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BY KERRY PIPES

Tech Tools of Tomorrow

he mantra among franchise consumer marketing pros these days goes

something like this: employ the latest technologies to find and attract cus-

tomers, engage them through social media and content marketing, build
loyalty through reward programs, measure the results, and tweak. A similar for-
mula holds for franchisee prospects: find, attract, engage, and move them through
the sales process, also aided by ever-improving digital tools. And did we mention
using behavioral and online data to predict behavior and improve targeting?

It’s more complicated than that, of course, and the devil lies in the details, but
that’s essentially how it goes these days... which is why we’ve devoted this issue
to examining how brands are relying more and more on technology to recruit
and support franchisees and to attract and retain customers.

First up is a story about the critical role technology is playing in Subway’s
ongoing turnaround effort. Our interview with Carissa Ganelli, Subway’s chief
digital officer, digs into how Subway is using technology to regain its momentum.
This March, Subway introduced a new digital loyalty program, integrated into
the brand’s CRM platform and other customer-facing and back room systems.
Here’s a unique chance to peek into the inner workings of how a major brand
is navigating today’s technological seas. Hint: It’s not easy making changes to a
44,000-unit ship with more than 21,000 franchisee passengers.

In another feature, we asked franchisors, a franchisee, and a marketing re-
source management expert where marketing technology is today—and where it’s
headed. Their responses covered email campaigns, e-newsletters, social media
posts, online videos, online display ads, and more. One key takeaway: No mat-
ter how good the technology is, it must be easy to use—for both franchisees and
corporate staff.

We also asked two CMOs to share how they create online ads that engage
customers, build loyalty, and produce the desired results. See what the CMOs at
Real Property Management and Club Pilates have to say about content, clicks,
and behavior.

We couldn’t write an issue about technology without recognizing the ongo-
ing dangers of relying so heavily on digital and online strategies. We asked three
attorneys who specialize in computer-related legal issues to provide an overview
of the key areas franchisors must watch for regarding cybersecurity and customer
privacy laws. Can you spell PCI-DSS? GDPR? Okay, just say data breach.

As a footnote to this issue, let me encourage you to attend this year’s Franchise
Consumer Marketing Conference in Atlanta, June 19-21. Many of the leading
minds in franchise marketing will be on hand to talk about how technology is
being used increasingly at all levels of business. One session will examine how
geo-fencing, beacons, and other emerging technologies can be used to bring more
customers to your brand. Another session will explore new and innovative tools
for marketing support, and how many of these technologies can improve both
your consumer marketing strategy and your system-wide results.

As technology continues to change the face of franchising, each of us must
decide if we want to be ahead of the curve (and the competition) or behind it.
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BY EDDY GOLDBERG

Joyenne

Carissa Ganelli leads Subway’s digital transformation

ou’d need to look hard and long to

find a more passionate Subway fan

than Chief Digital Officer Carissa

Ganelli—and that was before she
began working there.

“When I was pregnant with my sec-
ond child I craved turkey footlong sand-
wiches with extra olives. I would eat half
for breakfast and then half for lunch for
months. That was 11 years ago, and I've
only been here 2 years,” laughed Ganellj,
who joined the company in May 2016 as
vice president of marketing technology.
"Today, she says, “I’'m on a first-name basis
with my local franchisee.”

She’s also leading the company’s two-
year-old initiative to revamp its global
digital strategy and transform the cus-
tomer experience from stem to stern. In
June 2016, Subway announced the launch
of a new division called Subway Digital,
working with Accenture to integrate its
digital tools and build “a comprehensive
omni-channel strategy and implementa-
tion support team to enhance engage-
ment and build loyalty,” according to the
announcement.

For Ganelli, omni-channel translates
as distributed commerce. “There was e-
commerce, then m-commerce, so I call it
d-commerce for distributed commerce.
The idea is I want to be anywhere a con-
sumer is, so that when they’re hungry they
can order a sandwich at any touchpoint,”
she says. “Consumers’ expectations have
changed. They expect things to be per-
sonalized, they want what they want when
they want it, and for the price they want
to pay for it.”

Promoted to chief digital officer in July
2017, Ganelli is a key leader in Subway’s
effort to transform itself after years of de-
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clining sales, traffic, and a host of other
woes we won’t bother to re-enumerate
here. With roughly 44,000 restaurants
and 21,000 franchises, this is about what
Subway’s doing today on the digital front
to turn the Ship of Sub around.

“Two years ago,” says Ganelli, “when
we embarked on a whole brand transfor-
mation effort we took a look across all
elements of the company and said, ‘What

needs to be refreshed?’ The decor in our
restaurants, our branding, our new visual
identity, our voice in our social media plat-
form? We took a new, fresh look at all of
these things.” The initiative also included
integrating the brand’s POS system, email
program, remote ordering, in-store kiosks,
app, and loyalty program.

So what was wrong with the old loyalty
program? “We had a greatloyalty program
before,” says Ganelli. “Our members re-
ally loved it, but we were in only one-third
of the markets in the United States.” The
new program, which wentlive in the U.S.

and Canada in March, is now available
at all 28,500 stores in the two countries.

Her goal is for every Subway custom-
er to be a member of the new MyWay
Rewards program. “There are over 100
million people in the United States who
consider themselves Subway customers,
and there’s no reason there shouldn’t be
100 million loyalty members,” she says.

Key goals for the revamp were cus-
tomization, personalization, and conve-
nience. Another was to make it simple to
join. Customers can sign up in the store,
online, or through Subway’s mobile app.
To receive offers tailored specifically to
them, members must provide additional
personal information.

“The only requirement is your email
address. I’'m all about customer focus and
frictionless and want to make it as easy as
possible,” says Ganelli. “I'm a consumer and
I don’t want to give away a DNA sample
and the names of my children just to get
a free cookie.” However, providing your
birth date is worth a free cookie on your
birthday. “But we don’t require that,” she
says, “because again, we’re putting the
customer first.”

The MyWay program has several new
components. One is that it automatically
issues rewards, so a member doesn’t have
to do anything to redeem their points.
Another is a cash value reward, instead
of limiting redemption to a free coftee or
chips, for example. “When you reach 200
tokens you’ll get a $2 reward certificate
that you can spend on anything, and that
goes to the personalization aspect,” she says.
“You want a breakfast sandwich? Knock
yourself out. Want a salad? Go for it. We
are really, truly trying to make it as easy as
possible for consumers to be rewarded.”



The challenge of change

In addition to the back-end technical chal-
lenges of developing and integrating new
customer-facing digital programs, the ini-
tiative required company-wide collabora-
tion and communication and, importantly,
working closely with franchisees.

“I don’t want to minimize this. It’s a
huge organizational shift for many com-
panies, and Subway is not an exception,”
says Ganelli. “The digital division here at
Subway was brand new.”

Faced with a set of challenges requiring
additional resources, she called in profes-
sional help to augment her in-house team.
“We were really fortunate to partner with
Accenture,” she says. Accenture consultants
helped set up the new digital division, re-
porting to the former CIO and Ganelli.
The consultants, she says, all experts in
their domains, had created the Best Buy
and other world-class loyalty programs,
and had developed some of the best-in-
class mobile apps.

Subway has been able to leverage that
experience, and some of the Accenture
consultants decided to stay, says Ganelli.
“Our global head of loyalty comes from
the Hilton Honors program, and her
second-in-command comes from the Vir-
gin Atlantic loyalty program. My mobile
apps product owner developed the key-
less entry app for Starwood. And that is
the power of what we're trying to build
here; it’s the power of the Subway brand
and what we’re trying to achieve with our
brand transformation effort that could at-
tract the caliber of these people.”

Sync or sink
“I like to think of myself as an orchestra
conductor, says Ganelli, “because what 'm
really doing is pulling in the wind section
with the brass section with the percussion
section to make sure that the piece of music
sounds like a symphony, and not a Tiny
Desk concert.” Making that digital music
sing required setting processes in place
and ensuring that everyone involved was
playing the right notes at the right time.
“You need to make sure you’re in sync
with different development cycles. We did
have some challenges,” says Ganelli. For
example, she explains, if one area of the
company was doing Waterfall develop-
ment and the mobile app team was doing
Agile development, “How do you evolve
those dev cycles, how do you sync up when
something is done in one area and then
they have to do a handoff in mid-sprint?”

“Subway’s been around
for 52 years, and we're
going to be around
for another 52, and
another 52 after that”

Even with all that expertise on hand,
this still can be tricky. “I'm not going to
lie, we are still working through some of
that. But everyone being behind these ef-
forts has gone a long way to make it run
more smoothly. So when you ask about
which different departments, you name it
and we have worked with them.”

Speaking of smoothly, she had to en-
sure that when a customer scanned their
loyalty card or used their phone app at
the point of sale, the messaging on the
sandwich maker’s screen included not
only the order, but also any customized
rewards, coupons, or deals that individ-
ual was due—based on the personal data
they’d supplied—which is stored in the
company’s CRM system—and that the
customer data was protected through
encryption and used only to provide each
loyalty club member with a personalized
experience every visit—even during the
busiest lunch hour. There’s more, but you
get the point. Not a piece of cake.

The email program also had to be
integrated to ensure that when a My-
Way member earned a reward, the pro-
gram could send them an email (if they’d
agreed). “They might want to engage with
us through SMS or push notification, or
just see their rewards in their dashboard
in the app,” says Ganelli. “We give that
flexibility to them, so all of those touch-

points have to be coordinated.”

Beyond the technology challenges, she
says, “The franchisees were architects of
pretty much everything that we are do-
ing in digital, not least of all the loyalty
program. So from Day 1 we convened a
loyalty advisory panel. And it was every-
thing from ‘What do you think about these
features and benefits?’ to the reporting.”

Ganelli says her own entrepreneurial
background was a huge plus in work-
ing with the franchisees because she still
thinks like an owner. “We had mocked-up
versions of reports and shared them with
our advisory panel and said, ‘Is this intui-
tive? If you were going to look to see how
many redemptions you did this week, can
you find it?’ That was truly valuable, and
it’s been incredibly rewarding to have so
many people involved.“

As the founder and former CEO of
LightningBuy, a mobile commerce plat-
form startup, Ganelli says her focus on the
bottom line has helped her view things
through the lens of the franchisees: “Does
itincrease costs? What is the ROI? How
can we operationalize it through the field?
You cannot minimize the details around
the operationalization of any of the things
we’re trying to do. Is it driving business?
Is it driving traffic? Are we meeting the
needs of our franchisees?”

All that, plus having to raise money
for her startup, “only helps when you’re
trying to get franchisees to get on board
with your program,” she says. “Subway
was founded by an entrepreneur, and our
biggest internal customers are a network
of tens of thousands of entrepreneurs.”

Subway 2070?
So what does the digital future hold for
Subway? The possibilities are practically
endless, and Ganelli is enthusiastic about
emerging technologies and their potential
applications for the brand. “There are tech-
nologies that are available today that 'm
not sure are going to get wide consumer
adoption. But I notice them and they’re
on my radar screen, and we potentially
are planning for some of those,” she says.
“I' have a team of people and that’s what
we do: we look at trends, we go to trade
shows, and we start planning for the future
because we’re going to be there. Subway’s
been around for 52 years, almost 53—and
we’re going to be around for another 52,
and another 52 after that.” As we said at
the beginning, you’d have to look long
and hard to find a bigger fan. H
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STARTING WITH WHY

SpeedPro’s new CEO has big plans for the brand

of SpeedPro Imaging, knows from

personal experience what it’s like
to be a franchisee. This provides him with
an additional level of insight as he grows
into his new role at SpeedPro. He’s still
relatively new at the brand, having started
last November—and he has big aspirations
for the future.

Oberly says that in his new
role he’s drawing on his nearly
20 years at RE/MAX, where he
served as vice president of U.S.
and global development. “At RE/
MAXTheaded growth, develop-
ment, technology, and training
for more than 100 countries and
territories thatincluded 3,850 of-
ficesand 54,000 agents,” he says.

His time as a franchisee came
in the early 1990s as a successful
multi-unit Baskin-Robbins op-
erator in St. Louis. That’s where
he learned firsthand about P&L
statements and responsibility for
marketing, sales, customer service,
team development, purchasing,
and accounting.

He was elected to serve on
the Baskin-Robbins National
Marketing Committee, where
he helped create pricing models
and communications programs
and played a role in helping align
2,300 franchisees with the brand’s
goals and strategies. After six years,
he says, “I sold the businesses at
a substantial profit.”

Oberly clearly understands
the metrics of franchising and
believes strongly in the brand’s
mission and vision. He keeps a sharp eye
on sales and profits, unit economics, and
ROI—and says to look for growth in the
number of SpeedPro studios in the com-
ing years. “More studios with better same-
studio metrics will make it easier to reach
and serve the end user and provide more
muscle for our brand marketing and aware-
ness campaigns,” he says.

As a leader, Oberly says, he’s open to
new ideas and doesn’t ever want to be the
bottleneck to solving challenges. That’s one

L arry Oberly, president and CEO

reason he makes himself available at any
time with his “no-door” policy.

Oberly is a fan of author, motivational
speaker, and marketing consultant Simon
Sinek, who espouses two central rules of
good leadership in his books Start with Why
and Leaders Eat Last. “I think he’s spot-on,”
says Oberly. “These are two good rules to
lead by.”

NAME: Larry Oberly
TITLE: President and CEO

COMPANY: SF Franchising (SpeedPro
Imaging)

UNITS: 135+ open or fo be opened
AGE: 61
YEARS IN FRANCHISING: 26

YEARS IN CURRENT POSITION: Since
November 2017

What is your role as CEO? I have three
major roles. 1) Be the face of the organiza-
tion and setand communicate the SpeedPro
Imaging mission and vision for the network.
It’s my role to think about immediate needs,
but also five or more years ahead. Our re-
gional developers and studio owners have
invested in the brand, and it’s my
role to help them maximize the
return on their investment and
help ensure we are positioned to
provide the best, most creative and
responsive products and services
to our customers. 2) Grow exist-
ing SpeedPro studio sales and
profits. This goes hand in hand
with the first point as we need to
leverage more from what we do
today and also look at innovation
asan important growth vehicle for
our studio owners. Without suc-
cessful and growing studios, we
could never achieve our collective
goals. 3) Increase the number of
SpeedPro studios. Adding more
studios works along with better,
same-studio metrics. Having more
studios makes it easier to reach and
serve the end user and provides
more muscle for our brand mar-
keting and awareness campaigns.

Describe your leadership style.
Thave a collaborative and consul-
tative style. I encourage my team
to set objectives and then provide
the support they need to achieve
them. L also like to be a devil’s ad-
vocate by challenging assumptions
and pushing the outcomes with the most
impact. I don’t have an open-door policy, I
have a no-door policy. I will almost always
drop what I'm doing to answer a question
or tackle an issue with the team or a cus-
tomer.I don’t ever want to be the bottleneck.

What has inspired your leadership style?
First, it was my time at Baskin-Robbins as
a franchisee in the St. Louis area in 1992. 1
learned very quickly that I wasn’t going to
be able to pay my employees more than the
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McDonald’s down the street, but if I didn’t
have happy employees, they would leave me
to earn even a nickel an hour more. I had
to build camaraderie, culture, and an envi-
ronment where my best employees would
refer their friends to the company. Second
was Disney. I loved the way they engaged
their employees. I quickly shifted from call-
ing my team “employees” and changed to
“cast members”in my stores. This especially
resonated with the teenagers on my team,
and they “performed” every day for our cus-
tomers. Finally, Simon Sinek. I've seen him
speak at two conventions, and I think he’s
spot-on. “Start with why” and “Leaders eat
last” are two good rules to lead by. I firmly
believe in the “why” behind everything we do.

What is your biggest leadership chal-
lenge? Trying to persuade the un-persuaded
into thinking differently, or at least with an
open mind. The status quo doesn’t work.
Business moves too fast. I like to push and
engage. This gets people talking and in-
spires action. We usually end at a common
ground, although it doesn’t always appear
so in the beginning.

How do you transmit your culture from
your office to front-line employees? Our
home team is located Centennial, Colorado.
There are only 16 of us. Our front line is
our entrepreneurial studio owners and their
team members. Most of what I've done in
my first months is travel to as many of our
markets and locations as possible. I'm going
to continue to learn the business, the chal-
lenges, and the opportunities as I continue
to travel to our studios. I'm absorbing the
culture and learning what works and what
needs to be improved for the future. 'm
doing, on average, one webinar every three
weeks for our regional developers and our
studio owners. These webinars are geared
toward sharing ideas and providing edu-
cation in the attempt to reach common
understandings.

Where is the best place to prepare for
leadership: an MBA school or OTJ? I
think both are important. I feel my MBA
education helped add to what I had already
learned and gave me a new set of tools that I
would need after I sold my Baskin-Robbins
stores and joined RE/MAX in the corpo-
rate franchise operation. I feel the transi-
tion would have been much more difficult
after stepping away from the “office” for
the six years I ran my BR stores. My advice
to aspiring leaders would be to first get an
undergraduate degree, then work in your
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first “real” job or two. Then go back for
the MBA. That timeline really worked for
me. However, the experience and benefits
will be different for each person.

Are tough decisions best taken by one
person? How do you make tough deci-
sions? Harry Truman once said, “The buck
stops here.” That’s fine on the surface, but
I like to collaborate as much as possible,
to diagnose problems and not just treat
symptoms. Usually the identification of the
issues and the options and solutions come
from the team. My role is to challenge the
assumptions and perhaps apply past expe-
rience. After vetting all the options, it’s my
role to make the final decision.

Do you want to be liked or respected?
I never really liked this question. It re-
minds me of interviewing for some of my
first jobs back in the day. The interviewer
would ask, “Are you a thinker or a doer?”
I think as the role changes as one goes up
the ladder, so to speak, the needs and per-
spectives change too. One can be liked by
everyone on the front line. But it’s really
hard to continue that type of relationship
at different positions. Respect is an abso-
lute necessity in business. Having close,
personal relationships is a bonus. I always
still try to go for the bonus. I like to get to
know the people I work with and serve at
a deep, personal level.

