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Executive Summary
This report provides a comprehensive assessment of the internal and external strategic environment of Leon, a fast food chain, and proposes feasible optimization recommendations. The aim of this report is to analyze Leon's internal capabilities through SWOT, VRIO, and value chain analyses, while also examining external market dynamics using PESTEL, industry lifecycle, and competitive analysis, in order to develop actionable strategic directions.
Internal analysis reveals that Leon possesses core competencies in its positioning as a provider of healthy food, sustainable supply chain management, and menu innovation. However, the company faces challenges related to market coverage and the pace of digital transformation. VRIO analysis further confirms the company’s competitive advantage in brand loyalty and supply chain management, while value chain analysis highlights opportunities for improving operational efficiency and cost control.
External analysis indicates a continuing growth in the trend towards healthy eating, yet intensified competition, particularly from brands like Pret A Manger and Itsu. PESTEL analysis shows that factors such as inflation, changing food regulations, and technological innovations (e.g., AI-driven supply chain optimization) significantly impact Leon’s development. Industry lifecycle analysis suggests that the UK fast food market has entered a mature phase, requiring companies to find a balance between differentiation and cost control.
Based on these findings, this report recommends that Leon optimize its digital ordering system and enhance supply chain efficiency in the short term to improve market adaptability. Long-term strategies should focus on expanding into European markets, further differentiating the brand, and investing in sustainable packaging to align with industry trends and increase competitive barriers.
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Leon is a UK-based fast-food chain specializing in healthy, natural, and sustainable food offerings. Since its inception, the company has positioned itself as a market leader in the “naturally fast food” segment, appealing to health-conscious consumers seeking convenient yet nutritious meals. However, according to Settembre's (2019) survey as the fast-food industry evolves, Leon faces increasing competition from both established brands and emerging healthy food chains.
The primary objective of this report is to critically evaluate Leon’s current and future strategic environment using comprehensive internal and external analysis. The report employs SWOT, VRIO, and Value Chain analysis to assess internal capabilities, while PESTEL, Industry Lifecycle, and Competitor Analysis provide insights into external market conditions. By identifying key opportunities and threats, this report aims to offer strategic recommendations that enhance Leon’s competitive advantage and long-term sustainability.
Through a structured and evidence-based approach, this analysis will provide actionable insights to support Leon’s growth, operational efficiency, and market positioning, ensuring it remains a strong contender in the competitive UK fast-food sector.
[bookmark: _Toc194005319]2. Internal environment analysis
[bookmark: _Toc194005320]2.1 Detailed Analysis of SWOT Factors
The SWOT analysis is a strategic tool that enables Leon, a fast-food chain, to identify its internal strengths and weaknesses while assessing external opportunities and threats in order to optimize its future growth strategy.
Strengths
1) . Strong Brand Image in Health-Conscious Eating
According to Chomka's (2019) research. Leon has positioned itself as a brand that promotes healthy fast food, emphasizing natural and additive-free ingredients, which aligns with the growing consumer demand for healthier food options in the UK (Dodds 2024). Additionally, Leon’s brand identity appeals to vegetarians and environmentally conscious consumers.
2) . Menu Innovation
Leon continuously introduces innovative menu offerings that align with market trends, such as plant-based and low-carbohydrate meals. For instance, in 2019, Leon launched the Beyond Meat plant-based burger, entering the UK market earlier than McDonald’s McPlant. 
3) . Efficient Supply Chain
Leon implements a short supply chain model, prioritizing local suppliers to reduce its carbon footprint and ensure ingredient freshness. For example, its chicken suppliers comply with the “Red Tractor” food certification standards, guaranteeing food safety and supply stability. Moreover, Leon has been piloting AI-driven supply chain management systems to optimize inventory and reduce food waste. ( Filimonau, Zhang, Wang, and Li ,2025).
Weaknesses
1). Limited Market Presence
​ As of 2025 data shows Leon has around 60 stores in the UK, mainly in London (over 70%) and some major cities. Leon's market coverage remains limited. As a competitor to Leon, as of 2024, Pret A Manger operates 461 locations across the UK, with 273 situated in London alone (Scrape Hero, 2024). This limited presence affects brand awareness and revenue expansion potential.​
2). Insufficient Digital Capabilities
Compared to competitors such as Greggs and McDonald’s, Leon lags in digital innovation. This delay in digital transformation may hinder sales growth and customer engagement (Guenzi and Nijssen,2021).
Opportunities
1). Rising Demand for Health-Conscious Eating
The UK government’s restrictions on the promotion of high-fat, high-sugar (HFSS) foods have encouraged consumers to seek healthier food alternatives. According to Public Health England (PHE) 2021, 70% of adults are interested in improving their dietary habits. This shift in consumer behavior presents Leon with significant market opportunities.
