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[bookmark: OLE_LINK67]The report uses four main business models for analysis. First of all, PESTEL analysis shows that the food inflation rate in the UK is expected to reach 5.7%, which increases the company's operating costs. Secondly, the VRIO framework points out that KFC's famous "secret formula" and its more than 1,000 stores in the UK are its core competitive advantages, and it is difficult for other companies to imitate.
Third, the SOSTAC model sets clear improvement goals. KFC plans to make 70% of its menus healthier by the end of 2026 and use AI technology to improve restaurant efficiency. Finally, SWOT analysis concluded that although the increase in employee wages is a threat, the company's strong brand influence and digital sales of more than $1 billion are huge opportunities for development.
In short, KFC should focus on developing its mobile app to bypass the advertising ban and continue to launch healthy food options to maintain its leading position in the British market.
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[bookmark: OLE_LINK53][bookmark: OLE_LINK56]The British catering industry is at a critical stage of vulnerability. Affected by multiple factors such as weak economic growth, high food inflation and rising risk of bankruptcy in the industry, catering enterprises generally face the challenges of high costs and fluctuations in consumer demand. Even if most brands are still promoting expansion, the profit space continues to be compressed, and the risk resistance ability has been tested. As a leading brand in the British fried chicken market, KFC has mature brand influence and a perfect supply chain system, but there are still hidden worries behind the growth. It has been facing the pressure of inflation of the large number of meat costs used in stores and increasingly strict health supervision. Among them, although meat prices fell slightly in February 2026, the annual increase is still at a high level, and the situation in the Middle East may further affect the price trend through trade and logistics, continuing to squeeze the profit margin(Vardy, 2026)；At the same time, the restrictions on unhealthy food advertising and related promotion controls that will take effect in January 2026 will also be binding on KFC, which mainly focuses on fried chicken.
[bookmark: OLE_LINK59]2.PESTEL分析
Using the analytical model of PESTEL, we can analyze the opportunities and challenges faced by KFC UK from many aspects (Yüksel, 2012). At the same time, it also helps us understand the decisions made by KFC. In a word, the PESTEL model is a practical tool for analyzing the external environment of KFC UK companies.
[bookmark: OLE_LINK15]2.1 Political and legal factors
[bookmark: OLE_LINK54]The government's deep intervention in public health and public health has become the biggest uncertain factor in marketing. The advertising law on high-fat, sugar and salt (HFSS) products has been fully implemented in January 2026, which prohibits all HFSS products from TV advertising and marketing before 9 p.m. At the same time, paid digital advertising promotion is not allowed 24 hours a day, which almost blocks the main publicity channels involving related products.
For KFC, the direct impact of this ban is very direct and significant. In the past, KFC usually focused on promoting its specific products through TV advertising, online paid promotion and other ways to attract consumers and increase sales. But now, these traditional product promotion paths have been completely blocked and can no longer be used. This requires KFC to adjust its marketing thinking and shift the marketing focus from the original "single product promotion" to "brand concept narrative", that is, no longer simply promoting a certain product, but conveying the core values and concepts of the brand to consumers, so as to retain old customers and attract new customers.
[bookmark: OLE_LINK63]In addition to the impact of the advertising ban, the relevant policies of the post-Brexit era have also put extra pressure on KFC. After Brexit, border checks became stricter, which greatly increased the compliance cost of KFC's imported ingredients. At the same time, in order to cope with problems such as logistics delays caused by border inspection, the inventory buffer demand for ingredients also has to be adjusted, which further increases the operating costs and management difficulties of enterprises, and brings more challenges to KFC's daily operation.
