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Introduction
In the fall of 2021, I got a phone call from a good friend, a well-known manager in the
Israeli business world. He said that a friend and business partner of his, Guy Yakar, is
visiting my city, Munich and that he thinks we should meet.
Guy and I had a great lunch in which he told me about the franchise he has built with
his own hands: Starting at the age of 21, Guy did not go to university or around the
world as many of his peers did; he started a Falafel shop, standing behind the counter
and developing to what may become the only premium falafel chain in the world.
Today, around 20 years later, Falafel Squared is a franchised business, with more
than 20 stores in Israel, its manufacturing and distribution plant for all of its materials,
making its hummus, falafel mix, and more. And Guy is now looking to his next step –
in Israel and beyond.
Once I told Guy about my work with different premium and luxury brands worldwide,
he just said: "I want that, too! "And that was the start of our fruitful cooperation.

Analysis, Strategy, Vision, and Values
How does one start such a journey, this time not with a large corporation but with
an owner-managed franchise? In the beginning, we defined the first steps to achieve
clarity on the business since it was (and isn't that so normal?) one mostly running on
its owner's talent, knowledge, and instinct.
In addition to three area managers that mostly controlled the quality of preparation
and hygiene, no service standard was ever developed. This led to the common
knowledge that some shops are excellent, whereas others are far behind.
So, the main question was to discover what challenges and strengths the chain has
to continue the work from there.

Survey and Mystery Shopping
We started by conducting large-scale and internet-based research on the brand's
perception and services. The survey was conducted in and around all cities in which
the chain had at least one shop. In addition, a few mystery shoppers were sent to
gather real experiences and filmed those with body cameras.
The results were quite discouraging for a chain with quality of service as its primary
goal. In addition, the things that were supposed to be reflected by different actions
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and offers of the company as vegan, gluten-free food, for example, were often not
known or seen by potential prospects.
In other words, the price premium that was already taken compared to a "mom's
and pop's" falafel shop could not always be reflected in the actual results.

Strategy and Vision
Once the survey results were in, we met for a strategy workshop. What was crucial
was that all employees of HQ were asked to take part in that day. As Kotter puts it
very nicely: a "sense of urgency" has to be established whenever a significant change
is about to happen. And if I may add, the more people involved, the better.
In addition, a few and selected franchise owners were also invited to participate in
the workshop, which started with a deep dive-dive into the numbers and results of
the survey that could have been better. The first part of the workshop ended with a
"contract" of all participants in which the urgency was again "signed," with the
following steps to be deducted after that.
In the second part of the workshop, we stayed with the company's senior
management. After the owner, Guy, told us some of his ideas from past and future
and what he wants the brand to become, we began building a joint vision for the
company.
It is essential here that everyone gets a voice and to be a part of choosing every single
word, and that can be achieved by a mix of different exercises – as individuals, in pairs,
and lastly, as a group to reach the shared vision, with which the workshop ended,
and we all went happily home:
… to gift everybody with tasty moments of happiness, over and over again

Values
A few weeks later, and after many ideas and discussions, the management team met
again. This time, we wanted to define the company's core values, on which we will
then base the experience we want to give our guests and partners in the future.
As the owner is still managing the company, it was an enjoyment to see how many
of his values were reflected in the company's DNA, and at the same time, so were
those of his management team.
We like to use the tree as a construct for budling team and company values based
on those of the individuals: Starting with the roots, we ask what things root you to
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the ground, the "basics" you need to survive. The trunk is about the things one needs
to grow and unfold their potential. Lastly, the crown is about "the next step" and how
you can contribute to the rest of the world.
We ended up with six core values in addition to the vision that we will later put into
use in the entire value chain and when communicating with all stakeholders of the
company – from investors to potential franchise takers and manufacturing
processes, but of course, most of all, the customer journey:
Fairness, Perfectionism, Enjoyment, Challenge, Experience, Being the Best

