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Foreword
In the restaurant industry, franchising is
one of the most popular strategies that
brands rely on to expand operations
internationally. There are few global
restaurant brands with a significant
international presence that have not used
this strategy to reach their international
development goals at on point or another.
Franchising requires important choices to
be made among various models,
agreement structures and franchisee
distribution in a market, among others.
Structures of franchise agreements can
range from exclusive national or regional
area development to master franchise
agreements or non-exclusive single-unit or
multi-unit agreements, and there are many
in between.

There are a myriad of decision drivers in
choosing the right franchise expansion
strategy, including the operational model
of the brand, supply chain requirements
and corporate goals and targets, which
will vary greatly from one company to
another. When deciding in which markets
to start, franchisors must take into
consideration market size and
development opportunity, barriers to
entry, financial and legal requirements
and, most important, availability and
capabilities of viable partners.

International brands need to understand
that Europe is far from being a
homogeneous market. There are diverse
franchise disclosure laws, cultures,
consumer mindsets and behaviours and
business practices – all of which can vary
by country and region.

This white paper will take a focused
approach on six global franchisors who
have successfully developed in Europe and
their growth strategies in seven key
markets. We will explore the benefits and
challenges of those strategies and obtain
industry expert perspectives on the risks
and rewards, while also delivering insights
and discoveries from case studies of three
large European franchisees who have
mastered cross-border expansion.

Whether you are a franchisor, franchisee or
thinking about embarking on a franchising
venture, we offer you a fascinating look into
the European franchising landscape,
through the exploration of some of the
region’s biggest players.
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Tributes and 
Honourable Mentions 
Although not a focus of this particular
study, it's important to recognize some of
the brands who play an influential role in
the European restaurant landscape. Firstly,
we must pay tribute to McDonald’s, the
global leader in foodservice and
franchising, who has a consistent model
focusing on single or multi-unit franchise
development, with no sub-franchising - a
model in which they own about 45% of the
land and 70% of the buildings in their
operation (Wall Street Survivor, 2021). Many
say that their core business is real estate, as
opposed to franchising. No matter which
perspective one takes, the company is a
success story in either industry.

Interestingly, when it comes to international
development, not many European-born
foodservice brands have managed to cross
borders to a considerable extent, and the
footprint of European brands outside of
their respective domestic markets is still
rather modest. France-based PAUL leads
the pack, having gained a foothold in
numerous other European countries, the
Middle East, North America, Asia and
Africa. French Groupe Le Duff is another
one to watch as they continue the
expansion of La Brioche Dorée
internationally. British brand, Pret A
Manger, who just recently began their

high-street franchising journey targeting a
focused number of key European
countries, is well positioned to become
the next European frontrunner. Very-
promising Vapiano, from Germany, has
had a rocky franchising journey over the
past 5 years but is also one to watch since
the start of the turnaround in 2020, led by
ex-Vapiano executive and current
shareholder, Mario C. Bauer. This time
around, the brand is supported by a
strong and experienced investment team,
including Pret A Manger co-founder,
Sinclair Beecham, Vapiano’s co-founder,
Gregor Gerlach, AmRest founder, Henry
McGovern and the Dutch hospitality
family, Van Der Valk.

Being that franchising got a later start in
Europe than in its home country of the
U.S., it’s not surprising that the largest
international European franchisors still
have plenty of room to grow in the region.
They have the home court advantage over
larger, incoming international brands,
which will make it interesting to see how
these budding brands compete as they
move into neighbouring markets, backed
by a solid presence and brand awareness
in their local home markets.
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# of units 
worldwide 18,000 31,000 25,000 17,000 1,400 400

# of units 
in Europe 4,950 2,800 3,500 3,800 140 566

United Kingdom

Proceeding to the main topic, 
we will explore six franchise 
brands with some of the 
largest footprints in Europe: 
Burger King, Starbucks, KFC, 
Domino’s, Five Guys and
PAUL. All of these brands have 
entered into and evolved very 
differently in Europe, and all of 
these brands have success 
stories of their own that are still 
unfolding. At the same time, 
the brands approach the 
markets differently. Breaking 
down each franchising model, 
we see a mixed picture of 
strategies for success in 
cracking the European 
franchise market.

Key map
AD – Area Development
MF – Master Franchise
CR – Corporate Run
SU – Single Units
JV – Joint Venture

Six Brands, Seven Markets
– a Mixed Picture

Source: Top 99 FS Groups in Europe 2019, FSE&ME edition 5/2020

Source: Desk research 2021

MF CR/AD AD MF JV CR

Belgium

MF/JV AD AD MF CR AD

France
MF/JV MF AD MF JV AD

Spain

AD MF AD MF JV CR/AD

Italy

MF/JV AD AD MF AD AD

Germany

MF AD AD MF JV

The Netherlands

AD AD AD MF CR
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For this paper, we will classify an area
developer by the first definition, unless
otherwise stated.

