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BY KERRY PIPES

Technology, Transparency,
and Growth

s 'm writing, I have just returned

from the 2nd annual Franchise

Consumer Marketing Conference in
San Francisco. Hosted by Franchise Update
Media Group, the event shows every sign
of rocketing to success, just as its two elder
siblings have—the Multi-Unit Franchisee
Conference and the Leadership & Develop-
ment Conference. I believe this flash of suc-
cess is the result of the conference being in
the right place at the right time. Consumer
marketing tools, techniques, and strategies
have never been more complex, yet more
important to, franchise brands.

And I’'m not just talking about social
media. Consumer marketing has become
a multi-faceted area filled with all kinds of
technology tools to help customers find
franchises and help franchises find custom-
ers—and just about everything in between.
And, as those late-night TV marketers say,
“But wait, there’s more!”

Mapping and demographic tools, QR
codes and POS scanning, local marketing,
and emerging mobile paymentsolutions are
just a few areas bursting on the technology
scene. As several of the speakers and panelists
noted at this year’s conference, everything
you think you know could be obsolete in a
few months... or weeks.

It’s an exciting time to be in franchis-
ing. With the economy rebounding and
interest in franchising peaking again, more
and more franchises are opting to lay their
proverbial cards on the table. Transparency
and open communication are key, say ex-
ecutives like Toppers Pizza’s Scott Iversen
and Quaker Steak & Lube’s Marla Pieton
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in this issue. Both are marketing executives
who understand the importance and value
of not only regular, clear communication,
but also of being straightforward—and not
over-communicating. That goes for existing
franchisees as well as customers. Open, hon-
est communication should be the rule in the
store, online, and throughout all channels
of the organization. Franchisees appreciate
it—and respond to it—and it demonstrates
to your customers that you care not only
about creating great products and services,
but also providing them in exactly the ways
they want.

Of course no discussion of open and honest
communication would be complete without
mentioning franchise prospects. They want
to know about you too. And that means much
more than just an Item 19 or a clearly navi-
gable website. If you want great franchisees
who fitin well with your system and who are
real bell-ringers, you must make sure that
you are transparent and disclosure-minded
with them. That’s how Massage Envy’s Lori
Merrall and Nothing Bundt Cakes’ Jenna
Barber see it. In this issue, they discuss not
only the importance of providing financial
information and referrals to prospects and
targeting them more effectively, but also of
sharing key characteristics of your system
and what makes someone successful with
your brand.

Get personal. Provide your candidates
with access to your executive team. And,
while much of this can be executed with so-
phisticated technology tools, it’s still hard to
beat a good old-fashioned telephone call or
face-to-face meeting.
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Respect for the heart of the house

Taking a step back to move ahead

Maximizing attendance

Multi-unit operators star in new online video series
Building on nostalgia and innovation, Bennigan’s wants to “revolutionize” fast casual

Dina Dwyer-Owens on knowing your customer

1 found a real place in my role as chairwoman and CEO of The Dwyer
Group. | didn’t need to be a master plumber, but | did need to know

how to lead a great team. And the female perspective has added an

emotional touch to the way we approach business. As a wife, mother,

and CEO, | can say that no one questions my ability to do my job.
In fact, both women and men relate to me because I’'m

not afraid to be myself and show my emotions.

— DINA DWYER-OWENS, CEO, THE DWYER GROUP
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profile

Bob Johnston
CEO, Chair

Front Burner Brands, Inc.

The Melting Pot (144 in North
America and 29 under development in
Canada, Mexico, the Middle East, and
Indonesia); Burger 21 (2 company stores,
2 more about to open, and 5 franchised
locations licensed and in development);
and GrillSmith, (6, all company owned)

48

Wife Katina, children Megan
and Thomas

27

President
of The Melting Pot from 1985 until Jan.
2012 when | stepped into the CEO
position for Front Burner Brands.
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BY DEBBIE SELINSKY

Respect for the Heart

of the House

Teamwork and collaboration drive Bob Johnston

at Front Burner Brands

ong Island native Bob John-

ston says he did not exactly fall

in love with franchising—or

the restaurant business—from
his vantage point as a dishwasher in his
older brothers’ Melting Pot restaurant
in Tallahassee, Fla.

“My passion for the business didn’t
ignite until I was afforded the opportu-
nity to provide service to guests. I puton
ashow for the guests and really became
hooked,” he says. “I have tremendous
respect for the heart of the house of a
restaurant. Without a great team, you
have nothing to deliver.”

Johnston continued to work his way
through every position at the popular
fondue restaurant, where his brothers,
Mark and Mike, were early franchisees.
In 1985, the three brothers combined
resources and purchased The Melting
Pot concept and its five restaurants.
Twenty-seven years later, they have built
the brand into 144 North American
restaurants and have 29 international
units under development.

In January, Johnston left his post as
president of The Melting Pot to become
CEO and chair of Tampa-based Front
Burner Brands, whose concepts include
The Melting Potand two original brands:
Burger 21, a fast casual restaurant tailor-
made for franchising; and GrillSmith, a
refined casual, open grill restaurant not
currently being franchised.

The brothers opened their first Burg-
er 21 in November 2010, a corporate
store in Tampa. In September 2011 they
launched a national franchising program,
beginning with a focus on Florida and the
East Coast. Their initial goal for 2012
was to have 30 franchise deals signed
by year-end, one or two of them open,
and two or three corporate stores open

in the Tampa Bay area.

Now in steady and careful growth
mode, the leadership team at Front
Burner are looking at different concepts,
as well as the possibility of acquiring
a small company, much the way they
bought The Melting Pot.

Johnston, who describes his leader-
ship style as collaborative and people-
centric, continues to work closely with
his brothers: Mark, chief concept officer
and visionary for the restaurant side of
the business, and Mike, who sits on the
board and has been operating Melting
Pot restaurants since 1979. “The big-
gest benefit of working with family is
the level of trust, belief, and confidence
that exists,” he says.

What is your role as CEO? The most
important aspect of my job is that I
get to work with an excellent executive
leadership team. We share the vision
and strategic direction for the organi-
zation as a whole, but I also see my role
as supporting those team members in
whatever way is necessary. Occasion-
ally, that means removing roadblocks,
acting as a sounding board, proving out
ideas with them, or helping them with
specific challenges or tough decisions.

Describe your leadership style. Col-
laborative and people-focused, because
I believe you don’t get anything done
unless you have an excellent team that
believes in your mission and operates
from your culture.

What has inspired your leadership
style? A number of people have been
inspirational. Two of them I have to



‘“You’re
successful

if you get what
you go after

and build people
up along the
way.”

mention are my brothers, Mike and
Mark, without whom I would not have
had these opportunities. In addition,
there are people in both the restaurant
industry and in franchising for whom
I have a lot of respect and who have
helped me in one way or another to
develop into the leader I am. Probably
because of that mentoring and support,
Iapproach leadership and management
the way I do.

What is your biggest leadership chal-
lenge? I struggle at times with account-
ability. I don’talways hold people as ac-
countable as I should. It’s certainly the
area in which I could mostimprove. 'm
aware of it and working on it.

How do you transmit your culture from
your office to front-line employees?
That’s something we do very well, es-
pecially when you consider that we'’re
in the restaurant environment, where
alot of employees tend to be part-time
or transitory. We have clearly defined
principles, and we’ve trained our team
members on how to use those principles
to guide their actions and how they
handle their guests or vendor partners.
This is not something people getin ori-
entation and then forget, it’s reinforced
every day. One of the organizations we
studied was Ritz-Carlton—we borrowed
their idea of giving everyone a “credo
card” that contains mission, vision, and
principles. The biggest thing we do when
coaching and counseling or addressing
behavior that needs correcting, is to

start from that card and compare and
contrast the behavior with the things
we should be doing.

Where is the best place to prepare for
leadership: an MBA school or OTJ? |
only have one frame of reference, and
it’s on the job. While I did not have the
opportunity to participate in higher
education, I do believe that education
is extremely valuable, and I encourage
our team members to pursue educational
opportunities wherever they can. I try
to educate myself through active par-
ticipation in the IFA and other profes-
sional organizations.

Are tough decisions best taken by one
person? I don’t believe in an autocratic
style of leadership, so I would say no.
It’s not always possible, but I prefer to
talk with those involved with an issue
and try to come to mutual agreement
on the best course of action. Even in
cases where I make the final call because
we’re not all in agreement, I want to
make sure I’ve listened to every per-
son’s viewpoint and that every person
is fully heard. That’s as much for my
benefit as theirs. I value their input—
they’re experts in their areas—and use
it in making a final call.

How do you make tough decisions?
Most often, we work through it and
benefit from varied points of view.

Do you want to be liked or respected?
Respected.

CEO

Advice to CEO wannabes: Come as
close to walking in your franchisees’
shoes as you can. You can’t relate 100
percent once you’ve stopped being a
franchisee, but you need to come as
close as you can.

Describe your management style. The
way we go about managing anything—
change, people, or profit center—is always
with a focus on two things: 1) people,
and 2) objective. If you have the right
people necessary to get the job done,
make clear your business objectives,
and offer the right support, you’ll get
the result you’re after.

What does your management team
look like? Our executive leadership team
is an experienced bunch of people who
are a whole lot smarter than I am. Not
all have franchise experience, but most
do. Mostalso have restaurant experience.
I wanted to prevent our becoming an
inbred organization, so we went outside
and brought in people who have more
experience in certain areas than I do. For
example, our CFO came from account-
ing and retail. We need the experience
and diversity at the life stage we’re in.

How does your management team
help you lead? They help in a lot of
ways, but two come to mind. They are
very supportive. We can say anything
to each other when we’re collaborat-
ing and brainstorming, but once the
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decision has been made, they are very
supportive of me and of each other. This
allows us to speak with a single voice.
What also helps me as a leader is that
they have the guts to challenge me and
tell me when I’'m off base or even dead
wrong. It’s nice to work with people
like that. The last thing you want is
a bunch of people in a room who are
supposed to be addressing issues but
are actually there to hear how smart
they sound.

Favorite management gurus? Do you
read management books? I actually
learn more by interacting with peers
one-on-one than by reading a book.

What makes you say, “Yes, now that’s
why I do what 1 do!” One time I say that
is when I see a franchisee succeed—in
particular one who started as a team
member in the heart of the house, or
serving guests in the dining room, and
grew through the organization to get
where they are. Maybe that speaks to
me more because that’s how I did it. The
second thing is seeing how loyal and en-
gaged and passionate our Melting Pot
guests are. When I read the emails and
letters from guests, I scratch my head
and say, “How can we be this fortunate
to have guests so engaged that they’ll
sit down and type out a full-page let-
ter about how much they enjoyed their
dining experience?”

What time do you like to be at your
desk? I like to spend as little time as
possible at my desk. I would rather be
at the small round table near my desk
with a couple of team members work-
ing on the issues of the day.

Exercise in the morning? Wine with
lunch? I do lots of cycling: stationary
bike during the week and mountain
biking on the weekend. No wine at a
work lunch for me.

Do you socialize with your team af-
ter work/outside the office? We do
that as a company. We have family and
belonging events throughout the year.
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We purposely create fun things to do
together to encourage the kind of envi-
ronment we’re striving for. The bigger
we get, the harder itis to do that. (Front
Burner currently employs around 600.)

Last two books read: I've been look-
ing at National Geographic’s Hiking in
Western North Carolina, and I also just
finished I Wanted Wings: A Tail Gunner’s
Story by Gary Hill, and Laura Hillen-
brand’s Unbroken, which is a fabulous
book.

What technology do you take on the
road? Smartphone, tablet, and often
a laptop.

How do you relax/balance life and
work? I'm still working on that. I relax
by biking and hiking and spending time
with my family. I've been married 27
years and have two kids I'm really close
with. I have a large extended family—
five other siblings and a mom who just
turned 90—so I try to spend as much
time with them as I can.

Favorite vacation destinations: The
Abacos in the Bahamas and then west-
ern North Carolina.

Favorite occasions to send employ-
ees notes: I'm not a big birthday card
person—that doesn’t seem very special
to me since everybody would get one. I
try to look for positive occasions to send
anote or call and tell an employee what
I saw and how it hit me.

Favorite company product/service: I
love any food or beverage that we pre-
pare in our restaurants. ButI would also
say I am really proud of our franchise
development process. We are careful
not to refer to it as franchise sales, be-
cause that doesn’t aptly describe what
we do. The biggest thing we’re doing is
just purveying information so the two
parties—the candidate and the franchi-
sor—can make good business decisions.

What are your long-term goals for
the company? We’re in growth mode

and are growing carefully in a thought-
ful and strategic manner, and in a way
that always allows us the opportunity
to execute with excellence and to re-
spect the role of franchisees in our
future success.

How has the economy changed
your goals for your company? |
don’t think the economy has changed
our goals. Our growth has slowed and
sales have had some negative impact,
but we didn’t retreat into a shrinking
mode for viewing opportunities for the
organization. In contrast, we allowed
some of the challenges tough economic
conditions created to cause us to look
at things differently. An example is
our increase in international growth
for The Melting Pot. We started in
Canada and are also developing in
Mexico, in the Middle East, and In-
donesia. We also are looking at new
concepts, like Burger 21, which will
provide vehicles for excellent growth
opportunities for us and for our fran-
chisees as well.

Where can capital be found these
days? It’s available. We are starting to
see more opportunities with regional
lenders and local banks than in the
past. That has not been one of the first
places we’d refer a new franchisee to,
but now we do.

How do you measure success? |
would say you're successful if you get
what you go after and build people up
along the way.

What has been your greatest success?
There have been many successes, but
my latest, greatest has been my success
in putting together an executive lead-
ership team responsible for day-to-day
successes.

Any regrets? Wish [ was a little taller
(laughs). Seriously, I see no value to re-
gretting things.

What can we expect from your
company in the next 12 to 18
months? Steady and careful con-
tinued growth.
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Ray Margiano
Founder and CEO

Foot Solutions
173 units in 16 countries
71

Wife Angela, daughters Bella,
Raina, and Kerrin

27
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BY DEBBIE SELINSKY

Walking a Fine Line

Ray Margiano takes one step back to move

several ahead

year ago, Ray Margiano, an

admitted lifelong workahol-

ic, had an epiphany. Hav-

ing successfully created and
grown Foot Solutions to global promi-
nence and 173 units in 16 countries,
Margiano decided to do what many
high-powered executives never dare. He
took a step back from the day-to-day
operation of his multi-million-dollar
businesses.

“Many entrepreneurs find their ideas
get too big to manage or they don’t
have the skill set to manage. That’s not
an issue for me. However, I've always
been a visionary, an idea person, and I
found that the more immersed I became
in day-to-day details—doing things
other people could do—the less time I
was spending on the concepts,” he says.
“Like many, I reached the point where I
realize the company will continue even
when I'm not here.”