Advice to CEO wannabes: Don’t give up,
keep learning new skills, and keep network-
ing. I had aspired to earn this opportunity
for many years. After 19 years and many
promotions at RE/MAX, I had to accept
the fact that I wasn’t going to be the next
president. However, I always treated what
I did as if T was and used that mentality to
stretch and push myself. I engaged in other
activities such as teaching franchising and
entrepreneurship and taking franchising
classes to further sharpen my skills. I at-
tended the IFA conventions to learn and
network. I'm blessed I was given the op-
portunity at SpeedPro Imaging and hope
to make a positive, meaningful impact on
the organization.

Describe your management style: I man-
age by example. I'm present, 'm engaged,
and I'm all-in—always.

What do you think makes up a good

management team? Everyone wants to
make a difference. They want to and can
work within a team environment, building
synergy and demonstrating positive thinking
and actions; thinking team first, yet work-
ing effectively on one’s own.

How does your management team
help you lead? They communicate very
well. And when they see challenges to be
addressed, they come with solutions. We
work cohesively as a single unit as much
as possible, all with the same goals. I've
been on the job for less than half a year, so
the team and I will get to know each other
even better. I look forward to the time when
we’re finishing each other’s statements and
we can look at each other and read each
other’s minds. That comfort level with each
other allows for frank, open discussion and
brainstorming.

Favorite management gurus: Do you
read management books? I really con-
nect with Simon Sinek. He’s my hero from
a leadership perspective. I like that he’s
young too. That adds to the difference in
how he and Tlook at business, which I think
is very healthy. I mix reading books with
reading periodicals, listening to podcasts,
and watching inspiring YouTube videos.
My favorite magazines are Entrepreneur
and Success. I listen to “Freakonomics” and
TED podcasts when I run or am waiting
for a flight. I always get interesting new
ideas from those. Several of the books I
read come from listening to TED speakers.
For pure entertainment, I listen to the Szuff
You Should Know podcasts. Monday through
Friday I watch a video series called “Daily
Mentoring” by Darren Hardy, who usually
has some excellentideas and tips in a com-
pact two- to six-minute format. Books that
have helped me be who I am include Think
and Grow Rich by Napoleon Hill, the Steve
Jobs biography, a few biographies of Walt
Disney, John Wooden’s Wooden on Leader-
ship, and Grit by Angela Duckworth. For fun,
I've really enjoyed Tiuffic by Tom Vander-
bilt and 7en Men You Meet in the Huddle by
former NFL lineman Bill Curry. My new
favorite topic of study is behavioral eco-
nomics, which I was introduced to by the
TED podcasts. I really enjoyed the book
Predictably Irrational by Dan Ariely.

What makes you say, "Yes, now that's
why | do what I do!"? I love being emo-
tional about business. Good decisions, good
actions, good results, and good people—all
are worth yelling about.
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Are there any trends in the printing
industry that you foresee having an
impact on SpeedPro? Ha! Change is
coming. New printers, faster and bigger.
New media and materials. New applica-
tions and new shapes, perhaps applying
print where we haven’t before. Perhaps
even new regulations and rules that might
limit today’s printing, yet open opportu-
nities elsewhere. Then there’s digital, the
e-form of printing, which is always devel-
oping. I'm not sure if we’re at a stage of
increased consolidation, but perhaps so. 1
could see M&A activity becoming a bigger
issue in the future. Finally, being innova-
tive and leveraging new opportunities is
critically important to the future. We'’re
engaging our studio owners to help uslook
at market trends and try to be on the front
foot, leading the changes.

Whattime do you like to be atyour desk?
Ilike the early mornings, usually before most
of the team arrives. I call it “my time,” and it
truly is my time to work on projects. I feel
that the time during the meat of the day
is for my team and my customers. I want
to be available to their needs. I believe in
being a servant leader. 'm primarily here
for others. By scheduling my time as I do,
I can be there for them.

Exercise in the morning? Wine with
lunch? I love a lunchtime run on a gravel
trail or some strength training. This is
why I love Colorado so much—there are
trails everywhere. Exercise over the lunch
hour is my time to recharge and free up
my time at home with my wife and son. A
drink with lunch, rarely, and certainly not
while I'm running!

Do you socialize with your team af-
ter work/outside the office? As much
as possible. I always have, ever since my
Baskin-Robbins days. Back at BR, we’d
have parties at our home including several
interesting games that my cast members cre-
ated. The one I most remember is a team
of six would each be given a number. Then
someone from another team would shout
out a number like 423,453, and the six had
to order themselves in a line to show that
number in the fastest time possible. It was
so much fun seeing the teens crashing into
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each other to win. At RE/MAX, the team
always celebrated big wins, and we were also
big on hosting each other in our homes.
When new global master franchises came
to Denver for training, we’d often have a
welcome reception at my home and the team
always attended. It was a great way to build
relationships. At SpeedPro, I joined a very
close and engaged team that found reasons
to socialize nearly weekly. It’s taken what
I've experienced and made it even closer.
Whether we take a late Friday afternoon
in the office to have a laugh or two, or go
tubing down a mountain slope, it’s great to
continually bond with each other.

Last two books read: I think I answered
this above. But, I will say that I've really
enjoyed the recent series on being a CEO
on the “Freakonomics” podcasts. They’ve
been educational and entertaining. I’d
recommend them to any economists or
entrepreneurs.

What technology do you take on the
road? My iPhone 7 Plus and my MacBook
Pro.I gave up a tablet about a year ago and
don’tmissit. I travel with an AT'& T hotspot
and Bose noise canceling earbuds.

How do you relax/balance life and work?
I have no problem relaxing. I can turn it
off, even when I’'m responding to emails
over the weekend. It’s never bothered me
as I feel it’s necessary to be responsive. If
someone in the organization has a need, I
want to be able to quickly address it. Nev-
ertheless, I do enjoy my evenings, week-
ends, and vacations. The adage of “work
hard, play hard” is certainly part of my
life. Balance really doesn’t exist. I agree
with Darren Hardy on that after hearing
his take on the subject just a week ago. I
like business and make it personal so it’s
fun and energizing. I'm not a big doer on
the weekends for personal stuff, but as a
family we love to travel and do big trips.
We like to focus on the quality of what we
do, rather than the quantity.

Favorite vacation destination: Bermuda.
My wife and I were married in Bermuda, and
we’ve taken our son there for our 5-, 10-,
and 15-year anniversaries. In fact, on our
first date, my wife asked about my favorite
place. I answered Bermuda. I'd been there
twice before. She cruised there often as a
nurse with Royal Caribbean, and after living
there one summer between cruise contracts
itwas hers as well. This year, we’re planning
a family vacation to Italy—our son’s choice.

Favorite occasions to send employees
notes: Anytime. I'll admit that 'm not
as consistent as I plan. I seem to send in
spurts, recognizing successes and major
events for a few months. I'm working on
improving on this.

What are your long-term goals for the
company? Ultimately, I want to build the
SpeedPro network into an even higher-
performing group of happy franchisees,
growing the fastest in same-studio sales in
our segment. Profitable franchisees gen-
erally make happy franchisees. To do this
we need to work well together, focused on
the same goals and working cohesively to
leverage the right strategies and initiatives.
We have plans in place to effectively build
future strategic plans together.

How has the economy changed your
goals for your company? I always be-
lieve in running a company with the worst
headwinds ahead in mind. Don’t get sloppy;,
don’tspend needlessly, and stay focused on
doing the right things at the right time.

How do you measure success? It’s never
done, right? Success is in degrees. Personal
fulfillment is most important. I think the
best measure of success is seeing it through
the eyes of others. I love when my wife, son,
and team all succeed. It makes me a proud
husband, father, and team leader.

What has been your greatest success?
I’d like to think that I've helped thousands
of people have a better life. I've worked with
tremendous employees, cast members, team
members, partners, and customers, and it’s
been a great ride. What ’'m most proud
of is how many of the people I've worked
with have achieved amazing things both
personally and professionally. It’s satisfying
to think about all of the people I now have
great personal relationships with.

Anyregrets? Never. Its been a great career
and a great life. Let’s keep rolling.

What can we expect from your com-
pany in the next 12 to 18 months? The
two leading expectations are growth and
innovation. We’ll do both. We'll focus on
existing studio sales and performance and
look at innovative and new opportunities
to give our customers more products and
services to choose from. M
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OVERCOMING ADVERSITY

Window World CEO Tammy Whitworth carries on

ife was full of promise when Tammy
Whitworth and her husband Todd
launched their first Window World
franchise location in 1999 in Wilmington,
North Carolina. They had a great part-
nership: she ran the office and installa-
tion crews and Todd handled the selling.
In 2007, they bought the company from
founder Leon Whitworth, Todd’s father,
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and created Window World Cares, the
brand’s charitable arm. Everything was
looking up. But the next year, the first of
three misfortunes struck.

In 2008, they went through the anxiety
and stress of the premature birth of their
first child. Two years later, Todd died unex-
pectedly at the age of 40. “I became a CEO
overnightafter the passing of my husband,”

says Whitworth today. “I was a mother of
three children. So when I became CEO,
leading this company was something that
I felt very strongly that I had to do, that I
wanted to do.”

Whitworth chose to carry on both per-
sonally and professionally and excelled at
operating the company in the first years
following her husband’s death. Then she
was diagnosed with breast cancer. She
battled and defeated the disease.

Whitworth could have allowed personal
tragedy and adversity to crush her, or she
could choose to stare it down and use the
hardships to make a difference in her world.
Facing these struggles, she says, made her
stronger and she has thrived at the helm
of Window World. Under her leadership,
Whitworth has moved the organization
to a franchise model to create consistency
within the Window World family, estab-
lished world-class training for franchisees,
and formed an advisory board.

Despite the challenges, Whitworth’s
mission has remained focused on steering
the company toward success, adhering to
fundamentals, and keeping the core values
of the brand and its family approach intact.

Today more than 200 Window World
locations are open across the country. Whit-
worth says the brand is now expanding
westward and focusing on franchise growth
and development in those markets. “As we
continue to set the bar even higher in our
industry, our focus will remain on offer-
ing the best products available, fostering
our franchise locations, and taking care of
customers at the highest level possible.”

NAME: Tammy Whitworth
TITLE: Chair and CEO
COMPANY: Window World
UNITS: 200+

AGE: 50

YEARS IN FRANCHISING: 7 (converted to

a franchise model in 2011)

YEARS IN CURRENT POSITION: 8




Get the right capital at the right time

Now providing growth planning and a full range of financing solutions

Growth Capital | SBA | Conventional | Equipment

How about a
plan too?

‘ApplePie was a breath of fresh air - a financial partner that | can depend on.”
- John Haley, Jimmy John's Multi-Unit Franchisee

Ready for a financing partner focused on your success? Let's talk.




What is your role as CEO? It’s not easily
defined. I'm in the office three or four days
aweek, so I rely on our presidentand a very
capable team of individuals to oversee the
day-to-day activities. My responsibility is
to focus on overall strategies and long-term
goals and visions. I'm also committed to
keeping the company in line with our core
values and the Window World history of
giving back.

Describe your leadership style. Very
inclusive. I learned early on thatI needed
to surround myself with an intelligent
and capable staff, which I have done. I
make it a point to ask my team for opin-
ions and advice, and I give their views
careful consideration before I make the
final decision.

What has inspired your leadership style?
Being part of Window World from day one
has inspired me to love this family. Seeing
members of our company grow and prog-
ress through the ranks is inspiring. And itis
their unyielding drive and commitment to
bettering themselves and their communi-
ties that inspires my own leadership style.
We have a great system of people within
this company, and I need only look among
them for inspiration in my own life.

What is your biggest leadership chal-
lenge? Home improvement is a male-
dominated industry. And while many people
may consider it odd to see a female CEO
at the helm of the nation’s largest exterior
remodeling company, I consider that dis-
tinction to be an opportunity rather than
a challenge.

How do you transmit your culture from
your office to front-line employees?
Again, I go back to that family atmosphere.
When I'm in the office my door is always
open. I don’t want anyone to feel tense
or guarded around me. Everyone in the
corporate office knows they can ask ques-
tions and share their concerns with me.
That mentality spreads throughout the
entire system and is shared with our store
owners and their teams. Furthermore, we
make an effort to arrange trips outside of
work for our entire staff. It is an excellent
opportunity for store owners, office staff,
and corporate employees to get to know
one another better, and it helps break down
the barriers that can spring up between the
corporate office and our stores.
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Where is the best place to prepare for
leadership: an MBA school or OTJ?
Regarding my own experience, I hit the
ground running from day one. I've been
with Window World since early on and
actually started working in our Wilming-
ton, North Carolina, store. So I've done
nearly everything that could be asked of our
general staff. While an MBA can certainly
be of great value in the business world,
there is something admirable to be said
for learning about the business firsthand
and working your way up the ladder one
rung at a time. Our stores maintain a vast
knowledge of the remodeling industry
because many of our owners began their
days in the business selling or installing
windows. They know the business from
front to back, and they know what it takes
to create a memorable and rewarding ex-
perience for our customers.

Are tough decisions best taken by one
person? How do you make tough deci-
sions? Tough decisions are absolutely not
made by one person. I have a six-person
board of directors, and every decision that
is made includes them. Depending on the
situation, various department leaders and
executives will also be consulted.

Do you want to be liked or respected?
Respected—and I firmly believe that you
have to earn respect. I became CEO over-
nightin 2010 after the passing of my hus-
band Todd. We had purchased Window
World, Inc. from his father Leon in 2007.1
did not work at the corporate office at the
time. I was president of Window World
Cares, which is the charitable arm of the
company, and I was a mother of three
children. So when I became CEO, leading
this company was something I felt very
strongly that I had to do, that I wanted
to do. But I also had the firm belief that
while I deserved to be where I was and
that it was the right thing for me to do,
good leaders don’t demand respect. They
roll up their sleeves, work hard, and earn
the respect they are given.

Advice to CEO wannabes: I didn’t grow
up dreaming of being a CEO, but I would
say the sky is the limit. If becoming a CEO
is what you want to do, set your goals and
work hard. I have a 16-year-old son who
dreams of taking over my job one day. I
tell him almost daily that he has to work
his way up; he’s not just going to walk in
and be handed the title of CEO. He, like

every other aspiring business leader, has to

prove himself and work his way up through
every aspect of the business.

Describe your managementstyle: I don’t
ask anyone to do anything that I haven’t
done or am not willing to do myself. I also
know that there are some things that'm not
capable of doing, or that other individuals
may be better suited for. With that said, I
think it’s best to lead by example and not
by command. Team management is a skill
that you develop from listening to others,
laying out clear expectations, and working
with your employees.

What do you think makes up a good
management team? Leaders who know
the importance of being a role model and
creating clear channels of communication
within their team. As a company, we make
an effort to empower people to become
leaders and managers. Internal growth is
vital to our prolonged success, so when it
comes time to fill a certain position we do
our best to promote from within.

How does your management team
help you lead? They do a wonderful job
of keeping me informed of the goals and
timelines of their respective departments.
With their day-to-day knowledge at my
side, I can make informed decisions for the
company. I rely greatly on them for that.

Favorite management gurus: Do you
read management books? I do! One
of my favorites has to be Good to Great by
Jim Collins.

What makes you say, "Yes, now that's
why I do what 1 do!”? Of course it’s great
to hear from a satisfied homeowner after we
have completed an exterior remodeling job
for them. Butit’s also personally moving for
me when I see a store owner who uses the
opportunity to make a difference in their
community or family. I'm also incredibly
proud of the way our company gives back.
Window World Cares is partnered with St.
Jude Children’s Research Hospital, and it’s
wonderful to be able to make a difference
in a child’s life. We also proudly support
the Veterans Airlift Command in providing
transportation for wounded warriors and
their families. Together, these heartwarming
stories of children, employees, and veterans
achieving a higher quality of life are what
make my job so rewarding and meaningful.

/
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Are there any trends in the home repair/
exterior remodeling industry that you
foresee having an impact on Window
World? Everything in our industry is evolv-
ing and becoming more digitally focused,
so we’re certainly making efforts to grow
and meet our consumers in the digital
marketplace. In terms of design trends, it
is extremely important that we stay at the
forefront of evolution. To keep up with
the latest in home design, we’ve aligned
ourselves with great manufacturers that
work with us to offer our customers the
latest and greatest in product aesthetics.
We also have a strong product develop-
ment team in the office that works to not
only stay ahead of the trend, but to be the
trendsetter in our industry.

What time do you like to be at your
desk? Typically, I like to exercise in the
morning before taking the kids to school,
or vice versa depending on the day. 'm
usually in the office by 9 or so. And even
though I'm not always at my desk, I'm al-
ways available.

Exercise in the morning? Wine with
lunch? I do love to exercise in the morn-
ings, but I rarely have enough time in the
afternoon to enjoy wine with lunch.

Do you socialize with your team after
work/outside the office? Absolutely!
Whether it’s coming to my house for a
dinner or pool party or meeting for a
fundraising event, I like to arrange things
that get the office together as regularly
as I can. Such events work wonders for
breaking down the barriers that can arise
among those who don’t get to spend
a lot of time working together. In my
opinion, there’s nothing better for get-
ting to know a co-worker than sharing
a story over the dinner table. I truly
enjoy listening to the owners and staff
outside of work as they talk about their
families, their individual lives, or their
needs from corporate.

Lasttwo books read: I'm currently reading
Leading Women by Nancy D. O’Reilly that
a co-worker lent to me, which I'm really
enjoying. Three of my favorite authors are
Paulo Coelho,John C. Maxwell,and Brené
Brown. I absolutely love Brené Brown!
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What technology do you take on the
road? I always take my phone. And de-
pending on where I'm going, I'll either
take my laptop or iPad and headphones.

