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Executive Summary
This report is a market audit of Pizza Hut in the United Kingdom. We belong to a large fast food company with many stores. The current global economic situation is grim. My manager asked us to write a report to examine the situation of our company. We need to examine the business situation from both internal and external aspects. We need to think about the present and the future. We must apply some theories in the report. But at the same time, we must integrate these theories into the actual situation. This audit adopts PESTEL and SWOT analysis methods. In addition, two other models are also used. They are Porter's five power models and 4Ps frames respectively. The survey results show that Pizza Hut faces many problems externally. Due to the poor economic situation, people tend to choose cheap food. The competition is fierce. Internally, the company has a strong brand awareness. But at the same time, there are problems such as high prices and bad relationships with franchisees. The final SWOT analysis integrates all the contents together. The main suggestion is to adjust the menu to pursue cost-effectiveness. Pizza Hut also needs to improve its relationship with franchise partners. Otherwise, the company may continue to lose customers and be replaced by competitors like Domilo.
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[bookmark: _Toc224284466]1.Introduction
[bookmark: ZOTERO_BREF_RDJZ69rHXyD9][bookmark: ZOTERO_BREF_PfDsH0DHmvU6]The target of this market audit is Pizza Hut. Pizza Hut is quite well-known in the pizza industry. It was founded in the United States in 1958. (Gittel, 2024, Fast Food Nation: The Dark Side of the All-American Meal). Now it is owned by Baisheng Catering Group. Baisheng Catering Group also owns two brands, KFC and Taco Bell. (“Yum! Brands Inc. Initiates Review of Strategic Options for Pizza Hut to Maximize Shareholder Value and Help It Reach Its Full Potential,” n.d.). Pizza Hut has many stores all over the world. But the company is currently facing difficulties, and its sales in the United States are declining. (Beaton, 2025). The British market is also fiercely competitive. My manager wants to know why this is so. We need to examine the external environment. This refers to factors beyond our control, such as the economic and political situation. We also need to examine our own internal strengths and weaknesses. The goal is to find the way forward. We need to make a plan to deal with global economic challenges. This report will adopt a different business model. First of all, we use the PESTEL model. It focuses on external factors. Then we use Porter's five-force model. (Porter, 2020, Competitive Strategy: Techniques for Analyzing Industries and Competitors). This part discusses the aspect of competition. Next, we will use the 4P strategy. (Kotler and Keller, 2022, Marketing Management). This is about our products, prices, locations and promotions. Finally, we adopted the SWOT analysis method. (Thompson and Strickland, 2021, Crafting and Executing Strategy: Concepts and Readings). This integrates our strengths, weaknesses, opportunities and threats. The "SWOT" analysis method is at the end, because it is a conclusion based on other analysis methods.
[bookmark: _Toc224284467]2. Main Body
[bookmark: _Toc224284468]2.1 PESTEL Analysis
The "PESTEL analysis method" focuses on external factors that have a significant impact on the operation of the enterprise. (Johnson, Whittington and Scholes, 2023, Exploring Strategy: Text and Cases). These factors include political, economic, social, technical, environmental and legal factors.
Political . The stability of Britain's political system is beneficial to business development. But the tax policy may change. The government may adjust the tax regulations for the fast food industry. In addition, there are also relevant regulations on workers. The minimum wage will be increased every year. This increases the cost of Pizza Hut. The war in Ukraine has also had an impact on the situation. It causes energy prices to fluctuate up and down. The political situation in other countries may also damage the supply chain. (Euromonitor International, 2025, Pizza in the United Kingdom). We must pay attention to the new rules of advertising for children. The British government is very strict in this regard. It may limit our way of marketing products.
[bookmark: ZOTERO_BREF_0i3EmDYYZNHz][bookmark: ZOTERO_BREF_y7zPmatfubsX]Economic. This is a serious problem at present. Britain's inflation rate is very high. People's disposable income has decreased. They began to look for cheap food. According to a report, consumers are "lowering their consumption grade" (Mintel, 2025, Fast Food and Takeaway Outlets - UK - 2025). They will go shopping in stores with lower prices. Or they will buy frozen pizza from the supermarket. The interest rate is also very high. This makes it difficult for franchisees to get loans. They can't open a new store or repair an old store. The parent company, Baisheng Catering Group, found that Pizza Hut's sales in the United States fell by 3% (Beaton, 2025). The situation is the same in Britain. People pursue cost-effectiveness. The reason why Damele is doing well is that they are considered to be very cost-effective (Domino's Pizza Group, 2025, Domino's Pizza Group plc Annual Report and Financial Statements 2024). Pizza Hut in the United States has poor sales of pizza for $5 a serving (“Pizza Hut To Shut 250 U.S. Stores As Yum! Weighs Future Of The Brand | Nasdaq,” n.d.). This shows that the price factor is very important. Britain's economic growth is not fast. This situation will continue for a while. Therefore, people will still be cautious about spending money.
