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Executive summary
Recommendation: pursue a tightly controlled UK pilot, subject to machine and site validation. Do not commit to a 
large fleet on the assumption that low penetration proves an underserved market. The strongest proposition is good 
hot food at a particular place and time when alternatives are inconvenient or closed. The investable asset would be a 
dense route of profitable, contracted locations, supported by reliable equipment and food supply.

The likely Cardiff example is Pizza Podz, whose first reported Welsh location is Cwmbran. Local launch coverage 
names founders Philip Dewhurst and Matt Martin and describes pizzas made in Naples, cryogenically frozen and served 
through a two-pizza induction system. Launch prices were £12.77–£13.77 in February 2026. Its website now lists 
Cwmbran and Neath and names festivals including Bloodstock and Together Again. The precise machine manufacturer, 
in-machine storage temperature, financial performance and annual event count remain unverified. Launch report | 
Operator website

The industry uses several manufacturing models. ADIAL designs and manufactures machines in France; PizzaForno 
licenses its technology in North America. UK Pizza Rebellion combines a French mechanical system with a UK enclosure. 
Spanish Olevending explicitly uses third-party manufacturing and local integration. Chinese manufacturers openly offer 
branding and OEM customisation. A logo on a cabinet therefore tells you little about the factory, but it would be wrong 
to assume that all European machines are rebadged Chinese imports. ADIAL | Olevending

Your preferred frozen format is distinct from much of the established market. There are three practical categories: 
dough/ingredient assembly inside the machine; externally prepared pizzas held chilled; and externally prepared pizzas 
held frozen and cooked from frozen. Frozen supply does not necessarily mean frozen vending: PizzaForno explicitly 
thaws frozen deliveries inside the machine before offering them for sale. This distinction determines shelf life, waste 
and replenishment requirements. PizzaForno stocking instructions

No current machine was verified to hold around 150 full-size boxed pizzas continuously frozen with an evidenced UK 
support package. Credible lower-capacity leads include Hommy’s 88-pizza freezer model, PizzaSelf24’s 84, 
PizzaMat24’s 80 and smark’s 70. A reseller advertises a 120-pizza frozen model, but its OEM identity needs checking. 
Several 140–150 claims concern chilled products, ambiguous packaging or historical equipment. Compare one larger 
freezer machine with two smaller units offering parallel cooking and partial breakdown resilience. This is an unresolved 
sourcing requirement, not proof that a suitable 150-pizza configuration does not exist. Hommy | PizzaMat24 | smark

https://smark.de/en/spacepizza
https://pizzamat24.co.uk/pizza-vending-machine/
https://www.hommy.com/p/pa-c6-a-vending-pizza-machine-commercial/
https://pizzaforno.com/documentation/pizzaforno-machine-stocking-process
https://www.olevending.es/quienes-somos/
https://en.adial-france.com/who-are-we/
https://www.pizzapodz.com/
https://itsoncardiff.co.uk/you-can-now-get-neapolitan-pizza-from-a-vending-machine-in-wales/
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Executive summary continued
There is both commercial proof and serious downside evidence. ADIAL is an established manufacturer with thousands 
of units produced, and France has substantial operator networks. But API Tech/Just Queen entered liquidation in July 
2025. Parent Mentor’s filed accounts describe more than 1,600 machines left dormant while kitchens were delayed, 
unsuccessful funding and repeated postponement of cash breakeven. A partial successor, FLD Tech, now supports 
Smart Pizza activity; it must be assessed separately. In America, Basil Street’s frozen-pizza venture also ceased 
operations after a small rollout. Mentor filed accounts | Basil Street closure reporting

Price the entire operating system. Public machine prices are mostly advertised equipment prices, not commissioned 
UK project costs. Relevant leads range from low five-figure overseas catalogue prices to a UK PizzaMat24 package 
advertised at £31,900. The financial model uses a provisional installed cost of £45,000 for an 80-pizza configuration, 
plus shared infrastructure and launch funding. UK premium topped frozen pizzas have public wholesale prices around 
£3.40–£3.90 before machine-specific packaging and waste. Hot sales require VAT treatment, while refill labour, 
transport, host commission, maintenance, electricity and refunds all consume the apparent gross margin. UK machine 
package | Wholesale pizza prices

The illustrative base case requires meaningful repeat volume. At £11.95 including VAT and 21.34 dispensed pizzas per 
day, with refunds modelled separately, modelled annual site EBITDA is £19,226, before central overhead, depreciation, 
financing and tax. The corresponding site EBITDA breakeven at the base visit budget is 8.92 dispensed pizzas per day. 
After £10,000 allocated central cost, EBITDA falls to £9,226; £45,000 divided by that gives 4.88 years before tax and 
capital renewal. This base case fails a three-year EBITDA screening hurdle. These are assumptions, not forecasts. A 
staffed three-site first-year scenario needs about £253,000; a conditional 80-unit rollout needs about £3.01m over five 
years.

Recommended entry plan. Secure two or three nearby host sites with demonstrable out-of-hours demand. Test the 
exact pizza, box and machine together; use an existing food supplier and supported equipment; avoid a factory, 
proprietary dough robot or large advance fleet order. Operate a 90-day pilot, then extend observation across the site’s 
relevant seasonal cycle. Release further capital only when normal-price repeat demand, service reliability and fully 
costed contribution meet the investment hurdle.

Commercial priorities. Start with suitable shift-work locations, accommodation or leisure sites and selected forecourts. 
Evaluate access and nearby food alternatives by hour. Events can build awareness but need separate economics: a 
machine storing 150 pizzas cannot necessarily serve 150 people during a short interval. In England and Wales, paid hot-
food vending between 23:00 and 05:00 can require late-night-refreshment licensing; unattended operation is not a 
general exemption. Home Office guidance

Investment view. This could become a worthwhile regional food-distribution and vending business. The evidence does 
not yet support a passive-income proposition, a national shortage claim or a large leveraged rollout. The next decisive 
evidence is a demonstrated freezer specification, a service-backed quotation, three viable locations and ordinary 
trading data after launch publicity fades.

https://www.gov.uk/government/publications/explanatory-memorandum-revised-guidance-issued-under-s-182-of-licensing-act-2003/revised-guidance-issued-under-section-182-of-the-licensing-act-2003-september-2026-accessible-version
https://doughboys-pizza.co.uk/pages/doughboys-pizza-wholesale
https://pizzamat24.co.uk/pricing/
https://pizzamat24.co.uk/pricing/
https://www.ottomate.news/p/developing-basil-street-pizza-selling
https://www.pappers.fr/entreprise/mentor-419415617/comptes/MENTOR%20-%20Comptes%20sociaux%202024%2019-01-2026.pdf