Area development is the
preferred franchise
expansion method for
PAUL, the only
European brand on our

list, with over 700 franchised locations in
France, Spain, Portugal, Belgium,
Luxembourg, UK and 30+ other countries.
Their corporate-run units can be found in
the UK and France, where their corporate
units coexist with local franchisees.

PAUL has been a family-owned company
since inception and, although they have a
solid international presence, the brand has
managed to fly under the radar
throughout their growth journey. A large

1. Area developer is the sole
franchisee in a defined territory and
responsible for developing and
operating all units, with no sub-
franchising. The area developer pays
franchise fees and royalties to the
franchisor, as per the agreement.

2. In addition to the terms of the first
definition, the area developer is also
tasked with identifying, onboarding,
training and supporting new and
existing franchisees in the market. In
this case, the area developer is usually
paid fees or commissions by the
franchisor. This agreement can be
classified as an area development
agreement or corporate franchise
agreement, in some cases.

Area development is often used by fast
casual and casual dining brands heading
for Europe as opposed to master franchise
agreements, which we see more
commonly with limited service and QSR.
This model allows a less crowded
franchisee pool in a market, while the
brand maintains a certain level of control.
There are 2 variations of the definition of
this model:

Area Development
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majority of their sites can be found in
airports and travel hubs, and this is where
the focus of their franchising strategy lies
in many markets, except for regions like
the Middle East, where they have a
regional area development franchisee who
continues to build the brand successfully
in the market. What we do notice with
PAUL is that, although they have a wide
international presence, country-wise, there
are few markets where they have
established a strong penetration rate.
Markets like Spain, with 2 locations, both
at airports, leave one to question the
strategy behind planting a flag in a new
market without fully capitalizing on the
development opportunity of that market.
With new leadership having come into
play in the last few years, we do see a
bigger push for franchising in the UK (Big
Hospitality, 2018), which could be the start
of a progression to other markets.

Area Development

Starbucks’ main
franchising model in
Europe is strictly area

development in markets
like Italy, where they have

only one corporate unit (the iconic
roastery in Milan), as well as Belgium, The
Netherlands and Luxembourg. The UK is
shared between Starbucks corporate-run
units and its area development
franchisees. However, the brand has an
interesting mix in the rest of Europe, which
we attribute to its history. Starbucks
originally entered a number of European
markets directly building corporate units

Being a privately held family-run
company has its advantages, and
having the freedom to take the time to
identify and select franchisees and
penetrate markets at a more
conservative (sometimes less risky)
speed are two of the many advantages
that their publicly traded industry
counterparts may not enjoy. PAUL has
grown steadily over the years, and we
believe that, as engaging and well-
positioned as they are, the brand has
ample room to grow deeper into its
current markets.

October 2021  │ 7Restaurant Franchising in Europe

https://www.bighospitality.co.uk/Article/2021/02/18/Using-its-loaf-why-Paul-is-finally-ready-to-franchise-across-the-UK


in specialty markets like the Canary
Islands, Andorra and airports. They have
more liberal sub-franchising rights
for Portugal and France, where they can
award single and multi-unit licenses to
sub-franchisees.

KFC is a great example
of a brand which has a

strong focus on area
development and is
consistent with this model

across all our markets of interest. That
said, as of October 2021, with 35
restaurants and after operating as an area
developer in the Dutch market for
many years, Australia-based Collins

in countries like France, Germany and The
Netherlands and also signing with smaller
area developers in other regions.

Upon the purchase of the country
operations by big franchisees, such as
AmRest and Alsea, these groups acquired
both the corporate units and the existing
franchisees in those markets. In the 2016
takeover by AmRest, the franchisee giant
acquired Starbucks’ corporate units in
Germany, becoming the exclusive area
development franchisee (AmRest, 2016),
where they now operate over 130 sites.

Similarly, Alsea acquired 83 corporate
units and 177 franchised units in France
and Benelux (Reuters, 2018), becoming
the master franchisee for France and
exclusive area developer for The
Netherlands, Belgium and Luxembourg.
They also currently hold the master
franchise license in Spain and Portugal. In
some of those scenarios, although most of
the Starbucks units are operated by
AmRest or Alsea directly, we have seen
exceptions made that allow for sub
franchising in specific situations (i.e., travel
hubs, non traditional sites, select
territories, etc.), which the brand approves
on a case-by-case basis. In Spain, for
example, Alsea confirms that of their 138
units, 21 of those units are sub-franchised

Area Development
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Foods inked the corporate franchise deal
for The Netherlands, giving them full
control of the market development (Collins
Foods Limited, 2021).

