
ONE NIGHT IN 2002 , B rian Scu d a m o re and
Ca m e ron Herold sat down fo r a late-night stra t egy
j ag o v e r d i n n e r at Va n co uver’s Hyatt Rege n cy h ot e l .
J ot t i n g n ot es on cocktail napkins, the pair s ke t ch ed
out an audacious vision fo r t h e i r co m p a ny: $1 billion
in revenue and ope rations in 10 co u n t ri es by 2 012.
“ We just pulled the numbe rs out of the air, re a l ly, ”
CO O H e rold re calls. “It so u n d ed good. More than
a nything, we wa n t ed to build a global bra n d . ”

Th e re was more than a little b a s i s fo r t h e i r a m b i-
t i o n . Th e i r co m p a ny, 1-8 0 0 - G OT- J U N K? — a junk- re-
m o val outfit that CEO S cu d a m o re fo u n d ed in
Va n co uv e r in 19 89 — was neari n g the 50-fra n ch i se
m a rk. Given that it had launch ed its fi rst fra n ch i se
o n ly t h ree ye a rs earl i e r, it was a business on a ro l l .
Its exp a n d i n g fl eet of blue tru cks bro u ght disci p l i n ed
b ra n d i n g and co m m i t t ed cu s t o m e r se r vi ce to an in-
d u s t ryas se a my as it was fragm e n t ed .

S cu d a m o re and Herold’s vision also placed the
co m p a ny on the cusp of a dra m a t i c t ra n s fo rm a t i o n .
To get in line with their goals, the exe cu t iv es made a
d e cision to scale back on their own co rpo rate loca-
tions, and focus almost excl u s iv e ly on fra n ch i s i n g
and infra s t ru c t u re development.

At the start of 2 0 05, three ye a rs aft e r t h e i r l a t e -
n ight stra t egy session, 1-8 0 0 - G OT- J U N K? had 14 6
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fra n ch i ses acro ss North Ameri ca and pro j e c t ed
revenue of $ 75 million. Fi n a n ci a l ly, the co m-
p a ny was on tra ck. But not one cent of t h e i r
revenue came from outside North Ameri ca; the
co m p a ny was at least a ye a r behind on their
plans to intern a t i o n a l ize. To get back on tra ck,
m a n agement ch a rged Herold and La u rie Bag-
gi o, vi ce - p resident of fra n ch i se development,
with the task o f global expansion. Th ey wo u l d
n eed to accomplish two things: Expand the
1-8 0 0 - G OT- J U N K? fra n ch i se intern a t i o n a l ly,
while ensuri n g the co m p a ny was re a dy to sup-
port a more dra m a t i c expansion of its North
A m e ri can fra n ch i se netwo rk.

1-8 0 0 - G OT- J U N K? s t a r t ed under the monike r
The Rubbish Boys. It was fo u n d ed as a way fo r
Va n co uv e r- ra i sed Scu d a m o re to pay his tuition
at Montreal’s Co n co rdia Univ e rs i ty. Aft e r two
ye a rs, demand was so bri s k that Scu d a m o re
t ra n s fe rred to the Univ e rs i ty o f B ritish Co l u m-
bia to run pickups be tw een cl a sses .

The Rubbish Boys pro m i sed sch ed u l ed, on-
time pickups fo r a ny j u n k – from a fe w b ags of
s p ri n g - cl e a n i n g waste to tru ckl oads of re m a i n-
d e red offi ce fu rn i t u re. Th e i r u p front fee was all-
i n cl u s iv e, incl u d i n g l a bo u r, loading, w e igh t ,
t i p p i n g fees and cl e a n u p. Merchantable used
goods would be donated to ch a ri t i es, materi a l s
would be re cycl ed wh e re po ss i b l e, and any
ot h e r j u n k would be sa fe ly d i s po sed of at a
t ra n s fe r station or l a n d fi l l .