[bookmark: _Toc213415913][bookmark: OLE_LINK171]2.2 Economic factors
[bookmark: _Toc213415914]Inflation will be the core axis of the British economy in 2026. According to the British Food and Beverage Federation (FDF), the British food inflation rate will reach a peak of 5.7% in December 2025 and will not gradually fall to 3.1% until December 2026.(UK Food & Drink, 2025). The continuous inflationary pressure is reshaping the value perception of British consumers, and cost-effectiveness is the primary basis for consumers' choice. The core competitiveness of KFC was originally "affordable delicious", but in 2025, the average menu price of the British fast food industry rose by 8%, of which the fried chicken category rose by 6%, and the pricing pressure increased significantly (Jankowski, 2025). Against this background, low-priced packages have become the key to KFC to maintain stock customers and stabilize the market.
[bookmark: OLE_LINK9]2.3 Social and cultural factors
[bookmark: OLE_LINK86][bookmark: OLE_LINK83][bookmark: OLE_LINK91][bookmark: OLE_LINK80][bookmark: OLE_LINK26][bookmark: OLE_LINK10]In today's British society, consumers' health awareness is becoming more and more obvious, and this trend deeply affects the development of the catering industry. More and more British people are beginning to pay attention to their own health and be more cautious in their dining choices.
Many people may actively seek low-calorie, healthier options during their daily meals. This general consumption tendency has put a lot of pressure on chain catering brands.
Behind this change, it is closely related to the popularity of the free office model. Free working makes people's work and life time more flexible, the traditional dining time has been changed, and the demand for social dining has also changed. More people choose to meet social or their own needs through convenient dining late at night, which has further promoted the rapid development of the late-night consumer market and made the impact of health and convenience more prominent in the field of catering.
2.4 Technical factors
[bookmark: _Toc213415916]Technology has evolved from an efficiency tool to the cornerstone of the survival of catering enterprises. KFC in the UK has deployed a British AI marketing system to use first-party data for accurate push. Digital channel sales have broken through the past. AI prediction algorithms have greatly reduced inventory waste, and digital technology plays a key role in providing catering experience in modern times (Jha et al., 2025).
[bookmark: OLE_LINK50][bookmark: OLE_LINK47][bookmark: OLE_LINK46][bookmark: OLE_LINK107][bookmark: OLE_LINK30][bookmark: OLE_LINK35]2.5 Environmental factors
[bookmark: OLE_LINK44][bookmark: OLE_LINK19]Nowadays, the sustainable development of the environment is crucial for enterprises. It is no longer an option, but has become the basic requirement of every brand. Consumers and governments are paying more and more attention to environmental issues, so brands must take practical actions to protect the environment. Otherwise, they may lose customers and face strict regulations.
KFC is a world-renowned fast food company, and it has made several clear commitments to environmental protection. For example, it can recycle packaging and stop deforestation. These actions are not only part of corporate social responsibility, but also a wise response to the new government's policies.
In a word, sustainable development is now one of the strategic developments of many well-known enterprises (Nagiah and Mohd Suki, 2024). KFC's environmental protection plan shows how enterprises balance business needs and social responsibility. By following green policies, brands can maintain competitiveness and build trust with customers.
[bookmark: OLE_LINK114][bookmark: OLE_LINK113][bookmark: OLE_LINK18]3.0 VRIO Frame
[bookmark: OLE_LINK20][bookmark: OLE_LINK136][bookmark: _Toc213415918][bookmark: OLE_LINK135]VRIO framework (Chatzoglou, 2018) It is the core tool in strategic management, which is used to analyze the internal resources and capabilities of the enterprise and judge whether it can form a sustainable competitive advantage. VRIO can analyze Valuable, Rareness, Imitability and Organization. Through these four directions, enterprises can clarify whether their advantages are temporary or long-term. According to the situation of KFC, I made the following table.
	Key Resources/Capabilities
	Value (V) 
	Scarcity (R)
	Inimitability (I)
	Organizational Support (O)
	Competitive Position Assessment

