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Franchisor

1) Chairman, Pets Supplies Plus ($1.5 billion pet supply franchisor)

2) Investor/Board Director of Capriotti’s Sandwich Shop, Inc. (170 shops)

3) Board Director of Checkers/Rally’s (franchisor of 750 units)

4y Board Director of Chicken Salad Chick (franchisor of 310 restaurants)

5) Investor/Board Director of Dogtopia (franchisor of 230 dog daycare units)

6) Investor/Board Director of College Hunks Hauling Junk and Moving ($400
million franchisor of moving agencies)

D E d B 7y Investor/Board Director of Rolling Suds, power washing franchise concept
aVI a rr 8) Investor/Board of Directors of Tint World, automotive after market
DavidBarr@PMTD.com

Franchisee

1) Investor & Board Director Domino’s Pizza — China (1,400 Domino’s in China)
2) Chairman, PMTD Restaurants & Affiliates (37 KFC and Taco Bell restaurants)
3) Lead Director, OutWest Restaurant Group (78 Outback Steakhouses)

Gowr SBrand



&
CORNERSTONE Cornerstone Franchise Partners, led by founding
FRANCHISE PARTNERS partners Ryan Hicks and Ryan Combe, partner with

~ franchisor founders to develop the brands by focusing
on franchise development processes.

David Barr

> CATALYST

Led by Maddi Zook, Catalyst partners with franchise brands to
align marketing, sales, and operations around performance,
profitability, and strong unit-level economics. We design the
frameworks, strategy and data systems that fuel sustainable
growth, turning brand potential into market power.

Gowr SBrand
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Presentation Goals

 Roadmap for Emerging Franchisors to Amplify their franchise system and their
brand.

 How do we find the Signal vs Noise?

- Based on this what are the Critical Few to focus on in order to stay true to the
Signal.

FRANCHISOR Touwr Brand
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Your Mission Defines Your Frequency

@)

HOW
WHAT
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Your Mission Defines Your Frequency

HOW
WHAT

My company exists to . This is our
Why!

The specific actions, processes, and guiding
principles that bring our Why to life are
. This is our How!

The tangible product we sell or the services we
offer are . This is our What!

Gowe SSreand




If we Know the Frequency, How do we Distinguish
Signal vs. Noise

« Signal =
 that which keeps us clearly on path/track

* is crystal clear and provides clarity, consistency, purpose

* Noise =

* Not focused, distracting, confusing, dilutes the primary message (Signal)




Signal vs. Noise

k-
)

Steve Jobs Was
a Terrible Person
| hated him




Clarity in Execution: Signal Overcomes Noise

Clarity provides a focus on the frequency/signal.

 Why, How and What

Once clearly aligned on purpose then focus on critical few to achieve.

* When growing a franchisor there is a lot of noise. Everything seems urgent and
important, but usually only a few are critical.

Part of the noise is that as an Emerging Franchisor, you are growing two
businesses — the primary business and a franchise business.

Anplily Jowe B



S0, Let’s Start With a Definition of Franchising

Franchising is the licensing of a business
model that produces predictable cash
flows to an average franchisee, with
average intelligence, with average work
ethic on an average day.
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Definition of Franchising

Franchising is the licensing of a business
model that produces predictable cash
flows to an average franchisee, with

average intelligence, with average work
ethic on an average day.

Gowe SBra



Definition of Franchising

Franchising is the licensing of a business
model that produceq‘. redictable cash
flows to anc isee, with
teIIigence, with average work

ethic on ay.
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Franchisors Need to Provide a Value Proposition

Traditional Definition

+S

(QUALITY) (SERVICE)

$ (COST)

vV

(VALUE)




Franchisors need to provide a Value Proposition

Value Proposition for Franchisor

Brand Power + Support Services + Technology + Network

(National Accounts) + Probability of Success
VALUE to a

FRANCHISEE Cost of Royalties & Fees
+ Resources to be Provided by Franchisee
+ Time & Effort
X Variability of Outcomes

Gowr SBrand
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AMPLIFY: A Model for Clarity and Scale

« A —Align on your Purpose (within Franchisor Context)
M — Master your Critical Few (all signal)

« P —Passion for Franchisee Profitability

« L - Leverage the System (franchisee talents)

o | — Invest in Operational Excellence

 F — Focus your Marketing Voice

* Y —Yield long-term Trust

i Ay G Brand
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Master Your Critical Few

If you have more than three priorities,

you don’t have any.
-- Jim Collins (Good to Great)

FRANCHISOR Touwr Brand
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Why the Critical Few: The Static can Confuse the Signal

Clarity

* The early days of any brand are noisy—ideas, opinions, chaos
« Every franchisor should fight distraction
* Not everything that’s loud moves you forward.

