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SCALING BEYOND THREE LOCATIONS:

ADDRESSING FRANCHISE CHALLENGES
WITH SMART STRATEGIES

Let me introduce myself: I'm
Kristie Booker, founder of Imagine
Collective and an experienced
leader in helping food and
beverage brands grow from their
earliest days to thriving national
and international operations.

Working with some of Australia’s most
ambitizas brands has shown me that serving
up success in franchising akes more than
passion and a dash of good heck—it requires
robust systems, fresh thinking, and the righs
people arcund the fable. ['ve found that the
recipe for sustainable groweh 15 as much
about attention to detail as it 15 about wision,
and I've spent my career helping businesses

get the ingredients just right.

Expanding a franchise is no small task. Onee
businesses move past three locarions, the
complexities begin to accumulate mpidly.
From guiding young brands in their infancy
to supporting extablished groups as chey open
new venues around the world, my focus has
always been on giving businesses the strategy,
supprrt, and collaborative ETETRY needed to

succeed at every stage of growth.
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Collaboration sits at the core of everything
we do at Imagine Collective. | started

this company because | believe that great
brands are buile by brnging topether top
talent—founders, chefs, operations managers,
marketers, and sector experts—each
contributing their unique skills and creativity.
At Imagine Collective, we roll up our sleeves
and get involved—helping brands ackle real-
world challenges, streamline their day-to-day
operations, and put practical systems in place
that unlock growth and protect what makes

each business special.

Guiding Brands from First ldeas
to National Rollout

Whether you're an early-stage business
developing your Arst menu or an established
brand ready for national or international
expansion, we wark side by side with clienes
through every step. Whether early-stage
businesses are Ane-tuning thear Arst menu or
established brands are embarking on national
or internatisnal expansion, we work hand-
in-hand wath clients at every stage. Whether
you're launching a new concept, rehining
your operations, of looking te grow inte new
markets, Imagine Collective exists to give you
the teols, support, and strategy vou need to
thrive—without losing sight of your brand's
heart.

Key Challenges for QSR
Franchises (and How We Tackle

Them)
Working with Q5K bustnesses across

Auvstralia, we consstently see a familiar see

of hurdles that can threaten growth and

probeability:

* Rising Labour Costs: Ineflcient rostering
and unclear team structures lead to bloated

wage Bnills.
* COGS Blowouts: Weak supplier deals,
and a lack of tight SKU control push up

food costs.
* Dperational Wastager Inconsistent
prep systems and [pmirr Fu-rcr.'uﬁnt; Cause

UnOSCeEssary washe.

* Confusing P8 Lsr Many brands encownter
scaling roadblocks at site 3, are 10, or site
20, and serugple to understand why probis

aren’t Lncreasing.

* Risky Site Selection: Too many
companies rely on gut feel, not dat, when
choosing their next location—resulting in

costly mistakes.

At Imagine Collective, we roll up our sleeves
and wark ulung::ﬂu brands to tackle the
challenges they face head-on. Orur whole
beam pl.'||.|.': 1'2ij.'[]1.1.‘[, i'if_uri.nf_ oart the best
systems and operations te implement,
reviewing data to suppoert smart dedson-
making. Or even implementing new ways to
collect information o drive further growth.
With a practical, en-hand appreach, our
clients love working with s, By leveraging
the support, they need o excel in their

business growth.

Our Holistic Approach:
Everything Under One Roof

We partner with ambitious brands 1o offer

hands-on support and pracical solutions that

boost eperational excellence and strengthen

vour brand from the inside out. Here's how

we o it

* YWenue Consaltings We overhaul back-of-
house and front-of-house systemas, redesign
roles, and streamline workflows for

consistency and efhicdency.

* Brand Representation: We proudly share
your story with key partners and awdiences,
ensuring your brand stays authentic even as
YOLL o,

* Product Soarcing: We help build and
renegatiate panery lises, manage SKUs, and
nureure sugplier relationships for betver
costs and fresher offerimgs.

From initial strategy to natienal rollout, we're

standing hom aleogide you—puiding each

step with practical, commercial insaght.

Data, Technology & Contractor
Negotiations

Today's mose successful QSR brands rely on
hard data, net hunches. Embracing digieal



POS systems like Square equips our clients
with real-time insights about peak sales
periods, enabling them o roster accurately
and avoad shartages dunng data-proven
rushes, Our labouwr reviews often reveal
epportunities to trim wage costs by up to

L 5%—wath zero dip in customer experience.

We also prepare you for coneractor
negotiations and tender processes—breaking
down expenses, benchmarking quality, and
arming you with the facts you need—ne
maore being blindsided by hidden costs or

subpar service contracts.

Smarter Store Placement and
Franchise-Ready Systems

Site selection is both an are and a science, "We
wse data-backed market mapping, foot trafhe
analysis, and demographic insights o inform
every placement—{rem Olympac precincts in
Brishane to bustling city centres or promising
suburban opportunities. Ag you d.r."\.-n."_up your
growth strategy, we assist in building the
tranchise infraseructure {manuals, training,
systems) ilored to your ideal model

whether company-owned, franchise, license,

ar hybrid.