How do you relax/balance life and
work? I struggle with finding that work/
life balance. Often, if I'm with my kids,
I feel I need to be at work. Conversely,
if Pm at work, I will feel the need to be
with my kids. All in all, I think I do man-
age it quite well. The kids understand that
Window World is what provides for us
and always has. To relax, I ride and show
horses. When I get on a horse’s back, 'm
instantly transported to my happy place.
It’s about the only thing that I can do that
completely clears my mind from distraction.
My daughter got me into showing horses,
and I grew up on a farm, so we always had
them around. Once my daughter began
taking horse riding lessons, I joined her to
be able to understand the lingo and what
they were doing and why. It was then that
I fell in love with horses and started show-
ing them myself. Now it’s something we
do together. It’s very relaxing for me, and
I've become a competitor too. My other
children are boys, and they’ve realized
that they’re at a greater advantage when
it comes to the male-to-female ratio. So,
they’re always willing to go!

Favorite vacation destinations: I like the
mountains. Blowing Rock, North Carolina
is close to home, and for a weekend desti-
nation I really enjoy that. As far as beach
vacations, we recently took a trip to Turks
and Caicos and really enjoyed that. I espe-
cially like the British Virgin Islands. Sailing
around those crystal blue waters is certainly
a treat. Butif I had to choose between the
mountains or the beach, I would take the
mountains every single time.

Favorite occasions to send employees
notes: I prefer to send employees notes when
something happens in their personal lives,
rather than it having to do with business. I
like to send notes that highlight big events
in their lives such as a wedding or new baby,
or if they get recognized for something at
their church or in the community.

What are your long-term goals for the
company? I would have to say more of
the same. We are America’s largest exterior
remodeler, and we continually strive to do

things better than we did the day before. We
want to expand product offerings, increase
our national footprint, and continue to do
everything necessary to deliver a remark-
able customer experience.

How has the economy changed your
goals for your company? I think we’ve
been very fortunate. When the economy is
good, people buy new houses and remodel.
But when the economy is bad, they tend
to keep their homes and remodel what
they have. So we’re very fortunate in that
we get to do business in both strong and
weak economies. Of course in a recession
there’s less money to spend, but people tend
to remodel rather than buy new homes.

How do you measure success? By the
lives we’ve changed. Window World gives
people the opportunity to own their own
business and change their entire family’s
lives for the better. A major part of our
success is also making a difference with a
child, family, or veteran through our phil-
anthropic partnerships with St. Jude and
the Veterans Airlift Command.

What has been your greatest success?
I’'m a single mom of three children and
each of them has turned out to be a pretty
good kid. I’'m very, very grateful for that.
Trying to be a role model to those kids is
a part of how I measure my success as a
parent. I want to teach them that happi-
ness and success are separate from financial
well-being. And I want them to strive to
make a difference in the world. In terms
of my career, giving people the opportu-
nity to own a successful business and enact
change in their communities because of it
is something I'm proud of.

Any regrets? I don’t have any major re-
grets. I think if we could all do things over
again, we might do something different.
But nothing major, no.

What can we expect from your compa-
ny in the next 12 to 18 months? We’re
into our third decade and coming up on
25 years in business. We’ve been corporate
partners with St. Jude and Veterans Airlift
Command for 10 years. We’re extremely
fortunate to be the number-one replacement
window company and exterior remodeler
in the country, and I think we can expect
more of the same for the future. Right now,
we're expanding our footprint out west and
focusing on franchise growth and develop-
ment in those markets. H
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ANATOMY OF A BRAND

Flame Broiler
Makeover

At 23, the healthy QSR pioneer does a refresh

has been known for serving simple,
healthy, and delicious rice bowls at
an affordable price. Recently, we chose to
undergo a major rebranding, including a
new logo, interior design, signage, and
method of food preparation—all aimed
atmodernizing the franchise and improv-
ing the ordering process for customers.
Our menu features rice bowls that
start at 140 calories. The bowls are made
with non-GMO white or brown rice, An-
gus beef, all-natural chicken or organic
charbroiled tofu, and freshly blanched

F or more than 20 years, Flame Broiler

Franchiseupdate ISSUE II, 2018

vegetables, topped with chopped green
onions and our proprietary hot sauces.
We use no dairy, trans fat, skin, fryers, or
high-fructose corn syrup.

"This transition, the firstinterior change
since the brand’s inception in 1995, will
reinforce our focus on a simple, healthy
restaurant concept with a cleaner look and
feel. Most apparentis a vibrant and simpli-
fied new logo, along with dropping “The”
from the original name. Refurbished inte-
riors are also part of the rollout, and will
feature an open floor plan showcasing an




ANATOMY OF A BRAND

FLAME & BROILER

SIMPLY HEALTHY

open-concept kitchen and assembly line.

The idea behind an assembly-line style
was simple: to show people what’s being
prepared for them. We have always been
very transparent about what s served and
up front about the quality of our ingre-
dients, from the meat to the veggies and
rice. Now the food will be assembled in
the front, providing guests with an easy
view of what’s going into each order.

Every new location opened in 2017 and
afterward will follow this format. Existing
restaurants have been given the option to
adopt the new floor plan and will gradu-
ally make the other changes. An increas-
ing number of the new locations will also
feature a drive-thru option for additional
convenience on the go.

The overhaul also includes changes
to a more user-friendly menu board to
improve the ordering experience by of-
fering step-by-step instructions thatallow
guests to build customized bowls. The
new menu boards clearly display caloric
content, ingredients, and the amount of

protein in every bowl and plate, in addi-
tion to the option to forgo rice and opt
for all vegetables. We also introduced 100
percent recyclable bowls with a larger
width for easier mixing and eating. And
we updated the branding and marketing
collateral, which had become too complex
and a bit dated.

“Our re-branding efforts aren’t only
about a new look and feel,” says Young
Lee, the brand’s CEO and founder. “The
intention of these changes is to emphasize
Flame Broiler’ core values: serving simple,
healthy food to consumers in hopes that
it results in an overall healthier lifestyle.”

With the brand’s nearly 200 locations
spread across the U.S. (California, where it
was founded, Nevada, Arizona, Oklahoma,
Idaho, Florida, and North Carolina) the
transition will not happen overnight. New
store openings are simplified, but because
existing locations must move toward the
changes one step ata time, it will take time
for the transition to be implemented at all
our locations. Kitchens must be refreshed,

new floors put in, walls painted, exterior
signage installed, etc. There are many
moving parts and components, making
it a practice in patience for the team as
the rebranding evolves.

The ultimate aim of this rebrand is to
make Flame Broiler’s mission clearer and
to draw a new audience—along with the
opportunity to develop a larger national
presence. The brand is hoping to increase
its exposure and make “simply healthy” food
available to as many people as possible.

Our hope is that we draw more custom-
ers who can aid in the movement toward
better-for-you food and meal choices—
which is all we’ve ever wanted as a brand.
We’re always trying to raise the quality of
what we serve, while simultaneously having
minimal impact on price. We hope that one
day as a result of trying our food, healthy
and affordable QSR will become the sta-
tus quo for what consumers demand. H

Daniel Lee is marketing manager for
Flame Broiler.

NOW
OPEN!
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LEADERSHIP

Culture

Technology & Culture

Digital tools can help transmit your values
BY NIGEL DAVIES

c ulture can be defined as a set of
core values that permeate a business
and its people, from headquarters
to the front line. While franchisees are
granted the freedom to create their own
internal cultures, some purposely replicate
the franchisor’s cultural identity for com-
plete brand consistency. In both cases, a
strong and cultivated business culture and
set of core values will instill focus, arming
employees with clear values and direction,
while exciting and inspiring stakeholders
and customers.

Eightin 10 (82 percent) CEOsand HR
leaders believe culture gives businesses a
potential competitive advantage, according
to Deloitte’s 2016 Global Human Capital
Trends survey. However, the same sur-
vey also found that culture is not a well-
understood concept: fewer than three in
10 (28 percent) leaders surveyed believed
they understood their culture well, while
less one in five (19 percent) believed they
had the “right culture.”

Businesses that have managed to pin
down and transform culture from an ethe-
real and confusing construct into a robust
business strategy deserve a gold star. But
they risk diluting their carefully cultivated,
recognizable, and consistent brand and cul-
tures once franchisees get involved. How
can franchisors mitigate this risk and main-
tain their culture across the system? One
handy answer is technology. According to
Deloitte, “Today, new tools can help lead-
ers measure and manage culture toward
alignment with business goals.”

Print to digital

Traditional printed internal communica-
tions, while not extinct, are at least endan-
gered. Since they are expensive to produce
on a relatively small scale and tough to
track in terms of readership and response,
it’s easy to see why in-house magazines
and newsletters are on the wane. Yet their
content is still relevant. Recognizing staff
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contributions and achievements, reporting
financial figures, ensuring transparency, and
reaffirming business values are all part and
parcel of culture building.

Replacing print media are powerful
intranet-based communications tools, acces-
sible to all, working harmoniously alongside
social media platforms like LinkedIn. With
company news updates no longer limited
to a single monthly print run, updates can
occur instantaneously, engaging franchisees

Replacing print media
are powerful
intranet-based
communications tools,
accessible to all,
working harmoniously
alongside social media
platforms.

and their employees daily or hourly.

In the social media age, news is expected
to be delivered as it happens, and there are
benefits beyond drumming up excitementand
interest in company events. Sharing updates
this way means reactions can be gauged in
real time and readership and engagement
can be tracked and analyzed. These types
of metrics help HR leaders measure staff
engagement, as well as check for consis-
tencies and conflicts in company culture.

Tech-based training

Onboarding is when your new hires are
most impressionable (or at the very least
unjaded by office politics), and so a good
time to promote and instill your culture
and values. Many businesses are investing in
cost-effective online learning software and/
or producing their own e-learning videos
to train at scale without any extra effort or

financial resource required beyond creat-
ing the technology.

The beauty of online training for fran-
chises is total consistency in learning. The
“student’s” understanding of the company’s
culture and values is not affected by the
“teacher’s” view.

In addition, data captured through the
online learning tools, such as pass rates and
course attendance, allows managers to see
who is and isn’t engaged, and quizzes can
be incorporated to ensure that your new
recruits are absorbing all the information
you want them to.

Communication systems

Culture can be harder to propagate when
remote working is involved. Those water-
cooler conversations can’t happen, nor can
the impromptu camaraderie and commu-
nication that occur in the hallway or break
room. Yet innovation, collaboration, and
competition can still occur, enabled by
virtual platforms.

In the digital age, there’s no reason
franchisees or mobile employees ought to
feel siloed, or why the head of customer
services in Albuquerque can’t speak with
her equivalent in the Phoenix branch to
share how a simple change saved her team
15 hours per week. There’s also no reason
franchisees should not learn from each
other’s mistakes, or share tips on staffing,
lead generation, and customer service.

Free and open discourse through an
intranet-based platform, where news and
ideas are shared and group chats can hap-
pen, where teams collaborate on projects
in real time, and where training courses
can be accessed, throws open new realms
of possibility for franchisees.

Through technology, employees and
franchisees alike can reap the benefits of
being the offspring of a bigger beast that
learns from their siblings, as well as from
their parents. And that willingness to share
ideas for the greater good of the system,
and to behave as a collective, is cultural. M

Nigel Davies is the founder of U.K.-based
Claromentis, a provider of intranet software
used by U.S.franchise businesses to improve
learning, collaboration, and productivity. Con-
tact them at marketing@claromentis.com.
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Cyber-Safety First!

Protecting the integrity of your brand
BY ERIC LEVY, EDDIE BLOCK, AND PETER VOGEL

y now everyone is painfully aware

that even amodest data breach ata

medium-sized company can cause
aworld of pain. Cyber response costs alone
(including reimbursing credit card compa-
nies for having to issue replacement cards)
can run into the millions. There also are
costs associated with discovering and fix-
ing the breach and instituting appropriate
security and administrative controls to
ensure that such a breach “never happens
again” (an optimistic statement, but there
you have it). And once a breach becomes
public, reputational costs leading to a loss
of customer trust and related goodwill are
impossible to predict.

In recent years, big names like Home
Depot, Dairy Queen, Goodwill, Supervalu,
UPS, and Wendy’s have all suffered mas-
sive, costly data breaches. Franchises are
notimmune from this type of reputational
devastation. In fact, because of their large
consumer base and the potentially decen-
tralized nature of their I'T operations, fran-
chises are prime targets for hackers. While
response costs are likely not much different
than at other businesses, the reputational
fallout for a franchise that suffers a data
breach is potentially far worse.

Franchisors routinely require franchi-
sees to adhere to design guidelines on the
look and feel of their retail stores and often
mandate that supplies be purchased from a
list of reputable providers, all in the name
of maintaining brand reputation. Privacy
and cybersecurity should be no different.
By requiring franchisees to comply with a
firm set of data protection requirements
and ensuring compliance through rou-
tine audits, the chances of a breach, and
the concomitant reputational loss, can be
greatly reduced.

Imagine that a hacker decides to target
four or five Dallas-based units of a national
franchise, all owned by a single franchisee.
Because the franchisee’s POS devices are
not compliant with PCI-DSS, the hacker
is able to steal the credit card information
of thousands of the local franchisee’s cus-
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tomers. Once the breach becomes public
(and state breach notification requirements
make public disclosure a virtual certainty),
the name of the franchise becomes associ-
ated with the breach—even if the franchi-
sor did nothing wrong.

This affects not only the franchisor, but
also every other franchisee whose data was
not compromised because the brand takes
the hit through “guilt by association.” A
good PR firm may be able to help confine
the negative impact to only the careless
franchisee and its units, but the cost to do
so may be prohibitively expensive. More-
over, the franchisor is forced to react to
the situation after it has occurred, instead
of trying to get out in front with preven-
tive measures.

What you can do

While there is no guarantee that preven-
tive measures, however stringent, will stop
a data breach from occurring (indeed, the
worn cliche is that it’s not “if” but “when”),
there are several options that franchisors
should consider to minimize the chances
of an illegal intrusion and thus be able to
credibly declare that “We did everything
we could” to prevent the loss of personal
information.

1) Consider centralizing credit card
processing and payroll functions through
a single server housed at corporate head-
quarters. Although this option puts the
franchisor in the driver’ seat in terms of
consistency of security measures, it does
have the potential to magnify the effect of
a data breach if the hacker penetrates that
corporate server: they would then have ac-
cess to customer information from a// fran-
chisees. Hence, maintenance of stringent
security protocols, including encryption,
access limitations, and dual authentication
procedures, would fall to the franchisor to
implementand enforce through a thorough
audit program (see item 4).

2) Alternatively, consider outsourcing
these functions to two or three trusted
data security firms that you have thoroughly

vetted and researched. And require franchi-
sees, through contractual provisions in the
franchise agreement, to use one of them.
This front loads the franchisor’s due dili-
gence, but it allows day-to-day security to
be handled off-site (for a price, of course).
3) As a corollary to item 2, franchisors
should require all franchisees to comply
with PCI-DSS. As mentioned, many fran-
chisee data infiltrations come through the
POS devices used to accept credit card pay-
ments at the individual units. Since part of
PCI-DSS involves hardware requirements
for POS devices, requiring franchisees to
comply with these requirements will mini-
mize the risk of a data breach (and they
must do it anyway if they want to process
credit card payments at all).
4)With all of the above items, franchisee
compliance with data security requirements
must be rigorously enforced through regu-
lar privacy audits. Whether the franchisor
employs outside vendors or does the job in-
house, a thorough audit of each franchisee
should be conducted atleast once a year and
should include a review of adherence to set
access controls, encryption and password
protocols, software updates, employee train-
ing, and the documentation of any security
anomalies or incidents. Noncompliance
(or the failure to cure any defects within
a reasonable time) should prompt severe
sanctions, including possible termination.
5) You can never be too prepared, but
instituting and regularly testing a PCI-
DSS Incident Response Plan would help
reduce the fallout after a data breach oc-
curs. When you do have a cyber intrusion,
itisalso a good idea to let your lawyers hire
the outside forensic consultants to keep the
investigation confidential as work product.
Franchisors go to great lengths to en-
sure the consistency of their brand across
franchisees and locations, yet this diligence
may notextend to information systems and
cybersecurity. Fix that oversight and your
system stands a better chance of weather-
ing the storm when a data breach occurs.

Eric Levy, Edward (Eddie) Block, and Peter
Vogel were attorneys at Gardere Wynne
Sewell when they wrote this: Levy as a se-
nior attorney for transactional and compli-
ance matters related to information privacy
and security; Block with more than 20 years
as an information security professional; and
Vogel as a trial partner who co-chaired the
firm's Cybersecurity & Privacy Group. Gar-
dere merged with Foley & Lardner on April 1.
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BY SARA WYKES

Digital Marketing Tech

Making the most of emerging technologies

igital marketing technologies have

become indispensable for franchi-

sors seeking new operators, as well

as for franchisees seeking new
customers. From social media marketing
to geotargeting, artificial intelligence to
chatbots, marketing automation to pro-
grammatic advertising—not to mention
the home invasion of voice-based shop-
ping appliances such as Amazon’s Alexa
and Google Home—marketing execu-
tives and operators alike are struggling
to keep pace with the changes in digital
marketing—and figuring out how to bal-
ance “traditional” marketing with the new.
We asked a franchisee, three franchisors,
and a marketing technology pro to shed
some light on how to most efficiently and
effectively deploy the new technologies to
help them grow and achieve their goals.

Small
Evan Mountain has learned how to make
the most of digital marketing technology.
Last year, the Fred Astaire Dance Studio
he and his wife own in Bloomfield Hills,
Mich., was the system’s fourth-highest
grossing studio in the U.S., and they
plan to open another 10 in
the state. AT

Marketing ballroom [ &
dance lessons, he says, pro- B
vides him with a marketing
advantage over brands in
other industries. “I tell my
teachers that if we had a
tire franchise it might be
a little challenging, but we
are dealing with music and
dancing and socializing.”
Adding to that advantage,
he has made a great success
of the business through the
use of different marketing and advertis-
ing technologies.

