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ABOUT THIS BOOK 

If done right, franchising is a very cost effective way to successful-
ly achieve substantial business growth.

And franchising a business can be simple. 

Not necessarily easy I admit – franchising is complex and involves 
much hard work and often pain. But done properly through a 
simple step-by-step-process which uses an expert team to cover 
the whole business, all the way from marketing and designing 
the franchise structure to preparing those legal documents and 
recruiting your first franchisees, franchising can lead to spectacu-
larly successful growth.

Franchise Simply provides a series of Programs to help small to 
medium business owners grow their businesses through a fran-
chise system and I have put this book together as an introducto-
ry overview to help those using my ‘Franchise Simply’ Programs 
achieve their dream of growing their businesses. 

Most franchising systems are put together using franchise con-
sultants, accountants and lawyers and are focused on the legally 
required franchise documents. These documents are usually pre-
pared by the experts, often with limited input from the business 
owner and at great expense. The results can be disappointing.

At Franchise Simply we have a different approach. This is because 
experience I have gained over three decades in business, especially 
franchised business, in many parts of the world, has shown me 



 12 • HOW TO FRANCHISE MY BUSINESS SIMPLY

other things which are also important to success.

There are many other important business aspects to look at before 
any legal or operations documents are touched or the franchise is 
most unlikely to be successful. 

The fundamental process to build a franchise is the same, whatev-
er the business and wherever it is located. 

And, most importantly, because you are going to make some 
significant changes to every aspect of your business and to your 
involvement in that business, you need a team of specialists with 
franchise experience to get it right.

Why should you listen to me?

I have owned 25 businesses and, as a serial entrepreneur, have 
considerable experience both inside and outside the franchise in-
dustry as well as being a consultant and mentor. 

I started in franchising as a franchisee, owning several outlets in 
the Bedshed group in Western Australia over 30 years ago. When 
I left Bedshed, I became a franchise broker and consultant, then 
a franchisor, growing six new franchise groups with over 120 out-
lets over the next five-year period. Over the next twenty years or 
so, as a franchise consultant, I also helped dozens of businesses 
franchise successfully, increasing their profits and allowing their 
owners to work fewer hours and get their lives back. Altogether I 
have seen the businesses I have worked with grow by over A$5bn. 
Not a mean feat.

This is my edge. I know how business works and I especially 
know how a franchised business must work. I understand the 
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commercial realities needed to temper some of the required spe-
cialist inputs.

My experience led me to put together a simpler step by step pro-
cess to franchising – my Franchise Success Path. And, because 
each step of the Franchise Success Path involves a different busi-
ness discipline, you work through this with the help of my spe-
cialist team, all as experienced in the franchise world as I am. 
They include:

Branding and Marketing Specialists 
Online Strategy Specialists 

Accountant Specialists 
Territory Specialists 

Franchise and IP Lawyers 
Documentation and Systems Specialists 

Training Specialists 
Recruitment Specialists

I orchestrate your project through this process, adding my own 
specialities and considerable experience to make sure you get it 
right.

Because the Franchise Success Path looks at the whole franchise 
business, it applies across the world. Franchise Simply is a global 
brand. The differences in franchising in different countries lie in 
the different legal structures needed and this is really a very small 
part of the whole. 

The Franchise Success Path makes the whole process much more 
understandable and makes it easier for you to interact with your 
experts or, if you choose, do most of the work yourself. This 
means you can save much. You can write most of the documents 
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yourself only using experts for some initial advice and to check 
figures and the legal aspects of your work. 

Alternatively, you can use our team of experts to put the fran-
chised business together with you, saving you time and effort.

Either way, you are involved in the decisions, the resulting fran-
chise will be yours, will be based on the way you know your busi-
ness works and will be simpler, more successful and more cost 
effective.

I strongly believe that all of us in business owe it to support the 
community whether through local efforts or global programs. 
Done in a way that your customer knows by buying a product 
from you they are directly supporting others less fortunate in 
the world has a deep meaning and contributes to improving the 
world we live in. 

As an example, today many businesses such as cafes provide food 
or water to someone less fortunate in the world every time they 
serve a customer. At Franchise Simply we are committed to help-
ing businesses grow and their owners improve their wealth, so we 
have chosen to heavily support MicroLoan Foundation Australia 
providing micro loans and training to help struggling women in 
sub-Saharan Africa start their own business and lift  themselves 
and their family from poverty giving them a ‘hand-up’ not a 
‘hand-out’.

I encourage you to build such a process into your business model 
from day one - you’ll find it hugely rewarding....

One last important point – as you read through this book you 
may have questions or become interested in the experts and spe-



 

cialist products. 

If you’d like to learn more about them or would like a recom-
mendation, please email me brian@franchisesimply.com.au or 
call 1300 960 136 and I’ll be happy to help.

To your success

Brian Keen
Australia’s most loved franchising expert
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PART ONE
All about you

Each year I meet hundreds of business owners interested in franchis-
ing. Over 400 in 2015 all up and well over 600 in 2016. Some of 
you I meet at Expos or other events when I have a 10-minute chat 
in between meeting dozens of others interested in the same thing. 
Others come to me through my website or are referred by my clients 
and associates.

Some of you want to spend more time chatting to me with questions 
about all aspects of this form of business, others simply fill in the 
forms on my website and take a copy of my book and maybe I meet 
you later in Skype calls or in face-to-face meetings. 

Among all the technical questions I ask about the kind of business 
you have, I always ask you some around, ‘Are you serious about fran-
chising your business? Why? And what do you want to find out about 
the process?’.

Overwhelmingly, in many different forms, your reasons for wanting 
to franchise have the same simple themes.

And, overwhelmingly, you also have a similar set of questions around 
the process you should follow. 

This part concentrates on what you tell me about yourself and your 
desires for your business life. I hope this gels with the way you are 
feeling about using a franchise structure to grow your business..





CHAPTER 1

Why you want to franchise

The reasons
Over the years, I have asked thousands of people the question, ‘Why 
do you want to franchise?’ 

And here are the most common answers.

To expand my business

This is an obvious one. 

Most business people who come to me want to grow their business 
and they know franchising is a way to make this happen.

Most have taken their business to a certain level and suddenly find 
that expanding their existing business structure any further is fraught 
with issues. 

• I’m told you’ll have to work harder but you’re already working 
an eighty-hour week. 

• I’m told you’ll need extra capital to fund the expansion and quite 
frankly you cannot see how this will happen without some help.

However, expanding your business is not really the most important 
reason I am given. Underneath this obvious overarching statement, 
there are usually three other really motivating drivers.
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Because I am proud of what I can achieve

First and foremost, most business owners wanting to take their busi-
nesses to the next level are proud of what they’ve achieved already. 
They love their business and what they do and are really looking to 
build on this foundation. 

Most don’t really resent the time spent on the business, unless it has 
an impact on other areas of their lives. And the money is never the 
first fundamental driver. Yes, looking for a way to fund expansion is 
a practical necessity, but pride in the business, what it does and its 
success are more important.

And yes, leaving a legacy can be a vital reason behind the push to 
grow the business to become something of note.

Because I am fed-up with staff issues

So many business owners I chat to, especially those with more than 
one corporate outlet, have difficulties with the detail of managing 
staff. Training staff, staff not turning up, staff not committed to 
making the sale, staff wanting time off or to leave early – the list is 
long.

Most significantly though, you comment on the time it takes to 
manage staff and how this eats up your time and emotional energy 
so there is not enough left for other things in life – including grow-
ing the business.

So many of you ask if a franchised business offers a better alternative 
to managing the staff issues you have and the existing staff you can’t 
always rely on. You are asking if franchise owners who have ‘some 
skin in the game’ will be more committed and run the extra yard – 
and hopefully the extra mile!
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For my family

Well, yes, the time you spend in the business does matter to some 
extent. Nearly all business owners who approach me do want to find 
more time and emotional energy for other aspects of their lives, for 
living and to spend with their families.

Although focusing on business to the exclusion of all else is a sign 
of passion and drive, most who come to me also recognise they are 
allowing this focus to interfere with other more important areas of 
life. The kids are growing up and, as parents, they are missing all the 
significant stages, the fun, the relationships and building on these 
important parts of family. Spending more time with their significant 
other is becoming more important and so is having fun together 
outside of business.

Most recognise that being able to leverage themselves out of the 
business could possibly give them this precious other side of their 
lives back.

To manage my business better

And finally, many of you see you are not running the business to the 
best of your ability. Drowned in the day to day management and 
dealing with customers some of you cannot see a way out to work 
on the big picture rather than the daily issues.

It’s the adage of being lost in the business instead of working on the 
business. And, yes, I know all too well how hard it is to move from 
one to the other when time and resources to make the change are 
just not available.

This problem often first emerges as critical with the management of 
staff as the business expands.
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Comments like this are all too common in my chats…

‘We currently have 35 staff working for us and would like to expand to 
other areas. I just struggle to oversee all areas.’

Can a franchise help?
The answer is maybe…

And this answer really doesn’t depend on the kind of business you 
have. Almost every business can be franchised given the correct at-
tention. 

Good systems must be the foundation to getting this right and you 
must have the aptitude. 

If you are looking for business growth and personal achievement

Franchising provides a very cost effective way to expand over infinite 
distances provided you get the systems right. You will need systems 
for your franchisees to follow so they do the job the way you want 
and systems for you as franchisor, to support your new business ef-
fectively.

If you are looking to resolve issues around managing staff

Franchising does help with the issues you are currently experienc-
ing with managing staff – the staff working within the part of the 
business which will be looked after your franchisees that is. This is 
because your franchisees will take on this level of responsibility for 
staff management.

The thing with franchising though, is that you, as franchisor, will 
then take responsibility for a whole new group of people, your fran-
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chise partners, so the issue of managing people will not be taken 
away – it just changes.

However, the franchise structure does make the whole process of 
people management much easier for both you and your franchise 
partners. And the reason is – yes you guessed it – franchise systems.

Good systems are the foundation of good delegation because they 
provide standard ways of getting things done and they are the foun-
dation of good training. 

The other thing about franchised businesses is, your franchise part-
ners are not employees, they are business partners who operate in a 
framework of clear rules and systems. And, you will find your fran-
chise business partners, if selected with care and because they have 
a financial investment in the group, will have a completely different 
attitude. They will want to create a profitable business as much as 
you do and will work with you to achieve that goal.

Time for life

Creating a franchised business is hard work. So, to begin with you 
are probably going to be working harder that you ever have before.

But once you have the right systems in place for both your fran-
chise partners and for you as franchisor and once you delegate the 
responsibility of looking after part of the business, you will suddenly 
find you have the time and the emotional energy to do all the other 
important things in your life.

• Working on your business rather than being buried in it

• Time for family and friends

• That holiday you have always promised yourself



The list is as long as you want to make it

To conclude
So yes, a franchised business structure can help to deal with all the 
issues you are experiencing in your business now.

Provided you have the personal skills to create successful systems 
and then the courage to let go of the detail so you can move up to a 
different level of business.

I deal with the personal later in the book.
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CHAPTER 2

Can I franchise my business

Having worked out why business owners are looking at franchising 
and how you fit into the picture, what follows are questions from 
you around, ‘How? and, Can I?’

Is my business franchisable?
First and foremost, every business person wants to know if it really 
is possible to franchise their own business. 

And the answer is almost always yes, provided…

Some businesses are so specialized there would be no market for 
additional outlets.  In other cases the product is so complex it would 
be very difficult to reproduce an identical business, even with careful 
systems.  

Others are dependent on the skills of one person and these skills are 
difficult to replicate. 

An example which comes to mind is a pizza restaurant in North-
bridge, Perth, Australia. This famous restaurant has what I call the 
‘Maître de’ factor. The restaurant has recently been presented the 
Best Pizza In The World and they have fed at least two Popes. Look at 
this great TripAdvisor comment.

‘This must be the only Italian place in Perth where, not only are the piz-
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zas fantastic, but the owner sings to his customers on a microphone from 
the front counter. The pizzas here were so good that we want to come 
back. The walls are adorned with photos of Nunzio with well-known 
people, including the Pope in Rome. He’ll proudly show you documents 
showing he’s cooked pizza for two recent Popes. Heavenly!

When I looked at this business, I really couldn’t see how it could 
be replicated in a franchise. The issue is, I couldn’t imagine finding 
franchisees who had the outgoing colour of the owner and his ability 
to sing delightful opera and Italian songs all evening while managing 
the restaurant, an essential part of the mix!

Theoretically though, almost all businesses have the capacity to be 
franchised.

I do have a fast, preliminary assessment which will give an indication 
of suitability. Not to be taken as final, it can alert you to areas where 
change might be needed and it is a great way to have a discussion 
with any franchise expert about your particular needs. The best way 
to take this is to go online to http://franchisesimply.com.au/fran-
chise-test-new to take this short preliminary test and you will get a 
report on your results.

I must say though, sometimes I come across a business which is 
crying out to be franchised but the business owner does not have 
the skills – personal, business or management – to grow the business 
through franchising. A difficult thing to determine because there 
are ways around this issue if you understand your personal skills 
and personality traits and put in a team to work with you on areas 
in which you do not excel. None of us has all the qualities to run a 
business as complex as a franchise group without the help of a team 
and the key is to pull together a well-rounded team to get the job 
done.
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I am reminded about this nearly every time a franchise group gets 
into trouble in Australia. If you are in business and interested in 
franchising I am sure you know about…

• Pie Face

• 7Eleven

• Pets Paradise

• Eagle Boys

Each faced significant problems and sometimes legal action, the re-
ceivers, needing to be restructured or, in some cases, all three. And 
in each of these cases I believe hubris or corporate indifference for 
individual welfare took over and the franchisors, for one reason or 
another, took their eyes and ears off their franchisees and stopped 
listening. Money became the prime driver for decisions made. 

