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When we talk about franchising, the consistency and strength of a brand is one of the key ingredients for the success of a business. Growing brand awareness is about customer’s perception and engagement, standardising consumer experiences and growing in an organised manner. The same way a sandwich needs to be the same in Broome and in Adelaide if sold by the same brand, a local promotion needs to equally represent the brand in all aspects (quality of material, artwork that follows guidelines, etc…). In order to keep brand compliance, it is important that not only franchisees but suppliers and staff of the chain understand the brand and its objectives to help drive it forward. To this end, franchisors can ensure brand integrity by using systems that support franchisees to organize their own marketing initiatives.  

Despite the fact that franchisees can leverage on the awareness that a franchise brand provides, the most successful franchisees tend to be the ones that are proactive in doing local marketing of their business in their territory. Some franchise chains help franchisees by funding some of their local marketing initiatives, providing incentives to encourage franchisees to be proactive or providing marketing funds to underperforming franchisees. 

 

Initiatives to encourage franchisees to promote their business locally can include:

· Provide franchisees with an easy to understand marketing plan template or lead them through creating one for their business

· Give them access to easy tools to organise their marketing

· Offer a subsidy to encourage franchisees to do more

· Allow franchisees to ‘piggyback’ on national promotions by ordering extra materials at bulk prices

· Provide franchisees with case studies to demonstrate how they can improve their business if they undertake local marketing

· Set the standards and expectations in advance, what does the ideal franchisee look like from a marketing perspective?

· Encourage franchisees to seize opportunities to reinforce the brand message at a local level

· Reward proactive franchisees

· Educate franchisees on how to calculate ROI for their marketing, this crystalises the benefits of their efforts.

Every franchised network has different expectations around what franchisees are responsible for and what they should be doing to protect and promote the brand. In saying that, regardless of what the actual expectations are, it is important to set the standards up front and ensure they are clear to franchisees. One way to communicate these expectations is to have a framework that defines what is below expectations, what is standard and what it means to go above and beyond.

The framework below is set as an example, depending on the independence you give your franchisees and the dynamics of your system, this exercise might be completely different for each chain.

	Activity
	Below expectation
	Standard
	Above and beyond 

	National promotions
	Looks at communication regarding next promotion at the last minute and the information is not shared across the franchisee business
	Checks details of next national promotion 2 weeks prior to start date, downloads guidelines and briefs staff (basic implementation of national program)
	Provides incentives and runs programs to engage their staff with the national promotion’s objectives. Ties other activities into national promotions to gain economies of scale and extend the message through their local area

	Franchisee initiatives
	Rarely organises a local activity
	Runs a local activity every 2 months.
	Runs regular initiatives which are synergetic with national promotions.

	Peer collaboration
	Doesn’t collaborate with other franchisees
	Encourages other people within the region or chain to participate.
	Organises campaigns in his/her region and provides guidance to other 

	Knowledge share
	Rarely participates on group discussion and doesn’t share their knowledge or experiences with staff or other franchisees.
	Engages his/her team as well as him/herself on marketing activities, shares his knowledge within the franchisee’s business
	Makes results of their promotions available through marketing systems for other franchisees to benefit from his/her knowledge

	Use of systems
	Doesn’t take the time to learn or use systems 
	Is proficient on using marketing systems
	Promotes the use of systems within the chain and helps new franchisees get on board, contributes ides for better systems

	Feedback
	Uses feedback channels to build negativity within their region or peers group.
	Is happy to share his/her ideas
	Expresses views in a constructive manner and encourages other franchisees

	Client management 
	Doesn’t use client intelligence to grow his/her business
	Maintains a database and ensures top clients are contacted at least every 6 months. Utilises client feedback to improve his/her business
	Encourages and trains staff to collect client intelligence. Puts plans in place and contacts top clients frequently. 


Have a go at setting up your standards in a table similar to the one shown above using our activities as prompts:

· describe your minimum expectations against each of the activities for your chain’s marketing, what would a franchisee be responsible for on each area – actions on this list will become your standard (middle) column. 

· Then describe what your underperforming franchisees do for each of these activities and fill in the “Below expectation” column. 
· Then, think about what your high achievers are doing plus add a few challenges and these actions will become your above and beyond column. 
 

Tips: 

· Think about what you don’t want franchisees to do in the different areas and include these actions on the list. For example: don’t use suppliers who are not approved by the franchisor. 

· When setting up your standards framework, make sure the mid level is at reach of 80% of your franchisees. 

· The top level should be achievable but should leave room for improvement for your high achievers to step up, they need to be challenged as part of this process. After all, you are not trying to generate a chain of average standard but motivate and help your franchisees turn into high achievers. 

This is a basic exercise but it will provide some clarity and accountability across the chain in a practical format that franchisees will find easy to understand. The standards framework is a great foundation to then implement reward programs, subsidies, support systems and all other infrastructure that a chain needs to have a healthy marketing function.

 

Once the expectations are set, it is important to provide franchisees with the right tools to develop their own initiatives. Ideally your marketing will be supported by a marketing platform for growth which includes:

· Feedback and ideas forum – easy to access communication channels
· Process to deal with marketing issues 
· Expectations and standards framework 
· A centralised system to access national and local tools 
· Rewards and subsidies to promote franchisees initiatives
· Culture of trial and case studies 
This paper only looks at the execution side of marketing therefore, all the standard strategic marketing activities will feed into the platform such as research, PR, product development, creative, etc.

Having the right platform in place will provide the infrastructure required to execute marketing both at national and local level and engage franchisees with the company’s marketing activities. 
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