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Preface
✳

The Franchisee Formula

Marketing  x  Metrics  x  Resources  x  Leadership  x  Mindset  = 

Franchisee Success





First
Things

First





Chapter 1
✳

The Formula for 
Growing Your Franchise

“I wanted to control my own destiny. Disliked corporate America. I hated 

being treated like a number. Wanted to live in the area where I wanted 

to live. Tired of traveling and not home for dinner. I never had the full 

ability to make my own decisions. I always had to report to someone. 

I felt stifled. I would rather work hard for me and the benefit of the 

community, not for the benefit of the stockholders.” 

John Botsko, Brightstar Care franchisee

H
ere is the good news for franchisees. The dream of being a top 20 
percent franchisee in any system is alive and doing well, if you 
take the time to learn how others have done it and then apply that 

knowledge. This book contains the secrets of franchisees who perform 
in the top 20 percent of their systems. Secrets are drawn from the 
proprietary research conducted with business owners from a variety 
of franchise systems. 

The majority of people who purchase a franchise business (we 
will call them “frantreprenuers”) do it hoping to replace the sense of 
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imprisonment that comes from a nine-to-five job where they make 
money for someone else and follow someone else’s rules. They have a 
strong belief that owning their own business with a system and a proven 
track record will give them more control over their time, schedule, 
earning potential, and future. Unfortunately, many of these folks also 
believe that buying a franchise is like buying an extra pair of hands 
that will do most of the heavy lifting. Very often, these franchisees are 
disappointed. They work longer hours, and earn less than they did as 
an employee. Some dream of going back to that nine-to-five job and 
collecting a paycheck. 

This book is focused 1) on those franchisees who have not achieved 
the success they wanted, 2) those who are thinking about becoming 
franchise business owners, and 3) anyone else who has ever wondered 
what it takes to be a top 20 percent business owner. Because we are your 
researchers and guides, allow us to introduce ourselves. As franchise 
experts and business coaches, we have been working successfully 
with new franchisees and business owners for close to two decades, 
so we are well-versed regarding their successes and frustrations. Marc 
Camras has a PhD in Human Information Processing, has coached 
executives and entrepreneurs for a decade, and prior to that was a 
partner in a highly recommended HR consulting business. For the past 
nine years, he has worked successfully with wannabe entrepreneurs 
and frantrepreneurs, connecting them with franchise companies that 
are a match for their interests, skills, and goals, and prepared them for 
business ownership. Melissa Woods started a brick-and-mortar kids 
gym, franchised it (internationally), and sold it. After the sale of her 
company she went to work as the Director of Coaching at OneCoach, 
an international business coaching company. Now she coaches and 
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consults with business owners across a range of industries interested 
in increasing their profits and gaining market exposure. 

As friends and colleagues with our own separate consulting/
coaching businesses, we began a ritual of weekly lunch meetings to 
share new practices and ideas for business owners. Marc’s original 
idea was to connect the world of coaching to the franchise world 
through a book that would capture the obstacles and opportunities 
faced by franchisees. Based on her years of running her own franchise 
company and attending multiple International Franchise Association 
conventions, Melissa was astounded at how all franchise systems, 
whether big (over 200 franchisees) or small (under twenty-five 
franchisees) struggled with the same issues. In our conversations with 
several hundred franchisors over the past two decades, we found plenty 
of anecdotal evidence of an 80/20 rule that exists within all franchise 
systems. Twenty percent of franchisees are very successful, while eighty 
percent of franchisees are moderately successful, slightly successful, or 
struggling. While we did not find anything in the literature on franchise 
business success that pertained to the 80/20 rule, we heard over and 
over again that regardless of whether a franchise sold a product or a 
service, whether it was a new franchise or an old one, whether it had a 
few thousand units, or less than fifty units, the 80/20 rule still applied. 
Over a two-year period, we interviewed over fifty franchisees from 
twenty five different franchise companies in a broad mix of industries 
whose franchisors considered them to be in their top 20 percent. When 
we spoke with franchisors about having their franchisees participate in 
our research, we were clear that we did not want their number one 
or number two producers. We recognized that being number one or 
number two in anything can be extremely difficult, and believed our 
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readers would be more likely to connect with the plain vanilla top 20 
percent producers. 

