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Introduction

As part of its role to support the development of franchise operations in France and to encourage
relevant academic research, the Fédération de la Franchise has issued regular calls for projects
focusing on themes related to this type of trade.
The reports available for consultation (from 1998 to 2015) reflect the wealth of academic
material and managerial support available to franchisors and franchisees. The dominant themes
concern the franchise relationship, the importance of expertise and network performance.
Despite previous studies published on these topics, establishing and maintaining cooperative
relationships within networks - essential to guarantee performance - remain a constant and
significant challenge, for both franchisors and franchisees. So the question put to the academic
community this year by the Fédération Française de la Franchise reveals the importance of a
constant reflection process focusing on franchisor-franchisee relationships and their impact on
network performance.
Franchisee independence: the key to a successful franchise?
The theme of franchisee independence remains at the top of the agenda, for reasons related to
evolving legal, economic and social contexts, as well as the inherent risks.
A preliminary study of the context reveals that franchisee independence is governed by the legal
contract. The link between franchisee independence and performance is extensively explored
in the literature, with numerous academic studies examining the different types of distribution
channel organisation and their impact on performance. However, they are insufficient to
identify the source of conflicts and legal risks in the contractual franchisor-franchisee
relationship and do not adequately elucidate the nature of franchisor-franchisee relationships
and their link with performance.
On the basis of these observations, in order to answer the question posed by the Fédération
Française de la Franchise, we chose to look at the franchise contract’s lifetime and its impact
on performance. We examine the concrete relationships between the franchisor and the
franchisee and their effects on the franchisee’s performance. Our focus is therefore more
specifically on the relational and psychological contracts of the franchise and we examine the
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perceptions of each player with respect to (1) these relational and psychological contracts and
(2) performance. The study perspective therefore leads us to examine the organisational
independence of the franchisee, i.e. franchisee autonomy.
This approach allows us to address the following broad question:
What is the link between franchisee independence and franchisee performance?
A number of more precise questions stem from this general one:
‒

What are the franchisor-franchisee relationships? What variables do they incorporate?
What is the appropriate level of analysis required to examine the concrete franchisorfranchisee relationship?

‒

What is the general franchise framework for these relationships?

‒

What are the franchisees’ perceptions of their relationship with their franchisor and of
their performance? Is there a link between these relationships and franchisee
performance?

To answer these questions, we implemented a multi-method research protocol, combining
deduction and induction. Our development of this general theme is organised into four chapters.
The first chapter is dedicated to a study of the franchise context and existing literature. The
second chapter presents the methodology and results of the qualitative analysis performed
among franchise experts, franchisors and franchisees. It is followed by the methodology and
results of the quantitative analysis performed among franchisees. In the final chapter, we outline
the managerial implications of our results. Figure 1 summarises the steps in the process and the
structure of the report.
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Figure 1. Study and report architecture
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Chapter 1. The managerial and academic context of the study

This chapter presents the managerial and academic context of our study. The aim is firstly to
identify standards and norms with an impact on the franchise environment, and secondly to
present a review of the literature on the central concepts of our study.
This chapter meets the following objectives:
‒

Describe the legal, economic and social context of franchise systems;

‒

Study the contributions of the academic literature to the elucidation of franchisorfranchisee relationships and links with performance.

1. The managerial context and impact on franchising

“Franchising is a strategy that enables entrepreneurs to retain their independence, to achieve
their aspirations and to develop in a complex economic world” (FFF).
It is important to understand at this stage that our subject focusing on franchise independence
is part of a contextual dynamic, before we get down to the main essence of our study. It is for
this reason that we will look at the franchising context from a legal perspective (1.1), in terms
of evolutions in consumer habits and business (1.2), naturally considering the impact of new
technologies on purchasing processes (1.3), and, finally, on the new strategies that appear to be
emerging within the retail sector (1.4).

1.1. The legal context

While franchise contracts are a contractual form that dates from the 20th century, they have
been the focus of legislative scrutiny in the past 18 months in France. The principle of
indivisibility of contracts related to affiliation agreements is incorporated into the “Macron
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law”,1 with the requirement for these contracts to share the same end date and a time limit on
the clause restricting the operator’s commercial freedom following termination of the contract.2
It is impossible to overlook the consequences of the French legal reform in terms of obligations
resulting from ordinance No. 2016-131 of 10 February 2016 reforming contract law, general
arrangements and proof of obligations, which will apply to all contracts signed after 1 October
2016.
Although it is still too soon to assess the real effects of this reform, one example that can be
cited relates to the provision whereby any clause creating a significant imbalance between the
rights and obligations of the parties is deemed unwritten (article 1171 of the new French Civil
Code). In the future, any franchise agreement must be balanced, i.e. it must provide for the fair
balancing of the rights and obligations of the parties. The general principle of good faith is
confirmed again in this reform (as a matter of public order at every stage of the contract’s
lifetime), something that, according to certain authors, reinforces the precontractual information
of article L 330-1 and R 330-1 of the Commercial Code.3
The unforeseeability theory is introduced into the French Civil Code (new article 1195), and
will allow one party to request renegotiation of the agreement if a change of circumstances
unforeseeable at the time of the conclusion of the agreement renders its performance
excessively onerous for one party, who had not agreed to bear such risk. In the event of refusal
or failure of the renegotiation, the parties may agree to request a judge to proceed with revision
of the contract or to terminate it (paragraph 2, new article 1195). Insofar as the franchise
agreement is part of an evolving market context, any change of situation warranting the

1

French law 2015-990 of 6 August 2015 on growth, activity and equal economic opportunities, in particular article
L 341-1 of the French Commercial Code. In addition, article L 341-2-I of the French Commercial Code schedules
a maximum post-contractual limit of 1 year for the clause restricting the commercial freedom of the operator, with
this clause only being legally admissible, as an exception to the basic principle, if “it is essential to protect
substantial, specific and confidential know-how transmitted during the (franchise) contract”.
2

Or a mixed welcome from the author, who regrets that “the legislative supervision of distribution contracts are
so compartmentalised and perfunctory”, N.Dissaux, “Loi Macron et réseaux de distribution : d’une polémique,
l’autre”, Dalloz 2015 496.
3

Cass.com 5 January 2016, unpublished proceeding No. 14-15700. In a series of six rulings issued on 5 January
2016, the Cour de cassation (Court of Appeal) returned a joint decision relative to the precontractual information
incumbent on franchisors wishing to establish a new franchise project in a local market. According to the Chamber
of Commerce, a franchisee’s sound knowledge of the local market does not relieve franchisors of their obligations,
since they alone hold the information pertaining to the viability and competitiveness of their concept and their
products on a local level.
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implementation of this provision is not purely hypothetical! The reform should, however, be
suppletive4 in nature and the parties must therefore consider excluding its application in an
appropriate clause.
Lastly, we must not overlook article 64 of French law No. 2016-1088 of 8 August 2016 on
labour, modernisation of labour relations, and securement of career paths, known as the El
Khomri Law 5 (creating a committee for labour relations in large franchise networks), (see
Appendix 1). The Conseil constitutionnel (France’s court with the power to review the
constitutionality of laws) validated this on four conditions (1. the network must have more than
300 employees, 2. The request for creation of the committee must be made by a representative
trade union organisation, 3. The companies must be “bound by a franchise contract stipulated
in article L 330-3 of the Commercial Code”, and 4. The contract must include “clauses having
an effect on the organisation of work and working conditions in franchised companies”). From
this perspective, we cannot resist the temptation to cite Maître Leloup: “Contracts that meddle
with the organisation of work within an independent business such as a franchisee are
rare. There is a risk of creating a case-based reasoning in which contract writers are pitted
against trade union organisations wishing to obtain this labour relations committee”. 6
Furthermore, how can we reconcile such a provision with the legally independent nature of
franchisees vis-à-vis franchisors? This legal independence remains a requirement that courts
are particularly vigilant to uphold, not hesitating to sanction any “deviant” behaviour by the
parties involved.7 In this context of reform, it is clearly important to remember that, in addition
to not benefiting from a unified system, the affiliation relationship 8 binding the network

4

The French President’s report therefore stipulates that “this text is suppletive in nature and the parties may agree
in advance to exclude it in order to choose to bear the consequences of the occurrence of such circumstances
disrupting the economics of the contract”.
5

Law published in JORF No. 0184 on 9 August 2016. On 4 August 2016, via its decision of 2016-736, the Conseil
constitutionnel validated the provisions of the “law on labour, modernisation of labour relations, and securement
of career paths” concerning the creation in certain networks of a “labour relations committee”. The Council only
eliminated the provision scheduling that, in the event of failure to reach an agreement relative to sharing of the
operating costs of the labour relations committee established, these costs would be borne by the franchisor.
6

Consultation of J.-M. Leloup, « Difficile de savoir quels réseaux de franchise devront instaurer une instance de
dialogue social « Loi Travail » http://ac-franchise.com/dossier/loi-travail-et-franchise-linstance-de-dialoguesocial/dossier-instance-de-dialogue-social-dans-les-reseaux-de-franchise-loi-travail-el-khomri-du-8-aout-2016que-faire-8411consulted on 20 September 2016.
7

See Appendix 1
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Raja (2015) specifies that the notion of affiliation is difficult to grasp: “it has scarcely any meaning in private
law”, although in his book Vocabulaire juridique, Cornu defines it as “the establishment of a link with a group or
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developer to an operator “[is] liable to induce situations of imbalance disrupting
competition…” (Raja 2014). Despite the mutual trust, necessary loyalty, justification of the
company’s membership of the network by its increased chances of success, the conditions
demanded by the network developer in return to ensure the protection or policing of said
network - i.e. non-competition, post-contractual non-reaffiliation and exclusivity clauses constitute restrictions with a significant impact. The courts will be keen to make sure that these
clauses are not synonymous with excessive captivity, and hence dependence, of franchisees on
their franchisor.9
This particularly mobile legal context is being accompanied by changes in consumer behaviour
and hence business. We turn to these issues below.

1.2. Evolutions in consumer habits and business

Commercialised consumption has been slowing down in recent years, corresponding to a
profound transformation of our economic system, which is moving from the industrial phase to
a phase based on service production.
In order to win - or maintain - market share and profit margins, brands and retailers are being
forced to focus on customer satisfaction and have no other choice but to address new consumer
needs, better and faster than their competitors. To control their spending, consumers are
favouring more responsible, more moderate consumption, with increasingly marked
segmentation of their purchases. Many of them always seek the best compromise between the
value of the goods and services purchased and the resources expended. They practise smart
buying, actively looking for low prices and bargains while at the same time wishing to maintain
a good level of quality (Desjeux and Clochard, 2013). However, customers are also keen to find
a closer, more accessible offer, in order to save both time and effort (Filser et al., 2012).
In addition, they appreciate a more enjoyable and pleasant buying experience, giving rise to
new, surprising, unique or extraordinary emotions (Carù and Cova, 2007).

body, sometimes with a subsidiary”. Caroline RAJA, “Pour un renouveau du contrat d’affiliation”, RTD Com
2014 p.1
9

See Appendix 1 (pages 2-3).

9

They are demanding ever more services and solutions, and even the use of products without
ownership (Lusch and Vargo, 2006). They like to collaborate with distributors or producers in
the co-creation of the offer and are seeking social buying opportunities, interacting with groups
of friends or election communities (Prahalad and Ramaswamy, 2004).
And, finally, they have a positive view of distributors who offer a credible ethical, social and
environmental commitment (Lavorata, 2008).
Brand and retailers often position themselves in order to address this multiplicity of
requirements. The variety of possible combinations leads to countless differentiations and
retailers are constantly on the lookout for new combinations, as yet unexploited by their
competitors (Colla, 2016).
These new trends are being reinforced and are finding derivative circuits, encouraged in this by
the development of new technologies, with a resulting impact on purchasing processes.

1.3. The evolution and impact of new technologies on purchasing processes

The diffusion of new technologies and e-commerce is leading to major changes in purchasing
processes. In under a decade, consumers have moved from a dichotomic to a ubiquitous
purchasing process (Badot and Lemoine, 2013). Gradually, connected objects - the most
popular one currently being the Smartphone - have surreptitiously become a constant part of
consumers’ lives, now playing the role of e-aggregating assistants in buying processes.
Distribution channel frequenting behaviour has changed: at the start of e-commerce, it was
multi-channel, with consumers choosing several channels for the same step in their decisionmaking process (Vanheems, 2012), then it became cross-channel, enabling mobility between
different channels (Rittinger and Zentes, 2012); today, it is omni-channel, with consumers
seeking a holistic and personalised retail experience via a growing number of touchpoints, all
of them interchangeable (Verhoef et al., 2015). This new form of retailing, known as Ucommerce, makes consumers ubiquitous, giving them the capacity to interact and conduct
transactions anywhere and at any time (Anteblian, Filser and Roederer, 2013).
The challenge is huge for economic players, starting with distributors, who must radically
rethink their economic model. The frontier between suppliers and distributors thus appears to
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be blurred. The former can extend their offer directly to consumers by creating their own
commercial website, with the retailer then tending to merge with the brand, and the channel
leader then being the entity that controls the brand (Colla, 2016). This trend leads to a reduction
in the number of independent operators and the diffusion of franchise networks (along with
other forms of association and cooperation), in which a link is formed between a product or
service supplier and a network of distributors, without going as far as complete integration.
Historic franchise sectors are enduring and the arrival of new players is being reinforced; the
latter make a significant contribution in terms of business and wealth creation on a national
level (FFF, 2016).
We are thus witnessing the emergence of new retailer strategies.

1.4. New retailer strategies

The retail sector as a whole is undergoing a new commercial revolution, moving from a productcentric approach to a customer-centric approach (Moati, 2016). Distributors have adapted by
diversifying their distribution channels, establishing a clearer presence on social networks and
rethinking their logistical methods (Colla and Lapoule, 2012 and 2015). They have learned how
to coordinate and synchronise their channels (Vanheems, 2009) to adapt to their customers,
increasingly agile and innovative in the construction of original retail experiences.
Some distributors have refocused on proximity, concentrating more on relationship proximity
than spatial proximity (Schultz, 2013), on proximity enabling more ubiquitous frequentation
(Badot and Lemoine, 2013). Others have infused their network with a new corporate vision
requiring them to better understand their customers in real time and promote custom products
and services in order to propose an enhanced and coherent consumer experience. With all the
new information and logistics supports and new channels, consumers no longer necessarily
make their final decision in-store. For some retailers, the store remains essential for the overall
brand/retailer experience and to satisfy expectations related to enjoyment and sensory aspects.
For customers, the store remains an attractive place and one of surprises, conducive to a rich
retail experience (Roederer and Filser, 2016). For the brand/retailer, it still constitutes an
important asset in the supply chain: the digitization of sales outlets increasingly involves “web
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to store” or “store to web” offers, the ultimate goal of which is to move towards an omnichannel ecosystem.
This new trend implies the diffusion and adoption of new cooperative relationships between
producers and distributors, the emergence of new skills and expertise and new centralised roles
in network heads, as well as decentralised skills and expertise at retail outlets, the requirement
for more competent staff, more adaptable in terms of their customer relations (Collin-Lachaud
and Vanheems, 2016).
This analysis of evolving business models in the current socioeconomic context helped better
guide our research towards an analysis of the new challenges facing franchisors and franchisees
and the new know-how required to address these challenges.

2. The academic context: a review of the literature relative to the concepts of independence,
performance and their links

An analysis of the literature should help us understand the academic context of our study and
hence define the key concepts. To this end, we will present the different types of distribution
channel organisation and their impact on performance (2.1), the legal notion of franchise
agreements, economic dependence and autonomy (2.2), the definition of concepts (2.3),
explanatory factors relative to autonomy (2.4), parameters to measure independence and
autonomy (2.5), the relationships between autonomy and performance (2.6) and, finally, the
variables influencing these relationships (2.7).

2.1. The different types of distribution channel organisation and their impact on
performance

The method of organisation of distribution channels or vertical marketing systems can affect
the independence of the franchisee. Hence, contractual distribution channel organisation forms
(voluntary associations or chains, retailer cooperation agreements, franchise agreements) differ
from all non-organised traditional distribution channels in which the market situation is

12

dominant and differ from integrated distribution channels in which hierarchical management
and work contracts prevail.
In the former, the retail outlet owner’s independence from his/her distributors is total, while in
the latter, the sales outlet manager answers to his/her hierarchical manager.
In contractual forms, independence is regulated by the contract. This approach makes it possible
to compare the performance of a franchisee with that of a “pure” independent operator, and that
of an integrated sales outlet.
The economic explanation of franchise agreements based on agency theory (Jensen and
Meckling, 1976) and transaction cost theory (Williamson, 1975, 1985, 1995; Dant, 1996) refers
to economic incentives, the degree of cooperation, the level of selection costs and control and
the capacity for local adaptation.
According to agency theory, the independence-performance relationship is positive since this
type of organisation appears to reduce control costs and stimulate franchisee motivation,
encouraging hard work (Jensen and Mekling, 1976; Rubin, 1978; Pizanti and Lerner, 2003). As
a result, both franchisor and franchisee are more efficient.
Transaction cost theory explained that, in certain situations (when the degree of specificity of
the assets is not too high, exchanges are frequent and uncertainty with respect to behaviour is
high), franchising can offer franchisors advantages compared to vertical integration or recourse
to the market.
Compared to the market, contractual methods, including franchising, reduce transaction costs
and limit behavioural uncertainties (franchisees are bound by the contract). They limit
incentives in favour of greater coordination between the parties.
Compared to vertical integration, franchising obtains less cooperation but allows greater
incentives to be put into place (franchisees are motivated because they keep the residual profits
of their franchise) and is associated with lower administrative costs (Williamson, 1975, 1985,
1995; Dant, 1996).
The correlation between the type of organisation of distribution channels and performance has
been studied a number of times in the franchise context in France (see, in particular, Bradach,
1997; Cliquet, 2002; Cliquet and Perrigot, 2003 as well as the studies carried out on behalf of
the FFF in 1998 concerning mixed networks, in 2002 on the optimisation of the statutory
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plurality of networks, in 2005 on the measurement of economic performance for franchisors),
but it does not represent the core objective of our study. In fact, as we indicated earlier, we
prefer to focus our research on a study of franchisor-franchisee relationships vis-à-vis their
economic reality (“in concreto”), i.e. within the context of the relational contract and
psychological contract binding them together.

2.2. The legal notion of franchise agreements, economic dependence and autonomy

At this stage, it is important to define what the notion of franchisee independence covers in
legal terms. It appears that while there are multiple versions of this notion in franchise
agreements, it nonetheless constitutes a fundamental characteristic of franchising.

This

contractual form, sometimes described as a repetition agreement (Ferrier, 2008)10 results in a
type of network organisation that also borrows from an “(…) integration contract [since] the
businesses, while remaining legally independent, share a same manufacturing or distribution
process”.11 Dissaux (2011)12 relates this contract to the affiliation contract category insofar as
“(…) a person joins a network, whose reputation - already established to a greater or lesser
degree - is meant to foster the success of his/her commercial business”. Raja (2014)13 sees in
franchising a method of being part of a network which borrows both from affiliation contracts
and intermediation contracts: Hence “(…) methods of representation (…) are governed by an
intermediation agreement that the business link does not therefore obscure and which is often
accompanied by what is known as an affiliation agreement. (…) The objective of the latter is
to discipline affiliated distributors. (…) These contracts therefore enable the aggregation of
independent operators within distribution networks. It is thus a way of belonging to a network
that encompasses franchise, retailer and supplier contracts.” In theory, this means that the
franchisee has genuine room for manoeuvre, not only in terms of management but also when
joining the franchise network. From a legal point of view, this independence gets confused with
the notion of autonomy, which affords the franchisee decision-making freedom within, of
10

D. Ferrier (2008), Le droit de la distribution, LexisNexis, spéc.307 and s. n° 668

11

B. Hess-Fallon, A.-M. Simon (2012), Droit des affaires, Sirey 19th edition, spéc. p.318

12

N.Dissaux, « La commission-affiliation, un monstre juridique ? » RTD Com. 2011.33.

13

C.RAJA, « Pour un renouveau du contrat d’affiliation », RTD Com 2014 p.1
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course, the strict terms of the network contract negotiated with the network creator and
coordinator, i.e. the franchisor. In practice, however, it appears that this contract, in view of the
numerous obligations incumbent on the franchisee, can blur the lines of the latter’s legal
independence, with a shift towards economic and organisational dependence, since the
franchisee’s business, integrated within the franchisor’s distribution network, is actually
controlled by the franchisor. And it is clear that control, the way it is exercised and its expression
are an important issue for both franchisee and franchisor. For the franchisor, this control is
legitimatised in the coordination of its network by the existence of its expertise (the very source
of the contract that the franchisee pays for), by its obligation to maintain its level of specificity
(it must supply the products and services supporting this expertise, define a communication
policy, provide training, etc.) and to ensure smooth operation by effectively policing its network
(with each franchisee complying with the brand image and, if applicable, the territory allocated
by the franchisor). For the franchisee, this control is intended to guarantee support that should
encourage the attainment of the economic objectives stipulated in the contract and underpinning
the stakeholders’ commitments. And it is precisely when the forecast results - and hence
economic success - are not achieved that the issues relating to independence between the two
protagonists of the franchise agreement take on another dimension, become inverted; while this
control normally underpins the contractual relationship of the franchise, it also enables it to be
reclassified if this legal independence proves to be illusory, a façade. It is then necessary to
sanction its disappearance and, in fact, the franchisee is often the party with the greatest interest
in having it demonstrated that the absence of independence or autonomy warrants a fair
economic penalty imposed on the franchisor (via reclassification of the franchise agreement as
an employee contract, highlighting a genuine relationship of subordination (article L. 8221-6 II
of the French Labour Code), or thus assimilating the franchise agreement with a branch
management contract (identifying the four cumulative conditions of article L. 7321-2 of the
Labour Code). 14 These two basic principles mobilised by the judge illustrate these “inverted
stakes”. But the judge may also be led to use them in other circumstances.15 Today the following
observation needs to be made: any assessment of the legal independence relationship -

14

See A ruling issued by the Social Chamber of the Cour de Cassation which reclassified a franchise agreement
as permanent work contracts (Cass. soc. 18 January 2012 – No. 10-16342).
15

See Appendix 1 for more examples
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necessary and required between the franchisee and the franchisor - should remain a sovereign
assessment by judges of the facts and thus be founded on a case-based approach.

2.3. Definition of management sciences concepts

In the field of management sciences, the authors defined and studied two main concepts in order
to evoke the franchisor-franchisee relationship: independence (economic) and autonomy
(organisational).
Economic independence is defined as power, whereas dependence is defined as the opposite of
power (French and Raven, 1959; Hunt and Nevin, 1974). Franchisee independence is thus
considered to be a function of the attractiveness of the current relationship with the franchisor
and the availability of alternative alliances (Dant and Gundlach, 1998).
Autonomy, on the other hand, refers to the franchisee’s leeway for making management
decisions itself, without interference from the franchisor. The emphasis is not on economic
dependence but on the scope franchisees have to manage their own operational activities,
without subordination or intrusion.
Although certain authors, such as Dant and Gundlach (1998), differentiate between autonomy
and independence, numerous authors use the terms indiscriminately, which can be source of
potential confusion.
Below we will examine the different ways of defining the concept of autonomy.
For Breaugh (1985), autonomy refers to the control that one can exert over one’s own work, in
terms of methods, scheduling and criteria.
Stanworth (1995) considers autonomy to be the absence of subordination in the seven main
activities of the franchisee (for the introduction of additional products or services and pricing,
it is franchisors that are totally or partially responsible for making decisions, whereas for other
activities such as working hours, recruitment and employee remuneration, quality of customer
service, franchisee accounting management, local advertising, it is the franchisees who are
responsible),
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For Kaufmann and Eroglu (1998), autonomy means the possibility of taking management
decisions relating to peripheral activities requiring local adaptation.
Dant and Gundlach (1998) define autonomy as a party’s ability or desire for independent
thought and action,
Pizanti and Lerner (2003) and Paik and Choi (2007) share the opinion that autonomy is the
capacity or desire for independent thought and action.
For Cox and Mason (2007), autonomy consists of local adaptation of elements that are noncentral but concept “facilitators”.
In a more recent study, Lopez-Bayon and Lopez-Fernandez (2016) define franchisee autonomy
as a function of room for manoeuvre in terms of pricing, range, merchandising and local
marketing.

A review of the management science literature indicates that two main notions are used to
qualify the franchisor-franchisee relationship: independence and autonomy. These notions
introduce a certain amount of confusion insofar as certain authors use them indiscriminately.
However, we observe that autonomy refers to franchisees’ managerial activities at their sales
outlet. Finally, it can be noted that there is no consensus on the definition of these notions,
which is why we would like to propose our own definition of autonomy and independence
based on a qualitative methodology and study of the perceptions of franchise players. Perhaps
we will be able to differentiate between the two and therefore provide a framework for
understanding franchisor-franchisee relationships.

2.4. Explanatory factors relative to franchisee autonomy

Few authors have studied the factors explaining the greater or lesser degree of franchisee
autonomy or, in other words, the allocation of decision rights between franchisors and
franchisees (Arrunada et al., 2001 and 2005; Azevedo, 2009; Mumdžiev and Windsperger,
2011; Windsperger, 2004).
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Arrunada et al. (2001 and 2005) studied it in contracts between car manufacturers and their
distributors. Azevedo (2009) studied the impact of brand value on the allocation of authority in
franchise chains.
Windsperger (2004) and Mumdžiev and Windsperger (2011) examined the allocation of
decision rights in Austrian franchise networks and demonstrated that centralisation of decisionmaking power depends on the availability of the intangible knowledge assets of franchisors
compared to those of franchisees. The former include know-how specific to the system (site
selection, store design, product development and procurement) and the brand (marketing and
promotion). The franchisee’s intangible assets concern know-how specific to the sales outlet in
terms of local advertising and consumer service, quality control, human resources management
and product innovation. Thus, the more intangible assets the franchisor has (measured by the
number of training days or investment in advertising) compared to the franchisee, the more
centralised the franchise network ought to be. In contrast, the more intangible assets the
franchisee has (assessed by franchisors) compared to the franchisor, the more decentralised the
franchise network ought to be. The regression analysis clearly confirms the first hypothesis,
but the results are less clear-cut for the second one.
But in the existing literature on sources of power in distribution channels (for a summary, see
Filser et al., 2012 and Colla, 2004), the authors do not limit themselves to considering the
contract as the basis of the relationships between the players and their decision-making power.
In a franchise situation, the distribution of power primarily depends on the legitimate power of
each party, the limits of which are defined by the contract.
On the basis of its legitimate power, the franchisor notably exerts control over compliance with
the franchise agreement.
But other sources of power exist and may be possessed by both franchisors and franchisees
(expertise, information availability, charisma, etc.).
The exercise of power can even impinge upon the legitimate power of another member of the
channel and hence take its economic and managerial decisions (Perrigot et al. 2013),
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Yet the exercise of power in franchisor-franchisee relationships is linked to both parties’
satisfaction and the development of any conflicts in the event of dissatisfaction (Hunt and
Nevin, 1974). Conflicts can induce economic and legal risks (Hing 1995; Chiou et al., 2004).

It is therefore necessary to carefully perform a concrete assessment of how decision-making
powers are actually being exercised in franchisor/franchisee relationships.

2.5. Parameters for the measurement of independence, autonomy and performance

The authors have attempted to identify parameters to measure the concepts of independence
and autonomy. These parameters usually involve measurement of franchisees’ perception of
their economic dependence with respect to franchisors and their capacity to make autonomous
decisions regarding their main activities.
The economic independence of franchisees is considered by numerous authors (following Dant
and Gundlach, 1998) to be related to the attractiveness of the relationship and the availability
of alternative alliances. Measurement parameters therefore include, for independence, the
possibility of replacement, loss of income in the event of annulment of the relationship,
difficulty involved in obtaining resources otherwise, and capacity to adapt to the sale of other
products.
For autonomy, the main parameters are (1) the possibility of making autonomous decisions
concerning the various administrative activities (2) a preference for working autonomously, and
(3) non-subordinate thought and action. In this respect, according to numerous authors, the
different activities for which franchisors express their autonomy generally include location,
range, pricing, working hours, employee recruitment and remuneration, quality of customer
service, accounting management of the franchisee and local advertising.
As concerns performance indicators, in addition to those measuring growth and economic and
financial profitability, along with value creation, that of customer satisfaction is recognised by
the literature as an essential concept and measurement (Gauzente, 2003). Since some of these
parameters can concern both network and franchisees whilst others do not, the majority of
authors analyse the performance of networks. Among these, some authors study “relational”
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performance via indicators such as franchisee satisfaction and network renewal (or rupture)
rate.

It is therefore important to consider measurement of autonomy and performance taking into
account previous studies and adopting multi-criteria measurements.