[bookmark: ZOTERO_BREF_UEdnf9qFJVoG]Social. People's habits are changing. They don't go out to eat as often as before. They are more inclined to choose take-out or take-out service. (Mintel, 2025, Fast Food and Takeaway Outlets - UK - 2025). Pizza Hut was originally just a place for people to eat. Now this model is outdated. In addition, people are more inclined to choose healthier food. They want to know the ingredients of the food they eat. At present, there is a trend of more food choices based on plants (Armstrong and Cunningham, 2024, Principles of Marketing: A European Perspective). Pizza Hut has some vegetarian cheese. But the quantity may not be enough. People also hope to have more novel and unique flavors. In Indonesia, Pizza Hut cooperates with Pop Mat to attract young people. (“Pizza Hut taps Pop Mart’s Molly for a youth-driven, collectible-powered brand play,” 2025). This is very wise. In Britain, young people like to try new things. They also pay attention to whether the brand conforms to ethical norms. They want to see elements of sustainable development.
[bookmark: ZOTERO_BREF_18lDM3uWinKn]Technological. Technology is very important for pizza chains. Damele is in the leading position in this regard. More than 85% of its sales come from online transactions (Domino's Pizza Group, 2025, Domino's Pizza Group plc Annual Report and Financial Statements 2024). Pizza Hut is behind. The 'Hut Forward' plan wants to fix this (Yum! Brands, 2025, Yum! Brands 2024 Annual Report). They hope to modernize the technology. This includes developing better applications and websites. It also includes improving the distribution tracking system. In India, Pizza Hut is promoting its business with the help of social media influencers like Niharika NM (Sep. 16 and 2025, n.d.). This is a good way to attract young people. Technology has also played a role in the kitchen. It can make the cooking process faster. It can also help manage the inventory of ingredients. If Pizza Hut does not invest in technology, it will lose more customers.
Environmental. Customers are concerned about the global environment. They are worried about the packaging waste. The pizza box is large. People hope that they can be recycled. They also pay attention to the carbon footprint. Delivering pizza by car or motorcycle will cause pollution. Pizza Hut needs to consider this point. They can use electric bicycles for delivery. They need to adopt environmentally friendly packaging. Failure to do so may damage the brand image. Supply chain problems also pose a threat to the acquisition of high-quality materials (Euromonitor International, 2025, Pizza in the United Kingdom).
Legal. The law is very important. Britain has laws on food safety. We must strictly abide by these laws. There are also laws on employment. They protect the rights and interests of workers. The British advertising law is very strict. We can't make false propaganda on food. We can't target children in a bad way either. There is also a law about data. When people place orders online, we will get their data. We must keep these data properly. New regulations may be introduced at any time. We must be prepared.
[bookmark: _Toc224284469]2.2 Porter's Five Forces
This model examines the competition in the market. (Porter, 2020, Competitive Strategy: Techniques for Analyzing Industries and Competitors). It makes us understand how difficult it is to make money.
[bookmark: ZOTERO_BREF_4VWG4DGMvU6g][bookmark: ZOTERO_BREF_aILJHLedFjbG]Rivalry among existing competitors. The price is really high. The competition in the British pizza market is fierce. Damele is the biggest competitor. They are very strong. They have advanced technology and good cost performance. (Domino's Pizza Group, 2025, Domino's Pizza Group plc Annual Report and Financial Statements 2024). Papa John's is also a rival. They are closing 300 stores in the US (Huffman and Reporter, 2026). This shows that they are facing the same dilemma. But they will still do business here. There are also some smaller companies. There is a local pizzeria. There are other fast food options, such as McDonald's and KFC. But KFC is our company. Taco Bell is also constantly developing. (“Yum! Brands Inc. Initiates Review of Strategic Options for Pizza Hut to Maximize Shareholder Value and Help It Reach Its Full Potential,” n.d.). So people have many choices. The rivalry is intense. It pushes prices down. It pushes costs up for marketing.
