














Using a “one size fits all plan”

Giving a franchisee “their plan”
Gives franchisees the perfect excuse

“I tried your plan and it didn’t work.”

Having the wrong personnel for the planning

The franchisee not having the correct personnel  
present for the planning meeting
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Have field personnel lead or schedule the 
meeting.

Main contact with franchisee

Frequent feedback

Connection to resources if needed

Elevates their standing with franchisee

Documentation
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Have as many disciplines involved as you can 
justify.

Operations

Training

Marketing

Finance

Human Resources

Real Estate
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The answer can mean the difference between 
success & failure.

Don’t worry about who gets credit for success.
Just make sure plan is a success.

Lead the process but has to be their plan.
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Have them come prepared with info
Give franchisee format to use.
They’ll take it much better if it comes from their 
mouth
Let them tell you their:

Issues
Strengths
weaknesses
Needs for improvement
Goals
Action Plan

13
By Kevin Lloyd for the Southeast 

Franchise Forum



Give the franchisee the format to work with 

The franchisee should come prepared to the 
meeting

Both “sides” prepare the review

Use Franchisees as the guide

Add your information
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Franchisees don’t expect it.
Franchisees are isolated or at least feel that way.

May hear the answer if you listen.

What is THEIR GOAL for the business?
Don’t talk about what they need to do to grow 
when they have no desire to grow – you have to 
listen to find these things out.

They may be “troubled” because they want to do something 
else.
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“Financial issues” don’t necessarily mean root 
cause is “financial”

Need to complete a full review.  Causes could 
be:

Operations

marketing

personnel (high turnover)

Location

Competitor  with an advantage
Charlotte example
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Franchisee size determines personnel resources
Review should include:

Operations 
Human Resources 
Marketing
Training
Finance
Real Estate

Very large influential franchisee might be in 
Headquarters or Regional Office
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Focus on the customer
Have key customer measurements that are discussed 
with all franchisees

Want main topics that everyone in company can / 
does discuss

Examples:
Wait times

Customer counts

Sometimes franchisees are troubled due to 
mixed messages from corporate – make sure 
everyone is on the same page.
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Don’t give franchisees more than 10 main items 
or areas to work on

Prioritize needs

Get some wins
This builds confidence
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Franchisees responsibilities
Corporate responsibilities
Positives
Needs for improvement
Goals

Ideally no more than 10
Action Plan – detailed, directed at goals

Prioritized to the customer 
Can be done with complete markets, DMA’s or 
Regions
Sign off on plan
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Educational / development opportunity
For franchisee, your staff & you

Analysis, evaluation, presentation, problem solving, 
confrontation management

Give them parts to review and present

Field staff should gain credibility from the process if 
done correctly

Staff will then be better able to deal with 
“Troubled” or “Challenged” Franchisees
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Bet franchisee on a goal they set
Remember a goal should be achievable 

Provide incentive for them to hit the mark set

Create a cause
“A man will work for a dollar but die for a cause.”

At the very least brag openly when they make 
progress and hit goals set.
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With all franchisees, not just troubled ones but 
especially with troubled franchisees.

Document:
process

actions agreed to 

Support given

time frames, etc.

Status updates
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Decide if they should be in the system

Get the right people involved

Prep so you know their business

Listen

Make it “their plan”

Cover the entire business

Give them positive feedback

Set Goals and Action Plans

Document
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