saw higher scores 
in Speed of Service, Overall Satisfaction, 
Likelihood to Return, and Likelihood to 
Recommend—without seeing a decrease 
in Taste of Food, another key driver for 
this franchise.

But it’s not just about increasing 
scores, it’s also about profits. By mak-
ing this change to the payment process, 
franchisees now are able to serve cus-
tomers more quickly, going from four 

minutes per order to less 
than one minute per order. 
As a result, restaurants using 
the new system have seen a 3 
percent increase in sales from 
one quarter to the next. To 
top it off, the franchise has 
improved in SMG’s Bench-
mark Database, going from 
last in Speed of Service to fifth. 

At this regional company, 
they anticipate receiving customer com-
ments, including complaints. They sys-
tematically aggregate those comments. 
Then they use text analysis to identify 
the root cause of any problem that ruins 
the customer experience. They try new 
ways of doing things until they can prove, 
with real customer data, that they have 
fixed the problem permanently—and 
system-wide.

Is that what you’re doing? n

Jack Mackey is vice president and chief 
evangelist for SMG, a worldwide customer 
experience management firm that improves 
performance for multi-unit companies. You 
can request a complimentary copy of Five 
Things We Learned from Talking to 500 
Million People at www.smg.com/research.

By Jack Mackey

Connectingwithcustomers

Time to Receive Order

Overall Satisfaction

Recommend

Return

Taste

Change in Top Box Scores
(New Process minus Current Process)

+15%

+10%

+6%

+3%

+1%
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Capitalize  on those 

with Capital 
          to spend

The Wall Street Journal delivers qualified 
franChise prospeCts.

The Wall Street Journal is #1 in delivering the 
affluent with an average HHI of $313,439 and 
an average value of liquid assets of 2 million+ 

Showcase your franchise for sale every 
Thursday in Personal Journal and online 
every day at WSJ.com/Franchising

©2011 Dow Jones & Company, Inc. All Rights Reserved.Sources: 2010 Mendelsohn Affluent; Head of Household Survey, HHI $100k+

For more information contact Tamara McHugh 312-750-4053 or tamara.mchugh@wsj.com

Sure gets messy out there. You are under fierce pressure 
to see that every dollar of your budget is allocated 
wisely. We can help. We roll up our sleeves for 
our customers to help them reduce their natural  
gas costs. Find out how we can clean up the  
bottom line for your restaurant business.  
Contact Jim Isenhour at 888.875.6122 ext. 219

w w w . t i g e r n a t u r a l g a s . c o m

TNG KetchupAD2011.indd   1 6/29/11   9:16:01 PM

http://WSJ.com/Franchising
mailto:tamara.mchugh@wsj.com
http://www.tigernaturalgas.com
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I
n this tech-obsessed world, fran-
chisors seeking to recruit the next 
generation of top-tier franchisees 
are engaging prospects through a 

constant flow of communication. The 
goal is to give those prospects the in-
formation they want, in the form they 
prefer, and as quickly as possible, because 
in 2012 they have to.

“The one who responds the quickest 
gets the business, especially on leads that 
come in through your portals and web-
sites,” says Kevin Drudge, who manages 
franchise development for 
Maaco Collision Repair 
and Driven Brands. “Our 
goal is to get back to them 
within 24 hours, prefer-
ably sooner. The prospects 
who are serious will stick 
with the first couple of 
systems that demonstrate 
interest in them, and we 
want them to be ready to 
make a decision within 30 
to 45 days. It’s important 

to keep them on a clear 
path, because as soon as 
you relinquish the process, 
you lose them.”

One more thing to con-
sider, says Drudge, is that 
you can’t reach prospects 
before your competitors 
do—unless you are where 
your candidates are, with 
what they need when they 
want it, which often is on 
the move. “You’ve got to 

be all over mobile, mak-
ing sure that the collateral 
material in your process 
is clearly defined and for-
matted to be read easily on 
the BlackBerry, iPad, and 
smartphone,” says Drudge.

Franchisors also must 
be prepared to respond 
quickly when new pros-
pects contact them. That’s 
why development teams 
must be sure they have 

the “right people in the 
right positions,” says Brian 
Sommers, vice president 
of franchise development 
for Jersey Mike’s Subs, 
based in Manasquan, N.J. 
“We have two people who 
field all the calls and all 
the Internet traffic. You 
prequalify by talking with 
a live person, not just com-
pleting a form, and very 
quickly you’re moving 

on to meetings with our area directors 
and executive team.”

And, since you only get one chance 
to make a first impression, “The front 
end of the process needs to be well 
orchestrated and directed,” says Dick 
Mueller, vice president of franchise 
recruiting for Austin, Tex.-based Sport 
Clips. He says his company relies heav-
ily on the dedicated franchising website 
it built last year.

“It takes prospects to a virtual bro-
chure window, a self-driven tool to find 

In franchise recruitment, quick  
system response wins the day

By Debbie Selinsky
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out about Sport Clips. At the end of the 
windows is a request for a single-page 
confidential profile. They can fill it out 
and submit it, and the sales rep covering 
the territory they live in contacts them 
that day or the next,” he says.