“No matter what the industry, most
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franchise owners are expertin their prod-
uct, but they may not have a similar ex-
pertise in marketing. I can’t stay on top of
all the marketing nuances that are going
to happen—and I know there are people
smarter than me at this,” he says. “I work
with outside companies.”

In contrast to the advice he received
when he entered the business (“You have
to be in the Yellow Pages”),
his marketing options today
are plentiful and expanding
each year. Learning about
the changing digital land-
scape was an important step
for him.

“I had young instructors
telling me about Facebook
and the light bulb came on,”
says Mountain. Instagram, for
instance, offered the kind of
visuals that are essential for
showing prospective cus-
tomers the joys of learning
to dance. However, his research on Insta-
gram revealed that its audience was a bit
younger than his target customers.

He soon learned to tailor his content
as specifically as possible
for his different target au-
diences, and to select the
online platforms and chan-
nels that would reach them.
“A campaign for couples is
different than a campaign
for singles,” says Moun-
tain. “With Facebook, we
could also target people in
a certain geographic area,
income level, and marital
status. We fine-tune how
we spend our dollars.”

Mountain also uses Face-
book Analytics to help guide him with
such details as the optimal video length,
or when to replace one video with another.

o
Evan Mountain

R EEEE i
Michael Smith

He also was quick to take advantage of
video produced by a local television sta-
tion in a segment on dance for fitness.
The studio’s Facebook Page post of the
television reporter being taught how to
dance salsa by one of Mountain’s instruc-
tors has garnered more than 130,000 views,
been shared more than 200 times, and has
piled up thousands of likes. Mountain
now has it embedded into
his website, where a click on
the video means Mountain
can send the viewer a special
offer. When he started the
Facebook video posts, the
studio was averaging five to
six new students each week.
That average is now up to
10 to 12.

He also pays close at-
tention to his online style,
seeking to match the look
and feel of the Fred Astaire
Dance Studio brand. “You
don’t wantitlooking too slick—we are not
General Motors or McDonald’s. We use
our own students because I want people
to look at that video as if they’re looking
into the window of our studio.”

While Mountain is pleased with the
results, he also displays another essential
quality for keeping up with the changes
in digital advertising. “I’'m always looking
at what we can do better,” he says. “How
can we market better?”

Medium

Michael Smith, vice president of strategic
planning for the NTY Franchise Com-
pany, is a firm believer in the efficiency
of marketing technology, especially when
growth is fast tracked. NTY (New To You)
has five brands of resale clothing, home
furnishings, and electronic devices with
more than 200 locations in 41 states. But
lead flow was dropping so Smith got busy,




using marketing automation to start test-
ing different long-tail keyword phrases
and images.

“I'was constantly testing,” Smith says,
adding content to the NTY landing page,
including white papers, webinar series, and
calls to action. Marketing software trig-
gered emails that could track a recipient’s
actions, in turn triggering more targeted
emails that he hoped would be most use-
ful to prospects.

“We are nurturing long
term because there are leads
that will come through in six
months, but you have to be
able to distribute material
effectively without human
labor,” he says. And since
he stepped up his use of
Facebook and Google Ads,
he has doubled the num-
ber of leads his company
generates.

Jennifer Moore, market-
ing director for The Pizza
Press, understands that the right technol-
ogy makes all the difference in growing
a brand by reaching the right people in
the right places at the right times. Based
in Anaheim, The Pizza Press has awarded
84 franchise locations, with 17 open and
another 15 set to open by the end of the
third quarter, and a total of 50 projected
by year-end.

In its hunt for both customers and
multi-unit franchisees, says Moore, “We
use a combination of SEO, email market-
ing, and other technologies. We are omni-
channel, using all the levers at once, but
we’ve seen a big lift in franchising leads,
largely on Facebook and Instagram because
they are a medium that’s rich with food.”

Large
Since its founding in 2010, Orangethe-
ory Fitness has grown to more than 880
studios in 48 states and 17 countries. At
some point during that rise, however, it
became clear to co-founder and CEO
Dave Long that the old tried-and-true
methods were no longer working to keep
the system growing as they had been.
“Several years of running national,
regional, and hyper-local lead genera-
tion ads in the same channels, targeting
the same audience, led to declining lead
volume and rising costs. We realized that
we had to find a different way to reach

Dave Long

new audiences and use our budget more
efficiently.” Initial test results, he said, led
the company “to explore machine learn-
ing to optimize both spend and creative
in real time across multiple digital chan-
nels based on conversion performance.”

The goals were simple: increase lead
volume and lower the average cost per
acquisition. The company recognized
that personalization was just as impor-
tant as it had always been,
but also knew, says Long,
“that artificial intelligence
optimizes between multiple
channels, including paid
social, paid search, display,
and pre-roll.”

The brand began with
a three-month pre-launch
test. “First we launched na-
tional media and then began
to layer on five regional
campaigns one by one,” says
Long. “We found that arti-
ficial intelligence and its ef-
ficiencies increased lead volume by nearly
50 percent—but each time we added a
regional campaign, our national cost per
lead slightly increased. This shaped our
new digital strategy for 2018 and is how
we’ve minimized competition among our
own digital ads to keep cost
per lead down.”

The results have been
outstanding. So far this year,
Orangetheory’s artificial in-
telligence-backed campaign
has generated about 63 mil-
lion impressions, more than
704,000 clicks, more than
91,000 conversions, and an
average cost per acquisition
of $12.10, which is down
47 percent year over year.

Martha France

Just right
Whether your brand is small, medium, or
large, navigating your way up the learn-
ing curve to use digital ad tech effectively
in a constantly changing landscape can
be fraught with rookie mistakes. One
potential pitfall is not making it easy to
use, whether internally or at franchised
locations, says Martha France, marketing
director for Vya, a marketing resource
management company.

“You buy the technology because
you have identified its ability to simplify

your marketing, but the technology is so
complex that you’ve just created a new
distraction,” she says. “Now there’s this
technical mess, complicated and not well
supported, so you have to hire people to
be experts at that system. Even if you
have someone who says, ‘I can do this
myself, what happens when they leave
the company or move to another job?
You really must understand the amount
of administrative support the technol-
ogy will need.”

After all, what’s the point of a franchisor
investing in a marketing technology that’s
hard for franchisees to use—especially if
you’re asking them to pay for some or
all of it? “Ease of use for franchisees is
critically important,” she says. And the
more franchisees who use the technology,
the more successful it will be.

“You must get buy-in so the technol-
ogy will be used by the full network of
franchisees. It’s important for franchi-
sees to see what the technology can do
for them, to see that shared vision. For
franchisors, that can become a selling
point as they try to attract new franchi-
sees,” she says. Emphasizing not only the
brand’s marketing technology, butalso its
ease of use and strong, reliable technical
support can be a competitive advantage.

“As a small business own-
er with only so many hours
in the day, having marketing
support that comes easily
is really important,” she
says. “And that marketing
technology has to solve
problems without technical
complications. If it’s caus-
ing new problems, it’s not
going to flourish.”

Marketing technology
also supports strategic de-
velopment based on the data
it can collect. “Sometimes
no matter how much you try to antici-
pate what’s needed, there are still things
that come up,” says France. “You can use
technology to track the administrative
and creative time needed. You can use
it to automate the request on a standard
form where you collect all the informa-
tion you need from the start. Since that
whole job is tracked in the system, you
can take a more strategic view and say,
‘We’ve had this many requests for the
same thing, so let’s address this.”” H
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Sizzle and Steak!

Taking a 60-year-old legacy brand into the future

BY KERRY PIPES

hen Kristina Van Bruggen 4 Q
joined Sizzler USA as vice
president of marketing in \

2014, the brand admittedly was a little be- & —
hind the rapidly changing marketing curve. ’ —_——

The focus had been on more traditional . -
methods of increasing brand awareness. ” ’;—

But change was afoot and Van Bruggen ‘ -

was in the right place at the right time ‘ .

to help usher in and propel that change.

A new way of thinking, a talented mar-
keting team, and new methods of com-
munication helped fuel the early stages of
the brand reaching out to a new customer
base—while continuing to connect with
guests already committed to the brand.

“From marketing campaigns to menu
revitalization and brand image and design
work, we’ve created a new look for Sizzler
that has high appeal,” says Van Bruggen
today. She loves being a part of the 60-
year old brand and relishes the task of
continuing to help increase awareness
and continued growth of the brand’s 134
U.S. restaurants, located primarily in the
western states.

Van Bruggen arrived at Sizzler with
more than 20 years of experience in na-
tional consumer marketing and a track
record of successfully integrating a wide
range of marketing strategies. Before Siz-
zler, she had spent 13 years at marketing
and advertising firm TracyLocke, where
she led marketing initiatives for T-Mobile,
Sony PlayStation, Pepsi Foodservice, and
Pizza Hut, among others.

“To be an effective marketer today, you
must be able to embrace nontraditional
tactics,” she says. That’s why Sizzler is
relying on research, data, and KPIs that
help the brand identify coming trends
and design effective strategies to make
the most of them.

She says her success to date is the result
of working with new technologies, agency
partners, and franchisees to identify new
opportunities for the brand. Execution,
she says, is a team effort.

Franchiseupdate ISSUE II, 2018



CONSUMER MARKETING

Describe your role as vice president
of marketing at Sizzler USA. My job
is to not only protect but also to continue
to build a 60-year-old legacy brand that
operates 134 restaurants across the U.S.
Leading alegacy brand requires a unique
balance of staying true to our roots while
also pushing the envelope to evolve the
company. When I first joined the Sizzler
family in 2014, my role centered on grow-
ing our guest base. After four years, our
system has embraced a different way of
thinking. Over the last few years, we’ve
integrated nontraditional digital mar-
keting platforms into what’s been a very
traditional marketing approach. From
marketing campaigns to menu revitaliza-
tion and brand image and design work,
we've created a new look for Sizzler that
has high appeal.

What's the most challenging part of
being a CMO today? The landscape
is constantly evolving and it’s an ever-
changing art to effectively and person-
ally communicate with our guests. To be
an effective marketer today, you must be
able to embrace nontraditional tactics. Be-
ing quick and nimble enough to remain
relevant and evolve in the digital age is
a challenge for legacy brands, but we’ve
managed to implement several strategic
campaigns that have proven to elevate
the brand to where it is today.

What are the 3 mostimportant keys
to being an effective CMO leader
today? Be curious, always have an open
mind and a willingness to learn new things,
and of course, always listen. Some of our
bestideas come from team members who
are working hands-on in the restaurants
and with our guests. Many of the new
tactics we’ve employed over the last few
years have stemmed from new technol-
ogy, our agency partners, and new ideas
from our franchisees, who we love to work
with to identify growth opportunities for
the brand.

How do you prepare a marketing
plan and execute the strategies?
We use a collaborative and consumer
data-driven process to design a yearly
marketing strategy. Using this data helps
us anticipate trends and understand what

From marketing
campaigns
to menu
revitalization and
brand image
and design work,
we've created
a new look for
Sizzler that has
high appeal.

will drive our business in a very competi-
tive marketplace. Past trends also help us
understand if our customers favored a
certain culinary trend or flavor profile in
an LTO. We want to ensure that we can
replicate that same success and continue
to deliver and market craveable offerings
for our customers on an ongoing basis.
Working hand in hand with our franchisees
and operations to execute our marketing
plans helps ensure consistency. Execution
is a team effort!

How do you measure marketing
results and effectiveness? A strong
partnership with our analytics team and
our marketing, public relations, and ad-
vertising agencies is key to measuring
and optimizing our results. To better
understand Sizzler’s lift, awareness, and
first-time trial, we look at our KPIs (which
include traffic, margin growth, and mix
shift) in conjunction with consumer tools
like guest intercepts and social media lis-
tening tools. These qualitative and quan-
titative results provide rich information
for brand initiatives, and ultimately tell
us if what we’re doing is working or not.

Discuss your core consumer market-
ing strategies and objectives. Our
main focus is broadening our base with-
out alienating our core loyal guests. To
ensure that we reach a broad guest base
where consumers are ready to listen and
engage, we do this with a combination
of traditional and nontraditional me-
dia tactics, such as television, print, and
digital media. Traditional media casts a

wide net for one-way communication to
share our brand story. Nontraditional
media is all about community building
and is a lead-in to actively engage in and
foster conversations with consumers on
a variety of platforms. With all the con-
tent clutter today, merely being present
in the digital and social media scene isn’t
enough. Creating unique content to create
a deeper connection with our brand—like
our Cheese Toast campaign—can deliver
real value to our guests, which is our main
goal. And ultimately, it’s what they expect.

How do you go about creating a
"customer-centric” marketing and
brand philosophy? Being hyper-focused
on guest satisfaction has been at the core
of Sizzler’s culture for the last 60 years.
Our success is based on a variety of fac-
tors and is a mash-up of understanding
our guest’s needs, constantly evolving our
culinary development, and delivering and
exceeding guest expectations in our res-
taurants every single day. It’s a full team
effort. This strategy is exemplified in our
menu evolution. Throughout its history,
Sizzler has consistently tailored its offer-
ings to incorporate on-trend flavors. This
is showcased in the recently upgraded
Craft Salad Bar, which features quinoa,
artichoke hearts, and avocado, served on
a chilled plate for a gourmet experience.
Continuously building upon our guest’s
satisfaction will continue to be a priority.

Describe your marketing team and
the role each plays. We have a small
and mighty marketing team focused on
helping our restaurants develop meaning-
ful relationships with our guests, in turn
driving loyalty and sales. We focus on
brand development, local store market-
ing, digital and social media, innovation
and technology, design, and marketing
analytics. Our team works closely with
our franchise partners, R&D, operations,
construction, I'T; and finance to develop
brand-building programs, craveable food,
and a comfortable environment for our
guests to enjoy.

Why is it so important for the market-
ing departmentto have a “personal
touch” when it comes to helping
the brand connect with franchise
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prospects? We are the brand voice,
communicating our expectations, core
values, and attributes to someone who is
potentially making a commitment to join
our family. It’s imperative that prospec-
tive franchisees understand the brand’s
key insights—and realize the benefits
and support they will receive from the
marketing department’s overall strategy
as it relates to the cross-functionality of
each restaurant’s success in their respec-
tive markets.

How does this help your franchise
sales and development effort? As
a whole, all departments, including the
marketing department, contribute to the
potential franchisee’s decision to join the
Sizzler system. It’s our job to educate new
and prospective franchisees about their
core guest base, competition, and trade
area using mapping and demographic
analytic technology. We strive to develop
personal relationships and have an open-
door policy with our franchisees to ensure
the success of their business.

What ways/tools do you rely on to
do this? We rely on various analytic
tools and resources for our brand to tar-
get development areas poised for rapid
expansion and success. But most impor-
tant, it has been our open-door policy
and personal relationships with existing
franchisees who share their success and in
turn become our biggest brand advocates.

Do today'’s prospects expect more
from the franchise marketing depart-
ment? What, and how do you pro-
vide it? In general, franchise prospects
always expect a proven business model
coupled with top-notch marketing strat-
egies. Our marketing department works
tirelessly to ensure that the marketing
needs of our franchisees are met and can
deliver measureable results. At Sizzler, we
go above and beyond by providing direct
communication support.

How is today’s consumer and mar-
keting data helping you fine-tune
your marketing initiatives? Having
a strong analytics department is the first
step. We have multiple research partners
and digital platforms that provide rich
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Since placing
an emphasis on
social and digital
media, we have
seen incredible

success with

a 388 percent

Increase in
building our social
communities.

data that we aggregate to understand our
guest on a broad level. Second, we use
data from individual digital platforms to
create targeted messaging to communi-
cate effectively with the respective audi-
ence in mind. For example, our limited
time offers are communicated differently
when deployed on television, through our
eClub community, or in our social com-
munities. Each platform has specific mes-
saging tailored to activate various KPIs
and to engage with consumers from dif-
ferent marketing perspectives and using
different tactics.

Describe the evolving role of social
media in your brand’s marketing ef-
forts. Social media has given us a tool to
communicate Sizzler’s brand personality.
It’s given us a way to create a conversa-
tion with a new guest base in a meaning-
ful and authentic way. Since placing an
emphasis on social and digital media, we
have seen incredible success with a 388
percent increase in building our social
communities across multiple social plat-
forms, confirming that our guests want
to engage with our brand.

How do you work with other inter-
nal departments, and does technol-
ogy help? Technology has streamlined
our communication efforts, giving ev-
ery department a platform to share and
communicate important information on
rapidly moving projects. Training webi-
nars, quarterly marketing webinars, video
conferencing, Skype instant messaging,
and project management software are
just a few of the tools we use internally.

How do you manage costs and bud-
gets for the marketing department?
We have a very stringent planning process
to develop realistic and strategic market-
ing plans annually. Sharing our budgets
with agency and vendor partners empow-
ers them to find savings and efficiencies
whenever possible.

Do you see vendors as business part-
ners? Why/why not? Yes, our partners
are an extension of our brand. By allowing
our partners access to our brand we can
take advantage of their skill sets, experi-
ence, and diverse business perspectives.
Our success is their success.

How have marketing strategies/tools
changed over the past decade? How
have you adapted? Being unafraid to
move away from traditional marketing
tactics and investing in new and innova-
tive technologies, specifically across digital
platforms, has allowed us to gain access to
insights and efficiencies with our guests,
franchisees, and corporate team. In turn,
we are better able to understand our guest
behavior and use this high-impact data to
quickly respond.

How is your marketing/branding
strategy developed, and how does
it flow through the system? We work
closely with our team and partners to de-
velop annual promotions for campaigns
that will support the entire Sizzler sys-
tem. After thatis complete, the marketing
team collaborates with field operations,
franchisees, and our innovation team to
develop actionable strategies, and then
clearly articulates the overview of the
marketing plans throughout each level
that each department manages. Because
of the up-front collaboration, deployment
of these strategies is seamless through
the system.