Threat of new entrants. This is medium-sized. It is not easy to open a large pizza chain. You need a lot of money. We also need a well-known brand. But it is relatively easy to open a pizza restaurant. Small stores can also attract some customers. In addition, supermarkets are also a potential entrant. They sell high-quality frozen pizza. People will buy more of these frozen pizzas than takeaways. (Mintel, 2025, Fast Food and Takeaway Outlets - UK - 2025). "Ghost Kitchen" is also a threat. There is no physical restaurant in this kind of kitchen, and it is only responsible for the takeaway business. They are less expensive. Therefore, this threat exists, but it is not particularly serious for the whole market.
[bookmark: ZOTERO_BREF_P4IuKkv3IIBU]Threat of substitute products . The price is really high. So, what are the substitutes for pizza? There are many. For example, hamburger is a substitute. Fried chicken is the same. Taco (a Mexican snack) is also becoming more and more popular. According to an article, Taco has become a competitor of pizza in the United States. (“Is it the end for pizza in the USA?,” 2023). People's eating habits will change. In addition, the instant food in the store can also play a substitute role. These foods are cheap. If people have less money on hand, they will buy more of these alternatives. This is a huge threat to Pizza Hut at present.
[bookmark: ZOTERO_BREF_JgzMaqq3a9Bm]Bargaining power of buyers. The price is really high. Customers have a lot of choices. If Pizza Hut is too expensive, they will go to Domino's Pizza. Or they will go to the supermarket. It's very easy to replace. There is no cost change. In addition, the customer also grasped the information. They will check prices online, look for promotional activities and use coupon codes. So they have the right to choose. They force enterprises to provide value. If they don't like the value provided, they will leave. The failure of the $5 pizza proves this. (“Pizza Hut To Shut 250 U.S. Stores As Yum! Weighs Future Of The Brand | Nasdaq,” n.d.). Customers said no.
Bargaining power of suppliers. This is medium-sized. Pizza Hut buys a lot of cheese, flour and tomatoes. They are a large company. So they can negotiate the price. But some suppliers are also very large. If there is a crop failure, the price will rise. At the same time, labor shortage may also be a problem. (Euromonitor International, 2025, Pizza in the United Kingdom). In this way, the supplier has more power. In addition, the power of franchisees is much less than that of large companies. They must purchase goods from approved suppliers. So in general, the power of suppliers is not the biggest problem. However, problems in the supply chain may cause damage. (Euromonitor International, 2025, Pizza in the United Kingdom).
[bookmark: _Toc224284470]2.3 Marketing Mix (4Ps)
This looks at our product, price, place, and promotion (Kotler and Keller, 2022, Marketing Management). It helps us see our marketing strategy.
[bookmark: ZOTERO_BREF_fUXflFfDlYzF][bookmark: ZOTERO_BREF_51EPSkC0YQL4]Product. Pizza Hut's main product is pizza. They are famous for their pizza base and stuffed pizza. This is their advantage. They also serve pasta and side dishes. But the menu may be a little old. Competitors are always launching new dishes. Pizza Hut is also trying to innovate. They launched the "handmade pancake pizza". This is a thinner and lower-priced pizza for lunch. (Sep. 16 and 2025, n.d.). In Indonesia, they made a special pink pizza with the "Pop Mart" brand. (“Pizza Hut taps Pop Mart’s Molly for a youth-driven, collectible-powered brand play,” 2025). That is creative. But in the UK, the core product feels the same. There is a lack of exciting new items. Also, there are not enough healthy options. This is a weakness. The quality can also be different from store to store (Mistry P.T,2025). That is bad for the brand.
[bookmark: ZOTERO_BREF_2kZvyauuKo4p]Price. The price is a big problem. Pizza Hut is often considered to be expensive. Compared with Damele, its cost performance is not clear. (Mistry P.T,2025). Domino's has strong value deals. Papa John's also pushes price. Pizza Hut tried a $5 pizza in the US. It did not work (“Pizza Hut To Shut 250 U.S. Stores As Yum! Weighs Future Of The Brand | Nasdaq,” n.d.). Maybe the price is still too high. Or maybe the message conveyed is wrong. In Britain, people pursue affordability. They want to have a family package discount. They hope that students can enjoy the discount. The current pricing strategy may not be in line with the needs of customers. Because of inflation, people are very sensitive to prices. Pizza Hut needs to highlight its value more clearly.