Menu Engineering &
Commercial Strategy
Menu development o't just about taste—it's

abour deliverabilivy, cost, and performance.

We parener with brands o re-engineer menus
for ease of execution, negetizte smarter with
suppliers, streamline preg, and wentify high-

margin stars that boost yeur bottom line.

Sustainability: From Trend to
Table Stakes

Modern consumers and stakeholders expect
brands to take sustainability seriously. We
guide companies through ransitioning from
surface-level eco gestures to mewningful,
aperationally-integrated sustainability
programs. From reducing energy wie and
waste to setting Lu_7r|:-|:||.'r and menu standards,
our framewarks set (5Rs up to meet 2030

goals and future-proof their reputation.

The Dream Team: Joel and

Matt's Impact

Imagine Collective's strengrh comes from

dedicated QSR experts ypou'd wsually only

find in top executive roles. Joel and Matt are
seasoned leaders with deep roots in the quick-

SECVICE restaurant sector:

* Joel Chrystal [(Culimary o Hospializy
Iemovation): With decader of hands-on
QSR experience, Joel is a systems thinker
whose talent for menu enginesring and
streamlined back-of-howse operations
consistently elevates speed. quality, and
cost control. He's renowned for aligning

menu development with operational

Fhoba by Debiciais!

realaties, ENEUCINE EVEry new u:li.:ri:ul; ]
both delicious and executable at scale.

* Matt Conroy ((Opersiions d‘s'.'l_.rr..'r:x;r]:
Blatt has a reputation for furning around
underpedorming QSR venues and building
high-performing reams. His background
spans compliance, profitabilicy, and
developing rock-selid systems that
withstand the priessures |.'-|'|.'.1|.1id. Er-:rwlh
and mule-ste managemene. Mart's
serategic, people-fiest style drives lasting
improvements in culture and performance

across entire nf.'lwur:-:x.

Together, Joel and Mait secve as your "plug-
" (ISR operations team—delivering proven
expertise without the commitment of full-
time hires and giving your brand an edge in

R :ncrcu.un;ly l'.'l:E'I:IIPI.'I::II:L'u'I\.' I'I'.il:l'"i.l.'[.

Success Stories: Results that
Matter

While muost of Imagine Collective’s clients
prefer to remain anonymous—something we
fully respect and protect wach strice WDAs
we're still able to share some haghlights

of what we've achieved together. This
commitment to privacy allows us o work
quietly and efectively behind the scenes,
focusing on meaningful results rather than
publicizy, and fostering the trust owr clients

COMLIE g,
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* Dhevelop franchise-ready S0Ps for
nationwiade rollouts.

* Reseructure kitchen ops, cut wage costs,
and enhance service speed.

* Rebuild supply chains and negotiate better
deals, saving hundreds of thousands every

YEELL.

* Guide eardy-stage brands from single-site
lavnches to muli-siee stability.

* Support Olympic-focused placement
strategies and 1.5, market entries,
including major jutce and smoathie QSR

launches.

Global Growth Expertise
Imagine Collective is equipped s support
brands looking to expand into the U5, and
internatisnal markers, Our experience goes
beyond lecal growth—uwe've guided dienes
through the complex challenges of overseas
expansien, from building desailed operating
manuzls to managing supplier relationships
and rull:ni'_ out fraining programs tailored
for new regions. This ensures that no matter
the location, brands can deliver a conststent,
high-quality customer experience. With a
proven recard in navigating market entry
stratepies and operatirnal rollours abroad,
we're ready to help your brand succeed on a

global stapge.

Barrowed Expertise When You
Need It Most

You don't always need a long-term exec
to unlock growth, Our "borrow the ops
manager” service parachutes in the skills
required—From menu eroubleshowsting

tor ragid tratning, everseeing launches,

and untangling challenging systems—szo
founders and operators can keep their eye on

the strategy, not get bured in the weeds.

A Final Helping of Parting
Wisdom
The QSR industry

hospitality world

and the wader
are now shaped by global
trends that move Fasgter than ever before,
brimging fresh opportunities but also new
challenges that demand a nimble, thoughtful
response. Helping brands adapt and rse
above these shifts is my job and one of my

greatest jovs, but here's what really matters:

At the heart of food and hospitality is
connection. Peaple drive this indusiry,
and every menu, every meal, 15 a chance

tor spark jov, build memaries, and create

mements that keep customers coming
back. Your impact goes far beyond a greas
P&L or pectect kitchen systems; it's in the
satisfaction of your team, the smiles across
the counter, and the sense of belonging you

foster with each bite served.

If you take away one ching from this, lee it
be this: scaling a food brand wn'e juse about
rapid growth or histing bigger numbers.

It's about building something meaningful,
memorable, and lasting—crafting
ERpRErienees that matter to customers, teams,

and communities. That's what makes this

Phivte by Delidoas!

work impartant, and that's what makes n
worth d.l:!'ill.i'_.

Are you an Anssie franchise owner ready
o give your business a boose? Borrow
some of the best operations managers in
the market and instantly level up your
systems, team cultare, and profits—
without the commitment of a full-time
hire. Visit www.imaginecolleceive.

net to see how Imagine Collective can
help you scale smarter, faster, and more

sustainably.



