MANAGEMENT & OPERATIONS

Improving Unit-Level Performance
Through Better People-Practices

The world's best processes become worthless unless people can execute them consistently.

BY DAN HAWTHORNE

M it CoMmes 10 Gperaricns,
franchisors constantly
evaluate their proceses to

pedisce umit-level cose and increase
proficability,. However, many franchi-
sors do not apply the same level of
rigor to their “people processes.” Your
franchise system's people processes
selection, training, and performance
management systems—allow you o
turn dusty operations manuals into 2
living brand that satishes customers and increases revenues
and [.I'l'uﬁlb\.

Franchise systems often follow wery different business
models, and they require workers wich vasdy different skills
and expertise, such as:

*»  The front-line AR cashier who enters customers orders
and makes prepares meals;
The franchisee who generares 40 to 60 page FFPs 1o sell
large-ticket technology solutions to large corporations
and nrg.an'r.:rl.l:'mns; :m.‘l..
SLI:IL'd.IJ]L'I.'! i“:ld lf"l.tl.lleJ‘H.l:lb 'I\'I'IUI I.H.'r].i.'lrl:ll \'_'II'I-".‘uilL' m\"".'i.-b
for residential customers.

All of these roles require the franchisee's employees to
follow a process and please their customers.

Lets examine how a franchisees people processes tie to
key performance metrics within the franchise industry, such
as: customer satisfiction, retenvion, and unit-proficabilicy.
We will also look at franchisors who invested in the success
-I:IE. .I'If:i' FI'.Fl nic hlw! I'Ir dmlﬂ]’.‘ll‘lg .I'If:ir 5}".1:# ms' Fh!l'li'hI

prisiessts,

Three Steps to Building Firm-Specific Human
Capital

The world's best processes become worthless unless people
CAN execuie rht‘m I:':?I'I!iﬁlfl'lll]-'. [. di:‘-ﬂ!l’llt IM&ALREr I'l.l'l'-'u' I'IJIJEI'I
the phone rings if there's mo one there to answer ir. When we
talk abour human-resources processes, three dlements form a
tightly-integraced pathway for success:
® Selection—choose the nght franchisees and provide

toals thar will he||:- them chooze the ri.ght EIIL!:-'-::-}'EE!,
*  Training—reach people how o execure processes consis-
rently and well, and

*  Performance management—meisure oulcomes it cvery
level by inspecting what you expect,

People processes are like any other operational processes.

TJ:lL'].' miial be il:l.l.].'lln'.'munll.'ll. |:||r.JunE[un:1.1. lll.d DI.'EJ:IE\III.

For many vyears, businesses manaped their people
practices by instince and assumption rather than evidence-
based methods. Bill Sherman, managing partner of Exardius,
a consultancy that creates custom people practices for fran-
chises, says thar contemporary HR professionals must be able
to provide clear answers 1o the franchisor’s CEC and CFO.

According to Sherman, it is not enough for & company
o have strong people practices. “They must be implemented
within a culouse of continuois i.|1:|[.rr|.l'.'|-:|:|:||.'||.L. "I:'q:h.[urduy':
solution may not meet tomorrow's needs.”

Therefore, when franchisees experience challenges, it
is worthwhile o investigate how they currently apply their
people processes within their unit.

* Do the franchisees use the system’s people processes,
such as selection, training, and performance manage-
ment?

Do rhe?' HPEI]_‘-" them i:nn.':i.mnrl}ff'
DIJ ltl.i.ﬂ. lIJIJIh- et lI'IE Current I:I.L'L'd.i- '.I‘j’ll]l.' "TU.IJLJ:II.H."'L'E
and their emplovess?

Franchise systems need answers o all three questions, 1f
the tools do not meet current nesds, they can be refined and
improved, However, if franchisees avodd the vools entirely,
then franchisors need w know why, Either way, the fran-
chizor will know which levers w pull in order o improve
performance,

Selecting the Right People for Each Role
Selection systems can be as simple as a single pen-and-

paper test ora sin gle, structured interview, However, salection
systems can also contain multiple selection tosalz te build a
well-rounded understanding of the candidate and their capa-
bilities.

Selecting the right characteristics in a candidate is a lot
like panning for gold. Your selection choices may not be
FH.'I.'[;L'L'[ candidates. You may not have star |.'l|.'rfu:|'|:|L'n QUL
of the gare, Bur, when you actually stare with pold, you can
refine nuggets into bars,

Franchisors must understand what =kills a franchises

(Caritiaued av page B4)
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(Coutinned from page 93)

needs o bring to the table and what
skills can be raught later. Jim Nicholas,
president of FRS Team, a fabric-restoration
franchisor, quotes the movie Civardons of
Fire: “l can't put in whar God lefr ont.”
.'\.I.!.'I"l.'\.llllg L] Nii.'lllll.lb. u.[’ = 1119 .'II:"]:IIiI..'IJ:Il
comes with a strong service ethic, chen we
can train pelicy and process, They will be
willing to go the few extra steps to ensure
a satished customer.”