The corporate franchise agreement (CFA)
appears to be more reflective of our
second definition of the area development
agreement, making Collins Foods
responsible for the development,
management, marketing, support and
operation of the KFC business in the
country, along with the management of
new and incoming franchisees, while
receiving remuneration from KFC toward
the costs of operating the market. It is
unclear as to who is collecting franchise
fees and royalties directly from the in-
market franchisees.

YUM! Brands, KFC’s holding company, is
no stranger to franchising. Although KFC
is mainly franchised via area development
in Western Europe, its sister brand Pizza
Hut has a larger focus on master
franchising. Master franchisees like
Telepizza have the rights for Spain. Pizza
Hut (U.K.) Ltd. has the master license in
the UK, and AmRest has the master rights
for the Pizza Hut Express and Delivery
concepts in France, Poland, the Czech

Area Development
Republic, Hungary, Slovakia, Russia,
Armenia and Azerbaijan.

AmRest also has full master franchise
rights for Pizza Hut Express, Delivery and
Dine-in in Germany. KFC is one to watch in
the future, with The Netherlands corporate
franchise deal showing us that YUM!
Brands is open to being flexible when it
comes to adaptation of its franchise
model, for the right scenario.

As with any model, there are advantages
and challenges. The area development
model is the franchising model that allows
the highest amount of control for the
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franchisor. At the same time, depending
on one partner to develop a market,
makes for a slower development process
and places the success of the brand in that
market on one franchisee. As franchising
legal expert, Babette Marzheuser-Wood,
Global Head of Franchise Group for
Dentons Legal warns, “It is easy for
developers to be over-ambitious. The
challenge of the model is to find someone
who is ambitious, but still realistic.“
Looking at larger markets that have many
different regions, and each with different
economies, cultural differences and
operating requirements, Babette
recommends "considering smaller
development territories or cluster
franchising. It is difficult to find qualified
and viable partners for large countries that
have dynamic regional markets.“

To Babette’s point, targeting area
developers in large markets is easiest
addressed as a regional initiative. Big
markets like Germany, France and Spain
have few qualified operators who can
develop an entire country on their own,
but a great number of strong regional
operators who know their regions and
local consumer demands extremely well,
making them ideal candidates.

Area Development
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The same goes for other parts of Europe,
where the brand has partnered with
private equity group Kharis Capital,
under the entity Burger King SEE S.A.,
which is the master franchisee for Italy,
operates restaurants in Poland and is the
master franchisee for Luxembourg and
Belgium under affiliate, Burger Brands
Belgium.

In this model, the master franchisee is
responsible for developing the licensed
brand in a country or region, acting as a
mini-franchisor in that region. The model is
based on a three-step principle,
comprised of the franchisor, the master
franchisee and sub-franchisees. The
master franchisee acts as the franchisor in
the designated market, developing the
brand by opening a minimum number of
units (as per the agreement) as well as
marketing franchise opportunities in the
territory and identifying, onboarding,
training and supporting sub-franchisees.
The master franchisee collects franchise
fees and royalties from the sub-franchisees
and shares a portion of these with the
franchisor, as per the agreed terms.

Burger King mainly follows
the master franchise model

in France, Germany, Italy,
Spain, Benelux and the UK,
but it’s important to look at

the structure of some of the master
franchisee entities, where the brand has
taken a more active role. France, for
example, although it is a master franchise
model, the master franchisee entity is
formed as a JV between local Groupe
Bertrand and a minority share
from Bridgepoint and Burger King USA.

Master Franchise
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and now holds the master license for the
UK and Ireland. A subsidiary of the
International Franchise Systems holding
company, Domino’s Pizza Group Plc is
controlled by sibling investors Colin and
Gerry Halpern who also have a
controlling stake in DPE‘s master
franchisee entity in Germany and have
recently or are currently in the process of
divesting from their participation
Switzerland, Iceland, Norway and Sweden
(Domino’s Pizza, 2020).

For franchisors, master franchising is a
growth model with relatively low risk and
low investment costs, as the master
franchisee takes on the majority of the risk,
establishes the brand, develops the
infrastructure, oversees adaptation to
national needs and legislation rules in
collaboration with the franchisor and
invests in the sub-franchisee search,
onboarding and support. When not
familiar with local conditions, working with
a strong and experienced master
franchisee can be a win-win-solution. On
the other hand, the franchisor has
to prepare for relatively modest revenues
and less control over franchise operations
and sub-franchisee management and
support in the market. Furthermore,
master franchisees with the capabilities to

Domino’s is another one of
the big brands that relies
on master franchising
for their international

development. One of their
largest master franchisees is

Australian group, Domino’s Pizza
Enterprises Limited (DPE), who in
addition to Australia, possesses the master
franchise rights for New Zealand, Japan,
Taiwan, Belgium, France, The Netherlands,
Germany and Denmark. Spanish giant,
Alsea, holds the master franchise rights for
Spain, and Italian private equity group,
EVCP Growth Equity, has the master
franchise rights for Italy.

