FRANCHISE CHIEF OPERATING OFFICER (COO)
EXECUTIVE INTERVIEW QUESTIONS

Finding the right person to step into operational leadership is one of the most consequential decisions you'll make as a founder.
The wrong hire sets your business back. The right one unlocks the next chapter for the company and for you.

EXECUTIVE INTERVIEW QUESTIONS

This structure is designed to assess not only whether a candidate has held a senior
franchising title, but whether they have personally driven the operational, economic, and
organizational changes required to scale a franchise system while strengthening both
franchisee and franchisor performance. Use the boxes below to jot down notes and
reprint this section for future interviews.

Franchise Growth Experience

Tell us the story of the franchise system you helped scale. Where did it begin, and where did it
end during your tenure?

What were the three biggest changes that enabled accelerated growth?

What prevented growth before those changes?

Franchisee Selection

How did you redefine your ideal franchisee profile?
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What characteristics became predictors of top-performing franchisees?

What candidate profiles did you intentionally stop awarding franchises to?

How did you improve franchisee validation?

What percentage of candidates did you decline, and why?

Unit Ramp

Walk us through your first 180-day operating playbook for a new franchisee.

What determines whether a franchisee becomes a top performer versus an average performer?

How quickly were new franchisees expected to reach breakeven?

What interventions were most effective when a franchisee fell behind plan?
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Growing AUV

Describe a specific initiative that materially increased Average Unit Volume across the system.

What operational levers produced the greatest revenue gains?

How did marketing, operations, sales, pricing, and technology work together?

Which initiatives failed, and what did you learn?

Improving Unit Economics

What operational metrics did you monitor every week?

Which KPIs were most predictive of franchisee profitability?

Describe the largest improvement you achieved in franchisee EBITDA.

How did you balance top-line growth with margin expansion?

©2026 Legacy Empowerment Partners. Authorized use only. No reproduction or group use without permission.



Field Operations

What did your field coaching model look like?

How frequently did Business Coaches engage franchisees?

How did you identify underperforming franchisees before financial results deteriorated?

What tools produced the greatest operational improvements?

Leadership

Describe a major organizational redesign you led.

How did you gain franchisee buy-in for difficult operational changes?

Describe a decision you made that was unpopular but proved to be the right one.

How do you build accountability across a franchise organization?
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Executive Thinking
If you joined us tomorrow, what would be the first 90-day diagnostic you would conduct?

What information would you request during your first week?

What operational metrics would appear on your executive dashboard?

What would concern you most if AUV had remained flat for three years?

Strategy

Imagine you inherit a 100-unit franchise system averaging $400,000 in AUV. You are asked to
reach 250 units while increasing AUV to SIM. Walk us through your strategic roadmap over the
next three years. What would you prioritize first, what sequence of initiatives would you follow,
and what measurable milestones would you expect to achieve each year?

Board-Level Discussion
What do you believe creates the franchise flywheel that simultaneously increases franchisee
profitability, franchisor royalties, franchisee validation, and franchise development growth?

Looking back over your career, what are the two or three decisions that had the greatest long-
term impact on franchise system performance, and how would those lessons shape your
approach here?

©2026 Legacy Empowerment Partners. Authorized use only. No reproduction or group use without permission.