« Simplicity wins: predictable beats complex

Amplifiers of Noise

« Lack of Capital: Financial and Intellectual

« When you present franchisees with a vacuum, they will fill it




Focus also Requires the Discipline of Saying No

e Saying no preserves clarity

» Focus amplifies your strongest signal

* If everything is important, nothing is




Focus also Requires the Discipline of Saying No

e Saying no preserves clarity

« Focus amplifies your strongest signal “The differares
_ o _ _ between successful £ %
* |f everything is important, nothing is people and really |{BF S

successful people is

that really successful b
people say no to :
almost everything."

WARREN BUFFETT
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The Critical Few of Franchising:

1. Franchisee Unit Level Economics
« Predictable cash flow of units
«  Cost to develop or ramp
« Return (IRR) to franchisees creates desire to build

FRANCHISOR Gowr Brand
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Franchisee Unit Level Economics:

Unit 1 Unit 2 Unit 3 Unit4 Unit 5 Total

Income Statement
Gross revenue
Monthly Collection of P&L’s _ess: Discount
(mandated chart of L
accounts, roll-up, slice and Costof Goods
I i 1 Franchisee
dice by cohorts including Fanctisee
year built, concept design, e
number of outlets, etc.) o TotalLabor
Cleaning supplies
EBITDAR
Rent
EBITDA

Statistical accounts:
Number of tickets
Average order
Total labor hours
Year opened
Square footage

. ddsaSa




Likelihood of Franchisee Success

“Normal Distribution” and Lack of
Vaariability provides Likelihood of
Success

Average Performers (68%)

Amplily Gowe B




Likelihood of Franchisee Success

“Normal Distribution” and Lack of
Vaariability provides Likelihood of
Success

Average Performers (68%)

Negative skew should not be
Franchising

~

Success Line

Amplily Gowe B




Best Brands Take Strategy Out of The Unit

Fulfillment/Tactical

Strategic/Franchisor

S -
¢ A

B2C Lead
Generation

How are you making
the franchisee’s and
general manager’s life
easier?

X



Franchisee Unit Level Economics:

Same Store Sales T (2024725) Weeity 5556+ AUV
Growth % (year i
over year) is
critical to show
health of the
system

$$$$$$

g £ g g
g 8 8 8 g8 8 8 8
=1 = =1 =

—System -——DE ——LV =———Reno =—Corp =—NonCorp =AUV




Franchisee Unit Level Economics:

RAMP should be Ramp by Month of Sales, EBITDA, and other KPI’s

reviewed for all new

units until
/\/\A//7<

breakeven. Best 100 g >
practice is to review K
at a minimum

monthly Sales and
EBITDA, but can also
look at # of ° M6 M7 M8 M9 MI0 M1 M2
customers

150

50

Months from Start Month

== Rep1 ™ Repi Rep3 ™= Rep4 Rep 5 Target

. Swgswbun




Franchisee Unit Level Economics:

RAMP should be Cohort Review on Monthly/Quarterly/Annual Basis

reviewed for all new
. . Store EBITDA%
u n ItS u ntl I 22.0% Y2020 ] 1 mY2022 Y2023 HY2023 22.1% / ______ o

20,

breakeven. Best ™ o -
practice is to review — . i
at a minimum i o i
monthly Sales and I I I I i I

| ! I:. | | ] : i /

w
—————— — —— — — — — — "

1 Store 2022 Store 2023 Store 2024 Store
3.4% RERE 5 3055, bty Ky 25 4

2020 Store

EBITDA, but can also Sl I
look at # of

-B.9%

customers




Franchisee Unit Level Economics:

Regression
Analysis or
Other Outlier
Analysis on a
monthly basis

should be
reviewed.