The results were a disaster for both sides of the equation.

Above all franchising requires a particular skillset in dealing with 
people and the humility to listen and understand what is going on 
around you with the people you serve.

What is involved in creating a franchise group?
Well, I go into this in more detail in Part 3 of this book. 

Suffice it to say, quite a lot. 

At the very least you are creating two business structures from the 
one you now operate. For a start, you will need one for you, the 
franchisor, to manage your group and one for your franchisees to 
look after your customer base. This usually involves dissembling 
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your current business to create the new tiered structure and adding 
new elements to each tier.

Associated are rules about how you structure the business relation-
ship between the tiers. 

In Australia, the franchise sector is heavily controlled by legislation. 
In other parts of the world not necessarily so much. Although I 
do believe that you need to establish an underlying legal structure 
wherever you are in the world as this will give you the framework to 
more effectively manage the partnership you are about to enter with 
your franchisees.

So, the change, especially for you as you move from business owner 
to franchisor, is significant. You will be moving from selling widgets 
or servicing widgets to managing people with all that entails.

The first thing is to learn about franchising and it is good to see you 
here taking your next step along this journey.

How do I go about it?
It is very unlikely a business owner can take the step to successfully 
convert from a normal business structure to franchise without ex-
pert help. As I’ve noted before these experts will probably involve a 
team with different skills in the franchise sector. Lawyers, accoun-
tants, branding and marketing experts, territory experts, experts in 
systemisation and documentation, recruitment (or franchise sales), 
training and communication – this list can be long. 

There are tricks of the trade in each of these areas. And it can be 
fiddly to pull all the disparate technical information to create a com-
mercially viable franchised business out of the tangled web of in-



formation. Which is why most people also use a franchise expert to 
help interpret what is needed, put some commercial reality into the 
mix and pull it all together.

So find a franchise expert with commercial experience, one you trust 
and understand and one who will work with the necessary team and 
then take the next step.

What are the costs?
Well this depends where you are in the world and exactly what you 
need and the fees and charges around those needs in different coun-
tries.

Here is an outline of some of the costs involved in Australia where it 
can traditionally cost anywhere between $55,000 and $150,000 and 
possibly as high as $200,000 depending on the type of business and 
the consultants you use. 

Griffiths University Asia-Pacific Centre for Franchising Excellence 
recently asked themselves, ‘Just how much does it actually cost to 
franchise?

The feedback they received from those who have been down this 
path is that there is likely to be very little change from $100,000 to 
$150,000, at an absolute minimum!’

Australian franchised businesses are heavily legislated compared to 
many others in the world, so elsewhere these costs can be less.

As a guide overleaf is a typical cost break down for creating Austra-
lian franchises.
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The costs at Franchise Simply can be found at my website www.
franchisesimply.com.au. 

These are very reasonable and cover every aspect of your franchised 
business to make sure you can franchise simply, successfully and cost 
effectively. And as a bonus, because we believe establishing a suc-
cessful franchise system is a lot more than the essential documents 
normally provided by traditional consultants, we invest a lot of extra 
time ‘topping and tailing’ the process, giving you information and 
teaching you about franchising, selling franchises (or recruiting fran-
chisees), mindset and leadership skills.

A question I’m asked frequently is, ‘How is it your costs are so much 
lower?’

Well the answer is simple.

Because we are a modern business, we have been able to scale up big 
using online resources and educational and training skills.

Feasibility Study $12,000 – $30,0000
Choosing franchise model and struc-
ture

$5,000 – $12,000

Franchise Agreement $10,000 – $35,000
Disclosure Document $3,000 – $10,000
General Legal Advice – IP and Trade 
Mark protection, etc

$5,000 – $10,000

Operations Manual $10,000 – $30,000
Marketing Plan $5,000 – $11,000
Sales package, process and training $5,000 – $12,000
Total $55,000 – $150,000



Also, because we provide only what you need on a made-to-measure 
basis, you eliminate unnecessary time and expense. 

And, for the same reasons, we can provide you access to our wide 
range of franchise savvy experts at a fraction of the normal fees.

And so you have a dream…
And a perfectly achievable dream it is. 

I have seen dozens of businesses make this change and their owners’ 
pride grow with their success and as they get the money and time to 
live the lives they really want. 

My only advice is – take it step by step through a clear process and 
don’t let the fear of the changes you need to make to the way you do 
business overwhelm or stop you from moving ahead.

Franchising can take you from where you are now to grow and lever-
age you out of the day to day. 

I am always reminded of two clients of mine one in the wedding 
industry and another in the health industry.

A Case Study
A wedding business

Annette had a small business providing the wedding ceremo-
ny and celebration to brides in her local area. 

After a year of handling the 24/7 demands of her stressed-out 
clients, she was exhausted and wanted out so she approached 
a broker to have the business valued for sale and was shocked 
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to hear that it was only worth $30,000 – that is if it could 
be sold at all!

This was a red rag to a bull for my client and so she decided 
to franchise to raise the value of the business. 

The first decision she faced was – how could she find people 
who were as happy to run the business as she was? It was 
difficult and exhausting and it was clear no one in their 
right mind would want the lifestyle that went along with 
a business structured so that everyone had to work so hard. 

In addition, it was really challenging for one person to do 
the job of running the ceremony and the wedding party well. 
Setting up beach wedding ceremonies and then as the bride 
and groom left, rushing to take down the gazebos and put 
everything away so she could race to the event venue to or-
ganise meeting and greeting guests and make sure everything 
for the wedding party was in order left her breathless and 
unprofessional. 

So, she realised no one would want to run the business in the 
mad way she had done. It was obvious she needed to break 
the business into two separate franchise groups, each dealing 
with a manageable separate part of the wedding process – the 
ceremony and the wedding party. She also had to simplify 
each part so it became possible for one person to organise and 
run their part of the business with professional grace. There 
just was not the time for one normal person to cover both 
aspects of the wedding.

Once she had her two franchise groups up and running with 
a few franchisees in place, she faced her second major chal-



lenge – supporting her franchise partners. Her choice was 
to put one of her more successful franchisees into the role of 
Franchise Support, helping all the others to get things done 
in accordance with the rules and providing the all-important 
listening and understanding needed to keep people happy. 

Suddenly, my client found she was no longer involved in the 
day to day running of weddings and she had the time and 
money to travel (buying wedding paraphernalia for the 
franchise group) and concentrate on her life.

She sold the businesses a few years later and just one of the 
franchise groups showed a return of $700,000. 

What a result. And it was all due to putting the right structures in 
place and leveraging herself out of the business. 

Unquestionably an excellent return on investment.

A Case Study
Soothe Massage

Twelve years ago, Sandra Allars decided she needed a skill so 
she could begin to build a business around her busy home and 
three small children so she went back to school to become a 
remedial massage therapist. 

Sandra is caring, professional and very expert at her job so it 
wasn’t long before her business expanded and she was employ-
ing staff, mainly women wanting remedial massage work in 
a structure which would also give them time to focus on their 
families. Sandra knew she wanted to franchise this business to 
give her employees the opportunity to become business owners 
themselves.  Sandra knew her employees also wanted a struc-
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ture which would make them proud of their work. So, it is no 
wonder that the core philosophy of Soothe is:

‘We help clients who are time poor, stressed, unwell, less mobile 
or elderly by providing a professional and tailored massage ser-
vice to their door, so they can experience genuine one-on-one 
care and a better quality of life’

By 2015, the business had grown to the point where Sandra 
could not manage it alone, so her husband Simon joined the 
team and together they decided that the time had come to 
franchise if they were to expand further. 

Over the next year, they worked hard to restructure the busi-
ness, establish the necessary systems and put on three franchise 
partners. The added surprising bonus for them was the 
fact that their already very successful business grew by a 
whopping 270% during that 12 months. All due to the 
work they put in to create a well-structured franchise system.

This is the beginning of Sandra’s dream coming true.

So, like Annette and Sandra and Simon, take that dream and make 
it happen.



PART TWO
What is a franchise

Although the broad structure of franchised businesses are the same 
throughout the world, the details on how they are controlled by 
various governments differs widely. 

Here I touch on a broad overview of franchising and the advantages 
and disadvantages and some of the differences in various countries 
in which this business structure is popular.





CHAPTER 3 

An overview of franchising

Before I begin to talk about franchising a business, I’d like to give 
you a little background on how the franchise model is used. This 
outlines some of the principles behind the rules, regulations and 
processes involved in converting a business into a franchise model. It 
will help you better understand the chapters which follow.

What is franchising?
Franchising is a method of growing your business by licensing, or 
franchising, additional identical business outlets to a business part-
ner. You sell the licences to separate business individuals or entities 
– franchise partners or franchisees – to establish and operate the 
business as a mirror of your original organisation.

The franchisees then own the outlet for a fixed term, but they have 
to operate it according to specified systems and rules of the brand 
established by you, the franchisor.

This is known as ‘business format franchising’ and this model op-
erates throughout the world with differing levels of control imposed 
by governments or individual franchisors.

Because other business owners, with their own capital, become in-
volved with the group, this process provides a method to expand the 
business to many outlets much faster than if using one’s own capital 
and one’s own limited energy to grow company-owned outlets.
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The key is to ensure each individual outlet will make an adequate 
return on investment for both the franchisor and franchisee and that 
the network of outlets also generates sufficient profit for the overall 
owner of the brand.

Obvious examples of today’s popular franchises are McDonald’s, 
Curves, Subway, Hertz and Jim’s Mowing.

There are many different types of franchises. Many people associate 
only fast food businesses with franchising but, in fact, there are over 
120 different types of franchise businesses available today. These in-
clude: automotive, cleaning and maintenance, health and fitness, 
financial services, pet-related businesses, gardening, wedding plan-
ners, relationship consultants, medical professionals and retail out-
lets for clothing or hardware, to name just a few. Even your favourite 
sports team is likely a franchise!

Some are complex businesses, but most are very simple franchises 
which are easier to establish and operate.

There are three types of franchise:

Manufacturing franchises – used by organizations such as softdrink 
manufacturers who issue licences to others to make their product.

Product franchises – used by organizations such as car manufactur-
ers who issue them to dealers to sell their cars.

Business format franchising – this is the most usual form of fran-
chising, where a highly systemised and branded outlet is franchised 
to a franchisee for them to operate for a fixed term under strict con-
ditions. This is the form of franchising we will focus on in this book.



How franchising works
An individual or group which creates and runs a franchise business 
with a number of outlets is called a ‘franchisor’.

An individual who purchases and runs a single or two or three or 
even more individual franchise outlets dealing with the-day-to-day 
business with the customer is called a ‘franchisee’. 

The franchisee usually must:

• Follow systems and certain rules and guidelines established by 
the franchisor

• Pay an up-front, one-time franchise fee to the franchisor for the 
right to use the established brand and systems for the business

• Pay an ongoing franchise service fee or royalty 

In return the franchisor has an obligation to:

• Ensure the ‘brand’ or business as a whole is operating according 
to ‘brand rules’

• Keep the brand updated so it remains marketable in achanging 
environment

• Provide the franchisees with the help and training they need to 
flourish and ensure the brand is marketed and advertised suc-
cessfully.

The franchise relationship
Franchising allows entrepreneurs to become franchisees and be in 
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business for themselves, but not by themselves. Both franchisors and 
franchisees are in business together in a franchise business partner-
ship.

This is why the modern title for franchisees in many of the more 
successful franchises is ‘Franchise Partners’.

Franchisees are not employees, they are business partners. And, to 
become a partner in your franchise group, many will have put their 
house on the line. They ‘have skin in the game,’ expecting to receive 
their share of the profits in return.

This is why franchisees are more successful than employees in many 
instances. They won’t go home at the dot of five and will do what 
they must to protect and grow their asset and so the franchise group.

However, you will have control over how their job is done. There 
are rules which must be followed for the good of the brand and the 
group. And this, along with the fact that franchisees bring in all the 
money to the group, makes for a potentially tricky relationship.

This relationship is managed through a series of documents, some 
legal and some not so legal, which establish the rules. 

But franchises are popular because most franchises are based on a 
proven business formula and the brand is known and because the 
franchisor assists franchisees with business systems. There is usually 
a much higher likelihood of success when an individual franchisee 
opens a franchise as opposed to a traditional new stand-alone busi-
ness. The products, services and business operations have already 
been established and shown to be profitable.



A Case Study
New York Slice 

When Todd McGregor acquired New York Slice, the busi-
ness was floundering. So, as soon as he was in control, he 
closed one outlet and then launched a new franchise group 
in 2015. This revitalised model soon found its feet and so 
Todd opened 10 stores in 2016 and expected to treble that 
the following year.

Advantages of franchising
There is a reason why franchising has been around for decades – it is 
a great way for individuals to own and operate their own business in 
a safe environment where ideas have been tried and tested and found 
to be successful.

It is also a great way for a business to expand. There are many ad-
vantages to franchising, to both the franchisor and the franchisee.

Advantages for the franchisor

Time – establishing new company outlets on a traditional business 
basis can take a significant amount of time and energy. With fran-
chising, the franchisee takes responsibility for much of the work in 
establishing the new outlet. This allows franchisors to leverage them-
selves out of the day-to-day so they can both work on the big picture 
and replicate the model more effectively and more rapidly.