What advice would you offer to as-
piring CMO executives? Build a great
team. Listen to learn. Trust your instincts
to know when to pivotand try something
new. You have to love what you do. It’s a
demanding role that can consume you.
Having balance in your life will give you
the ability to embrace the role and ulti-
mately be effective. B
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"HOW DO YOU CREATE ONLINE ADS
THAT ENGAGE CUSTOMERS, BUILD LOYALTY,

Jessica Yarmey

Chief Marketing Officer

Club Pilates

At Club Pilates, our acquisition strat-
egy in the digital space is built around
reaching the right people with the right
message at the right time. We define our
“right people” by pulling top customers
and building look-alike target audiences
based on that information. Defining our
audience in this way increases the likeli-
hood of our content being relevant and
providing value.

We push the “right message” by us-
ing different versions of digital and social
creative to speak to different demographic
segments in a way likely to drive a desired
action. While blatant personalization can
coIme across as creepy to consumers, per-
sonally relatable content is expected in
digital marketing and leads to higher en-
gagement and stronger campaign results.

We aim to communicate at the “right
time” by analyzing our current time of the
day and week online traffic, scheduling
online ads to push our greatest ad spend
to those critical windows. Our potential
clients are actively searching for infor-
mation and looking to engage with us in
certain time windows, so we want to be
ready with relevant ads and information.

Today? digital landscape
also enables us to evolve
campaigns as results come
in, giving us tighter control
over lead flow and member
count during any window of
the calendar. As an example,
where we see a certain cre-
ative version driving a higher
percentage of results, we can
quickly flow more dollars to
that version. Or if we see a
certain audience converting :
atahigh percentage, we will 1/ &
shift the campaign toward =
that audience to drive lead count.

With the digital tools available to us,
marketers can build ad campaigns with very
granular targeting and on-the-fly adjust-

AND GET RESULTS?”

ments that drive predictable acquisition
campaign results. In any results-driven
organization, including Club Pilates, that
kind of visibility and predictability is criti-
cal to marketing success.

Kent Frogley

Chief Marketing Officer

Real Property Management

Real Property Management specializes in
managing single-family rental properties
for their owners. We provide a service that
is complex, involves assets worth hundreds
of thousands of dollars, and
literally reaches into the
heart of people’s homes.
It encompasses work that
most people view as a hassle
and would rather not do
themselves: dealing with
plumbers, electricians, or
a malfunctioning sprinkler
system, placing renters, and
handling problems. While
this can be the high or the
low drama of life, depend-
ing on your point of view,
it creates many emotional
hooks and natural connection points for
customer engagement. We have an advan-
tage compared with many
other product or service
categories.

We embrace the axiom
that successful customer
engagementis driven by rel-
evant content. We recognize
that effective online ads are
fundamentally an exchange.
We provide something of
value in exchange for the
attention of our customers.
« The “something of value”
is content, and relevance
determines its worth. Con-
tent creates more knowledgeable custom-
ers, and more knowledgeable customers
have a higher lifetime value. They refer
more people, make more informed buy-

ing choices, and they’re more often brand
advocates. They represent real growth op-
portunities for the bottom line. Butif you
want to retain them bring your A-game.

We also realize that contentalone doesn’t
create results. Marketing content and con-
tent marketing are very different things.
Content marketing is about influencing
customer behavior. Profitable customer
actions are the end goal, and we work to
make sure they are explicitly defined. A
click by itself doesn’t define success. To cite
justa few examples: What is the intention
of that click? Does that customer behavior
align with our communica-
tion goals? Are they sharing
our content with someone
else? Seeking more content
by clicking an additional
link or asking for more in-
formation?

Creating sharply defined
buyer personas, linked to
a well-articulated messag-
ing strategy and tailored to
each persona’s differentiat-
ing traits, is basic market-
ing blocking and tackling.
But it can sometimes get
lost in the whirlwind of managing day-
to-day initiatives. Keep your eye on the
ball. For example, some of our customers
are intentionally building a portfolio of
properties to generate income, whereas
others may unintentionally have a prop-
erty requiring management because of
life events, such as a marriage, or a death
in the family. The first customer often is
more interested in return on investment,
the second in reducing hassle and avoid-
ing stress. Our messaging reflects those
different goals.

Last, don’t forget creativity. If they don’t
notice you, it doesn’t matter what you’re
saying. Break through the noise, hold their
attention, make the experience enjoyable.
But whatever attention-getting tactic you
use, keep it relevant to your brand. Aware-
ness is the first step in the marketing funnel.
Ifyou fail there, the rest doesn’t matter. |
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Millennials

Boost Your Social ROI

How local businesses can succeed
with social media

BY SHAWNA FORD

ocial media has been around for
s more than two decades. While

social media is well known to-
day, it began humbly on a site called
SixDegrees.com, which allowed users
to create a profile and “friend” other
users. Sound familiar? The site is long
gone (1997-2001), but the online net-
working premise lives on and continues
to grow each year.

Younger generations tend to be the
ones driving change and inspiring new
tech platforms in general, and social
media specifically. When it comes to
technology, Millennials and Gen Zers
also tend to be more willing than pre-
vious generations to try new things and
learn new programs. What this means
for marketers is that they keep us on
our toes. We must take notice when
the winds are changing and try to keep
pace, keep our budgets intact, and meet
our overall goals. It can be a challenge,
especially for local small businesses or
franchise owners.

Don’t get me wrong, advertising on
social media isn’t difficult to do. How-
ever, the difficulty lies in doing it well,
in getting your message in front of the
right people, on the right platform, at the
right time. And if your target demographic
is younger, go ahead and multiply that
difficulty level by two or three because
of their use of non-mainstream social
sites and general lack of brand loyalty.

So what can local marketers do to
help improve their social ROI?

Right place, right time

In 2017, more than 81 percent of the
U.S. population had at least one social
media account, a number that rises to 90
percent for those under 30, according to
market research company Statista; and
worldwide, social media users spend an
average of 135 minutes per day online.
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Young people are on social media
all the time and trust the brands they
follow—but you need to know where
to find them and how to get them to
follow you. Seven of 10 Millennials are
more likely to buy from a brand they
follow on social, according to the Pew
Research Center. Getting your custom-

In 2017, more than
81 percent of the
U.S. population had
at least one social
media account,

a number that rises
to 90 percent for
those under 30.

ers to follow you on social allows you to
easily stay top of mind as they see your
posts while scrolling through their feed.
Posting relevant and engaging content
will keep them engaged and interested.

Do abit of research on whatsites your
target demographic frequents. A number
of sources release yearly or quarterly re-
ports on site usage by age group. If your
primary audience is 20 to 30 years old,
make sure you’re checking often. The
most popular social media site with Mil-
lennials alone has changed three times
in as many years.

Your posting tactics will probably
vary a bit depending on your vertical,
but consumer goods stores, services, and
foodservice are examples of industries
where owners should post regularly to
inform consumers of specials, new items,
or general information they might not be

familiar with. Videos and images are great
ways to grab attention quickly and retain
it long enough to deliver your message.

Rising above the noise

Make sure you’re standing out from the
crowd with your profile and posts. For
local businesses, it is absolutely necessary
thatyou are easily found when a customer
searches for you or your product, whether
that search takes place on Google or on
a social site like Facebook, Twitter, or
Instagram. Just because people under 30
spend hours a day online doesn’t mean
they want to spend more than a few sec-
onds looking for your business, or that
they’ll pay attention to more than just
a basic name.

For example, I follow a local restau-
rant on Facebook and Instagram. They
often post their daily specials and latest
news on social. After seeing a picture of
the special of the day, I went in for din-
ner and was heartily disappointed when
I'found out that the special I saw was for
their other location—50 miles away. It
turns out I had been following my loca-
tion on Facebook and the other one on
Instagram. There wasn’t anything to dif-
ferentiate the two by profile name. You
had to look at the bio, which I did not.

Moral of the story: If there is more
than one location, or if you could be
confused with someone else, make sure
your location is in your profile name
somewhere—whether that is the city
you're in, the street you’re on, or the part
of town you’re in—especially if you’re
on a site that doesn’t immediately show
the address or location when your pro-
file is displayed.

The biggest thing to remember is to
know your demographic and place your
information where they are. Whether
that’s in ads or organic posts, target the
sites your customers frequent—and make
sure they can find you easily when they
need you. M

Shawna Ford is a marketing coordinator at
Mindstream Media and has a background
in social media marketing and copywriting.
To learn more about Mindstream, call 800-
548-6214 or email inquiries@mindstream
media.com.
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Failure’s Upside
Innovation, creativity, and improved results
BY JOHN DIJULIUS

o be a professional disruptor, you

I must be willing to take risks. This
means you must be willing to fail.
Billionaire James Dyson once said, “I've
always thought that schoolchildren should
be marked by the number of failures
they’ve had. The child who tries strange
things and experiences lots of failures
to get there is probably more creative.”

Here are more thoughts from well-
known business leaders on the value of
failure in their success, as well as two
small examples of what we and some
clients have tried in our own businesses.

e Chief failure officer. Jeff Bezos’
net worth recently surpassed $100 bil-
lion. Not bad for a guy who says it is his
job to fail often. In an interview with
Henry Blodget, CEO of Business Insider,
Bezos said, “I've made billions of dollars
of failures at Amazon.” Bezos stressed
that for a company to have long-term
sustainability, not just survive, it must
experiment constantly and be willing to
fail. “One of my jobs,” said Bezos, “is to
encourage people to be bold. It’s incred-
ibly hard. Experiments are, by their very
nature, prone to failure. A few big suc-
cesses compensate for dozens and dozens
of things that didn’t work.”

* Rewarding failures = a culture of
innovation. Business guru Tom Peters
says, “I'd rather reward spectacular fail-
ures than reward mediocre accomplish-
ments.” What are you doing to encour-
age your people—and yourself—to see
what is possible? You have to create a
risk-taking culture, and you do that by
constantly experimenting. No one did
this more effectively than Steve Jobs
building Apple. Great leaders encour-
age experimentation and risk-taking.
Because of this, their people don’t fear
failure. “The only way to come up with
something new, something world-chang-

ing, is to think outside of the constraints
everyone else has,” said Jobs. “You have
to think outside of the artificial limits
everyone else has already set.”

e “Uberproof” your business. Every
industry has an Uber coming. In a recent
article, “How To Avoid Disruption,” se-
rial entrepreneur James Caan explains
how you can take steps to prepare for

“I'd rather reward
spectacular
failures than

reward mediocre

accomplishments.”
—Tom Peters

the inevitable. “Invest in a team whose
primary focus is innovation. This team
should be full of people with a startup
mentality, who will question your pro-
cesses and make you think differently.”

¢ Experience 2022 meetings. Epiph-
anies rarely occur in familiar surround-
ings. The key to thinking differently is
to perceive things differently. To achieve
this, you must force your brain to make
connections it otherwise would have
missed. It might sound difficult, but
there are simple ways to get the creative
juices flowing. Every Friday afternoon,
for example, set aside two hours for
“Xperience 2022” meetings. Calling it
Xperience 2022 allows your employees
to not focus on the how and instead focus
on the why, what if, and why not? Encour-
age “crazy” ideas focusing on what your
customer experience can look like by the
year 2022—your product, services, and
ease of doing business.

e Mitigate risk. You don’t have to

wait until 2022 to roll out these ideas.
You can easily take the best ideas that
come from your Xperience 2022 brain-
storming sessions and roll them out in
safe beta test environments, in just one
department, location, or with one cus-
tomer-facing employee for a month, for
example. Limiting your new concept to
a department, location, or employee al-
lows you to testitin a controlled environ-
ment, track the results, make necessary
changes, and have proof of its success.
This will help you sell it to the rest of
the organization when it is ready to be
launched company-wide.

Two small examples
Here are just two examples of how to do
soft rollouts in small ways:

1) No front desk. At John Robert’s
Spa we have always wanted to remove
the traditional front desk and create
more of an Apple Store-like environ-
ment. However, no one liked this idea
at our existing salons so we waited un-
til we opened a new location in 2013 to
roll it out. There is no front desk, com-
puter, printer, or receptionist sitting in
a chair—not even a hostess stand. This
concept was so successful from a cus-
tomer service standpoint that the new
salon immediately became the #1 selling
location for product sales. In 2016 we
opened another location, did the same
thing, and had the same results. Now all
our other locations want us to remove
their front desks.

2) Call center agent. We have cli-
ents who tested an idea by having only
one call center agent greet callers by
saying, “Thank you for calling ABC,
this is Martha, who do I have the plea-
sure of speaking to?” They measured
the results over 30 days and found that
both her satisfaction scores and close
rates were higher. The results gave them
the ammunition to get buy-in from ev-
eryone else in the call center to say the
same thing. M

John R. DiJulius Il is the author of The
Customer Service Revolution and president
of The DiJulius Group, a customer service
consulting firm whose clients include Star-
bucks, Chick-fil-A, The Ritz-Carlton, Nestle,
PwC, Lexus, and many more. Email him at
john@thedijuliusgroup.com.

Franchiseupdate ISSUE Il, 2018

33



FRANCHISE DEVELOPMENT INTELLIGENCE

36 Sales Training

Phone science: building customer trust through neurochemistry

38 Technology Guide

A special section highlighting 10 solution providers
56 Operations

Donatos Pizza uses "big rocks” thinking to drive system growth

58 Challenge the Pros
"In what ways does your development department work alongside
your operations department to enhance the recruitment process?”

60 Market Trends

Aligning your franchise sales process with 3 current trends

62 International Strategy

Assessing the risks and rewards of overseas expansion

64 International Technology
Wherever you look, it's a digital world for franchising!

68 It's Closing Time

The link between franchisee satisfaction and system performance

34 Franchiseupdate ISSUE I, 2018



Sales & marketing expert, business
coach, author and founder of
SalesTrainingWorld.com

FRANCHISE LEADERSHIP

DEVELOPMENT CONFERENCE

InterContinental Buckhead Hotel, Atlanta GA
October 9" -11t 2018 | #FLDCon

Former NFL quarterback, sports
commentator, corporate speaker
and restauranteur

#FLDCon

www.franchisedevelopmentconference.com

AW
\\\{\
W
N

»

T

AL
WA
S

%\

i

ZZ



36

BY JAYSON PEARL

DHONE S(ENCE

Building trust through neurochemistry
n

ou had me at hello.”

Thaticonic line spoken by
Tom Cruise to Renée Zell-
weger in the movie “Jerry Maguire” cap-
tures the power of the first impression and
touching someone’s heart. Butscience tells
us that it’s really your head that’s sizing
up a person at “hello”—specifically your
prefrontal cortex.

You understand how this works in the
movies, but how often do you think about
your customer’s prefrontal cortex on a sales
call? If you’re great at building trust on
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the phone, you're probably engaging the
“good boss” part of a customer’s brain to
help you close the deal. That gray mat-
ter behind the forehead is responsible
for many of the executive functions of
the brain, such as understanding, learn-
ing, and deciding. When you effectively
engage your caller’s prefrontal cortex, you
create high-trust selling conversations that
connect. Why should you care? Because
people buy from people they trust. Here
are five points where science tells us trust
is gained (or lost) on a sales phone call.

1) How you say “hello.” Most people
can tell if a person is trustworthy simply by
the way they say hello. A recent article in
Science magazine highlighted a study at the
University of Glasgow where researchers
asked participants to rank the trustworthi-
ness of a voice based on saying one word:
“Hello.” They found that singsongy voices
are seen as more trustworthy: “a rise at the
beginning, drop in the middle, and rise at
the end,” says study leader and cognitive
psychologist Philip McAleer.

How can we use this information in



our business? First, it tells us that, on the
phone, personality pays. The study found
that a flat voice or monotone signaled
less trustworthiness, a reminder for any-
one answering the phone to do it with a
smile. Second, think about voice assistants,
automated answering, and other speech-
generating technologies. Even the elec-
tronic voices your customers hear may
soon be making more trustworthy first
impressions.

2) Put the caller at ease. Today, when
someone makes their first call to a busi-
ness, they’re seeking specific informa-
tion. They’ve been to your website, read
reviews, and now they want information
they can’t otherwise find. The act of seek-
ing information this way can be stressful
for many callers. So when we answer the
phone, we want to build trust by quickly
putting the caller at ease—and send a
shot of the neurotransmitter dopamine
to reinforce that the decision to call your
business was a good one.

A practical way to do this is to refrain
from peppering the caller with questions
from the get-go. Instead, assure the caller
they’ve “called the right place.” According
to customer service expert Nancy Fried-
man, this should be said before you ask
for any information. “It’s very frustrating
to be interrogated before you welcome
the caller. If you need information, be
sure you welcome the caller first,” she
says. Conversations with early moments
of connection produce more dopamine,
which in turn activates the brain’s reward-
motivation systems. When people are ex-
periencing this chemical reaction they are
more engaged and at ease, which promotes
engagement and rapport.

3) Mirror their style of communica-
tion. You don’t know the needs of someone
calling your business for the first time, but
you can build rapport by working to meet
the caller where their brain is. This starts
with mirroring the caller’s tone, rate, and
style of speech throughout the call. This
demonstrates strong listening skills, an-
other key ingredient in creating trust. The
result has been shown to increase sales and
generate positive evaluations by callers,
according to a study cited by behavioral
investigator Vanessa Van Edwards at Sci-
ence of People. Start with mirroring the
pace and volume of the other person’s
speech. If they are a fast talker and loud,
increase your volume and animation. If
they are soft, slow, and more relaxed,
match them at this level instead. What's

most important is to do this as authenti-
cally as you can. It’s really about getting
in sync with someone you probably have
never spoken with before.

4) Ask intelligent questions. Any
great inside sales person knows that the
secret to a great inquiry call is to ask the
right questions about the caller’s situa-
tion to show how the product or service
uniquely brings value to them. If efforts to
put the caller at ease have already started
the dopamine flowing in their brain, the
next chemical we want to trigger is the
bonding hormone oxytocin, the “trust
drug.” Our personal happiness comes
from social interactions, so when the caller
feels thatyou’re listening and asking smart
questions tailored to their situation, trust

builds quickly.

The happy chemicals
in your customer’s
prefrontal cortex
will be firing,
and you’ll see your
inquiry call conversion
rates soar.