The result of that insight? “I'm tak-
ing a little more time personally with
my family, as well as adding an extra
day of relaxation to business trips so I
can network with people and establish
relationships,” says Margiano, who re-
mains CEO.

Other positives born from his new
approach include his latest concept,
Balance Walking, a 15-minute-per-day
program he designed to help people
“look and feel younger.” He has lost 35
pounds with the balance concept, which
incorporates the pole walking that has
taken Europe by storm with meditation,
good sleep habits, and a healthy diet.

Inaddition to serving on the advisory
board of the American Diabetes Associa-
tion and the board of governors at the
University of New Haven, Margiano has
written three books and spent a great

deal of time helping returning veterans
find business opportunities.

He comes by his work ethic honestly,
having toiled in his father’s garage as a kid.
To afford college, he served in the Navy
before attending the University of New
Haven through the GI Bill, where he stud-
ied business administration as an under-
graduate. After that, he worked full-time
by day while he worked nights earning his
master’s degree in computer science from
Rensselaer Polytechnic Institute and his
PhD in international business administra-
tion from Canbourne University.

After starting his career working at
three large corporations, Margiano left
thatworld in 1984 to implement his idea
for Heel Quick, mall-based quick shoe
repair shops. “This was in the ’80s when
ladies were wearing heels to work all the
time. They could sit on the stool, wait
three minutes while we replaced their
heels, and get back to work,” he says.
By the mid-1990s, additional footwear
industry changes (cheaper materials
and an influx of “throwaway” products)
found the U.S. shoe repair businesses
disappearing.

“I realized we were in trouble, so
we began to focus more on the medical
side of the business, working with labs
and podiatric associations on orthotics
and shoe modifications. I could make a
shoe if I needed to, but I realized there
was a missing niche between comfort
shoe stores and medical orthopedic shoe
stores,” he says. In 2000, he launched Foot
Solutions, which uses medical technol-
ogy to scan the foot and make custom
orthotics. In the process, he pioneered a
niche his company still dominates today.

Based in Atlanta with a state-of-the-
art lab, Margiano and Foot Solutions
have opened their doors to work with
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“A good
education and
exposure to
experiential
learning is
very helpful,

but nothing
replaces actual
experience.”

10

returning veterans. “We’ve undergone
training and are approved to help put
vets in business,” he says. “We’ve started
mobile franchising at less than half the
cost of a regular unit.”

Margiano’s objective for Foot So-
lutions is to have 100 units owned by
veterans over the next two years. “We
have 15 right now and we employ about
200 vets throughout our niche. We hold
job fairs and fundraisers for vets, and I
also volunteer to be an adviser to those
who need it,” he says.

Margiano’s support of his fellow vets
has not gone unnoticed. He was named
2010 Vetrepreneur of the Year by the
National Veteran-Owned Business As-
sociation, an honor bestowed annually
to a preeminent role model. He says he
is proud to help.

“These people have dedicated their
lives, often being seriously injured, and
now are finding it hard to get work.
When you’ve been in an environment
of life and death working closely with a
team, it’s hard to replace that emotion.
We want to let vets know they are not
alone during this transition, that there
are people willing to work with them
and help them.”

What is your role as CEO? I have al-
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ways been a bootstrapper and hands-on
entrepreneur, which has driven many
of my employees and franchisees crazy.
Only in the last year have I stepped back
from day-to-day managementand at lev-
els I had no business going to. Because
I have always been a workaholic, I was
still able to work on the bigger picture
and vision of the company. Although
it was difficult to do and accept, I now
truly enjoy having a president run the
day-to-day operation and take the weight
off my back. I am getting more accom-
plished and staying much more focused
on the company’s growth, success, and
strategy for the changing marketplace,
which tells me I should have done this
years ago.

Describe your leadership style. I am
very interactive but want people to
get the job done in their own way and
style. I don’t want to be looking over
anyone’s shoulder or having to follow
up. I expect everyone to do what they
are supposed to.

What has inspired your leadership
style? It started when I was very young.
I worked with my dad in his garage
since I was 11. He loved to look over
my shoulder when I was working on
an engine and tell me the next thing
to do. I already knew the next thing to

do so did not appreciate that style of
management, so I try not to do that to
anyone I work with.

What is your biggest leadership chal-
lenge? Biting my tongue when someone
is clearly going down the wrong path or
not getting it done as quickly as I could.

How do you transmit your culture from
your office to front-line employees?
We have a very open culture. I am avail-
able to everyone and I will not hesitate
to jump in any place or any time I am
needed. We want people to work together
and it is never about the individual, it is
always about the group.

Where is the best place to prepare
for leadership: an MBA school or
OTJ? A good education and exposure
to experiential learning is very helpful,
but nothing replaces actual experience
and working in a place where you are
exposed to reality and how to deal with it.

Are tough decisions best taken by
one person? How do you make tough
decisions? Ultimately someone has to
make the call. My philosophy has always
been to openly discuss issues with key
people or experts that I trust for open,
objective input. This allows me to look
at the situation a few different ways and
then decide. Thisisa critical part of be-
ing a successful entrepreneur.

Do you want to be liked or respect-
ed? I think everyone deep down wants
to be liked and respected, but no one
can keep everyone happy, especially
in franchising. Being fair, objective,
consistent, and sticking to your core
beliefs is critical. At the end of the
day, being respected is achievable and
should be your goal.

Advice to CEO wannabes: I am a
workaholic and love what I do, so this
is a tough one for me. Most success-
ful people I know are passionate and
driven, which is something that I don’t
believe is teachable. Having said that,
when I look back on my own life, there
probably was more than one occasion
when my choice of work over personal



was not the best way to go.

Describe your management style:
I like to lead by example and by
recognizing and mentoring people.
I like to challenge people and help
them grow.

What does your management team
look like? A special ops group—very
knowledgeable in each of their areas of
expertise and working together closely
to achieve the goal. We are lean, and
everyone occasionally needs to step into
another area to help out. “It’s not my
job or responsibility” does not go very
far in our organization.

How does your management team
help you lead? Open discussion and
conversations, but once the decision
is made everyone is on the same page.

Favorite management gurus? Do you
read management books? Since my
college days, I have read self-help and
motivational books, including some by
Denis Waitley, Anthony Robbins, and
Brian Tracy.

What makes you say, “Yes, now that’s
why | do what I do!” For me it’s always
about someone else accomplishing and
growing. That is the wonderful thing
about franchising—there’s a network
of independent people all wanting to
succeed and grow their own businesses.
It’s always been about helping people
do better, whether it’s a customer at
our stores needing help or a franchisee.

What time do you like to be at your
desk? 9 a.m. to 6:30 p.m. I work out
every morning before work.

Exercise in the morning? Wine with
lunch? The Balance Walking way of
life—I authored the book and live the
concept 15 minutes every day. I have
wine occasionally, but never at lunch.

Do you socialize with your team af-

ter work/outside the office? Only at
annual meetings or events.

Last two books read: Tizking People
with You by David Novak and Dead or
Alive by Tom Clancy.

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

How do you relax/balance life and
work? I live by the Balance Walking
way of life, which covers pole walking,
toning, eating to live, and meditation.
Music, reading, and family fill the rest out.

Favorite vacation destinations: Tam a
water person and love the ocean. I have
been to approximately 50 countries and
am still searching.

Favorite occasions to send employ-
ees notes: Anytime. It shouldn’t be tied
to a birthday or any event. I like to be
there for support, especially if a person
is having personal or health problems.

Favorite company product/service:
Foot Solutions’ custom orthotics, de-
signed and hand crafted to fit each in-
dividual foot. They’re made in the USA,
and veteran-owned lab custom orthotics
have helped thousands of people elimi-
nate footand body pain. Our customers
actually thank us.

What are your long-term goals for
the company? To continue to investin
infrastructure and education for every-
one in the system, making the business
model more successful, and continuing
growth and success for the franchisees
and everyone involved in the company.

How has the economy changed your
goals for your company? There is no
question that the economic downturn
had an impact on growth and certainly
crushed the lower-performing stores.
"This was personally a very difficult
time for me. No franchisor wants to see
anyone fail, and because of the length
of the downturn, everyone was tested,
including me. First, it had to be sur-

vival for everyone. Last year we started
to recover, and this year we are seeing
continued improvement. My gut says it
will be easily two to three more years
of very slow growth in a challenging,
changing marketplace thatis very fragile.

Where can capital be found these
days? There is capital available but
money is still very tight for new startup
businesses. In addition, many companies
lost lines of credit they’d had for years.

How do you measure success? For
me it has never been about money. For
most entrepreneurs it is about building
something—chasing a dream and a vi-
sion. This is where the passion, belief,
and motivation take over. In franchis-
ing, if you help other people succeed
and realize their dreams, you can say
you have succeeded.

What has been your greatest suc-
cess? | have started four companies
and bootstrapped every one of them.
We have helped hundreds of franchi-
sees accomplish their dreams. It has to
be about the relationships and camara-
derie thatyou achieve. It’s always about
the journey, and I would like to think I
am still working on my greatest success.

Any regrets? I’'m sure there are some
things I could have done better. When1
was a teenager working in the garage, I
wanted to get an education and see the
world. I also wanted to be president of
my own company by the time I was 40.
I did all that, and the only thing left was
to retire at 50. I blew that one and am
still working way past normal retirement.

What can we expect from your com-
pany in the next 12 to 18 months?
Our objective is to get back into growth
mode. We have been approved for VA
training and are focusing on helping
vets transition back into the work-
force or their own businesses. We’ve
also rolled outa Foot Solutions mobile
unit and expect to open 25 new units
over the next 12 to 18 months, and we
are focusing on more deliverables and
success for everyone in the Foot Solu-
tions system.
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typically attend your con

81-100%

BY EVAN HACKEL

OPTIMIZE

YOUR FRANCHISEE CONVENTIONS
Generating maximum attendance

his is the first of a three-part

series on how to optimize

your franchisee conventions.

In this first part, we examine
how to get more franchisees to attend
your conventions. In the second, we will
address how to get the maximum benefit
from your conventions. Finally, in the
third part, we will look at how you can
extend the life of your conventions and
ensure you derive the maximum benefit
from them.

No singular event is as powerful
as your convention in terms of com-
municating with your franchisees. It
is the single most effective form of
franchisor-franchisee communication.
According to Katrina Mitchell, CEO
of Speak!, “A key investment for most

franchise systems is their annual fran-
chise convention. With careful plan-
ning and a focus on what you want
your franchisees to take away from the
experience, your annual meeting can
have a tremendously positive effect on
a franchisee’s productivity, profitability,
and passion for the brand.” Because of
this investment, it is critical that you
maximize this event. Part of maximi-
zation is high attendance.

No matter how great your conven-
tion content and agenda are, if you
are delivering it to an empty room it
has no value to your system. Perhaps
more frustrating than zo franchisees
attending is when only half of them
show up. This results in part of your
system being extremely excited and

What percentage of rour franchisees

30.3%
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21-40%

41-60%
RE

erence/convention?

61-80%

motivated, and the other part signifi-
cantly lagging behind. It is critical
that you have as close to 100 percent
attendance as possible.

Recently, Speak!, Ingage Consult-
ing, and Franchise Business Review
conducted an online survey of franchi-
sors about their franchisee conventions.
Nearly 200 franchisors responded. The
following are some of the survey results.

Maximizing attendance

The question is, how do you maximize
attendance? The long-term answer to
this issue is to have an event so valuable
that no franchisee would want to miss
it. This topic will be addressed in the
second part of this series. So let’s look
at some short-term ideas:

What are your requirements
for attendance?

NO,
Qul
26.6%
MANDATORY,

TORY AND
ORCE

ANDATORY
AND WE
SELECTIVELY
ENFORCE

BUT WE DO NOT
ENFORCE



¢ Culturally, you need to make your
convention a “must attend” event. You
start this process in the recruiting stage.
When you are presenting your brand to
a potential franchisee, talk about your
convention as one of the major benefits of
being part of your organization, and why
no one would want to miss it. Continue
developing this idea during onboarding
and throughout the entire relationship
with your franchisees.

e Ensure that your staff sees your
convention as a “must attend” event.
It’s amazing how often your own staff
doesn’t fully understand the value of the
event. Your staff’s attitude is critical to at-
tendance. How they present the conven-
tion to your franchisees (and encourage
attendance) will have a large impact on
getting people excited about attending.

e Measure results, looking at the
sales and profitability growth of the
attendees versus those who don’t at-
tend. In working with several franchi-
sor clients it’s also amazing to note the
correlation between conference atten-
dance and sales growth and profitability.
This, of course, reinforces the value of
the event and gives franchisees a great
reason to attend.

¢ Getyour advisory council involved.

A call from a council member is much
more effective than a call from staff. If
your council members have regions, have
a fun contest and give a small prize to
the region with the highest attendance.

e Host your convention in the
best month for the event, not the
least expensive one. For example,
the best month could the one that
conflicts the least with your organiza-
tion’s sales cycle.

e Provide economic incentives at
the convention. Offering special buys
and lower-cost services if purchased at
the convention provides value, makes sell-
ing easier, and is an incentive to attend.

e If your conventions are manda-
tory, use a variance committee for
franchisees to approve anyone who
cannot attend. This takes the heat off
management, and franchisees are nor-
mally tougher than management.

e Ifyour penalty for non-attendance
is termination, provide an option of a
fine instead; termination is too drastic.
Put the funds for the fines in a special
account available for franchisees with fi-
nancial hardship who need some financial
assistance to attend. The same variance
committee can choose who receives the
funds. You also can do fundraising for

How far in advance do you typically

book your meeting?

>18 MONTHS
12-18
MONTHS

28.3%
6-12

< 6 MONTHS

0C

MONTHS AUG

JuLy

T
14.5%

6.5%

thataccount. Having an auction to raise
money for the fund can be popular, fun,
and makes the point of how important
your conventions are.

e Plan your conventions at least
12 months in advance and offer a
special for signing up for the next
convention at the current one. The
convention is when franchisees are the
most excited. Its easier to sign up people
then, plus it saves you from having to
make an effort later.

¢ Always promote what will be new
at your convention. What is new will
be of the highest interest and encour-
age the most attendance. This further
reinforces among your franchisees that
they will indeed be missing something
of value by not attending, which builds
on the concept of your convention be-
ing a “must attend” event.

In the next installment we will talk
about how to get the most out of your
franchisee conventions. m

Evan Hackel is the principal and founder
of Ingage Consulting. He has 25 years of
franchise experience having developed, imple-
mented, and managed three successfiul new
franchise systems. He can be reached at 781-

569-5900 or ehackel@ingageconsulting.cons.

What month is your meeting
typically held?