In the UK, Domino’s Pizza Group Plc
started their franchising journey by
purchasing the master franchise for the
British Isles from the U.S. group in 1992

Master Franchise
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Master Franchise
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develop large markets are few and far
between. “There are a small number of
established master franchisees in the EU
market”, says Henry McGovern, founder
and former chairman of AmRest,
“Opportunity to have access to a healthy
pool of franchise partners sometimes
requires franchisors to deviate to other
models in order to expand the candidate
pool.” Wise words from an industry expert
and an interesting point to consider when
looking at the variation of models
managed by each brand.

From the franchisee perspective, Henry
tells us that this is by far his most preferred
model to operate. “I would have loved to
have had the master franchise for all the
countries we operated in!” Interestingly
enough, being present in 25 countries
throughout Europe and beyond, AmRest
has relatively few master franchises.

Restaurant Franchising in Europe



Usually, they own and operate the
business themselves, often investing their
savings. They have high motivation to
succeed, but at a slow multi-unit growth
rate, if at all sometimes. What we do see is
existing master franchisees and
experienced European franchisors
including the single-unit model in local
markets in which they already operate
their own units. As Thomas Kremer,
President of Franchise Excellence &
Expansion at AmRest shared, “We have
been building our own portfolio of equity
brands, such as Sushi Shop, La
Tagliatella and Blue Frog. With our
expertise and network, we are providing a
one-stop franchise solution for
franchisees.”

Despite the challenges that the single unit
model can bring for international brands
entering a new market, many times, what
can start out as a single-unit franchise can
also turn into a privately owned multi-unit
enterprise, depending on entrepreneurial
intelligence and the profitability of the
business. Starting with just a single Pizza
Hut location in Wroclaw, Poland, over
three decades ago, AmRest is a perfect
example of how a single-unit business has
the potential to become an international
multi-brand operation.

Whilst obvious and probably not
surprising, this growth model is not
preferred by the big brands featured in
our study, and there are a limited number
of international brands who use this
model. Gaining a considerable market
share within a short time can be easier to
achieve when awarding single unit deals,
but can be difficult to manage with single
unit partners as the numbers grow. Except
for low-potential markets, where
supporting single unit entrepreneurs to
become multi-unit partners could be a
reasonable option, there are more cons
than pros to this model, as scale
increases.

Single-unit franchise ownership typically
appeals to first- or part-time business
owners with limited financial resources
and low risk tolerance.

Single Unit Franchise
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Looking at the McDonald’s approach,
whilst appreciating the challenges of
expanding via single-unit partners, many
McDonald’s franchisees have graduated
to multi-unit status, with a notable number
reaching multi-million-euro revenues over
the years. This success could be due to
incredibly strong brand awareness, the
unique real estate-focused franchise
model, the strict non-compete that
McDonald’s instills, prohibiting their
franchisees from operating other
businesses, which helps keep franchisee
growth aspirations channeled to the brand
itself or a combination of them all.

Although we don’t see many brands
expanding internationally with single-unit
franchising, we do see their master
franchisees opting for this model. Burger
King’s German master franchisee, BAUM
Gruppe also has single unit franchisees, as
does AmRest under their Pizza Hut
master franchise, Alsea for Domino's and
Kharis Capital under Burger King,
reinforcing the show of strength of the
master franchise model, when the
right master franchisee is in control.

Single Unit Franchise
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Among our featured
brands in this
whitepaper and the
seven markets we
considered, franchisor,

Five Guys, shows us a great success story
through corporate development and joint
venture. Although they have a large
franchise network in the US and globally,
they have a unique set up for Western
Europe, whereby the Five Guys family
(Murrell) has a JV with UK partner Charles
Dunstone (Arlidge, 2013).

This JV entity is responsible for the direct
development and operation of units in the
UK, France, Germany, Spain and Portugal –
an interesting and effective strategy for
capitalizing on supply chain, quality
control and operational uniformity. Having
one central real estate division for this

Corporate Run / Joint Venture
multi-national entity employing over
10,000 people, also gives them great
efficiency in the site search and acquisition
process. In other markets, like The
Netherlands (where their European
headquarters is located) and Belgium,
Five Guys has opted to operate these
markets themselves via affiliate
companies.

