
Are you ready to  
expand your 
business?

Where does the capital to expand come from?
How do I recruit and motivate trained labour to run the 
business?
How do I establish a platform and systems for growth?
How do I manage to step away from running the business to 
grow the business – let alone enjoy a lifestyle?

You’re an entrepreneur.

You have started your journey towards success, and you have 
developed your leadership skills through the operation of your 
own business. And now you’re ready to expand.

You know there’s more.

More opportunity, more potential, more growth - but you’re 
unsure what your options are.

Do you now exploit the achievements you have amassed? Do 
you possess the tenacity to continue towards expansion – or do 
you choose stability and the current level of revenue and 
profitability?

The challenge with the status quo is that a dynamic market 
brings competitive pressures, forcing you to change and adapt – 
and the threat of losing good staff to the competition.

To move from the success stage after the struggle and survival 
stages of start-up – towards the growth stage of business, an 
entrepreneur needs to confront several critical decisions:

You may now be at a point in the business lifecycle where you 
already have functional managers in place – and your role is
supervision. 

With the advent of these staff members, you probably also have 
basic systems in place – such as financial management, 
marketing and operations.

But it’s not enough to drive growth nationally or internationally.

Sound familiar?

Well, let’s explore your options.
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Take control of your 
business' success.

Debt Finance as a default position

There are benefits to going in it alone and raising capital 
through financial & lending institutions. This is called debt 
finance – funds that you payback with interest.

Debt finance is where many entrepreneurs start - by 
considering a bank loan. 

You can invest in upsizing your team, your premises and your 
marketing footprint.

Unlike equity financing, the great news with this option is that 
you remain the boss; you are still firmly in the driver’s seat - 
albeit now with the cloud of bank repayments looming.

And the fees associated with business loans are tax deductible, 
and that’s a benefit.

Borrowing funds, however, comes with the disadvantage of 
having to payback both the principal – and as the cost of money 
rises – the interest rate and the cost of borrowing money start 
to become prohibitive.

So, what are your options for 
growth?
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Business Angels
Strategic Investors
Private Equity
Venture Capital

Equity Finance is an option.

Using other stakeholders’ funds to grow your business is also a 
possibility.

Equity finance brings a co-owner of your business, who receives 
partial ownership in exchange for funds.

Examples of equity finance are:

You may even consider the route of initial public offering – also 
known as IPO – whereby you offer shares in your company to 
investors.

There are advantages to this.
You also get talent, alternative perspectives and oversight along 
with the funds.

You don’t have to repay debts as you do with a bank loan or 
other forms of debt finance – and this is a relief.

And as your business grows, co-owners may be willing to take a 
more significant stake in your company to provide even more 
funding for growth.

But if you’re not keen on answering to someone else – after all – 
this is your business, then perhaps equity finance isn’t for you.

If you prefer to control your business and brand, then this is 
not a recommended path.

How much control of your ‘baby’ do you want to surrender?

Additionally, you will have to step away from the business to 
hunt for willing, keen and cashed-up investors.

That’s often a hit-and-miss process, as any ‘Shark Tank’ 
participant will tell you.

Lastly, your reporting and disclosure responsibilities increase 
manifold with equity financing – especially for IPO.

Do you want to take this on board? They are the only questions 
you can answer.

Protect your business and its 
representation

Licensing

Licensing involves permitting other parties to use your 
intellectual property – such as patents, copyrights, trademarks, 
designs and other assets – for a percentage of revenue.

This is a relatively quick way to generate income.

The benefits of licensing include quick access to new 
distribution networks in markets where you, the licensing 
company – or licensor – of the intellectual property, are not 
present - such as foreign markets.

Additionally, the licensor does not have to invest in distribution 
– thus reducing capital investment.

The benefit of absorbing the licensee’s knowledge and expertise 
also accrues to the licensor.

There are some disadvantages to licensing that need to be 
considered. The licensor losing control over their intellectual 
property must be deemed the most significant disadvantage.

The licensor – despite receiving a royalty from the licensee –
must now depend on the capability of the licensee to market &
drive revenue.

And choosing a licensee is a primary decision. A false choice 
may result in the theft of the licensor’s intellectual property by 
the licensee. Not a pleasant outcome.