Lori Merrall, national director of 
franchise sales at Scottsdale, Ariz.-based 
Massage Envy, says that for speed and 
efficiency her company relies on a good 
franchisee-oriented CRM system. “It’s a 
fast world today,” she says. “That’s why 
we try to get back to a prospect within 
a couple of hours of the initial contact.”

Las Vegas-based Nothing Bundt 
Cakes has a “secret weapon” in fran-
chising director Jenna Barber, according 
to Debbie Shwetz, company co-found-
er—and Barber’s mother. 
“Jenna is passionate about 
responding within a few 
hours of an inquiry. She’s 
always on calls and never 
reschedules,” Shwetz says. 
“Franchisees at our final 
meeting talk about that 
again and again, citing 
her interest in them, her 
follow-up, and her dedi-
cation to their role in the 
company as reasons for 
their commitment.”

Barber, 30, who has been involved 
with Nothing Bundt Cakes since she 
was 14 and has a college degree in com-
munication, jokingly agrees that she’s a 
“responsive girl” who is “in love with 
her job” and has a phone attached to her 
hip at all times. She even gives strong 
leads her cell phone number so they 
can find her 24/7.

Barber has developed a sort of sixth 
sense about prospects and their pace. 
“I’ve learned when not to crowd pros-
pects and when to give them more time,” 
she says, adding that she always gives 
them two weeks for franchisee valida-
tion. “Another thing I do that makes a 
big difference is to tell them up front that 
I’m here to educate them and to facili-
tate the investigation process. They’re 
immediately more comfortable when 
they don’t feel like they’re being ‘sold.’”

In addition to her con-
versational style, Barber 
says she takes a “very real” 
approach with prospects. 
“I’m not here to paint a 
rosy picture. Running a 
bakery is hard work, and I 
want them to have a com-
plete and realistic picture 
of what it’s like. If having 
heard that, they decide it’s 
not for them, then that’s a 
good thing for both of us.”

Develop a process
At Nothing Bundt Cakes the recruit-
ment process has evolved into a more 
effective system in recent years, says 

Barber, who managed 
a company bakery be-
fore moving to franchise 
recruitment. One of its 
most important assets is 
the company’s partner-
ship with Process Peak, 
she says. “Process Peak 
helps me facilitate the 
communication process. 
They created our branded 
virtual brochure, which 
divided a lot of informa-

tion into manageable chunks. Most 
important, they help me engage can-
didates in a process that will show me 
from the start whether they can follow 
a process at all. Since that ability is 
what franchising is all about, it offers 
me good insight.”

Process Peak also sends candidates 
24-hour reminder emails before their 
phone appointments with 
Barber, as well as remind-
ers when they have tasks 
to complete. “It means I 
don’t have to babysit or 
hover,” she says.

Barber begins her re-
lationship with prospects 
immediately, calling within 
a few hours of their initial 
inquiry. (She offers pros-
pects in the Las Vegas area 
an early face-to-face meet-

ing.) After pre-qualifying 
prospects and completing 
the application and non-
disclosure agreements, she 
begins the educational 
process, setting the first 
appointment time for go-
ing through the six sec-
tions of the virtual bro-
chure. Those one-hour 
appointments are usually 
set up five days apart. Be-
tween sessions, Barber 

sends emails or other messages letting 
the candidate know she’s available for 
questions and conversation. 

“These sessions set expectations for 
the rest of the process, and I make sure 
to let them know that these are mutual 
interviews. They want to know the com-
pany they choose to work with just as 
we want to know them,” says Barber, 
who asks candidates their preferred 
form of communication and uses it 
whenever possible.

If these sessions are to engage can-
didates, she adds, she must bring her A 
game every time. “I have to remember 
that no matter how many times I’ve 
had this conversation, this is their first 
time hearing it. I can’t seem bored or 
dispassionate. It takes a lot of energy, 
and there are times when I don’t feel 
it, but they’re never going to know it, 
because we want them to feel like part 
of our family. Candidates have told me 
how much my enthusiasm for the con-
cept and the company has helped them 
through the process. I believe that’s one 
reason our conversion numbers are so 

strong.”
When candidates reach 

the final stage, they travel 
to Las Vegas for what the 
company calls the “final 
executive review day,” says 
Barber. “We don’t call it 
Discovery Day or Meet 
the Team Day. We want 
them to know this is an 
important, serious busi-
ness meeting with our 
executives.”
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A need for speed
Jersey Mike’s has also 
developed a recruitment 
system that’s strong on 
speed, efficiency, and good 
communication, accord-
ing to Sommers. “Most of 
our prospects are already 
well informed and have 
done some due diligence. 
They’ve already been 
into our stores and have 
checked out the website,” 
he says. “As soon as they 
fill out our first form, our prequalifica-
tion representative contacts them. Our 
rule of thumb is that the contact takes 
place in under 24 hours.” In most cases, 
he says, it’s within one to three hours.