There are a few markets in Europe where
they have stayed with franchising, such as
Italy, where they have an area
development agreement in place with
local partner and real estate developer,
Gruppo Statuto, and another area
development franchisee for Switzerland
and Luxembourg, backed by the
Antolinos family. The brand also has a
franchise agreement in place for Central
Europe, which includes Austria (led
by CEO, Sébastien Castagna) and even a
master franchising agreement for Australia
(QSR Media Australia, 2020), showing us
that Five Guys has identified different
franchise expansion strategy needs for
different markets.

With the other brands we are exploring,
we see a sporadic presence of corporate
units within certain territories and some
where the brand is sharing those
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markets with franchisees. PAUL and
Starbucks operate corporate units in the
UK, coexisting with franchisees. As
previously mentioned, the leading global
coffee shop brand from the U.S. entered
multiple European countries directly, only
to eventually sell most of their corporate
units to local operators. KFC has done the
same in markets like Germany (sold to
AmRest) and The Netherlands (sold to
Collins Foods).

Entering new markets without local
partners is an ambitious venture for
international brands but offers the benefits
of maximum control of the brand
adaptation and growth, along with
maximum revenue potential. However,
with that comes maximum risk. Brands
need to have sufficient cash to take on a
venture of this size.

Nowadays, we are seeing a large number
of international brands reducing their
corporate European footprint, where other
players, like Chipotle, Nando’s and Pret
A Manger have kept a strong hold on
their corporate units. With their newly
initiated franchising exploration into

markets like France, Germany and
Benelux, Pret A Manger shows us that
strategies can evolve, and development
models can happily coexist (as with their
French operation), as brands grow.

Corporate Run / Joint Venture
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The entrepreneur Mario C. Bauer,
shareholder of Vapiano, co-founder of
WhiteSpace Partners and co-founder &
CEO of Curtice Brothers, shares his
insights and the positive aspects of the JV
model: “You get a better say in the
adaptation”, says Mario, “It also helps you
find better partners, feel more committed
and the exit option for the local partner
makes it easier to find an investor.” But as
Mario also shares with us, there are
specific needs to be met, if a JV
relationship is going to work. “Handling a
JV needs a certain skill set, strong
management and strong financial
compliance. The back-office need is very,
very high,” asserts Mario.

As complex a strategy as it may be, Burger
King and Five Guys show us how to do it
successfully, in two very different ways,
with two of the most high profile
operations in the region. Although it’s not
a common practice among U.S. franchisors
to JV with international franchise partners,
history shows us that it’s not uncommon
either. Looking to the future, emerging
and progressive European franchisors,
such as German-based dean&david and
L'Osteria, are taking this practice to the
forefront of their operations, showing us
that there are more creative ways to build
a successful franchise system.

Both brands are well-known for opting to
take a 51% ownership stake in their
franchisee’s business, thus giving
franchisees access to financing and
allowing more flexibility on growth. Both
champions on their national playing fields,
dean&david and L'Osteria are brands to
watch as they continue to expand their
franchise models across Germany, France
and other parts of Europe.

Corporate Run / Joint Venture
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France - - - 71 - 122 - 146

Germany - - - 25 1 80 158 -

Spain 5 - - 91 230 - - 5

Italy - - - - - - - 2

China - - 78 - - - - -

East-Central 
Europe - 89 - 523 - 200 235 -

Russia - - - 214 - 53 - -

Western Europe* & Global** Footprint

Formerly known as “Europe’s Hidden
Franchise Champion”, what began as a
start-up in the early 1990s with one Pizza
Hut franchise restaurant in Wroclaw,
Poland, spread quickly across Eastern and
Central Europe. Founded by US-born,
Henry McGovern (then 27 years
old), together with three friends, AmRest
turned into one of the biggest Pan-
European foodservice players in less than
three decades, ringing up total sales of
€1.96 billion in 2019, with more than 2,000
outlets in 25 countries, before McGovern
sold his company shares to Mexican-based
family office investor, FCapital Dutch B.V.,
on a $3.8bn valuation that same year.

When it comes to franchising, their
strategy has always been identifying an
international brand that was best-in-class
and obtaining the rights for those brands
to develop one or more markets.

Their portfolio includes leading global
brands such as Burger King, Pizza Hut,
KFC and Starbucks. As Thomas Kremer,
President of Franchise Excellence and
Expansion at AmRest, shared, “The brand
awareness of U.S. brands is by far the
highest.”