	Secret recipes for 11 spices
	yes
	yes
	high
	yes
	Sustained Competitive Advantage/ Temporary

	Over 1,000 stores across the UK
	yes
	yes
	Medium
	yes
	Temporary/Sustained Advantage

	Vertical supply and centralized purchasing
	yes
	no
	Medium
	yes
	Competitive Parity

	Digital loyalty data
	yes
	no
	low
	yes
	Competitive Advantage



[bookmark: OLE_LINK27]Critical analysis: Although KFC's "recipe" is the core that cannot be imitated, its highly dependent model on franchisees has a disadvantage in "service consistency". KFC acquires 218 restaurants of EG Group (Riding, 2023)，It marks that the company is returning to the direct control of KFC to ensure that the marketing strategy can be 100% implemented at the terminal.
[bookmark: OLE_LINK29]4.0 SOSTAC Model
The SOSTAC model is a comprehensive and logical strategic planning framework developed by PR Smith (Smith, 2017). It has formulated a step-by-step roadmap for digital marketing strategies for large enterprises, and it has become one of the most important tools in modern marketing management.
4.1 Analysis of the current situation
At present, KFC is in an important transition period of high inflation and strict government supervision. Although sales have increased, it is mainly driven by price increases rather than passenger growth. Emerging competitors such as Popeyes seize the market with a high growth rate (Vanifatova, 2026).
4.2 [bookmark: OLE_LINK31]Strategic goals
After understanding the current market environment, I follow the SMART principle and set the goal for 2026 as the following feasible goals:
Product transformation: Ensure that most offline dishes meet non-HFSS standards. Strictly abide by laws and regulations.
Expansion target: 50 new restaurants can be planned by 2026.Financial indicators: The labor cost is gradually reduced through AI automatic ordering automation.
Brand awareness: After the HFSS ban, the positive image of the brand on social media has been effectively improved.
[bookmark: OLE_LINK137][bookmark: OLE_LINK82]5.3 Marketing strategy
KFC can set its core strategy as the Colonel Story Plan: combining the brand culture of the colonel's image with modern health narrative. We can focus on the following four core aspects: digitalization, distribution, speed and sustainable development.
5.4 Marketing tactics
• Products: Expand the Ricebox and vegetarian series, and use non-fried new research and development products to bypass the restrictions of the HFSS decree.
• Price: Strengthen the low-price mentality of the package. Offline restaurants can use dynamic pricing during peak hours to optimize the profits of offline stores.
• Promotion: You can stop the original advertising on social media and turn to establish an emotional connection between the brand and customers through humor and guiding users to generate content activities about the brand on social media, instead of directly promoting pictures of fried food.
5.5 Action plan
[bookmark: OLE_LINK37]Brands need to re-research and develop the compliance of the menu to circumvent the restrictions of HFSS decrees. Accelerate the upgrade of the AI self-service ordering machine in British stores. It is expected that 50 stores can be expanded in 2026 after field-site site selection throughout the UK.
5.6 Control
· [bookmark: OLE_LINK112]Monitor sales and online orders
Count online sales, order volume and number of users every month to see whether digital marketing is successful.
· Monitor costs and waste
Offline stores make reasonable use of AI to reduce inventory waste, record how much waste is reduced every year, and whether it achieves the goal of environmental protection.
· Collect customer feedback
Understand customer satisfaction through questionnaires, APPs, online evaluations and other channels, and improve food and services.
· Monitor the sustainable development goals
Check whether all material factories use 100% recyclable packaging and reduce the use of plastic. Check whether the supply chain complies with the principles of sustainable development.