2.6. Relationships between franchisee autonomy and performance

A number of authors have examined the relationship between autonomy and performance. We
focused on this aspect in particular since these studies make it possible to compare the
performance of different franchises or different franchisees on the basis of their level of
autonomy.
For Breaugh (1985), a correlation between autonomy at work and satisfaction (with respect to
work, use of capacities, the supervisor and performance quality) is observed. An indirect
relationship is identified here, with satisfaction potentially liable to lead to better performance.
According to Kaufmann and Eroglu (1998), thanks to local adaptation, variability of local
demand (tastes, income, ethnicity, etc.) and its variation over time, the franchisee can obtain
higher revenues. Here too, the relationship between autonomy and performance is dependent
on the franchisee’s capacity to adapt the concept locally.
A balance is needed between control and autonomy, in the opinion of Pizanti and Lerner (2003),
because too much autonomy can be counter-productive and negative.
As far as Cox and Mason (2003) are concerned, autonomy can lead to better results for the
franchisee and the franchisor, with franchisees in particular being seen as a source of innovative
ideas, but only with respect to peripheral components (as well as, potentially and to a limited
extent, the core components of their context, but only in the initial phases of development).
For Cochet et al. (2008) autonomy may or may not lead to better franchisor performance.
Success may be a result of relational forms of governance, which lead to congruence between
the objectives of both partners. Here performance is dependent on the relationships between the
partners.
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Windsperger (2004) also suggests that there is a positive correlation between the
complementarity of the intangible assets and decision-making powers of the players on the one
hand, and performance on the other. Specific capacities at the sales outlet in the presence of a
high level of centralisation may not generate a better performance, since the franchisees do not
make effective use of their capacities. In the same way, capacities specific to the franchisor, in
the presence of low levels of centralisation, will struggle to optimise revenues since the
franchisors do not have sufficient influence on use of the assets. The correlation between
autonomy and performance depends on the complementarity of decision-making powers (hence
between franchisee autonomy and franchisor decision-making powers).
According to Lopez-Bayon and Lopez-Fernandez (2016), autonomy in all areas of activity,
apart from pricing, is positively correlated with a network’s performance. In this study,
performance is measured by the number of contracts broken before the end of the term desired
by the franchisors.
A direct correlation between autonomy and performance is therefore almost never identified.
The majority of authors identify an indirect relationship, dependent on franchisee satisfaction,
local adaptation capacity, the balance between control and autonomy, capacity to propose
innovative ideas, congruence between objectives, and complementarity of decision-making
powers. Our study can therefore attempt to identify a direct link between franchisee autonomy
and performance.

2.7. Aspects influencing the relationship between autonomy and performance

Finally, we studied the main variables affecting the relationship between autonomy and
performance. These contingent circumstances mean that a given degree of autonomy may be
more or less efficient. Among these variables, Stanworth (1995) and other authors have
identified the following: the novelty of the concept, the franchise duration, the presence of
territorial exclusivity, the presence of a service component, a high level of expertise, a strongly
promoted brand image locally, the presence of specific assets, processes and products with low
specificity, strong development of new information and communication technologies, a strong
collective strength of franchisees.
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For Dant and Gundlach (1998), the degree of competition, franchise success, level of
experience, and franchise ownership (multi-unit) are also predictor variables. Kaufmann and
Eroglu (1998) only retain the type of franchise, the competitive situation, the age of the
franchise, as well as the level of personal motivation of franchisees. The latter are studied in
more depth by Williams (1998), who sees the fact that franchisees are better educated, have
more extensive work experience, have less experience as a business owner and have more
capital as being important. To this is added the level of risk in the sector.
Paik and Choi (2007) believe that international franchisees demand less autonomy.
The stage in the franchise life cycle is a relevant factor for other authors (including Boulay and
Stan, 2008), along with the brand strength and the tacit nature of the franchisor’s know-how
(Lopez-Bayon and Lopez-Fernandez, 2016).
Numerous authors consider that the entrepreneurial spirit of franchisees (characterised by
readiness to take risks, capacity to take the initiative) is another factor liable to affect the
correlations between independence/autonomy and performance.
Boulay and Stan (2008) hypothesise that there is a positive correlation between entrepreneurial
spirit and autonomy (as understood by Breaugh, 1985; Dant and Gundlach, 1998); a positive
correlation between a strong entrepreneurial spirit and opportunism and between autonomy and
opportunism. In addition, they put forward the hypothesis that there is a positive correlation
between entrepreneurial spirit and performance of franchisees (Fenwick and Strombom, 1998)
and also a positive correlation between autonomy and performance. Finally, they suggest that
the link between the entrepreneurial spirit of a franchisee and levels of opportunism, autonomy
and performance vary depending on the stage of the franchisee’s life cycle in the network.
According to Dada, Watson and Kirby (2010), the performance of a franchise increases in
tandem with the entrepreneurial behaviour of franchisees. The latter is positively influenced by
the availability of information and franchisee relationships, by their education and their age and
by competition within the network. Apart from age, all the other factors that contribute to the
entrepreneurship of franchisees are positively affected by participation in network activities
(primarily commissions and associations).

This chapter allows us to situate franchising within its overall managerial and academic context.
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Presentation of the managerial context illustrates the legal, economic and sociocultural
standards affecting the distribution environment in general, and the franchising environment in
particular. Franchise players must constantly revise their strategies in order to conform to the
evolving environment. Franchisors and franchisees are facing new challenges and they must
mobilise new know-how and new skills to address these. These environmental changes
necessarily have an impact on the relationship between franchisors and franchisees, as well as
on their performance. We will try to incorporate the environment into our qualitative and
quantitative studies and attempt to assess its impact on franchisor-franchisee relationships and
their performance.
An analysis of the literature allows us to draw up an inventory of previous research in the field
of franchisee independence and performance, the links between these variables, their history
and variables that affect the relationship. Two main observations emerge, related to the
objectives of our study:
‒

Two concepts characterise the franchisor-franchisee relationship: independence and
autonomy. Independence is defined more from an economic point of view, while
autonomy relates to managerial activities and local adaptation of the franchisee at the
sales outlet. It would therefore appear that it is more relevant to study franchisee
autonomy, since this is related to operational activities (in contrast to independence,
which is related to sharing of power between the franchisor and the franchisee).
However, it can be observed that there is very often confusion between these two
notions. Consequently, via the qualitative study, we hope to propose a definition of these
notions and provide a comprehensive understanding of franchisor-franchisee
relationships.

‒

A direct relationship between autonomy and performance is rarely identified in the
literature but we hope to be able to determine the link between these variables and the
autonomous and efficient franchisee profiles thanks to a quantitative study.

In the next chapter, we will thus present the methodology and results of the qualitative study
designed to meet the first objective outlined above.

Chapter 2. The methodology and results of the qualitative analysis
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The key question resulting from the reflections of franchise practitioners is the starting point
for our study. The impact of the institutional environment on franchising forces us to immerse
ourselves in a specific context, driving us to adopt an inductive approach framed by constant
consultation of the literature (see chapter 1). This approach should enable us to meet the
following objectives:
‒

Study the franchise environment, the roles and professions of the various players, their
relationships and their performance;

‒

Study the nature of the relationships between franchisors and franchisees;

‒

Interpret the results to obtain a model for understanding franchisor-franchisee
relationships.

This chapter begins by presenting the qualitative approach used to address the key question,
before moving on to examining the results of the qualitative analysis.

1. General methodology of the qualitative study

We chose a qualitative methodology since this allows us to study the players in terms of their
contact with the environment. We therefore carried out semi-directive interviews with franchise
professionals and experts. We opted to use an interview method for a variety of reasons.
First of all, our objective is to understand how franchise players see their environment, their
professions and their interactions. To this end, it is crucial to allow them to express their views
as naturally and spontaneously as possible.
Secondly, after transcription and coding of interviews, this method enables us to interpret them
and assume links between categories. As such, we are able to describe the relationships between
franchise players and the variables involved in performance. We can then identify links between
these categories and thereby propose a theoretical model.
Finally, the franchise sector is undergoing upheavals and shifts in trends related to
environmental pressures. The issues are complex and need to be considered in greater depth;
the interview method allows us to gather a wealth of data (Evrard et al., 2009), to pick up on
what franchise professionals and experts say and examine points emerging during the interview
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in greater depth. These interviews therefore ensure close proximity with the personal and
organisational reflection processes of the professionals and experts surveyed.

1.1. Interview guide and sample composition

The interviews represent our core resource. They are conducted within the framework of
interview guides hinged around the four classic interview phases: introduction (gaining the trust
of the interviewee), the focusing phase (general, descriptive, relatively imprecise questions),
the deeper exploration phase (the most important questions) and the conclusion (summary of
the interview and thanks) (Jolibert and Jourdan, 2006). The exploration phase of the interview
is aligned with the existing literature on the study themes. The first theme tackled concerns the
structure of the interviewee’s organisation and their role, and the second theme deals with the
franchise context, environment and stakeholders; these two themes correspond to the general
franchise framework. The third theme concerns franchisee independence and autonomy, and
the fourth relates to the interactions between the franchisee and the franchisor; these two themes
correspond to the relationships between the players and their respective professions. Finally,
the fifth theme concerns performance. In Appendix 2 we present the interview guide used for
all the franchise professionals and experts consulted. The interview guide, which serves as the
central thread of the discussion, ensures that all the themes are covered and facilitates prompting
or repeat questioning by the interviewer. Despite the existence of a pre-defined framework, we
tried to adopt a non-directive attitude as far as possible, respecting the principles of empathy
and unconditional acceptance of others’ views (Evrard et al., 2009).

To compile the sample for our qualitative study, we identified French retailers and experts in
the franchise sector from a list of FFF members. For the purposes of ensuring sample
heterogeneity, we selected 20 franchisees, 10 franchisors and 10 experts.
To perform our semi-directive interviews, we contacted the individuals selected directly to
convince them of the relevance of our study and ask them to agree to an interview. Following
numerous email and telephone reminders, we carried out semi-directive interviews with 13
franchisees, 5 franchisors and 11 franchise experts between November 2015 and January 2016
(Table 1).
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For each interview category, we stopped carrying out interviews when it became clear that we
had reached the semantic saturation threshold and that further interviews would provide no
additional elucidation of the franchise environment, the relationships between the players, their
professions and their perceptions of performance (Huberman and Miles, 2005; Thiétart, 2014).
All the interviews were recorded with the permission of the interviewees and were accurately
transcribed.
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Table 1. Sample characteristics
Sector
Food

Hair and beauty
Personal care
Flowers
Furniture
Fast food

Auto services

Interviewee profiles
Franchisee 8
Franchisee 9
Franchisee 12
Franchisor 2
Franchisee 2
Franchisor 5
Franchisee 11
Franchisor 3
Franchisee 10
Franchisee 4
Franchisee 5
Franchisee 1
Franchisee 3
Franchisee 6
Franchisee 7
Franchisor 1
Franchisor 4
Franchisee 13

Business services
Fédération Française de la Franchise (expert 4)
Legal Advice (expert 3)
Legal Advice (expert 8)
Legal Advice (expert 9)
Legal Advice (expert 11)
Accounting, financial and insurance advice (expert 2)
Accounting, financial and insurance advice (expert 5)
Accounting, financial and insurance advice (expert 6)
Franchise development and management advice (expert 1)
Franchise development and management advice (expert 7)
Franchise development and management advice (expert 10)

Data collection
Face to Face (1H39)
Face to Face (59 min)
Face to Face (53 min)
Face to Face (2H05)
Face to Face (39 min)
Face to Face (2H10)
Telephone (53 min)
Face to Face (1H16)
Face to Face (38 min)
Face to Face (1H46)
Face to Face (1H46)
Telephone (23 min)
Face to Face (1H58)
Face to Face (1H48)
Face to Face (2H25)
Face to Face (1H10)
Face to Face (2H07)
Face to Face (49 min)
Face to Face (1H58)
Face to Face (1H04)
Face to Face (2H10)
Face to Face (1H13)
Face to Face (1H02)
Face to Face (1H)
Face to Face (2H08)
Face to Face (1H41)
Face to Face (1H21)
Face to Face (57 min)
Face to Face (1H53)

1.2. Steps in the qualitative analysis

Starting out with a large volume of data, our aim is to group the data together by theme in order
to gradually move on from understanding what is said by the interviewees during the interviews
to interpreting the meaning behind their words. The process concerns data reorganisation, which
corresponds to a content analysis (Bardin, 2007). Content analysis is a set of communication
analysis techniques based on the use of systematic and objective procedures to describe the
content of messages, with a view to obtaining indicators (quantitative or otherwise) enabling
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knowledge to be inferred [logical deductions] relative to the production/reception conditions
(inferred variables) for these messages (Bardin, 2007).
As with our inductive approach framed by assumed theories, we prefer to assemble several
content analysis methods in order to propose a progressive and complete analysis of the body
of text (corpus). By cumulating analysis methods, it will be possible to meet the study
objectives, which seek to: (1) describe the franchise environment and context; (2) describe and
define variables (independence, autonomy and performance); and (3) interpret and structure
these variables. To complete these description and interpretation objectives, we opted to
implement four phases:
1. A first phase of “surface reading” to reveal impressions and potentially analysable
themes. This enables us to grasp the significance of the body of text, providing an
overview of the interviews. This surface reading phase reveals the wealth and broad
variety of responses provided. It also uncovers recurrent themes, such as the role of
players in the network, their relationships, the framework of the relationships and the
activities of each party in the network. It is also invaluable for highlighting confusion
surrounding the definition of similar notions such as autonomy and independence.
2. A second phase, which corresponds to a lexical analysis. This totally objective and
inductive statistical processing method consists in counting and classifying textual data.
This process is designed to identify the most frequently used word categories, grouping
them together into discriminant classes based on their associations with one another.
We will use Alceste software to carry out this analysis. The textual analysis phase will
be performed by breaking down the corpus based on interviewee profile (franchise
experts, franchisors and franchisees). This will help us draw up comparisons between
the perceptions of interviewee types.
3. A third phase, which corresponds to a thematic analysis: this consists in manual coding
assisted by N’Vivo software. Following the advice of Point and Voynnet-Fourboul
(2006) and Dumez (2013), we put together a coding method that allows us to refer to
the literature (deductive coding) and to proceed without any preconceived idea about
the data collected (inductive coding). We therefore prefer a more iterative coding
process, based on resemblances and differences between analysis units. Hence we use
the classes obtained following lexical analysis as the initial coding categories. Then, to
establish a grid of the entire dataset, we will complete these initial categories using
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themes resulting from the interview guide and themes closer to our conceptual
frameworks.
4. Finally, the fourth phase corresponds to surface analysis. This last phase allows us to
regain possession of the corpus of data as a whole and restore distance in order to begin
the interpretation process.

With the general framework of our qualitative methodology presented, we can now focus on
the lexical and thematic analyses, and the associated results.
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2. Lexical analysis of the data

In this part, we present the methodology used for lexical analysis of the data and the results of
this analysis.

2.1. Presentation of the lexical analysis methodology

After producing the interview transcripts and performing automated data analysis, we read all
the data several times, at different points in the process. A preliminary analysis based on surface
reading immediately places us in a position of induction, the aim being to allow the data to
speak for itself before we attempt to define and understand the notions.
We then favour the lexical analysis approach because this does not involve any filtering and
interpretation by the researcher since “the data are processes without any prior assumptions
about the categories to be discovered” (Fallery and Rodhain, 2007). This process involves an
analysis of the textual data, which studies the nature and wealth of the vocabulary used by the
interviewees and adapts to the treatment of open questions. This analysis provides a relatively
holistic view, without preconceived ideas, and sets out to classify what is similar and what is
different in the body of text.
To this end, we use Alceste automated textual statistics software centred on discourse analysis
(Helme-Guizon and Gavard-Perret, 2004); this method falls within the general scope of textual
data analysis research (Reinert, 1998). It serves to compare what is said in the text, without
deforming either the meaning or the production characteristics (Gauzente et al., 2007); it thus
involves focuses on the semantic structure of a body of text, studying the words and the root of
the words.

Data processing using Alceste software involves three main steps:
•

Segmentation of the data consists in defining lexical units, upon which counting
operations are performed.
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•

Data division divides the body of information into several parts, corresponding to the
speakers’ characteristics.

•

Textual statistics, based on calculations revealing similarities between the lines and
columns of the lexical tables.

After cleaning up the data, we divided it into three separate groups, since three main sub-groups
emerged when the 29 interviews were transcribed: franchise experts (11 interviews), franchisors
(5 interviews) and franchisees (13 interviews). We kept the automatic standard settings
proposed by the Alceste software. This makes it possible to verify the level of precision of the
analysis based on the following criteria:
•

The percentage of data analysed should ideally be greater than 70% of the total data.

•

The number of classes identified should be between 3 and 5.

•

The number of words analysed per ECU (elementary context unit, e.g.: sentence) must
be greater than 10.

The results for the processing of three bodies of text (corpora) are indicated below (Table X); a
few extra settings were added for corpus No. 3 to improve the analysis rate of the total corpus
and increase the number of words analysed in each of the two classifications.
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Table 2. The lexicometric characteristics of our three bodies of text obtained using
Alceste software

Data processed
Size of corpus
Total number of
words
Number of
separate words
Statistical data

Configured
data

Number of words
analysed
Number of ICUs
Number of ECUs
% wealth of
vocabulary
Type of
processing
Number of words
per ECU for the
first classification
Number of words
per ECU for the
second
classification
Minimum
frequency of a
word taken into
account in the
analysis

Corpus No. 1
Experts
134 KO

Corpus No. 2
Franchisor
174 KO

Corpus No. 3
Franchisees
188 KO

21 629

30 556

34 231

2 785

3 673

3 569

432

728

607

11
520

5
551

13
551

80%

79%

73%

Double classification

Double classification

Double classification

6

10

10

8

12

12

4

4

4

The last step is based on calculations revealing similarities between the lines (division into
ECUs) and columns (forms resulting from segmentation) of the lexical tables. To do this,
Alceste uses a descending (or top-down) hierarchical classification method (Reinert, 2003).
This method consists in automatically extracting representative statement classes, identifying
the strongest oppositions in the text. It is an iterative procedure. The software performs a double
classification to arrive at a certain number of statistically independent classes and thereby seeks
to reduce the risk of error when dividing the body of text into context units (CUs) and obtain
class stability. At the end of the analysis, the most representative words and ECUs are presented.
The classes obtained group together the most significant words that participate in the definition
of a theme. Calculation of the Chi2 value for each word retained serves to determine the degree
to which a word belongs to a given class.
Processing of each body of text leads to the emergence of discourse classes that are numbered
in the order of their appearance, with this frequency of words itself depending on the
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homogeneity of the vocabulary in each class. To make the results easier to understand, we detail
for each body of text the most representative words appearing at the start of the classifications
and the statements retained by the Alceste software.

2.2. The results of processing

For the purposes of not overly complicating the document and insofar as the pertinence of the
classes that emerge differs from one body of text to another, we briefly present the
classifications obtained for each body of text, performing a rapid analysis for each of them (the
complete analysis reports are presented in Appendix 3). This analysis will enable us to identify
some initial elements in response to our research objectives and guide us with respect to the
themes to be used in the next step involving manual coding of the body of text. It will also allow
us to consider the similarities and differences between the perceptions of the various
interviewees concerning the franchise environment and context, the relationships between the
players and their roles.

2.2.1. Processing and analysis of the body of text for franchise experts

Following double classification, 3 classes emerge from the process performed by Alceste on
80% of the body of text analysed (Figure 2).
Class 1, which includes 32% of the ECUs classed, refers to the contractual framework, the
specific legal characteristics of the franchisee’s status and the conditions for leaving a franchise
network. The specific vocabulary is: contract (68),16 clause (40), rental (31), manager (30),
competitor (29), dependence (18). This class also expresses the notion of the franchisee’s legal
dependence on the franchisor.
Class 2, which includes 47% of the ECUs, relates to network management and its dimensions
(organisation, administration, communication, etc.), as well as the roles of each of the players
in the network. The specific vocabulary is: working group (56), communication (38), organise
16

The number in brackets refers to the Chi-square value for the association. The higher the number, the more
strongly the word belongs to the class.
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(23), manage (18), team (18). This class relates to the level of autonomy franchisees can find
within the framework set by their franchisor.
Class 3, which includes 21% of the ECUs, relates to the franchisor’s obligations. The
vocabulary best expressing the franchisor’s obligations is as follows: know-how (28), efficient
(15), profession (11), service (11), assistance (8). The verbs express a desire to transmit: give,
invest, monitor, provide, improve. This dependence marker contributes to the attainment of a
shared objective: the performance and success of the network. This class can be illustrated by
the following statement “when franchisors have genuine know-how, they don’t find it difficult
to add to the assistance package, to enhance the support provided to franchisees” (Expert 3).

Figure 2. The 3 classes emerging from the body of text for franchise experts

To sum up, when we question the experts, we obtain a consensus on the first theme covered,
homogeneously relating to the contractual framework of the franchise, with the class 2 and 3
themes of autonomy and interdependence appearing well behind the legal framework.

34

2.2.2. Processing and analysis of the body of text for franchisors

Following double classification, 4 classes emerge from the process performed by Alceste on
79% of the body of text analysed (Figure 3). Each class expresses a very specific semantic (or
lexical) field.
Class 1, which includes 39% of the ECUs, mentions bodies for dialogue and exchange between
franchise players. It contains vocabulary such as: commission (21), autonomy (37), association
(19), office (16). It cites the various bodies set up by franchisors where franchisees can express
their views. The verbs characterising this class - “go, come, hold, listen, choose” - express
actions that franchisees may perform entirely autonomously. Franchisors must be attentive to
the ideas expressed by their franchisees during these various meetings, while retaining decisionmaking power for the actions to be rolled out across the whole network.
Class 2, which includes 22% of the ECUs, relates to performance indicators. This class contains
vocabulary such as: profit margin (63), customer (51), supplier (26), ratio (34), turnover (29).
This class relates to the obligations that franchisees have towards their franchisor, to whom they
must report sales results daily or weekly. This class clearly indicates a criterion of franchisee
dependence. A characteristic statement is “every week, all franchisees report back their
turnover, their average spend and the number of customers; we have access to this information
on the on-line retail site” (Franchisor 3).
Class 3, which includes 27% of the textual units classed, describes the franchisee’s specific
status as business owner and retailer. The vocabulary used is: manager (141), business (65),
operate (30), invest (28). This class stresses the specific characteristics of the business owner
status and the notion of franchisee independence. A representative statement is: “shared points
are essential, these are above all independent businesses that wish to invest and agree to set up
their own operation. The franchisee bears the legal and economic risk” (Franchisor 5).
Class 4, which includes 12% of the ECUs, relates to contractual relations in a franchise. The
most usual words are: contract (110), zone (52), membership (52), dependence (34), contractual
(36), expertise (44). The most significant verbs include: negotiate (121), leave (73), discuss
(69), transmit (57). The vocabulary relates to the franchise contract lifetime. This class contains
a very rich vocabulary; however, it is not very homogeneous since it is in only 4th position. It
tells us about the legal dependence relationships of the contract between the two parties, bearing
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in mind that this contractual relationship is negotiated and discussed at the outset by
determination of a territorial zone in which this relationship will apply and, above all, of when
the relationship will end. It commits both parties, with the franchisor required to transmit knowhow and expertise; it is a win-win relationship.

Figure 3. The 4 classes resulting from the body of text for franchisors

If we sum up these results, it can be clearly seen that the franchisors questioned are unanimous
in trying to promote the role of dialogue bodies in the day-to-day running of franchise
operations, these bodies being important to express the autonomy of their franchisees. However,
the other three classes relate more to the notion of dependence. Class 2 presents the performance
indicators and tools available to franchisees to report their activities. Classes 3 and 4 relate to
the general legal framework of the franchise in the networks questioned, the main framework
setting the rules of the relationship while at the same time promoting the specific nature of the
franchise with the status of independent business.
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2.2.3. Processing and analysis of the body of text for franchisees

Following double classification, 3 classes emerge from the process performed by Alceste on
73% of the body of text analysed (Figure 4).
Class 1, which includes 70% of the ECUs, relates to the everyday actions undertaken by the
franchisee. The representative forms of this class demonstrate action verbs, such as: want (19),
say (13), do (15), go (11), see (8), manage (7), oblige (6). This class evokes the franchisees’
everyday choices and degree of autonomy in terms of the management of their business. A
significant statement is: “it’s quite clear, I do what I want in my own business” (Franchisee 2).
Class 2, which contains 20% of the ECUs, relates to the franchise contract and its evolution.
The most significant vocabulary includes: contract (64), renew (43), franchise (22), new (23),
retailer (27), evolve (20). This class presents the contract lifetime: “you are offered a 5-year
contract, which can then be renewed for 10 years. For businesses that aren’t profitable, that
undoubtedly leads to contracts being broken” (Franchisee 4).
Class 3, which includes 10% of the ECUs, reflects franchisees’ expectations of their franchisors.
It concerns the tools that franchisors make available to franchisees to help them manage their
outlet. The most significant vocabulary includes: savings (64), range (53), average (20),
resource (18), operation (35), site (35). In fact, franchisees use the franchisor’s resources at
their outlet. The verbs also suggest this: link, evolve, operate.

These tools help them

economically develop their business. This class emerges as the marker of a positive sign of
franchisee dependence.

Figure 4. The 4 classes resulting from the body of text for franchisees
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In summary, the results express the basic principles of franchising. Franchising is based on
collaboration, governed by a contract between two businesses who mutually choose one
another.

2.2.4. Summary of lexical data analyses

The discourse classes resulting from analysis of the textual data provide an initial reading of
the results. The classes that emerge confirm the initial impressions on the first surface reading
of the body of text. The summary of the various processing operations helps to identify a few
main trends visible by repetition or otherwise of similar classes from one body of text to another
(Table 3).

Table 3. Summary of textual data analysis processes
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Order of
appearance
of classes
1
2
3
1
2
3
4
1
2
3

% corpus
analysed

Themes resulting from lexical analysis
Expert corpus
Contractual framework of the franchise
Network management and role of players
within the network
Franchisor obligations
Franchisor corpus
Relations bodies
Performance criteria
Franchisee’s status as business owner and
retailer
Contractual relationships
Franchisee corpus
Everyday actions undertaken by the
franchisee
Franchise contract and its evolution
Franchisee’s expectations of franchisor

32%
47%
21%
39%
22%
27%
12%
70%
20%
10%

Autonomy
Dependence
Independence

The order of appearance of the main themes differs from one group to another. However, the
theme associated with a mark of autonomy is always found in the class containing the most
elementary context units. The group of experts homogeneously and unanimously mention the
contractual framework; this result is related to the composition of a corpus that is made up
mainly of legal players with a key role in the defence of the stakeholders. The quest for
performance is reflected by the presence of a framework dictated by the franchisor with a strong
dependence component, within which franchisees can perform some activities entirely
autonomously: “there is an organised framework that must be respected, but neither should
this framework, when it is created, destroy autonomy” (Expert 1).
A study of the franchisee corpus demonstrates that franchisees are anchored in the everyday
management of their business: “we remain independent businesses, with our own accounting
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management and personnel management; for our routine, everyday activities, we are
autonomous” (Franchisee 9). The franchise lifecycle within the network will be durable and
renewed at the end of the contract if the performance indicators are present and if the franchisor
effectively meets franchisees’ expectations.
The franchisors interviewed all try to maintain bodies for dialogue with their franchisees, where
they ask franchisees for their opinions on predetermined themes: “franchisors are starting to
put in place a few commissions, to enable joint reflection on important themes” (Franchisee
8). These bodies give franchisees a platform to express their views with a certain amount of
autonomy and enable franchisors to evolve their model by adjusting performance indicators.
The contractual framework is also mentioned by the franchisor corpus but from an alternative
perspective vis-à-vis the other bodies of text since the franchisors clearly stress the dual nature
of the franchisee’s status, defined legally as that of an independent business: “franchisees are,
above all, independent businesses that wish to invest and agree to set up their own operation”
(Franchisor 1).

The lexical analysis made it possible to objectively reveal the main and discriminant semantic
classes that we will use in the next phase of our study.

3. Thematic analysis of data by coding

The thematic analysis consists in creating and organising multi-level categories and relating
units of meaning to the corpus, dividing the corpus up roughly and then in more detail.

3.1. Presentation of the thematic analysis methodology

Thematic analysis consists in identifying “meaning nodes” making up the communication, the
presence and frequency of occurrence of which may mean something for the analytical
objective chosen (Bardin, 2007). It involves dividing the text up into a certain number of main
themes (that it will be possible to fine-tune, if necessary, into sub-themes if so desired). This
division corresponds to data coding. In concrete terms, this means dividing up the content of
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the interview transcripts into analysis units, then classing them into codes. 17 Since we are
carrying out a thematic analysis, our codes relate to sentences or full paragraphs.
As we outlined previously, our coding process adopts a hybrid form, midway between an alldeductive approach and an all-inductive approach. We prefer to adopt a tempered induction
approach, framed by the literature but open to unexpected information from the ground. Using
N’Vivo software, we will perform first-order coding, which corresponds to open coding, and
second-order coding, which corresponds to axial coding (Strauss and Corbin, 2004). We will
present the two coding steps hereafter.

