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CRUISING EAST ON PIEDMONT ROAD in Marietta, Georgia, drivers often find
themselves stopped at a red light at Sandy Plains Road. From there, they can see Operator Scott
Reed’s Restaurant, which is known across town for its immaculate exterior and manicured land-
scaping. Inspired by well-groomed terrain at The Ritz-Carlton and Disney World, Reed’s scenery
includes a tan exterior behind a small expanse of green grass, red rose bushes, hearty sweet potato
vines and elegant crape myrtle trees.

Reed’s greenery offers passers-by more than just an
excellent view—it offers them a spectacular first impression.
“I want the exterior of the Restaurant to look excellent so that
customers will drive by and say, ‘Wow, anybody who’s that
particular on the outside has got to be particular on the
inside, as well,’” Reed says. 

If it looks good, so the saying goes, it must taste good, too.
A restaurant’s exterior is a visual welcome where first
impressions can be the deciding factor to choose one
restaurant over another. 

Five tips to engage your customers 
from the outside in.

At
Glance

Scott ReedÕs Store
is known for its
clean envir onmen t . 
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Go for Curb Appeal.
Beyond rousing an appetite for great-tasting food, great first
impressions entice new customers and build customers’
confidence in Chick-fil-A. “For most people, we’re their
Chick-fil-A,” Reed says. “We’re where they live. When they give
directions to their house, they say, ‘You go by the Chick-fil-A
on Sandy Plains, and you turn right.’ I really want to represent
the community well.”

To impress his customers, Reed and his team members do
more than plant flowers. They sweep the parking lot, pick trash
out of the bushes and collect cigarette butts from the gutters.
Reed himself can even be found outside on the street, scouring
the outer curb. “We can’t afford a street sweeper, but we can put
a pan and a broom out there,” he says. “I want the outside to
match the inside.”

Russ Voor, a multi-Unit Operator of an FSU in Oldsmar,
Florida, and a Drive-Thru Only in Clearwater, Florida, feels the
same way. He strives to keep his 6-year-old Restaurant in mint
condition, inside and out. “We want the Restaurant to look the
same as it was the day it was built,” Voor says. To maintain that
unique, fresh appearance, Voor has the Restaurant exterior
cleaned and landscaping groomed every weekend. He even has
the building façade pressure washed so it retains its bright-white

finish. “A lot of people compliment us on how clean the
Restaurant is outside,” he says. “It separates us from our
competitors.” 

Leverage the Str engths of Your Unique
Envir onmen t .
Having a clean exterior is even more important at Voor’s DTO.
That’s because he doesn’t have a dining room there with which
to “wow” his customers; rather he has a parking lot and an open-
air patio. “Basically, a customer is driving into our dining room,”
Voor says. He keeps his parking lot and patio clean and
garbage-free, just like he does in the dining room at his FSU.
He sweeps often, wipes down the tables and umbrellas and
regularly pressure washes the pavement. 

If clean concrete doesn’t impress drive-thru customers, how-
ever, Voor makes sure that Operational Excellence does. “Speed
of service is big at the drive-thru,” he says, pointing out that
DTO Operators have an opportunity to impress customers
behind the wheel. “If they want cream in their coffee, we do
that for them because they have to keep both hands on the
wheel when they’re driving.”

Like Voor, Mall Operator Candy Hughes of Westminster,
Maryland, knows how to turn a unique environment into an
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opportunity. After all, she has neither a lawn nor a parking lot
with which to make a first impression on her customers. In fact,
her Restaurant is not located in the food court, which many mall
restaurants rely on for customer traffic. What Hughes does have,
is a dining room that she’s worked hard to keep in tip-top shape
for hungry families. “The dining room is really cheerful,” she
says. “It’s the first thing that people see when they walk by.” 

What they do see, is a dining room that’s always immaculate,

as Hughes has her team wiping down tables every 15 minutes
and cleaning the bathrooms every half hour. At least once a day,
she also has team members scrubbing the dining room walls and
mopping the floors.