2). International Expansion Potential
Following its acquisition by EG Group in 2021, Leon has pursued international expansion. In 2023, the company opened new outlets in the Netherlands and Spain, testing market receptivity. Expanding internationally can enhance brand recognition and reduce dependency on the UK market, mitigating risks associated with local economic fluctuations.
Threats
1). Competitor Imitation
Key competitors, including Pret A Manger and McDonald’s, are strengthening their focus on healthy food options. Pret has expanded its plant-based menu offerings, while McDonald’s has introduced the McPlant burger (Mcdonald's 2022). Such competitive responses may diminish Leon’s differentiation advantage in the market.
2). Fluctuating Raw Material Costs
According to the UK Office for National Statistics (ONS), food price inflation reached 19.1% in 2023. Additionally, post-Brexit import tariffs have increased the costs of sourcing ingredients, posing financial challenges to Leon’s operational efficiency and profitability.
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Figure 1: The increase in the price level since the pandemic in the UK is the
highest across the G7.
Source: Organization for Economic Co-operation and Development (OEcD and the Office for National Statistics.
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The VRIO framework is a strategic tool used to evaluate an organization's resources and capabilities, assessing whether they provide a sustainable competitive advantage. For Leon, the application of VRIO involves analyzing its key resources: sustainable supply chains, exclusive menu offerings, brand loyalty, and organizational structure.
Value is evident in Leon's sustainable supply chain, which aligns with growing consumer demand for eco-friendly products. Research shows that 66% of UK consumers are willing to pay more for sustainable products (Deloitte, 2023), making Leon's sustainability practices a valuable resource that can attract environmentally conscious customers.
Rarity is seen in Leon's unique menu, which includes plant-based and seasonal options. Recent research from The Vegan Society (2025) indicates that 3% of the Great British population, approximately 2 million individuals, now identify as vegan or following a plant-based diet. This shift is particularly pronounced among younger generations, with those aged 16-44 being twice as likely to adopt plant-based lifestyles compared to older demographics., gives Leon a rare competitive advantage in catering to this niche market.
Imitability focuses on Leon's brand loyalty, which is difficult to replicate. Kantar's 2020 'Who Cares, Who Does?' report found that Eco-Actives, consumers consistently working to reduce their environmental impact, have grown from 16% to 20% of global shoppers since 2019. highlights that consumers who value health and sustainability are more likely to remain loyal, creating a barrier for competitors trying to emulate Leon’s positioning.
Organization assesses whether Leon’s internal structure supports resource utilization. Leon's efficient supply chain and commitment to innovation enable the company to maintain its competitive edge effectively(Leon 2025).
In conclusion, Leon’s resources, supported by the VRIO framework, position the company to sustain its competitive advantage through its valuable, rare, and hard-to-imitate capabilities, underpinned by an organization that can leverage these assets effectively.
[bookmark: _Toc194005322]2.3 Value chain analysis (dismantling the value creation chain)
Value chain analysis allows companies to identify critical activities that create value while pinpointing inefficiencies that can affect profitability (Tardi 2024). For Leon, primary activities such as supply chain management, production operations, marketing, and customer service are essential for maintaining competitive advantage.
Supply chain management plays a crucial role in Leon’s value chain, especially given the company’s emphasis on sustainably sourced ingredients. However, inefficiencies, such as slow deliveries, could raise costs and harm customer satisfaction, highlighting a potential area for improvement. Studies have shown that delivery speed and order accuracy are critical factors influencing customers' repurchase intentions in the online food delivery sector (​Khan et al. 2024).
Production operations are equally important, as Leon’s focus on innovative, healthy, and seasonal meals sets it apart in the competitive fast-food market. However, inefficiencies in production processes, such as outdated kitchen technology, can increase operational costs and slow down service. For instance, commercial kitchen equipment failures can cost restaurants an average of $2,000 per hour in lost revenue and maintenance (Ezist, 2024). 
Marketing and service also contribute significantly to Leon’s value chain, with its strong brand positioning and customer loyalty initiatives. However, inefficiencies in service, such as slow customer interactions or inaccurate orders, could undermine the customer experience.
Support activities like HR and technology development also contribute to operational success. A study by Zhou et al. (2021) indicates that the digitalization of HRM practices positively influences firm performance, emphasizing the importance of integrating technology in HR functions. Technological innovations, like digital ordering, could streamline service and enhance customer satisfaction, reflecting the importance of technology in the PESTEL analysis.
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[bookmark: _Toc194005324]3.1 PESTEL Analysis (Macroeconomic Environmental Factors)
The PESTEL framework assesses the external macro-environmental factors that influence Leon's strategic decisions and market positioning. These factors include Political, Economic, Social, Technological, Environmental, and Legal dimensions, each affecting Leon's operations in different ways.
