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[bookmark: _Toc212143521]Marketing Environmental Analysis for Pioneers and Followers 
The plant-based meat industry presents a compelling case study of market dynamics between pioneering and follower organizations. Pioneers, such as Beyond Meat are the First-movers who invest heavily in research and development (R&D) to establish and legitimize a new product category (Choudhary, A., 2020). Followers, such as Tesco's Plant Chef is the Late entrant to the plant-based meat industry (Pappos, N.S., 2024), are using the existing infrastructure and consumer education to provide competitive, frequently private-label substitutes (Kotler and Keller, 2016). This study will critically discuss how two important macro-environmental actors, the economic environment and the socio-cultural environment will present diverse opportunities and threats to these varying strategic positions in the UK market. This analysis is of special relevance to strategic marketing management due to the volatility in the industry of a rapid growth initially followed by a contraction in the market in the recent past.
[bookmark: _Toc212143522]1. External macro marketing Actors create opportunities and threats for pioneering and follower organisations 
[bookmark: _Toc212143523]1.1 The Economic Environment: Inflation and Consumer Spending Power
Consumer behaviour is tremendously and directly affected by economic environment (Shafik, W., 2025), which includes inflation, interest rates, disposable income, etc. In the case of the plant-based meat industry, this has become a critical determinant of performance.
[bookmark: _Toc212143524]1.1.1 Threats and Opportunities for the Pioneer: Beyond Meat
In the case of Beyond Meat, as a pioneer in the industry, the existing economic conditions in the UK are highly threatening. The company uses a high-pricing strategy, which is motivated by the fact that the cost of R&D is high, and it applies proprietary technology to develop its flagship products such as the Beyond Burger and Beyond Sausage (Beyond Meat, 2024). Nevertheless, the UK is facing a long period of cost-of-living crisis (Devine et al., 2024), which is making consumers more price-sensitive, and trading down to less expensive options (Kantar, 2023). This poses a direct threat to the Beyond Meat value propositions.
This weakness is highlighted by the recent financial performance of the company. In 2023, Beyond Meat reported a major debt reorganization and reported a drastic reduction in revenues, which it said was partially due to a lack of demand in the plant-based meat segment and increased competition (Beyond Meat Annual Report, 2024). This means that their high quality products are usually first to be removed in the shopping baskets when there is a downturn in the economy. financial performance. 
On the other hand, an economic opportunity for Beyond Meat lies in strategic partnerships and a potential "flight to quality". Although direct consumer spending will be reduced, the ability to build partnerships with quick-service restaurants (QSRs) and foodservice providers can guarantee volume sales (Finance, M.I., 2025). Moreover, there are a group of the ethically-focused loyal consumers, who might still focus on the brand, considering it as the high-quality product worth the premium even in the crisis. Nonetheless, this segment is likely too small to sustain mass-market ambitions, presenting a critical strategic challenge. 
[bookmark: _Toc212143525]1.1.2 Opportunities and Threats for the Follower: Tesco Plant Chef
In the case of the follower brands such as Tesco Plant Chef, there is a huge opportunity presented by the economic environment. Tesco being a private-label brand enjoys the economies of scale (Gupta, 2024), that are immense, the already established supply chains and the insignificant R&D expenses. This enables it to offer its goods at a low cost which is usually way less than the first-mover brands (Tesco, 2024). During an inflationary era, such price differentiation is an effective marketing instrument, as Tesco would be able to attract value-seeking customers eager to explore the world of plant-based meat but not ready to pay a high price.
This strategy directly transforms the threat of pioneer into an opportunity of the follower. Tesco has a large retail footprint and a recognized brand name  (Tesco PLC, 2025), that makes it easy to make a switch since consumers want cheaper alternatives. Cost of category education is not borne by the follower, it is only a cheaper substitute of a product that is already defined. This enables the Tesco to swiftly get the share during the economic recessions which will ensure its presence as a leading player who is reachable.
The primary economic threat to a follower like Tesco Plant Chef can face is a price war (Ajbell.co.uk, 2025). With other retailers introducing rival own-label brands (e.g. the OMV! by Asda, or Sainsbury Plant Pioneers), the market will be flooded with low-margin items. This excessive competition will undermine profitability, and could result in the impression of inferior quality in case cost-reductions affect the ingredients or flavor of the products, possibly harming the long-term reputation of the whole category, including the innovator. 
[bookmark: _Toc212143526]1.2 The Socio-Cultural Environment: Evolving Health and Sustainability Perceptions
The plant-based trend is enabled by socio-cultural factors (Raneri, C., 2022), such as consumer attitude towards health, wellness and environmental sustainability. However, these perceptions are not fixed and their evolution creates a shifting landscape.