Hughes’ dining room isn’t just clean. It’s also clutter-free so
that there’s plenty of room for strollers and shopping bags to the
relief of parents who often struggle to weave their way through
a crowded food court. Hughes’ Restaurant leaves a powerful and
persuasive impression on customers who walk by it on their way
to that food court—and inevitably circle
back a few minutes later for a bite to eat.

Know That Cleanline ss 
Is EveryoneÕs Job. 
Of course, once customers are inside the
Restaurant, you must continue to impress
to keep them coming back. The easiest
way to do that is to keep your mop and
broom busy, says Barbara Croll,
Operator of a Mall Unit in Wilmington,
North Carolina. “When customers first
come in, they’re looking at the
cleanliness of the Restaurant,” she says.

Croll’s team is focused on cleaning,
scrubbing, sweeping and wiping, not
only in her Restaurant, but also
throughout the adjacent food court and
the rest of the mall. “We’re all good
stewards of keeping the mall clean,”

Croll says. “I tell my team members, ‘I don’t care where you’re
at; if you see something on the floor, pick it up.’” Everyone is
recruited into the effort to make the environment shine.

Let Cleanline ss Set the Table for Servic e.
These Operators agree that a clean, well-tended environment
is crucial when setting the table for 2nd Mile Service.
Constantine Zouboukos, a multi-Unit Operator of FSUs in

Alabaster and Pelham, Alabama, points out that Operators
have two key opportunities to make a good first impression
on their customers. Although he ensures that he “wows” them
with an attractive exterior and interior, he holds that an equal-
ly important place to communicate Operational Excellence at
first glance is on team members’ faces. In his view, a clean
environment is the ultimate setting for 2nd Mile Service.
“We’re making real Emotional Connections with our cus-
tomers,” he says. “We pretty much convert customers into

When customers f i rst  come in, theyÕre looking
at  the cleanl iness of  the Restaurant . 

Ñ Barbara Croll ÕÕÔÔ



friends and family, and they’re coming in almost every day
because of the atmosphere.”  

Such loyalty grows from a positive first impression during
every visit. “I don’t want the first thing out of an employee’s
mouth to be the customer’s total,” Reed says. “It should be,
‘Good morning. Good afternoon. Good evening.’ People appre-
ciate that.”

Remember the Handshake of the Host . 
In a mall environment, first impressions hinge on service, as
well as surroundings. That’s why Hughes hired her 75-year-
old father to be her dining room host. “He’s super outgoing,”
she says. “People love him. They come in just to see him.” A
host or a hostess can be an invaluable member of a Mall’s
team because he or she is on the front line of 2nd Mile

Service, charged with giving customers an outstanding 
first impression with warm greetings and attentive service,
Hughes explains.

“My dining room hostess is the first person that the customer
sees or meets,” Croll says. “She greets the customer before they
even make it to the counter.”

The best hosts and hostesses are people who know your
Restaurant inside and out, Hughes says. They must be friendly,
outgoing and personable. They provide a special energy as hosts
and hostesses, and do more than say, “Welcome.” They must
bounce about the dining room to check on customers, answer
questions about the menu, clean tables, carry trays and 
refresh beverages.

“You need to take your service to the customer,” Croll says.
“It’s very important that your host knows how to do that.” OE
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Last January, the Wal-Mart near Ken MasseyÕs South

Mopac at US Hwy 290 West FSU closed for remodel-

ing. The retailerÕs automotive center located behind

MasseyÕs Restaurant also closed. The Operator from

Austin, Texas, faced a potential roadblock, both oper-

ationally and logistically. ÒRather than have a big

parking lot where cars can make a circle around the

Store, drive-thru customers were squeezed to a

small, one-way street,Ó Massey says. ÒCustomers lost

mobilit y around the Store.Ó 

Massey was quick to adjust to the situation and

more than made up for the loss in drive-by traffic by

implementing Face-to-Face Ordering. The strategy

enabled team members outside to facilit ate the flow

of traffic for drive-thru customers, as well as relieve

any congestion that might have interfered with 

parking for dine-in customers. ÒIf we werenÕt running

Face-to-Face Ordering, it would pose a signif icant 

dif ficulty for drive-thru customers,Ó he says.