Capital – establishing a new company outlet with your own staff 
takes an enormous amount of money. In a franchise though, the 
franchisee will take responsibility for much of the capital needed 
to establish the new outlet. And very soon the franchisor is seeing a 
capital gain with each new franchsie issued — providing extra funds 
to use as they choose.
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Faster growth – as the franchisee takes the responsibility for much 
of the work and provides the capital for opening new outlets with-
some help from the franchisor, the franchisor can afford to open 
more outlets faster as they will have the time and capital to do so.

Systems – typically franchisees contribute to the business by sug-
gesting or developing a wide range of new and improved systems, 
products and strategies.

Team member – the franchisor and franchisee jointly give stature to 
the traditional small business owner and, in turn, with the respected 
and systemized brand, attracts far more capable and committed staff 
to your head office or support office as I prefer to call it. 

Exit Strategy – a franchise group opens the door to a wider range 
of prospective suitors and makes sale of the business easier in the 
long run.

Group Buying Power – again, leverage is the key word because, as 
you grow, you’ll be amazed how suppliers suddenly become more 
enthusiastic and offer you deals you’d never seen before.

Brand Power – cultivating brand awareness raises you above the 
crowd and adds significant real value to your business.

Advantages for the franchisee

Corporate image – the image and brand awareness of the company 
is already established. Customers are always more comfortable pur-
chasing items from a familiar name or company they trust.

Training – the franchisor provides extensive training and support 



to the franchise owner. For those new to business, this provides a 
great buffer to the problems which can occur with new start-ups, or 
indeed if they buy a traditional established business.

Savings in time – since the franchise company already has the busi-
ness model in place, a franchisee can focus on running a successful 
business faster. There are generally much shorter times for set-up 
and reaching break-even.

Reduced risk – as the business has already been established, many 
of the uncertainties normally found with starting a new stand-alone 
business are reduced or removed. The franchisor has, in all likeli-
hood, already learnt the hard way.

A Case Study
Brand power adds significant value to business at Crust Pizza

In 2012, the owners of Crust Gourmet Pizza illustrated the 
attraction and value of brand power when they sold to Retail 
Food Group from Queensland for $41m. 

Established in Sydney in 2001, Crusty had grown to 119 
outlets and their pay-day equated to $345,000 for each fran-
chised outlet. The ROI they made reflects the value of their 
brand investment.

A Case Study
A franchise group gives a better exit at Auto Masters

When Auto Masters was still operating as a normal corpo-
rate structure, I was approached by the then owner, Peter 
Basich, wo had expanded the business to create seven outlets 
under management and, as such, it was very successful and 
ultimately he planned to sell.
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However, the likely pool of purchasers for the business un-
der that existing structure was restricted to mechanics. This 
reduced the number of prospects and the amount they could 
pay which was well below its market value. 

Peter asked if franchising would make the business easier to 
sell at a fair value. We persuaded him it would because, once 
each of the outlets was systemised and managed by a suit-
ably qualified franchise partner, the pool of purchasers for 
the group would expand to include business people without 
mechanics training.  

When Peter was finally ready to exit the business, he sold 
the franchise group to an association of his franchisees for a 
significant sum. 

Today Auto Masters successfully operates in three States in 
Australia and is not looking back.

A Case Study
The value of camaraderie at Bedshed

Probably the most surprising thing I have found about being 
involved in the franchise industry is the value of peer group 
support and camaraderie.

Previously a building contractor and property developer, af-
ter the building slump in 1981/82 in Western Australia, I 
was looking for an alternative business and bought into a 
Bedshed franchise. Having operated my own businesses for 
many years, I was used to doing everything on my own and 
certainly making my own decisions. 

It wasn’t long though, before I realised that the group of fran-



chisees working together was going to be more powerful and 
successful than I ever could be by working alone. 

This was early days in franchising and our franchisor really 
did not understand our day to day business. So, we shared 
everything between us, including our sales figures and what 
was selling successfully that week. It wasn’t long before we 
established our own buying group and started to put the pres-
sure on the wholesalers and manufacturers to bring down 
costs and we started to work on our group marketing. Ideas 
flowed openly between us and we only grew stronger as a 
result.

A Case Study
The value of the system at Speedy Lube

A Canadian, Doug McDonald introduced the first fast, 
clean lube service within his mechanical workshop in Coffs 
Harbour, Australia in 1987 following the concept he knew 
in Canada. The SpeedyLube workshop is beautiful, the floor 
shines and is so clean you could eat your dinner of it and the 
fast, clean service is the best in the city. 

The business was so successful that Doug approached me to 
structure it to franchise. We put all the systems in place and 
everything ran like clockwork. Doug really did not need to 
be there to make sure his mechanics did the work, everyone 
knew what was to be done and, more importantly, how cus-
tomers were to be looked after and how the place kept its 
clean, lean appearance.

Unfortunately, Doug became ill and decided to sell before 
the franchise group was finally created. However, the huge 
benefit he received, was that the business sold for 50% more 
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than a mechanics business of that size normally would, sim-
ply because of the systems. The new owner, an enthusiast with 
no mechanical skills but with a love of cars, bought it because 
he did not need to become involved in the day-to-day.

Disadvantages of franchising
That is not to say there are no disadvantages. There certainly are. 
Here are a few.

Loss of autonomy

You know, you must lose some of your autonomy. No longer can 
you just chop and change and make decisions at the drop of a hat 
and change the rules. You’ll have a group of franchisees you’re in 
partnership with, so you must understand that you’re going to be 
scrutinized. They’ll ask if you are meeting your terms and conditions 
and giving what was promised. 

I think the scrutiny is good because we do tend to ignore things. We 
know at the back of our mind “I should be doing this,” but then we 
don’t. But if there’s someone you’re accountable to, you just make 
sure you do put in an extra hour and finish it and do it properly.  
Remember this loss of autonomy goes both ways.

Systemizing and documenting

And then you must systemize and document your business. Very few 
businesses are fully documented. Most businesses are systemized but 
often the systems are in your brain. 

It’s not difficult, you know. You can use a tape recorder or you can 
use videos and there are clloud based resources like FranchiseSim-
plySYSTEM and, of course, you can use outworkers from all around 



the world. There are lots of ways of making systems. There doesn’t 
have to be reams of paperwork. That’s boring and people don’t read 
them anyway.

Time needed to do the work to systemize

It’s going to take time to systemize the business. But if you work 
effectively and efficiently with a plan and a system, you do it one 
chunk at a time and, importantly, you follow a routine that’s proven, 
it’s not such a demanding thing. 

I find, on average, for people to franchise, it does vary between 
about 50 and 130 hours. This is the range of time people tell me 
that takes them. 

And, depending on the time you allocate each week, you can record 
all the systems between a month and six months depending on the 
complexity of the business and the time you have available. 

Be honest
It’s not unusual to see new franchisors who regret franchising – but 
they’ve failed to look in the mirror. What they would see if they’re 
honest is someone who has brought their systems together but who 
refuses to delegate. They won’t let go and so stifle the ambition of 
franchisees and their staff. To be successful you have to become 
‘hands-off’.

A Case Study
Ray Kroc and McDonald’s

A brilliant example of building a team around you is shown 
by Ray Kroc in the early days of Macca’s when he was setting 
the foundations of McDonald’s. 
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He started by running a stopwatch to see how long each item 
took to complete and from this described how you turn a 
hamburger patty and so forth. As he was doing this, he spot-
ted one young man completing the task precisely as he want-
ed. So, Kroc promoted him! 

Very soon Fred Turner had his own franchise and then joined 
the head office team.  Within 10 years, he became Executive 
Vice President, established McDonalds University and took 
the company world-wide. This is what comes from delegat-
ing, people take on the responsibility and grow. 



CHAPTER 4

Franchising in different parts of the world 

Franchise business structures differ throughout the world depending 
on the different levels of government legislation in place. 

Cultural differences
But first, a note on the impact of moving a particular business style 
into different countries. It really is not just about legislation.

Probably most difficult to navigate when bringing businesses into 
other countries are the cultural differences in business and life in 
general.

Franchisors have sometimes even found it difficult to introduce 
franchises into other states in in the same country. Success in West-
ern Australia does not necessarily mean success in Melbourne and 
success in San Francisco does not necessarily mean success in New 
York. You probably need to bring in a local to deal with the differ-
ences in culture. There have been some significant failures bringing 
franchises from the US into Australia for the same reason. The US’s 
Starbucks, Krispy Crème and even Subway on its first try, failed to 
introduce the changes they needed to succeed in a different cultural 
environment.

So remember, moving regions and countries needs careful thought 
and research into both legislation and cultural differences.
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The history of franchising
To begin at the beginning...

The first signs of franchising can be traced back to feudal England, 
when lords allowed peasants certain rights on part of their land in 
return for a fee (to perform tasks such as operating wells for water 
provision or running a market, for example). Components of a fran-
chise system could also be found in the provision of resources for an 
army by local lords and chiefs in return for tax-collecting privileges.

Many years later, franchising became more entrenched in the UK 
with the advent of the tied pub system. Following the introduction 
of legislation making it very expensive to keep and maintain a pub-
lic house in the 18th century, licensees began to struggle to operate 
successfully. Recognising that it was in their interests to have a secure 
and stable market for their products, brewers began to offer publi-
cans the opportunity of financial support in return for exclusivity 
over what was sold in the pub. So, a familiar system was born, one 
that remains widely-used in the licensed trade today.

The Singer effect

The origins of franchising as it’s come to be known and defined 
today can be clearly pinpointed to one man: Isaac Singer. After 
the US Civil War in the 1860’s, Singer had achieved the ability to 
mass-produce his famous sewing machines but had no economically 
viable way of repairing and maintaining them across a country as 
geographically vast as the USA.

He began to license out servicing and repairs to local merchants 
around the country, who were later permitted to become regional 
salesmen for the machines too. Singer’s use of a contract for this ar-
rangement introduced the earliest form of franchise agreements and 
the first modern franchise system was born.



Over the following century, forms of franchising became more wide-
ly used in the US to standardise products and standards from one 
coast to another. First was the car dealership model pioneered by 
General Motors in the early 1900s, granting exclusive rights and 
territories. Then oil companies and grocery stores began to take ad-
vantage of a business model that offered them a route of fast growth 
towards national distribution with reduced risk.

According to Wikipedia, today franchising has grown to more than 
12,000 different franchise systems worldwide which are operated by 
over 800,000 franchisees with increasing demand, indicating strong 
future growth opportunities, so let’s look a little closer at some of the 
major players country-wise.

Interestingly despite significantly different populations the number 
of franchise systems, franchisees and people employed in the indus-
try is remarkable similar in Australia, Canada, Germany and India. 
Future decades will see this change dramatically, indicating enor-
mous scope for exporting systems worldwide from the early industry 
leaders including Australia and other smaller countries.

Franchising in the USA
The birthplace of modern franchising 

The contemporary franchising model emerged in the USA after the 
Second World War when it grew rapidly, propelled by companies 
looking to expand quickly. Soft drink giants like Coca-Cola and 
Pepsi couldn’t economically operate US-wide with such high water 
content in their products and expensive transportation relative to its 
cost, so they developed a franchise system where franchisees would 
carbonate and add water to the companies’ centrally-manufactured 
and distributed highly-secretive syrup recipes, bottling and selling 
it locally.
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A proven business model that’s stood the test of time

This was the start of ‘business format franchising’ as we now know 
it; offering a turnkey package from franchisor to franchisee in many 
instances, it was firmly established as a distinct business model and 
proven system in the 1950s.

The huge growth in this modern system of franchising is attributed 
to milkshake machine salesman Ray Kroc who, while visiting San 
Bernardino in California, frequented a popular and busy drive-thru 
restaurant that had bought his machines – which was owned and 
run by the McDonald brothers...

He opened the first restaurant in their name in Des Plaines, Illinois 
and purchased the brand outright in 1961.

The rest is history.

Growing pains

But growing pains were becoming evident in the franchise industry 
and by the end of the 1960’s trouble was brewing. Many franchisors 
had begun focusing more on the sale of franchises than on support-
ing and operating successful franchise systems. Others made mis-
representations in how they recruited prospective franchisees. There 
were other problems as well.

In the US, these misrepresentations led some 15 states, like Califor-
nia, to enact laws governing the disclosure of information to poten-
tial franchisees. And in 1979, the Federal Trade Commission leg-
islated minimum disclosure requirements throughout the country.

Franchising then made a comeback during the late 1980’s and ear-
ly 1990’s and this growth has continued, with some ebb and flow, 



steadily through to today. According to a study by PwC, franchise 
businesses are responsible for 40 percent of all retail sales in the U.S. 
There are more than 750,000 franchise businesses that generate al-
most A$1.4 trillion in annual sales and franchises employ more than 
18 million people in the U.S. directly and over 25 million indirectly.

Many of these challenges and the subsequent recovery of franchising 
were to occur later in most other countries as their business sectors 
adapted to the growth model.

As it has always done, the franchising model continues to evolve 
and adapt. For example, over the last decade, multi-unit franchising 
has emerged to play a significant role. No longer content to operate 
a single standalone franchise unit, many savvy and aggressive fran-
chisees have opened several units, and some, even several different 
brands.

The influence on neighbouring Canada has been significant with 
expansion in the sector there resulting in some 1300 brands, 78,000 
outlets and a turnover of A$68bn. There is varying legislation in-
cluding disclosure requirements in the various provinces across the 
country.

