Communicating a Big Change
Best Communication Practices
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Joe Lewis — VP and General Counsel for Smoothie King IFA
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Objectives

Communicating Big Change in Your
Franchise System

» Understand how to start the plan.
» Understand how to update the plan.
» Learn the steps to communicating big change.

» Create a follow-up to the plan for Implementation and
Compliance



Ways We Communicate

> Emalil/Newsletter

Effectiveness -32%
Weekly Update

1 Win!!!

Notices
Consistency

> Webinars

30 — 90%

1 Franchisee — 1 Expert — 1 Leader
1 Hour — Same Time/Same Day
Topic/Reason

Follow up communication

Intranet

Difficult to Find
Difficult to Rember
Not Interactive

Force Communication

The UPS Store hab The UPS Store Connact Woekly News

? Best Practice Ideas

"1 didn't know you could print that!” -- Use your Print Station to spark
conversations

Are you using vour Print Station to spark conversations about your print capabllities”
Jason Blackstock from center 4575 in Spring Hill, Tennessee, recently shared with us s
feelings

The customer had been using a competitor but has been a loyal The UPS Stors customer

ever since

In addition to converting this customer, Jason has also had luck with local schools, stores
and restaurants

Visit the MHC to download and print samples, or display with items ¢

ustomers (with their permission). Create new reasons for customer
for their print needs

i News

Normal business hours required for Dec. 23 and 26

The countdown to Christmas has begun' With Christmas less than two weeks anay, we

Altitude, your weekly “peak” into what's up at Massage Heights

Massage Heights <emailcontact@massageheights.com>

TecShane L Evans. <SevarfPAassageHechisf anchising com>:

ALTITUDE

Your weekly "peak”

Franchise Development

Hello Strategic-partners,

| want to welcome Sarah and Adam Clements 1o
the Massage Heights Farmily.

Sarah and Adam wil be opening their naw
Massage Heights Retreat in Boeme TX. This
fantastic couple have been members at Massage

Heights for many years and have witnessed the
. growth and success of the franchise system.
)
\ /) | ———
PNl

that operates in several countries and contents.

including Europe, Asia and Africa. His high end
guide service pays attention o detail and offers the highest level of customer
service. As Adam has said, "pecple pay a lot of money to hunt overseas, locations
are remote and you have 1o be organized and give great customer service. To do
this, we have 1o pay attention 1o every detail" Does this sound familiar? Although
our Massage Heights may not be located in remote destinations, we do have 1o pay
attention 1o every detail and give great customer service 10 be successful

Sarah is a pharmacist working in San Antonio and the two of them were searching
for a way 1o spend more time fogether with thew daughter. Shane ran into them at
the Dallas Safari Club fundraiser back in March and had a conversation with them
‘about Massane Heiohts. Shane referred tham 1o the develooment team and two