Although their business model is centered
around franchising, AmRest has a number

Case Study:
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of own brands which they acquired along
the way, with the intent of building a
portfolio and continuing to scale. One of
these brands is full-service brand, La
Tagliatella, which was part of the
Restauravia acquisition in Spain (AmRest,
2011) followed by fast-casual chain Sushi
Shop from France (Reuters, 2018), which
they continue to franchise in their home
markets and abroad. After that was the
acquisition of the small, better burger
chain, Bacoa (AmRest, 2018), out of
Barcelona, Spain. Another noteworthy
venture was the acquisition of the majority
stake in Chinese holding company, Blue
Horizon, which operates casual dining
brands, Blue Frog and KABB (AmRest,
2012). AmRest saw this as the best way to
establish operations in the Chinese
market, with the intent of integrating La
Tagliatella into the infrastructure to grow
the brand there - an interesting and
efficient strategy to gain market presence
and operational know-how, which we
often see in our industry.

Now under new ownership and
with management from Finaccess Capital
(AmRest, 2021), it will be fascinating to see
if and how the expansion strategy changes
for the AmRest owned brands which have
so much room to grow.

Will there be more new international
franchise brands added to AmRest‘s
portfolio, or will they capitalize on their
learnings from some of the most
seasoned franchisors in the industry to
grow their own franchise brands in
Europe? AmRest has been a franchising
powerhouse for years, and we are
confident that we will see more great
accomplishments to come from this
group.

Case Study:
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Today, Alsea Europe is one of the largest
franchisees in the region with a broad
portfolio of franchise ownership models
and a notable number of master licenses.
According to the Spanish headquarters,
being a master franchisee allows them to
grow faster. “Sub-franchising is a solution
in areas where we have no structure to
open on our own”, the head office shares.
Yet this poses challenges, like “having the
commercial capacity to find potential sub-
franchisees and identifying talent that
allows us to provide adequate support to
sub-franchisees.” Alsea Europe also
teaches a valuable lesson in having a solid
balance between own locations and sub-
franchised sites. “Growing so fast with our
own units had strategically diminished the
potential development of expansion via
franchising for those brands. In recent
years we consolidated areas of
development for franchisees with both
economic and operational potential”, the
company affirms.

A leading foodservice operator in Latin
America and Spain, running circa 4,000
units across over a dozen brands, Alsea
started their European journey by the
acquisition of Grupo Zena, a well-
established, 400+-units-strong, multi-
concept company with a handful
of proprietary brands (including Foster’s
Hollywood with 220+ units to date),
Burger King franchised units and the
master franchise license for Domino’s in
Spain. This was followed by the acquisition
of Grupo VIPS, another long-time
foodservice player in the Spanish market
with about 450 outlets. Alsea Europe not
only took over Grupo VIPS’ restaurants
and franchises but also the exclusive rights
for Starbucks in Spain and Portugal. This
was followed by the acquisition of the
Starbucks businesses in France and the
Benelux countries, including the right to
develop the brand with direct openings
and sublicensed units in France.

Case Study:
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Other 
brands

Belgium - - - - - 32 - -

42

France - - - - - 194 - -

Luxemburg - - - - - 4 - -

Netherlands - - - - - 89 - -

Portugal - - - 2 - 21 - -

Spain 54 344 227 118 5 138 13 105

Central 
America 175 785 745 208

South 
America 173 126 309 39

It was this balanced approach that they
credit with playing a big factor in getting
them through the last 18 months of the
pandemic. “The franchise market has
experienced a boom in recent years in
Spain. While the market has suffered
greatly from the pandemic, the franchise
world was enabled to develop more and
more”, stated the Spanish head office.

Now, with the recent minority stake
investment of 21.1% from London-based
company, Bain Capital, Alsea Europe is
positioned for a continued strong recovery
and growth (Bain Capital, 2021).

With a new investor and opportunity
to grow, we would not be surprised to
see new announcements, new brands
and new investments coming from
Alsea Europe in the near future, as
they expand their balanced footprint
deeper into the European market.

A strong franchisee and franchisor,
Alsea maintains their position at the
top of the franchising game.

Global Footprint

Source: Alsea, 2021
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Plans became known that QSRP intended
to transform the Quick units to Burger
King. More acquisitions followed, namely
Nordsee from Germany (Kharis Capital,
2018) and O’Tacos from France.

Further owned brands include Go Fish!,
developed in-house and praised as
Nordsee’s ‘rebellious younger sister’, and
Chick&Cheez, the latest addition to the
portfolio in the chicken segment.

By the end of 2019, QSRP accounted for
some 1,000 restaurants and 200
franchisees in seven countries throughout
Europe, with a sales volume close to
around one billion Euros. Rapid growth
and extending the European footprint is
the declared goal for the future. “Organic
as well as via further acquisitions”, explains
Alessandro Preda, Group Chief Executive
Officer.