Franchising in the UK
In the 1950s and 1960s the popularity of franchising really took 
off, in tandem with huge growths in population, economic output 
and social change, and began to appear internationally including 
in the UK for the first time. Catering companies like J Lyons & 
Co with the Wimpy, Lyons Maid ice cream and Mr Softee brands 
led the way and, together with some of the largest fast-food brands, 
became well-established international franchises, led by McDonald’s 
and KFC.
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Following the US experience, by the 1970s franchising in the UK 
slowed, partly in response to the faltering economy but more be-
cause of the damage done to its reputation by non-franchise systems 
such as pyramid schemes describing themselves as franchises. These 
non-franchised schemes were based around handing over money for 
a promised lucrative return on investment which of course rarely 
came. Despite still offering some very real opportunities, franchising 
was unfairly tarred with the same brush by many and its popularity 
waned.

Franchisors fight back!

In 1977 the British Franchise Association was formed and the sector 
restored credibility to the franchise model and, with the economic 
boom of the 1980s and 1990s, many new brands arrived into UK 
franchising and remain there today.

Franchising today

Franchising has since flourished in the UK and developed into an 
industry which currently turns over A$30bn annually, with nearly 
1,000 brands in a multitude of different sectors employing 621,000 
people across 44,200 outlets. With an impressive growth of 70% 
over the past 10 years, the franchise sector has never been in better 
health than it is now and growth trends very strong. 

Franchising in Europe
Franchising has grown rapidly in Europe in recent years but the in-
dustry is largely unregulated and the European Union has not ad-
opted a uniform franchise law. Only France, Spain, Romania, Italy, 
Sweden and Belgium have pre-contractual disclosure law whilst Es-
tonia and Lithuania impose mandatory terms on franchise agree-



ments. 

Franchise growth has been hampered for two reasons in Europe, the 
lack of regulation and strong continental traditions of eating fresh 
food at home. The latter has had the effect of creating a much small-
er fast food sector than in most countries around the world.

The European Franchising Federation put in a voluntary Code of 
Ethics which has been adopted by seventeen national franchise as-
sociations but this has no legal force. According to the federation, 
there are 8,500 distinct franchise brands operating in the EU, com-
pared to about 2,500 brands in the US.

Interestingly Germany, probably the most franchised European 
country after UK and France, has similar numbers of franchise sys-
tems and franchisees as Australia and Germany has four times the 
population. 

Franchising in Asia 
Because very different business cultures operate across much of Asia 
and franchising was introduced more recently, two different models 
have evolved. The traditional franchise model and a hybrid model 
which is most commonly used by brands that wish to retain control 
over flagship stores in major cities while franchising the remaining 
stores in less strategic locations.

Many of the imported systems are in fact joint-ventures with local 
established businesses and many more are operated as a corporate 
model with the outlets being typical western-style chain stores.

By using this framework to evaluate global and country-specific 
business models, brands can ensure they’re getting the most out of 
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their international expansion plans in the short and long term.. 

The Business Format Model of franchising has been enthusiastically 
embraced widely across Asia with many locally grown systems being 
developed, often in the ‘hybrid’ models described above.

China

China has the most franchises in the world but the scale of their op-
erations is relatively small. The consumers now have a large appetite 
for foreign franchise growth so the sector is increasing. 

But the franchise groups tend to be smaller. Each system in China 
has an average of 43 outlets, compared to more than 540 in the 
United States. Together, there are 2600 brands with some 200,000 
outlets. Nevertheless, total franchising is only 3% of retail trade. 
The legislation is fairly broad-reaching and growth was suppressed 
until the position of foreign companies was clarified by legislation 
in 2007. 

South Korea

Wiley Rein LLP April 13 2016 reports that, according to the Korean 
Fair Trade Commission (KFTC), which has regulatory oversight of 
the franchise industry, in 2014 there were over 3,500 registered fran-
chisors accounting for nearly 4,300 franchise brands. Collectively, 
these franchisors operated over 13,000 units and franchised another 
200,000 units. These figures would only have increased since 2015.

The Korean franchise-specific legislation has become the most so-
phisticated legislation of its kind in Asia, requiring a pre-contractual 
disclosure document to be registered and cooling-off periods, etc.

The Franchise Act requires a franchisor to register and provide a 



registered disclosure document to prospective franchisees. All fran-
chisees, including master franchisees and area developers who are 
granted the right to operate franchised units, must receive the regis-
tered disclosure document. 

India

Franchising in India is at a promising stage as Indians have been 
extremely dynamic and enterprising offering a lot of potential for 
the franchising fraternity.

Government barriers to entry have been eased in recent years and 
significant growth has occurred. However it’s early days and despite 
having the second largest population in the world, there are only 
70,000 franchisees with an annual turnover around US$ 4 billion 
and over 400,000 people employed in the sector. Franchising is 
heavily promoted as a safe business model involving only modest 
investment with huge scope. 

South America
Because of the volatility of many South American economies and 
heavy trade protection, franchising has achieved only a small pene-
tration in most countries. The exceptions are Brazil, Mexico, Para-
guay, Peru and Chile. 

In some cases, tedious disclosure requirements are a further obstacle. 

Nevertheless, there are many attractive options in these markets for 
franchisors to consider in their expansion efforts, providing they 
take out adequate protection for their intellectual property and there 
is increasing potential for franchised businesses in South America 
overall.
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Brazil

Brazil is the main exception.

Deloitte’s 2014 Research Study states that Franchising in Brazil has 
recorded, for nearly a decade, double-digit annual growth. The sec-
tor is made up of more than 2,700 networks – the third largest on 
the planet, behind only China and South Korea and it generates 
more than 1 million direct jobs. 

Growth is expected to be maintained, subject to the health of the 
nation’s economy.

Brazilian franchise law has strict criteria governing pre-sale disclo-
sure requirements, intellectual property and states that a franchisor 
must have two years’ experience before selling any franchises.

To conclude
The franchising model works because it provides a formula for op-
erating a successful business by delivering a uniform product and 
service to customers with recognised brands. Done right, it’s a model 
that benefits business owners, operators, and customers alike.

Whilst the basic principles, including the key elements for a fran-
chise agreement, vary worldwide, when expanding to any overseas 
territory is essential the franchisor also consult expert local legal and 
commercial advice and adhere to the legalities and conventions that 
prevail. 

Many successful international groups have done this quite rapidly 
and very successfully in a number of other countries by combining 
forces with well established businesses. Franchising is clearly a pow-
erful model to help people realize their dreams and has come a long 



way from its feudal roots to becoming one of the fastest-growing 
sectors of the world economy. 

With many more people now looking to take charge of their careers 
and family life by running their own business, it looks set to go a 
whole lot further in the years to come too. 
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PART THREE
First things first

Do you have the skills to franchise your business?

As franchisor, you will have only three roles. And not one of them 
will involve making the sale to your end customer or bringing mon-
ey into the group.

Greg Nathan from Franchise Relationships identifies these roles as:

Helping franchisees achieve their financial and personal goals 

Clearly understand how business works and how the money func-
tions in your franchise group and explain this clearly to your fran-
chisees up front. 

Then provide business and management assistance at the beginning 
and keep asking ‘how can we help you?’ Listen to the responses be-
cause people on the ground can have good insights to changes in the 
customer base and help to grow the brand.

Byron Smith from MYO, the salad and sandwich franchise, said in 
Franchising Jan/Feb 2009 that he believes assisting the franchisee to 
reach their personal and business goals is one of the most rewarding 
experiences and an essential part of any franchising culture.

Providing clear, positive leadership

Research shows that strong leadership with good vision and goals, 
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competent management, integrity, consistency and enthusiasm is es-
sential to running a great franchise chain.

Protecting the strategic position of the brand. 

This is one of the franchisor’s most important responsibilities. Look-
ing after the brand requires constant monitoring and questioning 
because the brand is going to have to change over time if it is to stay 
current and healthy. To be able to do these things, you need a level 
of skill in business. 

To be able to undertake these roles...

You need to understand business and what makes it tick and 
what doesn’t. 

You need to understand people and how to manage the tricky 
relationships around a franchise partnership. The relationship 
is not that of employer to employee. You are business partners. 
But there are rules in place for everyone to follow. Modern 
leadership skills are essential to navigate this complex relation-
ship.

You need to understand the importance of your brand and 
marketing and how to make them work in a franchise system. 
You may not be doing all the marketing, but you will certainly 
be responsible for making sure the brand is on target and that 
all the marketing, whether done by you or your franchisees, 
follows the brand and is successful.



CHAPTER 5

Understand what makes business work

I have been involved in franchising dozens of businesses. Some from 
concept and some where we converted an existing business to the 
franchised model. I am really happy to deal with either pathway 
with one really important proviso.

Before considering franchising, the business owner must have a reason-
able understanding on what it takes to run a business successfully.

And unfortunately this is often easier said than done. 

Done well, franchising does help to structure a business so that it 
has the best chance of success as it helps put some great business 
practices in place, systems and money management being at the top 
of the list. But overall, I have found that in most businesses, there are 
some aspects about business success which need to be reviewed and, 
without sound business experience, making the changes to create a 
franchise is not likely to succeed. Sound business experience is also 
especially important because you, as franchisor, will often be train-
ing less business-savvy franchisees on successful business practice. 

The most useful way I have found to think about business success 
is to look at the stages of business growth because it is through this 
journey that many learn the value of different business skills. 

So here I will briefly touch on the 5 Stages of Business Growth and 
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the elements which differentiate them from each other

The five stages of business growth
Way back in the early 1980’s, the concept that businesses grow 
through the same defined stages was first discussed in an article pub-
lished in Forbes by Neil C. Churchill and Virginia L. Lewis. This 
work is still cited to explain the importance of basic business ele-
ments to success.

Before I go into the 5 stages, there is one important point to make. 

Businesses do not necessarily need linger through each stage. It is 
possible to speed through stages into whichever stage is your goal. 
The way to do this is to understand what is required. This is how the 
likes of Richard Branson create new businesses everyday – Richard 
will have all his business ducks in a row before he starts. But even his 
businesses will need to go through some of these stages on the way 
to creating an empire.

In a nutshell, these are the stages

Stage 1 - Existence 

Existence is generally the start-up stage for any business. With no 
revenue, the focus is obtaining customers and delivering the product 
or service. The owner is working in the business, often alone, filling 
every role. At this stage a major concern is having enough money to 
cover this start-up phase. 

The strategy is simply to stay alive.



Stage 2 – Survival

By now, the business has proven it is workable and can be profitable 
but it is still simple in structure. There may be a limited number of 
employees supervised by a sales manager or a general foreman but 
none of the staff make major decisions independently. They carry 
out the rather well-defined orders of the owner. 

The negatives are:

• Systems development is minimal. 

• Formal planning is, at best, cash forecasting

• The major goal is still survival and the owner is still the busi-
ness and working in the business. 

The main aim at this stage is to get a return on investment and 
profitability. Also, it is important to begin to understand the need to 
systemise so delegation can happen and this needs an understanding 
of how business operates.

Some small businesses choose to stay at this stage, hardly making a 
profit. Check your local hairdresser or baker. 

Others choose to move into the Success Stage.

Richard Branson speeds through these first two phases because he 
does not deal with them. He puts in a great team and he makes sure 
he has all the elements working from the get-go.

To some extent though, he needs to go through these two initial 
stages to prove profitability. And if he cannot prove profitability, the 
start-up will quickly close.
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Stage 3 – Success

At this point the company is stable and profitable and cash is not a 
problem. Basic financial, marketing and production systems are in 
place.

Organizationally, the company has grown large enough, in many 
cases, to have functional managers take over some duties previously 
performed by the owner and it will have some planning through 
operational budgets which supports this delegation. 

To grow, there should also be some strategic planning in place and 
the owner and, to a lesser extent, the company’s managers should be 
monitoring this in accordance with goals.

Cash is plentiful and the main concern is to avoid a cash drain in 
prosperous periods to the detriment of the company’s ability to 
withstand the inevitable rough times.

Some choose to stay in this phase. Look at your suburb’s accountant 
or restaurant. 

While others choose to move into a phase of growth.

Stage 4 – Rapid Growth

If the decision is made to grow beyond the Success Stage, then the 
key problems will be how to achieve growth and how to finance it. 

Churchill and Lewis report they found the answers to success in this 
stage are understanding delegation and knowing how to manage risk 
in cash flow. 



As staff numbers are also growing, systems need to become more re-
fined to ensure delegation is efficient and both operational and stra-
tegic planning are crucial to make sure everyone is on the same page.

At this stage, the owner no longer works in the business but they do 
have a strong presence over the way it is run and they keep an eye 
on stock control.

Churchill and Lewis state:

‘This is a pivotal period in a company’s life. If the owner rises 
to the challenges of a growing company, both financially and 
managerially, it can become a big business. If not, it can 
usually be sold—at a profit—provided the owner recognizes 
his or her limitations soon enough.’

Stage 5 – Maturity

The company has now arrived. It has the advantages of size, financial 
resources and managerial talent. If it can preserve its entrepreneurial 
spirit, it will be a formidable force in the market. 

If not, it may enter a sixth stage of sorts: ossification and death.

Franchises often do it better
Yet, even in the 1980’s when Churchill and Lewis first published 
their article, they acknowledged franchised businesses moved 
through the stages to Success and Rapid Growth better than com-
pany businesses.

Why?
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Because franchises often have the following advantages: 

First, they have, in most cases, a franchisor who really understands, 
through experience, the essentials of business and they make sure 
clear structures are in place from the beginning to move through 
Existence and Survival fast. 