Custome-selection systems allow fram
chizsors and franchisees o Aind candidaces
maost suited o the roles thar they wane o
fll. However, selection SFSTEMms must be
I.I{"I-'E'I.i:lpl.'\! I"'l |1r-:'d-:"..'.L|l|u|'. I ENsUre I:I'I.Il

they do not produce adverse impace.

Training Leads Unit Performance

Franchisors are required o disclose
training programs and instructional hours
in their franchise disclosure documents.
However, both the best and worst training
programs can be listed as "veo weeks at
Fur I.""rj\l'lrlrl.' I'|I:'.'|I.‘I-€I|1.Irrl.'l'§...l -.|-r.|.||1||'|g
works most elfectively when it has been
designed to align with the leamers’ needs
as well as the franchise system’s goals. In
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Congratulations

this regard, Training
programs can be like
coftes. You can order a
LIJI:" 1l|. \'.l.ﬂ.-l-l.'l.' Cusiorm
brewed by a barista og
vou can drink day-old,
burnt coffee  poured
from a dingy cotfee
por. They are both
coffee, but one will be
much higher gquality
than the other,

]'II\.H.' A Il::l\.ltg \'i-'|1”|.'.,

people  invested  in
training without
knowing whether
it actually  yeelded

micasurable resulis wm
the wnir level. They
hoped that improving

1 I'||'| I'I-'I-l‘II.I.1 I

Years!

pe rior-

mance  would  yield
i provied business
merrics  and  profic-

ability. YUM! Brands

recently  participated

in an academic
research  soudy  thae
examined whether

selection and training
systems impactesd
unit-fevel E.'III.'LI':I.ILJ!LIJ:II.'-.'. Franchisors can
now link top-tier people processes o
the unit-level botrom line performance.
While Franchisors need probessionals o
t_;uiJl.' their l:|:|i1:||:|:|t_'| iELELaLIves, LEL-;'::' el
remember to take advantape of the rich
depth of experience within the franchise
system  itself, Jotham Hatch, training
director at Harnis Research, the Franchisor
of the ChemDiry and MHance systems,
gays “if vou can have someone wich proven
success stand up in frone of their peers and
‘-\.I'lll'-’a' r}ﬁl.'l'l'l '.‘1-:!-“-‘ :I'lf:‘-' I'l.l."a'l:' I'h':'ll "illl.'\'.'l.'ﬁhl‘l.ll.,
.I'll.'ll !«".H.l.: uld'.lt"li‘“l'l ke 'l'clJI. j]l.‘. E!.'ilhl.'--

Therefore, Harris  Research  hosts
frequent  topic-based retrears where all
of the training is handled by franchisees
who excel in the selected topic area. When
a membser of their Eroup models success,
it validares their self-idencity and buy-in
DCCITS,

Inspect What You Expect

In Steven Kerrs article abour perfor-

mance management, On the Folly of

Rewarding A, While Hoping for B, he
outlines several examiples af misaligrmed
performance managpement systems. Many

rimses, our bese-laid plans can go awry,
creating unforeseen consequences of our
attemipts to reward behaviors and motivare
t‘TiII:ILJ:II:!'-L'I.'h J.Eld. |ht'ir I.'I:II]"I!.I:\'I.'L"-.

Performance management can be a bir
more complex for franchisees than regular
emplovess, simply because the psycholog-
il contract and the relationship between
employer and employee are very different
than berween Franchisor and franchisee. A
franchisse is not bound by an employee’s
EI‘.I.}'\.'I'II.'!.'I{- Fr.'l]:ltl']'l.ih.'t'ﬁ AlEe  [TICENE iI'IHI.I-
enced by the pr\-::-l]h and the implicit joy in
operating ther own businesses.

However, entreprencurs  thove on
competition. Human beings are narurally
interested in competing with one another,
and franchisors can rap into this by giving
them whar they crave. “They respond
just like they're in high school,” says Kim
Rubin, CEO of ﬁl.ghr."-hn-:l, which offers
neeworked I video security solutions po
karge organizations. According o Rubin,
“Franchisees are always intereseed in the
metrics and how they stack up wm their
peers. When someone is ahead, they want
1o ll|:.||:_'. If thev are behind the J'\-.ILJIL. thiey
want 1o know why”

According o Harch, the franchise uses
an .1_E_rn'1l.|.r|.|r.1|. mangra to [:;l.||d|' Its ;\u':rl"nr-
mance manapement efforts:  "Ger the
water 1o the end of the row." Lieeally, chis
means thar when vou imigare crops, you
cannot scrimp on water. You have o make
sure that even the crops furthest from the
tI.L'.Id PO ZIne ||Jh'|:| ‘EE'..II'IE I.':II.‘:IL'IFJI. Ill.F.I.I:jhll
ment.”