So, how do you control the representation of your brand, 
protect your intellectual property, minimise your capital 
investment as a business operator, yet attain business 
expansion while securing a motivated & invested workforce?

Franchising

Franchising is both business funding as well as HR strategy.

Simultaneously, through a partnership with franchisees, the 
franchisor obtains investment into expanding their brand and 
appointing motivated owner-operators.

Without giving up equity or being shackled to debt financing, 
the business can expand using the resources of others.

The potential challenge comes from the franchisor and 
franchisee's need to profit from the partnership.

The franchisor must continually train the franchisees to drive 
profitability. And what does a franchisor do in the case of poor- 
performing franchisees? That’s a leadership challenge, not 
unlike the case of an employer with an underperforming 
employee.

The primary requirement of a franchisor is to comply with the 
Franchising Code of Conduct & the Competition & Consumer 
Act 2010 (Cth).
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Franchising does not mean abandoning the 
growth of a company-owned network. 
Every business should operate as many 
company-owned units as it can afford to 
finance and operating profitability. 

Ultimately, franchising should not replace 
the development of a considered growth 
strategy to complement it.

Franchising is both a sophisticated capital 
management plan and in today’s 
employment environment, it’s a key HR 
strategy to attract and retain motivated 
owner-operators at the customer end of a 
business. 

It also addresses the micro-management of 
cost pressures on gross profit margins, 
labour costs and operating expenses.

In a market where increasing occupancy 
costs can depress profits, the combination 
of a core of company-owned units 
supplemented by a network of franchised 
outlets, especially in distant or potentially 
marginal areas for company locations, is 
the ideal business structure.

A well-developed franchise program can 
ensure the economies of scale from buying 
and advertising can be enjoyed while 
avoiding the high costs of layered 
management and travel costs that large 
company-owned networks incur when 
managing sprawling company networks.

In a limited market like Australia where few 
networks grow beyond 200 units, the 
operation of company-owned locations 
contributes critical cash flow and 
profitability, keeps the franchisor close to 
the marketplace and provides a fertile base 
to develop staff, train franchisees, trial new 
products and services, and innovate with 
new locations and presentations.

As with any national trauma, the collective 
psyche shifts. Trust, once placed in 
institutions, is redirected.

The global pandemic brought to the fore 
mental health crises born of isolation and 
insecurity. Yet conversely, the worldwide 
fear of contamination also awoke in many a 
deep resilience and self-reliance as never 
before.

While corporations in many sectors 
struggled to re-align their systems and 
bureaucracies to the transition to work- 
from-home & hybrid cultures, the bulk of 
the workforce tipped the balance towards 
greater flexibility and a voice favouring the 
employee’s priorities, the lifestyle, family 
and earning capacity at their behest, not 
that of a company.

In short, Australia’s work culture has 
irrevocably changed.

Employees are now looking at other 
options. Options that reflect their desire for 
both self-reliance & flexibility.

Franchising or owning a franchise – is now 
seen as one of those options.

Smart businesses looking to expand are 
now turning to franchise as opposed to 
shackling their futures to institutions such 
as banks for huge capital investment to 
drive substantial network growth.

Conversely, the price of entry to own a 
turn-key business is surprisingly affordable 
for employees wishing to make the switch 
to entrepreneur.

For over 35 years, DC Strategy has been 
helping both ends of the spectrum – 
helping businesses grow their networks 
through franchising and helping individuals 
take control of their futures with ready- 
made business solutions.

The business should be proven and 
profitable before franchising is 
considered.
At least two company-operated 
locations should be developed and 
operating profitably to prove the 
viability of the business model in 
multiple locations.
The businesses should be operated 
under management to test the 
operating and reporting systems.
The businesses should be returning at 
least a 20% return on capital invested.
The market in which the business plans 
to operate should support at least 20 
business units.

The answer to this question is an emphatic 
“yes!”, but only after the business model is 
proven.

Only then can an honest assessment of the 
scalability of the business to be franchised 
be undertaken. There are several key 
signposts that can point a business owner 
in the right direction along the road to 
profitable franchising.

The following checklist makes an excellent 
guide:

1.

2.

3.

4.