DEC

NOV °
3.29, 2.7%

B

8.1% MAR

APR
7.5%

MAY

JUNE
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BY KERRY PIPES

MAKES ONLINE DEBUT

Multi-unit franchisees tell their
stories in new video series

urton W. Folsom uncovered

something revolutionary

about capitalism in 19th

century America. And in his
books, he debunks commonly held views
about the role of capitalism in the social
developments of the Industrial Revolu-
tion and the Gilded Age.

Nowhere does Folsom make his case
more clearly than in his 1998 book, Enz-
pire Builders: How Michigan Entrepreneurs
Helped Make America Great. In this book,
he wrote about a number of great busi-
ness leaders who made their state and
nation into a great economic power by
the end of the 1800s.

‘What does any of this have to do with
franchising? Plenty. Folsom’s
understanding of the critical
importance of entrepreneurs and
how they affect their cultures
helped frame the development
of EmpireBuilders.tv, Franchise
Update Media Group’s new on-
line video series of interviews
with successful multi-unit and
multi-brand franchisees.

“Folsom focused on a number
of great business leaders who,
through their failures and successes,
made their state and nation into a great
economic power by the end of the 19th
century,” says Therese Thilgen, CEO of
Franchise Update Media Group.

“The visionary entrepreneurs in the
book—John Jacob Astor, Herbert Dow,
and Will Kellogg—produced tens of thou-
sands of jobs. They built up Michigan’s
economy when many of the early leaders
of the nation thought Michigan would
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never amount to anything,” she says.
“Then it hit me that franchisors—and
in particular the multi-unit franchisees
who have it all on the line—are today’s
Empire Builders.”

Thilgen says the goal of Empire-

Builders.tv is to showcase the lessons

learned and the personal stories of the
multi-unit franchisees who have taken
huge risks, and failed and overcome re-
peatedly—and show the way to success
for the rest of us. Thus was born the
idea to create EmpireBuilders.tv as a

“three-dimensional extension” of what
Moulti-Unit Franchisee magazine has been
doing in print with its profiles of multi-
unit operators since 2004.

The online videos are divided into
short segments focused on a specific
topic or question, such as why these in-
dividuals chose franchising, what drives
them, their leadership philosophies,
how they measure growth, their big-
gest and smartest mistakes, even what
they do for fun.

Key franchising players such as Gary
Grace, Ted Torres, Aziz Hashim, John
Metz, Ricky Warman, and Charles
Smithgall were some of the first to be
interviewed. Their stories are powerful,
poignant, inspirational, and sometimes
funny. Most clock in at 2 or 3 minutes.
They are no-nonsense, quick looks into
the worlds of these top operators.

Supercuts franchisee Gary Grace
talks about becoming a franchisee in
1980 with a single salon. Over 31 years,
he’s opened 135, beginning in southern
California and extending to New York
and Hawaii.

John Metz discusses his first experi-
ence with franchising, when he bought
a Howard Johnson’s property with a res-
taurant that he planned to tear down. As
he says in one of the videos, “I learned
that franchising was a much better way
to go than trying to be inde-
pendent.” Since then, he’s also
become a franchisor.

Aziz Hashim speaks candidly
about his procedures for evaluat-
ing potential new brands. “We
are always looking for brands
that meet our criteria. Every
year we do a very robust business
plan and decide which brands
would work for us. Then we go


http://EmpireBuilders.tv
http://EmpireBuilders.tv
http://Builders.tv
http://EmpireBuilders.tv

after those brands, engage with those
brands, do more research with those
brands, and look for opportunities within

multi-unit operators who wield power,
influence, and the capital to back it up.
"The American Dream has grown up and

those brands.”

These are just three examples of-
fering a brief look into the insights and
perspectives these empire builders give
in their interviews on EmpireBuilders.tv.

“You have people from all demograph-
ics—{rom every socioeconomic level,
ethnicity, and age group—sharing their
honest stories of successes and failures,”
says Thilgen. “There are stories of kids
who worked in fast-food restaurants
when they were young who now oper-
ate dozens of units. And there are
stories of immigrants who came to
America in search of a better life and
found it in franchising.” In essence,
she says, franchisees today are the
broad shoulders of small business
in America.

Franchising itself has gone through
quite a transformation during the past
half century. Single-unit mom-and-
pop operators have given way to savvy

on EmpireBuilders.tv are as unique as
the operators who tell them.

gone sophisticated, and the stories told ~ Scheduled programming

EmpireBuilders.tv officially launched
in March. Franchise Update will con-
tinue to post additional interviews in
the coming months.

Our hope is that these video snap-
shots will provide insights, lessons,
and useful tips for other multi-unit
franchisees, as well as other entre-
preneurs who may be considering
a life in franchising. Through these
videos, you can peek inside these
professionals’ best practices in both
life and business, and catch a glimpse
into the lives of the extraordinary indi-
viduals who have built successful busi-
nesses, dealt with hiring and motivating
employees, faced tough economic times
and many other challenges, and through
it all remained true to their calling of a
franchise Empire Builder.

There are many stories to be told.
"Tune in today!
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F.C. Dadson works with you to get your locations open for
business quickly and cost-effectively. We coordinate the
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« Construction m

« Space planning

« Permitting
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BY PAUL MANGIAMELE

Leveraging nostalgia and innovation
to “revolutionize” fast casual

s president and chief execu-

tive of Bennigan’s Franchis-

ing Company, I have the

honor of being at the helm
of a renaissance. In Part 1 of this series
(Franchise Update, Q2),1 talked about
our quest to restore the integrity of
an iconic brand. Through a strategic
analysis and overhaul of our training,
operations, design,
real estate, and suppl
Bennigan’s has differe
itselfand created a leg
brand experience for
guest, every meal, eve
Looking forward to
next, how do we conti
renaissance beyond o
walls? How do we co
tinue to stay true to
the nostalgia of our
brand while intro-
ducing new, forward-
thinking concepts
thatare going to help
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Paul Mungiﬁlmele

our franchise partners succeed and
grow, and keep winning new guests
every day?

Creating a new box

At Bennigan’s, we aren’t thinking outside
of the box, we are creating a new box.
For us, this is not just about restoring
a brand. We are revolutionizing the
lining segment. That’s
ng word, but we’re not
t being in the pack,
ven leading the pack.
re going beyond that
tngage, enchant, and
rall our guests, our
hurant team members,
our franchise partners.
So when I say we’re
creating a new box, I
mean some truly new
ideas that are going
to change the game.
Our first break-
through is a recent

strategic alliance that gives us the abil-
ity to offer both real estate and financ-
ing options to potential franchisees.
When you look at the landscape of
what the obstacles of growth are, the
two most common stumbling blocks
are finding solid real estate sites and
financing. The common questions are:
Where do I go, and how do I get the
money? Bennigan’s is now working
with a national real estate firm to put
together a full arsenal of weapons to
set franchisees up for the path to suc-
cess. We are in a unique position to
bring both of these tremendous assets
to the table. With our ability now to
offer approved space across the coun-
try and provide financing, this truly
puts us in a category of one.

Next is our fast casual concept,
Bennigan’s on the Fly. The fast ca-
sual segment continues to grow, but
unfortunately lacks the consistent
service and hospitality of a casual din-
ing meal. Too often, guests are rushed



through the long line, feeling pressure
to make a quick decision on food—of-
ten choosing an old standby because
they aren’t made aware of specials or
new items—and then they sit down
with no further interaction with any-
one from the restaurant.

The experience is average, but not
memorable. We can take fast casual to
the next level by staying true to the
warm and friendly service and hospi-
tality our guests have come to expect.
We will differentiate ourselves with
a guest service coordinator who will
act as a brand ambassador. Our Irish
Hospitality will be felt in everything
from the way we serve guests in the
line to the way we bus tables, and how
we engage with customers in the din-
ing area.

The fast casual model takes us
beyond our four walls to enjoy more
points of distribution. Non-tradi-
tional real estate opportunities allow
for development in airports, hotels,
hospitals, cruise ships, universities,
and other locations. This means the
opportunity to put our food into the
hands of more people than ever be-

about another game-changer Ben-
nigan’s is introducing: catering. It
is the largest initiative we have ever
undertaken, and quite simply, no one
else in casual dining is doing it to any
scale. Thanks to our software partner,
Monkey Media, we will be rolling
out a powerful back-end system to
execute local catering operations on
a national level.

We are testing this in Chicago with
phenomenal results and project that
catering will become 15 to 20 percent
of our sales. Our franchisees can ex-
pect to see 60 percent of this incre-
mental increase added to their bottom
line. Catering is an often overlooked
opportunity, but when done well it
is another touch-point to extending
hospitality beyond our four walls and
into the community.

The quest for the best

Even as we look beyond our four
walls to our next initiatives, we must
continue to focus on our restaurants
and constantly refine our menu. Our
quest for the best hamburger in the
business led us through a thorough

the country. We ended up with a unique
Bennigan’s patty: a handcrafted, half-
pound burger that will make its debut
on our new summer menu. Our price
point stayed the same, but we were
committed to finding the absolute
best beef that would make our burger
stand out. It is this attention to detail
and excellence in all we do that will
continue to define our dining expe-
rience and differentiate us from our
competitors.

It is an exciting time to be in the
casual dining business. Our custom-
ers have more choices than ever be-
fore on how to spend their dining
dollars. All of us in the foodservice
business must continue our focus on
the customer experience, challenging
ourselves to create new boxes. Ben-
nigan’s has a unique opportunity to
reclaim the nostalgia for our brand,
while also redefining ourselves with
cutting-edge food, service, and hos-
pitality. In my humble opinion, that’s
not only the formula for a how you
stage a comeback, it is also how you
begin a “revolution”!
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Know Your
Customer

BY DINA DWYER-OWENS

fter 30 years in franchising,
there is one lesson that I've
learned personally and shared
professionally. It goes like this:
It’s one thing to know your business. It’s
another to know your customer. If you
can master both of these things, you will
be extraordinarily successful as a result.

Thatis true across our service brands
at The Dwyer Group. And it’s true in
my role as chairwoman and CEO as
well. When I assumed these roles in
2007, some people could not imagine a
woman in a “male’s role.” But instead of
focusing on other people’s reservations,
I concentrated on a perspective we could
all agree upon:

Lam the target customer: I am the woman
of the house, the person who typically sched-
ules the majority of some 2 million service
and repair calls our service brands make each
year. And my experience matters.

Yes, it’s good to know how to fix an air
conditioner, replace a broken window, or
restore a flooded basement in the case of
our service brands. In fact, it’s wonder-
ful to know how to make a cup of coffee,
change a flat tire, or cook a hamburger.
It’s imperative to know how to arrange a
cookie bouquet, run a daycare, or sauce a
pizza. The services or goods provided by
any franchise, and the business training to
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execute those things, are to be expected.

Buthow is the experience for the cus-
tomer? Did you make a lasting impres-
sion? Is the customer going to remember
you to the extent that they tell a friend?
Now, we're talking.

By turning the tables and looking at
your business from the point of view of
the customer, you might elevate your
service. You might hire and train people
differently. What’s important to you may
not be the same thing that is important
to your customer. So, you might not only
do what’s expected—you might also do
the unexpected.

At 'The Dwyer Group, we love doing
the unexpected across our brands. Getting
to know our target customer has boosted
the satisfaction ratings of our service calls
across our franchise family. The woman
of the house doesn’t just want a problem
fixed. She also wants peace of mind. That
means delivering in the details.

For example, repairing a broken toi-
let is one thing, but she’s about to let a
stranger in her home and needs to feel
safe. A service professional in a clean uni-
form, a branded vehicle parked on the
street, and an overall job that keeps the
whole house clean while, yes, fixing the
toilet, are paramount. Are you delivering
thatkind of serenity with your business?

I found a real place in my role as chair-
woman and CEO of The Dwyer Group.
I didn’t need to be a master plumber, but
I did need to know how to lead a great
team. And the female perspective has
added an emotional touch to the way we
approach business. As a wife, mother, and
CEO, I can say that no one questions my
ability to do my job. In fact, both women
and men relate to me because I'm not
afraid to be myself and show my emo-
tions. I'm the target customer, and that’s
an important point of view to bring to
the business. Which begs the question:
Why can’t we put more women to work
in the service trades?

That was magnified when I had the
opportunity to challenge myself and see
the female presence within The Dwyer
Group at the grassroots level—and in
front of more than 10 million TV view-
ers. | went undercover on the CBS show
“Undercover Boss,” where I worked
alongside Tanna Marino, a female ser-

vice professional who proved to be a role
model for women in the trades. Although
women make up 46.7 percent of the la-
bor force, this industry is traditionally
male-dominated. However, Tanna, in
her job with Mr. Appliance, and other
female service technicians are working
to shatter this. And their ratings from
happy customers are astounding. Again,
they know the business and they know
the customer.

After completing my journey on “Un-
dercover Boss,” my passion to find more
opportunities for women to pursue careers
across the service brands was reignited.
had Tanna consult with me for a Women
in Trades program to attract others like
her to our service brands. And today she
is a member of the corporate team for
Mr. Appliance as a franchise consultant
for the system.

As I work to develop a Women in
"Trades program to add talented service
professionals who will be embraced
across our brands and by our customers,
I'am reminded that there is always room
for improvement with our businesses.
am now on a mission to involve more
women like Tanna where job opportu-
nities exist and where women can earn
admirable income in an industry that
welcomes them.

Although every franchise founder
obsesses about launching a company,
signing the first franchisee, growing the
network, and building the brand into a
household name, I encourage you to get
to know your customers. Provide the
best customer service possible and find
a way to keep yourself, associates, fran-
chise owners, and employees accountable.
See your brand beyond whatit sells. See
it for how it is received. When you fo-
cus first on people and activities, profits
will follow.

Dina Dwyer-Owens, CFE, has served as
chairwoman and CEO of The Dwyer Group
since 2007; before that she had served as
president and CEO since 1999. She is a
Sormer chair of the IFA, spearbeaded the
reintroduction of the IFA’s VetFran program
in 2001, and in 2002 received the Bonmny
LeVine Award, the IFA’s highest award for
women who mentor other women and ad-
vance the careers of women in franchising.
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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.

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

BANK CREDIT REPORT 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.

*'FRAN

Franchise Business Intelligence

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

Consumer Conference! 24

Highlights from the 2nd annual Franchise Consumer Marketing Conference

Feature: LSM 2s

Franchisors and franchisees team up on local store marketing

CMO Q&A « “ "« Denny’s John Dillon

on transparency and disclosure

CMO ROundtable “What are the keys to better,

more open communication between your brand, franchisees, and customers?”

SOCiaI Media « « Finding the perfect

blend of customer, content, and channels

Consumer Data

Taking the worry out of tomorrow’s retail technology

Connecting with Customers 42.