Pri o r to the arrival of 1-8 0 0 - G OT- J U N K?, ru b-
bish dispo sal was handled by a patchwo rk o f
l ocal ca r t age and independent wa s t e - m a n age-
ment co m p a n i es. Individuals and businesses
n eed i n g j u n k d i s po sal would often rent a
d u m p s t e r, hire casual labo u r fo r l oading, pay
a n ot h e r fi rm fo r ca r t age and be billed fo r t i p-
p i n g fees at local landfills se p a ra t e ly. Both 
the simplici ty o f 1-8 0 0 - G OT- J U N K?’s pri ci n g
and the unifo rm i ty o f the co n s u m e r expe ri-

ence helped to fuel demand fo r t h e i r se r vi ces .
As demand gre w, Scu d a m o re began hiri n g

d riv e rs and building a small fl eet of t ru cks. A
consummate marke t e r, he emblazo n ed the
s h i ny blue v e h i cl es with a distinctive phone
n u m be r that would later be come the co re of h i s
co m p a ny’s brand: “1-8 0 0 - G OT- J U N K?”

S cu d a m o re kn e w that his model could ex-
tend to ot h e r ci t i es acro ss Canada and the U. S.
The infra s t ru c t u re he had built to support his
b u s i n ess — a high - pe r fo rm a n ce call ce n t re and a
capable suite of I n t ranet applications — co u l d
e a s i ly be ext e n d ed to a chain of l ocations. But
fo r 1-8 0 0 - G OT- J U N K?, the key q u estion was how
to fuel that growth. Scu d a m o re ch o se a re m a rk-
able capital stru c t u re fo r an agg ress iv e ly ex-
p a n d i n g co m p a ny: no eq u i ty o r debt fi n a n ci n g .
“I want one thing,” he explains. “Co n t rol of t h e
vision. I don’t ca re about co n t ro l l i n g the money.
But I have a v e ry cl e a r vision of wh e re I’m tak-
i n g this co m p a ny, and I don’t want an eq u i ty
p a r t n e r i n t e r fe ri n g . ”

All of this made 1-8 0 0 - G OT- J U N K? a pri m e
candidate fo r fra n chising. Fra n ch i sees could ex-
ploit its so p h i s t i ca t ed boo king, manage m e n t
and dispatch i n g systems, and 1-8 0 0 - G OT- J U N K?

could expand without se rious capital outlays .
The co m p a ny’s fi rst fra n ch i se, in To ro n t o,

was ope n ed in 1999 by a fra n ch i see who had
wo rked at head offi ce. A ye a r l a t e r, a Ca l g a ry
fra n ch i see ope n ed the fi rst U. S. l ocation, the fi rs t
o f m a ny to appe a r in the northw es t e rn U. S. By
2 0 0 0, revenue had swollen to $2.8 million, and
the co m p a ny’s growth has acce l e ra t ed every
ye a r s i n ce. “Pri n ci p a l ly, Brian didn’t have the
m o n ey to open co rpo rate stores. We ch o se fra n-
ch i s i n g be ca u se yo u r fra n ch i sees help fi n a n ce
yo u r g rowth,” Herold explains. “Beyond wh i ch ,
i f you re cruit smart, driven fra n ch i sees, they
help you build the right systems to make the
b u s i n ess wo rk. We do vi e w o u r fra n ch i se re l a-
tionships as partners h i p s . ”

While fra n ch i s i n g was an appe a l i n g g rowt h
s t ra t egy fo r a co m p a ny on a frugal budget, the
a p p roa ch had two ch a l l e n ges. 1-8 0 0 - G OT- J U N K?

n eed ed to re cruit high - ca l i b re fra n ch i sees inex-
pe n s iv e ly. And without capital to buy b a ck m a-
t u re ope rations, it need ed to mot ivate its
fra n ch i sees to maintain agg ress ive growth even
a ft e r t h ey had es t a b l i s h ed co m fo r t a b l e
“ l i fes tyl e” businesses .