At the very least they will have:

• A marketing plan developed from extensive research

• Promotion and other start-up support such as brand identifi-
cation

• Sophisticated information and control systems so the whole 
franchise can be monitored

• Operating systems that are standardized and very well devel-
oped so delegation is consistent and efficient

• I would add that, if the franchisor has done the homework, 
there will also be:

• Strong leadership for the group and an understanding of man-
aging teams of  equal partners

• Good strategic and operational planning which has input from 
all franchise partners

• And a very clear understanding of money management in the 
franchise  group, making sure that all levels of the franchise 
can be profitable

A Case Study
Xpresso Mobile Café

In many cases, an existing business or franchise is re-launched 



using past knowledge and possible new management to pick 
up where the founder left off and by using franchising to scale 
up rapidly. 

In 2013, savvy multi-skilled entrepreneur, Jonathan Payne, 
took over Xpresso Mobile Café and their three franchises. By 
focusing on the franchisees needs as his priority, he has grown 
the group to 33 outlets in a rapid expansion in three years.

A Case Study
The Franchise Alliance

In 1990, when we wanted to expand The Franchise Alliance 
from our Perth base, it’s no accident we chose franchising as 
the model. 

Before franchising, we were unable to expand our business 
to operate in five capital cities in Australia and Auckland, 
New Zealand using our existing company structure because 
we simply did not have the man power. In turn, this meant 
we were unable to offer our clients the national coverage they 
wanted. 

Whilst the business has changed hands over the years, it con-
tinues to operate nationally today.

I must say, not many business I see have all these business 
aspects in place when they start to think about franchising. 
Some need to be developed.

The pillars for successful business growth
In discussing the five stages of business growth, Lewis and Churchill 
identified some skills needed to manage a business well. They also 
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revealed that most business owners build these skills through the 
business growth process of their first businesses. 

The skills are:

Money management

Systems development

Delegation, leadership and people management which results in 
leveraging you out of the day-to-day of the business

Strategic and operational planning

In my mind, today there is at least one other skill needed.

Understanding the importance of a clear brand and having the 
marketing elements in place to promote it effectively.

The thing is, I know very few of us, if any, have the individual skill 
to deal with every business aspect to a satisfactory level, so creating a 
team to help you is essential as soon as it is possible. 

The key is to understand each area and to know who to put into 
your team to move you forward and to understand how to lead your 
team to success.

Now for a bit of detail on these pillars. They will be discussed again 
later, when we look at how you deal with them in the franchising 
process.

The Impact of a brand on business structure

I always ask prospective franchisors to look at their brand first. 



Is the branding you have now suitable for a successful franchise? 
Frequently, the answer is a qualified no. There is no clear idea of 
your ideal client.

• The business is often too complex for one person to run 

• And it is usually presented in a dated way so it is not attractive 
to that all-important customer. 

Having a good understanding of your target market, what that mar-
ket desires and the way your brand should look and feel to meet that 
desire is essential from the earliest days of business.

A Case Study
Soothe Massage

Remember Soothe Massage and how they grew that business 
270% over the year they did the work to change the structure 
to become a franchise group?

Well that growth can be sheeted home directly to the work 
they did on refreshing the brand for the franchise structure.

When they started, neither Simon or Sandra thought their 
brand needed any attention. However, it did not take 
branding experts long to persuade them that the brand they 
were using needed to be simplified and that it needed to be 
changed to meet the desires of their markets.

The brand new logo, the colours, the clear definition of why 
they do what they do, who they service and their philosophies 
all feed into the way they present themselves.

More importantly, when you look at their refreshed website, 
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you can see immediately that they are selling to two customer 
bases…

Their clients:

‘We help clients who are time poor, stressed, unwell, less mo-
bile or elderly by providing a professional and tailored mas-
sage service to their door, so they can experience genuine one 
on one care and a better quality of life’.

And their franchisees:

‘Remedial massage therapists who want a business they can 
be proud of and which can operate around their families’.

A Case Study
Quest Apartment Hotels

A classic example of this is Quest Apartment Hotels, which 
saw an opportunity with business travellers and niched the 
brand accordingly. A business person who consistently uses 
Quest knows exactly what suits and what they will find at 
any of the 150 franchised properties in Australia, New Zea-
land and Fiji. 

By being so focussed on their specific market, Quest have 
grown a large number of loyal, lifetime customers who do 
not even think of looking elsewhere.

Money availability and its management

Managing business through the various growth stages from incep-
tion to maturity needs a good understanding of business financials. 
How to manage cash flow, what level of risk is good (some is inevita-



ble), expense management and the need to spend to grow.

The other requirement is the need for capital to fund different 
growth stages. Existence, Survival and Rapid Growth all need capi-
tal in one form or another and not having the cash to move through 
these phases can seriously hinder the process.

Systems 

Systems are the life blood of a growing business. In the early stages, 
not so much, but moving beyond Survival requires the ability to 
delegate for which systems are essential. 

A business without systems does not have the structure to delegate 
uniformly and effectively. If you cannot delegate, you cannot expand 
beyond a size you can manage yourself and so there is no growth.

Delegation and leadership

But you probably know, delegation needs more than just good sys-
tems. 

The biggest issue faced by many entrepreneurs is letting go. Ego and 
thinking no one can do it as well as you is a trap. 

In today’s business environment, delegation needs to be done in ac-
cordance with the three Laws of Type 1 Management. Outlined by 
Daniel Pink in his book ‘Drive: The Surprising Truth About What 
Motivates Us’, Pink looks at how the best organisations motivate 
today in a way which gives their people the drive to take the organ-
isation far.

First is Autonomy. Select people who love the job they will be re-
sponsible for and then give them the autonomy or ability to do it 
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their way within as few essential boundaries as are necessary. 

Second is Mastery. Select people who understand how to do the 
job and who also have an open mind, who do not see their abilities 
as finite but rather know they will grow with practice and pain and 
who love a challenge. Put them into a job where they will always be 
looking to do things better, but not one which will overwhelm. They 
will then go into the flow and give back to the organisation many 
times over.

Third is Purpose. Human beings seek purpose, a cause greater and 
more enduring than themselves. So give them this and watch them 
grow. Simon Sinek and his ‘Start With Why’ YouTube video will help 
to see this point. 

And finally, remember, leadership requires humility and empathy. 
Often difficult for the entrepreneurial character attracted to build-
ing a franchise group. Yes you need the vision and the ability to 
make sure that vision is manifested. But the ability to listen to your 
troupes, having the ability to be able to admit you’re wrong, change 
direction when needed, give clear directions at the appropriate level 
and really understand what team work is all about is key. Empathy 
is the essential ingredient to secure the support of your people in 
implementing the next change.

Again, Simon Sinek puts it so well in his latest book ‘Leaders Eat 
Last’. The central tenet comes from the Marines in the field where 
leaders always stand at the back of the line when it comes time to 
be fed. If there is no food left, it is their bad luck and that is when 
they rely on their troops to provide their leader’s food from their 
own share.  



Strategic and operational planning and keeping an eye on those all-im-
portant KPI’s

Make sure you have an eye on the strategic direction of the business 
and know where it is going. Every leader needs a clear picture of how 
the business is tracking and can give this picture to the team. 

This is your job. Especially as the business becomes more sophisti-
cated and grows larger.

Yes, at the beginning every business owner is in the business doing 
every task. But as you grow remember, the more you can clearly see 
what is happening in key areas and can ensure timely changes are 
made when necessary, the faster you will achieve the goals you are 
looking for.

Goals are great. Planning how those goals are going to be achieved is 
better. Keeping an eye on how the organisation is travelling against 
those goals is best. And involving the team in every step of the plan-
ning and checking processes so they understand where you are com-
ing from is where the gold is made.

Plan and be humble enough to check out how you are travelling 
regularly with your team.

To conclude
A word of warning, if you don’t have their total confidence, they’ll 
likely tell you what you want to hear, not what you need to hear – an 
accident waiting to happen.

Richard Branson beautifully describes how Virgin has continued 
to grow over decades because he gives team members the freedom 
to become ‘intrapreneurs’ – those in his business who drive new 
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projects and occasionally take the business in unexpected directions. 
This form of ‘intrapreneurship’ is what successful franchising is all 
about – everyone becoming so immersed that they feel they own the 
companies, as indeed they do!

So, the often-unappreciated bonus is that you will have all these 
intrapreneurial franchisees working on ’the coalface’, all striving to 
grow sales and profit and forever coming up with new ideas and 
product to the benefit of the whole group. And importantly, because 
their performance will reflect on you and the group, your growth 
will increase accordingly.   A group of franchisees operating like this 
will, to a significant extent do part of your job. Just as we did as an 
intrapreneurial group of franchisees at Bedshed.



CHAPTER 6

Franchising is a people business

We touched on this one in the last Chapter, but it is so important 
to the success of any franchise system, it needs a little more expla-
nation.

As Tom Potter, founder of Eagle Boys Pizza said when he moved 
from running a suite of company stores selling pizza to running a 
franchise chain,

‘I moved from the pizza business to the people business.’

And, as I have said all along, the relationship between franchisor and 
franchisee is a tricky one.

Your franchisees are not employees, they are business partners, they 
have invested in your business to work with you in a controlled 
environment. They will rightfully think they have a say in how their 
business should be run.

To make matters more difficult, they will be making all the money 
and know that you are bringing in none. So they will want to see 
that you are keeping your part of the bargain, doing the things you 
said you would to make the franchise business profitable for both 
sides.

You need leadership skills on both sides of the fence to make this 
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tricky relationship work.

You need to be able to draw the line
The bottom line is that each franchise outlet must look and feel 
the same. So, although your franchisees are business partners, they 
do have to follow the rules. You will need to tell your group how 
you want each outlet to be managed and how your services will be 
provided to your customers. And you will need to be able to deal 
with things when they go wrong. There will be times you must send 
letters of reproach and you will probably have to terminate rogue 
franchisees sometime in your career. 

None of this is nice.

And you need to give support
You also need to be able to support your franchisees so they become 
successful. 

The most essential skill here is to be able to listen and to show, with 
empathy, that you have heard. 

But you also need to make sure you have great support and commu-
nication platforms in place so you can train your franchisees to do 
the job you want them to do and to keep them positive and happy.

I cannot stress enough the importance of understanding the extent 
of support in any franchise group.

A Case Study
Xpresso

Remember Jonathan Payne who took over Xpresso and grew 



the group extraordinarily? Jonathan is open about the fact 
that this success is largely because of the considerable sup-
port given to each franchisee through their entire franchise 
journey. 

Jonathan’s philosophy is to give his franchisees all the help 
they need and his franchisees will perform better and better 
and need him less and less as they grow into the business. Jon-
athan has a carefully crafted induction, training and support 
service which underly this philosophy and they all have his 
personal mobile number. If anything urgent happens, Jona-
than will be there to give a hand. It’s worth noting that not 
one of his franchisees has taken needless advantage of this 
generosity and the results in the happiness and performance 
of the group has been immense.

A Case Study
Lenard’s Chicken

Deciding it was time to hand over the reins to a younger 
team, Lenard Poulter, Founder of Lenard’s Chicken stepped 
back from the business a few years ago. Retaining his passion 
for the business, it wasn’t many years before he saw it losing 
its edge and in need of new investment so he stepped back 
in. He has successfully led the group to a revitalization 
with new concept stores in IGA Supermarkets for example 
and introducing new generations to ready-to-cook products. 
This investment is showing double-digit revenue growth and 
inspiring the franchisees. Lenard illustrates that to manage 
a business through and beyond its natural stagnation phase, 
you need true passion. Business is a full-time focus on re-
investment.
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To make this work, follow a few steps
A few key steps will help to make the  people side of  your franchise 
work.

Recruitment

First, your recruitment processes must be right on the ball so you 
bring in ideal franchisees with the skills and characteristics to man-
age a business and service your ideal customer. These franchisees also 
need to be able to fit into the team and understand that they have 
to follow the rules or it will affect the profitability and success of the 
whole group.

So, great recruitment processes are key.

Systems

Then you need the systems in place so you can delegate to the right 
place and so everyone in your franchise team understands exactly 
what is to be done, by whom and when.

Training

So, the systems and delegation can work, your training programs 
must be right. Induction and on-going training need to be care-
fully planned and carried out so they are successful. Most training 
programs are content driven but adults do not learn content in this 
way successfully. Modern training needs to focus on showing people 
how to find the information they want within the system you have 
deveeloped.

Support systems

And to make all this work, you need a support system which is open 
and friendly and does the job. 



Support will be needed at many levels. 

Technical support on how you want the job done

Business support on how to manage a business. Remember, 
happy franchisees are profitable franchisees and it really pays 
to keep your franchisees happy and profitable for the good of 
the whole group

Some franchise groups take many of the business management 
tasks off their franchisees. Bookkeeping, sales, marketing can 
all be handled by the franchisor in some instances. In Austra-
lia, Jim’s Mowing was managed this way. Jim Penman firmly 
believed you want your franchisees out there pushing a lawn 
mower, bringing in the money. You don’t want people unsuited 
to bookkeeping taking time out for this onerous task.

Emotional support is also necessary. Being able to hear what 
is being said is essential. Put communication systems in place 
to allow franchisees to get to know each other and you. Regular 
reporting both ways, regular meetings of your staff with fran-
chisees and for franchisees to meet each other, are wonderful 
ways to go. That annual conference is not optional. Everyone 
needs to be there, so make arrangements in your fee structure 
to get the travel paid for in advance.

If you do not have the personality characteristics to carry out these 
tasks, then employ support staff with ability to do it for you.

Be open

You need to be clear about everyone’s part of the deal from the be-
ginning and outline your expectations of your franchisees and your-
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self.

It really pays to be open about everything – especially money. The 
less precious you can be about how the money is working in the 
whole franchise group, including your part, the more trust you will 
bring to the table.