The best partabout asking intelligent,
open-ended questions is that it showcases
the additional value your product or ser-
vice can provide. For example, the caller
is inquiring about your in-home maid
services: “You mentioned looking for help
getting your weekly cleaning done since
your hip surgery and we’d love to help
you with that! Tell me, are you having
trouble changing your bed linens? With
your granddaughter’s dust allergy, how
important is extra dusting and washing
before she comes to visit?” People want
to know they’ve called the right place,
and that the person they’re speaking with
truly wants to help.

5) Be empathetic, not sympathetic.
Phone training often includes coaching to

show empathy with a caller. Empathy is
different than sympathy. Empathy is the
ability to “walk a mile in someone else’s
shoes”; while sympathy is feeling the same
feelings as the customer and agreeing with
them. A person feels sympathy, but shares
empathy. How do you do it? Three speech
habits can help you demonstrate empathy,
according to Matthew MacLachlan, head
ofintercultural and communication skills
training at Learnlight in London.

® Personal pronouns. When you use
personal pronouns (especially “I” rather
than the more corporate “we”) the lis-
tener understands that you are person-
ally involved and interested in them as an
individual. They feel that you understand
their situation and that you want to help
them as a priority.

o Active verbs. Compare: “Someone will
call you with a confirmation of your ap-
pointment” or “I will call you back before
2 p.m. today to confirm the appointment.”
The first lacks personal responsibility to
solve the caller’s request for a confirma-
tion. The second shows that the person
understands the caller’s urgency and is
making a personal commitment to con-
firm the appointment.

o Authenticity. Be genuine, honest, and
be yourself. Authenticity means using a
natural tone and less formal ways of speak-
ing. Use “thanks” instead of “thank-you”;
“hi” instead of “hello”; “enjoy the rest of
your day” instead of “goodbye.” Use con-
tractions and short forms of verbs: you're,
can’t, he’s, don’t, etc.

University of Houston professor and
storyteller Brené Brown says it best: “Trust
is built in very small moments.” On your
sales calls, these moments start with “Hello”
and continue through smart questions,
empathy, and authenticity that build a
trusting connection. The happy chemicals
in your customer’s prefrontal cortex will
be firing, and you’ll see your inquiry call
conversion rates soar. Trust me. ll

Jayson Pearl is the founder and president of
ServiceScore, which helps franchised brands
getmore customers and employees through
betterinquiry phone call conversion. Using
customized call reports and efficient train-
ing, franchisors can improve phone selling
skills to drive franchisee profitability through
outstanding customer service. Previously he
was executive vice president of operations
atBrightStar Care. For more information visit
www.servicescore.net, call 414-436-0040,
or email sales@servicescore.net.
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of the challenges associated with evaluating
and selecting the best technologies for

your business. Whether you’re in the market
right now, or planning to invest in a new
technology solution in the near future, you're
sure to expand your perspective on how
these franchise-focused suppliers can help
you grow.
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BRIDGELINE DIGITAL BRI!DGELINE

Attract, Engage, Nurture and Convert O G T A L

- Ohe powerful platform.

S~ == Endless Possibilities.-
Manage your entire-digital experience without limitations.

The Bridgeline Unbound Product Suite
deeply intfegrates Web Content Manage-

ment, eCommerce, Marketing Automation,

Social Media Management, and Web
Analytics for thousands of customers that

range from small and medium-sized orga-

nizations to Fortune 1000 companies.

UNBOUND CONTENT Target and en-
gage prospects with personalization and
build customer relationships across mul-
fiple channels. Edit web content without

coding and employ mobile-friendly design,

SEO management, and enterprise search.

UNBOUND COMMERCE Own the B2C,
B2B, and B2X experience for each unique
customer with a revenue-driven, fast,
flexible and scalable solution. Manage the

commerce lifecycle with a faceted catalog,
secure cart and checkout, order and inven-

tory management and shipping support
in a PCl Level One-cerfified environment.

UNBOUND MARKETING Attract pros-
pects with SEO and landing pages,
engage visitors with fargeted content,
nurture users with automated campaigns,

and increase conversions with form sub-
missions and real-time sales alerts.

UNBOUND INSIGHTS Actionable insights
drive better results — goal-driven digital
marketing allows you to measure effec-
fiveness. Our infuitive reports provide deep
insight and visibility of usage and behavior
Qacross your web properties - so you can

manage risk and drive optimization. CONTACT INFORMATION
UNBOUND FRANCHISE Deploy

thousands of local sites to increase BRIDGELINE

rankings, conversions and connections, DIGITAL y INC.

while still controlling brand reputation )

and messaging from one centralized E-mail

dashboard. Easily embed attributes marketing@bridgeline.com

within your content to deliver unique and

localized campaigns that your entire Phone

network can leverage. 800.603.9936
UNBOUND SOCIAL Manage your brand

across social networks, create and publish Address

engaging content, and own the conver- 80 Blanchard Road,

sation. Monitor the performance, demo- Burlington, MA, 01803

graphics and ranking of your locations,
groups and entire organization with Website
analytics and reporting tools. www.bridgeline.com
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As you build your brand...

we can help you put it all together.
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WAREHOUSE & MANAGEMENT MARKETING BUDGET COMPLIANCE
FULFILLMENT REPORTS COLLATERAL CONTROL

{ CLAYTON
KENDALL

360° BRANDED MERCHANDISE

Visit ClaytonKendall.com or contact CEO Dan Broudy via email at dan@claytonkendall.com to learn more.



CLAYTON KENDALL

We Build Brands.

MY ACCOUNT  FREEDOWNLOADS SPECIALS FAQ SHIPPING HELP CONTACT

EUROPEAN
CENTER®

APPAREL

MARKETING

Clayton Kendall provides franchise com-
munities nationwide with compre-hensive
branded merchandise programs, leading
to greater brand exposure, cost-savings,
streamlined operations and brand com-
pliance. Our customized online stores give
franchisees access to advertising and
marketing collateral in one easy-fo-use
program.

LEVERAGE OUR TECHNOLOGY

Our proprietary technology is designed
tfo meet the unique needs of your user
community. We help you find the best as-
sortment of marketing tools and display
the offerings in a user-friendly, organized
fashion

The technology platform unifies alll
aspects of the program and provides
management with control of the brand
as well as spend. Reports can be cus-
tomized to monitor inventory, purchasing
patterns, store profiles, participation and
compliance. Our technology-based
programs are scalable and can grow
with you as the community expands.

ds Specials FAQ Shipping Help
Inc. Al rights reserved.

TIERED LEVELS OF ACCESS

You control the offering of different mate-
rials, marketing collateral and price points
to specific regions. Also, we can assign
varying levels of access to your users,
including franchisees, regional managers
or corporate.

BUDGETARY CONTROL

Spend can be tracked by items, user,
region or any measurable data. Invento-
ry can be tracked real-time. We monitor
purchasing patterns to help you manage
your spend, validate brand strategy and
monitor compliance. We offer drag-
and-drop technology that allows you to
easily select the specific data that you
want to review. Customizable reports

are available as well as dashboards. Our
software assists you in sefting budgets
and controlling spend by individuals or
user groups. For example, you can limit a
specific dollar spend per person, product,
department or location.

2018 Smart Technology Guide

CLAYTON
KENDALL

360° BRANDED MERCHANDISE

CONTACT INFORMATION

E-mail
dan@claytonkendall.com

Phone
412.798.7120

Address
167 Dexter Drive
Monroeville,PA 15146
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WE DID IT FOR
POOPS AND GIGGLES

And a Steady Stream of National Media Placements

MrJGoer

PLUMBING

a heighborly company

Mr. Rooter® Plumbing wanted to differentiate themselves from the competition and needed a

PR partner that could help them achieve that goal. Through creative campaigns, such as our
award-winning Bathroom Astrology that paired zodiac signs and bathroom habits, Fish’s
out-of-the box approach has garnered impressive national media coverage for Mr. Rooter,

reinforcing the brand’s position as a leader in the industry.

Entrepreneur  /A\TODAY  [THRILLISTI HURFINGTON

POST

PR @usatopay  People  GudHusdei

“We enlisted Fish several years ago to secure national consumer press for
Mr. Rooter and four other Dwyer Group brands, and they’ve delivered! Their
strategic thinking and creativity has led to some of our most unique and
successful campaigns, and we’re grateful to have them as partners.”

- Lisa Zoellner, Chief Strategy & Marketing Officer of Dwyer Group




FISH

Results Like This Are Typical

Want to Know Our Secret?

We love what we do —and where we do it.
It’s true, Fish Consulting has been repeat-
edly named a Best Place to Work by a va-
riety of organizations including PR Week
and Inc. Magazine. This means that our
team is excited about working together,
both with our clients and with each other,
learning and sharing, and going above
and beyond expectations. Our culture
celebrates connections and conversation,
whether it's about a strategic media pitch
or the season finale of The Bachelor.

Conversation is the cornerstone of the
work we do for our consumer and fran-
chise clients. Everything we do aims to
get people talking about your business,
products and services. We generate buzz
to get people as excited about your com-
pany as we are.

We are deliberate. The results may seem
organic, but we strategize and plan to
make sure that your public relations
matches your business goals. We blend

content marketing, fraditional and online
marketing services and social media to
get people talking about you and to you,
in a good way. Two-way conversation is
essential in modern marketing, no matter
if you are trying to entice new franchise
candidates or encourage consumers to
fry your product or service.

And, we're lucky enough to work across a
wide variety of industries including fitness,
hospitality and restaurants of all shapes
and sizes, home services, automotive, con-
sulting, finance and more. We get to learn
something new every day, staying fresh,
relevant and at the top of our game.

You launch the brand.
We start the conversation.

- Franchisee Recruitment
- National and Local Media Relations
+ Crisis Communications

- Creative/Digital Marketing

2018 Smart Technology Guide

fish

CONTACT INFORMATION

E-mail
Ifisher@fish-consulting.com

Phone
954.893.9150

Address
117 NE 2nd Street
Fort Lauderdale, FL 33301

Website

fish-consulting.com
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FranConnect’

FRANCHISING BUILT-IN™

The Most Trusted Franchise Management Software.

$6,888,617,586

Royalties Processed

See What
FranConnect Eoils em
Managed for
700+ Brands
Last Year!

$314,020,388 =y
Royalties Paid

Field Visits
Completed

Openings _
Managed Mobile App
Downloads

User Hours Logged
Across All Systems

16,774,780

“FranConnect is the most
complete solution that
addresses the key components
all franchisors need. It
enhances our productivity in
our day-to-day operations.”

“FranConnect connects alll
areas of a franchise

“Our sales cycle has organization... It's an important
decreased by nearly system that has really helped
50%, in alarge part, Lightbridge Academy thrive.”
due to FranConnect.”

Brenda Febbo,

Mike Bidwell . - .

X . Chief Marketing Officer
president & CFO Brent Greenwood, Uil Acestnmy
The Dwyer Group Director of Franchise Development

Firehouse Subs

Discover Why Our Customers Grow 44% Faster!
www.franconnect.com



FRANCONNECT

Our Customers Grow 44% Faster. You Can, Too!

>

DEVELOP

Discover Why
700+ Brands

I 4 PaY
PERFORM Trust FranConnect

to Manage the

Complete Franchise

Lifecycle

e
MARKET

FranConnect is the most trusted franchise
management software on the market
today. Our software was purpose-built by
franchisors, for franchisors, to optimize
the entire franchise lifecycle, from selling
more units o ensuring compliance to
achieving amazing unit-level economics.

Only FranConnect comes with Franchis-
ing Built-In™ - exclusive functionality and
best practices that have enabled our
customers to grow 44% faster.

We'd love to show you how we've helped
leading brands take their franchises

to the next level, including La Quinta,
Orangetheory Fitness, ServiceMaster,
Dwyer Group, The Melting Pot, The UPS
Store, Nestle Toll House Cookies, Dairy
Queen, Hilton, 7-11, and more.

Today, 700+ franchisors and 140,000+
franchisees trust FranConnect
solutions to run their businesses.

With FranConnect, you can:
« Sell more units by increasing
lead-to-close rates

* Reduce opening times to reclaim
lost revenue

 Improve franchisee engagement,
performance, and brand compliance

« Optimize royalty collection and
P&L consolidation

Mitigate legal risks related to
compliance and franchising
regulations

» Leverage business intelligence to
accurately measure KPIs, identify
performance trends, and spot
early warning signals

2018 Smart Technology Guide

FranConnect’

FRANCHISING BUILT-IN™

CONTACT INFORMATION

E-mail

sales@franconnect.com

Website

franconnect.com

Phone
703.390.9300

Address

11800 Sunrise Valley Drive
Suite 900

Reston, VA 20191
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TRUSTED MARKETING
SOLUTIONS

Custom
Marketing
Portals

&

Consolidate marketing assets
to ensure brand integrity
across multiple locations

Multi-Channel
Marketing

N
f

Expand brand reach
to better engage
key audiences

Signage

T T
OPEN

Stand out from the
crowd with one-of-a-kind
signage and displays

Warehousing
& Fulfillment

)

O0—

Deliver marketing products
on time and budget with
real-time reporting

Printing Solutions Simplified

w MAGNA IV

Direct Mail

Target communications
to ensure greater response
and purchase rates

Promotional
Products

PROMO

Enhance brand loyalty
and make a lasting
impression




MAGNA IV

SIMPLIFY

SAVE

Since opening its doors in 1975, Magna IV
has prided itself on forward thinking by
skillfully blending the latest technological
advances with highly trained and
passionate people. This mindset has
allowed us to evolve into one of the
leading print and marketing companies
in the Mid-South— serving diverse clients
across the U.S.

All day, every day, we handle print and
marketing projects for large corporations
with multiple locations nationwide.
From Dave & Buster’s to Gold’s Gym, we
develop cutting edge solutions—like
custom marketing portals—to streamline
companies’ brand management for
immediate time and cost savings.

At Magna IV, we offer complete
marketing solutions under one roof.
Whether partners need help managing
collateral or creating multi-channel
marketing campaigns o drive
engagement among key audiences, we
have the expertise to meet their needs.

SUCCEED

Centrally located in the U.S., our facility is
equipped to handle any type of prinfing—
digital, offset, wide format and variable
data, as well as fulfillment, embroidery,
graphic design and targeted mailing
services. Our capabilities are as varied as
our clientele.

Every day, we strive to exceed expectations
by providing partners with the high-quality
products they need to succeed. Our feam
is equipped to handle every detail of a
company’s print or marketing project—
from design to production—so they can
focus on what they do best.

If you're looking for a strategic partner,
Magna IV is the answer. Contact us at
magna4.com.
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MAGNA IV

Printing Solutions Simplified

CONTACT INFORMATION

E-mail
steven@magna4.net

Phone
800.946.2462

Address
2401 Commercial Lane
Little Rock, AR 72206
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Prind, i
= NOT DEAD.

_ With Profile Selection, Creative Services, Print, Delivery
& Analysis, Mspark is Your One-Stop-Shop
] for Effective Direct Mail Campaigns.

Ky

- R
bl
5,00 OFF
otmet

=T

BENEFITS OF AN MSPARK PARTNERSHIP: DIRECT MAIL RESPONSE RATES (2010-2017)
= HOUSE

Ease of Execution " ™ n
Take advantage of Mspark’s Creative 5% o.1%
Services, Printing and Distribution, all
in one place! % %

v Y s 34% i
You're in Gontrol o
You determine what zip codes are ”
mailed. u

. 1%
Targeting
Mspark analytics can help you find 0% 2010 2012 2015 2015 2011

your most profitable consumers.

WE WORK WITH MAJOR BRANDS SUCH AS:

LitleCacsars oy~ MCE  “BNGIE (DD @ pPazethr  Pet Depot

www.mspark.com




MSPARK
Delivering Value & Savings to the mS pO r\ |’< .

Underserved Rural Consumer

TR IR =

WAEED G G
FREE ‘¥Ree

e A

Mspark is the nation’s dominant provider — associates are equipped to partner with

of direct marketing services to over franchisees to implement profitable,

24 million households in rural America. affordable and easy-to-follow print

Because we know rural consumers programs. Whether you want to reach

better than anyone else, clients turn to your full trade area with a promotional

us for solutions to target and activate offer, or if you'd rather reach specific

them. Mspark can create a program households with a personalized message,

to help maintain brand integrity Mspark has the right approach to cost CONTACT INFORMATION
while partnering with local stores to effectively target your best customers.

grow customers and sales. Our sales

MELODY BLACK

National Brand Director

E-mail
mblack@mspark.com

Phone
713.857.9900
877.620.6283

Address
5901 Hwy 52 East
Helena, AL 35080

Website

www.mspark.com
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“My company uses them for our 40+ Franchisees and they are amazing. | love their

commitment to always improving our campaigns. | highly recommend them.”

I
I
I I
SEARCH ENGINE
L PAY PER e o e e e - OPTIMIZATION
Y CLICK ;
! |
(-l ) LOCAL I Q SOCIAL _ |
LISTINGS — — — — — 1 MEDIA
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|
-== REPUTATION PROGRAMMATIC

MANAGEMENT '
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I

Ve P WEBSITE J'

|| CONTENT DEVELOPMENT — — —
MARKETING

sales@qiigo.com giigo.com/love (888) 673-1212




QIIGO

Digital Marketing for Franchise Brands

Fall In Love With
Your Digital Marketing

Why Qiigo? Customer Love

+ Trusted Digital Advisor “The support from our contacts and
support personnel at Qiigo has been

more than what was expected. They have
assisted our office in eliminating time we

- Honest & Transparent would normally spend managing our
website. One of the best strategic decisions
we have made.”

+ Superior Customer Support

+ Flat Rate Pricing

- Results-Driven

Find out how we make it easy to fall in

love with digital marketing by visiting “Qiigo has been an absolute pleasure

Qiigo.com/love to work with. We transferred an entire CONTACT INFORMATION
franchise system to their local listings
management platform and it's been just E-mail
about as easy a transition as | could ask for.” sales@giigo.com

“The team at Qiigo has been critical to our Phone
business growth. They are always available 888.673.1212
to answer questions and brainstorm ideas
fo continue to improve our campaign
performance. Thank you Qiigo!!”