5.

The last point is important, as the 
mathematics of franchising will not support 
the investment of time and money and 
infrastructure necessary to develop a 
franchise system that cannot scale beyond 
at least 20 units. 

To franchise or operate company locations 
is not the question.

Franchising does not mean abandoning the 
growth of a company-owned network. 
Every business should operate as many 
company-owned units as it can afford to 
finance and operate profitability. 

So, should franchising 
be considered?

Switch to Freedom

Food for Thought

Click here to 
book a call
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10 key features of 
best practice 
franchisors

In developing national and international franchise systems, the 
DC Strategy team found that the features of many businesses 
which stood out for their growth trajectory and market share 
had common elements that were not confined to industry 
groups but were present across businesses as diverse as food, 
retail and service networks which built substantial enterprise 
value for their shareholders and proprietors.

Conversely, almost all networks that failed to thrive lacked many 
of the following features:
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Time to consider the next 
steps?

We are always fascinated to hear the excuses used as to why a 
franchise organisation does not require, collect and analyse the 
monthly profit and loss statements of all franchised outlets.

How can any senior executive build, run and maximise the 
performance of an enterprise if he or she does not have access 
to the key metrics and especially the net profit of the franchised 
outlets?

Franchise systems that flourish have highly developed point-of- 
sale systems linked to management reporting processes that 
measure and benchmark KPIs across the network.

The better franchisors publish the entire networks’ store-by- 
store profit and loss and educate their franchisees on how to 
analyse this data and their performance relative to others in the 
group.

 Alfred P. Sloan, the Head of General Motors in the 1950s, said 
“the purpose of an enterprise is to make a profit.”

 At the heart of any business is the customer proposition. While 
this may seem so basic that you may say that every business 
has one, the best practice franchisors have a focus on the 
customer proposition which develops loyalty and keeps them 
coming back.

There is an understanding that each customer is more than just 
one transaction and they understand that the ‘lifetime value" of 
their customers is many multiples of the first transaction with a 
new customer. The lifetime value is calculated and 
benchmarked across the network.

This leads to a greater concentration on developing customer 
relationships that are much deeper and more enduring. The 
point of sale experience is a key focus to capture new 
customers and is supported by recognition and 
acknowledgement that is backed by online and sometimes text 
communication as well as direct mail to build true customer 
loyalty to the brand.

Included in the fundamentals are the 
staff/store/uniform/vehicle presentation that creates and 
reinforces good impressions and a commitment to keeping the 
customer’s experience fresh.

1: Consistent execution of the 
fundamentals

2: Well defined KPI’s, benchmarking and 
financial reporting.

3: Comprehensive compliance 
management.

A complaint of many better franchisees in some networks is 
that the franchisor is soft on compliance and is letting other 
franchisees operate with a poor standard of business which 
reflects badly on their franchise and ultimately its value.

These better franchisees soon sell up and migrate to networks 
with more professional compliance standards. Great franchise 
systems understand that the customer promise conveyed by 
advertising and marketing must be faithfully reflected at the 
customers' ends of the business. They define what the standard 
of the network is during the recruitment, screening and 
selection of franchisees with a view to weeding out people who 
do not value standards. Induction and training programs 
highlight what the standards are and how they are measured, 
managed and achieved.

The field staff provides a fresh set of eyes to prevent “store 
blindness”. Compliance in reporting is also well ingrained in the 
culture of great franchise systems supported by the technology 
and systems to measure compliance to defined standards.
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The best franchise systems focus on developing their 
franchisees to become better business people through 
education rather than policing. We all know that every light 
globe should be working, but if field staff spend too much time 
on trivia or develop a culture of blame, they miss the 
opportunity to earn a franchisee's confidence. This confidence 
is critical before coaching commences. Quality field staff grow 
far better than franchisees and businesses when they have 
invested the time to listen and understand the goals and 
motivation of the franchise owner and their family.

4: Field staff as coaches, not auditors.

Real champions are brand champions. They understand that 
the brand is one of the few ways to add a premium price to an 
otherwise commoditised product or service. We see the best 
franchisors don’t just focus on the trade mark and colour 
scheme which is of course the cornerstone of the brand but 
understand their IP and also embrace their systems, processes 
and documentation.