In addition to working with pros-
pects to complete applications 
and financials, the sales rep be-
gins screening each one for the 
Jersey Mike’s culture. “The 
reason our system works so 
well is that we’re all on 
the same page here. 
The prequalification 
guys are looking 
for the same 
things the de-
velopment VPs, 
area developers, 
and CEO are look-
ing for,” says Sommers. 
“In addition to having 
the capital and business 
experience, prospects have 
to be passionate about our brand—and 
they have to be aligned with our core 
values, which include giving back and 
making a difference in people’s lives.”

After a complete application with fi-
nancials is in the hands of 
the franchisor, prospects 
meet with a development 
vice president and then an 
area developer in the lo-
cal market. “At this stage, 
we have an FDD review 
and lots of questions are 
fielded,” says Sommers. 
“We’ve given them the 
document very early on 
and provided any informa-
tion that isn’t already on 

our website so that they 
have all the information 
they need to fully under-
stand the agreement. We 
do this because we know 
the only surprises people 
like are birthday parties.” 

This phase of the pro-
cess can be completed as 
quickly as in a few days, 
he says, depending on how 
responsive a prospect is in 
filling out forms and pro-
viding financials. “At the 

same time, we’re very selective. We’re 
looking to protect our brand.”

Prospects who pass muster with the 
vice president of development 

and area developer are then placed in a 
store to give them a better idea of what 
a day at Jersey Mike’s is really like. “At 

this point, it’s a two-way 
street. They’re evaluating 
us, and we get to evalu-
ate them to see if they’re 
a good fit. They can work 
in the store for a couple 
of days or more than a 
week. It’s up to them. We 
want them to take as long 
as they need to see if this 
is what they want to do,” 
he says.

Once a mutual deci-

sion has been reached, the franchisor 
and the new franchisee discuss areas and 
contracts. If everyone is in agreement, 
this step can be fast-tracked. The most 
time-consuming part of the process is 
the prospect’s due diligence, says Som-
mers. An important part of that due 
diligence, he says, is “finding answers 
to questions we can’t answer” about 
earning power and sales. “We give our 
prospects a complete list of our franchi-
sees and their contact information. We 
tell them to talk to or visit as many of 
them as they can. We want them to get 
the full story and to know what they’re 
getting into.”

In the end, “What’s unique about our 
system is that by the time candidates reach 
the top level of our company, they have 
already been screened on three levels. 
We call that top level a final folder re-
view.” Also, he says, every candidate 
goes through an in-depth interview 

with the founder and the 
CEO before a contract 
is signed. He says Jersey 

Mike’s is not afraid to 
engage strong can-

didates by letting 
them know that the 
company is “ex-
cited” about them.

A new breed  
of buyers

Marc Kiekenapp, president and 
founder of Scottsdale, Ariz.-based 

Kiekenapp & Associates, advises fran-
chisors to modify their sales processes 
and to be more flexible to accommodate 
a new breed of prospects. “I’m seeing 
more sophisticated buyers, with whom 
the research process has almost doubled 
from three to four or five months,” he 
says. “Buyers have changed to more of 
an investor looking for an opportunity 
and are often still keeping their primary 
jobs. They’re not in a huge panic to buy 
a franchise tomorrow. They also need 
time to line up real estate and wait for 
their financing to clear.”

Scott Haner, director of franchise 
recruiting for Louisville-based KFC, 
says it sometimes takes several months 
to reach a signed contract. And that’s fine 
with him. “We’re talking about 20-year 

THINK FAST!

Debbie Shwetz

Marc Kiekenapp

“Buyers have 
changed to more 

of an investor looking 
for an opportunity and 
are often still keeping 

their primary jobs. 
They’re not in a huge panic 

to buy a franchise 
tomorrow.”
—Marc Kiekenapp
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agreements, so it’s more important to 
me to have qualified candidates going 
in with their eyes open about both the 
opportunity and the challenge,” he says.

“Ultimately, we want a relationship 
that lasts,” says Haner. “We want them 
to take care of our brand today and 
in the future. Pete Har-
mon, our first franchisee 
in 1952, still has 300-plus 
stores. By the time we get 
through our recruiting 
process, we know that 
candidates are qualified 
and that their mindset 
fits with our culture. It’s 
no win to have someone 
get into the business and 
go upside down a few 
months down the road. 
It costs us more when that happens.”

At Maaco, Drudge believes flexibility 
is important. However, he says, there’s a 
time, in the name of efficiency, to back 
off from a prospect who seems indeci-

sive. “If we ask a prospect to fill out a 
questionnaire and we’re still waiting 
for it three weeks later, we won-
der if they’re serious. We explain 
that talking six months before 
they’re ready to make a deci-
sion would be preliminary 

because the 
market and 
the avail-
a b i l i t y  o f 
territories can 
change. If they’re 
ready to make a 
decision in three to 
six months, we suggest set-
ting up a time closer in to 
talk further. Unfortunately, 
we’ve had to streamline our 
staff and with how busy 

we all are, sometimes that’s the most 
efficient way to handle things.” 

And at Sport Clips, Mueller says he 
also has learned how to separate the 
“wheat from the chaff” early in the pro-

THINK FAST!