In This Issue

Opening & Operating Retreats

Upcoming Calls & Webinars




Ways We Communicate

~~~~~ FAMILY OF BRANDS«
E FAMILY

» Meetings

Costly
Consistent LY,
Regional/National el s *a
Awards — Big Fun —_——
Most Successful — Not Key Note ———

No One way Information —_
Testimonials —
Vendors

Intranet
Social Media

R IIEEHE’!

Hotline/Helpdesk
Direct Mall B
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Ways We Communicate
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Steps To Communicating Big Change

Steps To Communicating Big Change

~

Validity ol Necd
& Yaue W Bruw
b,  Vaue w Prol wlility w Frasdhise
C.  Improve Efficlency
d  Challenes
e Why s this neaded
Ressarch the Parties Involved
& baerral Vendorvbxperts Needed
b Interial Frad isor Tean iweded
L Dedide puint parson (w0 head up Ue
proect
Create Document and Checdist that shows
all facets o the pregram, Whit was
researchad and the critca’ mspects it
contridutes
2 Include changes needed to move
forwa ¢
b.  Possible Chal enges to ranchisees,
customers, vendors or franchisor
Dedision (o Progress (o Nexe Swep

» Why Are You
Doing This
Validity of Need

Survey — Why —
Purpose

Challenges
Research

Point Person

Teams

Checklists
Progress

Decision




Steps To Communicating Big Change

I

I.  Create a Business Plan (Can Provide Somple)

GRApY

-

Create Phoses
Timedine
Who s Involved From Franch sor
VWho i isolved rom Fraxhizes
Who & bivolved i Vendor o
BExpert Support
Project Phase Brezkdown
Bes; nning, Date

i Date of Completon

i Members involvad

iv. Stzes involved

v. Steps for eich stage

2. loterngl Review of Business Plan
3. Rueview with FAC

ange

viabi iy

Revicw of Business Pan

Decison o form 2 Sub-Committee
Timeline agresd Upon for Realistic
Goe's (don't push to fast or slow)

4. Communicate 1o System the New Project

.

b.

Webinar, Newsletter, Emal, or
FAC

Yideo recordings 2re often an
offecrive way 1o communicars
change because franchisees can
watch when it works bast for them
Timing communicaton with the
Annual ConventionvRole o Anme
Conventon 'n Communicating
change

Arc reglona! In-persen meatings
neociod?

Wil RD=, ADs, ar rcorporar:
commun care the changs?

» Starting The Plan
Create Project Plan — Review
Same Page!!!
FAC Review

How they Will Work/Communicate
Why — Feedback - Holes

Communicate




Steps To Communicating Big Change
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Negotiations
Suppurt For Clange
Cost of Programs Raviewsd

Qeade On Beta Tear Gronp

How Will Bera Test Be fundsd
Announce o System that Beta Test has
tarted via regular communiCabon processes
(email webinar, FAC) = Include when
wodates can be expocted

Sels Test Programes with Franchives or
Corporme Lecations

8o Tear Implemontanon

Meet with Bt Groups for Changes that
Nezed to Be Made

Complete Beta Teost

= Selection Of Programs

Cost

. Beta Test

Alpha Test
Must Be Honest
Keep Same Group & Timing




Steps To Communicating Big Change

*

N

o

o

-~

RS

Firal Report of Comp eted Results
Final Costs of Changes Needed
Final reviow of any malning needed snd haw
it will be perfarmad
Firal Rev evr of improvements the changes
will bring
Review of Anal Parthers
Dedision ol linphkemen Letion Poinl Person
Review ol Flun Mod lieatons
Feview with Franrhisor Toam
Review Al Chenges with Bera Tost Growp
FAC and Sub Committees
A Review Plan for Rollowut wath groop
b.  Review Compliance Piece With
Group

Send Bmal/ Nevaletier Announcenwent that
Bule Testis Complute gnd annouice
upcoming webinar to Communicate Finding
Hast Webinar with Franchisor, Valdorors
(rommrrerFACRBcta Groups), and
Vendor/Experts

Communicate Benefits and Challenges
Communicate Expectations

Cumimunicete Any Compliance Expectations
or Accountabllity

Coemmunicate with franchisee whom e
conract M they have any cancorns or
esTon®.

Communicate how you will continne
maontoring the new program, results and

- Updates to The
Plan

= Schedule the Role
out




Communication Overall — Meeting Overview
Shane Evans

Meetings Throughout Year

> FAC (TEAM Council)

> Annual Conference