Supercuts’ Rock the Cut promotion pairs stylists with indie bands!
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BY KERRY PIPES AND EDDY GOLDBERG

Anne Gillaspie, CertaPro Painters

FRANCHISE CONSUMER MARKETING CONFERENCE GROWS UP FAST!

hen the keynoters, pan-

elists, and attendees at

a conference can’tstop

talking about emerg-
ing technology and social media tools,
it says a lot about the current state
of franchise marketing. So it was at
the 2nd annual Franchise Consumer
Marketing Conference, held at the
elegant, historical Fairmont Hotel
atop San Francisco’s Nob Hill this
past June.

Since its launch in June 2011, the
conference has become a darling of chief
marketing officers, brand managers, and
marketing managers. Increased attendance

Franchiseupdate ISSUE Ill, 2012

by franchise marketing executives and
sponsors were a testament to the event’s
rapid growth. With 95 franchisors repre-
senting 140 brands, the conference doubled
in size from its inaugural year—and so
did the number of exhibitors.

“Never before have so many franchise
consumer marketing executives met to-
gether in one place,” says Therese Thil-
gen, CEO of Franchise Update Media
Group, which hosted the conference.

As for all that tech talk, the confer-
ence’s theme this year—“It’s Time”—was
dead-on. In the words of boot camp leader
Scott Klososky, “The world around us is
becoming automated, there’s a massive

increase in the volume of information
we digest, and this is radically altering
the way work gets done.”

The overall buzz at the conference
was upbeat as marketing executives and
vendors spoke positively about consum-
ers’ buying and purchasing trends and
the general state of business. But the
focus of the event remained on mar-
keting, marketing, and more market-
ing. Tools, strategies, techniques, and
technology were shared freely and
often at sessions and throughout the
hallways during the two-day event, with
participants candidly discussing their
marketing successes and failures—and



Scott Klososky,
Boot Camp
Leader

what they’ve learned from both.

"The conference featured four separate
tracks that ran concurrently through-
out the event: Customer Relationship
Management; Franchisee Buy-in, De-
livery, and Results; Marketing Execu-
tion Strategy; and Brand Development
and Rejuvenation. One interesting note:
sessions were repeated, but featured
different facilitators and panelists each
time. Evolving technology and social
media were a significant part of most
of the sessions.

One recurring theme involved con-
vergence and integration: how sales
automation, CRM, mobile, and related
technologies are merging into more com-
prehensive solutions—and are driving
sales, marketing, and I'T' departments to
work more closely together to develop
system-wide consumer marketing strat-
egies and tactics.

Boot camps
The conference kicked off with two all-
morning boot camp sessions. Klososky, a

futurist and former CEO of three start-
ups who keeps his eye on technology
and its impact on business and culture,
led one of them. Klososky has a talent
for identifying technology trends and
understanding how they can be applied
to business practice. His half-day ses-
sion was called How To Embrace Social
Technology To Strengthen Your Brand.

Some of his first words were, “We
are in a technology explosion. It is per-
vading nearly every facet of our lives...
and speeding up.” Fittingly, throughout
his presentation, he read and answered
questions that had been submitted elec-
tronically by the audience. One of his
central themes was how we are living in
a time when “anyone can have a voice—
worldwide, instantly, for free—and it is
virtually unstoppable.”

He was intent on showing attend-
ees that if their companies don’t adapt
to changes in technology they will be
left behind (think Kodak, Blockbuster,
and Borders). Technology changes the
battlefield and determines winners and

Steve Baxter, Satmetrix

Kim Miller, Primrose Schools; Alicia Thompson, Popeyes Louisiana
Kitchen; Jessica Eng, Allegra Network

losers, he said, and companies can win
market share by consistently applying
new technologies sooner.

Companies using technology today
to gather more information (especially
about customers), analyze it, and act
on it will be the successful companies
of tomorrow, he said. And, he warned,
executives who say they are already suc-
cessful and don’t need to learn about new
technologies are destined to fail.

The other boot camp essentially
was four sessions in one, each focused
on creating a “customer mania” culture
within franchise organizations. Led
by Ed Waller, vice president of CRM
at CertaPro Painters and this year’s
conference chair, the sessions were: 1)
Consumer Insight Drives Brand Expe-
rience; 2) Training for Brand Delivery;
3) Measuring the Brand Experience;
and 4) Every Consumer Has Become
Their Own Brand.

Each segment featured a different set
of panelists, and each built in time for
questions, followed by a 15-minute “table
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Melinda Caughill, Third Person
(front), Liberty Harper, Fatburger

Y 7
‘E:h Hop'!, i

Jersey Mike’s

exercise” in which attendees answered a
challenge question and then shared their
answers with the group. For example, in
the first one-hour segment the question
was, What “new media” tactics should be put

in place to belp drive traffic and build sales?

Afternoon delight
"The morning boot camps were followed
by lunch in the sponsor networking gal-
lery, where franchise marketers held
animated discussions with dozens of
vendors and suppliers—who were, not
surprisingly, heavy on technology, espe-
cially those involving mobile payments
and integrated marketing solutions.
Following the networking lunch,
attendees gathered for the day’s key-
note address by customer service guru

John DiJulius, founder of The DiJulius
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Ed Waller,
CertaPro Painters,
Conference Chair

2]
Group, a customer service consulting
company, and president of John Rob-
ert’s Hair Studio & Spa. He served up
numerous examples of organizations that
provide “world-class customer service,”
as well as several that don’t. He discussed
terms such as “service aptitude,” which
he describes as the ability to recognize
opportunities to exceed customers’ ex-
pectations—regardless of the circumstances.

Drawing on examples from his re-
search and personal experience, DiJu-
lius encouraged attendees to create a
“customer service vision, a customers’
bill of rights, and provide the opportu-
nity to be a hero.” These strategies, he
said, empower and inspire both manag-
ers and employees—and propel brands
into greatness.

The rest of the afternoon was spent

John DiJulius,
Keynote Speaker

in breakout sessions that dug into topics
such as franchisee buy-in for deploying
marketing tools and strategies, using the
power of PR, and predicting and mea-
suring customer acquisition.

Next day, next gen

"The second day kicked off with breakfast
in the networking gallery. Following that,
attendees gathered in a general session
for an eye-opening presentation called
“The Next Generation Workforce” by
Jennifer Kushell, who has done exten-
sive research on 20- to 30-somethings
(also known as Gen Ys and Millennials).
Whether you understand them or not,
these children of the Baby Boomers are
here in large numbers and are today’s—
and tomorrow’s—employees, customers,
and franchise buyers.



Creative Marketing Competition contestants

Sunset at the Closing Reception

Kushell, a Gen Xer, says this group
of young people—1 billion of them
entering the workforce worldwide—
think and act differently than previous
generations, and that for franchises to
continue to succeed they must address
this demographic group accordingly.
"This “constantly connected” generation
gets easily bored, she says, and suggests
presenting them with “big meaty goals,
stretch goals.” As for achieving them,
“If they don’t it’s humbling, if they do
it’s rock stars.”

Her research identified five motivating
factors for the Next Gen demographic:
1) they want to be valued, 2) they want
to make an impact, 3) they want big
goals, 4) they want to be trusted, and 5)
they want to like you and feel a part of
your team.

Kushell suggests offering coaching
and mentoring opportunities for this
group, giving them some freedom and
flexibility, providing them with clear
career paths, and offering them oppor-
tunities for growth. “They don’t really
know what they want to do with their
lives, thus your job as employer becomes
mentor and career coach, growing them
within your company,” she said. Treated
right, she added, they will make your
company more successful.

Concurrent breakout sessions filled
the rest of the morning before lunch and
a second opportunity in the network-
ing gallery for attendees to learn more
about what the sponsors and vendors
had to offer.

"Technology and its power to change
marketing—in both strategy and prac-

tice—pervaded the two-day event. It’s
here to stay, constantly evolving, and can
be frightening and confusing. However,
according to speakers, panelists, and
franchise marketing executives alike,
the key is to stay on top of it, embrace it
before your competition does, roll with
the changes, keep experimenting, and
measure the results where you can. This
approach will lead some brands to the
top of the market and deliver increased
market share.

Plans are already under way for next
year’s Franchise Consumer Marketing
Conference, scheduled for June 2013.
Watch for more information and details
for registering at www.franchiseconsu-

mermarketing.com, where you can also

view and download 11 of the conference
presentations.
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Share and Share Alike

Franchisors and franchisees
team up on local store marketing

hen the weatherin Penn-
sylvania turned unex-
pectedly warm this past
March, a local Quaker
Steak & Lube held an “emergency” bike
nightin their parking lot—much earlier
in the year than usually possible.

“Quaker Steak & Lube uses our park-
ing lots as a revenue generator, with lots
of outdoor events,” says Russell Berner,
vice president of restaurant operations
for JDK Management Company in
Bloomsburg, Pa. “It’s a marketing tool
for people to have fun and come back
other times.”

JDK also operates other restaurants
(Perkins), hotels (Holiday Inn Express,
Microtel Inn, Econo Lodge, and Hamp-
ton Inn), and nursing facilities across six
states in the eastern U.S. And at their
Florida Quaker Steak & Lube location,
the parking lot events for bikers and
car enthusiasts are year-round (barring
hurricanes).

“We operate from some of the largest
brands to new, up-and-coming brands
like Quaker Steak & Lube,” says Berner.
Local store marketing at the grassroots
level is part of the brand’s roots, he says.
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“We follow that model as we develop in
small and medium markets.”

About three years ago, Quaker Steak
& Lube embraced a local store market-
ing program atits corporate restaurants
and created marketing activities coor-
dinator (MAC) positions. The MACs
focus on driving traffic to restaurants
through activities such as daily events,
community participation, and doing
anything and everything to promote
the restaurants. The MAC positions,
which steadily expanded from part-time,
resulted in increased sales at the corpo-
rate stores. When franchisees got wind
of that, they wanted in.

“The franchise community was asking,
‘Whatare the company restaurants doing
that’s working so well?’ The managers at
the company restaurants attributed it to
great operations and the matured MAC
program,” says Megan Duniec, director
of field marketing for the Quaker Steak
& Lube Support Center in Sharon, Pa.

Although some franchisees embraced
the MAC program around this time,
it soon became clear to them that the
MAC:s at their franchise units needed
additional training and guidance. So in

““Quaker Steak & Lube uses our
parking lots as a revenue generator,
with lots of outdoor events. It’s a
marketing tool for people to have fun
and come back other times.”
—Russell Berner

July 2011, The Lube restructured its field
marketing support to help franchisees
attain similar results, hiring three field
marketing strategists, which they call
MACROs (marketing area catalyst of
revenue optimization).

With the introduction of the MACRO
team, each franchise location was asked
to employ a local MAC. The MACRO

team would then help support the local
MAC:s, with the ultimate goal of increas-
ing same-store sales through local store
marketing. MACROs devote their time
to training and developing restaurant-
level MACs, implementing restaurant
visits, helping to create marketing and
PR plans, and delivering additional sup-
port tailored to the local market.

“In 2011, The Lubes that embraced
the MAC program saw same-store sales
rise 2 percent,” says Duniec. “A strong local
store marketing program can keep you
on the minds of your guests far beyond
their time spent within your four walls.”



“It’s probably the most progressive
thing I've ever seen in local store mar-
keting support,” says Berner. “They’ve
put their money where their mouth is.”

The addition of the MACRO posi-
tions changed what was seen as an ad-
ditional burden—despite the positive
results—into a program offering ad-
ditional support to attain those results.

The MACs work out of the local res-
taurant and are paid by the franchisee or
company restaurant, while the MACROs
are supported by the system’s advertising
fund. “That’s the direction the franchi-
sees wanted,” says Duniec. “This allows
the general manager to entrust someone
else to handle those things, and to focus
on operations.”

Berner agrees. “It was a mutual ap-
proach. We wanted more support in mar-
keting and getting the word out. Since
we can’t afford television-type penetra-
tion and corporate was doing a very nice
job with it, we asked for more,” he says.
“They stepped up and hired additional
personnel for more local support.”

Inidal results from the collaborative
program include more Facebook fans,
email club members, and text message
recipients. Growing these databases is
a key focus of the program.

“Once the infrastructure and person-
nel are in place, it’s all about what tactics
and programs are developed at all lev-
els to be used in local store marketing,”
says Berner. “They always had a strong
marketing department with creative, en-
trepreneurial thinking. It’s the core and
essence of the brand, and they found a
way to build on and improve that for
the franchisees.”

Franchisee buy-in, often a problem
when spending is involved, was not a
problem here—in fact, it was the oppo-
site. “They’re the ones that drove that
structure,” says Duniec. “Without that
support from operators it’s hard to keep

something like this going.”

“Micro group” marketing
Opver the past two years, CertaPro Paint-
ers has been experimenting with a re-

gional marketing program, looking to
hire what the company calls a “micro
group” marketing manager: a marketing
person shared among a small group of
geographically contiguous franchisees,
usually two to four.

The program seeks to support mar-
keting activities for the brand’s smaller
franchisees, who can’t afford to hire a
full-time person themselves. By combin-
ing their part-time needs into a full-time
position, a small group of franchisees can
gain the benefits of having a dedicated
marketing person, growing their busi-
ness, and focusing on operations.

“It’s still a very young program,”
says Anne Gillaspie, brand manager at
CertaPro. “We’re trying to introduce it
into the field more in the coming years.”

Last summer, the company tested a
version of the program in Toronto, hir-
ing a marketing manager for a group of
eight franchisees (too many, says Gil-
laspie today). And while she says there
was not enough data to produce a strong
conclusion, the entire group did see a lift
in business, and the test run provided a
great deal of useful information about
the training and management of the
shared marketing manager.

Since residential painting is seasonal,
franchisees who could afford to hire a
marketing person during their busy
season could not afford it in the slower
winter months; and marketers seeking
steadier or greater income often would
find other jobs and not return the follow-
ing year. “We were investing in people,
butlosing them,” says Gillaspie. “So why
notjoin businesses who need it, and the

franchisees can pay by the project.”

Larger and mid-sized franchisees in
the system are able to hire their own
marketing managers. Gillaspie says there
are about 55 marketing managers work-
ing for these franchisees, either full- or
part-time. “We’ve been hiring market-
ing managers for years,” she says. “We’re
trying to duplicate that for groups of two
to four franchisees.”

Although the program was developed
at corporate, the franchisees do all the
hiring and management, often working
in concert with the general managers.
“Finding the right candidate for the po-
sition is important,” says Gillaspie, who
should know: she has been involved in
the genesis of the program since 2009,
when she became a part-time market-

“All the grassroots local branding
has to be done in their turf.

The franchisees are really liking

the idea. The main goal is to get our

brand out there.”
—~Anne Gillaspie

ing manager for a CertaPro franchisee
in Denver. Word got around, and about
six months later she metwith corporate,
who hired her to develop similar mar-
keting programs system-wide.