In a world where any tangible item can be easily copied, the 
true value of IP is often enshrined in the way things are done in 
the organisation. Respect for these processes and an 
understanding of how they create value for the business has 
become part of the culture and is trained in new recruits in the 
leading franchise systems. Intellectual Capital, which is the 
collective knowledge in the heads and hearts of the franchisor's 
network of staff and franchisees, also falls under the IP 
category of an enterprise.

5: A focus on the value of intellectual 
property.

Nothing builds a business like a commitment to advertising. We 
use the word commitment advisedly because a feature of all 
leading franchise systems is a focus on advertising and 
marketing from the very beginning of the network.

 While many competitors decide to wait until they are bigger 
before spending big on advertising and as a result fail to grow, 
the best franchisors typically allocated a more substantial 
percentage of turnover to advertising than their competitors 
and then supplement these relatively small amounts in the 
early days when network numbers are small with additional 
investment to advertising.

 Another feature we see is highly developed local area 
marketing activities by franchisees. This does not just happen. 
The market leaders understand that marketing can drive 
community engagement and look for, train and expect 
franchisees to go beyond the storefront or vehicle into their 
local community. The advertising and marketing are multi- 
faceted with traditional advertising and PR now complemented 
by significant online, social and digital commitments.

 Innovative cross-promotional activities with non-competing 
businesses serving the same consumer pool are also engaged. 
These innovations are almost always developed first by the
better emerging franchisors that are looking for cost-effective 
ways to create a larger than life image.

6: Real marketing and advertising muscle.

Innovation is where the best franchises keep ahead of the pack. 
They realise that competitors will eventually copy the market
leaders and understand that differentiation is essential. This 
differentiation is not just in the product but in every aspect of 
the business.

The best players have an ongoing innovation program in 
almost every area of the business. The customers and 
competitors may see it in new products, services or advertising. 
Still, the invisible innovation that defends and extends market 
share is often related to staff training, direct customer 
communication via email or direct mail and new technology to 
track the nature of the business and customer trends.

This leads to more correct decisions being made earlier that 
edge better franchisors even further ahead of competitors and 
re-engage customers who may become jaded without change.

7: Continual innovation.

When franchisors start to treat their suppliers as strategic 
partners they start to approach best practices not only in 
franchising but in business generally.

 By harnessing the know-how and experience of their suppliers, 
good franchisors find a willing partner in new product research 
and development because suppliers understand that assisting 
customers to grow will result in increasing sales volumes for 
those suppliers.

 There are also substantial benefits being created or costs 
saved by working with suppliers who understand the strategic 
plans of their franchisor customers. Many of the better 
franchisors are deriving substantial income by actively 
managing the supply chain relationships for the benefit of their 
franchisees as well as for themselves. The key to supply chain 
management is firstly ensuring that standards are specified for 
quality, service and delivery and are not compromised, and 
secondly, the prices paid by franchised owner/operators across 
the full range of approved products result in a higher gross 
profit than if that franchise owner purchased independently.

Many good franchisors have a strong representation of 
franchisees in supply chain issues with some international 
brands having the franchisee body control the buying process 
with the benefits being shared between franchisor and 
franchisee and/or applied to the advertising fund to boost 
brand exposure.

8: Supply Chain Management.

Many franchisors do not appreciate that franchising is a human 
resource strategy more so than a capital raising strategy. As 
networks grow so does the experience of the franchisee body. 
The very best franchise systems appreciate that ignoring or 
isolating the franchisees leads not only to a stifling of 
innovation but the loss of quality franchisees to other more 
open networks.

The franchisor/franchisee relationship is the cornerstone of a 
successful franchise network and the higher the degree of 
franchisee satisfaction the better execution of growth 
strategies. 

9: Sound two-way communication.
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In summary, you can see that the very best franchise networks 
are also the very best businesses. They are constantly 
monitoring the outcomes that result from the ongoing 
application of the 10 key features of the best practice 
franchisors.
For any franchise to develop into a national and international 
brand, how well these features are developed and executed will 
determine an organisation's position in the competitive pack. 
The value prize is market leadership and the rewards it brings 
for all stakeholders in your business, be they customers, staff, 
franchisees or shareholders.