Customers are appreciat ing MasseyÕs investment

in providing increased accessibility, not  to ment ion

2nd Mile Service, at  the drive-thru. Not  only does

Face-to-Face Ordering give his team more t ime to

prepare the orders because orders are taken earlier

in the queue, but  it  also improves accuracy. ÒIf

thereÕs confusion and youÕre talking into a speaker

box, itÕs easy not  to hear the order clearly,Ó Massey

says. ÒHi-C might  sound like iced tea.Ó 

Face-to-Face Ordering also creates opportunities

for suggestive selling. ÒIf customers are ordering a

combo, and theyÕre not really sure what they want,

team members can help them by showing them pic-

tures on a handout menu,Ó Massey says. 

Now, MasseyÕs Store serves up to 146 cars from

noon to 1:00 p.m., averaging between $900 and

$1,000 in sales using the face-to-face service. Once

the Wal-Mart reopens as a Super Wal-Mart, his team

will be prepared for the new traffic. ÒItÕs the best

thing that could have happened to us,Ó he adds.  

Operator: Ken Massey

Location: South Mopac at US Hwy 290
West FSU, Austin, Texas 

Challenging Envir onmen t : The tempo-
rary closing of a nearby Wal-Mart meant the
possibilit y of less drive-thru traffic and an 
inconvenience to drive-thru customers that could
consequently affect speed of service and sales.   

Solution: Implementation of Face-to-Face Ordering
to facilit ate traffic flow.  

Result : Earnings of between $900 and $1,000 in
sales during peak hours using face-to-face service.

C
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y Leveraging the Strengths

of a Unique Environment  
HereÕs how one Operator turned a construction challenge that blocked
drive-thru traffic to his Restaurant into an opportunity for increased sales.

The taste of
the roast  is

determined by
the handshake
of  the host .

Ñ Benjamin Franklin 
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all is an exciting time of year for Shane Todd,
multi-Unit Operator of two FSUs in Athens,

Georgia. It’s when 30,000 college students return to
the University of Georgia after three months away
from school. For Todd, that means a rush of new

customers and a row of fresh faces behind the registers
at his Restaurants, one of which is located just a couple of miles
from the university. “The first thing we have to look forward to
in the fall is increased business,” Todd says. “Second, we look
forward to an influx of new employees.”

Indeed, fall signals a change in staffing: High school seniors
leave for college, college seniors for full-time jobs. “Fresh faces
are good,” Todd says. “New people come in with energy and
excitement and that impacts the team that you already have.”
During staffing transitions, a focus on Operational Excellence
and continuous training is even more crucial to ensure that
customers enjoy excellent food and service at the hands of
attentive and courteous employees. Operators seasoned in effi-
cient staffing share their processes for maintaining Operational
Excellence while focusing on recruiting and retaining top-notch
talent during the fall transition. 

Stay Ahead of the Curve 
Operator Carter Hall of College Station, Texas, knows what it
takes to weather a fall staffing transition. With proper planning
and forethought, each of his incoming team members has the
opportunity to train and assimilate with outgoing ones. He

views this deliberate overlap of schedules as a crucial ingredient
to a successful transition.

Hall’s Mall Restaurant near Texas A&M University employs
almost entirely high school and college students, who often
spend their summers in larger cities such as Dallas, Houston and
Austin. But come fall, most return to College Station—and to
Chick-fil-A. “Many of our college students, of the ones who do
leave, come back in the fall,” Hall says. Hall has mastered this
transition to the advantage of his business. He hires team
members not for the moment, but for the future, planning for
seasonal turnover months in advance. In March, he was already
recruiting team members for August. 