Except for promoting the program
to the franchisees and providing the
training modules, there is no direct cor-
porate involvement in the day-to-day
execution of local marketing. “It’s all
on the franchisee level,” she says. “We
take a micro group within the co-op,
which starts recruiting for this person.
When they agree, they hire someone
and share the responsibility for over-
seeing that person’s hours.” The cost of
the marketing person is shared among
the franchisees in the micro group, with
payment based on the number of hours
that person works for each franchisee.

Training is done through a set of six
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online e-learning modules that she and
a colleague created, and takes about two
to three weeks. “My role is support,” says
Gillaspie, who is available to answer any
questions from the marketing manag-
ers, both during and after their training.

The results—based on number of
leads, scheduled estimates, and jobs
that close—have been positive, she says.
Success is based on each franchisee’s
marketing plan for the year and the
marketing manager’s ability to increase
those numbers.

“The role is flexible,” says Gillaspie,
dictated by the needs of each franchi-
see in the micro group. Activities can
include creating a team of canvassers
to recruit leads, overseeing sign place-
ment, and knocking on doors, making
business introductions and distribut-
ing door hangers; as well as following
up on estimates, making callbacks, and
managing a customer thank-you pro-
gram in their area. Many of these local
grassroots marketing activities can be
done from a franchisee’s home office
or their own office.

Marketing managers also can use so-
cial media to spread the word, interacting
and engaging online with potential, cur-
rent, and previous customers. And while
this activity can be done from anywhere,
“All the grassroots local branding has to
be done in their turf,” she says.

"The benefits for franchisees, she says,
include having their own marketing person
with the background and qualifications
to take the message, strategy, and tactics
from corporate and implement them in
the field. The benefit for the marketing
manager is a full-time job spread over
different territories, with the franchisees
paying for only the hours they need.

Although the program is still young
(only about 2 groups have been successful
and stuck with it, says Gillaspie), “The
franchisees are really liking the idea,”
she says. “The main goal is to get our
brand out there.”

A franchisor’s guerilla education

Ati9 Sports, grassroots local store mar-
keting “has been something we’ve done
from the outset,” says Brandy Zickefoose,
brand manager. “It’s how the model
started out. We like to keep startup and

marketing costs low.”

Three years ago, when 19 opened a
corporate store, it became readily ap-
parent to management that franchisees
were being asked to do too much—in
both time and money—to carry out
the company’s recommended market-
ing activities.

“It was a huge change for us. We
saw an immediate need for these re-
sources, thatit was a lot for one person
to take on,” she says. “For franchisees
managing guerilla marketing efforts for
several locations, it was important for
us to put training in place, as well as
show them how to execute particular
tasks: where to go, what to say, and
how to track it.”

About two years ago, 19 started devel-
oping specific processes and tracking the
resources required for, and the results
of, its local marketing efforts. After some
fine-tuning, the company introduced a

new-and-improved plan to franchisees
last summer at the company conference.
She says it was well-received.

Since opening that corporate store 3
years ago, she’s been working on tighten-
ing up the brand’ local store marketing
efforts and how they measure its ROL
“As we’ve become more effective and
track the results, we’ve been able to re-
duce traditional marketing efforts and
put the money saved back into guerilla
marketing,” says Zickefoose.

“Low-cost marketing initiatives are
always received fairly well, as long as
they show results,” she says. “It was
probably a bit overwhelming to think
about all the things you could do until
we developed the processes for how to
strategically plan what you want to do,
and the resources needed.”

In the past, she says, corporate told

franchisees basically to “go do” all the
marketing activities corporate recom-
mended. Now the message is much
more specific: “Here’s whatyou're doing
this week.” That could include building
relationships with schools, distribut-
ing flyers to send home with students,
developing relationships with PTAs,
and coordinating with school events;
blanketing an area with road signs;
and developing partnerships with local
businesses (bowling alleys, spas, family-
friendly restaurants) and collaborating
with local restaurants on a “kids eat free
night,” distributing coupons to custom-
ers to help drive sales.

“It’s all about building relationships
with organizations that reach that same
target market, and developing mutually
beneficial programs,” she says.

Even putting out road signs has be-
come “more granular and strategic,” she
says, and 19 created a spreadsheet with

“It was important for us to put
training in place, as well as show
them how to execute particular tasks:
where to go, what to say, and how

to track it.”
—Brandy Zickefoose

maps showing franchisees where to place
them. “If  know where they’ve been, we
can follow up and manage better,” she
says. “Before, we gave them a bunch of
signs or flyers and did not know what
was going on.”

"Tracking marketing initiatives at each
location allows her to see the results on
a weekly basis—and how many leads,
prospects, and new customers came on
board that week. “If three of four are do-
ing well, we can track to see what's being
done and not done,” she says.

Making this all happen, however,
was not a slam-dunk. “It’s hard to train.
We’re trying to get our arms around it,”
she says. Since then, i9 has developed
scripts with talking points, webinars, and
is doing more training. “It’s an ongoing
education for us,” she says. And for the
franchisees as well. m
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people look for when making a
dining decision online.

Your Menu.
Hundreds of Sites.

AILIAL ™= ! .iT

JINULEP

Contact Us at 866-785-7392 or sales@singleplatform.com


mailto:sales@singleplatform.com

THE GREATEST OPPORTUNITY
FOR RESTAURANTS TODAY

“Give the customer what they want - Your Menu....Online”

oodservice operators understand
the importance of the first part
of this statement, and have done
a great job creating their dining
experience — from restaurant design, color
scheme, menus, beverages, and pricing —
to match their customers’ expectations.
But what do potential customers want
to know BEFORE they walk into your
restaurant, and where are they finding
the information they need? The answer
- the number one item people look for
when making a dining decision is your
menu, and the number one place they’re
looking for that menu is online.

Current statistics show that 73% of
online searches are related to local con-
tent, and that restaurants are the most
searched type of local business. Further-
more, when making a dining decision, your
restaurant’s menu is more of a priority
to these consumers than your location,
reviews, ratings and even coupons. Over
the past 3 years, domestic searches on
Google that contained the word “menu”
have more than doubled as consumers
increasingly make their dining decisions
online. That is why it’s imperative that
every brand migrate this information as
broadly as they can to the digital world.
Clearly, the way diners make decisions
has changed over the last decade. The
question is - has your system has kept
us with these changes to take advantage
of these massive number of local food-
related Internet searches?

While most brands have a website, a
presence on Facebook, and possibly good
engagement through Twitter, these social
media tools are only used by customers
who already know your brand. Your po-
tential customers visit search engines, city

“SinglePlatform is a no
brainer. My menu is my
greatest asset. With
SinglePlatform | know
my menu is added to
every website and it’s
always accurate since
| control the content”

— MAGDA WYBIERALSKA,
GENERAL MANAGER, LES HALLES

guides, travel sites, and review sites to find
NEW venues, and they increasingly use
itemized search to find restaurants that
serve the one dish they’re craving at any
given moment.

So if the key influencer in the dining
equation is your menu, and millions of
potential customers in major markets
are searching for this information on-
line, why haven’t most brands created a
huge digital footprint thatalso allows for
itemized search? Here are a few reasons:

B Itis virtually impossible to keep track
of the ever expanding universe of
applications and platforms where
you need to postyour current menu

B Ensuring that your menu, pricing
& specials stay current and accu-
rate poses an equally daunting task

B Optimizing your menu for mobile
apps is not as easy as it looks (just
ask Facebook)

B Making sure that your updates are
simultaneously updated (to avoid
online confusion) takes technical
skills that are probably not avail-
able in-house

Faced with these challenges, most
brands limit their digital presence to the
above mentioned “inclusive” channels —
their website, Facebook & Twitter —and
thus miss out on reaching all the potential
consumers searching the web who are not
already familiar with their brand or their
current menu/pricing/specials.

About two years ago, SinglePlat-
form endeavored to fill this vacuum.
The company has created a simple,
efficient and cost-effective platform
for foodservice operators to update
their menus/pricing/specials once, and
broadcast this information to the wid-
estnetavailable on the Web. Through
exclusive publishing arrangements with
most of the Tier-1 content distribu-
tors on the web (like YellowPages.com,

foursquare and Urbanspoon to name
just a few), SinglePlatform is able to
leverage its proprietary technology
to allow foodservice operators to post
changes once, and have them simulta-
neously broadcast to all relevant online
publishers on the Web (including your
company’s website, Facebook page and
Twitter account).

Within the last quarter, the online
menus posted by SinglePlatform were
viewed over twenty five million times,
and that number is increasing exponen-
tially as more publishers go live. Single-
Platform has also created a system that
meets the needs of the entire foodservice
sector — from single independent fine
dining establishments to massive QSR
franchise systems. If you’re looking to
efficiently reach your best prospects
online, let SinglePlatform help design
and implement the best solution for
your company. ll

ARTICLE SPONSORED BY SINGLE PLATFORM
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BY KERRY PIPES

Transparency and
Disclosure

Denny’s relies on communication, mutual respect,
and continual franchisee feedback

ohn Dillonisa straight shooter
in describing what he’s been
doing as vice president of mar-
keting and product develop-
ment at Denny’s. “I've spent the last
five years working to drive the overall
marketing strategy for the brand and
spearhead compelling marketing cam-
paigns that will help drive sales in our
restaurants,” he says.

Dillon is no newcomer to franchise
marketing. Before joining Denny’s, he
was vice president of marketing for the
NBA’s Houston Rockets. He also spent
10 years with Yum! Brands, where he
held various leadership positions in brand
marketing, national product launches,
menu development, consumer insights
and strategy, product innovation, field
marketing, and finance.

We asked him about Denny’s approach
to franchisee relationships and collabo-
ration, and what role strategies like “full
disclosure” and “transparency” have had
had on sales, customer satisfaction, and
system growth.

Describe your role at Denny’s. As
vice president of marketing and product
development, my role includes develop-
ing new products, optimizing the core
menu, creating the marketing calendar for
the year, and ensuring that our franchise
partners have the support they need to
succeed. We are very proactive in sharing
our marketing plans with our franchise
partners and include them in the develop-
ment process. Our franchisees are our eyes
and ears to the field, and their contribu-
tions and opinions are invaluable. They
are on the front lines every day with the
guests and have a very good sense of what
will resonate best.

What role do terms like “full dis-
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closure” and “transparency” play
in your overall marketing scheme
for reaching prospects and for
assisting existing franchisees?
Transparency and full disclosure are
imperatives for a successful franchise
partnership. As far as working with exist-

ing franchisees, our goal is always to be
collaborative and transparent to ensure
that our franchisees have the opportu-
nity to weigh in on decisions that affect
their restaurants. The same spirit of full
disclosure applies to reaching franchise
prospects as well. It is very important to
be open and honest from the start of a
potential partnership to ensure that ex-
pectations are aligned.

Why is a policy of full disclosure
important for today’s franchise
buyers? There is a lot of information
available to franchise buyers today and
a lot of growing concepts that are get-
ting into the franchise model. Any brand
considering franchising must operate

under a policy of full disclosure if they

want the relationship to succeed. Fran-
chisees are the operators of our business
and need full disclosure to successfully
run their business.

How is Denny’s reaching prospects
today? What’s changed about the
“openness” of the processes? We
continue to reach prospects through a
variety of channels. We are fortunate
that as a nearly 60-year-old brand, we
are well known in the franchise com-
munity. We are currently placing an
emphasis on growing the brand outside
of the U.S., so we're focused on finding
well-qualified franchisees to help us grow
Denny’s internationally. Being open with
prospective franchise partners continues
to be essential to find the right match
for the brand.

Doesn’t it just make sense to
come right out and be as open
as possible with prospects? Ab-
solutely. We have a very collaborative
relationship with our franchisees and a
very strong franchise group organized
under the Denny’s Franchisee Association
(DFA). We work closely with the DFA
to ensure that prospects know exactly
what is expected of them and what they
can expect from the brand. As with any
business relationship, open and honest
communication is essential.

How have prospects changed in
the past 5 to 10 years? Qualified
prospects still remain focused on the
brand’s financial health and growth per-
formance. However, as a legacy brand,
the question of relevancy often comes up
and continues to be of equal importance.

What marketing strategies are
you using to be more open and
transparent with prospects? ['ran-
chising is a relationship business, so each
year it is important for us to let our tar-
get audience group know what’s new at
Denny’s. To help do so, we collaborate
with national trade publications such
as Franchise Update, Franchise Times, and
the Wall Street Fournal to keep them in-
formed. Of equal importance, we also
exhibit and network at the Multi-Unit



Franchising Conference, Restaurant
Finance & Development Conference,
and attend the Restaurant Leadership
and IFA conferences. We also have a
very informative franchise recruitment
website where we offer interactive web-
inars four to six times a year. We also
welcome potential prospects to contact
our franchise team directly by phone or
email for any inquiries.

What tools do you use to trans-
parently provide information to
prospects after initial contact and
throughout the process? Our online
portal and franchise webinars have been
excellent tools for us to communicate
with potential prospects. Each webinar
lasts about 20 minutes and includes a live
chat feature for participants to submit a
question anytime during the presenta-
tion. After the webinar, we use an email
string where we share currentand relevant
news alerts on Denny’s. Our recruitment

Kindle version also available!

Get your copy of

this ground-breaking
book today! For only $29.95
(plus shipping & handling).

Order online, at:
www.Amazon.com

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

process has many stages and is generally
measured from interest to real intent,
and then completion of the franchise
application. We provide each of our
candidates with a number of resources,
including an FDD, sales literature, and
franchisee testimonials.

What is changing in terms of how
existing franchisees need to com-
municate? Over the last several years,
the expectation for regular communica-
tion has increased from both sides. We
live in a much more collaborative time
today, where information is passed back
and forth quickly and regularly by email
and the expectation for prompt response
and feedback is expected.

What are the three most important
keys to creating open and trans-
parent communication channels
with your existing franchisees?
1. Regular coordination and communication.

reveal how to do it right

Sales-producing techniques for new
and experienced development

executives

Buy today and sell
more tomorrow

The must read, breakthrough guide to building
a world-class franchise system faster!

Five time-tested success drivers
for greater franchise growth

100+ franchise case examples

Marketing and ad strategies to
generate more qualified buyers

By thatI mean that communication can-
not be a one-way street. Franchisees and
the brand need to work together to come
up with marketing and menu ideas that
receive buy-in from both parties.

2. Mutual respect. A franchise partner
chooses to work with a brand because they
have a passion for the product and what
the brand stands for with consumers. And
the brand is selecting the franchise partner
because we believe they can succeed in
growing the brand through their franchise
locations. Maintaining this mutual respect
comes from regular communication and
collaboration, as outlined above.

3. Feedback. The feedback from the
franchise community is essential to
develop successful programs moving
forward. We solicit feedback from our
franchisees regularly to understand what
is working in their eyes and what we can
improve upon. We take that feedback
to heart as we develop new programs
for the brand.