We wanted to know more about how these top 20 percent 
franchisees maintained their positions in the top tier of their respective 
franchise systems over time. We were curious if there was a common 
thread that ran among these top 20 percent producers or if there was 
a unique set of circumstances that distinguished them from others in 
their systems. Rather than rely on our own experiences to tell a story, 
we wanted those with boots on the ground to share their stories. We 
were interested in 1) What these owners could tell us about taking a 
business model and a system and making it an extraordinary business, 
2) Why these owners were able to find greater success than their peers, 
and 3) What our interview data would reveal about small-business 
owners in general. We spent the next year putting the interview data 
into categories. As we analyzed the data from all the frantrepreneurs 
we interviewed, we were able to identify common traits and practices 
shared by most of these franchisees. We call these common traits and 
practices “The Secret Formula,” and use the interview data to help the 
reader understand what is needed to achieve greater success. 

Our mission is to share what we learned in our interviews and 
demonstrate these traits and practices through a series of action steps 
at the end of each section that could be applied by current and future 
business owners in their own journey from mediocrity to success. We 
also want to stress that while this book is about franchisees, most of 
the information revealed is applicable to any small-business owner. We 
are not only including what our franchisees bring to the table and what 
they do—we are also including how they do it. 

During our interviews with the franchisees, we met many 
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frantrepreneurs who were fed up with corporate America and its vapid 
promises. We met business owners such as Mary Bigler, who worked 
for years in a family roofing business before becoming a stay-at-home 
mom and then a Maui Wowi franchisee; and Rocky Gill, who was an 
accountant and later spent over a decade working as a controller for 
a large health care company before becoming an Express Employment 
Professionals franchisee. All our interviewees were committed to being 
in charge of their own destinies. We found people who were fascinated 
with who they could become, committed to taking 100 percent 
responsibility for what they truly cared about, and passionate about the 
change they went through while facing obstacles along the way. 

We recognize that quality franchisors provide their incoming 
franchisees with an operations manual and training so that new 
franchisees can spend their first year learning about the business and 
how to run it. After the first year, many of these franchisees get so 
comfortable in operations mode that they either don’t know what else 
to do, or are afraid to step out and explore what it takes to be a top 
producer. This is the exact point when they need to start spending more 
time thinking about what it takes to be a top 20 percent business owner. 
We intend to give hope to an audience that wants to know how to take 
their financial future into their own hands despite the uncertainty that 
business ownership creates. To be the best requires a growth mindset, an 
orientation around making contributions to others, and the openness to 
change which many say they have, but do not possess. 

The book is comprised of five sections. The first four sections are 
comprised of what we call “The Outside Game.” This includes daily 
operations that take into account systems and processes, management, 
leadership, marketing, metrics, and finance. The last section is what 
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we call “The Inside Game.” This consists of how one thinks about 
business, and reflects the importance of our inner dialogue, attitudes, 
and mindset. By sharing information collected from some of the 
franchisee heroes and heroines who make up this great nation, we 
hope to reignite your entrepreneurial spirit and inspire you to greater 
success. You may be more committed to achieving greater success in 
your business, or have a renewed sense of purpose and direction in 
your second, third, or fourth business. You may have just needed a few 
nudges and some direction in how to better market your business or 
manage your employees, and this book will provide you with that. You 
may even be inspired to make the break you have been waiting for and 
become a business/franchise owner. Others will put the book down 
and finally be able to say, “Owning my own business is not a good 
idea.” We hope you find what you need in this book to start you on a 
path to improving your future. 

It has been estimated that there are well over 300 industries that use 
franchising to distribute goods and services to consumers—and close 
to 3000 franchise companies that exist in any given year. It is estimated 
that a new franchise opens every eight minutes. Recent estimates from 
the International Franchise Association suggest that one in twelve 
businesses in the United States is a franchise. According to its research 
and Census Bureau data from 2010, there are expected to be about 
770,000 franchise businesses by the end of 2014, which will employ 
somewhere around 8.5 million people (out of 59 million employees in 
the United States), and have estimated revenues of somewhere between 
$839 billion to $1.3 trillion. Business format franchises continue to 
have a profound effect on our economy as more and more people leave 
the workforce and re-emerge as business owners.



Our research can be summed up in The Franchisee Formula that 
contains five variables:

Marketing x Metrics x Resources x Leadership x Mindset = 
Franchisee Success

We believe that adding time and effort to one variable will have a 
multiplier effect on a business owner’s success.
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