The same is true for Todd. Of 70 team members, he
transitions approximately 10 every fall. He begins recruiting
new employees at least six months before he actually needs
them. “It’s all about staying ahead of the game,” he says. “You
don’t think about fall in fall. You think about fall in winter.”

Train to Retain
College-adjacent Restaurants aren’t the only ones that experience
fall staffing shuffles. Operator Billy Lynch of Wilmington, North
Carolina, employs mostly high school and college students and
working parents. “Fall is the time of year when both students and
adults think about change in their lives,” he says. But change in
team members’ personal lives should not mean change in service.
“When you have those staffing transitions, you want to make
sure that the customer feels it as little as possible.”
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Focusing on retaining and training team
members keeps Operational Excellence

high, even when turnover occurs.

Billy Lynch focuses
on tr aining and
retention. 

for FallStaffing  



Anonymit y
Team members cannot be fulf illed in their work if they are not

known. Everyone needs to be understood and appreciated for his

or her unique qualities by someone in a position of authorit y.

Team members are no exception to this.

Irr elevance
Team members need to know that their job matters to someone.

If there is no connection between a personÕs work and the

satisfaction of another person or group of

people (customers, for example), an employee will not find last-

ing fulf illment at work and will ultima tely seek it elsewhere. 

Imme asurement
Team members need to be able to gauge their progress and level

of contribution for themselves. They cannot be fulf illed in their

work if their success depends on the opinions of another

personÑe ven the Operator.  

Summer 2008    |   OE 13

Training is the most effective tool for ensuring a consistent customer
experience and maintaining Operational Excellence, Lynch says. Not
only does training help orient new employees, but it also helps retain
existing ones, who appreciate having a job where they can continually
learn and grow. Lynch works with his Unit Training Coordinator to
provide his team with an average of 10 to 15 hours of ongoing training
every week. He feels that the training investment is worth it. “If you have
a really strong training program in place, then you don’t settle for less
when you hire,” he says. 

Lynch has found that consistent training engages employees to deliver
Operational Excellence more consistently. “Even if a customer has an
attachment to one employee, they’re still going to get great service and
great food even when a new employee serves them because we’ve been
deliberate about who we hire and how we train them,” he says. 

A well-trained team is also a strong driver of sales, becoming a catalyst
for a chain reaction of positive interactions. A smooth running operation
“is your best form of marketing, and it will help you cut costs in other
areas,” Lynch says. “If you are training new people and are focused on
retention, then your team’s going to help you build your sales even
during difficult staff transition periods.”

Focus on Flexibilit y
Although training is a must-have to ensure seamless transitions,
Operators’ relationships with team members are what build loyalty.
Because Hall, Todd and Lynch nurture those relationships, employee
retention improves. 

Hall is more than a boss to his team members. He strives to be a role
model, and to build trust and loyalty with his team members, which
inspires them to stay and grow with the team. “My team members are
invested in what they do because they appreciate who I am and the time
that I take to get to know them on a personal level,” Hall says. “I call
them my kids. I have 25 kids, and I try to take a personal interest in what
they do.” 

Todd understands that team members need encouragement, in the
form of schedule flexibility, especially if they’re in school. His schedule
changes on a semester basis to accommodate team members’ schedules.
“In late July and August, we’re really putting together the puzzle for the
fall, understanding that in December or January we’re going to take all
those pieces, shake them up in a bag and lay them out to put a new
puzzle together,” he says.

Scheduling is equally important to Lynch. If team members need a
break to work on a project, take a vacation, study abroad or just
recharge, he’s open to giving them one. He knows that happy,
well-rested team members will come back to work ready to recommit
themselves to the vision of Operational Excellence.

“If you’re really putting time and energy into your team members, they
are going to care more about their job,” Lynch says. “That trickles down
to the customer.” OE
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Transforming turnover into an opportunity is simple

when youÕve got the right team members in place.