DISCOVER HOW

1,500 franchise executives saved
$1,000’s in development costs
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roundtable:

Marla Pieton

Senior Director of Marketing

Quaker Steak & Lube

Every quarter, we
host a Franchise
Owner Dinner and
Roundtable. The
purpose of this get-
together is to allow a
free exchange of
ideas about how we can improve
franchise supportand further strengthen
our brand. We also like to refer to the
session as a “What’s stupid around here”
meeting, with the ultimate goal of
having open, transparent dialogue
between franchise owners and Lube
team members. Being transparent, or
operating with a lack of secrecy, has
proven to be a critical component of our
brand’s growth and 38-year success.

At one memorable roundtable, we
spent significant time discussing our
menu and how it could be improved
to strengthen our brand DNA. We ul-
timately came to three conclusions: 1)
the current design is important, 2) when
new menu items are added we should
take old ones off, and 3) we must respect
our base (wings, ribs, burgers, and sal-
ads) while continuing to find new and
creative items that loyal Lubies would
enjoy. Certainly the outcome of this
discussion was important, but what was
extremely gratifying was the interaction
and exchange of ideas that took place
among all parties. This is key to suc-
cessful relationships.

Additionally, WYSIWYG—*“whatyou
see is what you get,” a term that became
popular in association with the original
Apple computers because what you saw
on the screen was what printed out on
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paper—is another important leadership
traitwe all try to exhibit at The Lube. By
displaying commendable WYSIWYG
qualities, we are creating a more open,
honest work environment. Operating in
this matter allows us to get more done,
make smarter decisions, and build trust
among one another.

Today, Quaker Steak & Lube has be-
come one of the fastest-growing restau-
rant chains in the country, and has won
hundreds of national and international
awards for our wings and more than 20
different wing sauces. Further, we are
rapidly expanding and are thrilled to be
ina position to double our 50-unit foot-
printin the near future. This would not
be possible without our franchise own-
ers and Lube team members working
closely together to grow the brand and
provide the best possible experience for
current and future guests.

Scott lversen
Director of Marketing
Toppers Pizza

When it comes to com-
munication, no two
brands are the same.
While some of their
technologies (extranet
sites, social media foot-
print, advertising strat-
egies) mightalign, communication is not
a one-size-fits all box. Communication,
though, is critical for success. It is the
most crucial beginning to any process,
whether brand, franchisee, or customer.
Communication is where first impres-
sions are made and, hopefully, last.
When it comes to communicating
our brand, we take a very open approach,
from our messaging to advertising to PR

to social footprints. Toppers focuses on
talking with the end user, not at them.
This form of communication hasled to
strong unit-level economics, including
average annual gross sales per unit of
$932,761 and an average per-unit net
profit of $131,341, as reported in our
Item 19. We have achieved strong sales
through our brand communication, as
we focus on building loyalty among
customers. The way our brand speaks
sets the tone for the way we commu-
nicate with our franchisees: frequently
and honestly.

With our franchisees, we walk a fine
line of communicating, in that we don’t
want to over-communicate, yet still pro-
vide them with strong tools to be suc-
cessful. Toppers does have the benefit of
operating restaurants corporately, so we
can test communication processes with
our managers and leaders and judge their
receptiveness to ideas and methods.

One strategy we have implemented is
a quarterly marketing kit, a deep docu-
ment full of every marketing initiative
we have scheduled for the next quarter,
from the way we speak with our cus-
tomers to our social promotions to our
advertising collateral. All information
is in one document, neatly organized
to provide ease of understanding for
our franchisees.

Setting up our franchisees for success
with proper planning then translates to
our customers. We are proactive in our
communication and give the customer
plenty of time to prepare for their Top-
pers experience. For instance, we have
builta strong following on our Facebook
Fan Page (we have more fans per loca-
tion than any of our big box competi-
tors) who patiently await our Toppers
Tuesday specials, a socially promoted
deal on our slowest sales day, used to
reward our customers with an additional
opportunity to enjoy our productas well
as a way to increase our system-wide
sales on a slow day.

Communication is key to our success,
from restaurant to website to socially
to marketing. Consistency of message
and not overcomplicating our message
is exactly what our brand delivers and
our franchisees and customers desire. B
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GRAPHIC CREATED BY THIRD PERSON, INC.

The Three C’s of
Social Media

Finding the perfect blend of customer,
content, and channel

ouTube, Pinterest, Facebook,

Google+, Twitter, Stumble-

Upon... the sheer number of

today’s social media channels
can make a marketer swoon. Add the
burden of creating unique content to en-
gage with the right customers at the right
time—while still managing all the other
responsibilities of one’s job—and you’ll
have to pick your poor marketing profes-
sional up off the floor,
anyone manage in to
monstrous social me
landscape?

First, start by ac-
knowledging that
no one can do it all.
Even for brands as
large as Coca-Cola
and Apple, there are
simply too many social
media channels for on
company to create mej
ingful, engaging prese
all of them. And more important,
nor should you.

If you strip away its shiny new exte-
rior, atits core social media is just like any
other marketing strategy. This means that
to get the ROI you need, some channels
are going to work better for you than oth-
ers. And, frankly, some channels, even if
they’re the hottest thing going, justaren’t
going to work for you at all.

So before you jump on the bandwagon
of the latest social media channel, make
sure that the cartis heading in a direction
that will take you toward your marketing
goals. You can do this by determining your
unique mix of the “Three C’s”: customer,
content, and channel.
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Customer

The best marketing strategies start by
understanding the customer. The same
is true with social media—if possible,
even more so.

For example, if you own a pool instal-
lation franchise, you already know your
ideal customer lives within a 50-mile ra-
dius of your showroom, is married, and
has children between the ages of 4 and 24.
or your social media
, you don’t want to
there.

Let’s say you learn
that your pool cus-
tomers are also very
likely to be boosters
of local high school
sport teams. Now,
instead of being a
nameless company
atsends outjunk mail,
can become an active
n online community
that shares scores and highlights of
recent games, promotes team fundraisers,
celebrates collegiate drafts, etc.

The bottom line on social media is
that it’s more important than with any
other marketing medium to be able to
answer the customer’s queston, “What’s
in it for me?” To be able to answer that
meaningfully, you have to know your cus-
tomer better than you ever have before.

Content

The best content for your social media
strategy isn’t dictated solely by your
customers. It also has to be right for

your brand. But what kind of content
is that?

"To answer this question, start imagin-
ing your brand as an actual person. What
kind of personality traits would that person
have? What topics of conversation would
he like talking about? What would endear
him to others?

For example, let’s say your company;,
ABC Tax, provides personal tax prepara-
tion services. If ABC Tax were an actual
person, he’d be a confident, competent,
yet friendly sort of guy. He’d be the type
you’d trust to go through all of your per-
sonal finances, then hang out with you at
the neighborhood picnic.

Once you've personified your brand,
it becomes much easier to create con-
tent with a consistent tone of voice and,
in turn, build a successful social media
presence. For ABC Tax, the social media
content strategy would help the average
person understand complicated tax rules
and regulations, while throwing in the
occasional plug for a community event
or local hotspot.

Channel

Even with a great strategy, clearly iden-
tified customers, and quality content, it
can still be very difficult to gain trac-
tion in social media. Don’t make it even
harder by posting your content where
it doesn’t belong. Instead, take the time
to determine which social media chan-
nels are best suited to your content and
your audience.

For example, if you have a lot of video
content, make sure the channel (or chan-
nels) you choose makes it easy for your
target audience to both find and view
your movies. YouTube, Vimeo, and Vid-
dler might be good places to start.

Finally, don’t limit yourself to just the
household names like Facebook, Twitter,
LinkedIn, and YouTube. Depending on
your content and your goals, a smaller
niche site might be the perfect place to
engage with your target audience. Sites
such as social-networking.findthebest.com
can help you find social media channels
that might be a good fit for you.

Melinda Caughill is partner, Strategic
Marketing at Third Person, Inc., amarketing,
advertising, andweb design company based in
Milwaukee. Contact ber at melinda@third-
erson.net or 414-221-9810 x302.
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BY TOM EPSTEIN

Don’t Be Afraid

Tame tomorrow’s technology today!

omputing in the cloud,
mobile applications, and
near field communica-
tion (NFC) have many
IT people losing sleep at night trying
not only to figure out what’s happen-
ing with these technologies, but also
how to keep up. Changes in technol-
ogy and how consumers use it are so
overwhelming and fast-moving that
many companies are paralyzed and not
doing anything. And it is fast-moving:

* Among the approximately 314
million people in the U.S., about 90
million smartphones are in use, plus
another 17 million tablets.

e At the end of 2011, more than 45
percent of adults in the U.S. were using
mobile devices for Internet access. By
year-end it will be 70 percent, and if
your target is teens and young adults
itis even higher.

® The average smartphone user
spends upwards of 60 percent of their
time on the phone searching the In-
ternet or using apps—ot making calls.

Pretty impressive numbers. .. enough
to scare anyone about the potential ben-
efits and the effort needed to achieve
them. But there really is nothing to
be afraid of. What I tell our clients is
that this is just another coat of paint
on technologies they already are using.

1) The cloud. You have been using
what we now call “the cloud” for more
than 20 years—for email, file sharing,
video conferencing, and a host of other
activities we take for granted. Most
notably is how the cloud is changing
POS: you can now very cheaply run a
fully functioning cloud-based POS sys-
tem for a franchise chain with a tablet,
printer, and cash drawer. Hardware costs
a fraction of what you are used to pay-
ing, and software updates to meet com-
pliance standards or add new features

can be automatically pushed down to
the tablet. Plus, reporting is a breeze.

2) Mobile. People have been doing
mobile business forever, but had to re-
turn to their offices to complete their
daily tasks. We now can do all that and
more through mobile devices in the field.
Loyalty programs have also benefited
from mobile. We used to mail postcards
or email our loyal customers with offers
or updates. Now we can instantly send
messages to their phone (which they
are never without) with special offers
to come in, or while they are in the
store making purchases, and to make
program updates. And customers can
order goods and services directly from
apps on their phone, without having to
enter the store or restaurant.

3) Near field communication.
NFCis simply a way to communicate a
piece of information from your phone
or tablet to another party to achieve
something you want. NFC will be big
in POS for tap-to-pay, loyalty programs,
and to track purchase history. You will
begin seeing more membership-type
companies use this so members don’t
have to carry a card to participate. Some
figures to consider:

* 93 million smartphones with NFC
were deployed in 2011, 183 million will
be deployed in 2012, and more than
300 million are likely in 2013;

* 100 million people used NFC last
year, a number that should more than
double in 2012; and

® 12 percent of all smartphone users
have already paid for something with
their phone—more than the popula-
tions of NYC and LA combined.

My point is: Don’t be afraid of this
technology. Chances are you have been
using parts or all of it for years. It is
just being enhanced with new termi-
nology to make it sexier. The biggest

mistake I see being made by franchisors
is they are attacking all of this in separate
silos within the organization. Operations
may be looking at the reporting, I'T at
the POS, and marketing at the loyalty
aspects. However, these departments
are not talking to each other, so orga-
nizations end up with a hodgepodge of
technology that does not communicate
for maximum benefit.

When we meet with clients, we try
to get stakeholders from all of these
departments together in a room so
we can discuss how each affects the
others—with the goal of creating a
system-wide program that aligns all
of them into a single strategy ready
for execution. Here’s one way this
could work.

Imagine you’re in the mall, your
phone buzzes with an offer from your
favorite store. When you enter the
store, the sales clerk’s tablet buzzes,
alerting them that you’re there. A list
of your previous purchases appears on
their tablet, as well as any other in-
formation you might have provided,
such as for a loyalty program, birth-
days, anniversaries, etc. The sales rep
now has the ability to offer specific
items you might be interested in based
on your previous purchase history
and can offer incentives to purchase
more, based on meeting tiers in your
rewards program.

When the merchant has all its cus-
tomers’ buying patterns in a search-
able database, it can help them make
marketing decisions at the chain or
the unit level; buying decisions based
on sales trends; and site selection de-
cisions based on tracking where their
customers are actually coming from—
not to mention the huge uptick in sales
all of this will accomplish. That day is
today... so get on your way (sorry Dr.
Seuss, I couldn’t resist). M

Tom Epstein is CEO and founder of
Franchise Payments Network, an electronic
payments processing company dedicated ex-
clusively to belping franchisors and their
[franchisees improve system performance,
increase revenue, and reduce expenses.
Contact him at §66-420-4613 x1103 or
tormepstein@franchisepaymients.net.
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but one routinely spends more
with your competitor!
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Cardivtics’ rewards program opens
Nnew channel to marketers

hrough innovative campaign
I technology, Cardlytics builds highly
targeted banking rewards programs
that provide retailers with a positive,
measurable ROI. “We have opened up
an untapped digital marketing channel,
bringing timely, relevant offers to banking
customers,” says Scott Grimes, CEO. “As
a result, response rates from our programs
are 50 to 100 times higher than average
for digital media.”

Cardlytics’ platform will reach more than
75 million households by the end of Q3
2012.

Whether consumers use a debit, credit
or prepaid banking card, that transaction
data is captured by the bank. Cardlytics
enables the bank to present relevant offers
based on a consumer’s transactions.
When the consumer shops in a store or
online and the transaction posts in their
account, the reward is shown in their
online and mobile bank statement.

“A bank or credit union can provide
these rewards at no cost, and the
merchant gets highly efficient access to
exactly the right consumers at a low cost,”
Grimes says.

The Cardlytics multichannel platform can
extend offers through the breadth of the
bank’s digital channels, including SMS,
email, mobile, ATMs and social networks,

< Fl Bank

Customer-Centered Banking

Accounts Transfers | Payments

Summary

as well as online banking. Cardlytics offers
100 percent pay for performance. No ad
fees are charged until a customer makes a
purchase.

Consumers love the program because of
its ease and convenience:
e Offers show in the places consumers
visit and are loaded to their preferred
payment vehicle of choice
* Rewards are automatic with no coupons
to print or codes to enter
* Relevant offers are based on their
shopping habits
e Moderate users see savings of up to
$200 per year, with no limit for active users
e Offers appear in a safe, secure
environment

How it works

1. Cardlytics enables advertising offers
inside bank accounts.

2. Retailers can run offers in consumers’
transaction statements targeted against
actual debit/credit card purchases.

3. Customers see offers on their bank

accounts and click to activate them.

4. Rewards are applied automatically
when customers shop using the debit,
credit or prepaid card associated with
the account.