EBITDAR
3,500,000

3,000,000
2,500,000
2,000,000
1,500,000
1,000,000

500,000

-500,000

BJ EBITDA before Rental & Commissary vs. Sales

y =0.4339x - 646244
R*=0.9885

2,000,000

4,000,000

6,000,000

8,000,000

10,000,000

SALES




Franchisee Unit Level Economics:

Internal Rate of INPUTS:

Return needs to be * Initial franchise fee

focus as that is the * Cost to build

ultimate * Working capital burn
measurement of unit e Ramp of Sales and EBITDA
level economics e Sustainable cash flow

e Exit valuation

OUTPUT
* |nternal rate of return

- Gasdea




Franchisee Economics is Indicative the Signal is in The
Numbers

« Simplicity wins: predictable beats complex

* Profitable franchisees
* do not create noise

« amplify your brand

FRANCHISOR Gowr Brand
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The Critical Few of Franchising:

1. Franchisee Unit Level Economics
« Predictable cash flow of units
«  Cost to develop or ramp
« Return (IRR) to franchisees creates desire to build

2. Unit Growth to Build System

- Strategic development processes are in place
- Franchisee selection enhances predictable nature of model

Gowr SBrand



Unit Growth (Franchise Development) Follows Typical Marketing

Funnel

Awareness

more. Publicizing your business and pulling in prospects.

Consideration
Tactics include website, videos, articles, in-depth content

and more. Prospects know you exist and want to learn more.

Conversion

Tactics include testimonials, white papers, sales, and
more. Prospects need the last push to become a customer.

Awareness

Amplify Gowe SBrand
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One Message, Many Channels

+ Align field marketing, PR, and digital

« Often times managed differently but message should be similar
« Keep tone and visuals consistent

* If your message differs per channel, it's just noise

M Ay Joos B
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For Franchise Development: Your Franchisees Are the Audio
Speakers

* Franchisee stories carry more weight than ads
« Capture, package, and share success stories

* They broadcast authenticity

FRANCHISOR Gowr Brand
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Unit Growth: Franchisee Selection is Critical

Franchisee and
Management
Selection Criteria
should be an
ongoing learning
process.

POTENTIAL

Not Meeting Expectations

Dysfunctional Genius - Score 4.5

Seasoned professional capable of expanded role; May
be experiencing problems that require coaching,

Steady Performer - Score 4

With coaching, could progress within level; focus on
strefch goals for this employee,

Bad Hire Score 1

May be a candidate for reassignment, reclassification to
alower level, or the exit the organization,

Meeting Expectations

High Potential - Score 75

Does extremely well at current job with potential to do
more. Give stretch assignments to help prepare for next
level,

Core Player - Score 6

May be considered for job enlargement at the same
level, but may need coaching in several areas, including
people management,

Development Coaching - Score 2
Effective performer, but may have reached career
potential, Try to coach the employee on becoming more
innovating, focus on lateral thinking,

PERFORMANCE

9 Box Scoring Grid

Exceeding Expectations

Star - Score 9
Consistently performs well in a variety of assignment.
Superstar employee. Big picture thinker. Problem sclver,
self-motivated.

High Performer - Score 7.5

Current role may still provide opportunity for growth;
focused on tactical; focus should be on helping improve
strategic thinking.

Work Horse - Score 45

Experienced high performer, but has reached the limit of
career potential. Still a valuable employee and can be
encouraged to develop.

Amplify Gowe Srand
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Speed is Critical in Franchise Development

Speed is critical

Time to sign license
agreement.

Time to lease.
Time through training.
Time to open.

FUE to profitability

Define your requirements

Meet with managers, department heads, broker

Contact architect

Find available properties

Tour possible properties

Make proposals, open negotiations

Begin planning space

Get cost estimates

Review counteroffers

Review space plans, estimates

Lease contract negotiations

Architect creates official working plans

Architect discusses plans with contractor

Submit plans to landlord

Apply for permits

Begin required engineering

Retail construction

Office remodeling

Industrial/Warehouse build-out

LEASE TIMELINE

123 45 6 7 8 9 101112 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28
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The Critical Few of Franchising:

1. Franchisee Unit Level Economics
« Predictable cash flow of units
«  Cost to develop or ramp
« Return (IRR) to franchisees creates desire to build

2. Unit Growth to Build System

- Strategic development processes are in place
- Franchisee selection enhances predictable nature of model

3. Brand Halo expands as Number of System Units Grow
Marketing provides same store sales growth
« Brand is enhanced with responsible and strategic development
«  Provides faster ramp for each new cohort

Gowr SBrand




Brand Halo Expands as Number of System Units Grow

Brand Halo is
created by
marketing (with
more emphasis
on digital) and
amplified by unit
count.