> Top Performer / Key Influencers

> All Franchisee Fall Planning for New Year

> Monthly Executive Team | All Franchisee — Webinar




Communication Overall - Webinars
Shane Evans

PAssiON

C u Itu re an d Val u es “INVESTING LOVE & ENERGY INTO EVERYTHING WE DO”
Operations Top Line R oo o o o

Topic from franchisees win

Topic from Vendor/Expert A,
perspectlve MASSAGE HEIGHTS ' o

Net Promoter Scores oo s
M ar keti n g U pd ate . Op?mbs:-_egic partner Success Story, Guest Speaker
Tech Update i

Guest Experience Hi-lights | Net Promoter Score (NPS)

m ACKNOWLEDGING PEOPLE FOR THEIR CONTRIBUTIONS AND ACTIONS.

Agenda

. *  Marketing
B I g An n O u n Ce m e ntS +  Franchise Development
+  Technology
*  Helghts Family Fund
*  Announceme nts & Reminders
. QRA




Vendors and Communication to The Public
Jamie lzaks

What they can Provide

How do they help in Communication
How do they help in Meetings

How are they the Experts

How do you Manage the Relationship

Determining if/fhow to Share with the
Public



Big Change — Communication
Joe Lewis

Rebranding, POS System and Big Change

Why Do We Need to Do This?
Key is Establishing the Business Case
Test it First! Will it Achieve the Business Case Results?
Provide Support for the Business Case (Research, etc.)
Have FAC and Key Franchisees Challenge the Bus Case

Obtain Buy-In from FAC First — Then One Voice to
System

Once Considered Decision is Made, the Communication
turns to Implementation and the Why We Are Doing It

Be Able to Clearly Communicate the Why Through Multiple
Channels (Regional Town Halls - Face to Face Helps)



Big Change — Communication
Joe Lewis

Compliance & Enforcement

Compliance Follows Good Planning & Communication
Generous Lead Times for Notification & Roll-Out
Provide Funding Source if You Can -- Incentives?

Tie Extended Lead Times to Hitting Bench Marks
(Signage, Plans, etc.). Accelerate Deadline if Miss

Determine How You Will Handle Exception Requests
(Relocation, Cash Flow Issues, Existing Contracts, etc.)

Establish Enforcement Options - Minority that don'’t
Comply

Default with Extended Cure Period

Miss Cure Period — Negotiated Settlement for Extension
Mutual Termination & Sell or Close Unit



Big Change — Communication From Franchisee Perspective
John Krebser — The UPS Store

»Example: Rebranding, POS, Financials

»What Works Best for you

Define and communicate the plan
Set common goals and timeline
Establish training programs
Implementation

Follow- through

Debrief and asses

YA " QORI




Big Change — Communication From Franchisee Perspective
John Krebser — The UPS Store

» \What is Missed Most Often
> SOPs

»\What Is the Best

» Common goals
» Simplicity (KISS)




Final Thoughts
Keys To Success

Have Internal Team Singing the Same Message
Have Committee Involved

Complete a Beta Test

Have an Incentive Plan

Put Your Money Where Your Mouth Is




QUESTIONS AND ANSWERS

bOFTWARE PROJECT OUTLINE

PHASE I: ALTERNATIVE SOFTWARE RESEARCH

STRATEGY: TO FIND THE BEST SOFTWARE ALTERMATIVE FOR ALL PARTIES INVOLVED (AFG
AND FRANCHISEES)

BEGINMING DATE: OCTOBER 2015

ESTIMATED DATE OF COMPLETION: JANUARY 2016

TECHNOLOGY COMMITTEE MEMBERS: INSERT HAMES

{OUTLINE

STAGES:

B. THE SOFTWARE SHOULD BE RESEARCHED FROM AN IT AND OPERATIONAL
STANDPOINT - IN PROCESS

¥

A. WE WILL TRY TO KEEF DEMOS TO ONE HOUR OR LESS AND WE WILL NOT DO
MORE THAN ONE DEMO A WEEK SO THAT THERE WILL BE TIME FOR FUTHER
INVESTIGATION IF NEEDED.

lFA FRAT O @'
o

o

» Communicating Big Change
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ENDING DATE: NOVEMBER 2

ESTIMATED COSTS INVOLVEL
COMMITTEE.

TECHNOLOGY COMMITTEE I

STAGES:

1 MECISION ON WHICH &
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Thank You For Attending!

Rissy Sutherland Shane Evans
sutherlandrissy@gmail.com Sevans@massageheightsfranchising.com
Joe Lewis John Krebser
Joe.Lewis@smoothieking.com krebser3069@theupsstore.com

Jamie lzaks

lizaks@allpointspr.com

IFA

INTERNATIONAL FRANCHISE ASSOCIATION

SUPPLIER FORUM
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