[bookmark: OLE_LINK39][bookmark: OLE_LINK41][bookmark: OLE_LINK43][bookmark: OLE_LINK38][bookmark: OLE_LINK40]6. SWOT Analyse 
[bookmark: OLE_LINK48]Advantage;
· Brand awareness that money can't buy: KFC brand has a 60-year history in the field of fried chicken in the UK (Sweney, 2025), 11 secret spice formulas constitute core competitive obstacles (Hanson, 2024).
· Strong economic recovery resilience: Sales growth against the trend in 2025 proves its "lipstick effect" position in the cost-of-living crisis (Turner, 1900).
· Digital maturity: With a large digital sales base, the AI-driven inventory forecasting system has greatly optimized the supply chain.
Disadvantage: 
· Core product health challenges: Although the new product menu has been improved, there are still a large number of fried foods on KFC's menu, which are still labeled as "unhealthy". Fried food is directly constrained by HFSS supervision and is likely to face administrative penalties.
· Labor: The labor expenditure of offline stores accounts for most of the expenditure. Against the background of rising minimum wages, the profits of stores continue to be compressed (Winchester, 2026).
· Franchise management challenges: Although KFC brands are increasing the number of direct stores, the large number of franchisees may still have inconsistent service quality.
Opportunity:
· Time period mining: The 44% increase in evening sales indicates that the "late-night canteen" is a blue ocean that has not been fully developed (Reporter, 2025).
· [bookmark: OLE_LINK126]Healthy transformation profits: Medical costs are rising in various countries around the world (Wimalawansa, 2025). Therefore, after accelerating the non-HFSSization of 70% of the menu, KFC can resume exposure in all-day digital advertising, occupying the high ground of healthy fast food, and driving the sales of other products.
· AI automation: The popularization of intelligent devices such as self-service ordering machines and kitchen robots in offline stores can save a lot of labor expenditure for KFC's offline stores every year (Goddard, 2025).
Threaten:
[bookmark: OLE_LINK128]Regulatory extremism: If additional "sugar tax/fat tax" (Goddard, 2025)，is introduced in the future, it may cause product prices to break through the tolerance limit of consumers.
Competitor aggressiveness: Brands such as Popeyes are directly challenging the geographical advantage of KFC through high-frequency store opening (Vanifatova, 2025). 
Supply chain uncertainty: Climate change has led to fluctuations in meat prices, and post-Brexit trade friction has led to additional unnecessary expenditure in the import link (“Common user charge,” 2025)。

5.Conclusions
Based on the analysis of the models of PESTEL, SOSTAC and SWOT, although KFC has a large brand influence in the UK, its traditional franchise model has shown obvious decline in the current increasingly fierce fast food environment. KFC plans to have more direct stores in 2024, which is not only the recovery of management rights. In order to survive after the rise of the minimum wage, the rise in import costs after Brexit, and the multiple external pressures of meat cost inflation. Only through store refinement, artificial intelligence and other operations can the profits of offline stores be maximized.
The core competitiveness of the KFC brand in the future is the common benefits of AI technology and the research and development of new menus. On the one hand, with a digital sales base of $1 billion and the automation technology that a single store saves about a lot every year (such as self-service ordering machines and robots), KFC can maintain its business resilience against the background of the continuous compression of profit margin. On the other hand, evening sales increased by 44%, revealing the huge blue ocean market potential of late-night catering, which provides brands to avoid traditional daytime red sea competition. It also allows the brand to find a new direction to achieve high-quality growth.
However, KFC still needs to be vigilant. Increasingly fierce peer competition, such as the threat of store volume advantage brought about by the high-frequency expansion of homogeneous competitors such as Popeyes, and the HFSS (high-fat sugar salt) advertising ban effective in January 2026 subverts the fried food marketing model. Facing the "fat tax" that may be introduced in the future. KFC must shift from the marketing method of "product promotion" to "improve brand value". KFC needs to maintain its leading position in the fiercely competitive fast-food industry and achieve stable growth from scale expansion to long-term brand growth through continuous research and development of healthy formulas and adherence to sustainable development strategies.
6.Recommendations
· [bookmark: OLE_LINK130]Extreme Privatization: After The HFSS Ban Takes Full Effect, Increase the Research and Development of Healthy Eating, Increase the Marketing of Selfish Traffic, And Put Part of The Budget Into The App To Bypass The Restrictions Of Public Advertising.
· [bookmark: OLE_LINK51]Reshape the "colonel": through social media and talent soft advertising (Steenkamp, 2020),build the brand as a "part of British culture" rather than a "fast food seller".
· Accelerate digital infrastructure: The self-service system of the British offline stores must be completed within 2 years to offset the increasing human cost every year.
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