3.1.1. Iterative first-order coding

The first step involves open, relatively inductive coding, close to the discourse of interviewees
and hence their statements. It is during this initial phase of coding that the first similarity clusters
are created, beginning by grouping together similar analysis units within the same “child” code,
before going on to group together several “child” codes within a same “parent” code,
representing the different modalities that the parent code may cover,
In our study, this first phase was lengthy and substantial. “Child” codes mostly derive from the
statements of interviewees. “Parent” codes, meanwhile, are our own creation (Allard-Poési,
2011), resulting from obvious thematic groups (franchisee skills, franchisor know-how,
franchisee profiles, etc.), themes resulting from the review of the literature (performance,
franchisor obligations, etc.), as well as themes resulting from the textual analysis
(communication in the network, franchisee expectations, etc.). What we actually did was
exploit the complementarity of the processing methods, drawing on the classes obtained by the
analysis of the automated textual data resulting from Alceste software processing. These classes
emerging from the discourse gave us the first core of “parent” and “child” codes, which we
used as a starting point for first-order coding: dialogue and discussion bodies, franchisee
management, legal franchise contract, etc. are all examples of codes that were quickly put into
place using textual data analysis. Our study therefore adheres to the indications given by editors,

17

Codes are tags or labels for assigning units of meaning to the descriptive information compiled during a study
(Miles and Huberman, 2003).
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who accept mixing of methods as long as they are rigorous and transparent (Pratt, 2009). Below
we present two extracts from our tree structure for first-order codes (Figure 5).

Figure 5. An extract from the tree structure for first-order codes (N’Vivo)

Child codes

Parent codes

This iterative coding, which requires constant questioning throughout, avoids any risk of
circularity18 since we remain open to phenomena that we did not expect to see. It is only when
there are no more surprises and the whole corpus has been coded that the tree structure is
stabilised. It is then necessary to reflect on the definitive tree structure. The tree structure is
only definitive once the “child” codes are distinct enough from one another not to be redundant
and similar enough to be linked under the same “parent code” (Saldana, 2011; Ayache and
Dumez, 2011). Hence in the stabilised first-order tree structure, we count 17 “parent” codes and
113 “child” codes (Appendix 4).
We can use the multilevel tree structure created to allocate each unit of meaning to one or more
codes. This makes it possible to multiply the viewpoints, increase precision (Allard-Poési,
2011) and relate codes regularly linked together to the same units of meaning (Dumez, 2013).
This networking facilitates interpretation of the data and makes it possible to develop a
proposed theory (Voynnet-Fourboul, 2011).
Once the tree structure is definitive and all the units of meaning have been coded, we carried
out double coding (on 10% of the body of text) to verify the stability of the coding performed.
By using double coding, the inter-coder reliability rate can be measured (Miles and Huberman,

18

A phenomenon that consists in only seeing what one wants to see (Dumez, 2013).
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2005). This double coding operation is carried out in two phases. First of all, we recoded the
corpus ourselves at each repetition of the process, following the addition of codes. This is an
internal closed double coding process that is used to adjust the tree structure until it is stabilised.
We then submitted the list of “parent” nodes and “child” nodes, as well as an extract of the
corpus to another researcher from the group (not very familiar with the methodology) and asked
him to multicode the entire extract. This second phase corresponds to external closed double
coding. The objective is thus to verify the validity of coding by counting the number of
agreements and disagreements19 between the two coding operations. The inter-coder reliability
rate, which expresses the proportion of agreements out of the total number of codes allocated
by the first coder, is 79.64% (Table 4).

Table 4. Inter-coder reliability rate after double coding of 10% of the corpus
Number of codes allocated by the first coder (MS)
Number of identical codes between the first coder and the double coder
Inter-coder reliability rate

113
90
79.64%

The rate of 79.64% is satisfactory and demonstrates that allocation of units of meaning for the
interviews for 10% of the corpus is subject to few ambiguities (Miles and Huberman, 2005).
The logic and content of our tree structure are validated, along with the way we use it.
Following this first data processing phase, we need to continue our analysis with a second
phase, designed to reveal thematic groups closer to the theoretical frameworks mobilised in the
study and providing answers to the research questions. This is the second-order coding step.
3.1.2. Theoretical second-order coding

Once first-order coding has been performed, stabilised and validated by double coding, it is
important to take a step back and move towards a more abstract level: this is the objective of
second-order axial coding (Strauss and Corbin, 2004). Axial coding involves two main phases.
Firstly, conceptual categories are created, grouping together several “parent” codes. We formed
parent groups to construct more general codes in line with our literature: relationships between
19

There is agreement when, for a given unit of meaning, the double coder proposes the same code as the first
coder. There is disagreement when the code proposed by the first coder is not proposed by the double coder (Miles
and Huberman, 2005).
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the players, franchisor's profession, franchisee’s profession, performance and framework of the
franchise (Appendix 5). The researcher must then interpret the data in order to link the
conceptual categories together and explore their relationships. This process serves to create a
theoretical model including causal, conditional, contextual and consequential relationships
between the categories (Strauss and Corbin, 2004).
With these 5 themes, we manage to comply with the guidelines proposed by Saldana (2011)
who explains that the final number of themes should be kept to a minimum to keep the analysis
coherent (Table 5).

Table 5. Summary of analysis themes, parent codes and child codes
Analysis themes
Relationships between the players
Franchisor's profession
Franchisee’s profession
Performance
Franchise framework
Total

Parent codes
6
3
4
1
3
17

Child codes
25
26
23
16
23
113

Qualitative methodologies require rigorous and in-depth treatment. Hence, by referring to
Saldana (2011), who outlines the qualities required for data coding, we demonstrated
organisation, perseverance, flexibility, creativity and ethical rigour. These qualities should
enable us to guarantee reliable processing of the data for the purposes of analysis, followed by
interpretation of the results.

3.2. Processing results

In order to compare perceptions of the environment, professions and relationships between the
various players, we will successively employ two types of approach, one quantifying
verbalisation of a theme and the other qualifying it:
‒

A first quantitative approach objectively measures the degree of evocation of the theme
analysed in the corpus as a whole corresponding to the type of players questioned
(franchise experts, franchisees and franchisors). This criterion is calculated on the basis
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of the number of units of meaning encoded compared to 1000 units of meaning in the
corpus. This first approach will enable us to compare the number of times each theme
is verbalised by the players;
‒

A second qualitative approach is based on extraction of the most emblematic verbatims
(or statements) to illustrate the theme analysed. This second approach will enable us to
qualify how the theme is verbalised.

We will perform the same analysis for the component elements relative to franchisor and
franchisee relationships: franchisee freedom, franchisee independence and franchisee
autonomy. We will then detail the theoretical proposition associated with the interaction
between these notions in order to obtain a global understanding of the franchisor/franchisee
relationship. Finally, we will present a theoretical model helping us to understand the
correlation between the relationships between the players and performance,
Table 6 provides an overview of the degrees of evocation of the five conceptual categories for
franchising that we will describe.
It can be seen that, overall, the degree of evocation of relationships between the players is
75.9‰20 units of meaning coded in the global corpus, which is significantly higher than the
degree of evocation of performance (Table 6). This demonstrates that in their discourse, the
interviewees more readily mention franchisor-franchisee relations than network or franchisee
performance. This first observation alerts us to the importance of the relationships between the
players and the component parts of these relationships.
In the following sections, we present our descriptions, analyses and interpretations.

20

We are not seeking representivity but instead an illustration of the frequency of use of a unit of meaning.
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Table 6. Summary of the degrees of evocation of the conceptual categories for franchising (in number of units of meaning coded per 1000 by
theme and by corpus).
Experts (3214 units)

Franchisees (3621 units)

Franchisors (1061 units)

TOTAL (7896 units)

Number of units
of meaning coded

Degree of
evocation per
1000 units

Number of units
of meaning coded

Degree of
evocation per
1000 units

Number of units
of meaning coded

Degree of
evocation per
1000 units

Number of units
of meaning coded

Degree of
evocation per
1000 units

FRANCHISE FRAMEWORK

237

73.7

121

33.4

56

52.8

414

52.4

Network profiles

64

19.9

50

13.8

18

17.0

132

16.7

72

22.4

41

11.3

15

14.1

128

16.2

Legal franchise contract

101

31.4

30

8.3

23

21.7

154

19.5

FRANCHISOR'S PROFESSION

229

71.3

253

69.9

82

77.3

564

71.4

Franchisor’s activities

113

35.2

120

33.1

49

46.2

282

35.7

Franchisor’s obligations

47

14.6

56

15.5

15

14.1

118

14.9

Franchisor’s know-how

69

21.5

77

21.3

18

17.0

164

20.8

FRANCHISEE’S PROFESSION

129

40.1

272

75.1

55

51.8

456

57.8

55

17.1

137

37.8

26

24.5

218

27.6

Franchise context and evolution

Outlet management activities
Franchisee’s skills

17

5.3

39

10.8

7

6.6

63

8.0

Franchisee’s obligations

35

10.9

27

7.5

6

5.7

68

8.6

Franchisee profiles and qualities
RELATIONSHIPS BETWEEN
THE PLAYERS

22

6.8

69

19.1

16

15.1

107

13.6

232

72.2

293

80.9

74

69.7

599

75.9

Franchisee autonomy

59

18.4

71

19.6

13

12.3

143

18.1

Communication in the network

65

20.2

109

30.1

31

29.2

205

26.0

Franchisee dependence

39

12.1

33

9.1

9

8.5

81

10.3

Franchisee independence

53

16.5

52

14.4

14

13.2

119

15.1

Player interdependence

6

1.9

8

2.2

3

2.8

17

2.2

Franchisee freedom

10

3.1

20

5.5

4

3.8

34

4.3

PERFORMANCE

83

25.8

80

22.1

35

33.0

198

25.1

Performance indicators

83

25.8

80

22.1

35

33.0

198

25.1
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3.2.1. Global analysis of franchise player perceptions

The description of player perceptions enables us to discover the franchise environment, to
identify the roles of each party and study the relationships between franchisors and franchisees.
To do this, we will present the 5 conceptual categories for franchising.

3.2.1.1.

The franchise framework

The franchise framework is mentioned in 52.4‰ of the units of meaning coded in the corpus,
and is evenly distributed between the themes of franchise context and evolution, legal franchise
contract and franchise network profile (Table 6). This conceptual category includes 3 parent
nodes (themes) and 23 child nodes (Figure 6 and Appendix 5).

Figure 6. The tree structure for the “franchise framework” conceptual category

FRANCHISE
FRAMEWORK

Franchise context and
evolution
Competition
Economic environment
Technological environment
Institutional evolution of
franchising
Evolution of consumer expectations
Economic model of franchising
Stakeholders

Legal franchise
contract
Legal aspects
Comparison between franchise
contract and other types of
contracts
Contractual disputes
Precontractual information
Strictly legal qualification
Contract renewal
Contract lifetime

Network profiles
Franchise network life cycle
Participative franchise
Network mix
Degree of network standardisation
Network stakeholders
Role of players in the network
Network size
Type of network

The franchise context and its evolution relate to the institutional environment of franchising. A
set of values, standards and organisation models exist outside the organisations that have an
influence on their structures and management methods (Meyer and Rowan, 1977). This theme
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focuses on the societal environment as a force for determining franchise changes: “there’s the
economic context; for the past ten years now, the majority of independent businesses have
started to disappear and big well-known brands have been emerging, and they are the only
ones that are a relatively safe bet” (Franchisee 1); “disintermediation is turning the traditional
franchise network upside-down. Franchisees perhaps need to be given more autonomy”
(Expert 1); “online competition means that consumers will look first so they can compare
product prices. They are more aware of prices so what we highlight is our service” (Franchisor
4).
The legal franchise contract also refers to the institutional environment of franchising, but
exclusively to the political and legal rules determining the basis for franchise network activity,
the profession of each of the players and their relations: “a number of branches of law apply to
franchising” (Expert 11); “the legislation wants to put everything into boxes nowadays, so I
think the know-how of the franchisor is more structured, much more controllable but at the
same time less accessible” (Franchisee 9); “what complicates our job today is the legislative
framework, which is constantly changing” (Franchisor 4); “there’s a contract, with rights and
obligations for each party” (Franchisor 3).
The network profile focuses more on the specific context of the franchise. Detailed analysis of
the verbatims demonstrates that this theme identifies the life cycle of networks and network
development strategies in response to standards imposed by the institutional environment:
“Today, you would need to be pretty smart to know what the concept will be ten years from
now. So we need to be capable of saying how we will evolve it in the coming years... and the
best way to evolve it is to make customers central to the process. It’s necessary to develop a
concept that is in line with consumer needs” (Expert 10); “Today, our network no longer
develops in the form of branches. Nowadays, the only real development possible tends to be via
franchises in less important areas” (Franchisee 3); “Our lease-management operations are
mostly on major sites in shopping centres, our franchisees are on smaller sites in city centres,
and our branches are both in city centres and shopping centres; it’s a pilot store, market
knowledge approach” (Franchisor 5).
To sum up, the franchise context relates to the institutional and specific environment of
franchising. It constitutes an important element governing the operation of the franchise and its
networks: “The rules of the framework must be objectively defined in advance, and be uniformly
applicable in networks (Expert 9).
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3.2.1.2.

Franchisor's profession

Franchisor's profession is mentioned in 71.4‰ of the units of meaning coded in the corpus and
is primarily expressed via the franchisor activity and franchisor know-how themes. Franchisor’s
obligations are mentioned less (Table 6). This conceptual category includes 3 parent nodes
(themes) and 26 child nodes (Figure 7 and Appendix 5).

Figure 7. The tree structure for the “franchisor's profession” conceptual category

FRANCHISOR'S
PROFESSION

Franchisor activities
Ensure concept uniformity
Ensure constant supervision
Control the network
Define long-term strategy
Promote the success of the network
Promote franchisee autonomy and
independence
Innovate
Invest
Maintain brand appeal
Manage franchisees
Organise the network
Position the retailer
Reinforce the network effect

Franchisor know-how
Candidate choice
Evolution of know-how
Franchisee training
Operating manual
Non-compliance of know-how
Legal principles
Selection process
Transmission of know-how

Franchisor’s obligations
Contribution and assistance before
opening
Contribution and assistance after
opening
Develop relations bodies
Supply transparent information

Franchisor activities are mainly alluded to via franchisees’ expectations vis-à-vis their
franchisor. Indeed, in addition to a formal contract, there is also a psychological contract,
corresponding to the reciprocal beliefs that the franchisee develops with his or her franchisor
(definition adapted from that of Morrison and Robinson, 1997). Analysis of the verbatims
indicates that the franchisor’s activities meet the main expectations of franchisees identified by
Chanut (2008): “franchisors must determine the essential core of their concept”(Expert 8); “as
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a franchisee, I know that I can rely on a network that will be strong since it is the role of the
franchisor to unite his or her franchisees and to make sure that the network is strong”
(Franchisee 5); “the day that franchisee independence bothers me is the day that I will have to
change profession. It would mean that I was no longer capable of turning this independence
into a positive asset and managing it to drive my network” (Franchisor 4).
Franchisor know-how is a finalised body of practical knowledge that can be passed on, not
immediately accessible to the public, not patented, resulting from the franchisor’s experience
and tested by the latter, and providing a competitive advantage when properly exploited.21 It
thus refers to practical information, resulting from the franchisor's experience, its evolutions
and transmission to the franchisee: “franchisors provide know-how and feedback from
experience to their franchisees” (Expert 6); “all the retailer’s know-how is explained in the
operating manual: it’s a bible” (Franchisee 4); “we need to demonstrate our knowledge to
franchisees, our expertise and our relational skills” (Franchisor 1).
Franchisor obligations relate to the formal and written franchise contract, containing a certain
number of clauses setting the franchisor’s main obligations: “the franchisor must provide the
local inventory” (Expert 3); “it’s a consultative body that has been set up by the franchisor. Its
existence as a genuine consultative body is a big plus for the network” (Franchisee 12); “the
franchisor can give advice but can in no event direct decisions. It is genuinely a personal and
patrimonial choice in the end” (Franchisor 2).
To sum up, the franchisor’s profession describes the role and tasks of the franchisor within the
franchise network. The conceptual category refers to the legal contract and the psychological
contract. “Franchisor leadership, master of the concept, master of the franchisor's profession.
The franchisor is a guide and the franchisor is a model via its operation and experience”
(Expert 1).

3.2.1.3.

Franchisee’s profession

Franchisee’s profession is mentioned in 57.8‰ of the units of meaning coded in the corpus and
is characterised by sales point management activities, franchisee profiles and qualities and
21
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franchisee skills themes. Franchisee obligations are mentioned less (Table 6). This conceptual
category includes 4 parent nodes (themes) and 32 child nodes (Figure 8 and Appendix 5).

Figure 8. The tree structure for the “franchisee’s profession” conceptual category

FRANCHISEE’S
PROFESSION

Outlet management
activities
Customer management
Communication policy
management
Price policy management
Product policy management
Personnel management
Financial management

Franchisee profiles and
qualities
Age
Previous experience
Experienced franchisees
Novice franchisees
Motivation
Multi-franchisee
Level of education
Entrepreneurial qualities
Human qualities
Change of career

Franchisee’s skills
Forge links with local
professional environment
Incorporate technological
and IT developments
Share experiences
Participate in the life of the
network

Franchisee’s obligations
Respect the brand and the
concept
Respect the principle of tasksharing
Respect the franchisor’s
know-how

Outlet management activities relate to the franchisee’s commercial activities in his or her store.
The focus here is on the franchisee’s core profession and the associated tasks: retailing.
“Franchisees must not be spectators, nor be passive. They must be a driving force, to attract
customers and manage their team. They need to be there, to be present” (Expert 2); “we are
businesses with our own accounting management and personnel management” (Franchisee
12); “underlying customer and personnel relations are managed by the franchisee. The
approach is exactly the same for stock management or promotional policy” (Franchisor 5).
Franchisee profiles and qualities are expressed via objective characteristics (age, level of
education, experience, number of franchises) and subjective characteristics related to human
and entrepreneurial qualities. The aim here is to consider the franchisee profile and the future
franchise candidate. Analysis of the verbatims indicates a professionalization of profiles: “the
level of education of franchisees has changed completely. 30 years ago, the average franchisee
had completed his or her secondary school education. Today, the average franchisee has
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successfully completed a higher education course of 2 years or more.” (Expert 4); “many
centre managers or regional managers, as I used to be, have moved on to the status of
franchisee” (Franchisee 7”); “there are jobs that require a certain character, but to be a
franchisee what you need most is an entrepreneurial spirit” (Franchisor 3).
As with the franchisor's profession, the franchisee’s profession exists via a psychological
contract. In the latter case, this involves the franchisee’s skills, which can be associated with
the franchisor’s expectations vis-à-vis the franchisee, as suggested by Chanut (2008). The
franchisee’s skills are very important for the franchisor since, without them, the reciprocal
relations of exchange between the two parties and the success of the network are compromised:
each time there’s a new technological advance, I really need to take care of my franchisees and
train them so that they can move on to the next phase and we can continue together”
(Franchisor 4); “franchisees that belong to retailer associations and help drive the local
economy, and if the network manages to communicate about all of this with the end customer,
for that particular aspect, we're onto a winner” (Expert 1); “each store contributes its own
experience and over time we gradually manage to create something new” (Franchisee 9).
Finally, franchisee obligations are integrated in the formal franchise contract. These are the
franchisee’s duties towards the franchisor: “franchisees must totally respect know-how. That’s
important and has a legal basis. They have paid a joining fee to give them access to this knowhow, which they must therefore respect” (Expert 5); “we have a contract between us. The
franchisor has things that he needs to respect and I, as a franchisee, also have to respect certain
things” (Franchisee 2); “on the one hand, you have people telling you, I want to be
independent, while on the other, there’s a brand, a concept and mutual commitments to be
respected” (Franchisor 3).
The franchisee’s profession relates to the role and tasks of the franchisee within the franchise
network; it refers to the legal contract and the psychological contract. “My basic job is to
manage my store” (Franchisee 6).
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3.2.1.4.

Relationships between the players

The relationships between the players are mentioned in 75.9‰ of the units of meaning coded
in the corpus, and are primarily characterised by the following themes: communication in the
network, franchisee autonomy, franchisee independence and franchisee dependence. The
interdependence of players and freedom are less frequently mentioned (Table 6). This
conceptual category includes 6 parent nodes (themes) and 25 child nodes (Figure 9 and
Appendix 5).

Figure 9. The tree structure for the “relationships between the players” conceptual
category

Player interdependence

Communication in the
network

RELATIONSHIPS
BETWEEN THE
PLAYERS

Restrictions imposed
Franchisor interference
Hierarchical relationships
with the franchisor

Trust
Collaborative franchise
Dialogue and discussion
bodies
Communication method

Franchisee autonomy
Adapt own sales outlet to the
local zone
Control own activities
Take initiatives
Have room for manoeuvre

Franchisee
dependence

Franchisee
independence
Be capable of generating
own remuneration
Choose a development
strategy
Create a long-term project
Be responsible for own
activities
Take risks

Franchisee freedom
Choose the brand and the
network

Communication in the network is based on a set of supporting materials and tools that facilitate
exchanges between the franchisor and the franchisee: “there will be exchanges and discussions
with the franchisor, particularly via visits from coordinators” (Expert 6); “that’s the advantage
of the association and working groups. These bodies help us protect our common interests. We
want to discuss things and find solutions that suit both the franchisee and the franchisor”
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(Franchisee 3); “we have created an IT commission because not everyone in the network was
very keen. The agreement of everyone is necessary; it represents substantial investments. By
getting people involved in the process, they become spokespeople for the network and the
success of the system” (Franchisor 2). Analysis of the verbatims reveals that communication
in the network represents a control tool for the franchisor: “there’s a strategy known as the
‘snail strategy’, whereby we try to grow in ever increasing circles around the starting point in
order to have coherence in terms of coordination, ensure monitoring of the network and verify
that franchisees respect the concept” (Expert 6); “it’s always easier to discuss things with an
identified contact, rather than be left in the dark, and this ensures better control” (Expert 7).
In addition, the analysis also reveals that communication allows the franchisor to gain the
support of its franchisees and hence to develop an approach founded on the co-construction of
network innovations and performance: “The interests of both franchisors and franchisees can
be reconciled thanks to dialogue bodies. Getting franchisees involved in strategic decisionmaking with respect to pricing, promotion and products is a good way of ensuring network
innovation and success” (Expert 11).
The interdependence of the players expresses the franchisor-franchisee link, characterised by a
complementarity of players: “there is perfect complementarity between the franchisor and the
franchisee, the responsibilities of both are fully defined by the contract. Ultimately, the
franchisor is just as dependent on its franchisees as the reverse” (Expert 5); “franchises involve
the reciprocal delegation of power. That means that the franchisor delegates its operational
powers to the franchisee and the franchisee delegates the brand's long-term strategy to its
franchisor (Franchisee 6).
The franchisee’s dependence is relative to the franchise contract. The franchisee depends on the
franchisor for numerous elements related to the concept, the brand or know-how. “the brand is
imposed, often the location is imposed, the prices are imposed by the Internet…” (Expert 10);
“the franchisor can control correct application of know-how but it must not take over the
franchisee’s role as business owner (Expert 3). However, analysis of the verbatims reveals that
franchisee dependence, in the absence of interfering practices by franchisors, gradually
diminishes as the franchisee becomes more experienced: “to begin with, we almost intuitively
and naturally create a relationship of dependence, because we need the franchisor. Then, as
we gradually acquire technical expertise and skills, we become more independent. We have
mastered the tools” (Franchisee 5).
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The nature of the franchisor-franchisee relationship, i.e. franchisee freedom, autonomy and
independence will be detailed in the next section.

3.2.1.5.

Performance

Performance is mentioned in 25.1‰ of the units of meaning coded in the corpus, and identifies
the various performance indicators spontaneously cited by franchise experts, franchisors and
franchisees (Table 6). This conceptual category includes 1 parent node and 16 child nodes
(Figure 10 and Appendix 5).

Figure 10. The tree structure for the “performance” conceptual category

Performance relates to the results of franchisees and the network. The performance indicators
mentioned by the interviewees are as follows:
‒

Financial performance includes turnover, profit margin, net profits, return on investment
(ROI), profitability and economic efficiency. “performance is mainly profits and
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turnover” (Franchisor 3). In some cases, perceptions differ between franchisors and
franchisees: “it’s in the franchisor’s interests that a franchisee generates more
turnover, but it’s in the franchisee’s interests to have a higher profit margin” (Expert
11).
‒

Performance in terms of customers includes number of customers, average spend and
customer satisfaction. “in our network, we measure performance in terms of customer
satisfaction, via customer segmentation: premium customers, loyal customers, etc. In a
store that's performing well in terms of satisfaction, there are lots of premium
customers” (Franchisee 7).

‒

Franchisee success: “performance is about more than financial criteria; obviously these
are important and exist, but ultimately the criterion for franchisee success is its
management. Management is the core element” (Expert 7).

‒

Quality of service: “what we are seeking and what we highlight is service quality”
(Franchisor 4).

‒

Franchisor remuneration: “as long as there is business, the franchisor receives royalties
proportional to the turnover made by the franchisee. So if business is good, the
franchisor is satisfied” (Franchisee 3).

‒

Market share: “network performance is measured by market progression and
penetration (Expert 6).

The interviewees also mention lack of performance of a sales outlet from two main
perspectives. First of all, lack of performance is due to an incorrect franchisee profile: “if a
franchisee is unable to get his store to work, for me he’s simply not cut out for the job. He’s
someone who has jumped in, without being adequately motivated and equipped to handle the
challenges of running a business” (Expert 2). Lack of performance is then mentioned as a
situation facilitating contractual disputes: “franchisees that are failing are bound to be a source
of disputes (Expert 11); “when things are going badly, when the turnover isn’t there and the
business isn’t profitable, we enter a dispute scenario. This scenario is generally difficult for
both parties” (Franchisee 11).
We will examine the relationships between performance and the other conceptual categories
later on in this chapter.
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We have presented the main conceptual categories of our study. These enable us to describe the
environment, the roles of the franchisor and the franchisee and their results. The nature of the
relationships between the players will be studied in more depth in the next part.

3.2.2. Theoretical proposition concerning the nature of franchisor-franchisee
relationships

The conceptual categories presented above indicate that the formal contract alone is not
sufficient to govern franchisor-franchisee relationships. To ensure a successful relationship, it
is essential that the contract be supplemented by a social relations dimension. In fact, the nature
of the franchise relationship is based on a set of supracontractual social links and reciprocal
efforts to maintain this relationship; it is for this reason that it may be useful to make reference
to the relational contract (MacNeil, 1981). In our study, the relational contract is characterised
by the different forms relationships can take between the franchisor and the franchisee:
relationship of freedom, relationship of independence or relationship of autonomy. We will
present the links between these different types of relationship hereafter.

3.2.2.1.

Franchisee freedom

Freedom is a notion that does not appear in the economics or management sciences literature
to qualify the franchisor-franchisee relationship. It is directly induced by the discourse of
franchise experts, franchisors and franchisees.
Franchisee freedom is mentioned in 4.3‰ of the units of meaning in the corpus. Its degree of
evocation is higher in franchisees (5.5‰) than in the other populations questioned. “Freedom
means freedom to join the franchise or not. After having joined, this notion of freedom is, by its
very nature, lost” (Expert 3); “It’s a choice, nobody forces you to become a franchisee in a
given network. It’s you who selects a retail brand that pleases you” (Franchisee 7); “The
franchisee has total freedom. Future franchisees come to see us because it’s in their own
economic interest to do so, otherwise they would go elsewhere” (Franchisor 1); “their freedom
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is to choose to join their network or not. Their freedom stops there; once they have chosen their
network, the relationship is quite different” (Franchisor 3).

Figure 11. Tree structure for the “franchisee freedom” theme

Analysis of these verbatims leads us to propose the following definition: franchisee freedom
is the option to act on the basis of one’s own choices. It is reflected by the possibility of
opting for the franchisee status and choosing the franchise network (Figure 11).

3.2.2.2.

Franchisee independence

As we indicated in the introduction, the notion of independence is frequently found in the
literature; the definitions are numerous. The literature also reveals that independence and
autonomy are concepts that are often confused. As in the literature, the interviewees often used
the notions of independence and autonomy indiscriminately. However, analysis of the
verbatims and their interpretation enables us to differentiate between the two notions thanks to
the variables they incorporate. We are thus able to define franchisee independence and
franchisee autonomy precisely.
Franchisee independence is mentioned in 15.1‰ of the units of meaning in the corpus. Its
degree of evocation is equivalent in the three populations questioned: “Franchisees tell us: I
want to be independent, I don’t want to depend on anyone. I want to be my own boss. Ultimately,
it’s him, it’s his capital” (Franchisor 3); “independence means you can first of all run your
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own business, while being financially and legally independent” (Expert 4); “I see myself as a
business owner. I’m on my own and I need to know where I’m going. I need to define my course.
Every year, I take stock of what I’m doing. I look at all the figures and redefine my commercial
strategy” (Franchisee 8).