5. Cardlytics tracks and reports all
redemptions—whether online or in-store.

Secure Messaging | Secure Forms | User Options | What's New | Help | Log Out

Francis Q. Sample

Mobile Banking | Customer Service

View Detail / Register  [KOIlIaI-RS=1¢=1gal=To) HNNP-Ye e NOZ 1 {=To[o ][]

. BB Print Page
Account Details - CHECKING ******3058

Date Type Description/Category Status Debit (-) Credit (+) Balance
5/09/2012 CHK CRD WHOLE FOODS MA 5411 CLR $67.43 $1,379.81
5/10/2012 CHECK CHECK #127 CLR $420.00 $959.81
5/10/2012 CHKCRD  MONDO BURGER #42 5814 CLR $10.13 $949.68

@ New Offer!
5/12/2012 CHK CRD KROGER 725 PON 541 CLR $21.36 $928.32
5/12/2012 CHK CRD CHRIS’ BAR-B-QUE #534254 CLR $98.18 $830.14

= §-5 Active Offer!

““‘S% Rod’s Ribs ;EOF;RE >
¥ - “S'  Eamn 5% cash back on every purchase from Rod's Ribs. Maximum reward is $10. Offer OFFERS

rewards.

ends 6/15/2012. Click the blue “See More Offers” button to see all your offers and earn

FI Bank Rewards Program, get inspired, take charge, eamn cash!

Offer is valid only with Your FI Bank Visa® CheckCard. Earned rewards will be paid within 60 days.

5/12/2012

5/13/2012 CHK CRD

5/13/2012 CHK CRD
@ Rewards Earned!

CHK CRD  BOULEVARD FOOD 5542
FRESH 2 ORDER MA 541

ROD'S RIBS 725 PON 541

5/14/2012 CHKCRD  CAMELLIS 725 PON 4411

CLR $30.06 $800.08
CLR $27.67 $772.41
CLR $21.36 $751.05
CLR $7.28 $743.77

ARTICLE SPONSORED BY CARDLYTICS

Consumer targeting may be based on
ZIP code, store name, store category,
purchase frequency or amount of
expenditure.“We can provide a level of
targeting that’s simply not available in
other channels,” Grimes adds. “One
incentive could be given to those who
have shopped recently, and another to
customers who haven’t made a purchase
in the past six months. Loyal customers
could receive an offer after every third or
fourth purchase to reinforce that behavior.
There is a wide range of options—each
with a clear measurable result.”

Unsurpassed Campaign

Measurement

With Cardlytics’ platform, marketers can
quickly analyze the success of offers and
refine and redeploy the most effective
long-term campaigns without the time and
expense typically involved with traditional
direct programs. With Cardlytics’ Test vs.
Control methodology, merchants have the
ability to monitor customer spend before
and after the campaign, measure revenue
lift, compare cost per acquisition and
understand the long-term value of new
customers.

Direct View

For the CMO, Cardlytics provides a direct
line of sight from the click to the retail
purchase —solving one of today’s biggest
marketing challenges. “With our ground-
breaking technology, we are the first digital
channel to directly measure the correlation
between an online promotion and an
actual purchase in a brick-and-mortar
store,” Grimes explains. “Marketers need
to know their online campaigns are driving
increased offline sales, and now we can
provide the data to prove it.”

Founded in 2008, Cardlytics will soon
reach more than 75M+ households
through 300+ banks and credit unions.
“They simply turn on our technology to
enable offers to their customers,” Grimes
says. “We don’t touch any sensitive
consumer information, which remains in
the bank’s secure data environment.”

For more information,
visit www.cardlytics.com
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Music to their Shears

Rock the Cut promotion pairs Supercuts stylists
with “indie” bands

heryl and Joey Robinson
operate 35 Supercuts lo-
cations in the Los Angeles
area. Cheryl represents their
company, Sapphire Ventures, on the board
of the Supercuts Franchise Association
(SFA). Together, they led the production
of a terrific SFA conference to introduce
“Rock the Cut,” a new marketing cam-
paign that touches Supercuts’ customers
in multiple ways.

By now, you’ve probably been exposed
to Supercuts TV spots that pair indie bands
like Vintage Trouble with Supercuts em-
ployees. Candid rehearsal shots and live
concert footage are mixed in with images
of band members interacting with stylists
at Supercuts. “You have a pride in the way
you step out into public, especially when
you have a good haircut,” says Ty Taylor,
Vintage Trouble’s front man, in one of
the 60-second spots. “You’re going to
leave looking like a rock star,” promises
Supercuts hairdresser Diana.

Supercuts is working to connect with
customers by affiliating with some of
the hottest emerging artists, including
Vintage Trouble, DJ Ken Loi, Laura
Bell Bundy, and Gold Motel—all part of
Supercuts’ Artist Ambassador Program.
More than 600 local and regional bands
and artists are involved in the program.
What does that mean to customers of
Supercuts?

Gabriel Beltrone from Adweek ex-
plains. “The featured bands are tasked
with promoting the brand on major so-
cial sites like Facebook, Twitter, Tumblr,
Foursquare, and Pinterest.” Collec-
tively this social media effort touches
4 million loyal fans of the artists with
the goal of transferring some of that
loyalty to Supercuts and “molding fun-
damentally countercultural artists into
a small army of corporate endorsers,”
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according to Beltrone.

Check out the music discovery and
social media website (rockthecut.su-
percuts.com) to see the wide range of
free cuts of downloadable new music.
The music, and the website, are also
promoted through iHeartRadio and
through tie-ins with ESPN X Games
and Live Nation. The campaign par-
allels the musicians’ passion for music
with the artistry and level of attention
that Supercuts offers. This strikes me
as a stroke of genius!

Jerry Conner is a member of the ac-
count team from Element 79, an agency
in Chicago, who works with the SFA.
While he isjustifiably proud of the agency
work, he made a profound observation:
“After all of the advertising, the promo-
tions, the social media, and the other
out-of-salon enticements, the brand is
ultimately delivered in the salon. Making
the customer experience the best that it
can be is the holy grail.”

"To putitanother way, you can market
all you like, but people believe what they
experience. And they believe what their
friends experience. And they even believe
whatstrangers say online about what they

experienced. So if a Supercuts stylist can
go beyond providing a great haircut and
bring the Rock the Cut experience to life
in the salon, there will be many custom-
ers who will become promoters of the
Supercuts brand because of how they
were treated. And those fans who leave
not just looking good but feeling good
about themselves and about being part
of a countercultural movement—which
let’s admit, we all remember that feeling
from our youth—will use social media to
chime in and talk about why they think
Supercuts is so cool.

Of course, people don’t talk about
ordinary experiences. People only talk
about what is remarkable. With fresh
music from 600 indie bands playing in
their salons and on Internet radio, Su-
percuts has ensured that they will have
a steady supply of music that is new and
different and special and exciting. They
are creating the environment and the
musical context to deliver on the brand
promise in each salon.

So it has to be an exciting time to be
a stylist at Supercuts. They are the ones
charged with delivering the Rock the
Cut experience in their salons. And they
are the ones who are featured in the ads,
rightalong with the indie band members.
They are the co-stars of the Rock the Cut
campaign. They have to feel excited, feel
some sense of ownership in this updated
version of the brand promise. When you
give your employees a sense of purpose
thatis bigger than the tasks they perform,
you unleash a new level of engagement
across your organization.

Imagine what happens when a customer
comes into a Supercuts now. They see the
posters of their favorite new bands, hear
the music playing on Internet radio, and
they are greeted by stylists that they have
heard the band members rave about on the
TV spots. What a great starting position
from which to connect with customers
by saying, “Welcome to Supercuts!”

Jack Mackey is vice president and chief
evangelist for SMG, a worldwide customer
experience management firm that improves
performance for multi-unit companies. Re-
quest a complimentary copy of Five Things
We Learned from Talking to 500 Million
People at www.smg.com/research.
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— Jenna Barber, Director of Franchising, Nothing Bundt Cakes Enterprises

Franchise development intelligence

“How is the trend toward transparency
and increased disclosure helping you to
increase sales leads, quality, and deals?”

Massage Envy Spa

Sales Smarts a4s.

Crafting an effective multi-unit expansion strategy

Market Trends 47

Thank the banks! (What?)

It’s Closing Time as.

How to close more deals faster — start now!
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Challenge the Pros as.

—Lori Merrall, National Director of Franchise Sales,
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WE DELIVER THE CANDIDATES.
YOU MAKE THE DEALS.

They may not come to your door, but they'll be
waiting af your booth!

For nearly 10 years WCFE has been connecting qualified

OCTOBER 12_14 2012 prospects with world-class franchise systems like yours.
r

Let us do the legwork in attracting the leads you need from

Anaheim cOnven“on cEnier southern California and the entire southwest region.

1 1 1 Meet the right prospects in the right place at WCFE 2012.
Anahelm’ Camomla Prime booth space still available!

To exhibit, confact Maryjane:
201.881.1666 or exhibit@mfvexpo.com

Follow us on: Sponsored by: L Franch isi ng"
@ @ www.facebook.com/WestCoastFranchiseExpo I FA Building iocal busi
. e o E 'l F w7 | PJUuluimy local businesses,
www.twitter.com/MFVExpositions AL FRANGHISE ASSOCITION one opportunity at atime.



mailto:exhibit@mfvexpo.com
http://www.facebook.com/WestCoastFranchiseExpo
http://www.twitter.com/MFVExpositions

Lori Merrall

National Director of Franchise Sales
Massage Envy Spa

Massage Envy Spa
has always been
transparent when it
comes to sharing its
franchising oppor-
tunity with prospec-
tive franchisees. In
our FDD Item 19, we include average
unit volume and year-over-year growth
numbers that provide candidates with
the means to clearly evaluate our finan-
cial performance. While the FDD is
readily available to anyone interested in
learning more about Massage Envy Spa,
we also ensure that some of these key
evaluating factors are present in all of
our marketing materials.

Massage Envy provides its regional
developers, who are actually recruiting
franchisees for their territories, with a
multitude of marketing tools they can
use for recruitment. These materials are
available through a proprietary Intranet
site and are customizable. Our mes-
saging regarding the reasons to invest,
AUV, etc. are consistently highlighted
in all of these materials. We provide
print and online advertisements, email
blast templates, direct mail letters, bro-
chures, and press release templates all
containing key messages outlining our
franchise opportunity.

In addition, our franchising website
goes beyond the typical franchising
information and includes testimonials,
a line-by-line table of the investment
and typical expenditures, and a detailed
map of opportunities available in each
state. We’ve always believed that can-
didates should have all the information

necessary to evaluate the opportunity
to ensure it’s a good fit for them and
to form expectations that are based on
hard data.

Increased disclosure also ensures that
we are attracting the best possible fran-
chisees. By sharing financials, the profile
of a successtul Massage Envy franchi-
see, and what the franchisee can expect
in their investment, we enable them to
determine earlier in the process if this
franchise opportunity is the right one
for them. In today’s competitive and of-
ten challenging economy;, it’s important
to spend less per lead and ensure your
marketing dollars are reaching the right
prospects. The days of casting a wide net
are over, and targeting candidates with
the right data and message points will
lead to better, more qualified prospects
who are ready to join our system as a
successful franchisee.

Jenna Barber

Director of Franchising

Nothing Bundt Cakes Enterprises

At Nothing Bundt
Cakes, we believe
that transparency
in the sales process
inspires trust. Our
franchise website
clearly shows the
candidates what they will need to qual-
ify for ownership. This allows them to
prequalify themselves before even talk-
ing to me. From the very first phone
conversation, I am honest with them
and promise to not always paint a rosy
picture, but a realistic one. I set very
clear expectations of roles and the pro-
cess from the beginning. For example,
when I setan appointment I keep itand

am always on time. They can count on
my commitment to guiding them through
this giant decision.

The sales portal that we use is new to
the candidates, so I take the time to walk
each one through it for clarity so they
never feel insecure in the process. This
also helps me to gather the compliance
documents I need in a timely manner.
This technology and these efficiencies
make us very credible and impress the
candidates.

The information provided in the sales
process comes from a detailed script that
is consistent for every candidate. This
consistency ensures that our message is
communicated equally and never com-
promised. Candidates also have access
to our executive team members in each
department for additional questions in
the sales process.

In disclosing franchise candidates, I
make sure to point out our Item 19 and
encourage them to have the document
reviewed by a franchise attorney if they
would like. I also make it clear that we do
not negotiate our document at the time
of disclosure so they aren’t surprised by
this when it is time to sign a franchise
agreement.

During the sales discussions, I make
sure not to make any false promises such
as growth availability if that won’t be
an option. And when they go through
validation, they are provided contact
information for all franchisees that are
open, not just those listed in the FDD.
We also provide suggested validation
questions to candidates specifically tar-
geted toward franchise support services.
This makes them feel again like we have
nothing to hide.

We also direct candidates to re-
search us on Yelp. The feedback there
is straight from our guests’ opinions,
and we can’t manipulate those reviews.
It helps them to see unedited positive
tfeedback from our customer commu-
nity as a validation tool.

Opverall, my goal is to be as clear as
possible with each candidate. Transpar-
ency and communication are synonymous,
and throughout the life of a franchisee,
from beginning to end, nothing is more
important than communication. H

Franchiseupdate ISSUE IIl, 2012

45




46

Sales

smarts
BY MARC KIEKENAPP

Thinking Multi-Unit

Crafting an effective sales plan

ost franchise systems or-
ganically grow a single-
unit owner into their first
multi-unit owner without

having proper systems or training in place
for multi-unit operators. They are (or be-
come) reactive, rather than starting out of
the gate with a multi-unit strategy. This
is an organic growth curve that occurs in
most franchise systems, as long as its unit
economics are strong and the concept can
operate through qualified managers. Re-
active growth needs to be managed early
in the lifecycle of your franchise system.

Single-unit franchise systems with
hands-on operators who do very well
with one location, however, will have a
struggle with expansion. In a majority of
these cases, the franchisee and franchisor
will see reduced sales in the original unit
because they are not prepared to operate
through managers. And, with expansion
capital at a premium in most cases, re-
ducing the operating capital of Unit I to
open Unit 2 will be a challenge for both
franchisee and franchisor. Here are five
critical questions to ask yourself:

1) Is my franchise concept the right
model for multi-unit ownership?

2) Do I have systems in place to sup-
port multi-unit owners?

3) Have I operated multiple company-
owned units as a franchisor?

4) Is my FDD prepared correctly to
offer multi-unit and area development?

5)Am I willing to commit the resources
for this type of expansion?

Assstated earlier, early multi-unit owners
at most franchise concepts were single-
unit owners who succeeded with their
original unit and expanded. When this
growth starts occurring in your system,
itis a good indicator that your brand has
the potential for multi-unit expansion.

Once you’ve committed to grow the
system through multi-unit expansion, you
have a “game plan” thatis proactive. Once
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you've re-engineered your operating, sup-
port, and training programs, you can start
creating profiles and qualification systems
to attract the right multi-unit owners for
your brand. In several cases, the POS
system will not integrate with multiple
stores and does not have the capacity to
handle the reporting needed for efficient
operations. Once you’ve confirmed you
have the resources and systems in place,
the nextsstep is to disclose those new sys-
tems in your FDD—not write an FDD
and make the system fit it.

