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MENTOR PROGRAM

INTRODUCTION

The Mentor Program is not new.  It has been used successfully to help build some of the more successful franchise organizations.  This program takes the best of a tested program, and then tailors it to the specialized characteristics of Mr. Rooter Plumbing franchises.  It will help inspire franchisees with the vision of what the business can become.  It also provides them with specific and practical operating strategies to help them reach a rewarding level of business. 

Many franchisees that have reached strong levels of expertise in certain areas see what the franchise system has done for them and are ready to add value to the Mr. Rooter franchise network.  Rather than just standing by and watching, they want to positively impact others.  They want to do their share in “adding value”, which will help add to the value of everyone’s investment.  As the late Don Dwyer so well lived and taught: “The more you give, the more you get!” 

Who Should Go on a MENTOR VISIT?

The obvious answer is anyone who would gain benefit from a visit.  Some good candidates would be, a franchisee who:

· A new Mr. Rooter franchise

· Has completed a tough first year

· Is finding it hard to get off the truck

· Is dependent upon yellow pages, and is finding it difficult to expand his customer base for growth

· Has plenty of calls, but has far too much turnover, or cannot locate and train good frontline personnel

· Has no trouble getting the phone to ring, has good and reliable frontline people, but needs help with the office quagmire.

· Needs coaching in team building and what it can produce

· Has 5 or 6 trucks, and needs help with developing people and systems to reach the next level

· Has been in crisis management for so long that he has lost the vision

· Is in a turnaround situation and would be encouraged by visiting someone who has been in a similar situation

· Only recently has decided to embrace and teach the WHOLE System, and needs to renew lost zeal

MENTOR FRANCHISEES

Mentor Franchisees are selected from among those who 1) are leaders by example in following the system and operating their business, 2) have displayed exceptional skills in one or more areas of operating a franchise, and 3) who make themselves available.

Mentor Franchisees who have met the minimum qualifications are known as Mentor Advisers.

When a Mentor Franchisee has successfully served as a Mentor to 4 or more franchisees, continuously meets the qualifications each year, and continues to successfully mentor at least one franchisee per year will be known as a Mentor Ambassador.
When a Mentor Franchisee has successfully served as a Mentor to 10 or more franchisees, continuously meets the qualifications each year, and continues to successfully mentor at least one franchisee per year will be known as a Mentor Master.  

How does the program benefit the Mentor Franchisee?
The Mentors whom we have worked with have been extremely flattered that other franchisees want to visit them.  After the Mentor has his first visiting franchisee, he realizes the franchisee has the same problems as everyone else.  It becomes a very eye opening experience and the ideas that are passed on to the visitor are equally passed to the Mentor franchisee.  As his teaching and quality of coaching improves, he gets that much better himself.  Everyone benefits!

It also gives the Mentor the chance to show off something he is proud of.  It is similar to showing off a new baby, a new car, a new house, a special painting, etc.  It is the ability to share something with a peer who can appreciate the accomplishments, which makes the program special.

In the continuing effort to enhance the business growth and systems quality of our franchise family, Mr. Rooter Corporation will from time to time select franchisees from among Mentor Franchisees to assist in various projects that lend to their particular expertise.  Many find it very fulfilling to in this way “put brushstrokes on the canvas” of Mr. Rooter Plumbing’s future.

Are “Top Guns” Automatically Mentors?

    No!  However, it is hoped that as many as possible will qualify to be Mentor Franchisees.  But to be a Mentor you must be a Top Gun.  Being a Mentor has very little to do with volume.  However, solid profitability and market penetration are included in the qualification criteria, as you will note in the following section. 

QUALIFICATIONS  

Each year, the Mr. Rooter WHQ Staff will review candidates recommended for consideration as a Mentor Franchisee, as well as all those who currently are Mentors.  A Mentor Evaluation Report will be completed and will go the Franchisee Master File.  Each of these reports will be compiled along with statistical and qualitative information, and summarized on this Mentor Evaluation Report.  This will be measured against established standards and discussed.  Those who qualify and are recommended as Mentor Franchisees will receive written notification of their status from WHQ. 

If a franchisee would like to know what it takes to qualify, their REGIONAL DIRECTOR / FSM will be happy to point out to them specific deficiencies, and just what it will take to bring them up to standard. 

Criteria

1. Been a Mr. Rooter franchisee for more than two (2) years.

2. Should be a Mr. Rooter Top Gun.

3. Follows the Mr. Rooter System as defined in the Manuals and other interpretive or supplemental training / procedural media.

4. Has a level of profits that is exemplary, when considering the stage of business growth and equipment investment.

5. Attends Reunions, Conferences, Regional Meetings and other opportunities and is supportive of Mr. Rooter and the System.

6. Has exemplary customer relations, with an expanding referral base, few complaints, and with unhappy customers handled quickly and appropriately.

7. Market penetration of the franchise area is exemplary, considering the level of growth and maturity in the Mr. Rooter network.

8. Key Functional Indicators are exemplary, considering their franchise’s maturity, indicating good training of the System, operational efficiencies and quality Frontline development.

9. They are viewed by fellow franchisees as good examples, with demonstrated leadership including following the Code of Values.

10. They have a balanced “wheel of life”, with a clear Vision and Mission that would be inspirational to other franchisees. 

11. The appearance & organization of their offices, the trucks and the grooming of their service technicians is impeccable.

12. Follows exemplary employment practices and is a successful team builder as seen by the spirit displayed by franchise team associates.