Scott Haner

cess. “We talk to them and learn about 
their goals and objectives. We’re not 
selling white socks at Walmart. One 
size doesn’t fit all. Bringing the wrong 
person into the business does no one any 
favors. As an industry, we’ve got to get 
away from the idea of selling franchises 
and focus on the recruitment role.” n

“We’re talking 
about 20-year 

agreements, so it’s 
more important to 

me to have qualified 
candidates going 
in with their eyes 

open.”
—Scott Haner
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Steve Cox
Vice President, Franchise Development
i9 Sports

To better position us to 
reach our 2012 goal of 
doubling franchise awards, 
we recently revamped our 
lead follow-up processes 

to increase the speed and effectiveness 
of our prospect follow-up.

Step one was the implementation of 
Captivate from FranConnect. Prospects 
want a lot of information before they are 
willing to fully engage. With the imple-
mentation of Captivate, we are providing 
prospects with more information than 
ever. Our Captivate virtual brochure 
provides them with the emotional hook 
needed to engage them, while also pro-
viding them with the nuts and bolts of 
our opportunity, which allows them to 
determine (1) if investing time in the 
discovery process makes sense for them, 
and (2) if they qualify to engage.

Step two was hiring a lead qualifier. 
His job is to engage prospects through a 
series of three telephone calls and three 
emails over a 10-day period. Prospects 
reached are asked a few pre-qualifying 
questions, and their basic questions are 
answered. Our qualifier not only invites 
all new prospects to a weekly webinar we 
host, but for those ready to engage im-
mediately he also offers an opportunity 
for a one-on-one call with a develop-
ment specialist.

Step three is for me to host the weekly 
webinar for new prospects. This allows 
us to reach out to prospects who haven’t 
yet engaged fully with our franchise de-
velopment team, but who are interested 
in learning more about the franchise 
opportunity. Since I am both our vice 

president of franchise development and 
an i9 Sports franchisee, I look to bring 
some real-world answers to our prospects 
in these webinars. The webinar focuses 
on who we are and provides an overview 
of the opportunity and the support we 
provide, followed by a Q&A session. The 
call is wrapped up in one hour. The fol-
lowing day our qualifier is on the tele-
phone working to schedule a follow-up 
call with those who attended. We send 
an email to those who missed the call, 
with a link to a recording of the webinar.

Step four is a drip email campaign 
designed to (1) keep us top-of-mind with 
those looking at different opportunities, 
and (2) serve as an ongoing touch point 
with those who may be great prospects 
but who are not quite ready to engage.

We believe these four steps will increase 
our speed of follow-up, make us more 
effective, and allow us to hit our goals.

Jim C. Brown
Vice President, Franchise Development
Comfort Keepers/CK Franchising

The in-home care sector 
of franchising has become 
extremely popular in the 
past several years. More 
new concepts are being 

launched every year. In addition to more 
competition, these new brands bring 
more visibility to the sector. Our strat-
egy and sales system have evolved since 
Comfort Keepers began franchising in 
1999. One foundation of our system has 
remained the same, however: TKD, or 
Time Kills Deals.

The first opportunity for engagement 
with a potential prospect starts the clock 
ticking. Most often, that first opportunity 
is an Internet inquiry. Like many systems, 

we use a CRM system that generates auto-
responders and a drip email campaign. 
The drip campaigns include links back to 
high-interest areas of our website. Many 
of our franchisee prospects are Baby 
Boomers who still appreciate printed 
materials. Because of this, we also mail 
a small trifold brochure the same day we 
receive the inquiry. Additionally, we send 
a comprehensive information packet to 
engaged prospects.

To connect as quickly as possible with 
prospects, we have increased our sales staff. 
Today we have three people working with 
potential franchisees. In our process, we 
believe phone skills are critical to success. 
The truly golden opportunities are from 
inbound inquiry calls. This first interac-
tion is critical, and having a process for 
that call is essential.

Comfort Keepers participates in the 
annual Franchise Update Leadership 
& Development Conference, which in-
cludes mystery shops. Additionally, at least 
twice a year, we engage an independent 
research company to do mystery shops. 
Each sales team member receives at least 
three calls with each engagement. The 
company representatives listen for the key 
process components we have identified. 
We are supplied with a written report on 
each shop, including a narrative of their 
experience on each call. Our team is very 
competitive and the mystery shop results 
make for some lively sales meetings.

Comfort Keepers’ strategy and sales 
system evolution is continuing this spring 
when we launch a new, more interactive 
engagement system for our web inquiries. 
The goal is to more effectively commu-
nicate with truly interested prospects on 
the front end, which in turn, will increase 
opportunities for the sales team to opti-
mize their time.

Dino Chavez
Director of Franchise Development
Pizza Inn/Pie Five Pizza

After years of declining 
store sales, the slow econ-
omy, and the challenges 
franchisee candidates face 
in securing loans, the pres-

sure and responsibilities of securing and 
approving candidates falls back on the 

Challenge
the pros

What are you doing to improve 
the speed and effectiveness

of your responses to prospects 
evaluating your system?
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franchisor and the systems they use to 
evaluate each one.

I currently have two brands I am work-
ing with on development, Pizza Inn and 
Pie Five Pizza Company. Pizza Inn has 
three levels of investment a candidate 
can choose from. The Pie Five concept is 
searching for experienced multiple-unit 
candidates who can obtain financing and 
follow an aggressive development schedule 
for a new and emerging brand. Because 
the Pizza Inn brand has several ranges 
of investment, it does attract candidates 
who are searching for their first entry 
into franchising or even the restaurant 
industry in general.