It is especially important to be open on any expenditure of fees for 
services you are providing for the group. 

Follow through on your part of the deal

Your franchisees will be expecting you to take on certain tasks. Sup-
port as discussed above is probably part of it. Technical support, 
helping them grow in the job, will also be important at the begin-
ning I am sure.

But dealing with difficult situations in a timely and appropriate 
manner when things go wrong is also part of the deal. And franchi-
sees will expect you to do this when they see things not happening 
as they should in one part of the team or another.

Create a team

And finally and most importantly, you need to be able to create 
a team of people in your support office and within your franchise 
group with the right skills to carry out your support tasks. You will 
need a team which will work together to get the job done.

Creating that team

Everyone has a special suite of skills and personality traits. Unfortu-
nately, the thing about personality is that we really like to mix with 
people with a like mind – in the case of most franchisors, this is 



usually other entrepreneurs. Great socially, not so great for business 
where we really need to be selecting people in our team with person-
ality profiles to fit the range of jobs at hand rather than people who 
make us feel comfortable.

So franchise leaders need to be able to stand aside from their own 
communication and work preferences and understand how to se-
lect the right people for each job and then to lead these very differ-
ent personalities with diverse communication and decision making 
styles into the future.

Understanding this approach to dealing with people gives you the 
power to communicate so you are heard by others and manage diffi-
cult situations with humility and grace. A recipe for success.

How does this work? And what can make this task easier? Obviously, 
there are many ingredients and I am not going into all of them. But 
I’ve found it’s helpful to understand personality profiling. 

Personality Profiles are useful, first to understand yourself and then 
to understand the profiles of the people you need to have around 
you to make the business work. It is especially important to choose a 
personality profiling tool geared towards business work styles, com-
munication preferences and decision making practices.

Applying profiles in a franchise
 There is a step-by-step process.

Start with the customer

As I mentioned before, we love to mix with like-profiled people. We 
understand and support those who communicate and decide like us.
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So, in many businesses, especially service businesses, the people who 
interact with our customers find it easiest to make the sale and pro-
vide the service if they have personality profiles which somewhat 
match those of the client. This would mean the profile of your fran-
chisee would best be one that interacts well with your ideal client.

Think of the product or service

In many instances though, interaction with the client is not the only 
driver of your franchisee profile. It is the needs of the tasks associated 
with the product or service you are delivering.

Bookkeepers help those of us with no ability to deal with this level of 
detail to get a handle on our finances. We love them.

Bookkeepers are naturally into detail, perfectionists and followers of 
rules. Hand in hand with this is usually a distinct lack of communi-
cation skill and flexibility and limited ability with marketing.

Health care professionals are naturally supportive and generally into 
detail – perfectionists as it were. But they are not great at marketing 
themselves, nor in bringing in new leads.

So, for franchises needing these detailed supporting personalities, 
it may be best if you, the franchisor, supply some of the business 
administration and marketing needed to keep such businesses on 
track.

Think of the needs of running a business

So, we learned every business needs a very rounded personality. 

Detail to deal with tasks such as bookkeeping and to follow fran-



chise systems. Supporters to get the work done and to listen to what 
is going on. Chatty party-goers to build relationships and drive the 
marketing and sales. And a healthy dose of drive to make decisions, 
to make sure things don’t stall, that products stay fresh in the market 
and to keep an eye on strategic direction.

The trick is to create that team and to put the right profiles into each 
task and then teach them how to interact with each other (knowing 
that not one will be comfortable with everyone’s personality) so they 
become functional members of the team.

Think of the needs of running a franchise

Franchise groups need just as many different profiles as any business 
and more.

Because each level of the franchise essentially has a different business 
structure with dissimilar needs.

As an example – a beauty franchise could possibly be rolled out with:

Franchise outlets with franchisees with: 

• Beautician skills

• Great social interaction skills

• But no marketing or business administration ability

Master Franchise outlets established in each region with:

• Beautician skills

• Great social interaction skills

• Ability to support and direct franchisees as needed
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• Business administration skills

• But no marketing ability

The franchisor will need the full suite of beauty and business skills 
to teach franchisees and master franchisees how to run their outlets:

• Beautician skills

• Great social interaction skills

• Ability to support and direct franchisees as needed

• Business administration skills

• Marketing ability

• Ability to take the tough decisions when needed

To conclude
So, create your franchise structure based on what you want done and 
then put in a support team to fill the gaps and understand how to 
get that team functioning brilliantly. But, remember, this is difficult 
work and no one gets it right all the time.

Business is the classic ‘moon shot’ – tweaking all the way to keep 
your target or goal.

In ‘Beyond The E-Myth’, Michael E Gerber describes it as a con-
tinuing process, ‘struggle - simplify - struggle - simplify’.

So, ‘struggle simply’ into perpetuity. 



CHAPTER 7

The brand, marketing and sales

There are two aspects that make this so important to a franchise.

• First your brand is central to your success and the value of your 
franchised business. And it really is the brand which controls 
how marketing and sales flow.

• And second, marketing in a franchise is very different because 
you have two target markets, one for your customer and prod-
uct and one for your franchisees. Although the brand is consis-
tent to both, these are very dissimilar markets.

Branding, marketing and sales have changed remarkably over the 
years and their significance has grown in business. And the changes 
have only escalated in the past ten years with the growing impor-
tance of online marketing.

Just think back ten years and where the online world was just be-
ginning to bite. Here is a list Doug Davidoff from Imagine came up 
with.

• The iPhone hadn’t been invented.

• Facebook still limited access to college students (and it was still 
called The  Facebook).

• People were still talking about “Web 2.0.”

• You had to read books by reading the actual book; e-readers 
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hadn’t been invented.

• No one knew what Big Data was (the term had just recently 
been coined. Of course I should add, most people still don’t 
know what Big Data is).

I am sure the list goes on. 

As Internet World Stats reports…

‘The internet is changing all the time. Two things especially have led 
that change:

• The social web

• Mobile technology

These two innovations have changed the way people use the internet. 

And the internet is the most democratic of all the mass media. With a 
very low investment, anyone can have a web page on the Internet. This 
way, almost any business can reach a very large market, directly, fast and 
economically, no matter the size or location of the business. And equally, 
at comparatively little cost, almost anybody that can read and write can 
have access and a presence in the World Wide Web. 

Blogging has consolidated the social media and the people everywhere 
are expressing and publishing their ideas and opinions like never before.

The thing is, with the growth of the online world, comes the growth of 
business.’

The other thing is, the way people respond to sales efforts and the 
brand has also changed in response to all this information. We used 
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to ask people we considered experts for help. This created a perfect 
opportunity to make the sale. Today, when shopping, the first thing 
anyone does is Google the product to see what information comes 
up, which has the best features, which meets the needs and above all, 
which is the most attractive and meets all desires.

There are three impacts…

• Today, any customer coming to you will have undertaken much 
research and be well educated about your product. They will 
know all about your competition, their features and their prices. 
And your customer will have very clear ideas about what they 
are looking for.

• Today, to get noticed so that your information is top of mind 
rather than that of your competition, your brand and associated 
marketing have to be very good and appeal to your market.

• Today, to make the sale, you first have to build the relationship 
with your  customer before you ever start to try to make the 
sale.

The trouble is, in the marketing world, the changes and introduc-
tion of many new sub-disciplines with confusing use of descriptions, 
has led to a great amount of confusion. 

Terminology

Terminology is all over the place. I am told by our brand specialists, 
that they found 91 different definitions of the word marketing in 
one dictionary and I think these definitions covered every aspect of 
what I know as branding, marketing and sales. In addition, there 
are the specialist extensions made up around the need to introduce 
software systems. Outbound marketing, (promotion), inbound 
marketing (sales), traffic, nurture sequences, Customer Relationship 
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Management, this list goes on.

And don’t even think about the online world with its SEO and social 
media and remarketing…

So, even though most of you know this, to make myself very clear, I 
am going to start with a few basic definitions to set us all upon the 
same stage.

Branding aims to establish a significant and differentiated presence 
in the market to attract and retain loyal customers. It is the look, feel, 
quality, service, image, of your customer and it meets the desires of 
your ideal customer persona or avatar. Everything starts with work-
ing out who your ideal customer is, what problems or desires your 
product is going to meet and then designing that product around 
those problems and desires.

Marketing is the development and implementation of a promotion 
strategy. It is your advertising, events, website, social media activity, 
emails, nurture sequence and so on. All your marketing will be con-
trolled by the look and feel of your brand and be focused towards 
the desires of your customer avatar. There is not usually any selling 
at this point.

Sales is the final step – converting a hot prospect to a sale. By the 
time you get here, they should be asking you for the sale.

Your brand, marketing and sales in a franchise group

How does all this apply to a franchise group? And what are your 
responsibilities as the franchisor?



Let’s repeat the issues.

1. As I’ve said before, in a franchise group, every outlet must look 
the same, feel the same and  have the same level of service and 
the same image, so the brand is central to the whole group and 
must control everything

2. In a franchise, if you let them, each franchisee will have very dif-
ferent ideas of how your brand should be presented. Not some-
thing to be encouraged. 

3. In a franchise, you will have two or more marketing and sales 
streams, one to your customer and another – very different – to 
your potential franchisees.

So, like all in this business world, everything is led by the brand, 
which is determined by you, the franchisor and is established around 
your customer avatar’s problems and desires and epitomized in your 
product. You only have one brand for the franchise group.

You have the two marketing streams, each led by one of your two 
ideal clients – your customer and your franchisee.

You need to build something which follows a sequence something 
like this.

1. You do the brand strategy first to work out the details around 
your ideal client or customer; where they live and how your 
product should look to meet their needs. 

2. Then you work out the details of how this brand image will be 
applied to your franchise group.

3. Then you work out marketing to the customer. What it entails 
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and who will do it? You or your franchisees.

4. Next you work out what your ideal franchisee will look like. 
They need to have the skills and personality to do the job. And 
the avatar characteristics for your client will most certainly not 
fit this avatar’s profile.

5. Finally, you will work out the marketing plans and recruitment 
strategy for sourcing new franchisees.

You, the franchisor, are responsible

To keep everything on track you need to be responsible for making 
sure it all happens within the context of the brand’s values, princi-
ples and ethics.

It is the brand which will drive sales for both your product and your 
franchise outlets so you really need to get it right.

Many franchisors do much of the promotion for the group and pro-
vide the leads for their franchisees to service. This approach works 
well for the health and service industries where you are looking for 
franchisees with a set of skills (think bookkeepers, or therapists of 
some kind) to look after your customers but who will generally not 
be good at marketing or sales.

Others get their franchisees to do some of the local area promotion, 
but this is within carefully controlled by systems to make sure it 
stays on brand.



PART FOUR 
How to franchise

Now you know what is involved in franchising, the key is to how to 
pull everything together so that you create the wonderful franchised 
business you always dreamed of. 

The secret is following my simple step-by-step Franchise Success 
Pathway

Start at the beginning and then follow the process step by step until 
you reach the end.





CHAPTER 8

Begin by developing the big picture

First understand the process
And understand that creating a franchise will involve change to your 
whole business your whole business.

I know one thing will be a little frustrating.

That is, however you approach the task of franchising a business, 
there will be a need to repeat work you think you have already com-
pleted. 

For instance, you will work out the money and fee structure and 
think it is done. Then you start to look at distribution of territories 
and find you need to check those budgets again and probably also 
the work you have done on your brand and the demographics of 
your preferred customer and that probably means modifying your 
figures again. 

Reviews happen and will continue to be part of your life as a franchi-
sor as you watch to see how your group is performing forever after.

But I also know, the need to redo work on the way through can be 
substantially reduced by taking it a step at a time and making sure 
each step is in the right order. Start at the beginning and with every 
step check back to see if the work already done is affected by new 
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findings.

It also saves money to do it this way because, done in the right order, 
the repetitions are not expensive. It is no accident I recommend any 
legal agreement is written towards the end of the process when you 
have worked out what it has to cover.

To my dismay, so many prospective franchisors come to me saying, 
‘I am franchising my business and have the legal agreement drawn up, 
now what do I do?’ Almost inevitably that agreement will need to be 
rewritten, because once you have worked through all the issues it 
needs to cover, you will find that you have not included much that 
is essential and the money paid and time spent with your lawyer on 
the first version may well have been wasted.

So, know all the steps and the order in which they should be tak-
en… Before you begin.

When I bought my own first franchise, Bedshed, all those years ago, 
it was a new group, with scant documentation and little in place for 
us, the ‘virgin’ franchisees to use to establish our franchised business-
es. My franchise partners and I went about establishing a marketing 
committee for the group. And gradually, by doing it the hard way, 
I learned about all the bits and pieces that make a franchise sing, 
things even the franchise consultants at the time often ignored, or 
they weren’t aware of. Even today, it’s rare to find a consultant of any 
discipline who has owned businesses and franchises, so inevitably 
they don’t understand the inner workings. And the truth is, it’s those 
inner workings or secrets which will help you cross the chasm that’s 
the difference between survival and success.

In many cases, traditional consultants continue to ignore these busi-
ness basics today because they have not been in the engine room 
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of running a franchised business and have no experience of what is 
really needed. They are focussed on their core concept in a vacuum.

Over time, I acquired more outlets and Bedshed went on to develop 
a good business model, but it was painful and my point is that it 
doesn’t have to be that way.

We all moved on from owning Bedshed outlets and started to build 
our own successful franchised groups, using the experience we had 
gained as franchisees. And this simply consolidated the view we have 
that franchising involved a lot more than a clearly differentiated 
product and the right documentation.