Address

1080 Holcomb Bridge Rd.
Suite 210

Roswell, GA 30076
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Local Based Marketing Intelligence
Capture Local Transactional Data

Identify Your Ideal Customers

Gain Immediate Access to Advertising Options

A Local Advertising Strategy is Made

You Gain Full Transparency, Consistency & Compliance



SILVERCREST

Advertising

It all starts with a map.

What if you could provide your
franchisees even more marketing power
within their territory?

And, what if on this map you could take
any and all local data - tfransactions,
email penetration, paid search click-
thru rates, anything — and represent this
information back to your franchisees on
a geographic heat map specific to that
local territory. See where there is action
-and where there is not.

Go one step further and overlay all the
available advertising options - those your
franchisees use foday — and those that
they do nof.

What picture is painted? Are there
areas where no advertising means no
fransactions? Or current advertising is
not moving the needle?

What about this, you take target
demographics of your ideal customer -
the ones who are the most likely to need
your product —and overlay this too. A
story forms. A strategy is made.

Bundle this info a tool that provides
immediate access to create, buy and
frack your franchisee advertising spend
- allin one platform. A means to aggre-
gate your local franchisee advertising
spend collectively - for the benefit of the
whole - building on an already reduced
and negotiated national rate secured by
Silvercrest Advertising.

Consistency and efficiency in local execution.

And above all - a strategic plan to monitor
and measure your franchisee results to
build the brand through the eyes of a
local-based tool - for your owners.

Real-fime.
Your story.
LMap

2018 Smart Technology Guide

POWERED BY

v
silvercrest

CONTACT INFORMATION

SALLY FACINELLI, CFE
VP - STRATEGIC GROWTH

E-mail
sfacinelli@sca-mail.com

Phone
818.475.7624

Website
Silvercrestadvertising.com
LMap.com
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IMN, INC.

Consistency and Customization:
A Solution that Serves Franchisors and Franchisees

amnl @

CUSTOMER WNEEDS
PERSONAL PREFERENCE

ST

CUSTOM REQUESTS

CONTACT INFORMATION

MARK BORN

E-mail
mborn@imninc.com

Phone
866.964.6397

Address
7400 Wilshire Place Dr
Houston, TX 77040
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The watchword for successful franchise
marketing has always been balance:
striking a perfect balance between the
needs of the franchisor and franchisee.
This can be especially tricky when you
consider that those needs sometimes
butt heads. Franchisors are looking to
present a uniform brand identity, while
franchisees are concerned with connect-
ing with a diverse customer base on the
local level.

Email newsletters are a proven solution
to reconcile the two - but how? By fo-
cusing on consistency while allowing for
some customization to suit a wide range
of audiences.

The right email newsletter solution will
create a branded template that adheres
to corporate branding and messaging
specifications, satisfying the needs of the
franchisor. It will also be flexible enough
that franchisees can include relevant
information, such as local promotions,
hours, and special events.

The main value of an email newsletter
solution, however, lies in its content: rele-
vant, actionable, and entertaining mes-
saging that moves prospective customers
foward a buying decision. Here, again,
the balance of consistency and
customization is critical.

A quality content mix that features
localized appeal while still adhering to
consistent and recognizable standards
results in reqular readership —and creates
an opening for connecting with your
customer base.

Leverage a branded email newsletter
solution that prioritizes both consistency
and customization, bringing balance to
your marketing strategy by presenting a
consistent brand image while empower-
ing franchisees with a sense of individuali-
Ty and connection to their customer base.

The result? An agile approach that helps
multi-unit franchisors acquire, retain, and
engage customers.



VYA

Simplified Marketing Systems

Make the Most Out of Your Marketing

When it comes to franchisors’ online mar-
keting stores, we've encountered different
scenarios. Some franchisors are burdened
with manually piecing together internal
solutions, and others have purchased
software that is gathering dust because

it is foo complex. However, the challenge
is the same: technology is wasting fime
rather than saving fime.

At Vya, we believe the best technology
solutions are the simplest. Vya’s marketing
resource management system, ranked
best by clients for ease-of-use, is backed
by the dedicated support of our peo-

ple. We are determined to ensure that

our solution makes an impact on your
business. We work hand-in-hand with our
franchise clients, delivering a solution that
enables them to:

- Provide franchisees an “online
shopping” experience for accessing,
customizing, ordering, and fulfilling
brand materials

- Efficiently manage the creative
process

- Establish tiered workflows engaging
regional managers

- Automate workflows for managing
custom requests from franchisees

- Let franchisees enroll in multi-channel
campaigns setting up several
initiatives at once (e.g. seasonall
campaigns)

- Apply data from franchisee profiles
to auto-populate pricing fields for
materials (e.g. menus)

- Manage ad resizing and distribution

- Automatically distribute enewsletters
on behalf of franchisees

- Enable multi-unit franchisees to
manage multiple locations from one
account

Learn how we can help you make the
most out of your marketing. Request a
demo of the Vya system today af:
vyasystems.com/vyafrandemo.
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\/\/a Simplified Marketing Systems

CONTACT INFORMATION

ALLAN GREER

E-mail
agreer@vyasystems.com

Phone
513.552.0143

Website
vyasystems.com
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GROWING YOUR SYSTEM

Operations

Top of the Ops

“Big rocks” drive system growth at Donatos

BY AMOS DURBIN

franchise operations. With franchise

growth and multi-unit franchising in
particular continuing to soar, the indus-
try is working tirelessly to keep up with
demand. This trend has created more
opportunities within franchising and it’s
difficult zot to jump on board with the “full
steam ahead” mentality. As you do that,
having a company culture that embraces
core values will help crystallize what’s most
important throughout the organization.
With this focused vision, your team can
focus on what matters most and what can
set your franchise apart in a competitive
market: your “big rocks.”

I t’s an excellent time to be part of

What are your big rocks?

To help keep an entire company aligned
on values and goals, start to use a pre-
determined system to share, track, and
highlight activities that equate to a positive
company culture. A commonly used and
effective management tool for this that
I recommend is called “big rocks.” The
idea is that you have a barrel, large rocks,
little rocks, and sand, which all represent
different elements of your business strat-
egy. If you pour the sand into the barrel
first and then put the little rocks in, you
will quickly see that there will never be
enough room for the big rocks, which is
a trap I see smart companies fall victim to
all too often. The big rocks are the things
you must accomplish as an organization,
and therefore they must always be put
first and prioritized above everything
else. Not coincidentally, they are almost
always the most difficult initiatives, which
is why people tend to default to working
on the “sand” first.

At Donatos, our big rocks of simplifying
operations and maximizing franchise profit-
ability align perfectly with what must be
prioritized system-wide for any franchise
restaurant business. “System-wide” is key

Franchiseupdate ISSUE Il, 2018

here. To succeed in franchising, the entire
company must buy into and rally behind
franchise growth goals.

A well-oiled machine

Running a restaurant requires collabora-
tion between a myriad of moving parts,
such as scheduling, recruiting, training,
customer service, conflict resolution,
maintenance, accounting... the list goes
on. To perform, these parts must all work

The big rocks are
the things you must
accomplish as an
organization, and
therefore they must
always be put first
and prioritized above
everything else.

together like a well-oiled machine—all on
top of the core responsibility of prepar-
ing and serving quality food paired with
a positive customer experience.

With so many moving parts dependent
on each other, finding opportunities to
simplify and streamline aspects of team
members’ daily tasks will result in more
efficientand satisfied associates. This crucial
simplification can be accomplished many
different ways, such as working with sup-
pliers to take steps that would normally
be required in-store, or incorporating
updated equipment in the kitchen. The
continued development of food service
equipment presents a wide range of op-
tions to streamline your kitchen.

And don’t forget to consider the often-
overlooked methods of making associate
training more effective and efficient. With

the Bureau of Labor Statistics reporting
that the average turnover rate in the hos-
pitality industry in 2016 was a whopping
72.9 percent, optimizing training is cru-
cial to attracting and retaining top talent.
Whether that involves updating training
exercises and timelines, adding a layer of
technology, or delegating to a trusted as-
sociate, any way to make the lives of your
teams simpler will exponentially simplify
your own life.

It should go without saying that the
more successful a company’s franchisees
are, the more successful it will be as a
franchisor. That’s why ensuring franchi-
see profitability simply must be included
in every franchisor’s big rocks.

First, identify what your company does
better than anyone else—as well as what
others may be doing better than you. To
improve, you need to know where your
opportunities are. If it’s market entry and
saturation, experiment with ways to make
current stores more successful and then
adopt the most fruitful methods across
several markets. If you’re struggling to
attract and retain franchisees, consider
ways you can better set them up to suc-
ceed and then equip them with any and
all tools that will help make it happen.

An easy fix that makes a big difference
is making sure that franchisees can easily
and quickly access all current best prac-
tices from across your system. Beyond
that, make sure that they have ready ac-
cess to subject matter experts from across
all your staff, including I'T professionals,
local store marketing experts, accounting
and financial professionals, supply chain
experts, and recruiting and training ex-
perts. Why subject your franchisees to
working out problems that have already
been solved by others in your system?

"To getahead and stay ahead in franchis-
ing, it’s most important to establish clear
goals and objectives that are supported
system-wide. Armed with your big rocks,
you’ll be able to quickly identify where
your time should be best spentand ensure
that franchising continues to grow. M

Amos Durbin, vice president of franchise
operations at Donatos Pizza, has nearly 20
years of experience in franchise operations.



GROW YOUR BRAND
BY JOINING OURS
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qualified buyers

RECOGNIZED, REFERENCED & RESPECTED WORLDWIDE

Every day millions of business buyers turn to Entrepreneur in search of new opportunities to start and new ways to
grow their business. We continue to lead as the only major business publication to have dedicated, objective
franchise editorial content in every issue and the most comprehensive and well-respected franchise rankings. We
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“IN WHAT WAYS DOES YOUR DEVELOPMENT DEPARTMENT
WORK ALONGSIDE YOUR OPERATIONS DEPARTMENT
TO ENHANCE THE RECRUITMENT PROCESS?”

David Graham
CEO and Founder
Code Ninjas
Our entire team is deeply passionate about
the idea that we are a “franchisee support”
organization. This means that everything
we do from a franchise development stand-
point is to create successful
franchisees, not just sell units,
though our development team
is great at that too.

An example of this would

Franchisee Training (NFT).
At NFT, the franchise devel-
opment team works with the
franchisees to gather helpful
information on how we can
make our process smoother and more effec-
tive. From the franchisee’s perspective, the
development team often is the most trusted
member at HQ. Because the franchisees
knew them first, getting honest, construc-
tive feedback from franchisees is easier
for them. This also gives them a chance to
see the franchisees who have not followed
the plan and lets them identify “less than
helpful” character traits in people they may
have missed initially. By doing so, they can
more effectively filter out people in the
development funnel who are not going to
follow the plan and work well on the team.

Another way operations plays an active
role in enhancing the recruitment process
is at discovery day events. This event is
invitation-only and we require that every
attendee has completed a checklist of items
to secure their space. The space is coveted
because we make it an exclusive club and
we often have people racing to do their
paperwork to secure the last spot. During
that event, the operations team goes over
different topics related to their particular
departments. We cover topics in vendors,
daily operations, compliance, training, and
curriculum. We don’t give away brand se-
crets and we don’t talk about revenue, but
everything else is on the table. We make it
clear that today is their day to ask whatever
questions come to mind and to get to know
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the team, because after today they should
have made their decision.

When prospective franchisees come
in for discovery day, it’s all hands on deck.
The entire team gets involved in making
the franchisees feel important and show-
ing them we are listening to their concerns.
We make introductions to
the support specialists and
compliance officers and tell
the prospects this is going
to be the team dedicated to
their success. This reiterates
our core DNA of franchisee
supportand makes them more
comfortable to move forward.

We’ve found that our de-
velopment team receiving
feedback from NFT and the operations
team getting early exposure to prospective
franchisees at discovery day are two great
ways to bridge the gap between the fran-
chise development and operations teams.

Gary Roth
President and Founder
Kids First Swim Schools
Our training and development depart-
ment works very closely with our field op-
erations department throughout the entire
recruitment and hiring process of full-time
employees. Training and development col-
laborates with field operations to design
the interview and application questions
for our full-time management
and assistant management can- .
didates, and also creates the
set of interview questions our
managers use when hiring all
our part-time staff. |
"The training and develop-
ment department also works
closely with the company’s
HR department to revise and
implement changes and updates
to our employment screening tools and
employee codes of conduct. The depart-
ment also writes the content for our hiring
ads and assists in deciding where these ads

are posted. Beyond external recruitment,
training and development is similarly en-
gaged in our internal recruitment process
and helps identify, train, and prepare our
future leaders.

Training and developmentalso collabo-
rates with the field operations leadership team
by participating in all interviews for full-time
positions within the company, providing a
different point of view and a unique set of
interview questions to obtain a more well-
rounded perspective on candidates. We also
promote heavily from within through our
assistant manager ranks, trusting training
and development to provide valuable input
on the readiness of our internal candidates
for open management positions.

Beyond the actual recruitment and hiring
process, training and development is very
involved in onboarding new employees.
Our training team organizes, supervises,
and designs the training process for all
new managers. We do not believe in “one
size fits all” training, but instead adapt the
training to the individual. Depending on
each individual’s knowledge of aquatics, sales
and marketing, and management, we adapt
their training to optimize their skill set.

We also have different onboarding prac-
tices depending on if our new manager is
an internal or external candidate. Internal
candidates require a much different—and
shorter—onboarding process than our ex-
ternal candidates. Part of this onboarding
process involves sending our new manag-
ers to work and train with our
experienced managers in the
field. This process provides
very valuable experience to
the new manager and pro-
vides insight into how well
they fit into our organiza-
tion and our vision for the
management team. By using
the experiences and opinions
of our field team collectively
with the opinions and experiences of our
training team, we can ascertain if we have
made the correct decision with regard to
our chosen candidate. |



=FRANdata 1-800-485-9570

Franchise Business Intelligence frandata@frandata.com

We at FRANdata have been growing our data and contact competencies to serve our client's
dynamic business development and marketing needs. In this competitive landscape, you
need a solution that can help you go beyond your current capabilities by utilizing better
information to help you to focus your resources only on selling to your ideal market targets.

\l/

-f< Select from 300,000 existing franchisees
and more than 150 million adult Americans

Q Search Nationwide or Just in Your Specific
Territories

e ﬁ Use ngographic Filters to Target Your
Most Likely Prospects

LEARN HOW FRANDATA CAN HELP YOU TODAY AT WWW.FRANDATA.COM




60

GROWING YOUR SYSTEM

trends

Prospecting for Franchisees

Align your sales process with 3 current trends
BY DARRELL JOHNSON

bsent an economic shock, we
Ashould have continued expansion
this year and into next.

Fueled by the tax bill’s expected near-
term impact, the economy is gaining
strength. February’s NFIB business op-
timism index reached a record high dat-
ing back to 1996. Also in February, The
Conference Board’s Consumer Confidence
Index hitits highest level since 2000. If the
economy continues to cooperate, what
are some underlying trends you should
be aware of as you execute your franchise
development plans?

I think the answer to that question lies
in understanding the changes that have
shaped the prospective franchisee of today:
greater understanding of the information
available about a brand (let’s call that the
fake news backlash); improved ability for
you to find prospective franchisees (let’s
call that the big data era); and the likeli-
hood your next franchisee may be an ex-
perienced franchisee from another system
(let’s call that the multi-unit trend).

¢ Fake news backlash. I am hopeful
that the fake news backlash surrounding
politics helps franchise development. We
have suffered through an extended period
of distrusting news on most levels. This is
teaching us to go beyond claims and head-
lines to verify what is being said, especially
when it comes to investing our own money.
Opver the past 10 years it’s become increas-
ingly easy to starta franchise brand. In fact,
it can costless to become a franchisor than
to become a franchisee. A slick marketing
effort with a weak business undercarriage
is doable because of this low-cost barrier
to entry. The result is the franchise busi-
ness model became susceptible to franchi-
sors that were not likely to be successful,
hurting all of us who try hard to execute
the business model well. The fake news
backlash is creating a more discriminating
prospective franchisee, and that is a posi-
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tive for the business model. It also should
help inform your messaging around state-
ments that can be validated and verified.
Generally, a recession is good for fran-
chise development as it creates a pool of
prospects from displaced mid- to upper-level
managers. An extended period of contin-
ued economic expansion generated record
low unemployment and a hot market for
companies seeking experienced workers.
Further, we have a record number of fran-

The fake news
backlash is creating a
more discriminating

prospective franchisee,
and that is a positive for
the business model.

chisors seeking prospects. That’s a tougher
market for franchise development. Forced
to look at alternative ways of attracting
franchise prospects, we are beginning to
see a change in the time-honored way of
marketing to prospects.

e Big data era. We are finding that
the tools developed during the big data
era can help franchisors identify pros-
pects before the prospects know they are
prospects. Starting with the 2008 election
and maturing over the next two election
cycles, detailed household data on more
than 150 million households was harnessed
to determine political leanings. Combining
an understanding of a household’s neigh-
borhood with family details, mortgage and
expenditure patterns—even such things
as the magazines a household subscribes
to—led researchers to a good indication
of that household’s political leanings, al-
lowing targeted messages to be directed
appropriately (or inappropriately if you
don’t like the privacy implications).

Now pivot this capability to franchise
development. If you know the household
profiles of your better franchisees (and if
you don’t, they can help you with that),
then you can target specific households
in new markets with, at least in theory, a
predisposition to your offering. I know it
can work because we have done some of
this research for brands.

® Multi-unit trend. We now have a
greater than 55 percent chance that the
next franchise unit will be developed by
an experienced operator because that’s the
percentage of units multi-unit operators
control. This multi-unit trend raises the
bar on the information you provide and
the information that is out there about
you. Think of this trend as the fake news
backlash on steroids. Experienced operators
don’t need hype and promotional mate-
rial. They need facts, key information, and
methods of validation within your system
and through objective third parties.

