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1. Introduction (Approx. 250 words)
The formulation of long-term plans to enable businesses to understand, forecast, and react to external market forces is an essential part of strategic marketing management (Kotler and Keller, 2022). To ensure that a business maintains a competitive advantage, it is essential to match the business with the external environment (Porter, 1985). This study examines the strategic marketing management practices adopted by two fast-food businesses: Pret a Manger, the follower organization, and Subway Limited, the pioneer organization. The paper seeks to demonstrate how industry players have been managing the challenges posed by the market environment while leveraging opportunities for growth by examining both organizations based on their external environment.
The fast-food industry is a segment of the broader Quick Service Restaurants (QSRs) industry, which is projected to grow to an estimated value of 800 billion dollars by 2025 as a result of changes in global lifestyles, urbanization, and convenience-seeking behaviours (Market Research Future, 2025). To be able to meet the changing needs of their customers, players in the industry are adapting to changes by innovating their products, incorporating technology, and embracing sustainable practices (Global Data, 2025). In this competitive environment, consumer awareness of sustainable practices and health is becoming increasingly important for determining products (Finsbury Food Group, 2026).
 
The fast, fresh, and customisable sandwich concept was popularised globally by Subway, founded in 1965 (Fin Model Lab, 2025). On the other hand, Pret a Manger was founded in 1983 and joined the market a bit later by focusing on premium quality, freshly prepared, and ethically sourced products. In the same competitive market environment, both organisations can be said to have different strategy perspectives. 
For strategic decision-making in an organisation, an understanding of the micromarketing environment is essential since it enables an organisation to identify opportunities and threats in the environment and assess their impact before changing strategies (Kotler and Keller, 2022). 
The analysis in this report will be structured in the following manner:
• Apply the PESTLE model in analysing the macro environment and focus on only two macro factors. 
• Examine how these factors affect both organisations. 
• Apply Ansoff's Growth Matrix and Porter's generic strategies in critically evaluating the solutions to these factors. 
• Inferences will be made.


2. Task 1: Critical Analysis of the Macro Marketing Environment
2.1 Macro Marketing Environment and PESTLE
The term "macro marketing environment" is used to explain a broad array of external factors that affect the marketing environment but are mostly not under the control of the company (Kotler and Keller, 2022). To analyse the macro marketing environment systematically, the model "PESTLE" is commonly used. This model helps companies decipher the signals sent by the market, identify risks, as well as opportunities to attain a competitive advantage. Some of the macro factors, such as the economic and social factors, have a significant impact on the fast-food industry. This paper mainly discusses the economic and social factors since they are significant determinants of the fast-food industry (Porter, 1985).
2.2 Macro Factor 1: Economic Factors
2.2.1 Impact on Subway (Pioneer Organisation)
An important part of the consumer environment and demand is the state of the economy. "Eating out" is becoming more affordable due to an increase in global GDP per capita and higher levels of disposable income, particularly in emerging markets. This is a major driver of QSR industry growth. Because of increased urbanization levels and consumer demand for quick service, the value of the fast-food industry was predicted to increase in 2025 (Market Research Future, 2025).
Possibilities
• Subway has opportunities for growth, particularly due to increased levels of disposable income in regions such as Latin America and Southeast Asia.
• Subway is able to diversify market risk due to positive growth trends worldwide; strong performance in one area helps offset weaker performance in another area.
There are also some challenges that need to be addressed. The cost of labour, raw materials, and logistics has increased due to inflation in various parts of the world, affecting the profitability of cost-conscious franchises. Price inflation has surpassed general inflation in various markets for the primary category of "eat out" meals, resulting in decreased spending potential for consumers and causing price-conscious sectors to turn to cheaper substitutes or alternatives.
 
To ensure that it is not alienating price-conscious customers, Subway needs to strategically ensure cost leadership in its business model, create cost-effective products, and balance its worldwide price positioning. While its size and worldwide franchise network are strengths, if customers prefer home-cooked meals or cheaper alternatives during recessions, this could be a threat.

Implications for Competitive Advantage:

Subway's claim as a pioneer can be demonstrated by its ability to manage its expenses on a large scale while keeping its prices affordable. However, the major challenge lies in the increasing prices as well as the rise of more price-conscious competitors (such as the meal deals of the supermarket).
2.2.2 Impact on Pret a Manger (Follower Organisation)
Fresh, quality, and ethical products are the main areas of focus for Pret, which charges a premium for its products. This strategy can work for Pret during periods of expansion, as the spending power of the public increases, thereby increasing sales volumes. Moreover, quality and health can become the primary factors over price, which can lead to brand loyalty.
 