Fo r t h ese re a sons, the co m p a ny be ca m e
v e ry t a rge t ed in its re cruiting, see ki n g o u t
young, agg ress ive fra n ch i sees. “You get a guy
who’s 27 or 2 8,” fra n ch i se VP Baggio exp l a i n s ,
“ t h ey’ll be putting t h e i r e n t i re net worth on the
l i n e. Th ey ’ re go i n g to hit the market hard, lean
on cash and hungry.” The co m p a ny’s re cru i t-
ment and selection processes w e re trim and
e ffi cient, co s t i n g u n d e r $2,000 pe r s u ccess fu l
fra n ch i see. Of the hundreds of fra n ch i s i n g i n-
q u i ri es re ce iv ed by the co m p a ny, their e l i m i n a-
tion rounds of co n fe re n ce calls, phone
i n t e r vi e ws and gru e l l i n g d ay- l o n g i n t e r vi e ws
red u ced the pool of ca n d i d a t es by 9 8 % .

From 2004 to 2005, av e rage annual re v e n u e
g rowth pe r fra n ch i see topped 60%. “Since it’s
b a s i ca l ly a 20% net business, there’s a real in-
ce n t ive fo r them to grow,” not es Herold. But
o f the co m p a ny’s 146 fra n ch i se partners, only
23 have been ope ra t i n g fo r m o re than two and
a half ye a rs. "So our results are enco u ragi n g , "
says Herold, ci t i n g the co m p a ny’s co n t i n u o u s ,
consistent growth. "But in some ways, it’s too
e a rly to tell." To enco u rage fra n ch i sees to
b re a k t h ro u gh co m p l a ce n cy, the co m p a ny
s pe ci fi ed minimum pe r fo rm a n ce standards fo r
g ro ss re v e n u es, and req u i red an acce l e ra t i o n
o f g rowth aft e r five ye a rs — on pain of t e rri t o ry
reduction. 

G E T TING NEW RECRU ITS up and ru n n i n g q u i ck-
ly is anot h e r key. From the date it re ce iv es a
s ign ed fra n ch i se ag reement, 1-8 0 0 - G OT- J U N K?
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aims to have its new fra n ch i sees ope ra t i n g wi t h-
in three months — and often in as little as fiv e
w ee ks. “It’s an astoundingly simple business , ”
H e rold maintains. “The hard part is taki n g peo-
ple who w e re cogs in a co rpo rate wh eel and
t u rn i n g them into entre p re n e u rs . ”

To quickly i n cu l cate fra n ch i sees with 1-8 0 0 -
G OT- J U N K?’s processes and pri o ri t i es, the co m-
p a ny puts all fra n ch i sees thro u gh an intensiv e
n i n e - d ay p rog ram of cl a ss room instruction and
on-site field training. Once they g ra d u a t e, fra n-
ch i sees re t u rn to their t e rri t o ri es to re a dy t h e i r
l a u n ch plans, ge t t i n g reg u l a r, w ee kly a ss i s t a n ce

from a business-development consultant in
Va n co uv e r. The consultant acts as a start- u p
m a n age r, pro vi d i n g fra n ch i sees with cl e a r d i-
rections, deadlines and advi ce. “In the fi rs t
ye a r, it’s not as much stra t egy as exe cu t i o n , ”
says Hero l d .

Even with manuals and coa ching, ques t i o n s
a ri se. So the co m p a ny a l so runs a toll-free hot-
line fo r fra n ch i sees to handle tactical ques t i o n s
and pro vide pra c t i cal advi ce. It’s able to se r v e
all 146 fra n ch i ses with only two help-des k s t a ff.
“And w e ’ re planning to keep it at that level fo r
at least a couple more ye a rs,” pro m i ses Hero l d .
“ We ’ re gra d u a l ly b u i l d i n g out an online kn owl-
edge base fo r fra n ch i se partners to access Q & As
on the fly. Manuals, fo rms, FAQs, tre n d i n g — it’s
all in the kn owl edge base. We can actually

s cale up the numbe r o f fra n ch i se partners at
this stage without adding n e w h e l p - d es k s t a ff. ”

