
5 On-Site Franchise Issues Affecting 
Your Bottom Line 

 
At some point, retailers, restaurants and cafes come across the same issues. Across formats 
and offers, there are patterns of “mediocrity” that emerge. 
 
Common to all are these 5 specific issues that, time and again, negatively affect the bottom line. 
Why? Because these are behaviours that stop effective on-site operations from being executed. 
 
If any of these sound familiar, we’ve got the solution for all 5 issues – the bottom line – for you, 
right up-front and for free. This might just be one of the most important articles you’ll ever read if 
you’re in the restaurant or cafe business. Can you afford not to? 
 

1. Who’s at the Center of your World? 

The bottom line: 
 

 
 
When in-store operations for restaurants, cafes and retail stores don’t have processes that 
revolve around the customer, the first place that feels the pinch is revenue. 
 

https://drive.google.com/file/d/0ByOhOoD4-XzVNWxCNTM2VTl5a2c/view?usp=sharing


In-house operations tools and processes like: 
- customer scripts,  
- training for upselling,  
- troubleshooting and addressing customer complaints on site,  
- associates sampling the product/service themselves or gaining a contextual background 

in its preparation and sourcing,  
- facilitating exchanges and/or substitutions,  
- responding to requests for tailor-made solutions.  

 
Even if there are teams of employees updating the operations on-site, procedures that are 
developed without a customer-oriented focus at its heart risk alienating franchise locations from 
who they’re supposed to be serving.  
 
It’s not only what the processes and tools are but, also, how they are developed in tandem with 
each other. This means that departments must be permeable to each other. Information not only 
needs to flow freely, it must consider the various functions it pertains to. 
 
For example, an operations manual for customer service should be developed in conjunction 
with the branding arm of the marketing department, product/service development team and the 
in-store team responsible for hiring and training employees.  
 
Luckily, Gizmodo got their hands on an industry giant’s Top Secret customer service operations 
manual which, employees say, is at the heart of its consistent success.  
 
When you walk into an Apple Store for service at the Genius Bar, as well as simply to browse 
through products, there is a very palpable and clear link between sales associates, Genius Bar 
employees, and the customer experience at large.  
 
The development of Apple’s on-site operations provides instruction on everything from 
permissible language and terminology (what Apple store employees are allowed to call 
“problems”, for example, or how to reframe an issue), procedures and situations in which an 
exchange can be accepted or initiated, how to approach a customer who is simply waiting for an 
appointment versus how to approach a customer who is a potential buyer of an Apple product or 
service. 
 
The goal is to “guide every interaction” in a way that brings together the customer, the 
knowledge base of the “Genius Bar” employee and the product’s assumed inherent superiority 
in a culture that is customer-focused.  
 
Clearly, then, the customer is at the heart of Apple’s on-site operations but the development of 
the processes and tools for employees are linked between the various departments that have a 
stake in maintaining brand consistency. 

http://gizmodo.com/5938323/how-to-be-a-genius-this-is-apples-secret-employee-training-manual


2. Results Not Typical 

The bottom line 
 

 
 
Inconsistent on-site operations is not only about mechanistic systems and systematic 
processes. It’s also, unavoidably, a lot about the humans that are the executors and purveyors 
of these processes. 
 
Operations in restaurant, cafe or retail format can vary greatly from store to store if: 

- Employees are not empowered on a regular basis, regarding daily, customer-facing 
tasks and interactions 

- There is an over-reliance on the store manager 
 
Franchisors depend on in-store managers (or franchisees who are owners who then rely on 
their managers) to execute and stay consistent on new offerings and promotions.  
 
While any franchisee can hire a store manager who is excellent at reporting, budgeting and 
managing, the specific skill set of each manager will undoubtedly vary across locations.  
 

https://drive.google.com/open?id=0ByOhOoD4-XzVQmpEQWJXVmdYSlk


What does this mean? Well, while some might be excellent salesman and comfortable with 
customer interaction, others may be better operators who feel more comfortable handling 
employees than troubleshooting and being “on the floor”, so to speak. 
 
Of course, if the store completely lacks a strong system or the system for store operations is 
weak, it can be up to the in-store manager to pick up the slack. This can mean anything from a 
system for closing and keyholder duties to troubleshooting point-of-sale issues. 
 
Instead of performing important, higher-level duties like segment analysis or ordering, they’re 
left to deal with day-to-day issues, as they arise, and on an ad-hoc basis. In short, it’s up to the 
individual competency of the store manager.  
 
This is why a customer’s experience can vary greatly across locations.  
 
Besides a variance in managers’ skills, it’s a poor use of their time and doesn’t really fulfill the 
position’s objective.  
 
