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N T E R N AT I O N A L F R A N C H I S E A S S O C I AT I O N ’ S A N N U A L C O N V E N T I O N

If You Can’t Measure It…
You Can’t Manage it.
Matching the right behaviors to the right actions equals favorable results.
By William F. Wagner, Keynote Presenter, Women’s Leadership Conference

I

magine that your
franchisees called
tomorrow, all of
them, one after another,
and to tell you that they
have
a
potential
purchaser for their
location. You however,
know that you have an
excellent, proven franchisee who wants their territory. You have two choices, you can either allow
them to sell their location or you may try to convince
them to stay.
Whose offers would you accept and who
would you try to convince to stay?

Let’s try the same question another way. If you
could go back in time…how many of your existing
franchisees would you still invite to become
members of your franchise family? We have asked
this question in survey form to hundreds of
franchise executives and find that for most
franchisors the answer is an average of 33 percent.
This is very representative of comments made by
business author and guru, the late Peter Drucker.

The only place that batting .333 is
acceptable is either in baseball.

poor promoting and staffing
decisions. By all accounts,
their batting average is no
better than .333: at most onethird of such decisions turn out
right; one-third are minimally effective; and one-third are outright failures.”
Where in franchising, would batting .333 be
acceptable? What if your customers were satisfied
with your services only one-third of the time? What
would happen if only one-third of our customers
paid for their services in full and on time? We
wouldn’t be in business very long. The only place
that batting .333 is acceptable is either in baseball or
perhaps as a sales-closing percentage.
What does this have to do with franchising? It
has everything to do with franchisee selection, their
employee selection and their value to their franchise
system.
Problem Statement

A franchisor was studying their franchisee base and
discovered that not all of their franchisees were
performing at the same level. They all paid the
same franchise fee, they all had virtually identical
build outs, similar locations and they received the
same training. Then why were some performing at
a much higher level than others?
Desired Outcomes

When asked about the selection and performance of employees, Drucker was quoted in
Harvard Business Review saying:
“Executives spend more time on managing
people and making people decisions than
on anything else—and they should. No
other decisions are so long lasting in their
consequences or so difficult to unmake.
And yet, by and large, executives make

The franchisor wanted to determine and establish
the right metrics so it could:
•
•
•
•

Impact the selection of the right franchisees,
Impact the performance of existing franchisees,
Determine the opinions of franchisees,
Develop an action plan to improve overall operations at both the franchisor and franchisee levels
as well as those of the franchisee’s employees.
(Continued on page 22)
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(Continued from page 21)
Approach

The franchisor measured the performance of all franchisees and divided
them into groups based on royalty
generation, number of customers and
time in business. A franchise “Owner
Opinion Survey” was created and given
to all franchisees. The survey consisted
of 70-plus questions and was designed to
provide the franchisor with an indication
as to the franchisor’s organizational
health or potential dysfunction. The
areas measured were: Franchisor
Effectiveness, Relationship, Franchise
Growth and Development, Support
Services, Marketing and Advertising,
Day-to-Day Support, Programs,
Communications and an Overall score.
In essence, the survey results
provided the franchisor with information
regarding the performance and opinions
about its field consultants, training
programs, marketing, operations,
management and the impressions of the
franchisee regarding their overall satisfaction with the franchisor. The survey
respondents were given individual
personal identification numbers that
allowed them to access to take the online
survey. Their survey invitations were
pre-loaded with demographics that told
the franchisor in which part of the
country the franchisee was located,
number of years in business, performance, intent to sell, and several
proprietary indicators.
The franchisor also asked its
franchisees to complete two different
behavioral assessments: The first
measured the behavioral attributes or
personality of each franchisee and the
second measured the behavioral requirements of the position of franchisee.
These data points were delineated and
collected based on performance.

was a direct relationship between the
personality profile of the franchisee and
their generation of royalties. In fact,
those with the strongest personalities
generated a greater level or royalties, as
noted in the chart below:
The franchisor also discovered that in
contrast to its original, off the cuff,
opinion about its franchisee base in that
performance was equally dispersed with
one-third of its franchisees being good
performers, one-third average and onethird mediocre. The franchisor found
that 10 percent of its franchisees had
“Optimum” profiles, 20 percent had
“Good” profiles, 50 percent had
“Average” profiles and 20 had “Poor” or
“Wrong” profiles.
The second assessment given to the
franchisees was used to determine their
perception of their own positions. The
franchisor learned that regardless of the
performance level of the franchisee, all
respondents saw their job as requiring
very similar behavioral requirements.
These attributes were:
• Self confident
• Good leader
• In control
• Assertive
• Results oriented
• Convincing
• Able to sell
• Warm
• Friendly
• Flexible
• Good with numbers
• Driving
• Independent, but not too independent
An important element of these results
was that regardless of the personalities of
the franchisee, they saw the job as
requiring the same behaviors. This is a
“mission critical” understanding because
if the franchisee doesn’t know what is
expected then their performance will
always suffer.