But if 1-8 0 0 - G OT- J U N K? has a spe cial sa u ce or
se cret re ci pe, it’s in its marketing, brand devel-
opment and public relations. Wa l k t h ro u gh any
ci tywith a 1-8 0 0 - G OT- J U N K? fra n ch i se and yo u ’ l l
find it diffi cult to miss the hundreds of p ro m o-
tional signs affixed to light standards. And on a
m a j o r roa dway, you might ca t ch a glimpse of a
“blue wig wav e” — the fra n ch i see and staff, cl a d
in enormous blue wigs, wavi n g m a d ly at pass-
i n g t ra ffi c, hoisting 1-8 0 0 - G OT- J U N K? s igns abo v e
t h e i r heads. The co m p a ny’s guerrilla marke t i n g ,

a l o n g with its yo u n g fo u n d e r and agg ress iv e
g rowth, has attra c t ed plenty o f p ress attention.
S i n ce it began fra n chising, the co m p a ny h a s
been co v e red by CN N, CBS, CN B C, Fo r t u n e, Th e
N e w Yo rk Ti m es, The Wall Street Journal — and
even fe a t u red in a segment on Oprah in wh i ch
t h ey w e re hauling j u n k.

The co m p a ny a rms fra n ch i sees with most of
the tools they n eed fo r t h e i r own local marke t-
ing. “In terms of m a rketing, 90% of what I do
is exe cution,” explains fra n ch i see Darcy Lo n g-
p re, of Ki n gston, Ont. “The Va n co uv e r head of-
fi ce pro vi d es the material, they give me the
t a c t i cs, show me the stra t egy, and I hit the
p avement.” Fo r m o re mature fra n ch i ses, 1-8 0 0 -
G OT- J U N K? p ro vi d es PR s t ra t egi es and introd u c-
tions to help fuel local media hits.

WHEN IT CAME TO i n t e rnational expansion, the
fi rst co u n t ry1-8 0 0 - G OT- J U N K? se l e c t ed was Aus-
t ralia, wh e re a cl o se friend of H e rold’s had re-
ce n t ly se t t l ed. Th ro u gh casual discu ssions wi t h
s u ch acq u a i n t a n ces, supplemented by I n t e rn e t
rese a rch, the co m p a ny’s fo u n d e rs se t t l ed on the
co u n t ry as a suitable pilot location. Fo r 1-8 0 0 -

G OT- J U N K?, there w e re a handful of key i n d i ca-
t o rs. “As long as there are indepe n d e n t
o pe ra t o rs, one-tru ck co m p a n i es hauling j u n k,
that’s a stro n g i n d i cation we have a marke t , ”
explains Baggi o. “We basica l ly a s k: ‘Is there
j u n k? Is the soci e ty wa s t e fu l?  Is space at a pre-

m i u m? Is there adequate household inco m e? ’ ”
A u s t ralia met the litmus test: It was a fi rs t-

wo rld co u n t ry with high household income and
a stro n g co n s u m e r cu l t u re. That it was English-
s pe a ki n g was a bonus. The co m p a ny p l a n n ed to
s i m p ly extend ope rations in its Va n co uv e r ca l l
ce n t re by fo u r h o u rs to se r vi ce the new m a rke t .