Nevertheless, Pret's financial achievements have been affected in a major way by economic challenges. Pret reported a huge operating loss in 2024, driven by macroeconomic uncertainty and rising labour costs in the UK, with a pre-tax loss of £525 million and a goodwill impairment of £553 million. (Reuters, 2025; Financial Times, 2025).
Opportunities & Threats:

• Pret can make the most of the strength of its core businesses through an increase in its foreign expansion schemes, as reflected by the improvement in like-for-like sales and revenue. 
• An increase in labour costs and an unstable economy may pose a threat to Pret by impacting the margin of the business. 
Pret's decision to introduce meal deals is a strategic move to enhance the value offered to customers while competing with the increasing appeal of supermarkets to customers. This decision may be more relevant under a tougher economic environment to enhance transactions. 
Comparative Vulnerability and Adaptability: Pret demonstrates its adaptability to market conditions by responding to the value and price proposals. However, being a premium brand compared to Subway makes it more vulnerable to the market.



2.3 Macro Factor 2: Social Factors
2.3.1 Impact on Subway (Pioneer Organisation)
The fast-food industry is undergoing a transition due to various social trends like ethical consumption, sustainability, and healthy living. According to research, there is a significant change in the way consumers eat, with a preference for healthy and sustainable foods. (Finsbury Food Group, 2026).  The new generation has a strong preference for healthy foods.

Opportunities:
• Health-conscious consumer segments' demands are in line with Subway's brand promise for fresh and customizable sandwiches.
• There is a huge opportunity for product innovation in Subway's product lines, especially for a vegan or functional meal option that fits into dietary and lifestyle trends driven by increasing demand for these options.
Dangers: The industry has continued to slate Subway's nutritional profile, despite Subway's healthy position. Research has shown that even in popular companies like Pret and Subway, fast food or "food to go" products are high in calories, salt, or saturated fats. In order for companies to remain relevant in the market, they must be able to communicate nutrition information clearly. Ethical concerns are also a major issue for companies. Health-conscious consumers are attracted to companies that are able to communicate ethical messages effectively, for instance, on issues like going green by reducing plastic usage or supporting local sourcing.

Impact on Competitive Advantage: Subway has a competitive advantage based on its innovative history and healthy image; however, this is only if sustainability and transparency are executed effectively. The brand's image in relation to its competitors' ability to be agile in response to changing societal norms may be threatened if a company is not able to adapt.
2.3.2 Impact on Pret a Manger (Follower Organisation)
The brand image of Pret has been significantly shaped by social trends. The company has succeeded in differentiating itself from fast food and satisfying consumer demands by focusing on fresh and ready-to-eat natural meals. The preference for fresh and quality food is reflected in the UK market, where the bakery and sandwich shop segment, like Pret, has shown growth in the sector while other sectors have experienced a plateau effect. 
Furthermore, the growth in the food to go sector, which is associated with health and convenience, has benefited the bread sector. 


Possibilities 
• For social-conscious customers who value quality and freshness, the brand image of Pret contributes to customer loyalty. 
• The continuous innovation in healthy and convenient food aligns with the trend in healthy eating.
Threats:
Narratives around social expectations of “processed foods” and health risks, including cardiovascular disease from ultra-processed diets, are driving the imperative for menu reformulation and nutritional transparency.
Comparative Adaptability:
Pret can drive social expectations around reformulation due to its premium and ethical credentials, but it must do so successfully, especially as the situation becomes more challenging with regards to price competitiveness.
An overview of Task 1 
With the PESTLE analysis, the above analysis highlights the differing impact of social and economic factors on Subway and Pret a Manger, including health, ethical, and economic factors, as well as the increasing cost pressures for both brands. Although the international appeal and cost advantages are the main strengths for Subway, cost pressures, as well as social factors, mean that reformulation strategies are a necessity. Although Pret's brand credentials are aligned with social expectations, the economic pressures are impacting profit due to economic factors. The analysis as a whole highlight the impact of the macro environment on the competitive landscape of the international fast-food industry.
3. Task 2: Strategic Responses of Pioneering and Follower Organisations (Approx. 1,000 words)
3.1 Pioneering Organisation’s Strategic Responses: Subway
The Subway strategy utilizes elements from the Ansoff Matrix (market penetration and product development) along with Porter's five competitive strategies (cost leadership and differentiated healthy position) that address the external challenges and opportunities discussed in Task 1 (Porter, 1985).
Cost Leadership & Market Penetration: Subway's brand image for being a relatively affordable, flexible, and accessible fast-food option is Subway's primary source of competitive advantage. With thousands of outlets across the globe, Subway utilizes the sheer size of their market share to be price competitive against rival QSR outlets and maintain brand image during price-conscious market environments (relating to macro inflation).
Differentiation through Healthy Positioning: The offer of Subway, "Eat Fresh," has been a healthy positioning strategy for fast food outlets. The company has added more plant-based and low-calorie food to its menu in response to the increasing health awareness of its customers. The company has also started a menu labelling strategy in many countries in response to the criticism from customers regarding the nutritious value of fast food. Customers who appreciate fresh and personalized food choose Subway due to its unique positioning strategy.
Strategies for Market Development: The company targets new geographic markets in the growth matrix suggested by Ansoff. The company targets developing countries for growth. The company also targets the growing market for fast food in the long run by entering the market before others due to the increasing population of millennials in many locations and the growth in disposable incomes in many countries.
Technological Innovation: The company also offers a flawless customer experience through technology. The company offers a high level of engagement and convenience to its customers in a highly competitive environment.
 