Political Factors
Post-Brexit, the UK has seen changes in labor policies, potentially limiting the availability of workers from EU countries. This poses challenges in terms of staffing and operational costs. Additionally, evolving food regulations and government policies, such as health-focused taxation or stricter labeling standards, could impact Leon’s product offerings and pricing strategies. The Food Standards Agency (2023) notes that regulatory divergence post-Brexit affects food labeling and ingredient approvals, leading to potential challenges for UK food businesses.
Economic Factors
Economic conditions, such as inflation, directly affect consumer spending patterns. As inflation rises, price sensitivity increases, potentially reducing demand for higher-priced healthy fast food options. Additionally, rising raw material costs, especially for premium ingredients used in Leon’s healthy menu, may strain profit margins. Efficient supply chain management is crucial to mitigate these costs (McAllister 2022).
Social Factors
Social trends toward healthier eating provide a significant opportunity for Leon. Growing consumer interest in plant-based diets, wellness, and sustainability aligns with Leon's brand ethos. The rise of vegetarianism and veganism offers an expanded market, with more consumers seeking healthy, plant-based alternatives. In the UK, the vegan population grew by an estimated 1.1 million in 2023, bringing the total to 2.5 million, or 4.7% of the population (Finder UK. 2024).
Technological Factors
Technological advancements, such as digital ordering systems and AI-driven supply chain management, offer Leon ways to enhance operational efficiency and customer experience. Innovations in food preparation automation can improve consistency and reduce labor costs, addressing staffing challenges while maintaining high product standards.
Environmental Factors
Environmental concerns, especially regarding packaging waste, are increasingly important to consumers (DS Smith. 2023). Leon's commitment to sustainable packaging and sourcing practices could strengthen its market position, as eco-conscious consumers demand greener alternatives. However, these initiatives may come with higher costs, requiring strategic investment.
Legal Factors
Legal factors, including labor laws and food safety regulations, influence Leon’s operational costs and compliance requirements. The UK’s minimum wage increases and food safety standards must be adhered to, which could impact both staffing expenses and product development strategies.
[bookmark: _Toc194005325]3.2 Industry Life Cycle Model (Assessing Market Stage and Dynamics)
The industry life cycle model divides the development of an industry into four stages: introduction, growth, maturity, and decline (Peterdy 2022). Analyzing the current stage of the UK fast food market is crucial for understanding the strategic challenges and opportunities for Leon. Currently, the UK fast food industry, particularly in the healthy fast food segment, is in the maturity stage.
Stage Positioning: Maturity Stage
The maturity stage is characterized by slowed growth, high competition, and market saturation. In this phase, the market has already reached most potential customers, and the focus shifts from expanding the customer base to capturing market share from competitors. For Leon, this means the opportunities for rapid growth are limited, and its strategy must center on differentiation and efficiency.
Key features of the maturity stage include:
1). Market Saturation: The UK fast food sector is highly competitive, with established brands like McDonald’s, Pret A Manger, and Itsu. As the market matures, new customer acquisition becomes harder, and brands focus on increasing share from rivals through innovation and better customer service.
2). Intensified Competition: The maturity stage sees a significant rise in competition, particularly in the health-conscious food segment. Companies must innovate continually, refining their menu offerings and customer experiences to maintain market positioning. For Leon, this means focusing on what differentiates it, such as health-oriented and sustainable food options.
3). Operational Efficiency: As growth slows, cost control and operational efficiency become essential. Leon must focus on optimizing supply chains, reducing overheads, and leveraging digital technologies to streamline operations, ensuring that profitability remains strong.
Key Challenges in the Maturity Stage:
1). Differentiation: In a saturated market, Leon must differentiate itself by offering unique, high-quality, and innovative products that align with consumer trends for health and sustainability.
2). Cost Management: Rising raw material and labor costs require Leon to adopt cost-saving strategies without compromising on quality. Sustainable packaging and resource-efficient practices could help manage costs.
Future Opportunities:
Despite the maturity stage, Leon can find growth through international expansion into new markets and continued product innovation. Exploring plant-based offerings or incorporating new technologies for better customer interaction and service could also offer opportunities for differentiation.
[bookmark: _Toc194005326]3.3 Competitor Analysis (Porter’s Five Forces Framework)
Porter’s Five Forces framework helps analyze the competitive dynamics in the fast food industry, focusing on Leon’s position against competitors like Pret A Manger, Itsu, and McDonald's healthy menu options.
1). Threat of New Entrants
The threat of new entrants is moderate. Barriers such as capital investment, regulatory requirements, and brand recognition limit entry (CFI 2022). However, the demand for healthy fast food has attracted new players targeting this niche, challenging Leon to differentiate through product innovation and customer experience.