While the co m p a ny’s life b l ood is its fra n ch i se
m odel, it planned a co rpo rate store fo r its fi rs t
A u s t ralian location. It would be run by a man-
age r with a deep unders t a n d i n g o f the loca l
m a rket, who would be suppo r t ed dire c t ly
t h ro u gh Va n co uv e r ra t h e r than the netwo rk o f
regional field advi se rs and business- d e v e l o p-
ment coa ch es used by North Ameri can fra n-
ch i sees. “We’ll bri n g the manage r to wo rk wi t h
a local B.C. fra n ch i se fo r a fe w months to ge t

FI N A N CI A L PO ST BU S I N ESS NE W VE NTU RES CAS E SE RI ES

“As long as there are independent, one-
truck companies hauling junk, that’s a
strong indication we have a market. We
basically ask: Is there junk? Is the society
w a s t e f u l ? Is space at a premium?”
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them ra m ped up,” Baggio said. If the test suc-
ceed ed, 1-8 0 0 - G OT- J U N K? would see k to co nv e r t
the pilot location to a fra n ch i se — and co n t i n u e
with its Australian expansion by see ki n g i n d i-
vidual fra n ch i so rs, co m pe t i n g in Austra l i a ’ s
l a rge, mature business- fo rmat fra n ch i se marke t .

1-8 0 0 - G OT- J U N K?was in an enviable po s i t i o n :
It had cre a t ed a new m a rket and developed one
o f North Ameri ca’s fa s t es t- g rowi n g fra n ch i ses .
But the co m p a ny would not be sa t i s fi ed until it
had met its audacious long-term goals. And
q u estions w e igh ed heavi ly on its leaders h i p: Do
we kn ow e n o u gh about this marke t? Are our
systems mature enough? Do we have enough
expe ri e n ce to make the right decision here? In
ot h e r wo rd s: Are we re a dy?

The Expert Vi e w

1-8 0 0 - G OT- J U N K? has had an impress ive ru n .
But to achieve its 2012 sa l es and ope ra t i o n s
goals, Brian Scu d a m o re will need to co n ce n-
t rate on the fundamentals that have made it
s u ccess ful to date. A billion dollars in re v e n u es
and ope rations in 10 co u n t ri es is a great vi s i o n
(and a nice, round numbe r), but to achieve it,
the co m p a ny will have to co n t i nue to concen-
trate on how to get there.

Fra n ch i s i n g amounts to a duplication of a
s u ccess ful business model in new l oca t i o n s .
One of the key a s pects of a success ful duplica-
tion (particu l a rly when it’s the fi rst fra n ch i sed
b u s i n ess, or the fi rst in a new m a rket) is en-
t ru s t i n g that business model to an individual or

team that shares the vision fo r the co m p a ny a n d
a drive to succeed, and has the basic s kills and
a b i l i t i es req u i red to develop a business .

It is important to note that the co m p a ny ’ s
fi rst fra n ch i se was given to a fo rm e r h e a d - o ffi ce
e m p l oyee who shared Scu d a m o re’s vision and
d riv e. Aft e r its success in Canada, the co m p a ny
s i m i l a rly “g ree n - fi e l d ed” its fi rst location in the
U n i t ed States with a se a so n ed fra n ch i see wh o
had co - own ed the co m p a ny's Ca l g a ryo pe ra t i o n .
Wh e t h e r by co i n ci d e n ce or d es ign, 1-8 0 0 - G OT-
J U N K? is again planning to use a kn own, tru s t ed
i n d ividual from its head offi ce to open the Aus-
t ralian fra n ch i se, the co m p a ny’s fi rst outside
North Ameri ca .

The best po ssible way to ensure that the vi-
sion and cu l t u ral norms of a fra n ch i sed sys t e m
a re duplica t ed in a key m a rket is to put a w e l l -
kn own and long-tru s t ed lieutenant in ch a rge of
o pe n i n g up that key m a rket. Pe rhaps as a yo u n g
e n t re p re n e u r S cu d a m o re innately kn e w to en-
t rust “his” co m p a ny o n ly to so m eone he tru s t ed
to help it grow — but how e v e r he re a ch ed his
co n clusion, that approa ch has been a key p a r t
o f 1-8 0 0 - G OT- J U N K?’s growth to date.