Operator Daron Stockton learned that lesson in 2004

when he took over the reins of Old Post Office Place in

Evansville, Indiana. Sales were slow, and the service

wasnÕt at the level of excellence it needed to be. 

Within six months he had a new team in place. ÒAt

one point, I was thinking, ÔIÕll take anybody who

breathes. I can train them, and I can teach them.Õ But

that doesnÕt work,Ó Stockton says. He realized that he

needed to overhaul his approach to hiring.

What did work was taking the t ime to hire

employees who could deliver attentive and courteous

customer serviceÑ then working hard to keep them.

Today, StocktonÕs strong personal relationships with

his team members engender loyalty and longevity.

Because he cares about his team members, they, in

turn, care about his customers, he says. ÒRetention is

everything,Ó Stockton says, pointing out that itÕs

impossible to grow the business if Operators have to

constantly retrain their entire team. 

In his first year as an Operator, Stockton generated

4 percent sales growth. The following year, he 

generated 8 percent growth. Last year, with a strong

team finally in place,

he generated 17 per-

cent growth. ÒWhen

you have team mem-

bers who stay with

you, who you can

teach and learn from,

it makes all the dif-

ference in the world.Ó 

BUILDING THE
PERFECT TEAM

SSccoorriinngg
Combine your scores for the 12 statements as indicated below.

Anonymity Irrelevance Immeasurement
Statement 1: ____ Statement 2: ____ Statement 3: ____

Statement 5: ____ Statement 6: ____ Statement 4: ____

Statement 8: ____ Statement 7: ____ Statement 9: ____

Statement 11: ____ Statement 10: ____ Statement 12: ____

Total: ____ Total: ____ Total: ____

*  A score of 10-12 is a probable indic ation tha t this partic ular sign is not a problem.

*  A score of 7-9 is an indic ation tha t this partic ular sign could be a problem.

*  A score of 4-6 is an indic ation tha t this partic ular sign needs to be addressed.

Are Your Team Members Happy? 
Use this self-assessment based on Seminar keynote speaker Patrick LencioniÕs new book, The
Three Signs of a Miserable Job, to identify areas of opportunity in building an engaged team. 

There are few things more critic al to an OperatorÕs success than ensuring team members are fulf illed at work.
Below, review the three signs that lead to a miserable jobÑ anonymit y, irrelevance and immeasurement. As you
develop your team, consider how each of the three signs apply. 

____ 1. I am aware of the individual aspirations of my 

team members.

____ 2. My team members know how their jobs make a 

dif ference in the lives of others.

____ 3. I have an objectiv e, measurable way of assessing 

the success of my team members.

____ 4. My team members receive regular feedback about 

the effectiveness of their work.

____ 5. My team members regularly discuss their lives 

outside of work with me.

____ 6. My team members understand the impor tance 

of their work.

____ 7. My team members know how their work contribut es 

to the success of the larger organization.

____ 8. I know my team members' interests outside of work.

____ 9. My team members know how they're doing on a 

given day or week.

____ 10. In the course of their work, my team members know 

whose lives they impact.

____ 11. I know the big things that are going on in the 

personal lives of my team members.

____ 12. My team members know how to measure their 

own success on the job.

DDiirreecctt iioonnss:: Make a copy of this worksheet if youÕd like to share this assessment with your management team. 
Then use the following scale to indicate how each statement applies. When youÕre done, add up your scores below. 

DDiissaaggrreeeeÑÑ 11 ppooiinntt ;;  HHaarrdd ttoo ssaayyÑÑ 22 ppooiinnttss;;  AAggrreeeeÑÑ 33 ppooiinnttss
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O
past two weeks and opens the forum to discuss new and recur-
ring issues. “The managers are responsible for going back to the
Restaurant and making sure that those issues are addressed,”
Stryker says. 