The biggest lead generator for our 
brands is our existing website. There 
are other services and various publica-
tions, along with multiple conferences 
where we exhibit, that help drive traffic 
to our website. We currently use a lead 
management program that assists us in 
providing an immediate response to 

the incoming prospect. Within a couple 
of minutes, the potential candidate will 
receive an appreciation letter we created 
to thank them for their initial interest in 
our brand.

The program also provides an elec-
tronic brochure containing franchising 
information about the concept that is of 
interest to them. To receive the brochure, 
a candidate will provide us with basic 
personal and financial information. This 
program also gives us the time frame the 
candidate would like for opening their 
first location. This helps in determining 
if the candidate meets the criteria for 
area and concept availability, along with 
initial financial qualifications. We can 
then determine the next step. 

This crucial first step helps the fran-
chise team respond more quickly if we 
decide to move ahead in qualifying a 
candidate and provide them with addi-
tional support materials. The additional 
information provided to the candidate 
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Steve Olson is President of Franchise Update Media Group. 
He has been a franchisee, franchisor and consultant. 

*During 2011 April & May dates for franchise and retail business books

will help them understand what type of 
opportunity they are entering into. After 
the candidate has qualified, we can set up 
a time to talk about the next steps in the 
process. If the potential candidate did not 
qualify, we can provide a quick response 
and thank them for their interest. This 
automatic response is generated within 
24 hours.

This system has allowed us to filter 
through candidates in a professional 
and timely manner. It has also allowed 
us to have the platform to continually 
provide information for any franchise 
leads in our system. Our responses to 
the candidates are timely and can include 
any type of information we would like 
to provide. It also helps us guide the 
candidate along from the initial inquiry 
to signing the agreement in a timely 
and professional manner—thus giving 
both franchisor and franchisee a much 
better feel for the relationship they are 
about to enter. n

http://www.Amazon.com
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T
he 2012 Annual Franchise Development Report 
(AFDR) is a comprehensive guide to sales and lead 
generation performance in franchise recruitment. The 
report drills down to industry categories, investment 

levels, and recruitment budgets; provides data on marketing costs; 
reports the top-producing sales and lead sources; analyzes current and 
historical industry growth trends; and reveals performance evalua-
tions of franchise websites and follow-ups to prospect inquiries. The 
data and analysis in this 150-page report can help you accelerate 
your system growth, increase selling performance, and make smart-
er, more cost-effective 
advertising and mar-
keting decisions.

This issue we 
shine the light on 
franchise system re-
sponse. It turns out 
the early bird really does catch the worm! 
From the moment you make initial con-
tact with a prospect, how quickly does your 
brand close the deal with qualified candi-
dates—and how does that compare with 
other franchisors in your line of business?

Consider the following survey responses 
from more than 110 franchisors representing 
109,936 units (79,254 franchised and 30,682 
company-owned). Almost one in five (19.8 
percent) said their average closing period 
was 12 weeks; one in 10 (9.4 percent) said 
six weeks, and another 10 percent (9.4 per-
cent) said 16 weeks. For about one in seven 
(14.6 percent), average closing period was 
25 weeks or more. 

However, comparing closing times 
for different types of concepts is not 
an apples-to-apples exercise. Some 
concepts are simpler and less expensive 
to start up and operate, while others 
require months of site selection and 
construction. An important number 

to look at is whether respondents were improving in their own 
eyes. For example, when asked if their average closing period 
was longer, shorter, or the same as in previous years, about one 
in six said it was shorter; nearly half said it was the same, and 
about one in three said it was longer. 

Chart 3 correlates investment levels with the median num-
ber of weeks it took franchisors to close deals with qualified 
prospects. For investment levels up to $500,000, there is no 
significant difference, with the median at 11 to 12 weeks. For 
investment levels above $500,000, however, closing times rise: 

25 percent for invest-
ments up to $1 mil-
lion, and 100 per-
cent for investments 
above $1 million.

Chart 4 asks fran-
chisors how their av-

erage closing times in 2011 compared with 
their performance in preceding years. 
Roughly one third said longer, about half 
said the same, and a minority (12 to 25 
percent) said shorter. Although results 
here seem mixed, one pattern emerges 
across all investment levels: more brands 
reported their 2011 closing times as “lon-
ger” than “shorter.” 

Next year’s AFDR
We continually seek ways to further raise 
franchisor awareness of development stan-
dards, and to create additional benchmarks 
to help speed the adoption of best practices 

in franchise recruitment. We wel-
come your comments—and partici-
pation—to help us shape the 2013 
report. To participate in next year’s 
AFDR, contact Therese Thilgen 
at thereset@franchiseupdatemedia.
com. All data are aggregated and 
kept confidential. n

Close Doesn’t Count  
in Closing

Sales highlights from the 2012 AFDR

By KERRY PIPES

Chart 2. In 2011, is your average 
closing period longer, shorter, or the 
same as previous years?