A n ot h e r key element of the co m p a ny’s suc-
cess to date appe a rs to be its ability to re cru i t
“smart, driven fra n ch i sees,” as Herold de-
s cri bed them. In so doing, the co m p a ny h a s
av o i d ed a trap that be falls many n e w fra n ch i se
sys t e m s: fo rsa ki n g ca re ful fra n ch i see re cru i t-
ment fo r the quick re t u rns of fast exp a n s i o n .
1-8 0 0 - G OT- J U N K?, thro u gh its high ly o rg a n ized
re cruitment and cu l l i n g p rocess, has paid cl o se
attention to the qualities (o r l a ck t h e reo f) of
e a ch pro s pe c t ive fra n ch i see.

1-8 0 0 - G OT- J U N K? re cogn izes that its success

in a particu l a r m a rket is almost wh o l ly d e pe n-
dent on the skills and abilities of t h e i r i n d ivi d u a l
fra n ch i ses. Many fra n ch i so rs assume that the
best fra n ch i sees are “e n t re p re n e u rs.” In fa c t ,
that isn’t always the ca se. Some important en-
t re p re n e u rial attri b u t es are defi n i t e ly req u i red :
d rive and mot ivation, fo r i n s t a n ce. But ot h e r
“e n t re p re n e u rial” qualities (s u ch as a need to
i n n o vate or a re l u c t a n ce to fo l l ow ru l es) can be
i n compatible with the envi ronment of a fra n-
ch i se system. If 1-8 0 0 - G OT- J U N K? can continue to
i d e n t i fy its success fa c t o rs and use its re cru i t-
ment system to screen fo r t h o se qualities, it wi l l
d rive the bottom lines of both the parent co m-
p a ny and its fra n ch i sees .

A ny b u s i n ess co n s i d e ri n g fra n ch i s i n g co u l d
emulate a fe w o f 1-8 0 0 - G OT- J U N K?’s approa ch es .
S cu d a m o re is entru s t i n g n e w m a rkets to indi-
viduals who are w e l l - kn own to the co m p a ny
and who kn ow the co m p a ny well. He is agg res-
s iv e ly re cru i t i n g and cu l l i n g ca n d i d a t es with a
p a r t i cu l a r set of ch a ra c t e ri s t i cs in mind.

1-8 0 0 - G OT- J U N K? is doing all the right things
to position itse l f fo r i n t e rnational growth and ex-
pansion — but those things take time. Ambitious
l o n g - t e rm goals are important (even when jot t ed
on cocktail napkins), but the real ch a l l e n ge fo r 1-

8 0 0 - G OT- J U N K? will be in sticki n g to the fu n d a-
mentals of the process it has es t a b l i s h ed. Any
fra n ch i so r can hit lofty g rowth targets, but only
co m p a n i es that inv est in process and stru c t u re
h ave the ch a n ce to sustain and support a fa s t-
g rowi n g fra n ch i se sys t e m .

The Outco m e
In the fall of 2 0 05, 1-8 0 0 - G OT- J U N K? o pe n ed its
fi rst international fra n ch i se in Syd n ey, Aus-
tralia. The new corporate location is on track
to meeting its growth targets, and the compa-
ny plans to co nvert it into a fra n ch i se in 2006.
1-8 0 0 - G OT- J U N K? is activ e ly re cru i t i n g A u s-
tralian entrepreneurs to join the company as
franchise partners, and also plans to open its
first European location in 2006.

By J a m es M. Bond
Ch a i r ( West), Fra n ch i se and Distri b u t i o n ,
La n g M i ch e n e r LLP, Va n co uv e r

A key aspect of successful
expansion is entrusting the
franchise to someone who
shares the company vision

Note: The authors do not intend to illustrate either e ffe c-

t i ve or i n e ffe c t i ve handling of a manage rial situation. Th e

views re p re s e n t ed here are solely those of the case 

a u t h o rs and are bas ed on their own pro fe ssional judg-

m e n t. Certain names, sce n a rios or i d e n t i f ying info rm a-

tion may h ave been disguised to protect co nf i d e n t i a l i ty.
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