Strategic Example: Subway is trying to increase repeat business and collect consumer data to target their marketing efforts by improving digital ordering options for their customers in the UK and Europe.
Critical Evaluation: Subway is successful in maintaining their market share due to their marketing strategies. However, Subway needs to address the challenges related to the quality of their products and their relative competitive position against other players like Greggs and Pret. To sustain their competitive advantage, Subway needs to keep innovating, especially in terms of healthy options and efficiency.
3.2 Follower Organisation’s Strategic Responses: Pret a Manger
Porter's differentiation strategy and market penetration/product development activities under the Ansoff Matrix are the major issues that are addressed by Pret a Manger's strategic responses (Porter, 1985). 
Differentiation & Premium Positioning: It differentiates itself from other fast-food retailers in the market by means of its primary strategy that focuses on sustainable products, ethical food sources, and fresh food. This has allowed the company to attract a customer base that is willing to pay a premium for sustainable products despite the economic challenges that the country is facing. 
Adaptation to Economic Pressures: In order to address the economic challenges that the country is facing, Pret has introduced value-based meal deals. This is a major adaptation that has allowed the company to maintain a balance between its premium brand positioning and customer value perception. In addition, the company has reduced operational costs by restructuring the workforce; however, the economic challenges that the country is facing in 2024 have resulted in huge non-cash damages.
 
Market Penetration and Growth: Pret is still growing globally, concentrating on big cities, travel hubs, and franchise expansion. This tactic broadens revenue streams across geographical areas and raises brand awareness. 

Product Development: Pret introduces health-conscious customers to its products by launching regular innovations such as "Super Plates," which are balanced and health-centric dishes. This is a response to societal macrotrends that encourage the consumption of healthy foods. This response is proactive since it anticipates the needs of the market.
Digital & Customer Experience: Pret uses technology to enhance customer convenience and strengthen relationships. This is achieved through customer interaction tools such as loyalty schemes, mobile apps, and customer subscription programs. These tools are essential in building customer loyalty.

Critical Evaluation: The decision-making process in Pret’s strategies demonstrates a flexible and adaptive approach to changes in the market. In order to maintain the value perception while dealing with issues of price, the premium model demands a delicate balance. The need to maintain competitiveness requires a focus on innovation and expansion globally, especially against larger competitors in terms of price scale.
4. Conclusion (Approx. 250 words)
In this paper, the strategic importance of environmental analysis and adaptive marketing in fast food businesses is highlighted. Some significant conclusions are derived from the PESTLE and strategic framework analysis of Subway and Pret a Manger.
Both businesses' operations and revenue models have been affected by economic factors like inflation and price sensitivity in recent times (Reuters; 2025; Financial Time, 2025). While Pret's high-end business requires strategic planning to ensure profitability in spite of rising labour costs and economic volatility, Subway's scale and cost leadership advantage mitigate these threats for its business. Demand for their products has changed with social factors like sustainability and health awareness, which have forced both businesses to innovate their offerings and brand values in accordance with changing customer demands.
Different organizational orientations are represented by strategic responses. Subway seeks to sustain its pioneer position by using technology to achieve cost leadership and expand market penetration via global reach. Quality, ethical sourcing, and customer focus are what set Pret apart. Value-based initiatives are what Pret uses to enhance its competitiveness. To develop logical responses to external influences, both businesses have adopted strategic models such as Ansoff's Growth Matrix and Porter's Generic Strategies.
Finally, an efficient scanning process for the environment helps businesses to forecast changes, minimize threats, and capitalize on opportunities. Organizations that have adopted strategic responses coupled with macro-level data have a competitive advantage over their competitors in a dynamic environment characterized by threats. Subway and Pret a Manger have learned that to be successful in the fast-food industry today, one needs to be flexible, creative, and have an understanding of customers' needs (Porter, 1985; Kotler and Keller, 2022).
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