Probably top of the list for my franchise partners, was the under-
standing of how the money worked so there was a fair balance of 
money in the whole group. Each franchisee needed to be equitable 
one way or another and all needed to have a clear opportunity to 
make their outlets profitable and give me my share.

To do this we needed to understand and work through a long list.

• A simple franchise group organisation structure so that fran-
chised outlets can be duplicated in far flung parts of the world 
and still be managed well. Recognise you are creating at least 
two business structures, one for you as franchisor to look af-
ter the group and the other for your franchisees to deliver your 
product or service.

• How to manage the brand, so that it met the desires of your 
customers and it is consistently shown through the group. Do 
not let creative franchisees do their thing with the graphics be-
cause customers will lose sight of the fact you are all providing 
the same thing.

• How marketing and advertising is to be managed so the whole 
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group receives their fair share of inbound traffic

• How territory planning and site selection fits into everything 
and gives each franchise partner an equal and fair go at making 
a profit.

• How best to look after people who are, in effect, business part-
ners and equals, not subordinates.

• How best to recruit those great franchise partners who make 
the group sing.

• How to deal with documentation so the systems are under-
stood and above all are used.

• How to deal with legal documents so they are fair and useful 
to all in the few times things do go wrong.

• And finally, the best way to recruit franchisees and to support 
and train them so they become happy and successful.

By the time we had all six of our own franchise groups under our 
belts and had helped many others, including big name groups still 
in the market today, through the same process, it became really clear 
to me there were a number of sequential steps and every franchise 
needed to be constructed by following each step if it was to be suc-
cessful. 

It was this realisation which is the foundation of my current four 
step Franchise Success Path.

The first step being – learn all you can about franchised businesses 
and the part you will play in the whole.

So it is great that you are here covering the issues you need to think 
about before you begin. 



Second — create the big picture
Before you can begin, you need an overall structure within which to 
develop the detail. 

At this point, you are not dealing with the detail of systems or how 
you will support your franchisees.

You are not working out your fee structure or territories, or working 
on the legal agreement. These come later.

To begin with you are simply working out exactly what it is that 
your franchise outlets will sell, to whom and how they will be man-
aged. And this is done by looking at your brand and thinking about 
your organisation structure and the kind of people you are wanting 
to attract as franchisees. 

To do this you first need to understand several other things. Because 
it is these other things which will give you the decision-making 
framework to get the organisation structure of your franchise right.
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And note that, no matter if you’re launching a new concept or con-
verting a well-established business, the same step by step process and 
rules do apply  if you want to avoid any number of serious mistakes.

You will need to have some background in…

• The demographics and fears and desires which make up your cus-
tomer avatar

• How this will affect the way you present your product to the 
market

• The best skillset and personality for your ideal franchisee to ser-
vice the avatar

• And what limitations that personality will likely have for running 
the business you envisage

• An idea of how your existing business or business concept is 
structured

• And some idea of the nuances around the way a franchise group 
works

Each of these components will feed into the process for refining 
what your franchise will look like.



Start by looking at your current business

Remember, you are going to have at least two business entities in 
your new franchise structure, one for you as franchisor and one for 
your franchisees. Each will take different elements of your current 
business and there will be some overlap and some new elements.

To make it work you will almost inevitably need to simplify the 
product you are delivering to your customers.

I meet people every day, working in their businesses, selling a prod-
uct or service, who approach me with the idea of duplicating what 
they do. 

And yes, duplicating what you do is the idea – in part. 

The question is, which part are you going to duplicate? Because al-
most inevitably, in your current business you will be doing much 
more than you can ask of your future franchise partners.

This is because, most of you have a fairly large portion of drive and 
determination in your make-up and this is such a strong element of 
the entrepreneurial spirit which makes up the personality of most 
franchisors. The trouble is, this lovely personality type is also at-
tracted to new, bigger, better and definitely different things, which 
results in businesses which are too cluttered and complex to easily 
franchise.

Think about the business you really want to franchise.

Look at your ideal client

Nearly everyone I meet, especially gyps at having to look again at 
their brand and marketing. But this is the thing I ask for first. Most 
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business owners feel they have a very good understanding of these 
things and they are often right. They have. For their current busi-
ness.

There are a couple of reasons to have this one sorted for your new 
franchise group up-front though.

The main one is that you probably need to refine your brand to 
create a simpler business and to freshen it to meet the desires of a 
current market.

And it is really important you understand the demographics around 
your target market abecause they will form the foundation for fee 
structures and territory selection and much more.

A Case Study
A regional bakery

A small regional bakery which started up in a country town 
to meet the needs of the local population decided to franchise 
and opened up several outlets. The problem was they never 
worked out exactly who preferred their product over the fierce 
competition from the other bakeries and supermarkets that 
operated in the same market.

Needless to say, most of their new stores did not flourish as 
they expeced and the franchise group struggled to gain a 
meaningful foothold.

Work out the profile of your most likely franchisee

Obviously, you need to make sure the product you are taking to 
market is right for as many suitable franchisees as possible and it 
may mean you must make some adjustments to your business to 



accommodate their characteristics.

Remember Annette, and the fact that she had to divide her wedding 
business into two franchise groups, one to deal with the marriage 
ceremony and one to deal with the wedding party? Each franchise 
attracted completely different people profiles because they involved 
different skills and different personalities.

Remember the discussions on people in the health and wellness in-
dustry? Physiotherapists, chiropractors, fitness professionals, yoga 
and meditation practitioners all share the same characteristics. 
Tending to be caring people, many find it difficult to deal with the 
tougher business aspects of money management, sales and business 
administration. 

And because of this, your future franchise partners will almost defi-
nitely not be like you. These people need to be focused on delivering 
your product to your market within the rules of your brand. Imag-
ine managing yourself, someone who always has new ideas for doing 
stuff better and differently and who does not want to be fettered 
by rules needed to keep the whole group performing as one. The 
thought of you being one of your franchise partners should make 
you shudder.

You are also looking for your franchise partners to make the money. 
You, as franchisor, will not be bringing in any cash. (Yes, I know 
you could if you have a manufacturing arm or supply product to the 
group or own and run your own outlets, but in the pure understand-
ing of the term franchisor, you will not be bringing in any cash). 

And to do this, you also want the tasks your franchise partners do to 
be extremely simple and focused on revenue.

 BEGIN BY DEVELOPING THE BIG PICTURE • 105



 • HOW TO FRANCHISE MY BUSINESS SIMPLY106

A Case Study
Jim’s Group

Back to the Jim’s Group founder, Jim Penman, who put this 
to me very eloquently back in 1990, when he said,

‘I want them pushing lawn mowers and bringing in the cash. 
I don’t want them distracted by running the business.’

Jim created a very simple lawn mowing franchise and it was 
not long before he realised his franchise partners needed to 
focus on providing the service. Coming home after a long 
day’s work to do the books or spend time trying to get the 
next job took their focus off the main game – mowing and 
bringing in the money. It also made his franchisees unhappy 
because they usually did not have the skills or aptitude for the 
marketing and administration and would rather spend free 
time with the family. 

So, in Jim’s example, all marketing, securing the job and all 
administration such as bookkeeping were managed by the 
franchisor. Franchisees were told where to go to mow a lawn 
and that is where their responsibility ends – doing a good 
lawn mowing job.

With the emergence of cloud-based accounting systems such as Xero 
and their ‘bolt-on-apps’, this principle is one we advocate and see 
more and more franchisors applying. This approach optimises fran-
chisees sales and relieves the of arduous time-consuming tasks in a 
cost-effective manner. And the franchisor has the huge benefit of 
being able to monitor performance in real time.



Refine your product to meet the needs of both your customer and skills 
of your most likely franchisee

It really pays to have a clearly defined product to brand and take to 
market. This is much easier to sell. I have lost count of the number 
of times prospective franchisors have reviewed their brand, simpli-
fied their product and implemented the findings in their original 
business in preparation for franchising and found the original busi-
ness has taken off, making them larger profits in the process before 
even one franchised outlet hit the streets. 

A Case Study
A commercial and domestic cleaning business

Recently, a friend of mine, Shannon Daniels, was happily 
shocked with the results of working through his brand profile 
and systems. 

‘My business had evolved from supply and demand’, says 
Shannon, ‘But it was only when I started the franchise pro-
gram and for the first time analysed the services we provided 
more closely that I realised domestic cleaning, just one part 
of our business, was disproportionally time consuming with 
lower ROI. 

So, we stopped offering that service. 

‘As a result, we were able to focus our team’s efforts on the 
more efficient side of the business and became instantly more 
profitable.’

By cutting out a large part of the service offered, Shannon 
grew the business 48% in six months and saw its value in-
crease by $1.5m.
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Finally, organise your future franchise structure
Now you know who your customer is, exactly what the product is 
and the kind of person who will best service both, you can work on 
your organisation structure.

Think about your big goals. Where do you want to expand to and 
how fast? 

Think about how you want to start, how small?

What kind of franchisees will you be looking after, what will you be 
supplying them in the way of support and what does this mean to 
your franchisor business?

Where will your franchisees be working, mobile out of vans or out 
of a shop front or from home?

Then think about how this network can be best serviced by you. And 
how fast you can create a team to meet their support needs?

More importantly, what does it mean to how you need to expand 
the network? How many franchisees can you look after in one place 
before you need to put in a layer of management or Master Franchi-
sees to look after a region?



CHAPTER 9

Define the structural elements

Now you have the big picture in place, start to work out the detail 
for the crucial elements which govern how your franchise will per-
form. You know your ideal client and have a good idea of what it 
is they want from you and how to bring them into the field so you 
have a good framework on which to build up the level of detail 
needed.

The budgets and those all-important fees
You, as franchisor absolutely need to know how the money works

Something which brought the point home to me is work done by 
Greg Nathan, founder of Franchise Relationships Institute, an inter-
national consultancy which helps franchised businesses deal with the 
people stuff better. Greg makes the point in many of his books that, 
‘Happy franchisees are profitable franchisees’. 

Remember, if there is enough money coming in to fund both sides 
of the franchise, the wheels will be oiled.

You do this by looking at the budgets in detail. 

This is an essential step because it is here the financial feasibility of 
the franchise will be built up. 
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It is also here that the budgeting tools will be developed which both 
the franchisor and franchisee will use to make sure the business stays 
on track.

It is also here that you will look in detail at how many franchisee 
outlets you will have in total and how many will be rolled out in the 
first three years. 

It is at this stage you need expert help from both a franchise expert 
with commercial experience and a franchise savvy accountant to 
guide you to a fee structure that is realistic.

Do the figures work? Is there enough money being brought in to the 
system to cover all the costs and profit needed for each tier?

Territories
Once you understand likely budgets and fee structures and the de-
mographics of your ideal client, you can look at territories.

A territory is a term generally used for a geographical area allocated 
to a franchisee within which other franchisees cannot trade. 

Not all franchises have or need geographical territories. It all depends 
on how your business trades. Most, however, have some means of al-
locating a clearly defined area within which a franchisee can operate. 

Peter Buckingham, from Spectrum Analysis says, ‘Territory plan-
ning should use facts and data, not guesswork. Many territory planning 
schemes have come from the “Beer and Pizza” approach, normally start-
ed with a few franchisees and the franchisor over the board table with a 
large map, beers and a couple of pizzas. The problems which arise from 
this guesswork are legend’.



A Case Study
Pieface

Remember the problems faced in 2014 by Pieface, the niche 
franchise group offering gourmet pies? Pieface went into ad-
ministration and was substantially restructured to create the 
wider range offering seen in the stores today.

Reports state there were probably several issues which led to 
the problems. 

They tried to grow too rapidly.

Costs were mismanaged, both for the franchisor (eg opening 
too many outlets) and for the franchisees (eg renting space at 
30 to 40% over the rent of surrounding stores and high cost 
of goods – pies cost $2.78 rather than 50c).

Royalties were reported to be too high at 7 to 8% of gross.

There was little understanding of the market (what was the 
demographic base which would be attracted to pies. Many of 
the franchisees found pies did not meet the needs of a growing 
health-conscious city lunch crowd.

Significantly though, the problems could have been avoided 
if proper territory planning, based on a good knowledge of 
demographics and budgets had occurred. The rapid growth 
strategy focused on two cities, Melbourne and Sydney. At its 
peak, Melbourne’s CBD had at least 17 outlets and most 
of NSW’s 39 stores were clustered in central Sydney. These 
outlets had little chance of making it with this product being 
offered at this density with the associated costs.

 DEFINE THE STRUCTURAL ELEMENTS • 111



 • HOW TO FRANCHISE MY BUSINESS SIMPLY112

Territory planning

More robust territory planning relies on a few simple steps to pro-
vide the best result that suits you and your concept. 

The two big questions commonly asked before a territory planning 
project commences are: 

• How many territories should we make for a market? 

• How do we make each Territory of similar sales potential? 

In many cases, the answer to these questions comes from some pre‐
existing knowledge. So before an effective territory planning job can 
be done, a Business Plan, based on budgets and demographic data, 
needs to be in place to determine where you are heading. This is 
your plan, created by you on where you believe the business can go.”

This information tells you where you should be aiming for the long 
term. Then you can cut up your territories into the smaller sizes 
needed for that long term. In the short term, before all these areas 
have customers, you can always ask a franchisee to have their core 
territory and care-take additional areas for what may be some years. 

The worst thing you can do is only cut some of the territories for 
now, because in 2 years’ time you will be back with each franchisee 
begging them to let you cut up more territories out of the large 
areas you gave them in the first instance. It doesn’t work and it is 
expensive.