Performance  management  follows
a similar set of principles. You nesd o
gather and disseminate  information
widely Knowledge must
entire franchise system not just the wop
performers

REL':'II' |I.'I.'|'||II|I-|"¥|:|' I k.-l."'i jl l'l'lll-l.']:l

nourish the

I.'|IJJ.L':| 04 ] LI.'”!.'L' d.il.lul Jlld. E"I.I'l'i!]l.' t"l.'ll!.ll
marking dara with franchisees. SightMind
chose o go with a 100 percent softwanc-as-
a-service sodution thar auromares the entire
CHRM and progect management pathway.
'::'Lll.].'".ll. AL =]} |]:|L||:|.i|1.|| I:h.'l.l-'i.'ll.ll:l.ull:lL'.'
and offer just-in-time help when needed.
Similady, FRSTeam implemented &
l':‘:‘:'l'l-l".'l‘l":l. I"I.'I'tllrl'l'l.ll'll.'-l.' I'I'I.II'I.IF:I.'II'IE'I'I'I .II'II.I
I.h'I'ILI:IIIL'IIkJIIEE s¥aleinn across llh. ]“il[l.d.
According to Jim Micholas of FESTeam,
he first wondered whether franchisees
would wanr to share their dara. However,
they all said, “put us in there!™

However, franchise systems must also

preserve the privacy of the individuals
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Study: People Processes and Unit-Level Performance,
An interview with Dr. Chad Van lddekinge, of Florida State University, the study's principal author.

YUM! Brands collaborated with researchers on a study 1o determine whether specific HR practices actually impacted unit-level
performance. The study examined 861 restaurants in the southeastern Unived Srares for more than one vear and examined the impacr of
sclection and training practices on CUSIOMET Service scores, retention, and profrabilicy
L Whar typre of emplayees oia you focws an?

We looked at front-line restaurant emplovees within YUM! Brands. Typically the QSR industry can see over 100 percent rurnover for
these hourly jobs. We ook a very close look ar whedber selection and o J.i.lliu;-_' were worth the investment for these -\.||:||l|ll:.'-\.'n.':~.

*  What were the stwdy’s bey Frdings?

Although the restaurant units in the study all sold the same products, units thar best applied the selection and training pracrices saw
direct benches, such asa 15 percent improvement on retention and an B percent increase in customer service performance. These ked o an
Il percent increase in prohts over expectations. These results are not based upon a handbul of restaurants over a tew davs, bur upon over
B00 rescaurants looked ar for over an entire year
Whar advice would veuw offer francbisees?

Or research EUPPOITs the ides thar ™ VIHUT CUSTOMET & !-:]'\u'n: nce will mever be berrer than FOLLT TEAIm members’ EXperience, " Even .'Il'.:'ln-r;
tough and very busy times, it is vital to use op-tier peaple practices.

HI.I_""G:III.II.I..‘\- selecrion and I|.1|.|.|i||;-_' |1.|.|-.qu.;'.- Cin sedm A |.|.|;-_'q.' up front cost, but in this soudy, the investment |q.'p.|id irzelf l]:n:lll.l;-_'h
increased retention and profitabilicy.

. Whar advice u-r:-mr.-f_p.-ur n_‘l_';lrﬂ'ﬁu.'ur.l':u',r.-:.r,-:.-’

Really listen to your franchisses and franchise operations leaders. They will readily share what is connecting and what is not with the
frontline team members.

Make sure char franchisees and cheir teams understand the “why™ for any people processes thar come from the franchisor. Whar will
be the benefit or the ROI? If che benefic is not clear, do not expect execution

If FIR SYStEms and Processes are -.'\ll'll'l'f_-\. execured, great [ they are not, rake oime to underscand '.'.'h:r' rhul}' Are [Iod,

Your hourly employees are the face of vour brand and company. They are the closest to vour customers, Start here. Make sure that vou

Jilul'\l-'l\. |...'I.|.' YT I WAL I.ll\.'l ||.|I.|.' I JiE s | i'h. L= ] il 1 I'll i |:i:ll yorlan I-LI gl\. L LA I‘-.!.l!:"l LiC.
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