Sales and Marketing Sample & Share Dashbsard

50K

32.86%

Our Totsl Valume

16K

‘Beriimant

Tigtal Units

™

% Units Market Share va. % Units Market Share Rolling 12 Monthe

% s ke Pars M % L g T R

azu

Eia .'—Hd_““a_

Total Units YTO Variance %

\ikleLL=

Tonal Units: for 2014

Marssichew @ Algu o Mera B Vahe

Toftal Uinits Owerall

Industry % Maret Share YOV Change

Frgeon @ Cratrad B it @ et

"

ydlLb, .
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For Brand Amplification: Guard the Hill You’ve Claimed

Don’t dilute with product creep

Know your market space and own it

Each decision should strengthen—not stretch—your story

Clarity erodes when everyone’s turning up their own volume

Franchise development, operations, marketing, finance—all competing
frequencies

Anplily Jowe B




Trust is the Ultimate Amplifier

Growth without trust is temporary volume

Transparency and follow-through build reputation

Franchisee testimonials = best marketing tool

Your job isn’t to shout—it's to be unmistakably heard.
* Your words, habits, and culture echo systemwide

* |f leadership messaging is full of static, then system distorts further

FRANCHISOR Gowr Brand

NOVEMBER 10-12, 2025 | NASHVILLE, TN



Trust is Built upon Relationships

Growing the people talent of an Emerging Franchisor is difficult

Moving from Athletes to Specialists

Culture is difficult to maintain when new leaders are brought in

Intellectual Capital is just as important as Financial Capital

FRANCHISOR Gowr Brand
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Leadership of Team - Maximizing Stars

Employees of an organization can be grouped into four major buckets
The skills of employees in groups C and D either stay the same or decline over time

« The best organizations maximize group A employees while identifying and removing group

D employees

A
-v

-
- »

Skills

Group A Growing Faster Than

the Company
COMPANY
Growing, but not as
Group B Fast as the Company
GroupC
No Growth
GroupD Declining

v

Time

* Most organizations keep the underperformers as they grow because they are loyal and

prefer stability as onboarding new employees can be hard

« Organizations can outgrow their employees. You must consistently evaluate your talent

Gowe SSreand



Focus on Critical Few to Achieve Escape Velocity from Flywheel

Franchisee Unit STEPS FORWARD,
. CONSISTENT WITH
Ec?nomlcs creat.es =7 HEDGEHOG CONCEPT
Unit Growth which \
creates Brand Halo
which is \
accelerated with W
People Talent
] _ FLYWHEEL BUILDS ACCUMULATION OF
which results in MOMENTUM VISIBLE RESULTS

better Franchisee &

Unit Economics \ /
and leads to a
PeopLE LINE Up, %

virtuous cycle. ENERGIZED BY RESULTS

: Jim Collins




Franchising - Building Blocks for Sustainable Growth

HOW
WHAT

/ Crazy \
. Prioritization
Define of Critical Results
Critical Few |
Few ) 4
Building
Blocks
AMPLIFY your Brand

Sustainable
Growth

Gowr SBrand



AMPLIFY: A Model for Clarity and Scale

« A —Align on your Purpose (within Franchisor Context)
« M — Master your Critical Few (all signal)

« P —Passion for Franchisee Profitability

« L - Leverage the System (franchisee talents)

o | — Invest in Operational Excellence

 F — Focus your Marketing Voice

* Y —Yield long-term Trust

Anplily Jowe B




In Summary -

Align on Your Purpose
Focus on the Critical Few (Franchisee Profitability)

Build Trust to AMPLIFY

Gowe SBra
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David Barr

DavidBarr@PMTD.com
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