[bookmark: _Toc212143527]1.2.1 Threats and Opportunities for the Pioneer: Beyond Meat
The winning principle of Beyond Meat was initially developed on the basis of a strong socio-cultural story that its products were healthier and more environmentally friendly than the animal meat (Beyond Meat, 2024). This opened a major opportunity, which involved early adopters who were driven by ethics and wellness. But even this story has turned out to be a threat as the consumer knowledge becomes stronger.
One of the critical changes is the increasing interest in the scrutiny of the so-called health halo of ultra-processed foods (UPFs) (Chiaranda, E., Wageningen, n.a). With the growing distinction of nutritional science between whole-food plant-based and those including processed meat analogues, the early adopters of this trend, such as Beyond Meat, have a reputation problem (Monteiro et al., 2019). The perception of the dominant consumer should change to viewing plant-based as something healthy and processed food as something unhealthy or the very essence of the marketing message of the pioneer will be compromised. This demands a tactical shift to telling more articulate and cleaner ingredient stories, which is expensive and can be technologically demanding.
The sustainability argument, though remaining a powerful one, is also coming under fire. Consumers and media are starting to look at the entire lifecycle environmental impact of such products (Kustar, A. and Patino-Echeverri, D., 2021), such as processing energy and packaging. The most obvious brand, a pioneer, is the one that gets a significant portion of this increased attention. Transparency and innovation, however, can be the opportunity. Beyond Meat may use its R&D capacity to become the first to have better environmental performance, such as by finding more sustainable materials or creating new innovative products with even smaller footprint, to strengthen its innovator image and its premium price (Guthman, J. and Biltekoff, C., 2021).
[bookmark: _Toc212143528]1.2.2 Opportunities and Threats for the Follower: Tesco Plant Chef
In the case of Tesco Plant Chef, the evolving socio-cultural landscape presents a different set of dynamics. The category is de-risked and this is good news to the follower. The pioneer has already passed the first stage of consumer education and normalised the idea of plant-based meat. Tesco will be able to find its way in the market without necessarily persuading the consumers that the category is viable, but rather the usefulness of taste, convenience, and price. Its main opportunity is that of serving the flexitarian majority. This vast consumer group does not necessarily have ethical motivation but they are trying to decrease meat consumption, either out of health, or out of variety or expense (Mintel, 2023). Tesco Plant Chef, which is available, familiar and trustworthy in the weekly shop, is positively aligned with this flexible less-ideologically-driven consumer. Its promotional efforts can be on convenient replacements and meals friendly to the family, without any of the complicated health and sustainability discussions that bedevil the innovator. The socio-cultural threat presented to a follower such as Tesco is the absence of a solid, unique brand story. Whereas Beyond Meat is a mission-driven brand, Tesco Plant Chef is a product line. In case general-category trust falls, caused by either a negative health press or sustainability, a private-label brand might not have the brand equity to weather the storm. Consumers can simply forego the category instead of downgrading to a lower perceived unhealthy or unsustainable product. It is the interest of the follower to the general wellness of the category, which is constructed first and then battlemented by the pioneer.
[bookmark: _Toc212143529]1.3 Conclusion
Macro marketing environment is not just a unitary environment but is a multi-faceted system that has varying effects on organisations depending on their strategic posture. In the case of the UK plant-based meat sector, where Beyond Meat is the first of its kind, the economic forces such as inflation pose an existential threat to their premium business model, and the changing socio-cultural view of health risks their original marketing arguments. They have a chance to exploit their brand power to partner with others and be the first in introducing new technologies. On the other hand, in the case of followers, such as Tesco Plant Chef, an obvious opportunity to gain market share via value pricing afforded by the same economic pressure and the developed socio-cultural environment offers an easy ready-made market of flexitarians. Their main risk is the reputational damage of the category and strong price competition. Finally, strategic management of marketing in this tumultuous industry takes a delicate insight that an identical external change may be a disruptive challenge to one competitor and a catalyzing opportunity to the other (Al-Edenat, M., 2023). The life of the pioneer lies in constant innovation and brand reinforcement, and the success of the follower is determined by their efficiency in operations and how well they make use of the market environment in which the pioneer took the first risk.
