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Pie Face reiterates its branding right to the point of consumption

the promise of a reward after a certain
number visits. Pie Face chose to target
children with a range of collectible stickers.

“When McDonald's target kids they
focus not on the meal but the experience
and the fun that goes with it,” says Kreiser.

Whilst these kinds of strategies work well
for retailers with a shop front and walk-by
traffic, a service provider needs to look
elsewhere. For Gizmo, a company which
brings technical help into the home,
potential lay in aligning itseif with more
affluent channel partners. it approached
Microsoft, who was quick to see the
benefit of providing customers with the
option of an end-to-end service including
support and installation. Now Gizmo is
included on relevant collateral, named as a
preferred supplier for servicing.

Gizmo also developed relationships
with retailers of PCs and broadband
services. Strategic placement of point of
sale materials puts the message in front
of potential consumers when their interest
is likely to be at its peak. However,
Kreiser warns against presuming that
customers will ask the right questions, or
that retailers will automatically include you
in their sales pitch.

“You need to budget for motivating and
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training sales people to cross sell your
product,” he says. “You also need to
choose your partners wisely — point of
sale will only generate consistent sales if
your service is closely aligned with your
partners’ brands."

The marketing minefield

Who pays for what? Who does what? If
the answers to these apparently simple
guestions aren't established from the
outset, marketing can disintegrate into a
bitter battle between franchisor and
franchisees.

Franchisors know that, as a rule of
thumb, break-even kicks in at around 20
outlets. Fear of going broke before they
reach critical volume can drive them to
oversell their marketing offering.

“It's not easy to get people to put their
money where your business idea is,
particularly when your brand is not well
established,” says Tanner. “You want to
promise the world so that they'll come on
board but, if you can't deliver, there’ll be
problems down the track.”

“The message should be that it's going
to be tough — we're here to support you,
we have a good system in place, but you
need to work,” says Hazard. “Some

franchisors are afraid to say those things.
They gloss over the fact that a franchise is
a small business, and that small business
is tough, in order to make the sale.”

In terms of how the money is spent,
Tanner says that, once agein, expectations
must be aligned from the start.

“A franchisor must make it very clear
what they'll be providing, and what
franchisees are expected to do for
themselves. For instance, if franchisees
need to cover half the cost of every
marketing initiative, they need to know
this. If the franchisor plans to spend 50
per cent of the budget on sales
generation and 50 per cent on trialling
new ideas, again, the franchisees need to
know. They can't be expected to create
their own business plans if they have no
idea how much they will be expected to
invest in marketing or how that monsy
will be spent.”

When a franchise breaks through the
20 outlet barrier, generally franchisors can
afford to take a more professional
approach to marketing and plan for the
year ahead rather than shooting from the
hip. However, when a franchise breaks
through the 50 outlet barrier, franchisees
often start to question why their brand
isn't on TV.

“The reality is that a franchisor simply
can't afford it,” says Hazard. “You want a
national TV campaign? Give me $5
million and I'll give it half a go.

“Between 50 and 70 outlets you're
likely to be working with a total annual
budget of around $1 million — but we stil
see franchisors fold under the pressure
and go on to TV even though they don’t
have the money for effective reach and
frequency. When the campaign fails,
franchisees want to know why they
wasted their money on television. It's a
vicious circle.”

By the time they have 70 outlets,
franchisars are likely to be less jittery.
They generally have a marketing manager
in place, and a more integrated strategy.

“As local, regional, relationship and
brand marketing come together the
moon and stars start to align,” says
Hazard. “Finally, you have a brand.” |