This private-equity investment company
was founded in Switzerland by two
partners, Manuel Roumain and Daniel
Grossmann and has evolved into a hybrid
financial and operational vehicle.
Originally focused on the service and
consumer goods industries and the digital
sector, they bundled their foodservice
activities into a platform named QSRP.

Unlike traditional private equity
companies, QSRP is hands on in the
operations and development of its
restaurant business. Strictly committed to
the quick-service sector, their growth
strategy is twofold: company-owned
brands on one hand and franchised
brands on the other.

Their first master franchise deal was with
major brand, Burger King, for Italy and
Poland back in 2014, followed by master
licenses for the brand in Belgium and
Luxembourg, two years later. At the same
time QSRP acquired the total of 101
Quick restaurants in Belgium and
Luxembourg (of which 85 were franchised)
from French owner, Groupe Bertrand,
who kept the Quick operations in France
(recently sold to HIG Capital).

Case Study:

Brand portfolio
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Kharis has an interesting and diversified portfolio of concepts, all European based,
except for Burger King. The intriguing thing about Kharis is that they are
successfully building brands, some of which are centered around offerings that are
less mainstream and in a smaller competitive pool, thus carving out their own
market share. We applaud Kharis Capital for their continued ambition and growth
in mainstream and non-traditional segments as they continue gaining Pan-
European positioning.

Case Study:
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What does this all mean for franchisors
looking to break into the European
market, and what does it mean for
European brands aiming to breach
neighbouring countries?

The history of franchising in Europe shows
us that slow and steady wins the race, and
different markets may call for different
strategies. As our experts shared, a
catalyst for these variations could be the
lack of qualified partners who fit the
franchisee profile for the standard model,
which forces brands to opt for a Plan B.
Size of market, legal restrictions and
country dynamics can also play a role.

We have seen that five of the six brands
looked at, and the largest franchise
concepts in Europe, are from the USA.
Coming from the original home of
franchising, U.S. brands have dominated
the (systemized) European foodservice
market since they arrived. As most of them
are QSR players, these brands have less
complex systems than fast-casual or full-
service operations and are much easier to
replicate. They were primed to be
replicated. Also, historically, they have had
time to mature in their home markets and
generate the cash needed to commit to a
long-term international expansion plan.

Key Learnings

Another interesting observation of the U.S.
brands in our study is that many of them
came into Europe through direct
investment at one time or another. We see
that, since then, these same brands
(Starbucks, Burger King and KFC)
eventually sold off a large portion of their
portfolio to local franchise partners,
diminishing their corporate presence in
the market. Only a minority of these
brands who rely on franchising as their
primary expansion strategy still opt for
corporate development in some cases,
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gaining maximum control of the brand
and maximum revenues if all goes well,
but also weathering steep, sometimes
painful, learning curves. Joint ventures
provide a promising alternative, as Five
Guys proves well. Yet this is not a primary
path for most international franchisors.
Running a company outside of the home
market is demanding financially, legally
and operationally.

Mainly adhering to the joint venture
structure in Europe, Five Guys
has implemented the model in a way that
all national engagements throughout
some of the largest, European countries,
are overseen by the British JV (Five Guys
JV Ltd.) entity. We see the size and depth
of the company is leveraged for

the maximum benefit – a family affair, so to
say, and closely resembling a corporate-
run venture with the nimble ability to make
brand adaptations and decisions quickly
for each market.

Five Guys is the only U.S. brand within our
study who has maintained steadfast in
their initial market entry model, without
transactions divesting to local franchise
partners in the JV and corporate markets.
However, they are the youngest of the
brands we are looking at, having entered
the market just 8 years ago, so it could be
a matter of time before they follow in the
footsteps of their American predecessors
and sell off one or more pieces of their
corporate pie.

Key Learnings
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PAUL is a great example of a brand who
has taken its time to grow (established in
1889), opened in over 30 countries, but
still ceases to have a strong hold on
European markets outside of the UK and
France.

It leads to the question of what the brand’s
long-term plan is for European expansion.
Being a family-run, private company,
PAUL, like Five Guys, is at a great
advantage of having the flexibility and
freedom to choose the direction, model
and speed of its growth strategy without
the pressure of outside forces. An
interesting observation is that they are the
only brand of the six who relies on the area
development model and has maintained
only that model without veering into other
franchise formats.

Could this be due to the fact that, being a
private company, they are free of the
pressure to grow quickly and meet annual
unit targets, potentially being forced to
alter strategy to gain time or market share
within target timelines? Whatever the
reason, PAUL has stayed true to their
franchising model over their years of
franchise development.

We commend PAUL for their consistency
and are optimistic about their growth
opportunities deeper into Europe.

