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In 2014, a nationwide restaurant chain engaged Tortal to review and revise its entire training program. 
Management was concerned because franchisees and associates at all locations were not fully invested in the 
company’s “Service First” philosophy. Management had correctly tied that problem to low participation rates in 
the company’s training program. Overall, only 25% of franchisees were using the training. Franchisees reported 
that very few employees liked the custom training materials, that they lacked the time to take part, and that very 
few employees were invested in training. 

To date, the results of Tortal’s work with the restaurant have been extraordinary, with as many as 80% of employees 
at some locations now actively engaged in training. At locations where 80% employees are engaged in training, 
76% of patrons now report high levels of satisfaction with their experience at the dining establishment. And as 
year 2015 begins, Tortal is working with the restaurant chain to improve training materials, boost participation, 
and increase the adoption of “Service First” at all levels and locations.

Client Overview

The company is a major franchised restaurant chain. In 2014, the franchise was operating in approximately 
1,500 locations in the United States, 65 in Canada, and 40 in other countries. The restaurant chain also operates 
160 company-owned restaurants.

Uncovering the Causes of Low Training Participation

To understand the underlying reasons why only 25% of franchisees were using the company’s training systems, 
Tortal researchers surveyed 400 franchise owners. Tortal also interviewed franchisees in their locations and at 
meetings of the company’s Advisory Council. Here is some of the feedback that Tortal heard:

•	 “The eLearning is taking too much time.”

•	 “Lessons are repetitive in places.”

•	 “Training modules and lessons do a lot of `presentation,’ but not a lot of `practice.’”

•	 “The pace of work doesn’t allow associates any time to take part.”

•	 “Modules don’t work well together; they’re just not well integrated.”
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Solutions Applied

Tortal’s approach was not to focus solely on “problems” that its researchers identified at different SMI locales, 
but rather to seek out and leverage the many strengths that were already embedded across the organization. 
They found many such “bright spots,” including the location of bag check-in stations well ahead of the entry 
gates in Charlotte, the issuing of child ID wristbands in Sonoma and the continuous improvements made to 
track Wi-Fi systems in Texas.

•	 Tortal analyzed the entire training curriculum and is reordering units to present the skills that associates 

need as they progress through the organization; the most important skills and concepts that new employees 

need to know are now covered first.

•	 Repetitive and redundant portions of lessons are being identified, reduced, and eliminated where possible. 

•	 The amount of time required to complete modules has been reduced by an average of 25%.

•	 To make lessons more engaging, Tortal is introducing state-of-the-art interface improvements that include 

Digital Kinesic interactions to enhance the learning process through drag and drop, matching, and even 

some games. Other improvements include: learner-driven navigation; automatic navigation to the next slide; 

and a progress bar. In addition, a “Next Lesson” button is being displayed prominently on the last slide of 

each module to encourage trainees to move ahead. (Some of these improvements are not yet in place across 

the entire curriculum and will be introduced in upcoming months.)

•	 New end-of-module quizzes increase and measure the retention of material. 

•	 Course content is being made more appealing with the addition of: video layover where possible; the use of 

more than one image on individual slides; and the use of multiple narrators. 

•	 The objective of each module is clearly displayed on all slides so that trainees know not just what they are 

learning, but why. 

•	 Translation to Spanish, All training has been developed in Spanish as well due to a large part of the chain’s 

workforce being more comfortable communicating in that language.
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Tortal also evaluated the training materials against training programs that have achieved high participation 
rates and measureable operational improvements at other companies. We used the Net Promoter Score (NPS) 
index and other analytical tools to identify training areas where improvements would yield the fastest and most 
significant improvements.  

Results to Date

To date, these improvements have already been achieved:

•	 Overall learner seat time has been reduced by 25%-40%, keeping employees online for less time and reducing 

the stress they feel about taking time away from work to engage in training.

•	 76% of the restaurant chain’s customers have reported high satisfaction levels at locations where 80% of 

employees were engaged in training. Even in locations where fewer than 80% of employees are not yet 

engaged in training, 67% of customers are reporting much higher satisfaction levels.

•	 An overall 14% improvement in customer satisfaction has been documented across all of the restaurant 

chain’s locations.

Opportunities for Future Growth

Tortal continues to work with the company to improve the quality and adoption of training materials. 

Both the restaurant chain and Tortal foresee an immense upside to improving the company’s training efforts. 
Because nearly 70% of all of the company’s franchisees own more than one of the company’s restaurants, gains 
in the adoption and effectiveness of training promise to deliver significant improvements across a large number 
of locations.

http://www.tortal.net/wordpress/training-assessment