Figure 12. Tree structure for the “franchisee independence” theme

Analysis of the verbatims suggests that franchisees act as business owners or entrepreneurs. We
therefore define franchisee independence as not having any relationship of subordination
with their franchisor. It is reflected by the quality and responsibility of the franchisee as
a business owner. Franchisee independence is characterised by 5 component variables (Figure
12):
‒

Risk-taking by the franchisee: “the notion of independence is, above all, the notion of
risk-taking. In other words, being independent means taking on risks related to your
business (Expert 6); “the franchisee in front of us is an independent retailer since they
bear the risk” (Franchisor 3).

‒

Creation of a long-term project: “we’re independent, we invest and build up assets, we
create a life-long project” (Franchisee 7); “a franchise is a life-long project” (Expert
4).
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‒

Capacity to generate own remuneration: “franchisees hope to earn a good living, but
there is genuine investment in the first two years of starting up a business” (Expert 5);
“we work hard to reap the benefits, the cherry on the cake, our pay” (Franchisee 9).

‒

Responsibility for own activities: “as a business owner, the franchisee’s responsibility
is to manage his assets as well as possible” (Expert 3); “a business owner’s first
responsibility is to his business’s employees, it is social. Before being a franchisee,
you’re a business owner. So you first need to pay your employees, pay all the social
contributions…” (Franchisor 7).

‒

Choice of a development strategy: “I think it’s healthy to take stock. Competition means
that the image of companies and professions is changing. This makes you think about
what comes next” (Franchisee 6); “a business owner is an entrepreneur who creates
his own business and is free to choose his own strategy. This strategy will bring
advantages and requirements” (Expert 4).

3.2.2.3.

Franchisee autonomy

In the literature, autonomy is often defined as franchisees’ capacity to adapt to their local
environment and makes reference to the room for manoeuvre available to them.
In our study, franchisee autonomy is mentioned in 18.1‰ of the units of meaning in the corpus.
The characteristics of autonomy identified in the corpus are in line with the definitions given in
the literature. However, we identify franchisee autonomy as a structured franchisor-franchisee
relationship, focusing on the routine management activities of the franchisee: “Autonomy is
expressed in numerous compartments of the franchisee activity. It’s a supervised autonomy but
it is central to the franchise” (Franchisor 5); “Franchisees can set their own timetable and that
of their employers. They are totally autonomous in this respect, however there are things that
they need to respect in terms of their autonomy.” (Expert 6); “We adapt operations locally, but
we cannot have a different network policy. It’s clear that franchisee innovation and intelligence
locally can make a major contribution to the network” (Franchisee 5).

Figure 13. Tree structure for the “franchisee autonomy” theme
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Analysis of the verbatims enables us to formulate the following definition: franchisee
autonomy is the franchisee’s possibility and capacity to act within the framework of the
franchise contract. It is reflected in the franchisee's room for manoeuvre in outlet
management activities. We have identified 4 variables involved in franchisee autonomy
(Figure 13):
‒

Initiative-taking: “if franchisees have no autonomy, you’ll simply have clones. That’s
fine, but it doesn’t generate innovation. I would say that autonomy means a franchisee’s
capacity to innovate” (Expert 10); “there are lots of personal initiatives because I think
good ideas stem from the job we do every day” (Franchisee 1).

‒

Control of own activities: “I really do whatever I want in my store, without the
franchisor interfering” (Franchisee 1); “franchisee autonomy means that he can deal
with whatever comes along, with or without the input of the franchisor brand” (Expert
1).

‒

Room for manoeuvre: “a franchise provides a framework within which you need to be
uniform and a framework within which you can make your own choices for your sales
outlet: who you hire, when you go on holiday...” (Franchisor 1); “the franchisor
supplies us with the range and then we take what we want of it to create our own range.
We have no obligations in terms of either choice or price. I even buy products outside
the central purchasing organisation” (Franchisee 8).
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‒

Adaptation of own sales outlet to the local zone: “franchisees can adapt their sales
outlet on the basis of their own particular context and local circumstances” (Expert 9);
“franchisees must be able to understand the mechanisms of competitive communication
locally, to adapt and make sure their teams and model are constantly on stand-by to
adapt to their environment; it requires reflection, it’s about the human aspects”
(Franchisee 7).

3.2.2.4.

The interaction between franchisor-franchisee relationships

We have seen above that a franchise is both a formal contract (legal contract) and an informal
contract. The informal contract is characterised, firstly, by subjective and tacit expectations of
each partner with respect to the other (psychological contract) and, secondly, by the social
relationships shared between the franchisor and the franchisee (relational contract). The
franchise contract life is hence subject to the co-existence of these three types of contracts. It is
important, therefore, to consider the role of the contract in the relations between the players:
with respect to the contract, where do the franchisee’s freedom, the franchisee’s independence
and, finally, the franchisee’s autonomy lie?
To this end, we performed an analysis of the parent nodes (themes) on the basis of word
similarity. This analysis produces a tree structure that enables us to identify the role of the
contract in franchisor-franchisee relationships and to identify the nature of franchisorfranchisee relationships (Figure 14).

63

Figure 14. The interaction between franchisor-franchisee relationships and the role of
the contract

Legal,
psychological
and relational
contract life

Franchisee
FREEDOM
Franchisee
INDEPENDENCE
Franchisee
AUTONOMY

Interpretation of this analysis leads us to make the following theoretical propositions:
Franchisee freedom is situated outside the contracts. In fact, the franchisee’s freedom stops after
he or she has chosen the brand and network. “franchisee freedom is total up until the contract
is signed. After joining, this notion of freedom is lost” (Expert 1); “once the contract ends, each
party’s freedom is restored” (Franchisee 7).
The franchisee then enters into a relationship of independence with the franchisor: “franchisee
independence is characterised by the legal link binding a franchisee and franchisor together”
(Expert 3). Franchisee independence is determined by the contract life: “despite signing a
franchise contract and thus adhering to a concept, requiring consistency with the franchisor’s
strategy, the franchisee nonetheless remains captain of his own ship. He is independent”
(Expert 2).
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Franchisee autonomy is the expression of the franchisee’s independence vis-à-vis the franchisor
in the everyday running of the sales outlet and management activities. Autonomy is the
operational expression of the franchisee's independence: “we’re independent, the franchisor
accepts our autonomy in terms of collection and procurement” (Franchisee 3); “independence
is related to the framework, while autonomy is my capacity to go into a given field” (Franchisee
7).
Modelling of franchisor-franchisee relationships enabled us to identify the nature of the links
between the players and the role of the contract. We therefore propose an interaction between
three notions that can characterise the franchisor-franchisee relationships; this enables us to
make a clear distinction between these three notions.
Finally, this interpretation of the qualitative data leads us to consider franchisee autonomy as a
central variable in our reflection process, in place of the notion of franchisee independence, as
suggested initially. In fact, our analysis demonstrated that franchisee autonomy is the
operational expression of independence. When considering franchisee autonomy, we adopt a
“micro” view, i.e. we look at the franchisee’s outlet management activities; these activities will
theoretically have a direct impact on performance. In this context, it therefore appears to us to
be more relevant to study the link between franchisee autonomy and performance rather than
the link between franchisee independence and performance. The quantitative study will
therefore be based on these initial results.

3.2.3. Theoretical modelling: explaining the correlation between the relationships
between the players and performance

The last part of the qualitative analysis should make it possible to identify the links between the
relationships between the players (hence autonomy) and performance. To achieve this, we
employ axial coding and surface analysis in order to interpret the data. Insofar as franchisee
freedom, franchisee independence and franchisee autonomy are the central concepts of our
study, the “relationships between the players” conceptual category is selected as the central
variable for our model. We created and developed our theoretical model based on the instrument
proposed by Strauss and Corbin (2004). This model is a causal paradigm model, described in
the following order:
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1. The causal relationships influence the central phenomenon;
2. The central phenomenon is the central idea of the study;
3. The context corresponds to the environment of the phenomenon;
4. Conditions facilitate or restrict strategies;
5. Strategies are the actions and interactions undertaken with respect to each phenomenon;
6. Consequences are the results of strategies.
During the last coding phase - axial coding - all the conceptual categories were re-examined
and assembled. The result is a model, anchored in qualitative data and based on the links
between the conceptual categories. Figure 15 presents the theoretical model.

Figure 15. The results of axial coding: the links between the categories and the
theoretical model

Context and condition
Franchise framework

Causes

Phenomenon and
strategies

Franchisor's profession
Franchisee’s profession

Consequence
Performance

Relationships between
the players

Adapted from Strauss and Corbin (2004) by Colla, Chastenet de Géry, Deparis, Lemmet and
Schultz

This model anchored in qualitative data suggests that the relationships between the players can
be explained by the institutional and specific environment of the franchise, as well as the
franchisor’s profession and the franchisee’s profession. The relationships between the players
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induce actions and interactions for both the franchisor and the franchisee, which will have an
impact on performance.
We will justify each of these links using verbatims taken from the corpus of our study.
First of all, the context - here the franchise framework - imposes standards, rules and values on
the central phenomenon (the relationships between the players): “there is a contract reform
that will have an impact on franchise law” (Expert 3); “the professionalization of franchising
has modified franchisee behaviour and completely changed franchisor-franchisee
relationships. There are more disputes” (Expert 1); “retail has been modernised and
computerised to such an extent, and consumer expectations and even requirements are such
that, for someone starting up a business, it is more relevant to turn to a qualified, structured
and well organised franchise network than to go it alone” (Expert 5). Then, the franchise
framework, as a condition, will either facilitate or, conversely, restrict the relationships between
the players: “changes in society will make it difficult to apply the notion of autonomy, but we
will have to remain firm. In contrast, disintermediation is turning the traditional franchise
network upside-down. Franchisees perhaps need to be given more autonomy” (Expert 1); “a
participative franchise is something completely hybrid, in my view. The franchisee’s autonomy
in terms of management decisions could be questioned if the franchisor holds a stake in the
business” (Expert 5); “there’s a contract, there are rights and obligations. The contract is
signed and put away. The day there is a dispute, it gets taken out and the number of visits gets
counted. But in our day-to-day relations, there is a relationship of collusion” (Franchisor 3).
Secondly, the franchisor’s profession and the franchisee’s profession influence the relationships
between the players: “new franchisees, who are younger, will doubtless expect more autonomy
and more collaboration” (Expert 1); “a franchise is nonetheless a system in which there is a
network leader who guarantees the collective interest. It’s important that each party has room
to co-construct” (Expert 10); “the franchisor includes us in various discussions, relating to
certain things currently being worked on, in order to be able to offer them to our customers in
the future” (Franchisee 1); “before creating a franchise open to all activities, the franchisee
needs to understand what the franchisor does” (Franchisor 1); “franchisor support is an
important phase since it is this that will define the future relationship between the franchisor
and the franchisee” (Franchisee 12). “day-to-day store management by the franchisee will
have an impact on the franchisor/franchisee relationship” (Franchisee 3). This relationship is
central, since it reveals the importance of the franchisor’s know-how and the franchisee’s skills
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as a condition governing their relationships and, in particular, franchisee autonomy. “the
essence of a franchise is the franchisor’s know-how, and its transmission to the franchisee,
whose skills are increased as a result. This joint relationship with respect to their professions
allows the franchisee to have more autonomy and to drive innovation” (Expert 1).
Our corpus also reveals a direct causal relationship between the franchisor's profession and the
franchisee’s profession and performance: “the closer the franchisee is to correct application of
the concept, the greater the performance levers” (Expert 3); “it’s your experience and your
team that form the business assets. It’s these elements that increase turnover” (Franchisee 7);
“being a franchisor is a profession. Knowing how to organise dialogue with franchisees is part
of the job. In processes and know-how, and everything that can help achieve economic
efficiency” (Franchisee 6); “every week, all franchisees have access to the turnover, average
spend and number of customers in each of the network’s stores. Comparison is what drives
success” (Franchisor 3).
Finally, the essential correlation in this model is the link between the relationships between the
players and performance. Depending on the actions and interactions between the players, the
consequences in terms of performance can vary: “I think regulated independence is needed to
make the franchisee efficient because, otherwise, the franchisee will gradually deviate from the
framework as the contract continues" (Expert 8); “autonomy is something that is specific to
you, that enables you to progress towards a better financial performance or a better service”
(Franchisee 7); “autonomy creates performance, a franchisee who takes initiatives will
generate performance. I also believe that independence, a franchisee’s distance related to his
position as a business owner, contributes to performance” (Expert 1); “as the owner of the
business assets, the franchisee is in a win-win situation. He is building something, ensuring a
return on his investments and capitalising” (Franchisor 1); “today, the best performing
franchisees are the most autonomous ones” (Franchisor 4).

The data collected from three interviewee profiles (franchise experts, franchisors and
franchisees) meant the qualitative analysis proved to be particularly informative. While the
lexical analysis objectively revealed themes for understanding the interviewees' discourse, the
thematic analysis served more to interpret this discourse in order to define notions and propose
an overall theoretical analysis framework. The results of the qualitative analysis enable us to
formulate the following conclusions:
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‒

Franchise players are aware of the importance of their environment. This environment
imposes legal, economic and societal standards on franchise players. The institutional
and specific environment of the franchise governs the actions and interactions of
franchisors and franchisees.

‒

Franchisors and franchisees have a global perception of their respective professions.
Both are aware that their roles are performed within the framework of a formal contract
(obligations) and a psychological contract (expectations). They also highlight the
sharing of tasks and mutual respect for their respective roles as a factor for the network’s
success.

‒

The relationships between franchisors and franchisees intersect at various levels and as
a function of the legal, relational and psychological contracts. These relationships are
characterised by the franchisee’s freedom, the franchisee’s independence and the
franchisee’s autonomy. The data interpretation work enabled us to define these three
notions and present the variables composing them. We therefore hope to help avoid
confusion between these notions in the future.

‒

Franchisor-franchisee relationships can be incorporated within a theoretical model
helping us to understand the context (franchise framework), history (franchisor's
profession and franchisee’s profession) and consequences (performance) of the links
between franchisors and franchisees. This model indicates that a franchise operates
within a complex context, in which the relationships between the players depend on
numerous variables.

‒

Finally, the qualitative analysis reveals that the relevant analysis perspective for
studying the link between franchisor-franchisee relationships and performance is not
franchisee independence but, instead, franchisee autonomy. In fact, franchisee
autonomy is the operational expression of the franchisee's independence. The
quantitative study will therefore try to identify the link between franchisee autonomy
and performance, as well as franchisee profiles on the basis of their perception of their
autonomy and performance.

Chapter 3. Methodology and results of our quantitative analysis:
an approach based on categorisation
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Following on from our qualitative analysis, we created a questionnaire based on the conceptual
categories which it threw up (Table 7) and using measurement scales derived from the existing
literature (Appendix 6).
The aim of this quantitative analysis is to define different categories of franchisee based on their
perception of autonomy and performance.
We will begin by analysing the descriptive statistics then continue by looking at the results of
the multiple correspondence analyses, which allow us to identify various typologies.

Table 7. Constructing a questionnaire based on the results of our qualitative analysis

Conceptual categories derived from the
qualitative analysis
Performance
(Performance indicators)

Franchise framework
(Context and evolution of the franchise, legal
status, network situation)

Franchisor’s work
(Obligations, activities and expertise)

Franchisee’s work
(Management of the outlet, skills, obligations
and profile of the franchisee)

Relations between parties
(Autonomy of the franchisee, Communication
within the network, franchisee’s level of
dependency, interdependency of stakeholders
and franchisee’s degree of freedom)

Aspects covered in the questionnaire
Perception of performance (question 9)
Perception of competition (question 1)
Network profile: sector, age, mix, size (question 11)
Franchisor’s know-how: training, support (question 11)
Network’s capacity for innovation (question 8)
Franchisee’s customer base (question 3)
Entrepreneurial character (question 7)
Franchisee’s capacity for innovation (question 8)
Profile (question 10)
Perception of autonomy (question 2)
Perception of economic dependency (question 4)
Membership of the network (question 5)
Perception of limits to autonomy (question 6)

4. Presentation of the descriptive statistics

The questionnaire (Appendix 7) was put online (using the Sphinx software tool) from 1st June
2016 to 30th August 2016, via the franchisors and with the help of the FFF. It was pre-tested
on six franchisees before going live.
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By 30th August 2016 we had received 226 completed questionnaires. This sample is not at all
representative. This sample is non-representative, generally comprising responses from larger
and older networks than those which make up the sample of the study conducted by the French
Franchise Federation. It seems reasonable to assume that the franchisees who took the time to
respond are those with the most motivation, and yet we still identified a number of profiles
which might be defined as “at risk.”
Here are the results.

4.1. Profiling the franchisees

Almost 65% of respondents were men, more than 45% of whom were over the age of 40, of
whom 40% were aged between 40 and 50.

4.1.1. Franchisee skill levels

‒ More than 60% have some form of higher education.
‒ They have been running their franchises for an average of 7 years.
‒ 70% of respondents operate a single franchise, with an average of 7.6 employees per
retail outlet.
‒ 30% run multiple franchises, with an average of just under 18 retail outlets and 4.5
employees per outlet.
‒ More than half of our respondents have been part of their network for over 5 years, with
10% present for over 20 years.
‒ More than ¾ have been involved in their sector for over 5 years.
‒ Around 65% have been established in a shopping area for more than 5 years.
‒ Only 17% are involved with labour committees, devoting an average of 6.5 days per
year to these responsibilities.
‒ Just under 15% are involved with franchise associations, devoting an average of 6.5
days per year to these responsibilities.
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‒ Almost 60% of franchisees report that the support they receive is good or very good.

4.2. Profiling the franchises

‒

The restaurant sector is the most well-presented (almost 26%), along with retail sales of
sweets and chocolates (18%), drinks and automobile repairs.

‒

Almost 80% belong to mixed networks.

‒

Their franchisors have an average of 260 outlets.

‒

93% have been in business for more than 10 years.

4.3. The franchisor’s expertise

‒

They provide franchisees with an average of 28 days of training before opening a new
outlet, then an average of 2.5 days per year for the franchisee and 4.3 days per year for
the members of the franchisee’s team.

‒

Regional sales coordinators visit 5 times per year, on average.

‒

Franchisors organise an average of 2.5 conventions (national, regional, other) per year.

4.4. Perception of the intensity of competition
For more than 70% of our respondents, the level of competition is high or very high.

4.5. The franchisee’s perception of autonomy

‒

Product offer: product selection, setting prices, advertising locally, managing store
layout and appearance.
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‒

Managing their teams: training, career management, pay, bonuses, sacking staff.

Table 8. Results for perception of autonomy
Strongly
disagree
% Obs.

% Obs.

Strongly
agree
% Obs.

% Obs.

Disagree

Neutral

Agree

% Obs.

% Obs.

Total

Product selection

15%

23%

14%

32%

17%

100%

Setting prices

18%

32%

14 %

24%

12%

100%

Local advertising

2%

5%

11%

41%

41%

100%

Outlet layout

21%

31%

17%

22%

8%

100%

Training staff

0%

3%

17%

47%

32%

100%

Hiring staff

0%

3%

6%

26%

65%

100%

Managing my
employees’ career
development

0%

2%

8%

27%

62%

100%

Staff pay

1%

1%

9%

28%

61%

100%

1%

1%

10%

23 %

65%

100%

0%

4%

11%

23%

62%

100%

Creating a website

24%

19%

25%

20%

11%

100%

Total

8%

11%

13%

28%

40%

100%

Awarding bonuses
to employees
Dismissing
employees

The great majority of respondents (over 80%) generally feel autonomous in all matters
regarding the management of their teams and advertising at local level.
As for product selection, price setting, shop layout and website creation, the responses we
received are spread out fairly evenly across the Likert scale.

4.6. Customer relations

Over 90% of respondents describe themselves as ‘customer-oriented’ in the 12 areas specified
(six focusing on their ‘capacity’ to satisfy clients, and six others on the ‘pleasure’ factor).

4.7. Franchisee’s perception of economic dependency
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Figure 16. Results for the measurement of economic dependency

More than 2/3 of respondents feel that it would not be easy to change franchisor.

4.8. Sense of belonging

A quarter of respondents feel no particular attachment to their network, but more than half do
have a sense of belonging.

4.9. Perception of the limits of autonomy

‒

The franchise contract (in terms of product selection and team management).
The franchise contract is perceived to restrict franchisees’ freedom in terms of product
range (almost 35%), setting prices (almost 40%), the design and layout of their stores
(over 50%) and the creation of a website (almost 40%). These are all matters related to
product selection/presentation. Fewer than 5% of respondents feel that their contract
inhibits their freedom to manage their employees.

‒

The skills of the franchisees (in terms of production range and team management). More
than a quarter of franchisees would like to develop their skills in all of these areas
(product range and management) to gain more autonomy, and almost 40% would like
to improve their local advertising efforts.
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4.10.

Entrepreneurial profile

More than 95% of respondents attach great importance to new products, services and
innovations. Two thirds say that they are proactive in their response to local competition. 55%
have developed their own organisational innovations, and say they are more likely to take the
initiative in matters regarding local competition. Only 34% of respondents declare themselves
to be attracted by risk-taking.

4.11.

‒

Capacity for innovation

Franchisees’ capacity for innovation in matters relating to product range and team
management:
High level of initiative regarding team management (almost 90%).
In matters relating to products, the level of initiative was weak in matters relating to
websites with just 20% of ‘agree’ and ‘strongly agree’, compared with 37% regarding
price setting, just under 45% for store layout, and over 75% for local advertising.

‒

Network
75% of respondents rate their network as innovative or highly innovative. However, just
over 45% feel that the network relies on the initiatives of other franchisees and just
under 20% feel that the network relies on their own initiatives.

4.12.

Perception of performance

Rank the following criteria in terms of their pertinence for measuring the performance of your
retail outlet (1 being the most pertinent, 9 the least pertinent)
Average ranking:
1- Turnover
2- Customer satisfaction
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3- Profitability
4- Net profit margin
5- Quality of service
6- Customer numbers
7- Average spend
8- Franchisee’s income
9- Royalties

How would you assess your performance in relation to the other franchisees in the network?

Almost 37% feel that their performance is better than that of the other franchisees in their
network, with almost 48% considering themselves average.

How would you assess your performance in relation to other stores in the same geographical
area?
Just under 50% consider their performance to be superior to that of the other shops in the same
commercial catchment area, with almost 37% considering themselves average.

How much importance do you attach to the following performance criteria in relation to your
network?
‒

In descending order:
Boosting brand reputation, capacity for innovation, increasing turnover, renewing
contracts, increasing number of outlets and recruiting new franchisees.

Overall, how would you assess the performance of your network in relation to rival networks?
70% consider the performance of their network to be superior to that of their rivals, with around
25% considering it average.
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4.13.

Summary of the descriptive statistics for this sample.

The restaurant sector is the most well-presented category in this sample of franchises (almost
26%), along with retail sales of sweets and chocolates (18%), drinks and automobile repairs.
80% of the franchisees in this sample belong to mixed networks, with an average of 260 outlets.
More than 90% of the networks are more than 10 years old. Franchisees receive an average of
28 days of training before opening a new outlet, then an average of 2.5 days per year for the
franchisee and 4.3 days per year for the members of the franchisee’s team. Regional sales
coordinators visit 5 times per year, on average. Franchise networks also organise an average of
2.5 conventions (national, regional, other) per year.

Our sample of franchisees was predominantly male and over the age of 40. More than 60% of
respondents had at least two years of higher education. The average age of their franchises is 7
years, with 70% running single franchises. The average number of employees is 7.6. Half of
our respondents have been with their networks for more than five years, and around 65% have
been established in a shopping area for more than 5 years. Fewer than 20% are involved with
national or regional committees.

More than 2/3 of respondents consider the level of competition to be high or very high.
The great majority declare themselves to be highly customer-oriented.
2/3 report feeling a high level of economic dependency, with a relatively strong attachment to
their networks.
A third of franchisees are declared risk-takers, and 95% are interested in innovation. The
majority of franchisees perceive their networks as being innovative and effective. They are
highly attuned to brand reputation and the network's capacity for innovation.

They feel considerable autonomy when it comes to managing employees - particularly with
regard to recruitment - and local advertising, but far less autonomy with regard to other aspects
of marketing. Furthermore, the franchise contract is perceived as a barrier to autonomy,
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particularly in matters relating to marketing. The respondents regard themselves as initiativetakers, especially in terms of managing employees.

On average, the franchisees rank the performance criteria in the following order:
1- Turnover
2- Customer satisfaction
3- Profitability
4- Net profit margin
5- Quality of service
6- Customer numbers
7- Average spend
8- Franchisee’s income
9- Royalties
The franchisees generally consider their performance to be slightly above average for their
franchise network, and clearly superior to the average performance of other shops in the same
commercial catchment area.

Having conducted this descriptive analysis of the 226 responses we received, we will now
engage in some exploratory data analysis in order to identify different categories of franchisee.

5. Classification based on the variables measuring perception of performance and perception
of autonomy.

Using the 226 franchisee questionnaires completed between June and August 2016, we created
a database. This database contains 126 variables: 21 quantitative and 95 qualitative. We used
the SPAD 22 software to perform several exploratory analyses, using indicators relating to
respondents' perception of either performance or autonomy.

22

Jean-Paul Villette (Lecturer and researcher with CNRS lab BETA- UMR 7522, University of Strasbourg) and
Catherine Chastenet de Géry.
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5.1. Methodology

We thus conducted one multiple correspondence analysis (MCA) on the autonomy perception
indicators and another MCA on the performance perception indicators. We then isolated the
performance perception variables and the illustrative variables relating to perception of
autonomy, in order to test the links between these two types of variable.
In our multiple correspondence analysis,
‒

"active variables" are defined as those variables directly connected with perception of
autonomy and perception of performance;

‒

all other variables are considered as "illustrative variables."

Questionnaires which share many of the same responses to the "active variables" are grouped
together into a cluster. These answers are divisive, determining the allocation of a questionnaire
to a certain cluster and setting it apart from the other clusters.
We then measure the average percentages (of different answers) and mean responses (for
numerical indicators) for each cluster. When the mean value for a cluster diverges from the
overall mean, the responses to the "illustrative variables" are split (we then write the illustrative
variables in italics).
The procedure is set out in Figure 17
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Figure 17. The investigative procedure: MCA followed by HCA.

Qualitative
variables

Qualitative variables
"illustrative"

("active")

MCA (Multiple
Correspondence Analysis)

HCA, Hierarchical Cluster
Analysis

The % of illustrative factors in each
cluster is then calculated, with
divisive factors assigned to different
clusters where relevant, i.e. when
the mean % in a cluster is very
different from the average % for all
respondents.

Divisive factors may be
under or over-represented
in a given cluster.
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5.2. Results of MCA on variables relating to perception of autonomy

In our multiple correspondence analysis,
‒

"active variables" are those variables connected with questions 2 ("In my opinion, I
am autonomous in…") and 8 (relating to the franchisee's capacity for innovation).

‒

variables derived from other questions are considered as "illustrative variables."

Figure 18. Representing the MCA on variables relating to perception of autonomy

Classification hiérar chi que directe ( sur facteurs)

6

16%

37%

10%

402 371 353 363 387 347 349 389 393 395 324 382 399 386 398 401 366 390 125 380 372 400 391 9

11%

4

378 134 109 356 379 24

4%

47
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21%

310 346 348 384 160 195 396 370 357 365 338 368 362 355 374 397 392

Results: 6 clusters identified23 (Appendix 8)
Categorisation: The respondents are divided into 6 clusters based on their perception of
autonomy.

23

Each cluster corresponds to a group of respondents.
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Figure 19. Representing the 6 clusters based on their perception of autonomy

"Don't know/Don't want
to say" (5%)

"Enterprising marketers,
or salespeople" (10%)

"Franchisees with little
autonomy, perceiving their
autonomy as limited in terms of
product range" (9%)
"Managers who are proud of
their network" (38%)
"Customer-oriented
managers" (21%).

"Managers who feel
limited in terms of
product range, particularly
by their contract" (17%)

We also have:
1. A cluster (group of respondents) containing 17% of respondents, which can be
described as "managers who feel restricted by their contract, particularly in terms
of product range" (17%), within which the rate of certain responses is higher than the
average:
•

"Strongly agree" in response to questions regarding autonomy in matters of
employee management and the freedom to take managerial initiatives;

•

"Strongly disagree" in response to questions on autonomy in relation to product
range and marketing initiatives.

These respondents thus indicate a strong feeling of autonomy when it comes to
managing their employees, but a limited scope for initiative in matters relating to
marketing.
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We also observe a certain over-representation:24
‒

"Strongly agree" responses to questions suggesting that franchise contracts limit
autonomy in terms of marketing, particularly with regard to setting prices, choosing the
layout of the store, selecting the product range and creating a website;

‒

We also note a lower level of initiative-taking with regard to new product ranges (but
not when it comes to managing sales outlets) and less demand for training and skills in
product management, as well as a relatively weak sense of belonging;

‒

Competition is perceived as being very high.