1) Preparing and launching a multi-
unit program. Your FDD is the starting
point and roadmap that will guide your
program. Since qualified, experienced
multi-unit operators want to be able to
discover key facts quickly, and either en-
gage or move on to another concept, your
FDD becomes one of your primary sales
tools and information centers for them.
Most multi-unit candidates will research
concepts much differently than single-unit
candidates, and most likely will not follow
the sales processes you've used in the past.

Generally, after initial conversations,
they will request a current FDD. But be-
cause the sales process is completely dif-
ferent for experienced franchise buyers,
the FDD must be buttoned up tightly so
they can gather information quickly and
discover the multi-unit benefits you’ve
added—and see that you understand and
are committed to multi-unit owners and
expansion.

2) Franchise development market-
ing. It’s likely your company website,
brochures, and communications with
candidates are created to attract single-
unit owners. Making changes to attract
multi-unit operators is a critical step that
some franchise companies do not want to
take because of the cost, or because they
are concerned about losing the candidates
they are currently attracting. To work with
multi-unit owners, it is imperative to cre-

ate the proper materials and systems or
all your investment in changes will not
be portrayed correctly. You have to talk
the talk and walk the walk! Connecting
the dots from the FDD to the execution
of documents is critical.

3) Profile the best multi-unit own-
ers you can. Understanding the profile
of your successful multi-unit candidate
is a key to success. Selling to unquali-
fied multi-unit owners who fail or don’t
open the required stores will only squelch
your development efforts down the road
because of the resulting challenges and
validation calls with the wrong owners.
Don’t compromise in this area. This is
the foundation of the plan that will move
your system forward.

4) Finding the right candidates. Mult-
unit marketing is a science, not a mass
marketing effort. Once you've identified
the profile of the right candidate for your
system and the markets to develop, you are
ready to assemble a marketing plan. Working
with consultants and a franchise market-
ing or advertising agency with success in
multiple-unitsales and area developmentis
the key. Funneling your leads into profes-
sionally conducted webinars online, with
professional landing pages specific to the
targeted lists, has been an effective method
of screening and qualifying.

Advertising avenues are widespread,
and vary depending on the concept and
the target markets. Here is a partial list
ofactivities and marketing ideas: targeted
email lists; multi-unit owner conferences;
direct mail lists; other multi-unit franchi-
sees; email and direct mail lists; and print
(local/regional newspapers and magazines,
and trade magazines).

* Slow and steady. This is nota quick
process. It will take most companies about
six months to pull together all the differ-
ent components needed to be successful
in a multi-unit expansion plan. Once this
has all been completed, you can expect
to attract around 5 to 8 qualified multd-
unit owners who will purchase from 3 to
5 units each. If you can get those owners’
first units open and start construction on
the second in the next 12 months you will
be well on your way to building a strong
foundation for future expansion.

Happy Selling,
Marc
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BY DARRELL JOHNSON

Thank the Banks! (What?)

Winning the competition for credit

here’s a game changer coming

to franchising, and the lending

community is to thank for it.

While it’s hard to thank banks
for the financial mess they created a few
years back, capitalism is built on creative
destruction, and what was destroyed
within the banking industry is how they
evaluated credit. They gotit wrong, some
banks failed, many businesses and people
suffered, and banks now are starting to
enter a new period where the old rules
are being seriously revised.

As surprising as it may seem, this is
a good thing for franchising and will be
foryears to come (until banks get carried
away again and the cycle repeats). Here’s
how franchising is beginning to win the
competition for credit.

We’re now in the second phase of a
small-business credit recovery follow-
ing the financial meltdown of 2008. The
first phase began in 2009 and lasted un-
til 2011. From the lending community’s
perspective, that period is best described
as the “Don’t Lose Money” phase. The
easiest way not to lose money if you are
a bank is not to lend it. A more techni-
cal description is that banks between
2008 and 2010 could not properly value
their asset portfolios because of market
uncertainty. Therefore, they and their
regulators could not determine whether
the banks had adequate capital reserves.
If banks were unsure of capital reserve
needs, they certainly weren’t going to
expand portfolios.

"The second phase started a multi-year
transition away from “Don’t Lose Money”
to a focus on earnings as portfolios get
cleaned up and capital reserve levels be-
come clearer. There’s no immediate rush
to make money, but the most significant
way banks make money is to put loans on
the books. Most banks are flush with cash
and have the same miserable returns on
short-term investments that we all have.

In 2012, we all have been seeing a re-
turn to lending, but only to the lowest-risk
borrowers. So far, pricing for different
levels of risk isn’t happening. Higher-
risk loans just aren’t being made at any
price. When we see evidence of interest
rate differentiation and term structures
for different levels of small-business loan
risk, we’ll be moving into the third and
final phase of lending recovery. That’s
another few years down the road.

What does all this have to do with
how franchising is gaining a competitive
advantage in the competition for credit?
Alot. Here’s why. Business lending is all
about assessing risks related to the bor-
rowing company’s future performance,
the management team responsible for
making the business work, and the in-
dustry dynamics where the company is
operating. The better the information
about each of these risk categories, the
more comfortable a lender becomes about
answering a simple question in credit
committee: “What's the probability we’ll
get our money back on the terms we’re
considering?”

Here’s where franchising is going to
become a sustainable, distinct asset class
for the first time in the history of small-
business lending. A lender considering
a loan request from an independent
business can assess risk only four ways:
that company’s business history; some
general industry statistics (which is why
SBA data, despite often being very in-
accurate is often used); the bank’s own
portfolio experience (assuming they
have any with a particular industry or
brand); and a gut feeling for the people
signing on the loan application. In this
second, current phase of lending recov-
ery, the lack of confidence in these risk
assessments leads to a lot of the conser-
vative lending we are all experiencing.
Yet franchising has something huge to
add: performance history.

Franchising is built on uniformity
and conformity. If a lender can look at
the right types of credit performance his-
tory of a brand, that lender has a much
more confidentanswer to the question of
whether they will get their money back.
Bank Credit Reports answer that question,
and in doing so change the small-business
lending game in favor of franchising—not
because all franchise brands are lower
risk, but because franchise brands can
show exactly whatrisk they represent to a
lender. That has never been done before,
and it is the game changer.

Of course, lenders need easy access to
Bank Credit Reports, FDDs, and other
underwriting information, and now they
have it. More than a year in develop-
ment, with input from franchisors and
lenders under the auspices of the IFA
and the Consumer Bankers Association,
the vastly upgraded Franchise Registry
is housing underwriting information
on thousands of franchise brands, all
of which is available to lenders only.
What some have dubbed franchising’s
unfair competitive advantage in the
competition for small-business credit
is happening.

And this is just the start. The Fran-
chise Registry, in addition to putting all
this underwriting information along-
side the simplified and improved SBA
franchise loan documentation tools, is
adding business development tools for
all conventional as well as SBA lend-
ers to screen franchise brands based on
lender underwriting criteria—and, even
better, to evaluate and connect with pro-
spective franchisees during the franchise
development process. This will align the
lending process much more closely with
the franchise development process. I'll
explain more on that unprecedented set
of capabilities in a future article. All these
developments initiated in the second half
0f2012 will demonstrate to everyone how
franchising is winning the competition
for credit. M

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 djobnson@

frandata.com.
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It’s closing

time

BY STEVE OLSON

Closing More Deals...

nless you recruit only expe-
rienced franchise operators,
most of your candidates have
never boughta franchise and
really don’tknow how. They’re intelligent
prospects, but unintelligent buyers who
don’t understand the decision-making
process for purchasing a franchise. They
make wrong assumptions, anticipating
you’ll divulge all the facts when they con-
tactyouso they can determine if your op-
portunity is “the one” for them. Logically,
they want earnings claims and answers to
all their questions now. To make matters
more difficult, these first-timers fall prey
to the mountain of overwhelming public
information, often receiving conflicting
advice from blogs, social networks, chat
rooms, newspapers, and broadcast media;
as well as from personal and business
friends, fathers-in-law, accountants, and
other armchair advisors.

The challenge

Here’s your question: When speaking
with today’s uninformed or misinformed
buyers, how do you 1) effectively engage
a prospect, 2) steer them onto the right
road to investigate your business, and 3)
quickly gain their confidence, credibil-
ity, and trust? How do you keep them
focused and disciplined as they explore
your franchise offering? Minimize bro-
ken appointments? Avoid distractions and
false objections? Prevent sidetracking
assignments and commitments? Elimi-
nate stall tactics in making decisions and
moving forward?

Pre-close prospects up front

When you receive a completed application,
review with your prospect their informa-
tion, ask and answer related questions,
and make them feel comfortable. Then
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Faster

Why not start now?

set expectations and the ground rules for
your franchise investigation process. You
take the lead or they will! Execute this
properly, it's smoother sailing for you
and the candidate. Here’s a successful
five-point presentation for pre-closing
during the application stage.

1) Define your role. “My role is to
educate you about our franchise, and explore
this opportunity with you to see if we’re the
right fit for each other. This is a franchise
partnership, and we’re interested in candi-
dates who can be successful, satisfied owners.
I am not here to sell you. My responsibility
is to facilitate the investigation process. Our
executive review committee makes the deci-
sions on offering our franchises to qualified
candidates.”

"This helps puts your prospects at ease
in knowing this is a mutual decision that
has to work for both parties.

2) Introduce the review commit-
tee. “If you want to be considered for our
[franchise after completing our investigation
process, you'll attend discovery day and meet
our review committee, which awards our
franchises to qualified candidates.”

This builds the credibility and im-
portance of your approval system for
screening qualified buyers.

3) Require open and honest com-
munications. ‘Any time in the process you
bave a question, concern, or want to stop, let
me know! Fust ‘wave the red flag’ and we’ll
addyess the issue. Out of respect for you, [ will
do the same. If this franchise isn’t the right
one, we certainly don’t want to waste each
other’s time. Does that make sense?”

"This rule allows you to directly con-
front and “straighten up” or disqualify
prospects who make excuses or break
appointments.

4) Agree to a time frame for deci-
sion-making. “Candidates we work with

decide within frve weeks whether this is the
franchise they want and arve ready to make
a commitment. Can you?”

Most prospects agree to this timetable,
since it is logical and they have no refer-
ence point on how long it should take.

“Okay, now moving forward we’ll sched-
ule conference calls that work for both of us
in our investigation.”

Prospects are looking for this guid-
ance to decision-making, which you have
just defined with a specific timetable.
Disqualify individuals who can’t com-
mit to an acceptable decision time. Ifit’s
amilitary person considering a franchise
down the road, ask them to contact you
three months before their discharge. Or
place them in a future follow-up file. Too
much can happen in between for them
to be classified as “a prospect.”

5) Summarize your process and
franchise purchase. “We have five steps
Sfor exploring our franchise opportunity to
determine if we are right for each other.
These are the Application and Program
Review, which we are conducting today;
Franchise Disclosure Review; Franchisee
Validation; Discovery Day; and Award-
ing of the Franchise. Discovery Day is the
meeting at our beadquarters, at which time
you’ll visit with our support team, tour our
operations and local franchise locations, and
get final Committee Approval for securing
the franchise. Does this investigation process
make sense for you?”

Most systems award the franchise
after discovery day, while others award
the franchise and sign agreements at
the event. It can work well either way,
depending on how you set expectations
and what’s most effective for your devel-
opment program.

What are you waiting for?

If you’re not using a pre-closing pro-
cess, definitely try it out! It may make
the difference between celebrating an-
other franchise sale—or commiserating
another loss. M

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



http://www.franchising.com/specials/growtogreatness.php
http://www.franchising.com/specials/growtogreatness.php
http://Amazon.com

Paul Moore: “This is Dina Dwyer with The Dwyer Group, a very gracimﬁ
met tonight. She hired "W" for their Annual Reunion. Dina, did you enjoy b

Dina: ‘He was amazing. It was Just so much fun for me to look out into the at
of about fifteen hundred people, to see the look on their faces as he walked
stage, to “Hail to the Chief It was like a look of awe, and then they were grab

their camera and taking pictures. It was just amazing. | expected the best, and.
gave us the best.’

Paul: "Do you think anybody believed it was him?"

Dina:“Yes, I'll bet a good ninety percent, again just looking at their faces, I
good ninety percent believed it for at least the first three or four minu

Paul: “What kind of an impact do you think he had as he milled arougg#¥ith folks?"

Dina: “You know it's amazing, | think he made people feel vegSpecial. There's
something about being around someone who locks and atts like a President giving
you one on one personal attention, and | think he made apositive difference in a lot
of lives today. They're still talking about it. And then the |Sughter, | think it's so
positive for people to laugh and he had them just laughing and really enjoying
themselves” r

Paul: "Now you've met the real President, right?"
Dina: Yes | have I've met president George W. Bush. J
Paul: “Wow, so this was special for you to have him here today?

Dina: “It was just terrific, and they're a lot alike; really ﬁy
earth.’
L]

Paul: "Would you recommend people hiring him for their ever

He WI|| accommodate you no matter what it is. Whether it's a bi
also performed at our banquet, or an opening session, a bus

meeting, he can fit any agenda that fits with his standard
Paul: “Thank you Dina."

Dk 30

(=158


mailto:joe@johncmorgan.com
http://johncmorgan.com

Our business is

growing your business.

Let us help you close deals like these™:

« Travel - $10K investment, CA; 15 month sales cycle

 Kids Education - $30K+ investment, FL; 3 month sales cycle

* QSR - $200K investment, PA; 24 day sales cycle

* Business Services - $20K investment, KY; 3 month sales cycle

» Business Services - $50K investment, TX; 3 month sales cycle
 Specialty Retail - $70K+ investment, CT; 6 month sales cycle

» Pack & Ship - $200K+ investment, CO; 12 month sales cycle

* Vending - $150K investment, NE; 2 month sales cycle

« Business Services - $60k investment, KS; 3 month sales cycle
 Cruise - $20K investment, Ml; 4 month sales cycle

« Mobile - $15K investment, CA; 1 month sales cycle

* Business Coaching & Training - 15k+ investment, FL; 2 months sales cycle
 Children's Education - $340K+ investment, TX; 2 month sales cycle
 Children's Education - $50K+ investment, NY; 3 month sales cycle
 Pizza Franchise - $150K investment, NM; 2 month sales cycle

« Home Services - $25K investment, Montreal, QB; 6 month sales cycle
« Education - $200K+ investment, CA; 5 month sales cycle

« Smoothies & Coffee - $65K investment, NY; 2.5 month sales cycle

 Specialty Retail - $50K investment, TN; 4 month sales cycle

FranchiseOpportunities Franchise |

*Just a recent sample of franchises sold to our prospects

Visit www.OurBusinesslsGrowingYourBusiness.com to start growing your franchise today.

Landmark Interactive’s Franchise and Business Opportunities Group



http://www.ourbusinessisgrowingyourbusiness.com
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