2). Bargaining Power of Suppliers
The bargaining power of suppliers is moderate to high, as Leon relies on high-quality, often organic ingredients. Limited supply options for sustainable ingredients may increase supplier power. Leon must maintain strong supplier relationships and diversify sources to reduce risks associated with supply disruptions.
3). Bargaining Power of Buyers
Buyer power is high in the fast food market, with consumers having access to a variety of healthy options. Platforms like Deliveroo and Uber Eats give consumers greater control over their choices and pricing. Leon must focus on innovation and value to maintain customer loyalty.
4). Threat of Substitutes
The threat of substitutes is significant, as meal delivery platforms and ready-to-eat supermarket meals offer similar convenience and healthy alternatives. The rise of meal delivery services like Grubhub, Uber Eats, and Caviar has significantly impacted consumer dining habits, offering convenience and a variety of options that challenge traditional fast-food establishments (Wells 2018). To compete, Leon must provide an experience that substitutes cannot replicate, such as in-store ambiance and unique menu offerings. 
5). Industry Rivalry
Rivalry in the healthy fast food segment is intense, with Pret A Manger, Itsu, and McDonald’s offering similar menus. Pret’s broad network, Itsu’s Asian-inspired cuisine, and McDonald’s global presence create strong competition (Campbell 2024). Leon must differentiate through product innovation and brand strength.
[bookmark: _Toc194005327]4. Internal-External Environment Linkage Analysis
This analysis examines how Leon’s internal strengths and weaknesses interact with external opportunities and threats, providing insights into its strategic direction.
Internal Strengths and External Opportunities
Leon’s health-conscious menu is a key strength that aligns with the growing societal trend towards healthier eating. As consumers increasingly prioritize nutrition and sustainability, Leon has the opportunity to further strengthen its market position by emphasizing its commitment to healthy, sustainable food choices, capitalizing on the rise of health-conscious consumerism.
External Threats and Internal Weaknesses
However, economic inflation and rising ingredient costs pose a challenge to Leon’s high-cost structure. The premium ingredients that define Leon’s menu become more expensive in times of inflation, squeezing profit margins and making it harder to maintain competitive pricing while adhering to quality standards.
Strategic Conflicts
The maturity stage of the industry creates a conflict: Leon needs to focus on cost control while also investing in research and development (R&D) to keep its health-focused menu innovative. This balance between controlling costs and maintaining product innovation is crucial for Leon to stay competitive in a market characterized by slow growth and intense price competition.
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[bookmark: _Toc194005329]5.1 Short-term Recommendations
Optimizing the Digital Ordering System
To align with the growing technological trends in the PESTEL analysis, Leon should enhance its digital ordering system. Improving mobile app functionality, online ordering, and delivery services will streamline the customer experience, reduce wait times, and boost operational efficiency. For example, Incentivio (2024) emphasizes that online ordering accelerates the ordering process, allowing customers to browse menus, customize orders, and pay with ease, all from their smartphones, thereby improving overall customer satisfaction.
Leverage Exclusive Supplier Partnerships
To strengthen its competitive position, Leon should establish exclusive supplier partnerships to secure premium, sustainable ingredients. This aligns with the VRIO framework, ensuring access to rare and valuable resources that are difficult for competitors to imitate, reinforcing Leon’s position in the healthy fast food market.
[bookmark: _Toc194005330]5.2 Long-term Recommendations
Expand into the European Market
With the UK market reaching maturity, Leon should explore expansion into European markets. Targeting health-conscious regions, such as Germany and France, will help capitalize on growing demand for nutritious fast food and fuel long-term growth. In France, there is a notable shift towards indulgent food choices that also promote health, with consumers seeking products that satisfy cravings without compromising nutritional value (Innova Market Insights. 2024).
Develop Sustainable Packaging
Leon should invest in sustainable packaging to meet growing consumer demand for environmentally friendly practices. This initiative aligns with PESTEL environmental factors and can enhance the brand’s appeal to environmentally conscious consumers while supporting cost efficiencies in the long term.
[bookmark: _Toc194005331]6. Conclusion
This report has examined Leon’s strategic position, identifying key strengths such as its health-conscious menu and commitment to sustainability, which align well with societal trends. However, Leon faces challenges such as a high-cost structure and intense competition, compounded by economic pressures like inflation.
The primary strategic priorities for Leon should be:
Short-term: Optimize the digital ordering system to improve efficiency and customer experience, and establish exclusive supplier partnerships to strengthen its health-focused niche.
Long-term: Expand into European markets to capitalize on emerging growth opportunities and develop sustainable packaging solutions to meet consumer demand for environmental responsibility.
In conclusion, Leon must balance cost control with innovation while leveraging its strengths to address external opportunities and overcome challenges. By executing these strategies, Leon can maintain its competitive edge and secure long-term growth.
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