2. A cluster which accounts for 38% of respondents and which can be defined
as "managers who are proud of their network," (38%) with a higher-than-average
incidence of other characteristics:
•

"Strongly agree" in response to questions regarding autonomy in matters of
employee management (except training) and local advertising;

•

"Agree" in response to the question on local advertising initiatives;

•

"Disagree" in response to the question on taking the initiative in product
selection, price setting, store layout and running the website.

We also observe a certain over-representation of:
‒

Respondents who believe that the performance of their network is "superior to
expectations" compared to rival networks, and who attribute great importance to
increasing the brand's reputation;

‒

Sense of belonging, which is above average in this cluster;

24

Over-representation means that the percentage of a given response recorded in this cluster is greater than the
average across all respondents. No value judgement is implied.
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‒

The respondents in this cluster have an above-average opinion of the support they
receive, and feel that the network is open to initiatives put forward by franchisees;

‒

There is also an over-representation of mixed networks in this group;

‒

Respondents in this group are less likely than average to report that their contract limits
their autonomy in terms of setting prices.

3. A cluster which accounts for 10% of respondents and which can be defined
as "enterprising marketers" (10%) with a higher-than-average incidence of other
characteristics:
•

"Strongly agree" in response to questions regarding autonomy in matters of
marketing and employee management;

•

"Strongly agree" in response to questions regarding matters of marketing
initiatives and employee management;

Also over-represented in this cluster:
‒

Entrepreneurial types (not risk-averse, open to new products, taking the initiative in
response to local competition), but also commercially minded, with more franchisees
whose initiatives have been taken up by their network;

‒

"Strongly disagree" responses to questions suggesting that franchise contracts are an
obstacle to autonomy in marketing matters (price, website creation, layout and local
advertising) and HR management;

‒

With regard to network performance, the respondents in this group demonstrate an
above-average interest in contract renewal and the recruitment of new franchisees;

‒

Franchisees from the drinks trade and home help services sector are over-represented in
this cluster.
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4. A cluster which accounts for 9% of respondents and which can be defined
as "franchisees with little autonomy who complain of a lack of autonomy in terms
of product range," with a higher-than-average incidence of other characteristics:
•

"Disagree" responses to question about their level of autonomy in managing
employees (particularly with regard to dismissals, recruitment, careers
management etc.), and their capacity to take the initiative in terms of local
advertising;

•

"Neutral" responses to questions regarding their autonomy to dismiss staff and
award bonuses;

•

"Agree" responses to questions regarding their autonomy to set prices, design
the layout of their stores, select product and create websites, as well as the scope
for them to take the initiative on product selection, store layout and managing
the career paths of their employees.

We also observe a certain over-representation of:
‒

"Agree" responses when asked whether they felt the need to boost their skills in product
selection, store design and price setting, in order to gain greater autonomy;

‒

There are also fewer mixed networks in this group;

‒

Fewer of these respondents feel that their franchise contract restricts their freedom to
select their products.

5. A cluster which accounts for 5% of respondents and which can be defined
as "Don't know/Don't want to say," (5%) with a higher-than-average incidence of
other characteristics:
•

"Neutral" responses to the questions regarding their autonomy in 6 areas of
employee management, as well as managerial initiatives regarding HR matters;

•

"Neutral" responses to questions regarding their capacity to take the initiative on
matters of store layout and local advertising;
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•

"Agree" responses regarding their capacity to take the initiative on product
selection and website management.

Also over-represented in this cluster:
‒

Patent holders and franchisees who have been established in their current commercial
location for between 4 and 10 years, and are aged between 50 and 60;

‒

Franchisees who feel that they receive a good level of support from their franchisor;

‒

They are less likely than average to have taken the initiative to make substantial changes
to the way they manage their retail outlets.

6. A cluster which accounts for 21% of respondents and which can be defined
as "customer-oriented managers," (21%) with a higher-than-average incidence of
other characteristics:
• "Agree" responses to the questions regarding their autonomy in 6 areas of
employee management, as well as their capacity to take the initiative in HR
matters and in terms of local advertising.
Also over-represented in this cluster:
‒

"Agree" responses on the 8 items relating to customer relations (capacity to meet clients'
demands, empathy etc.);

‒

An above-average level of prudence;

‒

These respondents are less likely to feel that their contract impairs their autonomy to
manage their business and handle local advertising;

‒

Franchisees not involved with any committees.

We end up with 6 clusters grouping together the franchisees on the basis of their perception of
autonomy:
‒ "Customer-oriented managers" (21%).
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‒ "Managers who are proud of their network" (38%)
‒ "Customer-oriented managers" (21%).
‒ "Managers who feel limited in terms of product range, particularly by their contract"
(17%)
‒ "Enterprising marketers, or salespeople" (10%)
‒ "Franchisees with little autonomy, perceiving their autonomy as limited in terms of
product range" (9%)
‒ "Don't know/Don't want to say" (5%)

5.3. Results of MCA on variables relating to perception of performance

In our multiple correspondence analysis,
‒

the "active variables" are as follows:
o Overall, how would you assess your performance in relation to the other
franchisees in the network?
o Overall, how would you assess your performance in relation to other stores in
the same geographical area?

‒

variables derived from other questions are considered as "illustrative variables."

Figure 20. Representing the MCA on variables relating to perception of performance
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Classification hiérar chi que directe ( sur facteurs)

4

34%

46%

6%

292 319 321 326 322 323 328 327 308 330 325 324 393 98

108 135 42

144 84

80

15%

96

120 32

195 68

174 6

46

81

402 113 397 131 124 111 74

72

140 134 34

196 152 49

61

94

9

51

218 99

197

Results: 4 clusters identified (Appendix 9)
Categorisation: The respondents are divided into 4 clusters based on their perception of
performance

Figure 21. Representing the 4 clusters based on their perception of performance

"Followers"
(46%)

"Small
shopkeepers"
(6%)

"Free-riders"
(15%)

"Leaders"
(34%)

1. A cluster which accounts for 34% of respondents and which can be defined
as "franchisees who consider their performance above average" or "leaders," with
a higher-than-average incidence of other characteristics:
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•

Responding "above expectations" to the two questions on performance (in relation
to other franchisees in the network and other shops in the same commercial
catchment area);

We also observe a certain over-representation:
‒

in terms of attachment to the network

‒

in terms of initiative-taking in store management and dealing with local competition.
Initiatives which may then be taken up by the network.

‒

in terms of perceived autonomy in employee training;

2. A cluster which accounts for 46% of respondents and which can be defined
as "franchisees who consider their performance average" or "followers," with a
higher-than-average incidence of other characteristics:
•

"Average" in response to the questions regarding their perception of their store(s)'
performance in relation to other shops in the same area and other stores in the
network.

We also observe a certain over-representation of:
‒

"Agree" when asked about capacity to take the initiative in matters of employee
management.

‒

"Neutral" responses to other aspects of the 'sense of belonging'.

‒

"Disagree" responses to the following propositions:

‒

It would be difficult for me to replace the revenue I get as a franchisee with other
forms of revenue.

‒

The network has made use of initiatives developed by me.
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3. A cluster which accounts for 6% of respondents and which can be defined
as "franchisees worried about the future" or "small shopkeepers," (21%) with a
higher-than-average incidence of other characteristics:
•

"Poor" responses when asked about their perception of the performance of their
retail outlet in relation to other outlets in the same network.

•

"Exceptional" responses when asked about their perception of the performance of
their retail outlet in relation to other outlets in the same commercial catchment area.

We also observe a certain over-representation of:
‒

"Poor" responses to questions about their perception of the performance of their
network in relation to rival networks;

‒

"Strongly disagree" responses to the propositions "the network is a source of
innovation" and "the network makes use of initiatives developed by other
franchisees";

‒

"Neutral" responses to questions regarding their autonomy in terms of recruitment,
training, employee management and career management, but also price setting and
the capacity to take the initiative in matters relating to HR management.

‒

"Strongly agree" to the two questions measuring customer relations (finding it easy
to smile at customers, enjoying helping customers).

It is possible that these franchisees are based in areas which are lacking in commercial
dynamism.

4. A cluster which accounts for 15% of respondents and which can be defined
as "franchisees who consider their performance below average" or "freeriders" with a higher-than-average incidence of other characteristics:
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•

"Below expectations" in response to the questions regarding their perception of their
store(s)' performance in relation to other shops in the same area and other stores in
the network.

We also observe a certain over-representation of:
‒

Networks under ten years old;

‒

Weak sense of belonging to the network;

‒

A positive perception of their autonomy in matters relating to recruitment, but not
their capacity to advertise locally;

‒

Franchisees who do not consider royalties to be particularly important as a criterion
of performance, and consider turnover as one of the least important performance
criteria.

We can thus identify 4 clusters grouping together the franchisees on the basis of their perception
of performance:
‒

"Franchisees who consider their performance average, as is their level of motivation":
"Followers" (46%)

‒

"Franchisees who consider their performance above average": "Leaders" (34%)

‒

"Franchisees who consider their performance below average": "free-riders" (15%)

‒

"Franchisees worried about the future": "Small shopkeepers" (6%)

5.4. Results of MCA on perception of performance and autonomy
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This analysis allows us to cross-compare variables measuring franchisees' perception of
autonomy with variables measuring their perception of performance (Appendix 10).
We thus sought to fine-tune our factor analysis by isolating those illustrative variables
pertaining to the franchisees’ perception of their own autonomy.
‒

Active variables:
o Overall, how would you assess your performance in relation to the other
franchisees in the network?
o Overall, how would you assess your performance in relation to other stores in
the same geographical area?

‒

Illustrative variables relating to perception of autonomy

In all 4 clusters, and particularly in the cluster composed of franchisees who believe
themselves to be above-average performers, respondents were more likely than average to
answer "strongly agree" to questions regarding their autonomy in managing employees
(recruitment, training) and their capacity to take the initiative in HR management, and also
declared themselves very satisfied with their level of autonomy with regard to local advertising
and their capacity to take the initiative in defining the layout of their stores.
Those "franchises judging their performance to be average, and somewhat lacking in
motivation," i.e. "the followers," consider themselves more likely to take the initiative on
employee management matters, and less so when it comes to store layout.
"Franchisees worried about the future," or "small shopkeepers" are more reticent to
express any opinion regarding their autonomy in matters of employee management and price
setting.
"Franchisees who consider their performance below average", or "free-riders", see
themselves as autonomous in terms of recruitment but not local advertising.
There do not appear to be strong connections between the variables relating to perception of
performance and those relating to perception of autonomy.
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Categorising the franchisees on the basis of their perception of performance (4 categories) or
their perception of autonomy (6 categories) will allow us to identify those categories in need of
special attention from their franchisors, a subject which we shall now address as we consider
the managerial implications of our findings.
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Chapter 4. Managerial implications

The results of our qualitative and quantitative analyses allow us to identify various managerial
implications, i.e. suggestions for franchise operators.
These suggestions are not normative, and are intended simply to make professionals aware of
potential actions which they might take, in the situations identified in our study, to improve
relationships and boost results.
We will begin by offering suggestions based on the results of the qualitative analysis, then
continue by looking in greater depth at the results of the multiple correspondence analysis.

1.

Implications derived from the results of the qualitative analysis

The results of the qualitative analysis do not permit us to make recommendations of an
operational nature for franchise professionals. Nonetheless, these results can help franchise
operators to better understand the nature of their business relationships.
By seeking to define the concepts of freedom, independence and autonomy in a franchise
operation, we provide a reference framework which can help those involved to better
understand the nature of their relationships. The variables used to define these notions also
allow us to identify the outward manifestations of franchisees' freedom, independence and
autonomy.
The interaction between these different notions highlights the importance of correctly
distinguishing between them, and of placing contracts (legal, psychological and relational) in
their proper context.
Last but not least, this theoretical model can be used by all parties involved in franchise
operations to further their understanding of the particularities of their sector. It highlights the
importance of the franchisor-franchisee relationship and the variables which shape this
relationship.
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2.

Implications derived from the results of the quantitative analysis

We will begin by looking at the managerial implications of the different autonomy variables,
before moving on to look at the results of the multiple correspondence analysis conducted on
the performance variables.

2.1 Franchisee profiles in terms of perceptions of autonomy and managerial implications

We identified six major categories.
Their positioning is defined by the way they manage their stores and by the franchisees' vision
of autonomy, particularly when it comes to managing product selection and staff.
Fig. 22 illustrates these positions. There are 6 franchisee profiles. The red circle represents the
ideal positioning for franchisee autonomy. The red arrows indicate the managerial initiatives
required to move the different 'types' into the target zone.
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Figure 22. Positioning of franchisee types in relation to autonomy variables
Product management +

Marketers Entrepreneurs

Franchisees with limited
autonomy over products
Customeroriented
managers

"Don't know"

Managers who
are proud of
their network
HR
management +

Managers who feel
restricted by their contracts
in terms of product range

We will now look at the managerial implications of the 6 'types' identified by our survey.

2.1.1

“Managers who feel restricted by their contracts in terms of product range”

The members of this group consider themselves autonomous in matters regarding the
management of their stores, but feel that they lack autonomy when it comes to deciding what
products to sell.
They consider this to be a constraint, particularly in terms of their franchise contract.
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The balance between the activities and decisions assigned to the franchisor and the franchisee
appears to them to be unfairly tilted in favour of the franchisor. This sense of frustration brings
with it certain risks, and may indicate that skills are being under-utilized, and hence
opportunities for value creation passed over.
Dissatisfaction may cause these franchisees to feel that their role has been reduced to that of a
subsidiary, with all the risks this misconception brings. In terms of risks, the jurisprudence
shows that the courts often rule against franchisors and hold them responsible for 'actions'
straying outside the boundaries of their legal rights, in spite of the fact that their relations with
franchisees are based on clear contractual foundations. Franchisees are independent retailers
who should be able to count on the support of their network leaders. But franchisors may find
themselves penalised for excessive interference in the day-to-day running of a franchisee's
business, reclassifying the franchise contract as a contract of employment (L7321-1 of the
French Labour Code) or giving the franchisee 'manager-subsidiary' status (L7321-1 of the
French Labour Code). This solution is well attested (ruling of the Cour de Cassation
No.14.04.2016). The judges' decision is based on analysis of the concrete facts of the case (see
Appendix 1 for examples). But it also hints at the fact that franchisees have skills which are not
being utilized, and thus are not contributing to value creation in the way that they could if given
an appropriate degree of autonomy. The demand, or desire, to take part in defining the product
range - which is particularly present in this category - can be a positive thing, helping to
establish a greater synergy between the activities of the franchisor and those of the franchisee.
Franchisors need to find a constructive solution to this problem, either by adjusting their
relationships with franchisees or providing better justification for the existing state of affairs.
Franchisors should look very closely at the commercial constraints in play: are they really
justified by the nature of the network (life cycle, mix, size, need to adapt to local
circumstances)? Are they justified by the technological context?
Is the communication regarding the roles and responsibilities of the franchisor and the
franchisee clear and understood? Is the contract too restrictive (or applied in a restrictive manner
by the franchisor)? Has the franchisor correctly assessed the potential of the franchisee? Has
the franchisor done enough to take the franchisee's skills into account, particularly in
commercial matters? Has the franchisor fully weighed the franchisee's desire to be involved
with commercial decisions?
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All of these questions are worth exploring.

Figure 23. Managerial implications of this category "Managers who feel limited in terms
of product range, particularly by their contract"

Contract

Network types

2.1.2

Franchisee
autonomy

Franchisee skills

"Managers who are proud of their network"

The members of this category consider themselves autonomous in matters relating to the
management of their stores, but are more reserved when asked about their autonomy in
determining the product range, feeling that they do not take the initiative in this domain, with
the exception of local advertising.
These franchisees appear to be satisfied with the results of their network, and share a sense of
belonging which is stronger than average.
This group represents the solid, positive core of the franchise network. They do not feel
dissatisfied with the way activities are shared with their franchisors. They are comfortable with
the situation, probably on account of positive results in the current context. This is the
franchise's "performance zone."
It is difficult to derive any particular managerial implications from this group, beyond some
fairly general recommendations.
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Does the general framework of the franchise - the context, the contract, the nature of the
network - pose problems even for this hardcore of loyal franchisees, with regard to the themes
of our research?
The general impression which arises from our research is as follows: notwithstanding changes
in the business environment, the decision-making autonomy of the franchisees in this group is
not likely to see a significant overall increase or decrease.
A more apposite solution would be to seek a more effective balance in the relationships between
the different parties, adapting to the factors in play and the specificities of each franchise.
In light of the interviews we conducted, it would appear that technological factors are the
contextual elements with the greatest impact. Websites are a cause for concern with some
franchisees, and while point-of-sale IT tools elicit considerable interest and engagement from
some franchisees, for others they are a source of doubt and suspicion. They require a greater
commitment from the franchisor in terms of training franchisees, and from the franchisees in
terms of training employees. But first of all, groundwork needs to be laid in order to involve
franchisees in the process of striking a new balance between the respective roles. This applies
not only to the relationship between franchisors and franchisees, but also between the
franchisees themselves. This challenge should not be insurmountable, given the high levels of
attachment to the network recorded in this group.

2.1.3

"Enterprising marketers"

The franchisees in this category feel autonomous when it comes to marketing activities, and
free to take the initiative on marketing and the management of employees, not feeling unduly
restricted by their contracts.
This suggests that the balance of activities assigned to franchisors and franchisees is tilted in
the franchisees' favour, giving them greater autonomy and scope for initiative.
We might describe these relationships as collaborative franchises, or partly at least, in which
the franchisees feel closely involved with the life of the network and propose initiatives in areas
where the franchisor plays an important role.
99

This may reflect the evolution of the franchise in response to underlying trends or new societal
circumstances. Such situations may enrich networks, making them more innovative. The
members of such networks may introduce their own risks in terms of value creation, but also in
terms of the atmosphere within the network. On the first point, for initiatives put forward by
franchisees, to succeed the franchisees need to be more competent than their franchisors in these
matters, and thus capable of adding value to the network.
But some members may also run the risk of "taking things too far" with their initiatives, posing
a challenge to the franchisor's leadership in matters of marketing and brand management.
The challenge for franchisors is to keep these initiatives under control, ensuring that they help
to create value for the network as a whole and do not compromise the harmony between
members of the network, making use of the entrepreneurial resources of these franchisees
without allowing them to become a disruptive influence. In such cases, franchisors need to be
able to effectively communicate and coordinate, pooling the resources of their network and
creating a cohesive culture, channelling the initiatives put forward by franchisees towards
common goals and avoiding the risks posed by "lone ranger" initiatives.

2.1.4

Franchisees with limited autonomy over their offer

The franchisees in this category have limited autonomy in terms of employee management and
local advertising, but consider themselves more autonomous - and also more active in terms of
taking the initiative - in matters relating to their offer (particularly production selection and
presentation). Furthermore, they do not feel inhibited by their contracts and express a desire for
greater skills in matters relating to the product offer.
The members of this group pose several problems and a certain number of risks.
The division of responsibilities between franchisees and franchisors in this scenario appears to
be at odds with the very principles of the franchise relationship, an observation borne out by
our qualitative analysis.
According to our results, the know-how of the franchisor includes specific expertise related to
maintaining the attractiveness and reputation of the brand (marketing, communications) as well
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as the franchise system (developing the network, boosting the network effect, developing a
culture within the network etc.). The franchisee's know-how is specific to their retail outlet(s)
(accounting and financial management, local advertising, customer management, HR
management).
But in this category it appears that the franchisor has encroached upon the franchisee's territory,
while the franchisee has taken the initiative (or been delegated responsibilities) in matters
usually under the aegis of the franchisor. This is not the most effective balance, and it brings
with it certain risks.
It is not particularly effective because the skills of the franchisees appear ill-matched with their
level of autonomy, limiting the potential for value creation by the franchisees. Such a situation
is risky because a lack of autonomy, particularly in matters relating to staff management, is the
primary reason cited for reclassifying franchise agreements as employment contracts. These
franchisees express a desire for more training on matters relating to product offer but not HR
management, so they do not appear to see this lack of autonomy as a problem. But when
economic circumstances become difficult, this subordinate position may be used to justify a
request for the contract to be reclassified as an employment contract, which may be accepted.
However, legal independence need not be incompatible with the franchisor's duty to help the
franchisee (see Appendix 1). Nonetheless, this duty should not be interpreted as an obligation
for the franchisor to cover the financial shortcomings of the franchisee by taking a stake in the
latter's capital, or more generally as an obligation to support the franchisee in times of financial
difficulty (see Appendix 1).
The managerial implications arising from our analysis of this group are as follows: franchisors
need to scale back their intervention in matters of HR management, helping franchisees to
develop skills in this area and thus increase their autonomy. At the same time, franchisors may
need to take greater responsibility for the brand's marketing positioning and the structure of the
product range (going beyond product selection and store layout), not with the intention of
infringing on franchisees' autonomy or initiative, but simply to provide a clearer framework.

2.1.5

"Don't know/Don't want to say"
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The members of this group gave neutral answers to questions on autonomy and capacity to take
the initiative, with the exception of store layout. The franchisees in this group are generally
experienced retailers, and feel that they receive ample support from their franchisors.
This group did not express strong opinions on the questions which interest us here. These
franchisees appear to be satisfied with their lot, and remain focused on managing their stores.
We might consider these franchisees as low-risk, as long as their business continues to run
smoothly. But a neutral reaction to questions of autonomy may also be read as a lack of
enthusiasm for value creation. It may be the case that there are franchisees in this group who
are used to stable situations governed by routine, and who may not necessarily have the change
management skills required to cope with shifting environments. This may prove problematic,
as major changes are afoot. Franchisees need to keep a close eye on these evolutions (which
they already do, in point of fact) in order to plan ahead for their requirements in terms of
information, training, support and dialogue. This is a way of reinforcing attachment to the
network and the brand, and boosting participation, which may also be among the franchisor's
objectives.

2.1.6

"Customer-oriented managers"

The franchisees in this category feel that they are autonomous when it comes to managing their
employees, taking the initiative on such matters, and with regard to local advertising. They are
resolutely customer-oriented, and do not feel that their contract restricts their freedom in this
respect.
These franchisees remain focused on activities specific to their retail outlets, putting customer
service at the heart of their preoccupations. The size of this group indicates that customer
service is a major priority for these franchise networks, and that franchisees feel autonomous
and free to take the initiative in managing their staff.
This is clearly a very positive sign. But it is also interesting to note that this high level of
customer engagement is combined with greater autonomy in matters of store management
rather than matters relating to marketing. This might suggest that these franchisees see the
customer relations side of their business as primarily a matter of in-store interactions, and not
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as part of a broader marketing strategy. It would thus be useful to check that these franchisees'
customer relations efforts are coherent with the group-level policy. The only way to achieve a
general synergy which strengthens the reputation and attractiveness of the brand/chain is to
establish a clear - and distinctive - customer relations strategy for the network as a whole, which
all franchisees understand and share.

2.2

Franchisee profiles in terms of their perception of performance and the managerial
implications of this positioning.

We identified four major categories.
We can situate these franchisees based on their performance in relation to their commercial
catchment zones and their networks.
Fig. 24 illustrates these positions. We identified four major categories. The red circle represents
the ideal positioning for franchisee performance. The red arrows indicate the managerial
initiatives required to move the different 'types' into the target zone.
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Figure 24. Positioning of franchisee types in relation to performance variables
Performance in the
commercial catchment

"Small shopkeepers"
"Leaders"

"Followers"

Performance
within the
network +

"Free-riders"

We will now look at the managerial implications of the 4 'types' identified by our survey.

2.2.1

"Leaders"

This category covers those franchisees who consider their performance to be above average for
their network and in comparison to the other shops in their commercial catchment zone. They
display a strong attachment to their network, a sense of initiative (both in terms of store
management and in facing up to local competition) and considerable autonomy in matters of
employee training.
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This sense of double superiority, in relation to the network and the local area, is thus combined
with a strong commitment to the network, a capacity for taking the initiative and a sense of
autonomy in staff training.
The size of this group suggests that taking the initiative and being autonomous in matters of
staff training are important factors in the success of a franchisee (and hence in making a positive
contribution to the success of their networks). It is in this field that franchisees possess the most
skills (intangible assets), and thus the greatest capacity for value creation.
The fact that autonomy in other areas is not considered a performance factor might be
interpreted as a sign that autonomy is not, by definition, always a key factor in success. In actual
fact, performance is more dependent on the balance/compatibility between the skills of the
franchisee and the know-how of the franchisor.
As such, the capacity to take the initiative is conducive to establishing and maintaining a
'balanced' level of autonomy.
Attachment to the network also appears to be an important factor in a franchisee's success (and
hence in their capacity to make a positive contribution to the success of their network).
Finally, the aspect of autonomy which stands out - staff training - seems to reflect the
importance of boosting employee motivation in a retail environment where point-of-sale service
is increasingly seen as a decisive factor (customer experience, quality of service), meaning that
retail staff have a crucial role to play.
These franchisees, whom we define as 'leaders', set an example to be followed by franchisors
and fellow franchisees in order to boost performance. For franchisors, they highlight the
importance of maximising attachment to the network, which is a source of motivation and thus
encourages active involvement, initiative and innovation. For franchisees, these leaders serve
as an example that taking the initiative can pay dividends, and that direct involvement with the
training of employees is crucial.
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Figure 25. Factors associated with performance in the 'Leaders' category

Attachment to the
network

Performance

Franchisee skills

Autonomy to train
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2.2.2

"Followers"

This category covers those franchisees who feel that their performance is on a par with the
average for shops in the same commercial catchment zone and in relation to other outlets in the
same network. Their sense of belonging to the network is neutral, their capacity for initiative is
limited to HR matters and they feel a heavy economic dependency.
Given the size of this group, which contains almost a majority of the franchisees surveyed, we
refer to it as the 'Big Middle'. The members of this group seem to be content with their average
performance, and do not appear to be very proactive.
In terms of managerial implications, we might suggest - based also on the results observed in
the previous group - that any action taken by the franchisor to boost the sense of attachment to
the network is always a step in the right direction. On the one hand because attachment is closely
linked to performance, and on the other hand because it can promote, through a greater sense
of involvement, initiative-taking and innovative solutions, which in turn can boost performance.
As for the perception of economic dependency, there is no doubt that it reflects the fundamental
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reality of the franchise set-up. But this perception of dependency also has an impact on
initiative-taking (and hence performance), particularly in matters concerning the product offer
and attachment to the franchise network. Making franchisees feel more involved and more
attached to their network could reduce their sense of economic dependency, and thus forestall
the development of a feeling of organisational subordination, which brings with it the risk that
the franchise contract could be reclassified as a contract of employment (see below).