Longer 34.0%
Shorter 17.5%
Same 48.5%

Chart 3. From first contact with a 
franchise prospect, what is your 
current average closing period?

Investment Level Median (weeks)
Less than $50,000 12
$50,000 – $100,000 11
$100,001 – $250,000 12
$250,001 – $500,000 12
$500,001 – $1,000,000 16
More than $1,000,000 24

Chart 4. In 2011, is your average closing period 
longer, shorter, or the same as previous years?

Investment Level Longer Shorter Same
Less than $50,000 30 0 70
$50,000 – $100,000 33 24 43
$100,001 – $250,000 38 25 38
$250,001 – $500,000 38 12 50
$500,001 – $1,000,000 33 25 42
More than $1,000,000 25 17 58
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Chart 1. From first contact with a franchise prospect, what is your 
current average closing period?
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W
e’re all in search of the 
“golden leads” year after 
year. We all say we are 
willing to pay whatever 

it takes to speak with qualified candidates 
who have an interest in our business. And 
we know that franchisee referrals and the 
customers who use our products or ser-
vices rank as the top leads in any franchise 
organization. Getting the word out in the 
community is a great way to get more 
customers for your franchisees, make 
your franchisees feel good about being 
known, and to create a system with great 
validation and attitude.

PR is a great opportunity to promote 
your franchisees and build franchise sales. 
Public relations efforts have always been 
thought of as an expense, rather than an 
investment in your franchise system’s 
branding and expansion. Franchises are 
purchased because candidates spoke with 
happy franchisees.

When your brand and local franchisees 
are featured in the media, everyone wins! 
The cost of a PR firm producing quality 
inquiries is not that far off from other lead 
generation techniques! It doesn’t produce 
as many leads, but the cost per sale is very 
much in line with others. If you are con-
sidering a PR firm I would suggest you 
include the following in your research:

1. Interview PR firms that understand 
franchising.

2. Prepare for these calls as if you were 
selling a prospect on the excitement of 
your business. They need to know why 
people want to be part of your system. 
Yes, speak with the PR firms about how 
they can best promote new openings and 
human interest stories. But most impor-
tant, can they spin those into development 

Get the Word Out!
Using PR as part of your sales process

and recruitment stories to help build your 
brand with increased unit sales?

The interview
Over my years in franchising I’ve worked 
with numerous PR firms. I’ve found that 
local PR firms are less expensive, but they 

are stretched and out of their league on a 
regional or national campaign. National 
PR firms not affiliated with franchising are 
generally more expensive than franchise-
focused ones, but since they may not un-
derstand franchise recruitment messaging 
they will need more education. Franchise 
PR firms have years of experience working 
with several different types of franchises, 
and they have the media contacts needed to 
get stories in front of the right audiences.

Ask for references of past articles and 
of companies they’ve worked with, both 
previously and currently. When asking 
for past articles, request articles that have 

produced franchise inquiries, and the pub-
lications in which they appeared. For ref-
erences, ask to speak with companies that 
are in the same business sector as yours. 
If you are in the home cleaning business 
ask for referrals from other home service 
providers such as painters, handymen, etc. 

Finally, check with the IFA Supplier 
members for firms affiliated with fran-
chising.

Before the interview
Make sure you are prepared to tell your 
brand’s story and history. The PR firm will 
supply you with a document to prepare 
for the call. You should talk about what 
your service does to change people’s lives; 
how it frees up their time to be with their 
families; and how your brand is active in 
their communities. Also be sure to tell 
any family or career stories about your 
franchisees that are unique, and how the 
business has positively affected their life 
and the lives of others. 

Because development is one of your 
goals, make sure you have information 
prepared regarding expansion plans, tar-
get markets, and any new openings on 
the horizon. Gathering all this informa-
tion—and much more once you engage a 
firm—takes a lot of time and resources. It 
is well worth the effort at the end.

Don’t expect instant success! As with 
any project done correctly, the PR firm 
first has to assemble the information about 
your company and franchisees, and then 
start contacting the media to secure place-
ment of articles.

Once you’ve engaged a PR firm you 
need to make the best use of the articles 
that have been secured. PR stories have a 
shelf life of at least one year, and keeping 
them organized and available to send to 
candidates is 80 percent of why you are 
using a PR agency. An article in the me-
dia is not a one-time shot! If used correctly, 
hundreds of candidates can view these on 
your website, on blogs, or in emails dur-
ing the qualification process. 

Successful lead generation campaigns 
incorporate several strategies. PR is one 
of the many lead sources we need to use 
in our efforts to find the best candidates 
for our franchise systems.

Happy Selling,
Marc

Sales
smarts

By Marc Kiekenapp

Getting the 
word out in the 
community is a 
great way to get 

more customers for 
your franchisees, 

make your 
franchisees feel 
good about being 

known, and to 
create a system 

with great validation 
and attitude.
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T
he 2008 financial meltdown 
has had a lot of bad implica-
tions for franchising, mostly 
by making access to capital 

much harder. However, it did have one 
good implication for the franchise busi-
ness model. It strengthened it. Capitalism 
is all about survival of the fittest. Most 
would agree that many franchise brands 
in the first half of the past decade were 
focusing more on growth than quality, 
assuming (correctly for a while) that the 
economy would continue to rise and in 
doing so cover up weaker franchisees 
and even weaker brands.