Since Rogers started holding individual managers accountable
for each of the pillars of Operational Excellence, he’s seen
improvement in quality and operations. As the RQA becomes a
routine, he’s observed that behavioral changes follow. “It’s
certainly allowed us to pinpoint strengths and weaknesses, drill
down and focus on recurring issues, raise awareness and attain a
heightened level of customer contact,” Rogers says. Throughout

the week, his managers take turns completing the RQA and are
responsible for recapping what they found to the general man-
ager, who compiles a two-week report that is shared during
meetings. Then managers follow up to ensure action takes place

and team members are pulled aside or retrained as
needed. Rogers says he’s seen an improved quality of
food at night, smoother handoffs between shifts and
better training processes in place for new hires. “We
saw our RFI scores really increase in the first full
quarter that we implemented the changes.” 

For Stryker’s team, strong performance ties in with
a profit-sharing bonus incentive. If a manager comes
to a meeting without having completed the entire
RQA for the week, the management team will face a

penalty from their bonus. Since using the RQA in December,
Stryker’s leadership team has met the challenge of translating
RQA results into lessons learned for the rest of the team. The
Restaurant has increased its Operational Excellence scores on
the Raving Fans Index by 10 percentage points at the Mall
Restaurant and 13 percentage points at the FSU. “If we do better
on quality, we do better on sales and profits,” Stryker says. OE

Meeting 
of Minds  
A focused and engaged leadership team
supports ongoing Operational Excellence.     
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@ DonÕt forget the wealth of inf orma tion available on 
@Chick-f il-A, keywords>> RFI and RQA. 

PERATOR ROB ROGERS’ action-focused
mantra for effective team meetings, “Don’t just sit and talk. Do,”
has made long-term results and continuous improvement a
reality in his Restaurant in Charlotte, North Carolina. Like
many Operators, Rogers bases leadership meeting discussions on
the latest issue of OE magazine, the Restaurant Quality
Assessment (RQA) and Raving Fans Index (RFI) results, all of
which help to generate ideas for improvement. “But I can’t
expect to sit down in an hour-and-a-half session and talk
through what I expect of managers and team members and have
them embrace it with the same passion I have,” Rogers says.
That’s why he focuses and challenges his leadership team to step
up in the spirit of continuous improvement.

Key Drivers 
Rogers’ meetings begin with a “state of the Unit” address and
reiteration of his Store’s vision and goals. “Of course, we want to
hit our 17 percent [Symbol of Success] sales increase, but we
also want to evolve the culture, people and individuals around
OE,” he says. To ensure that his vision is communicated, under-
stood and implemented across the Restaurant, Rogers initiated a
results-oriented approach last December by giving his managers
ownership over a specific driver of Operational Excellence
within a department. Managers are then responsible for present-
ing a progress report on their assigned element during the Unit’s
biweekly meetings. 

Interactivity is pivotal to keeping the leadership team focused
on improvement. Rogers’ team meetings often begin in the din-
ing room and end up in the kitchen and even outside on the
Restaurant grounds. “The manager in charge of speed of service
will take us around the Restaurant and show us what’s working
and what’s not,” Rogers says. “There’s some good interaction
here, and it’s not just me talking.” 

Focus on the RQA 
Lexington, Kentucky, Operator Jeff Stryker has also seen
progress by having managers discuss at team meetings how
training correlates to specific RQA results. On alternating
weeks, Stryker convenes with managers from his Turfland FSU
and Fayette Mall Unit off-site because being away from the
Restaurants helps create a relaxed forum for communicating
issues and problems. Stryker shapes meetings around specific
goals with structured discussions on RQA results, which then
lead to strategic Operational Excellence discussions. At each
meeting, the general manager reviews the RQA results from the

ÒIf  w e do bet ter  on qual i ty,
w e do bet ter  on sales 
and prof i ts.Ó

Ñ Jeff Stryker

Who We Are

Rob Rogers discusses
Operational Excellenc e
during an RQA. 