Figure 26. Managerial implications for the 'followers'
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attachment to the
network

Softening the sense of
economic dependency

Performance

Encouraging
initiative

Giving franchisees greater
autonomy to train staff

2.2.3

"Small shopkeepers"

This group covers those franchisees who consider the performance of their stores to fall below
the average seen across the network as a whole, but consider themselves "exceptional" in
relation to other shops in their commercial catchment zone.
They have a fairly negative view of their network, both in terms of performance and in terms
of its capacity for innovation, a neutral (average) view of their own autonomy and a (declared)
sense of being customer-oriented retailers which is well above average.
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This group appears to be composed largely of franchisees based in marginal commercial areas,
in terms of both their size (which would explain their poor performance when compared with
other franchisees in the network) and also the level of competition (which would explain the
fact that they judge their performance to be exceptional in comparison with their local rivals).
The dim view which these franchisees take of their franchisor networks, despite the low levels
of competition which they encounter, would suggest that the immediate rivals in their
commercial catchment zones (who are judged much less efficient) are primarily independent
(or traditional) retailers rather than outlets of other franchise chains. A resolutely customeroriented approach appears to be the right decision, in a context where independent retailers play
heavily on direct customer relations to set themselves apart, as they do not have sufficient
economic heft to compete directly with franchised outlets.
This would seem to corroborate our intuition that the franchisees in this group are operating in
marginal areas, which nonetheless remain profitable for both the franchisee and the franchisor.
Nevertheless, there is a risk that these franchisees will lose faith in the franchise. They appear
to attribute their exceptional results more to their own efforts than to the support of the franchise
network. Although their performance does not appear to pose any problems, at least for the time
being, the arrival of a rival network (perceived as being more effective) could endanger the
business of these franchisees, and their membership of the franchise network.
The members of this group are not entirely convinced of their autonomy, even in matters of
human resources management, and as such (in the event that local competition should intensify)
they may represent a heightened risk of legal conflict and contract reclassification. Franchisors
should strive to strengthen the attachment of these franchisees to the network, using all of the
resources at their disposal - for information and persuasion - without neglecting the economic
benefits of the franchise system. They should also check, encourage and maintain the autonomy
of the franchisees, particularly in terms of employee management but also in other areas within
their contractual framework. This requires targeted follow-up and support work.
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Figure 27. Managerial implications for 'small shopkeepers'
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"Free-riders"

This category covers those franchisees who feel that their performance is below average for
shops in the same commercial catchment zone, and also in relation to other outlets in the same
network.
They are generally (relative) newcomers to the network, with little sense of belonging, limited
autonomy in terms of HR management and a general lack of interest evidenced by their
lacklustre economic performance.
The lack of interest demonstrated by these franchisees appears to be symptomatic of a certain
passiveness and lack of engagement. Such franchisees may be found in networks which are
young and not yet institutionalised. They seem to be satisfied with their social status, i.e. the
fact that they are independent, even if they do not make much money.
The behaviour and attitude of these franchisees may cause problems for the network. They take
up space within the network, but fail to make use of its full potential.
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They thus risk dragging down the overall performance of the franchise network to which they
belong, wasting opportunities and potential revenue.
They can thus be classed as "free-riders," benefiting from the "social status" of the franchise
arrangement without giving much back in return. In this context it is worth reiterating the
importance of the precontractual information document (PID) and its contents, which should
be considered by the franchise director as an invaluable managerial tool and not simply a legal
formality. While judges are quick to condemn the "actions" or "inaction" of franchisors when
they stray beyond the legal framework established in the contract, they also take a dim view of
franchisees who have failed to fully analyse and take on board the information provided to them
before they joined the franchise network. France's Supreme Court unambiguously considers the
franchise contract to be a "business agreement between professionals," making it reasonable to
expect that franchisees should respect their obligation to take this information into account (see
Appendix 1).
The size of this group indicates that franchisees need to be monitored closely in several respects.
First and foremost, it is each franchisee's responsibility to analyse the reasons behind their own
lack of interest in their store's financial performance. If there is a genuine lack of interest here,
the franchisor may consider ways of motivating these wayward franchisees, encouraging
greater involvement and attachment. Individual support and monitoring to help franchisees
develop greater autonomy could boost their level of engagement with the franchise. Even if
their primary motivation for going into business was to obtain a social position, they may still
"play the game" and become active participants in the life of the network, with positive results
for their economic performance. If these incentivizing measures do not yield results, the
franchisor may consider the option of withdrawing certain franchise licenses and awarding them
to more motivated candidates.

110

Figure 28. Managerial implications for 'free-riders'
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As we reach the end of this section on managerial implications, it seems appropriate to offer a
brief summary of our findings.
Having defined the variables with which we would measure autonomy and performance, we
then conducted an exploratory quantitative analysis and identified various categories of
franchisees, differing from one another in terms of their perception of autonomy and
performance.
We first identified 6 categories based on differing perceived levels of autonomy in the fields of
product offer and marketing, as well as in terms of employee management.
We then identified 4 categories based on franchisees’ perception of their own performance in
relation to their local rivals and in relation to other franchisees in the same network.
For each of these groups, we singled out the areas in which economic partners can take action
to improve performance.
An overview of the managerial implications derived from these categories is presented in
Tables 9 and 10.
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Table 9. Managerial implications derived from the different categories of franchisee,
identified on the basis of their perception of autonomy.
Categories
Franchise framework

Actions to be taken
Analysing constraints and their justifications
Providing a clearer framework
Commitment to training franchisees (striking a new balance)

Professional
contributions (knowhow and skills)

Assessing franchisees' skills in relation to their initiatives
Analysing the value created by the initiatives introduced by
enterprising franchisees
Supporting skills development
Assessing willingness to participate
Boosting attachment through communication / involvement /
common cause

Relationships
(autonomy)

Reducing interference
Developing autonomy
Information, training, support and dialogue
Defining a framework for the group's marketing position and
customer relations.

The various managerial implications which emerge from this analysis demonstrate the clear
connection between franchisees' level of autonomy and their skills. It seems to us that the
priority, in almost all cases, is to further develop franchisees' skills in order to increase their
autonomy, and also their sense of attachment to the franchise network. Avoiding unnecessary
interference is also, in some cases, a point to bear in mind. Obviously, the resources put in place
to develop franchisees' skill levels need to be tailored to the situation at hand. But in all cases,
information, involvement and dialogue are central priorities.

Table 10. Managerial implications derived from the different categories of franchisee,
identified on the basis of their perception of performance
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Risks/Objectives

Actions to be taken

Lack of motivation

Work on boosting sense of attachment to the
network

Drifting away from the network

Persuasively demonstrate the benefits of
belonging to the network

Reclassification of franchise contract

Reduce the sense of economic dependency
Softening the sense of economic
dependency

Insufficient performance

Promote initiative and attachment to the
network (following the example set by
leaders)
Improve employee training
Give franchisees greater autonomy to train
their own staff

The various managerial implications derived from this analysis seem to revolve around three
main concerns: the franchisor's know-how, relationships between the partners, and the skills of
the franchisees.
On the first point, it is the franchisor's job to demonstrate the advantages of belonging to the
franchise network. The second point reflects the importance of nurturing franchisees' sense of
initiative and attachment to the network. The third point highlights the importance - for
autonomy and initiative as well as financial performance - of a specific aspect of franchisees'
skills, i.e. their ability to train staff within their stores.

Conclusion
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As we move on to identify some general conclusions from our work, it is worth reiterating the
objectives and principal questions which informed our research.
Our primary objectives were:
‒

To describe the ways in which those involved in the franchise system perceive their
environment, their roles and their relationships

‒

To study the nature of the franchisor-franchisee relationship and describe the general
framework in which these relationships operate.

‒

To identify different types of franchisee based on their perception of autonomy and
performance

The issue of franchisee independence is a hot topic at the moment, for reasons relating to
developments in the social and economic climate as well as other potential risks.
In order to meet these objectives, and to further our understanding of the risks at play, we began
by looking in detail at the concept of independence and different ways of defining it. But the
existing literature tends to focus on the independence of distributors and how it varies
depending on the structure of their distribution channels (traditional contractual channels,
integrated networks etc.).
In certain conditions, contractual models (such as franchising) perform better than others. It is
particularly important that the allocation of ownership rights (residual profit in exchange for
royalties, for example) corresponds to the specific assets involved, i.e. the resources and
skills/know-how of the stakeholders.
But the comparative advantages and disadvantages of different contractual models have already
been amply examined by researchers in economics and management.
The existing literature in the management field, however, fails to sufficiently distinguish
between independence and autonomy.

114

Similar problems arise regarding the relationship between autonomy and performance, a
relationship which is often considered to be indirect - and mitigated by various other variables
- or even insignificant.
Our goal was thus to achieve a better understanding of what independence and autonomy mean
to franchisees, and the connection between autonomy and performance. To do so we focused
our research on the contractual relationship enshrined in the franchise agreement, concentrating
on the relationship between franchisor and franchisee.
We thus opted for a multi-method approach, beginning with a hybrid qualitative study which
combines inductive and deductive techniques. Our qualitative analysis took place in four
successive phases, incorporating a lexical analysis and thematic analysis. This process allowed
us to determine the main variables which define the franchisor-franchisee relationship
(freedom, independence and autonomy), to identify the links between these variables and to
construct an analytical framework which would help us to understand the relationships between
the various parties.
Having defined the variables with which we would measure autonomy and performance, we
then conducted an exploratory quantitative analysis and identified various categories of
franchisees, differing from one another in terms of their perception of autonomy and
performance.
For each group we identified the main variables on which their economic partners should focus
in order to improve performance, while also deriving a number of managerial implications.
Having conducted this research, and thanks to the hybrid approach we adopted and the wealth
of material gathered, we are in a position to make an original contribution to the existing
academic literature in several respects:
‒

Defining and distinguishing between notions which are often conflated by researchers;

‒

Identifying the variables which determine the independence and autonomy of a
franchisee;

‒

Proposing a theoretical framework for a better understanding of franchisor-franchisee
relations;
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‒

Positing a model for understanding the relationships between the framework,
performance, specialities and stakeholders.

The academic limits of our work are the limits inherent to the qualitative methodology we
adopted.
In terms of management science, our main contributions are as follows:
‒

Establishing clear distinctions between different ways of experiencing independence
and autonomy;

‒

Achieving a more detailed comprehension of the franchisor-franchisee relationship;

‒

Better understanding the relationship between the different types of autonomy and the
performance of a franchise;

‒

Identifying the risks inherent to certain categories of franchisee, minimising the risk of
the franchise contract being reclassified as an employment contract;

‒

Identifying different points of equilibrium for autonomy and independence.
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Appendix 1 The legal context

It would appear that, although the notion of franchisee independence is subject to multiple
interpretations within the framework of the franchise contract, it is nonetheless a fundamental
element of this contract. This contractual situation, sometimes referred to as a 'reiteration
contract' (Ferrier, 2008),25 gives rise to a network structure which also borrows elements from
"(…) integration contracts [because] the companies involved, while retaining their legal
independence, collaborate on the same fabrication or distribution process."26 Dissaux (2011)27
categorises this type of agreement as an 'affiliation contract' to the extent that "(…) a person
joins a network whose reputation is more or less established, and which is supposed to improve
the prospects of their commercial activity." Raja (2014) 28 sees franchising as a method of
network

creation

which

borrows

elements

from

affiliation

contracts

and

intermediation contracts: As such "the forms of representation [...] are governed by an
intermediation agreement which is not overruled by the fact of membership, and which is often
backed up with an affiliation agreement. [...] The aim of the latter is to maintain discipline
among the affiliated distributors. [...] These contracts also make it possible to bring
independent operators into the distribution network. We are thus dealing with a technique of
network expansion, which incorporates franchise contracts as well as subsidiary and supply
deals. "
In theory this suggests that franchisees have a certain amount of room for manoeuvre in the
management of their business, as well as in their decision to join a franchise network. From a
legal point of view this independence is akin to autonomy, giving the franchisee freedom to
make decisions within the framework established by the network contract negotiated with the
creator and operator of the network in question, i.e. the franchisor. In practice it appears that
this contract, in light of the numerous obligations imposed upon the franchisee, may erode the
legal independence of the latter by creating an economic and organisational dependency. By
dint of being integrated with the franchisor's distribution network, the franchisee's business is
dependent upon it. The control, application and expression of this situation carry high stakes
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D. Ferrier (2008), Le droit de la distribution, LexisNexis, spec.307, s. no. 668
B. Hess-Fallon, A.-M. Simon (2012), Droit des affaires, Sirey 19th edition, spec. p.318
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N.Dissaux, 'La commission-affiliation, un monstre juridique?' RTD Com. 2011.33.
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C.RAJA, 'Pour un renouveau du contrat d’affiliation', RTD Com 2014.1
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for both franchisee and franchisor. For franchisors, maintaining control is a legitimate priority
for the purpose of managing their networks, and on account of the expertise they bring to the
table (the very reason that the franchisee has entered into a franchise contract), as well as the
obligation to maintain certain levels of service (providing the products and services which
embody their expertise, establishing a communication policy, providing training etc.) and
ensuring that business runs smoothly by holding the network to certain standards (all
franchisees must respect the franchisor's brand image and, where relevant, territorial
instructions). In return franchisees are guaranteed a level of support which will facilitate the
attainment of their contractually-defined targets, which are the basis of the franchise agreement.
It is precisely when these forecasts, and the economic success they represent, are not met that
the question of both parties' independence within the franchise contract becomes more acute.
Although designed to establish the bases of the contractual relationship between franchisor and
franchisee, this contract may be reclassified if the legal independence it describes proves to be
illusory or misleading. It then becomes a matter of approving the transformation of the contract,
and it is often clearly in the franchisee's interest to prove that the absence of independence or
autonomy is grounds for declaring the franchisor economically liable for the franchisee (recategorising the franchise contract as a contract of employment by demonstrating the
subordinate nature of the relationship, as per Article L. 8221-6 II of the Labour Code), or by
reclassifying the franchise contract as a subsidiary branch management contract (satisfying the
four conditions set out in Article L. 7321-2 of the Labour Code). 29 These two examples
illustrate the “inverted stakes” at play here, and are often invoked by the judges. But magistrates
may also order a reclassification of the contract in other circumstances, for example if a
franchisee should request that the franchisor be made liable for their company's debts.
Positioning of this debate:
The debate is not a new one, and contracts of this nature require a certain degree of caution.
Legal theorists have discussed the matter extensively. As well as lacking a unified legal status,

29

Two rulings from the Social Division of the Cour de Cassation have seen a management contract (Cass. Soc. 15
Feb 212 - No.10-21897) and a franchise contract (Cass. Soc. 18 Jan 2012 – No.10-16342) redefined as permanent
employment contracts. The primary reasoning behind these rulings was that plaintiffs were placed in a subordinate
position in relation to the licence holder (in the first case) and in relation to the franchisor (in the second case). In
one of the grounds cited in the ruling of 18th January 2012, the Cour de Cassation found that the franchise contract
in question imposed upon the manager of the franchised company "detailed obligations which were applicable at
every stage of customer relations, backed up with equally detailed instructions. The franchisee was obliged to
carry out these orders, and was thus stripped of all autonomy."
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with the exception of the most recent legal developments derived from the 'Macron law',30 the
affiliation 31 between network operators and members "[is] liable to lead to imbalanced
situations which stifle competition…" (Raja 2014). This contract suffers from an anticompetitive streak which existing competition laws are not strong enough to counteract.
Affiliates may thus become locked into deals. Amiel-Cosme (2008)32 stresses the hierarchical
nature of the relationships, regardless of the network configuration (integrated or cooperative).
These contracts have a certain "feudal" character. Franchise contracts have even been described
as "legal monsters," (Dissaux 2011)33 in spite of the mutual trust, loyalty, and the fact that
companies willingly join networks in order to maximise their chances of success. In return for
these advantages, the network operator seeks protection in the form of exclusivity clauses and
clauses preventing affiliates from engaging in direct competition or switching to another
network once their contract is up.
Franchise contracts are also, in a certain respect, relational contracts intended to regulate the
economic relationship between franchisor and franchisee in order to ensure the stability and, by
extension, the future success of the network as a whole. They include binding contractual
obligations of loyalty, with dissuasive measures such as the threat of being evicted from the
network,34 which inevitably creates a situation of dependency (Virrassamy 1986)35 which some
authors have gone so far as to call a vassal relationship (Cabrillac 1978).36 This debate is
ongoing, as the French Competition Agency recently used the term ‘economic dependency’ in
relation to an excessively strict franchisor/franchisee relationship.37
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Law No. 2015-990 of 6th Aug 2015 on growth, activity and equality of economic opportunity (1), JORF No.0181
dated 7 August 2015.
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organisation, sometimes with a subsidiary.” C. RAJA, ‘Pour un renouveau du contrat d’affiliation’, RTD Com
2014.1
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2011.540 obs. D. Ferrier: “Proof that franchisees are in a state of economic dependency on their franchisor may
thus be inferred from the cumulative effect of a set of contractual clauses imposed by the latter, with the aim of
preventing franchisees from leaving the network and restricting their contractual freedom to an extent which
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Herein lies the difficulty inherent to these contracts: the complex balance between the economic
and relational dimensions of the agreement. Both parties share a common interest, the good of
the network (L. Amiel-Coste 2008), but this is not sufficient to prevent the emergence of certain
antagonisms (Ph. Le Tourneau 2003).38 Some authors (cf. D. Ferrier 1998 & R.Fabre, 2005) are
convinced that these contracts are unfairly rigged to prioritise the franchisor’s interests, while
others insist upon the fact that affiliates are motivated by their own commercial success. 39
This antagonism is crystallised in the contract, whose purpose is to define the terms of the
relationship between the franchise network owner and the operators joining the network,
defining the affiliates’ rights and duties in their new adoptive family.”40 Raja makes clear that,
although these contracts have an “undisputable value,” they may also be harmful and
ineffective. 41 The major obstacles identified by Raja relate to clauses limiting affiliates’
mobility. These include not only excessively long clauses, but also those imposing tacit renewal
of the contract, high compensation costs in the event of termination and the so-called nonreaffiliation clause (the ex-partner may not go on to manage a store in a rival network…) and
non-competition clause (…nor set up their own business in the same sector).42 The pre-emptive
clause (allowing the network manager to make an offer based on rival propositions), and
preferential clause (either giving the network owner right of refusal over the business, or
obliging the majority shareholders of the company up for sale to sell their shares to the minority
shareholders), are legally permissible, but their discriminatory nature may be penalised
depending on the circumstances.43
But some authors (Raja 2014), not to mention the French competition authority (ADLC), feel
that the economic method used to assess the extent to which these clauses pose a threat to fair
surpasses the objectives inherent to a franchise arrangement, regardless of the fact that these clauses were entered
into of the franchisees’ free will.”
38
Ph.Le Tourneau, J.-Cl. Contr.Distr., fasc 1010, No. 89
39
D. Ferrier, ‘La considération juridique du réseau’ in Mélanges Mouly, t.2, Litec 1998, p.95-113; R.Fabre, ‘La
nature juridique des réseaux’, RDLA 2005, No. 79, p.28.
40
C. Raja, op.cit.
41
E. Mackay, ‘L’efficacité du contrat, une perspective économique’, in L’efficacité du contrat, dir. G. Lardeux,
Dalloz, Coll. Thèmes et Commentaires, 2011, p.31-39.
42
Clauses which are permitted but considered anti-competitive when their duration and scope is not commensurate
with their stated purpose (CC Dec. No. 96-D-36 dated 28 May 1996 BOCC 1996.408, Paris Court of Appeal 18
March 1997, BOCC 1997.267 and Cass.Com. 12 Jan 1999 Bull. Civ. IV, No. 9, Paris Court of Appeal 6 March
2013, RJ Com. 2013.349). These clauses do not qualify for the exemption included in the EC regulation of 20
April 2010 if they are agreed for a period of more than 5 years, or indefinitely: Commission Regulation No.
330/2010 d dated 20 April 2010 on the application of Article 101 §3 of the Treaty on the Functioning of the
European Union to categories of vertical agreements and concerted practices, Article 5, OJEU No. L102 of 23
April 2010, p.7.
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competition is ill-suited to the analysis of distribution agreements, and that the existing
competition rules are not compatible with networks of this type.
As such, several authors have proposed reactivating existing legislation, and particularly
standard contract law, in order to achieve a new balance in the relationship between the
signatories of a contract, and to protect the mobility of affiliates. Several of these suggestions
focus on Paragraph 3 of Article 1134 of the Civil Code, invoking the concept of economic
violence. Others have posited the concept of objective indivisibility of supply and franchise
contracts, implying that the termination or non-renewal of one makes the other redundant
(Lagarde 2013). 44 The competition authority, meanwhile, has developed an empirical,
contextual approach to the relationships between network leaders and affiliates.45 Obviously,
economic stakeholders are also covered by the specific provisions of distribution law, including
the limitation of exclusive supply contracts to 10 years (Article L 330-1 of the French
Commercial Code), the option of abrogating a contract which is judged to be seriously
imbalanced (Article L 442-6 of the Commercial Code, as well as Par. 5 of Article L 442-6.I of
the Commercial Code regarding sudden termination, and Article L 420-2 of the Commercial
Code which forbids the abusive exploitation of a situation of economic dependency, or a
dominant position (Art. L 420-2.1 of the Commercial Code). Of course, all parties remain bound
by the applicable professional standards and “preventive mechanisms, particularly the
European Code of Ethics for Franchising.” (Raja 2014)
Are these ideas beginning to gain traction?
The recent Macron Law46 recognises the principle of indivisibility for contracts linked with
affiliation contracts, on the condition that both contracts expire at the same time and that the
clause restricting the commercial freedom of the operator after the end of the contract is limited
in its temporal and geographical scope. These two articles have met with a mixed reception,
with Dissaux regretting that the “legislative oversight of distribution contracts is to be
44

X.Lagarde, ‘Economie, indivisibilité et interdépendance’, JCP 2013, No. 48, doct.1255.
Cass. Com 12 July 2011, RDC 2012.531, obs. C.Grimaldi; the Cour de Cassation recently recognised the
contribution of affiliates to maintaining their network, finding against a promoter who – without taking on any
obligation to provide sufficient grounds for terminating a contract or supporting partners in their future projects –
had nonetheless hindered the projects of his former partners after the end of their collaboration.
46
Law 2015-990 of 6 August 2015 for growth, activity and equality of economic opportunities, and in particular
Article L 341-1 of the Commercial Code. Article L 341-2-I of the Commercial Code imposes a post-contract time
limit (1 year) for all clauses restricting the commercial freedom of the operator, finding these clauses to be legal
and applicable only if they are “indispensable for protecting the substantial, specific and secret know-how shared
in the context of the (franchise) contract.”
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conducted in such a disjointed and summary manner,” when the law was supposed to be more
ambitious.
The recent reform of contractual obligations (Order No. 2016-131 dated 10th Feb 2016) has
introduced a provision whereby any clause in a membership contract which leads to a
significant imbalance between the rights and obligations of the parties shall be considered null
and void (revised Article 1171 of the Civil Code). Furthermore, in the form of the revised
Article 1143 of the Civil Code, the concept of violence (economic violence?) has entered the
legal texts: “violence can be said to be involved when one party, profiting from the other party’s
state of dependency, obtains from this partner a commitment which the partner would not have
accepted without these constraints, and which is manifestly, excessively advantageous to the
dominant party.”

In order for franchisees to maintain their independence, franchisors must abide by three major
categories of obligation: the pre-contractual obligations defined in L330-3 and R330-1 of the
Commercial Code (the PID) and which are primarily pre-contractual information requirements;
the obligations contained in the contract; and the “fundamental principles of franchise
operations:” providing a brand identity, technical know-how and a support service designed to
help franchisees achieve commercial success.
Failure to meet these obligations may be punished in two ways: firstly, abrogation of the
franchise contract (on grounds of error, deceit or default), and secondly termination of the
contract on account of the franchisor’s failure to fulfil his obligations.
The consequences of such actions may be very serious: reimbursement of all sums paid under
the franchise contract (affiliation fee, operating and communications licence costs) as well as
the money spent refurbishing the retail outlet, as well as the money spent on acquiring the
franchise materials. And that is before damages and compensation: the franchisor may even be
required to compensate the franchisee for loss of opportunity. The jurisprudence on such
matters is clear and plentiful.
These precedents focus primarily on two forms of dereliction of duty: inaction and harmful
actions 47 (O. Deschamps & J.-L. Fourgoux 2014). The approach adopted by these authors
47

O. Deschamps & J.-L. Fourgoux, ‘La responsabilité des franchiseurs vis-à-vis des franchisés: revue pratique de
la jurisprudence récente’, AJCA Concurrence-Distribution 2014 p.56.

127

appeared to us to be particularly pertinent in the context of this study. We therefore decided to
adopt the system of classification used in their 2014 study of court rulings from cases in which
franchisees had invoked the responsibility of their franchisors. We have expanded this
framework with several examples taken from the courts of appeal and cassation.

Cases of inaction, where the franchisor is held liable for a failure to take appropriate action.

a. During the pre-contract phase (before signature of the contract):

Articles L 330-3 and R 330-1 of the Commercial Code establish a pre-contractual duty of
information incumbent upon the franchisor, ensuring that franchisees joining a network which
requires an exclusivity agreement are aware of the commitment they are making.
The punishment for failure to provide sufficient information is abrogation of the contract on
grounds of wilful deceit.
This information is contained and provided in the PID (pre-contractual information document).
The contents of the PID are not organised hierarchically, but certain information may prove
problematic in terms of the level of detail required. This is particularly true of the information
concerning the local and national market, which is not supposed to be a market survey!
The franchisee has a period of reflection in which to study the various documents provided (20
days before signature of the contract). This is a major factor in determining the severity with
which the Cour de Cassation punishes failures or delays in providing information. The court
refused to abrogate one contract on the basis that the franchisee had been given longer than the
requisite 20 days “to obtain a clear understanding of the local market” and “conduct a detailed
survey of the local market.” (Cass. Com. 28th May 2013 No. 11-27.256). The Cour de Cassation
has also found that late provision of the PID, at the time of signing the pre-contract, does not
necessarily invalidate the franchise contract because the franchisee has a long period in which
to get to grips with the information (7 months) (Com. 25th March 2014 No. 12-29.675.)
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In order for the franchisor to be at fault, the jurisprudence requires a clear effort to mislead the
franchisee (omission does not count as deception). This judgement is made in concreto, with
the burden of proof falling upon the franchisee. A ruling issued by the Bordeaux Court of
Appeal on 9th February 2016 (No. 13/07454) reiterates that it is the franchisee’s responsibility
to demonstrate that the content of the pre-contractual information document is in some way
misleading, and justifies the abrogation of the contract. 48 Nevertheless, the nature of the
information provided in the PID remains the franchisor’s responsibility.49
Franchisees are professionals and therefore have an obligation to keep themselves informed,
regardless of the size of the network. This principle is reiterated countless times in the
jurisprudence. The Supreme Court makes it abundantly clear by defining the franchise contract
as “a business relationship between professionals.” (Cass. Com. 7th October 2014 No. 1323.119)50. Parties signing franchise agreements do so in a professional capacity, and must give
detailed consideration to all elements likely to influence their decision, particularly forecasts
for the future.51 It should also be noted that the PID contains contact details for other members
of the network (Cass. com., 7th October 2014, appeal No. 13-23.119, Juris-Data No. 2014023200). The judges do not appear compelled to challenge this arrangement (Paris Court of
Appel, Pôle 5, 4th Chamber, 7th Oct. 2015, RG No. 13/09827).
With regard to the quality of information provided, here too the franchisee’s professional status
is taken into account. A local market survey, even if it proves to be insufficiently detailed, in
no way negates the franchisee’s responsibility to seek out further information, especially if one
of the provisions of the PID states that the franchisee must conduct such research (Paris Court
of Appeal, 2nd July 2014, RG No. 11/1923952 and Paris Court of Appeal, Pôle 5, 4th Chamber,
7th Oct. 2015, RG No. 13/09827).53 Moreover, franchisees are obliged to conduct their own
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financial forecast.”
53
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market research (Montpellier Court of Appeal, 21st October 2014, RG No. 13/03207, JurisData No. 2014-033702, Paris Court of Appeal, 19th March 2014, RG No. 12-13.346, Juris-Data
No. 2014-005428). The Supreme Court is very harsh in cases where the franchisee has failed
to abide by this obligation, ruling out insufficiency of the pre-contractual information as
grounds for declaring the contract null (Cass. Com., 28th May 2013, appeal No. 11-27.256).

b. During the period covered by the contract:

Although remaining independent, the franchisee’s contract must contain certain indispensable
guarantees. As such it is worth highlighting several rulings which have criticised the absence
or disappearance of these advantages during the period covered by a franchise contract.
A failure to share genuine expertise may be deemed grounds for terminating the contract, with
this expertise defined as “a coherent ensemble of transmissible knowledge and practices which
are not immediately available to the public, not patented and which are derived from the
franchisor’s experience, tried and tested by the latter and bringing with them a competitive
advantage.”54 (Paris, 4th Chamber, 3rd October 2012 No. 11/05235). The judge rules that there
is no demonstrable know-how if it cannot be expressed in a written document, if it has not been
tried and tested before the contract is signed, or if its practical application has not yielded
sufficient success. (Paris, 4th Chamber, 3rd October 2012 No. 11/05235).
A ‘user’s guide’ describing the steps involved in starting a company, compulsory business
cards, banking formalities, recommendations for insurance policies, training in fiscal
management, placements, financial products, sales methods… these are elements of an asset
management strategy which demonstrate a contrario the existence of a genuine know-how
(Cass Com 10th Dec 2013, No. 12-23.115), as are franchise welcome packs and manuals on
product presentation, stock management, how to use the website, how to use the IT system etc.
(Paris Court of Appeal, Pôle 5, 4th Chamber, 15th May 2013, No. 11/08620). 55

54

See also EC Regulation No. 330/2010, 20 Apr. 2010, Art 1. G: “‘know-how’ means a package of non-patented
practical information, resulting from experience and testing by the supplier, which is secret, substantial and
identified.”
55
Cass. Com. 10 December 2013, cited in D. Legeais, JCL Commercial, Fasc. 316, Franchise, §37.
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One judgement issued by the Chambéry Court of Appeal in 2015 is particularly interesting in
that it finds, logically enough, that the failure of a franchisor to provide a franchisee with knowhow renders the contract null and void, as it has no identifiable purpose. This is also true when
the know-how in question is not secret or hard to find, or is lacking in originality or specificity.
A lack of commercial success or reputation on the franchisor’s part, or the absence of an existing
distribution network, also indicate a lack of fundamental know-how.56 The franchise must be a
registered trademark. Nevertheless, a franchisor’s failure to register a brand sub-contracting
license “does not affect the ownership status of the intellectual property associated with the
trademark, and does not constitute grounds for declaring the franchise contract null and void.”
It is, however, advisable to register such licenses, as specified in Article R 330-1 2° of the
Commercial Code. (Paris, Pôle 5, 4th Chamber, 15th May 2013, No. 11/08620).
Legal independence must not be considered incompatible with the franchisor’s obligation to
help the franchisee. On the contrary, the franchisor may be deemed liable in cases where this
obligation is neglected. Liability cannot be invoked as long as the franchisor produces
marketing plans for the whole network, coordinates the network, monitors activity via visits to
sales outlets, organises promotional operations, runs significant nation-wide advertising
campaigns, supports franchisees with two emergency plans in times of crisis, and offers
remittance of three months of affiliation fees (Paris, Pôle 5, 4th Chamber, 19th Feb 2014, No.
11/20167). However, responsibility can be invoked if a generously-worded clause obliges the
franchisor “to always be available to help the franchisee, so that the latter is never alone in
facing up to financial difficulties.” In a ruling issued on 5th November 2015 (RG No.
13/01241), the Limoges Court of Appeal terminated a franchise contract and found the
franchisor to be solely responsible on the basis of this clause. In this case the franchisee was
experiencing difficulties to which the franchisor failed to respond.
But under no circumstances can this support clause go so far as to include continued support in
the event of bankruptcy. On 14th October 2015 the Toulouse Court of Appeal confirmed this
principle by refusing to consider a franchisor’s refusal to take a stake in a franchisee’s capital
as a dereliction of the franchisor’s duty to provide assistance. The latter could not be found
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CA Chambery 31-03-2015 No. 13/02706, AJCA Concurrence-Distribution 2015 p.333, notes by O. Ancelin and
F. de Bakke.
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contractually liable on these grounds, since the contract contained no obligation to this effect
(Toulouse Court of Appeal, 14th Oct. 2015, RG No. 13/00325).
The Cour de Cassation has also ruled in cases concerning the mooted responsibility of a
franchisor for the bankruptcy of a franchisee. Their findings indicate that franchisors have no
obligation to support franchisees financially in the event of severe financial difficulties
encountered by the latter in the course of business. This absence of responsibility is a corollary
of the franchisee’s independence.57

Actions liable to invoke the franchisor’s liability

a.