Building a Customer Journey
Now came the exciting and fun part. To address the weaknesses shown in the survey
while always keeping the company's newly developed vision in mind, we held our
next workshop in one of the most successful shops in the country.
This time, the team members included the owner and founder, his "second-incommand, "and most importantly, a selection of the most appreciated franchise
owners who also get the most positive feedback showed the best results in the
surveys we conducted, and also a healthy balance sheet.
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Choosing to hold the workshop in the shop allowed us to observe fundamental
interactions first while discussing everyone's 'secret sauce for success. A few things
were already done in one way or another. Yet, it was apparent immediately that a
consistent customer journey was one of the most significant issues the company is
facing as it grows so fast.
Again, since many things were already done, we needed to create a straightforward
approach that we could train, implement, and monitor while not costing more than
a few extra seconds of attention in a fast-paced environment. At this point, WE used
many examples of other premium brands and the way these use rituals and the five
human senses to create lasting and outstanding experiences.
We also knew that since the high turnover in the fast-food industry, these have to be
extremely easy to train; otherwise, no change will happen. Therefore, we limited the
number of potential rituals/ceremonies (I prefer the word ceremony to stress its
importance) to a maximum of five; otherwise, no one will remember and thus
implement them.
The essential things in a franchise have been left untouched: The preparation of the
dishes and cleanliness, just to mention the two most important ones, will always stay
at the core.
We ended off with the following five ceremonies that we also connected to the five
human senses:
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Ceremony
Warm Welcome

We will greet every customer entering the shop with a loud
"hello, friend."

Enjoy the wait

While waiting in line, we will offer everyone a fresh and hot
falafel ball.

Make it personal

We will ask every customer their name when finishing the
order, which we will use in any further interaction.

Handover
ceremony

We will serve the pita/box/bag by using both hands,
making eye contact, and wishing the customer "enjoy
"while also saying their name.

Warm farewell

At the end of their meal, we will offer all customers a small
Arabian coffee "on the house "while also using their name.

Senses
Sight

All locations, utensils, boxes, etc., have a premium look and
feel; fresh plants will be set on all tables, little humoristic
touches are added, cleanliness as a way of life.

Sound

A fresh and lively mixed soundtrack is played in all
locations. Warm Welcome ceremony and using names
both emphasize the welcome feeling.

Smell

We are still developing a branded smell, possibly that of
freshly baked pita bread. Meanwhile, we added local fresh
and local herbal plants to all tables – coriander, parsley, etc.,
and fresh coffee.

Touch

Premium boxes and cutlery for takeaway, and the
handover ceremony using two hands shortly 'connects' us
to the customer.

Taste

Taste is at the core here, which is encouraged throughout
the process by handing over a fresh ball and a premium
coffee on the house as a farewell.

6

After an intensive workshop, we decided what ceremonies we would like to use and
why. First and last impressions mainly were reinforced while creating a united
experience for all branches.
Of course, psychological concepts such as reciprocity are activated when getting a
fresh falafel ball "for free" before even ordering. Lastly, adding fresh coffee as a
standard shows the brand's commitment to the new journey (the shops get the
supply free of charge).
In addition, cross and upselling were added to the standard phraseology of the
brand, and the talking points were modified to include the five ceremonies. Now, we
just had to convince the entire chain of their importance.
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Townhall and Kickoff
Less than three months after the first meeting in Munich, all owners of the franchise
shops were invited to the biggest townhall ever conducted, a two-day event in which
we presented the new vision, values, and of course, the customer journey in addition
to a myriad of other strategic points relevant to the chain.
Reactions to the event were significant; the owners of the shops asked many
questions and were fully involved in what will happen next. They were given a few
weeks to bring the messages home before the implementation started. In addition
to it, regular mystery shopping will check the different aspects of the customer
experience for the first time in the company's history.
The town hall ended with a critical hallmark: all attendees personally signed the new
vision, which will, later on, be hanging in all locations throughout the country.
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Implementation
I am writing these words on my way back from Israel, after an intensive three days in
which we visited all shops in the country, gave them a personal training session in
how to utilize the customer journey in their location and a package including the
new vision that was signed by all, coffee, plants, and more.

Yet this is only the start, as the following weeks are crucial for the program's success.
Our target is to implement the process in this quarter to introduce a holistic program
for monitoring its success: In the next few weeks, every shop will get two mentors
from management that will support the rollout by visiting at least twice a week each.
Meanwhile, we will create a monitoring program based on mystery shopping results,
hygiene standards, and more.
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These were intensive and fascinating months, and now we need to keep at it to reach
the next level!

Guy Katz
February 2022
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