Findings of the Behavioral Surveys

The survey that measured the personality
of the franchisee determined that there
22

FRANCHISING WORLD FEBRUARY 2006

Conversely, if they do understand the
behaviors necessary and if they cogni-

tively understand this, then their chances
of improving their performance goes up
exponentially. In essence, if they are
able to embrace this understanding and
turn it into actions, then results are
within reach.
Changing our behaviors is not an easy
process, as is demonstrated by the
pyramid below.
Tier I: Personality
The franchisees each completed an assessment that determines their natural style.
Tier II: Behaviors required to be a strong
performer.
These were determined by the
franchisee and are listed above in the
bulleted list.
Tier III: Actions required in order to be
a strong performer.
Tier IV: Results that will be achieved
when the franchisee is able to manifest
the right behaviors and actions.
Findings of the Franchise Owner
Opinion Survey

In the Franchise Owner Opinion Survey
given to the franchisees, a strong correlation was found that showed a direct and
strong relationship between engagement
of the franchisee, their personality and
their overall performance. The survey
questions were designed using a fivepoint scale with a five being the highest
level of agreement/engagement with the
question and a one being least in agreement or disengaged. According to the
survey results:
The Optimum Personality Profile was
also highly-engaged and in support of
the franchisor 82 percent of the time.
The Good Personality Profile was also
moderately-engaged and in support of
the franchisor 74 percent of the time.
The Average Personality Profile was
somewhat-engaged and in support of the
franchisor 48 percent of the time.
The Wrong Profile was predictablydisengaged and only in support of the
franchisor 28 percent of the time.
As you can see, there was an
extremely strong correlation between
royalties, engagement and personality.
(To receive a copy of these survey
results, send an e-mail to
info@accordsyst.com with “IFA” in the
subject line.)

Outcomes

Franchisee Selection: The franchisor has
implemented a systematic approach to
franchisee selection. It now has applicants complete a personality assessment
early in the process. This represents the
Tier I Personality. The only applicants
who are invited to Discovery Day are
those who obviously meet all qualifications, plus they have a personality that
matches the behavioral requirements of
the position. The exception to this
would be a master franchisee or those
who plan to or will hire a manager. In
this case, the franchisor requires a
guarantee that the franchisee will not be
involved in the day-to-day management
of the operation.
Performance Enhancement: The
franchisor has implemented a training
program that provides the job behaviors
for its position and works with the
franchisee so that he or she understands
the changes that may be considered in
order to perform at an optimum level.
This represents Tier II behavior.
As a part of this training process the
franchisee receives an action plan that
includes a very thorough plan that
embraces Tier II behaviors and moves
them into Tier III actions. An example of
this would be a franchisee we’ll call
Rebecca. Rebecca does not have the
right personality to be an “Optimum”
performer but she does possess the
desire to give it her best. She has been a
franchisee for several years (before the
franchisor embraced personality assessments) and is just breaking even.
Remember the first question of this
article. When we asked the franchisor
this question as part of our scoping
exercise the franchisor indicated that it
would accept Rebecca’s resignation and
r e p l ac e he r w i t h a h igh - p o t en t ial
franchisee.
The franchisor’s regional coach met
with Rebecca and suggested a number of
exercises, actions, schedules and plans
for her to embrace. They included a
very strong neighborhood marketing
plan, meeting with local members of the
press, the chamber, groups of different
types and so forth.
We also suggested that initially
Rebecca should go out and market her
business with the aid of one of her
employees, since there is strength in

numbers. Rebecca devoted one day
each week for a three-month period.
She only needed her employee’s support
for the first couple of weeks; she now
enjoys the process.

If the franchisee doesn’t know what
is expected then their performance
will always suffer.
By the end of the first six months,
Rebecca, for the first time, was making
money and is on her way to becoming
an “Optimum” performer. It should also
be noted that Rebecca was exhausted at
the end of each of her weekly marketing
days, but this exhaustion and frustration
is normal for the behavioral changes that
she is making. Her cognizance of this
frustration minimizes its effect as she
now knows that she is supposed to be
tired. If she weren’t tired then she
wouldn’t be stretching and growing.
This is very counter-intuitive thinking,
which is why most people give up when
they begin to experience this normal
level of frustration.
Engagement Action Plan

The franchisor was able to generate an
action plan that benefited both the
franchise system and the franchisee
alike. Remember that there was a fivepoint scoring grid with a 4 or a 5 being
engaged, a 3 was neutral and a 1 or a 2
was disengaged.
1. The first action was to address those
specific questions that scored a 3, as
these respondents have neither a
positive or negative perception and
therefore it is easier to improve a
neutral response than a negative
response.
2. Based on geography, it was determined that one coach did not receive
very high ratings. The franchisor
committed to either re-train the
regional coach or find a replacement.
3. It was found that 38 percent of the
franchisees were planning on moving
or remodeling within the next 24
months. The franchisor had a

branding issue where their older
locations had a much different look
than the newer locations. This
provided the franchisor with a
branding initiative that allowed it to
have a positive impact on the
franchisee by providing financial
support and still improve the overall
look of the franchise.
4. The franchisor also learned that those
new franchisees with the right personality for the position had revenues
that were 33 percent greater during
their first six months of operation
when compared to those who were
previously selected with the wrong
personality.
5. Based on comments made in the
opinion survey the franchisor began
requiring additional cash reserves and
included registration for the
franchisee for their first annual
convention.
The Bottom Line

The franchisor depicted in this article is
now able to accurately measure the
behavioral requirements of the position
and compare them to the behavioral
attributes of the applicant or incumbent.
This allows the franchisor to really focus
the system’s training and development
that impacts on the correct deficiencies
or bolsters a specific strength. The
franchisor can also determine the level of
its organizational health, threats and
develop action plans that solve and
address relevant problems and solutions.
The bottom line is that if the franchisor
continues to push the right behaviors
(Tier II), is able to train the right actions
(Tier III), then the franchise system will
reap the results (Tier IV).

Bill Wagner is CEO and co-founder of
Accord Management Systems Inc. He will
be the keynote presenter for the Women’s
Leadership Conference at IFA’s 46th
Annual Convention in Palm Springs.
His new book, The Entrepreneur Next
Door is scheduled for release in April. He
can be reached at info@accordsyst.com
or 818-889-5600.
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