After all, a manager is not really a server or an associate. They may step in in extraordinary 
circumstances but, truly, they should be a last resort.  
 
Instead, it should be employees who are empowered, on an ongoing basis, with continual 
training that builds layer upon layer, to respond to smaller, daily tasks.  
 
So if there is a recurring issue with point-of-sale software, employees who are aware and 
trained for this will know how to troubleshoot on the fly, before ever having to approach 
managers. Or managers must set up a system to hold employees accountable to duties like 
cleaning on close and opening quality checks on food. 



3. Just Do It (Now!) 

The bottom line 

 
 
“Customer churn” is a less-than-savory sounding term for a circumstance that’s far too common. 
When it comes to impacting the bottom line, ‘ 
 
67% of customers cite bad experience as the reason for leaving.  
 
And, their frustration doesn’t stop at a single interaction.  
 
13% tell 15 or more people if they’re unhappy.  
 
A single customer teling 15 or more people about their experiences has a pyramid, trickle-down 
effect.  
And the truth is, only about 34% of brands are really listening and actively reaching out to these 
customers to either amend or address their negative experience.  
 
Now compound, in your mind, areas where negative experiences are not just a singular 
happenstance but a common occurrence. According to to a study by McKinsey & Company, a 
single negative experience has four to five times greater relative impact than a positive one. 
 

https://drive.google.com/file/d/0ByOhOoD4-XzVWjhUOHZrWFQ4eVE/view?usp=sharing
http://blog.chainformation.com/en/a-retailers-guide-to-social-media-5-tips-to-increase-in-store-sales-and-traffic


Ouch! Those numbers don’t look good.  
 
While individual outreach is a more time-consuming commitment, addressing areas of common 
negative experience should be a best practice. It requires periodic reviews from management, 
an open channel of communication between franchisees and employees, and training in-store 
for situations that arise again and again.  

4. Jack of all Trades, Master of None 

The bottom line 
 

 
 
That never-ending list of improvements, fixes, new promotional roll-outs, upgrades and trainings 
can really take its toll on in-store operations. Which means a direct hit to a location’s revenue. 
 
When there is too much new activity simultaneously, it distracts sites from their basic, 
day-to-day operations.  
 
Besides being time-consuming, a mixture of initiatives that are occurring all at the same time, 
with no particular focus can really put a strain on front-line employees, who are one of the 
touchpoints on a customer’s journey and are responsible for keeping customer experience 
consistent. 
 

https://drive.google.com/file/d/0ByOhOoD4-XzVbG83MENxTFVrblU/view?usp=sharing


But it also distracts on-site store operations managers and regional managers, who must spend 
time setting up, administering and rolling out these new products and initiatives. This is time 
away from the main focus of monitoring the consistency of customer experience, improving its 
quality to ensure recurring customer revenue and coaching employees. 

5. Getting Back into the Field 

The bottom line 
 

 
 
While revenue is about the money made from operations, at the end of the day, the numbers 
can mask many issues that never make it to the surface.  
 
Much of franchise operations -- it’s ongoing success and the sustenance of high-quality 
customer experience -- relies on communication.  
 
And a lack of communication from top to bottom is one of those glaring issues that can get lost 
in the hard numbers. So can relevancy.  
 
The headquarters of many franchise operations are staffed by personnel who, at one point, 
used to be front-of-house employees. This is especially true for brands that prefer to promote 
from within and offer opportunities for growth as part of performance reviews. 

https://drive.google.com/file/d/0ByOhOoD4-XzVcVFRUGtmQjRzbDA/view?usp=sharing


 
But many of the solutions these personnel may hire or the expertise about “on the ground” 
operations they may have may be past its expiration date. 
 
Especially as e-commerce sales and promotions rise and omni-channel data is being used to 
make decisions about in-store processes, the solutions they offer or the issues they identify may 
not accurately reflect what’s going on in-store.  
 
Things may be moving too fast and there may be too many wheels in motion.  
 
Often, former in-store personnel lack relevant knowledge and expertise simply because they 
don’t make it into the field often enough. Or else, their visits are more like official state tours or 
audits that invoke images of violation infractions rather than useable or observable data 
gathering. 
 
This may create a wrong set of priorities when it comes time to report back to HQ. 
 
Field managers and the franchisors that empower them would also do well to examine 
innovative new concepts from competing stores or visiting comparable brands to get a sense of 
best practices that are working.  
 
It’s unavoidable: if senior execs across departments and functions within a franchise brand don’t 
have enough recent store experience, they risk not just failing to move forward at a competitive 
pace but actually regress store operations.  
 
 
 
 
 
 
Thank you for reading. 
 
For more articles like this please visit blog.chainformation.com 

http://blog.chainformation.com/