If these practices resonate, then it is time for you to consider 
the next steps.
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Growth often entails change. Strong communication between 
franchisee and franchisor including consultation to gain both 
ideas and support for change build the trust needed to make 
difficult change management programs successful across the 
network.

The communication process starts with an open mind by the 
franchisor and especially the field support team and a 
willingness to listen and respond to franchisee concerns. The 
process of monitoring and responding to these concerns is 
where great franchise networks excel. Franchise Advisory 
Councils, franchisee product development input, regional 
advertising committees and annual conferences are all 
hallmarks of the better franchisors.

 When a franchisee applies for a franchise it is obvious he or 
she is doing so because they do not have the expertise to 
operate a business similar to that of the franchisor. If the 
recruitment screening and selection process is professionally 
developed and executed, the franchisee will understand the 
standards expected by the franchisor and the process by which 
the franchisee will be trained in every aspect of the franchisor's 
business.

Good franchisors understand that the initial induction and 
training prior to a franchisee taking over his or her business is 
merely an orientation process. The real training starts once the 
first few months of trading are under the franchisee’s belt and 
the franchisee starts to settle into a rhythm that will allow the 
franchisee to absorb the subtleties of what makes the franchise 
really tick.

 For the best franchise systems, training is an ongoing activity 
that is directed not just at the franchisee but his or her staff to 
ensure that execution of the customer service strategies and 
the customer experience are being faithfully applied.

 Training programs at each level of the business are evident, 
from the most junior new recruit that may be trained by the 
franchisee via train-the-trainer programs to franchisee and 
manager training supported by suppliers as well as the 
franchisor both off-site and in conjunction with regular field 
support coaching and guidance at the franchisee's location.

Online learning is also emerging as a feature of more 
progressive and committed franchisors as the best of the best 
understand that training is a commitment that pays dividends 
by building franchisee and staff satisfaction, sales and profits 
and the cost for this training is incorporated into the annual 
budgeting and planning process.

10: Induction and ongoing training.
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Click here to 
book a call

At DC Strategy, we create 
generational wealth for our 
clients by helping them to 
build and grow valuable 
businesses, networks and 
brands.
We are the global expert destination for 
businesses seeking to expand & prosper and for 
individuals looking to achieve business & financial 
security & growth. As a lifelong business partner 
and trusted advisor, we provide end-to-end, full 
life cycle services to our global clients and we help 
them reach their long-term business potential – 
starting with franchising.

Talk to DC Strategy to see if your business can 
make the steps to global franchise status
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Case Study
Fernwood
Fernwood Women’s Health Club is well positioned, with a 
balance of entrepreneurialism and corporatisation, to 
drive the network towards its goal of 200 clubs across 
Australia.

Fernwood Women’s Health Clubs is recognised as Australia’s
leading health and fitness chain with over 50 clubs throughout 
Australia. From humble country origins in Bendigo Australia in 
1989, founders Diana Williams and John Clow created one of 
Australia’s most recognised brands through a network of 
company-owned and franchised clubs. 

The exclusive women-only concept was developed around the 
specific needs of women, through member focus groups and 
questionnaires to identify what women wanted in their club.

On the foundation of mind, body and soul, Fernwood developed 
an environment that includes fitness classes, FPT ® (personal 
training), Slimplicity ®, and Life Coaching as part of the club.

Fernwood has been the recipient of numerous awards, which 
have recognised the company as an industry leader. Fernwood 
has been listed in the Business Review Weekly TOP 100 fastest- 
growing companies for several years and is internationally 
recognised as one of the world’s largest and most successful 
chains within the health and fitness industry. 
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In recognition of its specialist network development and 
franchising expertise combined with experience working with 
fast-growth organisations, DC Strategy Consulting was engaged 
to assist with this strategic objective. 

The project was structured over a 12-month period and was 
focused on prioritisation of the key issues and the most 
effective means of transitioning elements of the business to a 
more corporate and structured environment. 

The foundation of the project was strategic planning, turnkey 
club rollout, and network management. Necessarily this 
required a focus on the people, processes, systems, and club- 
operating environment, and per unit profitability objectives 
across the current and future network. It also required healthy 
respect for the franchise issues and the sensitivities that are 
associated with change management for the existing network.