Taking advantage

How do you turn the fake news, big data,
and multi-unit trends to your advantage
in this stage of the economic cycle? Good
information is the key on all three levels.
First, use fake news skepticism to your
advantage. Think beyond the FTC Rule.
For instance, if you have the lowest unit
turnover rates in your sector, fold that per-
formance information into your website and
marketing program. Are your marketing
support and pre-opening programs more
comprehensive and better than your com-
petition’s? Focus on your good outcomes
that show distinctions across all of the 11
functional areas you control.

Second, test ways of finding prospects
before they know they should consider your
brand. Embrace the big data era.

Third, learn what information experi-
enced operators need to make an invest-
ment decision on your brand. Then find
ways to put that information together and
reach out to them with it. They have more
choices than ever, so stand out with the
quality of your content. A generally posi-
tive and extended economic expansion has
made your development effort harder, so
step up your game. M

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

Targeting expansion to the optimal countries

BY KAY AINSLEY

ninternational presence can add
A prestige to a brand, instill pride

in employees and franchisees,
and add to a company’s bottom line. For
franchisors going international, selecting
the right markets and franchisees will
greatly improve their chances of success.
If not carried out correctly, however, this
can also be a costly drain on a company’s
time, energy, and money.

There are 195 countries in the world
today, 193 of them members of the Unit-
ed Nations. With so many countries to
choose from, developing a list of viable
target markets begins with some serious
introspection in a few key areas.

* Articulating a clear vision is the first
step. There are two divergent philosophies
regarding international expansion. One
is that customers in every market should
be able to experience the brand exactly as
customers do in the home market, and
therefore nothing should change when
going international. The second is that
the overall brand experience must always
be maintained, but non-core elements
can be modified to meet local market
demand and to conform to local busi-
ness and cultural customs. The second
approach defines the brand more broadly
and provides greater flexibility that, if
properly supported, expands the list of
target markets and increases the prob-
ability of success.

® Analyze the reasons for the success
you have enjoyed in your home market.
Understanding the characteristics of high-
performing markets, the demographics
and psychographics of consumers in these
markets, and the appeal of your product
or service with these consumers will help
you to select markets with similar char-
acteristics.

® Analyze your ability to provide
support to international franchisees.
Among the many critical questions to
ask are: How will you provide training
and business coaching? How will you
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enforce operating and brand standards?
Can you adapt your product or service if
needed? Will your current supply chain
be able to accommodate international
franchisees? If needed, can you establish
a new supply chain?

Will the economics of the business be
the same or will your economic model
need to be modified? Are modifications
needed to your I'T network? Does your
brand translate into other languages? Will
your marketing message work, and how
will marketing and advertising programs
be developed for new markets? Does
your staff have the bandwidth to take on
a new project?

Itis importantalso to note that modi-
fications to a product or service require
changes to the support programs, from
operations manuals to training to sup-
ply chain to economics. Knowing what
support you can and cannot provide will
help you to create the profile of your ideal
franchisee and select someone who can

fill any gaps.

Make a matrix

Use this information to target markets
with attributes similar to those that have
made you a success at home and that you
can support effectively. These are gener-
ally the markets that provide the greatest
chance of success. With so many poten-
tial countries to review, it pays to create
a matrix that will enable a quick, top-line
evaluation of potential markets.

Begin the matrix with issues that will
quickly eliminate a country from your
list. These might include protection of
intellectual property, ability to repatri-
ate money, recognition of contract law,
acceptability of franchising, infrastruc-
ture, and governmental, political, and
economic stability, to name a few. Much
of the information for this portion of
the matrix is readily available online on
sites such as the CIA World Fact Book,
the Heritage Foundation/Wall Street

Journal Index of Economic Freedom,
and The Economist Intelligence Unit’s
Global Forecasting Service.

Move on to market conditions that
would specifically affect your concept
or business model, such as presence of a
population with the desire and ability to
buy your product or service on a repeat
basis, level of disposable income, ability
of qualified labor force, laws and regula-
tions with a direct impact on your busi-
ness model/concept, language and cultural
barriers, access to capital, and others.

Once a market clears the matrix hur-
dle it may be worth a deeper dive. Assess
competition in the market—for both
consumers and franchisees. Estimate the
potential the market offers and the effort
it will take to achieve that potential. De-
termine the amount of marketing that will
be required to establish the brand in the
new market. In addition to information
available online, speak with your suppliers
and vendors, industry trade associations,
the U.S. Department of Commerce, and
others who may have insights into the
market you’re considering. Finally, visit
the prospective market and spend some
time to get to know the market condi-
tions, consumers, the competition, and
business practices firsthand.

As many franchisors begin to recruit
franchisees in their target markets, they
experience both the push and pull of in-
ternational franchising. There are coun-
tries that the franchisor has targeted, and
there are prospective franchisees who want
to bring the concept into their country.
Using the matrix to quickly evaluate a
requested market and taking the time to
determine the qualifications of the po-
tential franchisee can enable a franchisor
to seize a great opportunity—and avoid
the opposite.

The right market provides a powerful
head start, and the right franchisee can fill
gaps in the franchisor’s ability to provide
support, help the franchisor overcome
obstacles in the marketplace, and have
a positive effect on the brand’s growth.
When you get them right the stars are in
alignment for great success. H

Kay Ainsley is managing director of MSA
Worldwide, a leaderin franchise consulting
that provides strategic and tactical advice
based on real-world experience to new and
established franchisors. Contact her at kain-
sley@msaworldwide.com or 770-794-0746.



When the phone rings, nothing matters until the call is converted to an appointment.
That's where ServiceScore™ delivers.
We score inquiry calls to help your business get more customers and employees.

Higher Phone Call Call Intelligence

Easy and Effective
Conversion Insights

®
il

Push reports with call
recordings make it simple to

train and drive better results

Measure that the right people are Data-based best practices
saying the right things to convert mined from natural language

more calls to appointments speech-to-text technology

Contact us for three FREE reports! S . S -
sales@ServiceScore.net | 414.436.0040 | ServiceScore.net erVICe C©re

When your business is on the line.



64

GROWING YOUR SYSTEM

technology

lt's a Digital World

Technology is changing international franchising

BY WILLIAM EDWARDS

use of technology in international

franchising. Today, technology has
become even more essential to the opera-
tion of franchised businesses around the
world. Global use of technology in fran-
chising includes franchise management,
development, operations, training, social
media, mobile pay, online delivery apps,
marketing, and web-based POS systems.
Here are some examples of how technology
is helping franchises around the world do
business more productively and changing
the way both franchisors and franchisees
do business.

¢ Chris Grandpre, CEO and chair of
Outdoor Living Brands. “Technology is
an important mechanism to increase the
efficiency of how our five franchise mod-
els are operated in the field. As we can free
up man-hours by automating activities,
we create time to focus on revenue-gen-
erating activities for the mutual benefit of
the franchisees and franchisor. Our team
is regularly working to improve the tech-
nology platforms used across our systems.
As a multi-branded franchisor, we’ve been
working to deploy a consistent CRM tool
across our franchise models, thereby mak-
ing it easier for our franchisees to expand
into one of our related brands and to cross-
market our services at the consumer level.”
And as Outdoor Living Brands expands
beyond the U.S., their digital technology
allows them to better manage international
license operations 24/7.

o Keith Gerson, president of Fran-
Connect, says that more than 700 fran-
chise brand clients and 140,000 franchise
locations worldwide are using its central-
ized and integrated franchise and learning
management system (e.g., MBE World-
wide in Milan, Italy; Young Rembrandts in
Beirut, Lebanon; Albaik in Jeddah, Saudi
Arabia; and Groupe FL in Paris, France).
The company’s cloud-based, multi-language

I n 2015, I reported on the increasing
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and secure franchise management system is
accessible 24/7, resulting in cost-effective
and timely real-time support and train-
ing of licensees and their franchisees on
a global basis.

¢ Albert Kong, CEO of Singapore-
based Asiawide Franchise Consultants.
“Franchise companies in Asia are cognizant
of the fact that digital products and services
affect their business. The Southeast Asia
region has a robust economy generating an
annual combined GDP of US$2.5 trillion
and growing at 6 percent per year. Couple
that with the fact that there are more than
600 million people, 40 percent under 30,
almost all with a cell phone or two with
them all the time. Technology is essential as
they focus on businesses in tune with their
lifestyle in the arena of food and beverages,
education, beauty, retail, healthcare, and
other service sectors.”

¢ 7-Eleven Thailand recently announced
thatitwill roll out advanced Al technology,
including facial recognition of employees
and customers, across all 11,000 stores in
the country. The technology they will use
can monitor such things as how long a
customer lingers in specific places in the
store, and even record their emotions. It
can identify members of 7-Eleven’s loyalty
program, allowing management to offer
them tailored promotions. Then there is
Pizza Hut in Singapore, which recently
introduced a robot that has a female voice,
greets patrons with a “Hello,” and then
takes the customer’s order and processes
the payment. Payments are made using
Masterpass mobile payment.

¢ Daniel Alley, a partner with Milan-
based ADEA, reports that in Italy, labor
costs are extremely high and, for this reason,
modern technology is the key to profitability.
For fast food brands, kiosks can account for
up to 85 percent of in-store transactions.
Also, he says, introducing automated kitchen
equipment has increased efficiency and the

standardization of the offer while reducing
personnel. U.S. brands operating in Europe
invest heavily in technology and are bring-
ing this know-how back to the States; and
kitchen manufacturers have dedicated units
focusing solely on making equipment for
fast food/fast casual brands more efficient.

¢ Ned Levitt, a franchise sector attor-
ney with Dickinson Wright in Canada.
“As s the case in the business world gener-
ally, technology changes are having a huge
impact on franchising in Canada. Operating
manuals are almost always provided and
stored on an intranet for ease of access and
revision. Savvy franchisors are creating apps
for customers to place their orders (includ-
ing for pick-up) and cut waiting time. If a
franchisor does not learn the ins and outs
of social media, they may find their brand
sullied by a dissatisfied customer or even
a competitor. These are just a sprinkling
of the technological changes happening
today. The future, given that your piece of
technology is obsolete as soon as you take
itout of the box, will bring more and more
rapid technological changes than have ever
been seen before.”

o Jain Martin, the Franchising Centre
in the UK. “Perhaps the most significant
and rapid change is in the area of franchisee
recruitment. While some franchisors con-
tinue to use the established recruitment/
lead generation vehicles (e.g., exhibitions,
franchise magazines, portals), many are
finding that their return on investment is
decreasing because their target audience
is looking elsewhere. We have known for
several years that buyer behavior was chang-
ing, i.e., serious candidates will typically do
a lot of online research on a brand, prior
to making a formal inquiry—which for the
most part will not be through the medium
that alerted them to the opportunity in
the first place (PR article, web portal etc.).
Thus the quality and quantity of informa-
tion provided on a franchisor’s recruitment
website is becoming critical. And of course
if the franchisor’s website is poor, they’ll
never know how many quality candidates
they missed, because they’ll never inquire.
So enlightened franchisors look for ways to
drive relevant traffic to their websites. This
has resulted in an increased use of proactive
digital marketing, which targets candidates



based on both their technical attributes and
also their disposition to making a buying
decision now.” M

William Edwards, CEO of Edwards Global
Services, Inc., has 45 years of international
business experience. He haslived in 7 coun-
tries, worked on projects in 72, and has
advised more than 40 U.S. companies on
international development. He has been
an international master licensee in 5 coun-
tries and a U.S. franchisor senior executive.
Contacthim at 949-375-1896 or bedwards@
edwardsglobal.com.

But Wait,
There's More!

ere are a few more instances

of how technology is changing

the way franchisors do busi-
ness around the world.

China. In 2016, China’s mobile pay-
ments reached US$5.5 trillion, about 50
times the size of America’s $112 billion
market, according to consulting firm iRe-
search. In China this year mobile phone
payments using networks like WeChat
will surpass credit card companies like
Visa and Mastercard in total global trans-
actions per day. Today itis not culturally
savvy to pay for your meal at one of the
almost 5,300 KFC restaurants in China
with a credit or debit card.

Delivery. According to a recent
McKinsey & Company study, the global
market for food delivery has topped
US$100 billion, or 1 percent of the total
food market and 4 percent of food sold
through restaurants and fast-food chains,
with an annual growth rate estimated at
3.5 percent for the next five years—all
enabled by relatively new technologies.

Denny’s and Alexa. An example
of a U.S. franchisor using technology
to better serve its customers, in March
Denny’s announced it has partnered with
Amazon to further expand its digital or-
dering network (Denny’s on Demand,
launched in 2017) to Amazon Alexa
voice ordering. The introduction of the
skill for Amazon Alexa voice ordering at
Denny’s is among the first from a family
dining brand, as Denny’s builds its role
asa restaurant “omnichannel” innovator.

2018 ANNUAL
FRANCHISE
DEVELOPMENT
REPORT (AFDR)
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Does Satisfaction Matter?

FBR study shows it does - a lot!

BY ART COLEY

who said, “Franchisee satisfaction

doesn’t make a difference in grow-
ing our brand.” But sometimes I won-
der if this is a politically correct reply,
especially after taking a look at the re-
sults in the disclosure documents. But
rather than going on a wild chase with
a bunch of words and opinions, I asked
my friends over at Franchise Business
Review for help.

Foryears, Eric Stites, Michelle Rowan,
and the FBR team have been focused
on measuring franchisee satisfaction
and connecting the dots back to ac-
tual performance. FBR’s “2018 Annual
Franchisee Satisfaction Study” was com-
piled from surveying more than 23,000
franchisees from 180 brands with a

I ’ve never met a franchise executive

minimum of 100 outlets and franchise
disclosure documents. If increasing
your unit count is critical, then invest
some time with this report and what it
means for your future.

“Satisfaction” in this column and
the FBR study is not a soft, subjective,
touchy-feely metric. I subscribe to FBR’s
definition of franchisee satisfaction: “It’s
about achieving a franchise company’s
strategic and financial goals. Satisfaction
is dependent on how franchise owners’
experiences compare with their expec-
tations.”

Take a look at the graphs and hard
data comparing satisfaction and perfor-
mance. Judge for yourself.

For a franchise executive and leader,
the job requires looking in the mirror. If

you’re tracking annual franchisee satis-
faction vs. unit economics and results in
the FDD followed by benchmarking vs.
other brands, and then building action
plans and strategy... way to go! Keep it
up. If you’re not, get started today! An
added benefit is that recruiting the best
quality new franchisees who will follow
your system and build top-performing
franchise units will be massively more
efficientand effective. Franchisee satis-
faction matters.
Let’s go to work!

Art Coley has been helping franchise
brands, in various roles, to maximize their
investment and energy for the recruitment
and onboarding of new franchisees for
more than two decades. Contact him at
281-658-9409 or acoley@cgifranchise.com
with any comments or questions.

The Link Between Satisfaction and Franchise Performance

Brands with high franchisee satisfaction drastically outperform brands with low satisfaction on every key performance metric.
Here we see the gap between brands in the top quartile of satisfaction vs. brands in the bottom quartile of satisfaction in annual
unit growth, royalty revenue, franchisee turnover, and franchisee income.

M Top Quatrtile Franchises

Bottom Quartile Franchises

Unit Growth Royalties Turnover Franchisee
Income
$19.1M 10.2%
4.6%
$108K

10x

better

-0.5%

Franchiseupdate ISSUE Il, 2018

Source: franchise Business Review 2018 Annual Franchisee Satisfaction Study.



Titus Center
for Franchising

at Palm Beach Atlantic University

The premier franchising
education program

The Titus Center for Franchising at Palm Beach
Atlantic University, the only academic center
of its kind, offers:

- Academic coursework
« Internships

+ Job shadowing

The Center, based in the Marshall E. Rinker Sr.
School of Business, was established in 2016
through a gift from Ray Titus, founder and CEO
of United Franchise Group.

Dr.John P. Hayes, a veteran
franchise practitioner and educator,
is director of the Titus Center for

Join us as we support franchising and Franchising. Each year he speaks

. and trains at numerous franchise
develop the next generation of events across the globe. Hayes has
franchise leaders. written several books with franchisors,

including You Can't Teach A Kid To Ride
A Bike At A Seminar with David Sandler,
For more information about the Titus Center for founder of Sandler Sales System,
Franchising visit: www.pba.edu/titus-center and Start Small, Finish Big: Fifteen Key
Lessons to Start — and Run — Your Own
Successful Business, with Fred DeLuca,
the co-founder of Subway Restaurants.

Palm Beach Atlantic University
901 South Flagler Dr. « P.O. Box 24708 - West Palm Beach, Florida 33416
www.pba.edu « (561) 803-2000



MARKETING SUPPLY
CHAIN MANAGEMENT

m g2

VISUALOGISTIX' BRANDED VISUALOGISTIX' BRANDED VISUALOGISTIX POP KIT WHEN USING THE VISUALOGISTIX
MARKETING PORTAL REDUCES MARKETING PORTAL REDUCES PRODUCTION PROCESS BRANDED MARKETING PORTAL,
THE ART REQUEST LOAD ON THE TIME IT TAKES TO ORDER REDUCES OVERALL POP FRANCHISEE USE OF MARKETING
CREATIVE TEAMS BY UP TO MARKETING MATERIALS BY UP TO KIT COSTS BY UP TO COLLATERAL INCREASED BY

40> 70* 15% 10X

Visualogistix® brings your ideas to life. Our team of experts can partner with you on everything from developing
marketing execution to print and digital production, from distribution to installation. And our extensive experience
allows us to become your trusted advisor to ensure consistency and success for all your marketing needs.

BRANDED EVERYTHING PRINT DIRECT MAIL
MARKETING PORTAL

A

< >

vy

2

I
Pava
-

o N A1

WAREHOUSING FULFILLMENT REPORTING

\ visua

Your ideas, delivered.
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