[bookmark: ZOTERO_BREF_Slzgump5hMv4][bookmark: ZOTERO_BREF_FxPCVWQakccu]Place. Place means where customers buy. Pizza Hut has dine-in restaurants. But fewer people eat in now (Mintel, 2025, Fast Food and Takeaway Outlets - UK - 2025). That is a problem. They also do delivery and takeaway. The delivery network is a strength (Mistry P.T,2025). But it is old. Domino's has a better digital place. Their app is easier to use. Pizza Hut is trying to modernise with 'Hut Forward' (Yum! Brands, 2025, Yum! Brands 2024 Annual Report). That is good. But they are also closing stores. 250 stores are closing in the US (Beaton, 2025). In the UK, franchisees are struggling. One operator in the UK went bankrupt (“Llanelli Pizza Hut Franchise Set To Close As UK Franchisee Enters Administration - Bestfastfoodfranchise.com,” 2025). Yum! had to take over some stores. This shows the place network is weak. Too many stores might be in the wrong places. Or they are not nice to visit.
[bookmark: ZOTERO_BREF_V7UQ5IdQmJde][bookmark: ZOTERO_BREF_qhIQZ4aqJ3cV]Promotion. Promotional activities are essentially marketing activities. Pizza Hut will advertise on TV. They will also carry out online activities. In India, they once promoted "Crafted Flatzz" products with the help of an Internet celebrity. (Sep. 16 and 2025, n.d.). That is a good way to be relevant. They also have loyalty programmes (Mistry P.T,2025). This helps to retain customers. But the message conveyed is not always clear. Analysts said that the "value information" was not conveyed loudly enough. (“Pizza Hut To Shut 250 U.S. Stores As Yum! Weighs Future Of The Brand | Nasdaq,” n.d.). Compared to Domino's, the marketing is weaker. The 'Hut Forward' plan includes 'vibrant marketing' (Yum! Brands, 2025, Yum! Brands 2024 Annual Report). This shows that the marketing work needs to be improved. In the UK, they need to better promote the value of products and launch new products. They need to make more use of social media. They also need to connect with young people.
[bookmark: _Toc224284471]2.4 SWOT Analysis
Now we put everything together. SWOT means Strengths, Weaknesses, Opportunities, and Threats (Thompson and Strickland, 2021, Crafting and Executing Strategy: Concepts and Readings). This is the last model we use.
[bookmark: ZOTERO_BREF_5JemH0CqBDH2]Strengths. Pizza Hut has a strong brand name. People all over the world know it (Mistry P.T,2025). That is a big strength. They have a large global network. Even with closures, they have almost 20,000 stores (Singh, 2026, 'Is Your Local Pizza Hut Among 250 'Underperforming' Closing Locations In US? Here's What To Know'). They have well-known products such as "filling dough cakes", which people like very much. In addition, they also have a loyalty reward program, which helps attract repeat customers. Its parent company, Baisheng Catering Group, is large in scale and has strong financial resources. However, they are considering selling Pizza Hut. (“Yum! Brands Inc. Initiates Review of Strategic Options for Pizza Hut to Maximize Shareholder Value and Help It Reach Its Full Potential,” n.d.). So maybe that strength is going away.
[bookmark: ZOTERO_BREF_aPamCU1xodEG][bookmark: ZOTERO_BREF_K6JTe3PNbdLi][bookmark: ZOTERO_BREF_UMtOHvBWQCnf][bookmark: ZOTERO_BREF_gFNqC9unggAN]Weaknesses. The main weakness is falling sales. Sales dropped 3% in the US (Beaton, 2025). Global sales also fell (“Pizza Hut To Shut 250 U.S. Stores As Yum! Weighs Future Of The Brand | Nasdaq,” n.d.). The price is too high for many people. The value message is not strong (“Pizza Hut To Shut 250 U.S. Stores As Yum! Weighs Future Of The Brand | Nasdaq,” n.d.). The menu is not innovative enough. There are not enough healthy options. Technology is behind competitors like Domino's (Mistry P.T,2025). The franchise model is weak. Franchisees are struggling. Some go bankrupt (“Llanelli Pizza Hut Franchise Set To Close As UK Franchisee Enters Administration - Bestfastfoodfranchise.com,” 2025). This makes it hard to improve stores. It also causes inconsistent quality (Mistry P.T,2025). Dine-in stores are old and not popular.