During the pre-contract phase (before signing of the contract):

A legally independent commercial operator must not be misled. One issue which has been
brought before the courts on several occasions is the question of projected financial accounts,
essential to establishing the boundaries of franchisees’ independence.
Franchisors are under no obligation to provide accounting forecasts, in fact the general
consensus among legal experts is that they should adopt a very cautious approach to this whole
subject. The provision of unrealistic or misleading forecasts can form grounds for abrogating a
franchise contract (Cass Com 25th June 2013, No. 12-20.815),58 particularly if the franchisee
can be shown to have made no managerial errors. The jurisprudence often leans in franchisees’
favour in such matter,59 as long as accounting forecasts are deemed to be a decisive factor in
their request for abrogation of a misleading contract.60
When franchisors draw up forecasts for franchisees’ operations, or share such information with
franchisees, they must take particular care to use only serious, precise and sincere information.
57

Cass. Com. 7 Jan 2014 No. 12-17.154 obs. A. Lecourt AJCA –Concurrence-Distribution 2014 p.45.
In this case the projected turnover was double the figure actually generated by other franchisees in the network.
Cf. other decisions
59
Montpellier Court of Appeal, 5 Nov 2013 No. 12/01381
60
Montpellier Court of Appeal, 10 Nov 2013, 12/01380. In this case, the fact that the franchisee had employed an
accountant and the forecasts had been provided 14 months before signature of the contract made it impossible to
abrogate the contract on such grounds.
58
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Failure to do so leaves them exposed to the risk that the contract will be abrogated, not on
grounds of unsatisfactory profitability, but on the basis of information and substantial qualities
which led the franchisee to expect better results.61 While the failure of a franchisor to provide
sufficient pre-contractual information (as per Article L 330-3 of the Commercial Code) can lead
to a contract being abrogated on grounds of wilful deceit, contracts may just as well be ruled
misleading. Nonetheless, magistrates do seem to adopt a strict interpretation of the invalidity
of franchise contracts (Cass. Com. 21st Oct. 2014 No. 13-11.186).62
As the franchisee is an independent business owner, the simple failure to meet the targets set
out in their Business Plan does not necessarily mean that the franchisee has been misled with
regard to the business’ profitability, and cannot be considered sufficient grounds for abrogation.
Other factors need to be taken into account, including the business climate, the managerial
practices of the franchisee and the financial performance of other members of the network (Paris
Court of Appeal, Pôle 5, 4th Chamber, 4th Dec 2013, No. 13/08506).
The fact that it was the franchisee (with the input of their accountant) who requested the
forecasts does not safeguard the franchisor against the risk of abrogation. In one particular case
(Versailles Court of Appeal 17th Dec 2013 No. 12.04397 ET 12.04441) the judges found that
the forecasts had clearly been approved by the franchisor, who had received a copy.
Forecasting has its limits, and in light of external circumstances it is not always fair to conclude
that the information provided was insincere.63 The judges also take into account the franchisee’s
level of professional experience and experience in the field in question, which may be
insufficient for a proper analysis of the figures provided.64
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N. Dissaux ‘L’annulation du contrat de franchise pour erreur sur la rentabilité de l’activité de l’entreprise’,
Dalloz 2011 p.3052
62
Cass. Com 21 Oct. 2014 No. 13-11.186, AJCA contrats d’affaires-Concurrence-Distribution 2015 p.44, obs A.
Lecourt
63
E.g. Cass. Com. 1st Oct.2013, No. 12-23.337, obs. H. Barbier RTD Civ.2014 p.109 “the cash flow difficulties
encountered in the past three years can be explained by a flood in 2004, the highly seasonal nature of the activity
and unfavourable conditions in the winter of 2006. The % disparity between the forecasts and the actual results is
limited to 21%.”
64
Cass.Com.10 Dec. 2013 Nos. 12-23.890 & 12-23.115, obs. H. Barbier RTD Civ. 2014 p.109. In relation to a
franchise focusing on wealth management consulting, the franchisees (a trained engineer and senior consultant
specialising in the audit of financial risk management advice) were well placed to appreciate the unrealistic nature
of the misleading operating forecasts provided by the franchisor. The Cour de Cassation criticised the original trial
judges for not concluding that the professional experience of the franchisees, “in an entirely different domain from
the provision of tax advice to private clients,” equipped them to make this judgement.
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As independent traders, franchisees need to have rigorous and realistic figures with which to
work. But it is nonetheless franchisees’ capacity to “look after themselves” which is used to
assess their degree of responsibility. 65 This is one way of interpreting the concept of a
“substantial error regarding the economic profitability of a franchise contract,” put before the
Supreme Court for the first time in 2011,66 and confirmed in the appeal against the ruling of the
Cour de Cassation dated 4th Oct. 2011 (Paris Court of Appeal, 12th Sept. 2013).67
A 2015 ruling by the commercial chamber of the Cour de Cassation confirms that the provision
of unrealistic forecasts by the franchisor does indeed impair the franchisee’s consent, albeit
with certain limits.68 This ruling is a logical extension of the ruling of 4th October 2011, in
which the Cour de Cassation invoked Article 1110 of the Civil Code. The senior magistrates
criticised the Court of Appeal for “observing that the franchisee’s operating results fell far
below the forecast level, leading rapidly to winding-up proceedings, without seeking to
establish whether the circumstances suggested that, even if the franchisor had not failed to fulfil
the pre-contractual information obligations, the franchisee’s consent had been undermined by
a substantial error in the calculations concerning the company’s expected profitability.”
In this case, involving the creation of new business premises, the franchisor had assured the
franchisee “on the basis of an economic and technical viability study of the new location, that
the franchise would be profitable.” This study was based on observations and data from other
franchises whose circumstances were not comparable to those of the new franchisee. The judges
found a “failure to properly assess potential turnover, aggravated by a lack of rigour in the
estimation of foreseeable operating costs (wages, investments etc.)… The franchisee was
convinced to sign the franchise contract on the basis of erroneous and misleading information
and unrealistic forecasts, predicting profits which were not feasible.”
This ruling confirms a reasonable position: franchisors are not obliged to provide franchisees
with projected accounts or even turnover forecasts. It is in the very nature of the franchisee’s
independence that he should bear the burden of the risks inherent to his commercial activities.
Nonetheless, if a franchisor does opt to provide forecasts then they must by realistic, even if the
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In this respect it is worth noting a recent ruling by the CEPC, which found that petitioners (in this case the
franchisee) only have the right to access information which is essential for the protection of their rights, cf. Ruling
No. 15-14 of 26 March 2015).
66
Cass. Com. 4 October 2011 No. 10-20.956, comments by S. Amrani-Mekki, J. Ghestin, D. Ferrier, N. Dissaux
67
Paris Court of Appeal, 12 Sept. 2013, No. 11/19074, obs. H. Barbier RTD Civ. 2014 p.109
68
Cass. Com 17 March 2015, No. 13-24.853, F-D notes by S. Regnault.

134

franchisor is not bound by any obligation to deliver results and franchisees sign their affiliation
contracts as consenting professionals who are supposed to have attentively studied all of the
relevant information, including financial forecasts. 69 Nonetheless, all commentators advise
franchisors to proceed with caution when including financial forecasts in their PID, as
franchisees are liable to take them up on these promises.

b.

During the contractual relationship:

The franchisee, while remaining an independent operator, must be able to rely upon the support
of the franchiser. Hence:
The franchisor must play an active role in coordinating the network. Geographical exclusivity,
even if not included in the franchise contract, (Paris Court of Appeal, Pole 5, 4th Chamber, 5th
February 2014, No. 12/18858), must be respected, and the franchisor must also ensure that other
members of the network respect this exclusivity without forbidding passive sales (Regulation
of 20th April 2010 330/2010). The fact that the franchisor should decide to open an online store
cannot be seen as tantamount to opening a sales outlet in the franchisee’s designated territory.
This was confirmed by the Cour de Cassation in its rulings of 10th September 2013 (Nos. 1211701 and 12-11.795).
Franchisors must ensure that all publicity materials respect the laws applicable to advertising
and promotions, or else run the risk that these materials will be deemed false advertising, and
bear the legal consequences of their involvement in their design and production. Autonomy
does not mean turning a blind eye.
On the other hand, franchisors may be sanctioned for interfering too closely in the day-to-day
business of franchisees.
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Riom Court of Appeal, 4 May 2016, RG No. 14/02330 and Cass.Com, 5 Jan 2016, 14-15.705, unpublished.
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A franchise contract may be reclassified as a contract of employment is the franchisee is found
to have forfeited legal autonomy. This is a well-attested outcome.70 Magistrates assess such
cases in concreto.
The symptoms they generally look for include:
The franchise contract imposes a detailed set of obligations and instructions upon the natural
person in his/her relationships with clients: in such cases franchisees become simple agents of
the franchisor. This is aggravated in cases where the franchisor terminates a franchise contract
by invoking its penalty clauses.
The fact that a franchisee offers clients sales contracts and conditions which have been
established in advance by the franchisor (prices, payment to the franchisor, operating
conditions) is indicative of a high level of control by the franchisor, particularly with regard to
the conditions imposed. As such, the protection of Article L 7321-2 of the Labour Code is
extended to the franchisee. This article defines as ‘subsidiary branch managers’ all persons
whose profession consists primarily of “selling products of all manners which are provided
exclusively, or almost exclusively, by a single company, and when these persons conduct their
business in premises provided or approved by this company, applying conditions and prices
imposed by the company.”
With regard to franchisees’ freedom to set prices, a recent ruling by the CEPC finds that the
fact that a “commercial partnership contract proposed to renters explicitly requires a promise
on their part, with regard to the pricing of services, to invoice each journey at the price of one
Euro” means that prices are set in advanced and imposed upon the other party, in contravention
of Article L442-5 of the Commercial Code.71
In conclusion, the notion of independence is also affected by certain recent legislative
developments.
As regards the reform of legal rights and obligations, of which “one of the main objectives was
to catch up to the law as it is actually applied,” this would appear to be a failure in so far as
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Bordeaux Court of Appeal 18 March 2014 No. 11/07782, AJCA Concurrence-Distribution 2014 p.142 obs. A.
Lecourt, Cour de Cassation, Social Chamber, 18 Jan 2012 No. 10-16.342, Dalloz 2013.732, obs. D. Ferrier
71
Ruling No.16-2 in response to an enquiry from a company regarding the commercial conditions attached to a
transport service. 14th Jan 2016.

136

franchise law is concerned.72 This matter was discussed in detail in our introduction, and we
feel that recognising the specific legal status of franchise systems is an urgent priority.
There is certainly no lack of material to be getting on with. An excellent article by Régis Pihéry
illustrates the divergent ways in which commercial and social courts have interpreted the
concepts of price imposition and exclusive supply agreements, a potential source of legal
instability. These two practices, if clearly identified, justify the application of Article L 7321-2
of the Labour Code regarding ‘subsidiary branch manager’ status. 73 All of which poses a threat
to the economic model of the franchise network, particularly for the franchisor, if one of the
franchisees should be granted this status or, worse still, if he/she should succeed in having the
franchise contract reclassified as an employment contract. The rather severe interpretation of
these matters adopted by the Commercial Chamber can be contrasted with the more flexible
interpretation of the Social Chamber.74
Nonetheless, we would be hard pushed to consider Article 64 of the law known as the El
Khomeri Act75 (establishing an authority for social dialogue within large franchise networks)
as a progressive step towards creating a sui generis law for franchise operations. This article
raises numerous questions (which networks are affected? when do these instances need to be
created? how will they be funded? etc.), not least regarding the underlying logic of the article,
given that none of the parties involved wishes to change the principle of legal independence.

Appendix 2. Interview guide for qualitative study

FFF Project – Interview guide
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S. Lequette, ‘Réforme du droit commun des contrats et contrats d’intérêt commun’, Dalloz 2016 p.1148
R. Pihéry, ‘L’appréhension des accords de réseau par le droit social : pour une reconnaissance des spécificités
de la franchise’, AJCA –Concurrence-Distribution 2016 p.11
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For example, our comments on Cass. Sociale 23 June 2015 No. 13.26.361 regarding the notion of exclusive
supply agreements, in a case where the franchisor required franchisees to stock a minimum range of products.
Franchisees could choose to expand their product selection, but were forbidden from joining any other organisation
of distribution partnership.
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Law No. 2016-1088 of 8 August 2016 on work, modernisation of social dialogue and career security, JORF 9
August 2016.
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Methodology: semi-directive interview, recorded, and transcribed in full before manual, or
automatic analysis (lexical, thematic analysis). Interviews may be conducted face to face
(recommended) or by telephone (if there is no other solution). Subjects will be franchisees,
franchisors, and FFF experts (FFF managers, legal experts, advisors, academics, etc.)
Introduction: acknowledgements, summarize the general theme of the interview
(understanding variables that constitute the franchisee’s independence, activities undertaken by
the two parties, and performance levers), summarize the objective (examine the relationship
between the franchisee’s level of independence and the performance of the franchise network),
ethical conditions (permission to record interview, anonymity, access to recording, etc.)

Theme 1: the franchise and the interviewee’s role
‒

Presentation of the interviewee, their role and function in a franchise network and as
part of the FFF

‒

Reasons for choosing this type of contract, the company, and the location

‒

Has this choice lived up to expectations?

‒

Turnover and the general functioning of the network it belongs to

‒

Characteristics of the network (size, type, number of outlets, life cycle, etc.)

‒

Profile and qualities sought in future franchise applicants

Theme 2: evolution of the franchise and the distribution in general
‒

Legal, economic, technical, or technological constraints and/or opportunities to be
considered

‒

Environment: environmental pressures or problems to be considered

‒

Populations: developments in interaction between stakeholders, and in consumer
behaviour

‒

Services: development of services offered

Theme 3: the franchisee’s independence and autonomy
‒

What do you understand by independence/autonomy/freedom?

‒

What is franchisee independence? The ability to make choices/decisions about: choice
of status, making site investments, whether to remain in the network or not, recruitment,
and staff management.
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‒

What is franchisee autonomy? The ability to make decisions in the following activities:
(marketing, communication and customer relations, purchasing and own brands, prices
and discounts, sales, management/admin)?

‒

Multi-channel/cross-channel policy, company and/or franchisee website, services (web
to store, store to web, etc.) and digital tools. Impact on the network’s
productivity/performance.

‒

Reasons (characteristics/activities) which may limit the franchisee’s independence

Theme 4: franchisee-franchisor interaction
‒

Description of the relationship between the two parties

‒

Nature of relationship (independence/dependence/power/hierarchy)

‒

Organisation of the relationship, discussions, and activity between the two parties

‒

Nature of the contract and its role in the relationship

‒

Types of skills and expertise of each party

‒

Distribution/transmission/regulation of expertise

‒

Nature and degree of assistance and accompaniment (precise description of activity)

‒

Franchisee committees and associations: role, activities.

‒

Evolution in the profile of franchisees and the presence of multi-franchisees

Theme 5: the link between independence and performance
‒

Meaning and performance levers (turnover, customer satisfaction, pay…)

‒

How do you contribute to the network? To the network’s success thanks to your own
initiatives?

‒

The link between each party’s independence and the network’s performance
o Why? Positive or negative reasons?

‒

Difference in performance between the franchise network and a diversified network?
When did diversity appear in your network?

Conclusion: thanks, and answers to any questions.

Appendix 3. Alceste analyses
Franchisors Corpus
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141
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Franchisees Corpus

143

144

145

Experts Corpus

146

147
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Appendix 4. First order coding
PARENT
CHILD
FRANCHISEE AUTONOMY
Adapt outlet to the local area
Monitor activity
Take initiatives
Have room for manoeuvre
NETWORK PROFILE
Franchise network lifecycle
Participative franchise
Network diversity
Degree of network normalisation
Roles of network players
Network size
Franchise network stakeholders
Type of network
COMMUNICATION WITHIN THE NETWORK
Trust
Collaborative franchise
Instances of dialogue and discussion
Network leaders
Network operation
Franchisee association
Themed committees
Annual, bi-annual, regional, or national conventions
Means of communication
Upward communication
Downward communication
Horizontal communication
FRANCHISEE’S SKILLS
Connect with the local professional environment
Incorporate technological and IT developments
Share experience
Contribute to the network
FRANCHISE CONTEXT AND EVOLUTION
Competition
Economic context
Technological context
Institutional development
Developments in customer expectations
Franchise’s economic model
FRANCHISE’S LEGAL CONTRACT
Legal aspects
Comparison of the franchise contract with other types of contract
Contract disputes
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Pre-contractual information
Strictly legal qualification
Contract renewal
Contract clauses
Duration
Life of the contract
FRANCHISEE DEPENDENCE
Franchisee constraints
Franchisor interference
Hierarchical relationship between franchisee and franchisor
FRANCHISEE’S MANAGEMENT OF THE OUTLET
Franchisee’s clientele management
Communication policy management
Pricing policy management
Product policy management
Franchisee’s staff management
Franchisee’s outlet management
Franchisee’s financial management
FRANCHISEE INDEPENDENCE
Able to generate own income
Choose a development strategy
Create a long-term project
Be responsible for own activity
Take risks
PERFORMANCE INDICATORS
Absence of outlet performance
Market share
Financial performance
Turnover
Economic effectiveness
Profit margin
Profitability
Net profit or result
ROI
Performance in terms of clientele
Number of customers
Average spend
Customer satisfaction
Service quality
Franchisor’s remuneration
Franchisee’s success
INTERDEPENDENCE OF PLAYERS
FRANCHISEE FREEDOM
Choice of company by the future franchisee
FRANCHISEE OBLIGATIONS
Respect the brand and the concept
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Respect distribution of tasks
Respect franchisor expertise
FRANCHISOR ACTIVITY
Ensure uniformity of concept
Constant monitoring to develop the network
Network control
Define a long-term strategy for the network
Develop the network culture
Foster network and franchisee success
Foster franchisee autonomy and independence
Innovate
Invest
Maintain brand attractiveness and the company’s notoriety
Manage franchisees
Organise own network
Position company
Reinforce network effect
FRANCHISOR OBLIGATIONS
Franchisor’s input and assistance following opening
Franchisor’s input and assistance prior to opening
Develop dialogue and discussion
Provide transparent information to the franchisee
FRANCHISEE PROFILE AND QUALITIES
Age of franchisees
Past experience of franchisees
Experienced franchisees
Novice franchisees
Franchisee motivation
Multiple franchises
Franchisee’s level of study
Entrepreneurial skills
People skills
Vocational retraining
FRANCHISOR EXPERTISE
Franchisor’s choice of applicant
Development of expertise
Franchisee training
Operational handbook
Non-respect of expertise
Legal principles relating to expertise
Franchisee selection procedure
Transmission of expertise by franchisor
17 PARENT
NODES

113 CHILD NODES

151

Appendix 5. Second order coding
THEMES PARENT

CHILD

RELATIONSHIP BETWEEN THE PARTIES
FRANCHISEE AUTONOMY
Adapt outlet to the local area
Monitor activity
Take initiatives
Have room to manoeuvre
FRANCHISEE DEPENDENCE
Franchisee constraints
Franchisor interference
Hierarchical relationship between franchisee and franchisor
FRANCHISEE INDEPENDENCE
Able to generate own income
Choose a development strategy
Create a long-term project
Be responsible for own activity
Take risks
INTERDEPENDENCE OF PLAYERS
FRANCHISEE FREEDOM
Choice of company by the future franchisee
COMMUNICATION WITHIN THE NETWORK
Trust
Collaborative franchise
Instances of dialogue and discussion
Network leaders
Network operation
Franchisee association
Themed commissions
Annual, bi-annual, regional, or national conventions
Means of communication
Upward communication
Downward communication
Horizontal communication
THE FRANCHISOR’S ROLE
FRANCHISOR OBLIGATIONS
Franchisor’s input and assistance following opening
Franchisor’s input and assistance prior to opening
Develop dialogue and discussion
Provide transparent information to the franchisee
FRANCHISOR ACTIVITY
Innovate
Invest
Maintain brand attractiveness and the company’s notoriety
Manage franchisees
Organise own network
Position company
Reinforce network effect
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Ensure uniformity of concept
Constant monitoring to develop the network
Network control
Define a long-term strategy for the network
Develop the network culture
Foster network and franchisee success
Foster franchisee autonomy and independence
FRANCHISOR EXPERTISE
Franchisor’s choice of applicant
Development of expertise
Franchisee training
Operational handbook
Non-respect of expertise
Legal principles relating to expertise
Franchisee selection procedure
Transmission of expertise by the franchisor
THE FRANCHISEE’S ROLE
FRANCHISEE’S SKILLS
Connect with the local professional environment
Incorporate technological and IT developments
Share experience
Contribute to the network
OUTLET MANAGEMENT ACTIVITY
Franchisee’s clientele management
Communication policy management
Pricing policy management
Product policy management
Franchisee’s staff management
Franchisee’s outlet management
Franchisee’s financial management
FRANCHISEE’S OBLIGATIONS
Respect the brand and the concept
Respect distribution of tasks
Respect the franchisor expertise
FRANCHISEE PROFILE AND QUALITIES
Age of franchisees
Past experience of franchisees
Experienced franchisees
Novice franchisees
Franchisee motivation
Multiple franchises
Franchisee’s level of study
Entrepreneurial skills
People skills
Vocational retraining
PERFORMANCE
PERFORMANCE INDICATORS
Absence of outlet performance
Market share
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Financial performance
Turnover
Economic effectiveness
Profit margin
Profitability
Net profit or result
ROI
Performance in terms of clientele
Number of customers
Average spend
Customer satisfaction
Service quality
Franchisor’s remuneration
Franchisee’s success
FRANCHISE CONTEXT
FRANCHISE CONTEXT AND EVOLUTION
Competition
Economic context
Technological context
Institutional development
Developments in customer expectations
Franchise’s economic model
FRANCHISE’S LEGAL CONTRACT
Legal aspects
Comparison of the franchise contract with other types of contract
Contract disputes
Pre-contractual information
Strictly legal qualification
Contract renewal
Contract clauses
Duration
Life of the contract
NETWORK PROFILE
Franchise network lifecycle
Participative franchise
Network diversity
Degree of network normalisation
Roles of network players
Network size
Franchise network stakeholders
Type of network
5
THEMES

17 PARENT NODES

113 CHILD NODES
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Appendix 6. Creation of the questionnaire for quantitative study
Creation of the “franchisee” questionnaire: themes addressed following the results of the
qualitative analysis.
1. Perception of the intensity of competition (Likert scale)
2. Perception of the franchisee’s autonomy (Lopèz-Bayon and Lopez-Fernandez 2016,
adapted from Windsperger (2004) and Kindwell (2007). Likert scale.
a. In the product range: product selection, setting prices, local advertising, outlet
layout?
b. In team management: training, career management, pay, awarding bonuses,
staff dismissal?
3. Customer-Orientation: Brown et al. (2002), who suggests a measurement tool
composed of 12 items, six of which assess the “ability” to satisfy customers, and six
others assess the “pleasure” element.
4. Perception of the franchisee’s economic dependence (Scale: Dant and Gundlach
1988)
5. Sense of belonginging
Scale: Meyer et al. (1993) adapted to franchise networks (Dubost et al., 2000).
Emotional involvement scale.
6. Perception of the limits of autonomy
a. Franchise contract (on product range and team management items). Likert scale.
b. Franchisee skills (on product range and team management items). Likert scale.
7. Entrepreneurial Orientation (from Grewal et al. (2011), adapting the scale by Covin
and Slevin 1989) with a Likert scale.
8. Innovation ability:
a. Of the franchisee on product range and team management items
b. Of the network
9. Perception of performance
a. Rank the following criteria in order of their relevance in measuring the
performance of your outlet (1 being the most relevant, 9 being the least
relevant)
-

Turnover
Net profit margin
Profitability
Franchisee income
Royalties
Customer satisfaction
Number of customers
Average spend
Service quality
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b. How would you rate your performance compared with other franchisees in
the network? (Meisenberg and Perrigot 2016, adapted from Mignonac et al.
2015).
c. How would you rate your performance compared with other stores in the
same geographical area? (Chiu and Droge 2015)
d. For you, how important are the following performance criteria for your
network? (Likert scale): Rise in turnover, number of outlets, hiring new
franchisees, renewal of contracts, ability to innovate, increase in brand
notoriety.
Overall, how would you rate the performance of your network compared with
competitors’ networks?
10. Franchisee profile (sex, age)
Franchisee’s skills (educational level, seniority, multiple franchises, participation in
committees, associations, etc.)
11. Franchise profile (sector, age, size, diversity)
Franchisor’s expertise (training days, assistance, etc.)
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Appendix 7. The questionnaire distributed to franchisees
We are carrying out a study on 1) your perception of the relationship you have with your
franchisor, and 2) the perception of your performance.
Please reply to the following questions as spontaneously as possible, ticking the boxes which best fit
your answers. Please answer all questions. There are no right or wrong answers!

1. How do you see the intensity of competition for your outlet?
Very low/low/neither/high/very high

2. Here are some things franchisees might say about their work. For each phrase, state whether
you agree or not.
For me, I have autonomy in…

Strongly
disagree

Disagree

Neutral

Agree

Strongly
agree

Product selection
Setting prices
Local advertising
Outlet layout
Staff training
Hiring staff
Career development and
management for staff
Staff pay
Awarding bonuses
Staff dismissal

3. Here are some things employees might say about their relationship with customers. For each
phrase, state whether you agree or not.
Regarding customer relations, I
would say that…
I try to help customers achieve their
goals
When I have satisfied my
customers, I have achieved my own
goal
I encourage customers to tell me
about their needs in terms of
services
I endeavour to solve my customers’
problems
I never lose touch with my
customers’ best interests

Strongly
disagree

Disagree

Neutral

Agree

Strongly
agree
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I can answer my customers’
questions correctly
I personally find it easy to smile at
each of my customers
I like to remember the names of my
customers
I find it easy to have empathy for
my customers
I like to reply to my customers’
requests as quickly as possible
Making my customers happy gives
me great satisfaction
I really like to serve my customers

4. And now, regarding the franchisee-franchisor relationship…

In my relationship with my
franchisor…
I could easily replace my current
franchisor with another one
If my relationship with my
franchisor were to stop, I would lose
a significant amount of income
It would be difficult for me to obtain
my current franchise resources by
other means
I could easily adapt to selling
another line of products

Strongly
disagree

Disagree

Neutral

Agree

Strongly
agree

Agree

Strongly
agree

5. And now, regarding your feelings about the franchise network…
For the franchise network I belong
to, I would say that…
I would be happy to spend the rest
of my professional life in this
franchise network
I really feel the network’s problems
as if they were my own
I don’t consider myself as a
“member of the family” in this
network
I don’t feel emotionally attached to
this network

Strongly
disagree

Disagree

Neutral
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For me, this network has great
personal significance
I don’t have a strong sense of
belonging to this network

6. Regarding your autonomy, say whether you agree with the following statements.
I feel that my franchise contract
limits my autonomy in…
Product selection
Setting prices
Local advertising
Outlet layout
Staff management

Strongly
disagree

Disagree

Neutral

Agree

Strongly
agree

In order to increase my autonomy, I
think I need to reinforce my skills
in…
Product selection
Setting prices
Local advertising
Outlet layout
Staff management

Strongly
disagree

Disagree

Neutral

Agree

Strongly
agree

7. Generally speaking, do you agree or disagree with the following statements?
Regarding my role as an
entrepreneur, I would say that…
I generally attach great importance
to new products and services and
innovation
In the past five years, I have made
significant changes to my offer, on
my own initiative
In my relations with local
competitors, I quite frequently take
initiatives.
I am often the first to introduce an
innovation in my products or
services.
In my relations with local
competitors, my behaviour is more
proactive than limiting.
I really like high-risk projects, with
prospects for high profitability

Strongly
disagree

Disagree

Neutral

Agree

Strongly
agree
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Given the context, I think it is
necessary to proceed with caution,
rather than take more significant
initiatives, in order to meet the
company’s goals.
Faced with uncertain situations, I
prefer to wait cautiously (to reduce
the risk of costly decisions), rather
than to act energetically and
aggressively (to seize
opportunities).