All that changed after 2008. Although 
painful, the down economy demanded 
better performance, forcing weaker 
brands and units out. That wasn’t good 
for underperformers, but it is very good 
for the business model of franchising. 
Performance now matters, is getting 
judged by prospective franchisees and 
lenders, and is defining winners and los-
ers. I’m not suggesting we thank lend-
ers for creating the economic crisis, but 
we should thank them for starting to 
require better performance in brands. 
Today they are saying, “If you want my 
money, prove that you deserve it.” That 
statement applies equally to franchise 
brands as well as prospective franchisees.

Lenders and franchisors knew how to 
prove a prospective franchisee deserved 
access to credit: they had to meet cer-
tain standards regarding credit history, 
financial position, performance history, 
background, etc. Those criteria have 
been unchanged for many years. The bar 
a prospective franchisee needs to meet 
has moved higher since the financial 
crisis and moves at times unexpectedly 
(bedeviling franchise development offi-
cers), but the criteria (things like FICO 
score and liquidity) have been the same 
throughout.

The problem in this recovery period 
is that no one, neither lenders nor fran-
chisors, knew exactly how to prove that a 
franchise brand deserved access to credit. 
We all had to learn. Intuitively, lenders 
knew that a franchise brand’s history of 
unit, system, and franchisor performance 
should be a good indicator of whether 
future loans would get repaid. After all, 
that is why lenders relied on SBA loan 
performance data. They knew SBA data 
were not very accurate and therefore a 
poor indicator of the future. They just 
didn’t have a better means of assessing 
franchise brand risk until Bank Credit 
Reports (BCRs) were developed for that 
specific purpose.

BCRs, developed with years of in-
put from lenders and franchisors, are 
addressing whether a franchise brand 
deserves access to credit. For now, that’s 
the essential answer to a lender’s under-
writing concern. As we get further into 
the recovery, lenders will begin to widen 
their credit box and standards for better-
performing brands. Then BCRs will be 
used to address both absolute access and 
the relative credit risk a particular brand 
represents, and therefore how loans to 
a particular franchise brand should be 
structured and priced.

That brings me to the main topic: 
how a website will change lender/fran-
chise brand interaction. Most franchise 
lending today is done by smaller banks. 
They don’t underwrite brands before they 
have an active loan application. When 
lenders receive a small-business loan 
application, they have a limited amount 
of time and resources to complete the 
underwriting. For non-franchise bor-
rowers, that means they have very little 
with which to build a case for expected 
performance. The best they can do is 
look at some general small-business per-
formance outcomes by NAICS code or 

other broad industry categories.
BCRs were a game changer because 

they provide information about very 
similar borrowers through unit and 
system analysis. Now think how timely 
and efficient the underwriting process 
would be if lenders had a place to go to 
obtain not only BCRs but all relevant 
information about a brand: 1) summary 
information relevant to lenders about ev-
ery active franchise brand; 2) FDDs; 3) 
BCRs; 4) SBA Registry approval status, 
addendums required, and certificates of 
no change; 5) industry reports; and 6) 
other pertinent information.

If all of this information were con-
trolled by an objective third party and 
made available to lenders, it would be-
come a standard underwriting step in the 
lending process. It would do something 
that no other small business lending tools 
(franchise and non-franchise alike) could 
hope to do: provide performance history 
for borrowers and units that look and 
function almost identically—in other 
words, the performance history of spe-
cific brands.

That’s how the new Franchise Reg-
istry website, launching in May, will 
transform franchise lending and help 
make franchise lending more attrac-
tive than non-franchise small business 
lending—with better risk information.

But wait, there’s even more. The new 
Franchise Registry website will provide 
lenders with prospecting tools to find 
brands that meet their desired under-
writing characteristics. It also will give 
lenders the ability to contact prospec-
tive franchise borrowers from those 
brands—and it will put the power of 
making those connections in the hands 
of franchisors, who can, at various stages 
in the development process, allow lend-
ers to find and approach new and exist-
ing franchisees. This even bigger game 
changer will alter how lenders sell their 
lending services to the franchise com-
munity. Stay tuned. It’s coming. n

Darrell Johnson is president and CEO of 
FRANdata, an independent research com-
pany supplying information and analysis for 
the franchising sector since 1989. He can be 
reached at 703-740-4700 or djohnson@
frandata.com.

New Franchise Registry 
a Game Changer?

One-stop website aims to speed lending

By Darrell Johnson
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Discovery Day Tune-Up
12 tips to improve your results

BY STEVE OLSON
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W
hether you have one 
franchise or a thousand, 
Discovery Day catapults 
your recruiting process to 

its crescendo. It’s “Confirmation Time,” 
and engaged candidates serious about your 
franchise are now at your doorstep. Are 
you really prepared to invite them in? 
How scripted, rehearsed, and polished 
is your “meet and greet” event?