13. Is known as one who shares ideas and networks with other franchisees in the system.  Innovative.

14. Is available.  A franchisee may make himself unavailable by not being exemplary in the payment of franchise fees, taxes, and /or vendors.  Or a franchisee may choose not to participate

How long should a Mentor visit last?

Visits should be set up on a weekday.  The day of the week will depend on the Mentor.  Certain days will be considered off limits.  The visit should begin at eight in the morning and end by about two o’clock in the afternoon.  A typical day will go as follows:

Mentor Franchisee greets the visiting franchisee.  The visiting franchisee observes the starting of the day, how the office flows, sending technicians out for the day, how people answer the phone, etc.  As soon as the Mentor franchisee is available, the two will work through the agenda from 9:30 to twelve noon.  Usually, they will have lunch together and review the morning activities.  After lunch, from about one to two, they will wrap up the visit.  

This schedule has proven ideal because it doesn’t take a lot of anyone’s day and the visiting franchisee can return home that evening.  Please bring a notepad for use during the visit.  

REGIONAL DIRECTOR / FSM’s Steps to Setting Up the Mentor Visit:
Step #1:
Introduction to Mentor visit: After a franchisee has requested to go on a Mentor Visit, the REGIONAL DIRECTOR / FSM needs to review the Mentor Visit process with the franchisee to make clear who is accountable for each activity and why.

Step #2 
Setting the Appointment: Get two dates from the visiting franchisee.  Ask him to get his calendar while you are on the phone, if necessary, and set a date.  After you get the two dates, call the Mentor Franchisee and determine which one is best for him.

Step #3:
Confirming Appointment: After approval from the Mentor, call the visiting franchisee and confirm the dates.

Step #4:
Written Confirmation: Once you have confirmed the date, FAX or E-mail a copy of the Mentor visit module (Pre- and Post-Visit Questionnaires) to the visiting franchisee.

Step #5:
Review the Mentor Pre-Visit Questionnaire: With the visiting franchisee, use the Pre-visit questionnaire to review his pressing problems, his vision, what he wants to get out of the visit and what obstacles are in the way.  This will help clarify the specific agenda for the visit.  The most important question to ask the franchisee is, “What does he want to accomplish by visiting this franchisee?”  Answer any questions he may have and then leave him to do the work.  Our experience has shown that the franchisees will take the time to complete this form.  The REGIONAL DIRECTOR / FSM may have to remind the visiting franchisee to complete and return the form one week prior to the visit.

Step #6:
Pre-Visit Form to Mentor: Upon receiving the completed Pre-Visit form, immediately send or FAX a copy to the Mentor along with a copy of the Mentor Feedback Questionnaire.

Step #7:
This is then followed by a phone call to the Mentor franchisee to review specifically what the Visiting franchisee wants to accomplish by his visit.  At this time, review the Mentor Feedback Questionnaire with the Mentor Franchisee.

Step #8:
Second Confirming Phone Call: Two days before the visit, make a courtesy call to both franchisees, Visiting and Mentor, to confirm that everything is still on schedule.

Step #9:
Reviewing the Mentor Feedback Questionnaire form with the Mentor franchisee: This should be done over the phone within 48 hours of the visit.  The feedback you receive is usually very direct and extremely valuable for the continued growth of the Visiting franchisee.

Hand written Thank you note to Mentor: This is a very important step that must never be missed.

Step # 10:
Post-Visit Questionnaire review: Once the Post-Visit questionnaire is completed and received by the REGIONAL DIRECTOR / FSM, review it with the visiting franchisee.  One of the assets of the program is that you are no longer the person saying what has to be done.  The franchisee is more likely to listen to the suggestions of a peer and relate the situation to his business.  The REGIONAL DIRECTOR / FSM’s role will now move from giving advice to more of a coach offering feedback.

Step #11:
During your review of the Franchisee’s Post Visit, it is important to cover each question with him:

What did he learn?  How did it benefit him?

What are the most pressing problems he will face?

What systems should he put in place?

How will he track his results?  What are his target dates for completion?

How can his REGIONAL DIRECTOR / FSM best benefit him at this time?

The comments received regarding question #5 are surprising.  For examples: franchisee’s replies have stated:  “push me, push me, bug me to do what I need to do, kick me, call me.”  What you will find is that the franchisees are asking for help.  Not someone who will do it for them, rather someone that can coach them, tracks their results and offer feedback.

Step #12:
Testimonial Letters: The last piece added to the program was the soliciting of testimonial letters from the Visiting franchisee.  When the letters are received in Waco, a copy is immediately forwarded to the Mentor franchisee.  These letters will prove invaluable in the future as they help the REGIONAL DIRECTOR / FSM coach the franchisee.

Step #13:
The Follow-up: This step is the most critical because it will determine how effective the visit was.  If this step is not performed, then a lot of the effort will be wasted.  The REGIONAL DIRECTOR / FSM and the Visiting franchisee need to develop a plan for implementing new systems and tracking desired results.  The key to this step is to begin within one week of the visit and then, have weekly follow-ups for the next 90 days by phone.  Use the forms in the back of this program to help manage the process.  In review, this may seem like a lot of steps to follow but they work.
Explanation of Form:
Mentor Visit Tracking Form: This form is simply used to track the date a franchisee is to make a Mentor visit and when the Mentor visit has been completed.  On the form, list the Visiting franchisee's name and put an (x) mark on the date that the visit is scheduled.  Once the visit is completed circle the. .  It is helpful to review this form every week so you will not miss a scheduled visit.  You will find the tracking form most useful in keeping you organized when you have five to ten visits scheduled in one month.
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