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FRANCHISOR PLAYBOOK

The Franchisor’s Al
Readiness Playbook

You’'ve got your readiness score. This is what to do with it — a
franchisor-specific path from “we should probably look at Al” to a
funded pilot that pays for itself, mapped to the ten areas the
assessment measured.
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START HERE

Al rewards systems, not silos

In a franchise, the brands that win with Al aren’t the ones that buy the flashiest
tool — they’re the ones whose network is already standardized, connected, and
visible from HQ. Al runs on data and repeatable process; where units operate as
islands, even a great model has nothing clean to learn from. That’s why your
readiness score matters more than any single piece of software: it tells you
whether to spend the next quarter building foundations or launching pilots.

The rule of thumb: fix the lowest-scoring areas first, then pursue the
highest-ROI use case you can support today. The rest of this playbook shows

you how — by tier, by area, and as a 90-day plan.

Your four readiness tiers — and the one priority for each

TH

@ AI Bystander 0-9

Foundations aren’t in place yet. Al would have little
clean data or process to work with.

PRIORITY
Get network-wide visibility and document your core
processes before buying any tool.

@ AI Builder 18-24

Your data and systems are connected enough to act
on.

PRIORITY
Run one high-ROI pilot with a clear metric — prove
value fast, then sequence the next.

E 10 AREAS

Your first move in each

Find your two or three lowest scores from the assessment and start there. Each

first move is small enough to begin this quarter.

01

02

Network data

@ AI Curious 10-17

Real building blocks exist, but they’'re uneven across
the network.

PRIORITY
Standardize and connect your systems so a first pilot
has clean inputs, not gaps to fight.

® AI Leader 25-30

Strong across the board. The question is how far, not
whether.

PRIORITY
Scale proven use cases network-wide and tighten
governance as you go.

First move: Stand up one dashboard that pulls unit-level KPIs into a single view — even weekly, even
partial. Good looks like: standardized data flowing from every unit in near real time.

Standardized ops

First move: Document your top five processes and lock a single current version of the ops manual. Good
looks like: processes documented, standardized, and digitized end to end.
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Franchise development

First move: Put every franchise candidate into one CRM and define your pipeline stages. Good looks
like: a data-driven pipeline with lead scoring and automated nurture.

Local marketing

First move: Centralize brand-approved assets and templates in one place every owner can pull from.
Good looks like: personalized, data-driven local marketing across all units.

Tech stack

First move: Map your systems and integrate the two most painful manual bridges first. Good looks like:
a unified, APl-connected stack you can plug Al into.

Field support

First move: Define a few leading indicators and set alerts when a unit dips below benchmark. Good looks
like: predictive analytics that flag at-risk units early.

Leadership & strategy

First move: Name an executive sponsor and put a one-page Al roadmap on the next leadership agenda.
Good looks like: Al in the strategic plan with an owner, roadmap, and budget.

Talent & skills

First move: Identify one internal owner or a vetted partner to run your first pilot. Good looks like:
dedicated data/Al capability, in-house or through a trusted partner.

Brand governance

First move: Write a one-page Al & data-use policy covering brand voice, privacy, and franchisee use.
Good looks like: clear governance across the whole network.

Investment appetite

First move: Earmark a small pilot budget tied to a single, measurable success metric. Good looks like:
funded, actively running pilots.

WHERE THE ROI IS
Three high-ROI use cases for franchisors

Once your foundations hold, these three deliver the fastest, most defensible return

in

a franchise model — because they use data you already collect and scale across

every unit.

[

1. Franchise-development lead scoring

Score inbound franchise candidates by fit and likelihood to close, so your development team spends its
time on the best prospects and the rest get automated, on-brand nurture.

wHY IT wiNs Directly grows unit count and uses the pipeline data you already have.



2. At-risk unit detection

Models on unit-level KPIs surface locations trending toward trouble weeks earlier than a human would spot
them, so field coaches can intervene before revenue — and royalties — slip.

wHY IT wINs Protects revenue and brand while scaling your field-support team’s reach.

3. Local marketing personalization

Generate and target localized campaigns per unit at scale from central, brand-approved templates plus
local data — lifting unit revenue without adding to owners’ workload.

wHY IT wINS Raises same-unit sales network-wide while keeping the brand consistent.

Your first 90 days

Adapt the depth to your tier, but keep the sequence: see clearly, prove it small,
then decide and scale.

Days 1-30 Centralize your unit-level data into one view. Pick the single highest-value use case tied to

SEE CLEARLY

your lowest score. Name an executive sponsor and a pilot owner, and draft your one-page Al &
data-use policy. Deliverable: a shared dashboard and a one-page pilot brief with a success

metric.
Days 31-60 Run one contained pilot on that use case — a few units or one funnel, not the whole network.
PROVE IT Keep a human in the loop on every Al output. Document what works, what breaks, and what
surprises you. Deliverable: pilot results measured against the metric you set.
Days 61-90 Review results honestly — kill it or scale it. If it's working, write the rollout and governance

DECIDE & SCALE

plan for the network and brief your franchisees on what’s changing and why. Deliverable: a
go/no-go decision and, if go, a network rollout plan.

Five ways franchisors stall — and how to avoid them

X

X

Boiling the ocean. Pick one use case; ignore the other nine until it works.

Skipping franchisee buy-in. Owners adopt what helps them; involve them early, frame it as unit-level
revenue.

No governance. Set brand, privacy, and data-use guardrails before you scale, not after an incident.
No owner. A pilot without a named owner quietly dies; assign one person accountable for the metric.

Vanity metrics. Tie the pilot to revenue, close rate, or retention — not clicks or “time saved.”



Want a hand turning this into a plan?

Franchise Buddy helps franchisors go from readiness score to running pilot
— the strategy, the tooling, and the franchisee rollout. Book a readiness
call and we’ll map your first 90 days to your specific score.

Book a readiness call -

franchisebuddy.dev - or just reply to the email that sent you this playbook.
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