The Business

Fernwood had experienced considerable success as a result of a 
sustained period of rapid expansion. The desire to leverage the 
brand to extend the network further was a reality but it was also 
recognised certain ‘growth’ pains had emerged as a result of the 
earlier successes. 

Entrepreneurialism, the necessary ingredient in any successful 
business, was creating pressure on the future scalability of the 
network to support the identified objective of 200 clubs. 

The core challenge was the evolution of the company 
infrastructure to support the next stage of growth and 
successful management of an increasingly large network of 
franchisees and company employees.

The Challenge A restructured head office team including operations, sales, 
marketing, finance, property, and franchise development. 
The franchise program was reviewed including the 
economics, commercial model, and recruitment process. 
Updates were made to reflect the changing needs of the 
network
The process of opening a new club was structured in a turn- 
key manner to accelerate the timing and effectiveness of the 
network expansion
A board of management was formed which represented the 
culmination of the new communication and reporting lines 
in the company
The culture transitioned to a more performance-orientated 
environment with a more structured approach to growth
The creation of a new team enabled the implementation and 
refinement of head office processes and systems

DC Strategy worked closely with the founders and senior 
management to drive the following outcomes:

The Outcomes

Fernwood recognised the immediate challenge of evolving the 
company infrastructure to drive the strategic objective of growth 
and corporatisation.

The Solution

dcstrategy.com | 1300 682 657



Case Study
Boost Juice
Boost Juice now has a major network of company- 
owned and franchised stores spread across Adelaide, 
Brisbane, Canberra, Perth, Sydney and Melbourne. It 
is one of the fastest growing companies in Australia.

Boost Juice is a chain of health-orientated juice and smoothie 
stores. It sells fruit and vegetable juices, smoothies, muffins and 
yoghurt, which come with an added: “SUPER NUTRITIONAL 
SUPPLEMENT” of one of five specially formulated natural vitamin 
boosts. 

The culture of Boost is all about offering people who love life, 
great taste, and a great experience, and it’s about showing 
people that being healthy isn’t hard, it's a choice.

Janine Allis, the founder, established the first store in Adelaide in 
May 2002, having seen similar stores in California. After 
establishing the second company-owned location, issues of 
further expansion lay ahead.
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Using the rigour of the business plan and franchise program, a 
facility was established with a banker to supplement cash flow 
and allow for company-owned stores to be opened in parallel to 
a substantial expansion of franchised stores.

The Business

Boost Juice was established in only 2 locations in South 
Australia;
It had an opportunity for rapid growth to 200 stores across 
Australia;
Other competitors already in multiple locations;
Large food service businesses were developing new 
concepts to compete in this category;
Substantial capital was required to achieve growth 
objectives; and
The business was operated from a home office by the 
proprietor living in Melbourne.

The key challenges for Boost Juice were:

The Challenge

DC Strategy Consulting was engaged to develop a business plan
and strategy for growth. In considering the options for the 
growth of Boost, the key issues of capital and personnel for 
store operations became a live issue.

The strategic and business plans pointed to the development of 
a franchising program that involved a mix of both company- 
owned stores and franchised stores. A franchise strategy was 
developed and the financial, legal and administrative structure 
and franchise program to facilitate growth was formulated.

The Solution

Boost Juice is the market leader in the juice smoothie market 
in Australia.
Boost Juice is continuing its growth throughout Australia and 
is formulating international expansion strategies. 
The company has a mix of both franchised and company- 
owned stores, providing cash flow, profit and substantial 
growth in sales and store numbers. 
The value of Boost Juice Company has increased 
substantially on the back of this growth. 
The brand is highly visible and the options of build and hold, 
trade sale or I.P.O are all live.

Boost Juice now has a major network of company-owned and 
franchised stores spread across Adelaide, Brisbane, Canberra, 
Perth, Sydney and Melbourne. It is one of the fastest-growing 
companies in Australia.

The Outcomes

Click here to 
book a call

dcstrategy.com | 1300 682 657

Keen on being our next outcome? Talk to DC Strategy to 
see if your business can make the steps to global 
franchise status
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