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“You can fix systems, marketing, and 
training— but it’s much harder to fix 
the wrong people in your system.”
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Your Team

Shannon Iverson

Taco John’s International- VP/Development

Matt Merrick

Fish Window Cleaning- Board Member
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Mobile App Polling Tool
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Let’s See Who’s in the Room

Polling Questions:

What best describes your stage as a franchisor?

What’s your biggest unknown right now?

What’s your biggest opportunity this year?

Where’s your bottleneck today?
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How We’ll Spend Our Time Together

Agenda
1. Foundation – Define what you can truly support before you recruit

2. Guardrails – Set clear qualification filters and cultural expectations

3. Ideal Candidate Avatar – Identify who thrives in your system and why

4. Messaging Alignment – Tell the right story to attract the right partners

5. Infrastructure & AI – Use systems and intelligence to scale smartly

6. Learning & Growth – Evolve intentionally through insight and experience



Produced by

Establishing the Foundation Before You Recruit
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Polling Question:

How many franchisees can you realistically onboard this year?
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Defining what you can truly support before you start 
selling
Define what you can support before defining who you want.

Take a sober look at your bandwidth—financially, operationally, emotionally.

Early growth should be strategic, not opportunistic.

Especially if using an FSO, set clear parameters so they don’t sell beyond 
your capacity.
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Qualification Filters — Setting the Guardrails
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Polling Question:

What’s the hardest to evaluate in a candidate?
Culture Fit
Financial Capacity
Work Ethic
Commitment
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Creating qualification filters that protect your system 
and your franchisees

Culture Fit: The hardest and most important factor to assess. Define your cultural values—like Real Talk, 
Accountability, All In, Move Quickly, and Respect—and weave them into your recruitment process.

 Education & Experience: Does their background align with your operating model? Can they lead people, 
not just manage tasks?

 Financial Capacity: Set clear minimums and maximums—and understand where the funds are coming 
from. Good money versus bad debt matters.

 Sales-to-Investment Ratio: Do your economics support the kind of return that attracts the right 
operators?

 Seasoning for Scalability: Allow early franchisees to stabilize before you encourage multi-unit expansion. 
Avoid turning one great owner into five struggling ones.
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From Foundation to Avatar — Who Are You Really Looking For?
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Polling Question:

Which Persona best fits your top performer or ideal performer?
Community Builder
Operator Investor
Lifestyle Owner
Still Defining
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Your Ideal Candidate Avatar (ICA) is the intersection of demographics, 
psychographics, and behavioral traits — a living blueprint of who thrives 
in your system and who doesn’t.

This goes beyond numbers. It’s about understanding how they think, 
decide, and lead.
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Defining your Ideal Candidate Avatar through mindset, motivation, 
and fit

1. Start with the Basics — Then Go Deeper

• Demographics (age, income, career path) are just a starting point.

• What matters more is how they think, lead, and make decisions.

2. Psychographics Reveal True Fit

• Ask what drives them—community, growth, freedom, or control?

• Their motivations determine how they’ll lead people and represent your brand.

3. Behavioral Patterns Predict Performance

• How do they handle pressure, ambiguity, and feedback?

• Do they show resilience and collaboration, or ego and blame?

• Patterns from your top operators should inform your ideal profile.

4. Cultural Alignment is Non-Negotiable

• Use your core values (Real Talk, Accountability, All In, Move Quickly, Respect) as filters in every conversation.

• Ask candidates which values resonate most and why—their answers reveal fit more than anything.
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Examples of Common Franchisee Archetypes:
The Builder – Hands-on and community-centered; motivated by local impact and reputation.
The Operator-Investor – Process-driven systems thinker; focuses on scalability and ROI.
The Lifestyle Owner – People-focused leader; values independence, team development, and 

balance.

These archetypes help you:
Tailor your recruitment story to what each type values most.
Recognize early when a candidate doesn’t fit any success pattern.
Continuously refine your Ideal Candidate Profile with data and experience.

Meet the types of owners who bring your brand to life
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Messaging & Market Alignment
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Telling the right story to attract the right people

Align Branding With the ICA’s Values & Motivations
 Different ideal candidates respond to different value propositions.

Your Website, Ads & Discovery Process Should Reflect Your ICA
 Your brand story should feel like a mirror — your best candidate should see themselves in it immediately.

Use Authentic Stories, Not Slogans
 People don’t connect with claims — they connect with evidence and emotion.

Consistency Across Every Touchpoint
 When the story is consistent, candidates feel stability, confidence, and integrity.

Marketing Isn’t Just to Attract— It’s Also to Repel
 Clarity in messaging protects culture and prevents painful clean-up later.
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Building the Infrastructure to Support It
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Turning insight into action— powered by people + AI
Foundation Systems: Build your stack before scale hits.

• CRM to track every lead and touchpoint
• Marketing automation to nurture by archetype
• Dashboards to monitor CPL, CPD & ROI in real time

AI + LLM Integration: Leverage intelligence to scale and stay human.
• AI lead scoring surfaces high-fit prospects
• LLMs personalize outreach — email drips, Discovery Day recaps, follow-ups
• Predictive analytics flag bottlenecks and forecast conversions

Real-Time Sentiment & Community Insights
• Use AI and LLMs to monitor tone, sentiment, and trending topics across your avatar community — social chatter, survey responses,

CRM notes, and digital engagement patterns.
• Spot shifts in mood or motivation early and pivot content, campaigns, or talking points to meet them where they are.
• This turns AI from a reporting tool into a listening post — helping you create messaging that reflects what prospects are actually thinking 

and feeling right now.

Cross-Functional Visibility & Feedback Loops:
• Share AI insights across PR, lead gen, and development so everyone sees the same story.
• Automate reports that highlight candidate sentiment, pipeline health, and campaign impact.
• Continuous learning → smarter, faster adjustments.
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Learning, Adapting & Growing Intentionally
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Turning early lessons into lasting strength
Learn Fast, Adjust Early

• Every emerging brand makes early mistakes. The key is spotting patterns quickly — who thrives, who struggles, and why — and using that data to refine your 
Ideal Candidate Profile and support systems

Data + Human Judgment
• Blend metrics with intuition. Let performance data, AI insights, and sentiment signals guide decisions, but rely on real conversations and field feedback for 

context. Transparency builds credibility and trust.

Responsible, Intentional Growth
• Growth isn’t about speed — it’s about stability. Focus on unit profitability, brand health, and capacity to support. Your first franchisees define your culture and 

credibility — protect that fiercely.

Continuous Evolution Loop
• Treat every cycle — new lead, new opening, even a closure — as learning fuel.

AI and sentiment tracking help you “listen” to your system in real time, adjust messaging, and strengthen relationships before issues surface.

Validation Enablement
• Give early franchisees a clear story and data they can share— talking points, ROI snapshots, and brand values— so their success becomes your best 

recruitment tool. Equip them with facts and pride to validate confidently.

Evolving Expectations
• As your system matures, communicate openly with both new and existing franchisees about what “great” looks like today versus year one. Transparency 

keeps alignment and trust as you evolve.
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Last Question

What’s one action you’ll take next week?
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Thank You
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