Source: PAUL, 2021

Source: PAUL, 2021

Key Learnings
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With the big players executing their long
game via mostly standard franchise
models, we turn an eye to emerging
franchisors in the market like dean&david
and L'Osteria, both from Munich,
Germany, who show us that that the
landscape is indeed changing. Both big
national players with big plans for
franchise expansion, their unique model of
shared equity with franchisees gives them
an attractive advantage over traditional
franchise offerings. Is this a new trend that
other brands will follow, or will these
forward-thinking national brands remain in
a league of their own? Their international
growth trajectory over the next few years
will answer this question, as the success of
the implementation of their unique
strategies will surely inspire other
franchisors.

Craft beer game changer, BrewDog,
shows us another interesting strategy in
that they produce their craft beer and sell
it to their franchisees who are developing

and operating bars worldwide. Because of
this, BrewDog’s franchise fees are
extremely competitive and quite
favourable, since craft beer production is
their core business, thus they are an
attractive venture for experienced
franchisees. Other product driven
franchisors, such as ice cream brand,
Amorino, also follow a similar structure, of
minimal franchise fees and royalties, while
gaining their profits from the product sales
to franchisees.

Brands like these are surely changing the
competitive landscape of franchising in
Europe, as they offer local brand
awareness, simpler supply chain solutions
coming from within Europe and
competitive franchise terms. Non-
European, international players, take heed.

To bring it full circle, the study of some of
the biggest and fastest-growing European

Emerging franchisors Source: BrewDog, 2021

Key Learnings
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franchisees has given much to take away.
While AmRest, with their ‘Anything is
possible’ motto, started as a pure franchise
company, they later switched to also
acquiring existing companies. The change
of course came shortly after their IPO,
followed by the entrance of new investors,
now holding the majority of the company,
which could have been the catalyst for the
alteration in growth strategy. In AmRest’s
most recent history, we see that bringing
on new franchise brands with no market
presence was no longer a part of their
strategy. Accelerated growth in a short
time to keep investors and shareholders
satisfied also helped them gain a foothold
in Western Europe and other foodservice
sectors than QSR.

Let's not forget that in the late 20th
century, the industry also had to face the
inception of a new and quickly spreading
category: fast casual – a threat in terms of
market share (which even confronted
market leader McDonald’s with a few
difficult years). La Tagliatella, and later
Sushi Shop, as well as better-burger
brand Bacoa, added new formats and
popular product segments with high
growth potential to the AmRest
portfolio. Securing the future whilst still
developing the established brands was
the name of the game.

Buying Sushi Shop helped AmRest
increase their country presence
dramatically from 13 countries in 2017 to
26 end of 2019.

Source: AmRest, 2021
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Their 100% acquisition of German fish
specialist, Nordsee, was their entry into
the German and Austrian markets,
propelling them closer to their goal of
becoming a leading Pan-European QSR
player.

So, how will we continue to see existing
multi-unit franchisees and groups expand
their operating footprint over the next few
years? Our big three, AmRest, Alsea
Europe and Kharis Capital, show us three
main growth strategies:

Other than AmRest, Alsea Europe,
backed by their huge Mexico-based, multi-
franchise mother company, listed on the
Mexican stock exchange, entered the
European market via acquisition and has
grown via that same strategy, with major
acquisitions in Spain, including company-
owned ventures, as well as franchise
agreements, giving them access to
neighbouring countries.

Private equity firm and operator, Kharis
Capital, entered the franchising world
with Burger King and has grown steadily
in the sector via their own brands and
acquiring and scaling smaller brands.

Key Learnings
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Big international brands have set the tone,
and we have seen their evolution over the
years as franchise models have changed,
evolved and grown for these
brands. European brands are growing
strongly in their home markets, but any of
the brands who are expanding
internationally will need to time to prove
their success. Among them are Pret A
Manger, dean&david, L’Osteria,
BrewDog, Amorino and Vapiano who is
making a comeback. Growing
internationally is their ambition now,
relying on joint ventures and franchise
agreements. One more to watch is Dodo
Pizza, the number one pizza brand in
Russia with close to 600 stores in seven
countries and on its way west with
locations now in the UK and Germany.

A Final Look
With the franchise landscape’s continuing
evolution and local European national
champions spreading their wings into
other European markets, European
franchisees have a broad spectrum of
choice when considering new brands for
their portfolios. In addition, the
sophistication of European franchisees at
an all-time high, is making it a competitive
playing ground for new brands looking to
penetrate and cross borders in Europe.

Whether you are an international brand
coming in or a European brand crossing
borders, differentiation and flexibility are
king to be able to navigate the ins and
outs of this complex, dynamic and
rewarding continent.

Brands to watch
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