A Case Study
Spread too thin

A very successful client of mine who shall remain nameless, 
came to me with a business which he had successfully estab-



lished in his home city. His idea was to open a second outlet 
as a franchise in a second capital city in another State over 
3000kms away. 

My client was only creating problems for himself and proba-
bly putting his new franchisee at risk.

How was he going to give his new franchisee the necessary 
training and support without giving himself frequent expen-
sive plane trips?

His new franchisee would be opening a completely virgin 
market. Was the demographic base going to be the same? 
What would be the response to a product they had no knowl-
edge about?

His final decision. Build on the work undertaken in his 
home State and grow the first franchise outlets there. Prove 
the product, training and support systems where it was easier 
to service. Then when he was sure, carefully take the product 
inter-state to test in the next city. Three years later and he’s 
confidently opened in that far away city and another with 
five very successful outlets.

Protecting business structures

As a franchisor, you must consider the business structure of your 
franchise. It will be different from the level of protection advised by 
accountants for most businesses, mainly because there are additional 
layers of business involved, some owned by your franchise partners.

The business structure should be made up of different business en-
tities such as companies and trusts to protect different parts of the 
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business. 

• The different parts of the business which may need to be pro-
tected will include: 

• The franchisor business itself 

• The intellectual property associated with the name and any 
brand, trademarks or design 

• Any franchisee outlets you may own

• Your personal assets

With your business structure, the key is to place different parts of 
the franchise and your business assets into separate business entities, 
using a mix of trusts and companies so that your assets are protected, 
your tax is minimized and your liability is limited.

In addition, you need to protect your intellectual property, especial-
ly your brand and product. 

I cannot stress enough that this is an area which needs specialist ad-
vice from a lawyer and an accountant skilled in handling franchise 
structures in whichever countries you operate. 

There are sadly cases where business owners have had all their as-
sets in the same company, or have been operating in partnerships 
for example, where an unfortunate turn-around has resulted in the 
business being wound up. In these cases of ownership, their other 
assets have not been isolated then they have ultimately been declared 
bankrupt and lost their homes as well. 

In franchising a franchisor is even more vulnerable because of the 
added exposure to disputes and litigation with franchisees, so it is 



critical that this possibility is carefully guarded against. At the same 
time as mitigating risk, there is the opportunity to legally minimize 
exposure to taxation – both ongoing and upon sale of the business.

The reason companies like Krispy Kreme, Pie Face and others have 
been able to recommence trading after going into administration, 
has been because they have taken appropriate precautions.

A significant further benefit which can be gained by using a recom-
mended structure, is that it will force the franchisor to keep suitable, 
separate accounts for the entities, making a future sale much easier 
as a purchaser’s due diligence becomes much simpler and quicker to 
complete.

A Case Study
A dog wash unprepared for sale

Several years ago, an Australia-wide dog washing group re-
ceived an unsolicited offer to sell. For the two brothers, who 
in their teens had started the business in their home drive-
way, it was simply too good an offer to refuse. 

But it was 12 months before the two parties’ accountants 
and lawyers were able to finalize the sale and, in this time, 
the sale nearly slipped from their grasp. All this, just because 
the structure and systems were so unprepared that the due 
diligence could not be completed. 

Not all purchasers are so patient.

Communication 
Leadership in a franchise is a balancing act between listening, being 
supportive and empathy and being direct and clear about the differ-
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ent areas of responsibility for both sides of the game. 

It is also a balancing act between being supportive all the time and 
imposing the rules and penalties when required.

There are some fundamentals in putting together the system for 
Communication and Training.

Establish the culture for your franchise
It is you who establishes the culture for your franchise. Both the 
culture for serving your customers and the culture you have for com-
municating with and looking after your franchisees. 

Mostly this culture will come through the work you do in your 
brand strategy up front. But it also comes through the way you de-
velop your Communication Plan.

Put in a great communication system and good support staff.

Once you are clear about how you want your communication sys-
tems to be, then clearly but concisely develop a great plan to have 
this ethic delivered.

A Case Study
Remember Annet?

When she first established her two franchise groups, one deal-
ing with the wedding ceremony and one for the wedding 
celebration, Annette had a good support and communication 
system in place but dealt with all the support herself. She 
would answer and deal with all queries immediately.



But by the time she had five franchisees, she found herself 
drowning. So, her first response was the allocate Fridays to 
franchisee day. She still kept an open phone for emergencies 
through the week but her franchisees were asked to keep all 
other issues to Friday. 

This worked well for a while. 

But then Anette realised she needed to put in a person specif-
ically to support her team. Annette could not cope with the 
other responsibilities of running the franchise group as well as 
the support role. The person she chose was her best franchisee. 
This lady understood the business, had worked with Annette 
earlier as an employee so knew how it should all be done and 
was wonderful with people – brides and her peers.

A Case Study
And remember Xpresso?

Jonathan will do almost anything to help his franchisees to 
succeed. His training and support is strong and consistent 
through induction and the early stages of learning how to 
run the business. And to this day, his mobile phone is on all 
the time and he is available for support in any emergency. It 
works for him.
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CHAPTER 10

Establish the system

Now you have the big picture in place and you know the details 
of the business elements you need, you can develop your franchise 
system.

This is done by creating your operating systems and, if you need it, a 
separate training system and by approaching a good franchise lawyer 
to pull together your legal documents.

The Operations Manual
The Manual or Operations Manual is the franchisee operations 
manual and includes everything operational needed to run the fran-
chised business, however crafted (audio-visual, graphic, text, soft-
ware etc.). It can be constructed in one system or document or be 
formed from several parts. Separate accounting systems or training 
systems are very common but even where separate, these will be a 
part of The Operations Manual.

Keep this simple

Above all I know that Operations Manuals need to be kept as simple 
as possible.

I have seen these systems written in volumes, every detail recorded. 
And I have seen these detailed systems left on the shelf and never 
used.
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I am convinced the key is to keep it simple and to the point. There 
will be issues you need to address of course and some of those issues 
will involve detail.

Don’t try to get it all right all at once

These systems are never perfect. They are always a work in progress. 
So don’t try to be perfect in the beginning. Just do the best you can 
and then get them out there. 

Your first franchisees and your experience will let you know what 
needs to change.

And before you know it you will change the way you do things any-
way and that system you spent hours or days crafting will become 
obsolete.

Software systems are good

Today these systems need not be written in manuals. They can be 
created and stored in sophisticated software systems which are being 
developed for all sorts of industries daily. Some of these are very 
sophisticated allowing you to…

• Restrict access to the system so only the parts needed by a fran-
chisee or staff member are available to that person. This protects 
confidentiality and IP.

• Hyperlink so documents and training material can be easily ac-
cessed without trailing through the whole system.

• Hyperlinks can also be used to access other systems which may 
be used in conjunction to your primary operations system.



• Store things in many different forms. Video or audio of in-
stance, can be useful for training. Infographs and other graphics 
can be kept. And PDFs instead of Word can be used most text 
documents and keeps them more secure.

Systems which come to mind include Google’s free Google Sites and 
Dropbox. It is also possible to create your own password protected 
intranet system based on a Wordpress site and linked to your main 
website.

But each of these software platforms have their own limititations 
which is why Franchise Simply has a cloud based system, Franchis-
eSimplySYSTYEM which provides a great foundation for develop-
ing and maintaining an easily used Operations System.

Just remember, keep it simple and your system will be used. Make 
it too complex and you will be fighting an uphill battle to get your 
franchisees to use it and to keep the brand intact.

And keeping the brand intact so every outlet performs and feels the 
same is essential to keeping the franchise group alive.

A Case Study
Remember Shannon?

It was during this process that Shannon Daniels realised he 
just had to let go. So, he promoted a manager to become 
General Manager to take the day to day responsibilities for 
the business. 

This lit the blue touch paper, allowing Shannon to focus on 
the business, its services, its potential and so forth. Shannon 
went the whole way in removing himself from working in 
the business, even turning his phone off until 3pm each day. 
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Training 
When you begin, you may not need a separate training system. But 
that depends on how complex your business is as you go into the 
franchise process. It also depends on what you need for a training 
system to meet the requirements of the industry within which you 
operate.

It’s a balance and two often referred to quotes come to mind:

Confucius who said, ‘Human beings have a habit of making things too 
complicated.’

And Einstein who said, ‘Keep everything simple, but not too simple.’

You have a number of options discussed overleaf.

No separate training system

Your franchise is very simple and no separate training system is re-
quired.

A simple separate training system

You may just need parts of your franchise operating systems to be 
expanded into more detail than normally provided. Perhaps there 
are a few letters or emails which need to be specified in templates or 
maybe it is just the way local marketing is carried out. If this is the 
case, then a simple separate system, held in separate documents or 
software will be adequate.

Complex monitored training

If your franchise requires training for complex procedures, especially 



procedures which need to be legally monitored or accredited, then 
you will need a separate system that is carefully established with spe-
cialist input.

You may need to go to the extent of putting in a separate Learning 
Management System or LMS.

An LMS is a software or e-learning system which handles the man-
agement and delivery of e-learning courses.

It lets you create eLearning content (lessons), organize it into cours-
es, deliver the content (either internally to your business, or to a 
wider internet audience), enroll students to said courses and, finally, 
monitor and assess their performance (attendance, grades, etc.).

These systems can be very complex.

One of the most cost effective is a plugin you can add to your web-
site to create a separate learning system only accessible by those with 
passwords etc.. 

The Responsive Learning Management System WordPress Theme 
from Code Canyon might meet your needs.

If you need to head down this path, then you need to chat to a 
training specialist. We can certainly point you in the right direction.

The legal foundation
As I have discussed previously, in Australia the legal agreement forms 
the foundation of the business relationship between a franchisor and 
franchisee and is mandatory and there are strict provisions to follow 
in putting these legal documents together.
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Whichever part of the world you are looking to establish a franchise, 
I strongly recommend you have some kind of legal agreement. This 
will set the tone for the relationship and save much angst and, in the 
case of any future disputes, a lot of money.

I believe the agreement should contain the rules about brand pro-
tection, fee structures, training and marketing and it will also need 
terms around timescale and termination or renewal, territory rights 
and anything else you consider to be important. 

I cannot stress too much how important it is to have a franchise 
savvy lawyer pull this document together for you. Franchise meth-
ods are not static, so it’s essential they are currently updated in the 
field and franchisees aware of the evolutionary changes continually 
occurring.

Then test
Once your systems are in place, the next step is to test them in the 
real world. Establish a real-world pilot franchisee outlet and ask this 
first guinea pig franchisee to help you test the system. This is your 
beta, or way of pressure testing the system.

You’ll be surprised at what will come out of it.

You will be testing the viability of things like your fee structures, 
communication and your pilot franchisee will be testing the viability 
of your operating systems and training.

A Case Study
Pressed4Time 

In Perth, when we launched Pressed4Time, a new mobile 
pick-up and delivery dry cleaning franchise, we provided the 



pilot to Rob Allison, the 18 year old ambitious and enthusias-
tic son of John Allison, one of my business partners. Rob went 
on to help us iron out (no pun intended ) the wrinkles so it 
soon became ready to expand.

Pressed4Time was so successful that the large laundry and dry 
cleaning factory we contracted to bought the business. 

Rob learned so quickly that he soon sold his franchise and 
became the youngest franchise broker in the country. Today he 
is CEO and owner of Expense Reduction Analysts, a franchise 
group in UK and Ireland which turns over more than £25m 
pa. A shining example of growth and international opportu-
nities franchising can bring.

But most importantly, you will also be testing the fundamental con-
cept behind your franchised business. I have lost count of the times 
clients have set up fantastic franchise systems which looked great on 
paper, only to find they needed to adjust exactly what it was they 
were offering franchisees.

A Case Study
Remember New York Slice?

New York Slice for instance, established as a late-night pop-
up store, selling slices to mainly female clients looking for 
pizza by the slice to mop up the alcohol and keep them going 
on the dance floor. But it wasn’t long before my client real-
ised that the demand was for hole-in-the-wall small outlets, 
trading up to 24 hours, providing flexible choice in toppings 
as well as the slice by slice offering. Then he soon refined this 
model again to offer 2 - 3 minute craft pizzas in shopping 
precincts. It was this more flexible approach which was going 
to cut the mustard in this very competitive market. 
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Much of the work prepared for the initial outlets was still 
suitable for the new franchises but there were some signifi-
cant modifications to fees, territories, legal agreements and 
other arrangements to meet the new criteria.

In a truly entrepreneurial business, the evolution never stops. That’s 
why I say franchising is a perpetual disrupter. The lesson here is – do 
not be too much of a perfectionist when getting your first franchise 
going. In the first year, you will be making some significant chang-
es. It is inevitable. So, do as much as you need to test the franchise 
and then get it out there in one way or another with an open mind. 
Your first franchise prospects and first franchisees will tell you what 
is what in the zoo.

Perfection comes after you have settled on something proven to 
work. 

And don’t forget that important elemnet of wholeheartedly embrac-
ing the principle of community support throughout all levels of 
your franchise group.



NEXT STEPS...
I most sincerely hope, by now, you feel much more comfortable 
about franchising your business. If you’ve read this book, then I 
know developing a franchise is something you’ve been considering, 
but perhaps have had some reservations. 

I hope you are now much wiser about the concept and you are en-
couraged and ready to take your business to the next level.

If you’d like to have a chat about whether franchising is right for 
you, please contact me at brian@franchisesimply.com.au or call 
1300 960 136. 

Good luck to you and please keep me updated on your success!