[bookmark: ZOTERO_BREF_NaYyIt9qGpCK]Opportunities. There are still chances to grow. Emerging markets are a big opportunity (Hooley, Nicoulaud and Rudd, 2024, Marketing Strategy and Competitive Positioning). Asian and African countries have more young people. Pizza Hut can expand there. They can also make healthier food. Plant-based pizza may attract new customers. Technology is an opportunity. They can improve their applications and websites. They can use artificial intelligence to personalize marketing activities. Cooperation is another opportunity. It is wise to cooperate with Pop Mart in Indonesia. (“Pizza Hut taps Pop Mart’s Molly for a youth-driven, collectible-powered brand play,” 2025). In the UK, they could work with gaming brands or musicians. This would attract Gen Z. They can also focus more on delivery. That is what people want now.
Threats. The threats are serious. Competition is the biggest threat. Domino's is very strong (Domino's Pizza Group, 2025, Domino's Pizza Group plc Annual Report and Financial Statements 2024). Papa John's Restaurant is also there. The local shops also share a part of the business. In addition, there are other alternatives. Hamburgers, burritos and frozen pizzas have also attracted many customers (Mintel, 2025, Fast Food and Takeaway Outlets - UK - 2025). The economy is a big threat. Inflation means people spend less (Mintel, 2025, Fast Food and Takeaway Outlets - UK - 2025). If there is an economic recession, the situation will get worse. The price of raw materials may rise. The supply chain may also be broken (Euromonitor International, 2025, Pizza in the United Kingdom). If Yum! sells Pizza Hut, that could be a threat. It could create uncertainty and it might worry franchisees and customers.
[bookmark: _Toc224284472]3. Conclusion
[bookmark: ZOTERO_BREF_6IKP5qUWHuGz]This audit shows that Pizza Hut is at a critical moment. The external environment is severe, the economic situation is poor, people pursue cheap food, and competitors are attacking fiercely. Damele has won with the advantages of technology and cost performance. Internally, Pizza Hut also has its own advantages. The brand is still well-known. However, the disadvantages are also obvious. Sales are declining, the menu is unattractive, and franchisees are facing difficulties. SWOT analysis shows that the company is currently facing more threats than opportunities. The company is trying to transform through the "Forward Pizza Hut" program (Yum! Brands, 2025, Yum! Brands 2024 Annual Report). But the plan might be too slow. The parent company is even thinking of selling the brand (“Yum! Brands Inc. Initiates Review of Strategic Options for Pizza Hut to Maximize Shareholder Value and Help It Reach Its Full Potential,” n.d.). This clearly shows the seriousness of the problem. Without major changes, Pizza Hut will continue to lose its market share. The following part puts forward some ideas for the future.
[bookmark: _Toc224284473]4. Recommendations
Based on the audit, here are some suggestions.
Correct the price information. Pizza Hut must be regarded as an affordable brand. Create an attractive value menu. Formulate clear preferential programs for families and students. Make sure that the price is equal to that of competitors. Damele is the benchmark. You can refer to their price standards and match them. Promote these preferential activities through all channels. Publicize on TV, social media and applications.
[bookmark: ZOTERO_BREF_PV8N497fFZ1F]Innovate the menu. But do it in a smart way. Add more limited-time offers. This creates excitement. Look at what worked in Indonesia with Pop Mart (“Pizza Hut taps Pop Mart’s Molly for a youth-driven, collectible-powered brand play,” 2025). Find British partners who are deeply loved by young people. At the same time, add more healthy choices. A vegetarian pizza should be better. Provide interesting salads. Make sure that the food quality of each store is consistent. This is very important.
Improve technology. Applications and websites must be easy to use. We should follow the successful practice of Damele. Add a better distribution tracking function. Use data to provide customers with personalized discounts. If they always order the same kind of pizza, give them a discount on this kind of pizza. At the same time, invest in technology for the kitchen. This can improve efficiency and reduce costs.
Cooperate with franchisees. Provide support for them. Maybe they can also be given funds to update the store. Make sure that they can make a profit. If they can make a profit, they will run better stores. This will solve the problem of uneven quality. It can also avoid more bankruptcies. A strong franchise network is the key to success.
The focus is on takeaway and take-out service. In-house dining will no longer be popular. Make the takeaway service excellent. Make sure that the food is hot when it is delivered. Make sure that the delivery time is accurate. If some in-house restaurants suffer serious losses, you can consider closing them. Use these funds to improve the takeaway service. Open more small kitchens dedicated to takeaways. This is a more economical way to attract more customers.
If Pizza Hut does these things, it can survive. If it does nothing, it will get smaller. Or Yum! will sell it. The next few years are very important for the brand.
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