According to a study conducted by 
Dunhill Personnel years ago, 85 percent of 
what your prospects absorb at Discovery 
Day is visual, not informational. Seem-
ingly minor details can make lasting im-
pressions, and steer a candidate’s decision 
to join or pass on your franchise. Check 
out these 12 tips that have enhanced the 
Discovery Day experience resulting in 
more franchise closings:

Tip 1: Assign a tour guide. When 
staff are available, a personable facili-
tator who ushers and assists prospects 
throughout Discovery Day is invaluable. 
Their presence makes a good profes-
sional impression on your guests, show-
ing them the attention your franchisees 
are given. It also elevates the stature of 
your development executive, who isn’t 
always there seemingly waiting to grab 
their checkbook. From airport pickup to 
rearranging departmental presentations if 
needed, the facilitator keeps the schedule 
moving and can prevent potential mis-
haps and provide on-site feedback to your 
development team about the candidates.

Tip 2: Provide an advance agenda. 
Furnish the schedule of events, names, 
and bios of department executives your 
attendees will meet, specific travel infor-
mation, and any other helpful instructions 
or information; ask for contact names 
for family emergencies. This preview 
heightens the importance of the event 

and provides useful information in as-
sisting attendees in preparing for their 
trip. Savvy franchises post this on their 
website using a password-protected page 
for “Discovery Day Guests.” It’s more 
efficient and stimulates curiosity from 
new site visitors.

Tip 3: Get your housekeeping in 
order. Your guests are influenced by ev-
erything they see, touch, and hear at your 
home office. This includes bathrooms, 
paint, carpets, shrubbery, plants, trash, 
office décor, etc.

Tip 4: Post a welcoming board. Dis-
play your visitors’ names on an attractive 
display stand. Recognizing their presence 
shows your candidates they are important 
to your company… and helps your staff 
members remember who’s attending!

Tip 5: Post department names. 
Identifying different department areas 
with door tags or labels shows organiza-
tion and professionalism, and provides 
your visitors with a better sense of how 
your company works.

Tip 6: Display your “Franchisee 
Wall of Fame.” Photos of owners featur-
ing your top franchisees and franchisee 
advisory council are impressive to your 
guests, bringing home your powerful re-
lationship and appreciation for franchise 
owners. Unfortunately, not enough fran-
chisors leverage the impact of showcasing 
their franchise stars at their headquarters.

Tip 7: Furnish a personalized note-
book. Provide the schedule of events, 
meaningful reports, presentation outlines, 
and other relevant material that candi-
dates can take home with them.

Tip 8: Standardize your corporate 
dress. Whether in company polo shirts 
or suits, establish a consistent dress code 
for Discovery Day. Franchising by defi-
nition means uniformity; an “anything 

goes” attitude toward attire does not 
communicate a professional image.

Tip 9: Schedule departmental pre-
sentations. It’s essential that your field 
support, real estate/site selection, adver-
tising and marketing, and customer ser-
vice departments participate in Discovery 
Day. Qualified buyers want to meet the 
people they will be working with. Like-
wise, key personnel should speak with 
prospective franchisees and offer their 
insights in qualifying them.

Tip 10: Invest in multi-media. Qual-
ity, well-prepared presentations make the 
difference in motivating buyers. Power-
Point, video, TV and radio commercials, 
an intranet, and software demonstrations 
enhance the impact of your messages.

Tip 11: Conduct a complete facili-
ties tour. Don’t keep your guests pris-
oners all day in the same room. A closet 
remodeling franchise made this mistake 
until a prospect finally asked to see their 
warehouse and was happily surprised: “I 
never realized you are producing such great 
product!” The candidate signed on the 
next week. Don’t assume tours aren’t 
important. Even with a no-inventory 
service business, prospects often don’t 
realize the commitment of personnel and 
resources required to support a franchise 
network until they see it for themselves. 
Seeing is believing!

Tip 12: Analyze individual vs. group 
presentations. Track your current clos-
ing rates to establish which environment 
may be more suitable and successful for 
you. A home-care franchisor discovered 
their greatest success with personal, one-
on-one Discovery Days. Yet an advertis-
ing franchise found group presentations 
far more productive for their recruit-
ment success.

Discovery Day can be an exceptional 
experience for your franchise candidates. 
Invest the time and resources to ensure 
your brand presentation exceeds their 
expectations. The payoffs are certainly 
worth it for all! n

This article is an excerpt from Amazon.com 
best-seller Grow to Greatness: How to 
Build a World-Class Franchise System 
Faster by Steve Olson. For ordering infor-
mation, go to www.franchising.com/specials/
growtogreatness.php
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ine marketing is hard.

That’s where Yodle can help. As the leading local online marketing provider to 

franchisors in the U.S., we’ll act as an extension of your team and drive more leads 

to you and your franchisees. Our customized Online Marketing Analysis will show 

where you can improve the effectiveness of your online marketing strategy, and 

drive more results to your business. Call 866-538-5049 or visit yodleforfree.com to 

request your analysis!

With limited staff and budget, online marketing can be a challenge.

Get Your Free

Online 
Marketing 
Analysis

$2,650 Value
yodle.com/analysis

Yodle makes it easy.
Let us uncover where your franchise needs the most help—for free.

http://yodleforfree.com
http://yodle.com/analysis
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