As a franchisee, I take initiatives
in…
Product selection
Setting prices
Local advertising
Outlet layout
Staff management

Strongly
disagree

Disagree

Neutral

Agree

Strongly
agree

Neutral Agree

Strongly
agree

8. Overall, do you agree or disagree with the following statements?
As a member of the network, I
would say that…
The network uses initiatives that I
developed
The network uses initiatives
developed by other franchises
The network innovates

Strongly
disagree

Disagree

9. Rank the following criteria in order of their relevance in measuring the performance of your
outlet (1 being the most relevant, 9 being the least relevant)
-

Turnover
Net profit margin
Profitability
Franchisee income
Royalties
Customer satisfaction
Number of customers
Average spend
Service quality

Overall, how would you rate your performance compared with the other franchisees in the
network?
160

Poor/below expectations/average/above expectations/exceptional
Overall, how would you rate your performance compared with other stores in the same
geographical area?
Poor/below expectations/average/above expectations/exceptional

Regarding the performance
of your network, how
important is …
Rise in turnover
Rise in number of outlets
Hiring new franchisees
Renewing contracts
Ability to innovate
(investment in R&D, offer
renewal…)
Increasing brand notoriety

Highly
unimportant

Unimportant Neutral

Important

Highly
important

Overall, how would you rate the performance of your network compared with competitors’
networks?
Poor/below expectations/average/above expectations/exceptional

Finally, we need some more information about you.
10-Franchisee profile
Sex M/F
Age -20/20-30/30-40/40-50/50-60/+60
Franchisee expertise:
Level of education: Middle school/high school/2-year degree/Bachelor’s degree/Master’s degree
Date of creation of outlet
Number of outlets owned by the franchisee
Number of employees in the outlet (excluding the franchisee)/average number of employees per outlet
in the case of multiple franchises:
Amount of time in the network: 0-3/3-5/4-10/10-20/+20
Amount of time in the sector: 0-3/3-5/4-10/10-20/+20
Amount of time in the catchment area: 0-3/3-5/4-10/10-20/+20
Participation in work committees: yes/no
Average number of days spent participating in these committees per year
Participation in franchisee associations: yes/no
Average number of days spent participating in these associations per year
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11- Franchise profile:
Franchise: providing services/products
Trading code: NAF/APE
Diversified network: yes/no
Total number of outlets (including franchises) at the beginning of 2016
Date of the creation of the network

Franchisor expertise:
Number of training days before opening of outlet
Average annual number of training days for the franchisee
Average annual number of training days for the franchisee’s teams
Number of manager’s visits to outlets
How would you rate the quality of your assistance? Very low/low/average/high/very high
Number of national conventions (regional or otherwise).

Appendix 8. Results of the Multiple Correspondence Analysis
(MCA) for autonomy variables
Cluster (38 respondents, 17%)

Characteristic responses

“Managers who feel limited in terms of
product range, particularly by their
contract”

% of the
response in
the cluster
(group of
respondents
)

% of overall
responses

55. As a franchisee, I take initiatives in
product selection

Strongly disagree

71

14

56. As a franchisee, I take initiatives in
setting prices

Strongly disagree

71

15

58 As a franchisee, I take initiatives in
contributing to the website

Strongly disagree

71

22

59. As a franchisee, I take initiatives in
outlet layout

Strongly disagree

58

15

8. For me, I have autonomy in career
development and management for
staff

Strongly agree

100

62

7. For me, I have autonomy in hiring
staff

Strongly agree

100

65
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60. As a franchisee, I take initiatives in
employee management

Strongly agree

84

43

38. I feel that my franchise contract
limits my autonomy in outlet layout

Strongly agree

50

16

11. For me, I have autonomy in
dismissing staff

Strongly agree

97

62

12. For me, I have autonomy in
creating a website

Strongly disagree

61

24

36. I feel that my franchise contract
limits my autonomy in setting prices

Strongly agree

47

15

Strongly disagree

45

15

Strongly agree

53

20

Strongly disagree

39

12

35. I feel that my franchise contract
limits my autonomy in product selection

Strongly agree

42

14

5. For me, I have autonomy in outlet
layout

Strongly disagree

53

21

2. For me, I have autonomy in product
selection

Strongly disagree

42

15

10. For me, I have autonomy in
awarding bonuses

Strongly agree

95

65

9. For me, I have autonomy in staff
pay

Strongly agree

92

61

61. The network uses initiatives that I
developed

Strongly disagree

50

21

6. For me, I have autonomy in staff
training

Strongly agree

58

32

3. For me, I have autonomy in setting
prices

Strongly disagree

39

18

42. In order to increase my autonomy, I
think I need to reinforce my skills in
setting prices

Strongly disagree

34

15

52. I really like high-risk projects, with
prospects for high profitability

Strongly disagree

13

3

Strongly disagree

63

42

Strongly disagree

26

12

Strongly agree

21

8

Strongly disagree

13

4

41. In order to increase my autonomy, I
think I need to reinforce my skills in
product selection
40. I feel that my franchise contract
limits my autonomy in creating a
website
47. In the past five years, I have added
new products or services on my own
initiative

39. I feel that my franchise contract
limits my autonomy in staff
management
44. In order to increase my autonomy, I
think I need to reinforce my skills in
outlet layout
45. In order to increase my autonomy, I
think I need to reinforce my skills in
staff management
29. I would be happy to spend the rest of
my professional life in this franchise
network
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45. In order to increase my autonomy, I
think I need to reinforce my skills in
staff management

Strongly disagree

29

15

1. How do you see the intensity of
competition for your outlet?

Very high

45

27

13. Regarding customer relations, I
would say that I try to help customers
achieve their purchasing goals

Strongly agree

63

45

32. I don’t feel emotionally attached to
this network

Strongly agree

11

3

57. As a franchisee, I take initiatives in
local advertising

Strongly disagree

11

3

82. Amount of time in the network

4-10 years

42

27

31. I don’t consider myself as a
“member of the family” in this network

Strongly disagree

26

14

48. In the past five years, I made
significant changes to my outlet
management, on my own initiative

Strongly agree

32

18

4. For me, I have autonomy in local
advertising

Disagree

13

5

Strongly agree

58

42

Strongly agree

66

50

57. As a franchisee, I take initiatives in
local advertising

Strongly agree

39

25

Cluster (86 respondents, 38%)

Characteristic responses

15. Regarding customer relations, I
would say that I encourage customers to
tell me about their needs in terms of
services (advice, delivery, specific
orders...)
17. Regarding customer relations, I
would say that I never lose touch with
my customers’ best interests

“Managers who are proud of their
network”

% of the
response in
the cluster

% of overall
responses

10. For me, I have autonomy in
awarding bonuses

Strongly agree

98

65

11. For me, I have autonomy in
dismissing staff

Strongly agree

94

62

8. For me, I have autonomy in career
development and management for
staff

Strongly agree

93

62

9. For me, I have autonomy in staff
pay

Strongly agree

92

61

7. For me, I have autonomy in hiring
staff

Strongly agree

94

65

55. As a franchisee, I take initiatives in
product selection

Disagree

40

23

57. As a franchisee, I take initiatives in
local advertising

Agree

69

52
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56. As a franchisee, I take initiatives in
setting prices

Disagree

41

27

26. If my relationship with my
franchisor were to stop, I would lose a
significant amount of income

Agree

49

34

58. As a franchisee, I take initiatives in
contributing to the website

Disagree

33

21

61. The network uses initiatives that I
developed

Agree

27

16

31. I don’t consider myself as a
“member of the family” in this network

Disagree

52

39

72. Regarding the performance of your
network, how important is increasing
brand notoriety?

Highly important

84

72

4. For me, I have autonomy in local
advertising

Strongly agree

53

41

Perf: quality of services_1

Fairly important criteria

43

31

59. As a franchisee, I take initiatives in
outlet layout

Disagree

31

21

Above expectations

69

57

Yes

88

79

Agree

34

24

36. I feel that my franchise contract
limits my autonomy in setting prices

Agree

43

33

2. For me, I have autonomy in product
selection

Disagree

31

23

14. Regarding customer relations, I
would say that when I have satisfied my
customers, I have achieved my own goal

Neutral

7

3

62. The network uses initiatives
developed by other franchises

Agree

51

42

99. How would you rate the quality of
your assistance?

High

57

47

Cluster (23 respondents, 10%)

Characteristic responses

73. 13. Overall, how would you rate the
performance of your network compared
with competitors’ networks?
92. Diversified network (branch owners
and franchisees in the outlet network)?
27. It would be difficult for me to
replace my franchise earnings with
other earnings

“Enterprising marketers or
salespeople”

% of the
response in
the cluster

% of overall
responses

56. As a franchisee, I take initiatives in
setting prices fixation du prix

Strongly agree

78

15

55. As a franchisee, I take initiatives in
product selection

Strongly agree

65

10

59. As a franchisee, I take initiatives in
outlet layout

Strongly agree

61

9
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57. As a franchisee, I take initiatives in
local advertising

Strongly agree

87

25

58. As a franchisee, I take initiatives in
contributing to the website

Strongly agree

43

5

36. I feel that my franchise contract
limits my autonomy in setting prices

Strongly disagree

57

9

3. For me, I have autonomy in setting
prices

Strongly agree

61

12

5. For me, I have autonomy in outlet
layout

Strongly agree

52

8

40. I feel that my franchise contract
limits my autonomy in creating a
website

Strongly disagree

48

8

38. I feel that my franchise contract
limits my autonomy in outlet layout

Strongly disagree

39

7

47. In the past five years, I have
introduced new products or services, on
my own initiative

Strongly agree

48

13

6. For me, I have autonomy in staff
training

Strongly agree

74

32

12. For me, I have autonomy in
creating a website

Strongly agree

43

11

49. In my relations with local
competitors, I frequently take initiatives

Strongly agree

52

17

61. The network uses initiatives that I
developed

Strongly agree

22

3

2. For me, I have autonomy in product
selection

Strongly agree

52

17

60. As a franchisee, I take initiatives in
staff management

Strongly agree

83

43

52. I really like high-risk projects, with
prospects for high profitability

Strongly agree

35

8

4. For me, I have autonomy in local
advertising

Strongly agree

78

41

37. I feel that my franchise contract
limits my autonomy in local advertising

Strongly disagree

61

26

30. I really feel the network’s problems
as if they were my own

Strongly agree

48

17

Strongly agree

35

9

Strongly agree

43

15

Strongly agree

26

6

Strongly disagree

74

42

50. I am often the first to introduce an
innovation in my products or services,
on my own initiative
51. In my relations with local
competitors, my behaviour is more
proactive than limiting
42. In order to increase my autonomy, I
think I need to reinforce my skills in
setting prices
39. I feel that my franchise contract
limits my autonomy in staff
management
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31. I don’t consider myself as a
“member of the family” in this network

Strongly disagree

39

14

35. I feel that my franchise contract
limits my autonomy in product selection

Strongly disagree

35

11

11. For me, I have autonomy in
dismissing staff

Strongly agree

91

62

Highly important

48

20

Strongly agree

43

18

10. For me, I have autonomy in
awarding bonuses

Strongly agree

91

65

Code NAF/APE

4725Z

30

10

1. How do you see the intensity of
competition for your outlet?

Low

26

8

9. For me, I have autonomy in staff
pay

Strongly agree

87

61

15. Regarding customer relations, I
would say that I encourage customers to
tell me about their needs in terms of
services (advice, delivery, specific
orders...)

Strongly agree

70

42

62. The network uses initiatives
developed by other franchises

Strongly agree

22

6

16. Regarding customer relations, I
would say that I endeavour to solve my
customers’ problems

Strongly agree

83

56

33. For me, this network has great
personal significance

Strongly agree

39

17

Strongly agree

87

62

Strongly disagree

26

8

Strongly agree

70

43

8810A

13

2

Strongly disagree

30

12

Highly important

35

15

Strongly agree

70

45

Strongly agree

78

54

70. Regarding the performance of your
network How important is renewing
contracts?
48. In the past five years, I have made
significant changes to my outlet
management, on my own initiative

8. For me, I have autonomy in career
development and management for
staff
54. Faced with uncertain situations, I
prefer to wait cautiously (to reduce the
risk of costly decisions), rather than to
act energetically and aggressively (to
seize opportunities)
18. Regarding customer relations, I
would say that I can answer my
customers’ questions correctly
Code: NAF/APE
27. It would be difficult for me to
replace my franchise earnings with
other earnings
69. Regarding the performance of your
network How important is hiring new
franchisees?
13. Regarding customer relations, I
would say that I try to help customers
achieve their purchasing goals
24. Regarding customer relations, I
would say that I really like to serve my
customers
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7. For me, I have autonomy in hiring
staff

Strongly agree

87

65

Strongly agree

74

50

Strongly agree

17

5

Strongly agree

78

56

Highly important

35

16

Exceptional

30

13

Strongly disagree

39

20

Strongly agree

74

52

Strongly agree

65

43

Strongly agree

17

5

30. I really feel the network’s problems
as if they were my own

Strongly disagree

13

3

Cluster (21 respondents, 9%)

Characteristic responses

17. Regarding customer relations, I
would say that I never lose touch with
my customers’ best interests
41. In order to increase my autonomy, I
think I need to reinforce my skills in sur
product selection
22. Regarding customer relations, I
would say that I like to reply to my
customers’ requests as quickly as
possible
68. Regarding the performance of your
network, how important is increasing
the number of outlets?
73. 13. Overall, how would you rate the
performance of your network compared
with competitors’ networks?
32. I don’t feel emotionally attached to
this network
20. Regarding customer relations, I
would say that I like to remember the
names of my customers
21. Regarding customer relations, I
would say that I find it easy to have
empathy for my customers
44. In order to increase my autonomy, I
think I need to reinforce my skills in
outlet layout

“Franchisees with little autonomy,
autonomy, perceiving their autonomy
as limited to shop layout and product
selection”

% of the
response in
the cluster

% of overall
responses

11. For me, I have autonomy in
dismissing staff

Disagree

38

4

7. For me, I have autonomy in hiring
staff

Disagree

33

3

5. For me, I have autonomy in outlet
layout

Agree

62

22

11. For me, I have autonomy in
dismissing staff

Neutral

43

11

41. In order to increase my autonomy, I
think I need to reinforce my skills in sur
product selection

Agree

57

20

10. For me, I have autonomy in
awarding bonuses

Neutral

38

10
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4. For me, I have autonomy in local
advertising

Strongly disagree

19

2

27. It would be difficult for me to
replace my franchise earnings with
other earnings

Neutral

67

31

55. As a franchisee, I take initiatives in
product selection

Agree

71

36

2. For me, I have autonomy in product
selection

Agree

67

32

42. In order to increase my autonomy, I
think I need to reinforce my skills in
setting prices

Agree

48

17

92. Diversified network (branch owners
and franchisees in the outlet network)?

Non

52

21

4. For me, I have autonomy in local
advertising

Disagree

24

5

35. I feel that my franchise contract
limits my autonomy in product selection

Disagree

62

31

12. For me, I have autonomy in
creating a website

Agree

48

20

59. As a franchisee, I take initiatives in
outlet layout

Agree

67

36

3. For me, I have autonomy in setting
prices

Agree

52

24

60. As a franchisee, I take initiatives in
staff management

Agree

76

46

57. As a franchisee, I take initiatives in
local advertising

Disagree

19

4

Disagree

14

2

Agree

52

27

Neutral

43

20

37. I feel that my franchise contract
limits my autonomy in local advertising

Agree

19

5

Perf: net profit margin_1

Fairly important criteria

62

38

Agree

52

30

Neutral

14

3

Neutral

24

8

Neutral

19

6

Most important criteria

76

54

8. For me, I have autonomy in career
development and management for
staff
8. For me, I have autonomy in career
development and management for
staff
26. If my relationship with my
franchisor were to stop, I would lose a
significant amount of income

50. I am often the first to introduce an
innovation in my products or services,
on my own initiative
18. Regarding customer relations, I
would say that I can answer my
customers’ questions correctly
8. For me, I have autonomy in career
development and management for
staff
71. Regarding the performance of your
network, how important is the ability to
innovate (investment in Research and
Development, offer renewal…)?
Perf: customer satisfaction_1
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38. I feel that my franchise contract
limits my autonomy in outlet layout

Disagree

43

23

7. For me, I have autonomy in hiring
staff

Agree

48

27

44. In order to increase my autonomy, I
think I need to reinforce my skills in
outlet layout

Agree

48

27

Cluster (11 respondents, 5%)

Characteristic responses

“Don’t know, don’t want to say”

% of the
response in
the cluster

% of overall
responses

7. For me, I have autonomy in hiring
staff

Neutral

100

6

9. For me, I have autonomy in staff
pay

Neutral

100

9

10. For me, I have autonomy in
awarding bonuses

Neutral

100

10

8. For me, I have autonomy in career
development and management for
staff

Neutral

91

8

11. For me, I have autonomy in
dismissing staff

Neutral

91

11

60. As a franchisee, I take initiatives in
staff management

Neutral

64

10

39. I feel that my franchise contract
limits my autonomy in staff
management

Neutral

64

10

6. For me, I have autonomy in staff
training

Neutral

73

17

45. In order to increase my autonomy, I
think I need to reinforce my skills in
staff management

Neutral

82

32

59. As a franchisee, I take initiatives in
outlet layout

Neutral

64

20

75. Age

Between 50 and 60 years

73

35

55. As a franchisee, I take initiatives in
product selection

Agree

73

36

58. As a franchisee, I take initiatives in
contributing to the website

Agree

45

15

76. Level of education

Middle school

36

11

Perf: turnover_1

Least important criteria

36

11

4. For me, I have autonomy in local
advertising

Neutral

36

11
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99. How would you rate the quality of
your assistance?

Very high

36

12

14. Regarding customer relations, I
would say that when I have satisfied my
customers, I have achieved my own goal

Strongly agree

91

60

84. Amount of time in the catchment
area

4-10 years

55

25

48. In the past five years, I have made
significant changes to my outlet
management, on my own initiative

Disagree

36

12

Cluster (47 respondents, 21%)

Characteristic responses

“Customer-oriented managers”

% of the
response in
the cluster

% of overall
responses

10. For me, I have autonomy in
awarding bonuses

Agree

94

23

11. For me, I have autonomy in
dismissing staff

Agree

91

23

9. For me, I have autonomy in staff
pay

Agree

98

28

7. For me, I have autonomy in hiring
staff

Agree

91

27

8. For me, I have autonomy in career
development and management for
staff

Agree

91

27

6. For me, I have autonomy in staff
training

Agree

81

46

18. Regarding customer relations, I
would say that I can answer my
customers’ questions correctly

Agree

81

53

60. As a franchisee, I take initiatives in
staff management

Agree

74

46

Agree

70

43

Agree

68

42

4. For me, I have autonomy in local
advertising

Agree

66

41

16. Regarding customer relations, I
would say that I endeavour to solve my
customers’ problems

Agree

66

41

55. As a franchisee, I take initiatives in
product selection

Neutral

36

16

39. I feel that my franchise contract
limits my autonomy in staff
management

Disagree

68

44

22. Regarding customer relations, I
would say that I like to reply to my
customers’ requests as quickly as
possible
21. Regarding customer relations, I
would say that I find it easy to have
empathy for my customers
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23. Regarding customer relations, I
would say that making my customers
happy gives me great satisfaction
17. Regarding customer relations, I
would say that I never lose touch with
my customers’ best interests
20. Regarding customer relations, I
would say that I like to remember the
names of my customers
37. I feel that my franchise contract
limits my autonomy in local advertising
14. Regarding customer relations, I
would say that when I have satisfied my
customers, I have achieved my own goal
53. Given the context, I think it is
necessary to proceed with caution,
rather than take more significant
initiatives, in order to meet the
company’s goals

Agree

51

28

Agree

62

40

Agree

55

35

Disagree

66

46

Agree

53

35

Agree

62

43

57. As a franchisee, I take initiatives in
local advertising

Agree

70

52

45. In order to increase my autonomy, I
think I need to reinforce my skills in
staff management

Disagree

34

19

85. Participation in work committees

No

83

67

30. I really feel the network’s problems
as if they were my own

Neutral

36

21

Important

38

24

Agree

51

35

58. As a franchisee, I take initiatives in
contributing to the website

Neutral

53

38

24. Regarding customer relations, I
would say that I really like to serve my
customers

Agree

55

40

1. How do you see the intensity of
competition for your outlet?

Neutral

34

21

32. I don’t feel emotionally attached to
this network

Neutral

32

19

56. As a franchisee, I take initiatives in
setting prices

Neutral

34

22

Agree

72

58

Agree

55

42

72. Regarding the performance of your
network, how important is increasing
brand notoriety?
19. Regarding customer relations, I
would say that I personally find it easy
to smile at each of my customers

46. I generally attach great importance
to new products and services and
innovation
15. Regarding customer relations, I
would say that I encourage customers to
tell me about their needs in terms of
services (advice, delivery, specific
orders...)

172

Appendix 9. Details of the MCA results for performance variables
Cluster (77 respondents, 34%)
“Franchisees who consider their
performance above average”,
“leaders”

% of the
response in
the cluster

% of overall
responses

Above expectations

99

35

Above expectations

87

47

Strongly agree

31

18

32. I don’t feel emotionally attached to
this network

Strongly disagree

32

20

33. For me, this network has great
personal significance

Strongly agree

29

17

27. It would be difficult for me to
replace my franchise earnings with
other earnings

Strongly agree

26

15

61. The network uses initiatives that I
developed

Agree

27

16

6. For me, I have autonomy in staff
training

Strongly agree

45

32

49. In my relations with local
competitors, I frequently take initiatives

Strongly agree

27

17

34. I don’t have a strong sense of
belonging to this network

Strongly disagree

39

27

Strongly agree

25

15

Strongly agree

38

26

65. 10. Overall, how would you rate
your performance compared with the
other franchisees in the network?
66. 11. Overall, how would you rate
your performance compared with
other stores in the same geographical
area?
48. In the past five years, I have made
significant changes to my outlet
management, on my own initiative

51. In my relations with local
competitors, my behaviour is more
proactive than limiting
26. If my relationship with my
franchisor were to stop, I would lose a
significant amount of income

Cluster (103 respondents, 46%)

Characteristic responses

Characteristic responses

“Franchisees who consider their
performance average, as is their level
of motivation”, “followers”

65. 10. Overall, how would you rate
your performance compared with the
other franchisees in the network?

Average

% of the
response in
the cluster

99

% of overall
responses

48
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66. 11. Overall, how would you rate
your performance compared with
other stores in the same geographical
area?

Average

62

37

60. As a franchisee, I take initiatives in
staff management

Agree

58

46

26. If my relationship with my
franchisor were to stop, I would lose a
significant amount of income

Neutral

29

20

33. For me, this network has great
personal significance

Neutral

39

29

Agree

46

35

Neutral

41

31

Disagree

26

18

61. The network uses initiatives that I
developed

Disagree

41

31

Cluster (13 respondents, 6%)

Characteristic responses

19. Regarding customer relations, I
would say that I personally find it easy
to smile at each of my customers
27. It would be difficult for me to
replace my franchise earnings with
other earnings
27. It would be difficult for me to
replace my franchise earnings with
other earnings

“Franchisees worried about their
future”, “small shopkeepers”

% of the
response in
the cluster

% of overall
responses

65. 10. Overall, how would you rate
your performance compared with the
other franchisees in the network?

Poor

62

4

66. 11. Overall, how would you rate
your performance compared with
other stores in the same geographical
area?

Exceptional

38

2

Strongly disagree

31

3

Poor

23

2

7. For me, I have autonomy in hiring
staff

Neutral

31

6

19. Regarding customer relations, I
would say that I personally find it easy
to smile at each of my customers

Strongly agree

92

57

62. The network uses initiatives
developed by other franchises

Strongly disagree

31

8

6. For me, I have autonomy in staff
training

Neutral

46

17

8. For me, I have autonomy in career
development and management for staff

Neutral

31

8

37. I feel that my franchise contract
limits my autonomy in local advertising

Neutral

46

18

63. The network innovates
73. 13. Overall, how would you rate the
performance of your network compared
with competitors’ networks?
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24. Regarding customer relations, I
would say that I really like to serve my
customers

Strongly agree

85

54

3. For me, I have autonomy in setting
prices

Neutral

38

14

60. As a franchisee, I take initiatives in
staff management

Neutral

31

10

Cluster (33 respondents, 15%)

Characteristic responses

“Franchisees who consider their
performance below average”, “freeriders”

% of the
response in
the cluster

% of overall
responses

65. 10. Overall, how would you rate
your performance compared with the
other franchisees in the network?

Above expectations

82

12

66. 11. Overall, how would you rate
your performance compared with
other stores in the same geographical
area?

Above expectations

73

12

Perf: royalties_1

Fairly important criteria

30

12

Neutral

52

28

Fewer than 10 years

21

7

Strongly disagree

27

12

Least important criteria

24

11

25. I could easily replace my current
franchisor

Strongly agree

15

5

4. For me, I have autonomy in local
advertising

Strongly disagree

9

2

7. For me, I have autonomy in hiring
staff

Agree

42

27

48. In the past five years, I have made
significant changes to my outlet
management, on my own initiative
94. Date of creation of network
27. It would be difficult for me to
replace my franchise earnings with
other earnings
Perf: turnover_1
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Appendix 10. Details of the MCA results for variables of
performance using, as illustrating variables, only
variables of autonomy.
Cluster (77 respondents, 34%)
“Franchisees who consider their
performance above average”,
“leaders”

Characteristic responses

% of the
response in
the cluster

% of overall
responses

65. 10. Overall, how would you rate
your performance compared with the
other franchisees in the network?

Above expectations

99

35

66. 11. Overall, how would you rate
your performance compared with
other stores in the same geographical
area?

Above expectations

87

47

6. For me, I have autonomy in staff
training

Strongly agree

45

32

60. As a franchisee, I take initiatives in
staff management

Strongly agree

55

43

59. As a franchisee, I take initiatives in
outlet layout

Strongly agree

16

9

4. For me, I have autonomy in local
advertising

Strongly agree

51

41

7. For me, I have autonomy in hiring
staff

Strongly agree

74

65

Cluster (103 respondents, 46%)

Characteristic responses

“Franchisees who consider their
performance average, as is their level
of motivation”, “followers”

% of the
response in
the cluster

% of overall
responses

65. 10. Overall, how would you rate
your performance compared with the
other franchisees in the network?

Average

99

48

66. 11. Overall, how would you rate
your performance compared with
other stores in the same geographical
area?

Average

62

37

60. As a franchisee, I take initiatives in
staff management

Agree

58

46

59. As a franchisee, I take initiatives in
outlet layout

Disagree

27

21

176

Cluster (13 respondents, 6%)

Characteristic responses

“Franchisees worried about the
future”, “small shopkeepers”

% of the
response in
the cluster

% of overall
responses

65. 10. Overall, how would you rate
your performance compared with the
other franchisees in the network?

Poor

62

4

66. 11. Overall, how would you rate
your performance compared with
other stores in the same geographical
area?

Exceptional

38

2

7. For me, I have autonomy in hiring
staff

Neutral

31

6

6. For me, I have autonomy in staff
training

Neutral

46

17

8. For me, I have autonomy in career
development and management for staff

Neutral

31

8

3. For me, I have autonomy in setting
prices

Neutral

38

14

Cluster (33 respondents, 15%)

Characteristic responses

“Franchisees who consider their
performance below average”, “freeriders”

% of the
response in
the cluster

% of overall
responses

65. 10. Overall, how would you rate
your performance compared with the
other franchisees in the network?

Above expectations

82

12

66. 11. Overall, how would you rate
your performance compared with
other stores in the same geographical
area?

Above expectations

73

12

4. For me, I have autonomy in local
advertising

Strongly disagree

9

2

7. For me, I have autonomy in hiring
staff

Agree

42

27
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