[bookmark: _Toc212143530]2. Strategic response to Macro-environmental factors
The volatile macro-environment requires a rapid and unconventional approach to strategy by the players in the market. As innovators and entrants in the plant-based meat business sector of the UK, the twin forces of an untenable economic environment and the evolving socio-cultural mindsets have caused a strategic reckoning. This analysis is a critical evaluation of the way a leader, Beyond Meat and a follower, the Tesco Plant Chef, implement different marketing tactics to manoeuvre around these external forces. Based on empirical observations and strategic models, it has shown that pioneers must fight battles that are expensive and multi frontal just to protect their high-end positioning, whereas followers can brilliantly use their natural structural advantage to create value and market share (Boury, 2025).
[bookmark: _Toc212143531]2.1 Strategic Responses to the Economic Environment
[bookmark: _Toc212143532]2.1.1 Pioneer Response: Beyond Meat’s Defensive and Offensive Maneuuvres
Faced with a high sensitivity to prices and a 30.5% net revenue decrease in the fourth quarter of 2023 (Beyond Meat, 2024), Beyond Meat has had to implement a two-pronged approach.
Strategic Price Architecture and Value Re-engineering: The fundamental issue of Beyond Meat is that its prices are typically 50-100 percent more than the animal protein meal and its own-label product (Castro, R., et al., 2025). The company has reacted by grudgingly resorted to strategic pricing cuts and more promotion expenditure. It had an extremely negative gross margin in 2023, at -30.5% in part because of "promotional discounts and trade allowances" (Beyond Meat, Inc., 2025). It is a counteroffensive, eroding strategy that must be undertaken to retain shelf space and consumer trial. More strategically, Beyond Meat is trying to re-engineer a value by product iteration. In the effort to justify its premium with better health attributes, the introduction of its Beyond IV platform in 2023 which claims to contain less saturated fat and cleaner ingredient profile is an effort to renounce pure price in favour of a value oriented at enhanced health attributes (Beyond Meat, Inc., 2025)
Channel Diversification and B2B Partnerships: Beyond Meat is being aggressive in their foodservice channel in order to reduce softness in retail (down 21.4% in Q4 2023) (Anay Mridul, 2025). Partnerships with large Quick-Service Restaurants (QSRs) such as McDonalds (McPlant), KFC and Pizza Hut offer stability of the volume and essential brand exposure. According to CEO Ethan Brown, the plan is to establish a robust footprint in foodservice so as to stimulate trial and familiarity (Beyond Meat, 2024). This uses the high brand equity of the pioneer to win B2B contracts, which is less available to the unknown brands of private labels.
[bookmark: _Toc212143533]2.1.2 Follower Response: Tesco Plant Chef’s Aggressive Value Positioning
Tesco’s strategy is to exploit the pioneer's vulnerabilities.
Private-Label Power and Price Leadership: Tesco directly goes to the economic point of pressure and places Plant Chef as a value-oriented competitor that offers affordable prices. Direct comparison of prices reveals that a Plant Chef burger is expected to cost about PS1.75 per two portions of the food, and two-packs of Beyond Burger patties cost about PS5.00 (Tesco.com, 2024). Even this 65 percent price difference is a strong marketing statement of its own. Tesco utilizes its massive purchasing strength, combined supply chain and low R&D base to accomplish it, basically employing the cost leadership as its main marketing strategy. This has helped the high performance of the private-label division which expanded its market share of the UK plant-based market to 36 percent in 2023, compared to 32 percent in 2022 (AHDB, 2024).
In-Store Merchandising and Bundle Promotions:  Moreover, Plant Chef products are often part of Tesco's popular Clubcard Price promotions and meal offers, which further support the value message and encouraging trial without the financial risk associated with the pioneer's premium product. This strategy not only forces the follower to sell but it also exerts tremendous strain on the shelf space and the visibility ability of the pioneer.
[bookmark: _Toc212143534]2.2 Strategic Responses to the Socio-Cultural Environment
[bookmark: _Toc212143535]2.2.1 Pioneer Response: Beyond Meat’s Narrative Defence and Product Evolution
The erosion of the "health halo" represents an existential threat to Beyond Meat's brand narrative, forcing a strategic pivot.
From "Plant-Based" to "Health & Wellness": Recognizing the negative consumer sentiment towards ultra-processed foods (UPFs), Beyond Meat is actively re-branding itself as a health and wellness company (www.beyondmeat.com, n.d.). The release of Beyond IV is the key to this. The company emphasizes the fact that the new recipe contains 20 percent less saturated fat and sodium and is prepared with avocado oil, which is a direct answer to major health concerns (Beyond Meat, 2024). The marketing communications are no longer based on strictly ethical and environmental advantages, but on the statements such as our health journey continues, implying a direct answer to the shifting socio-cultural discourse (Beyond Meat, 2024).
Transparency and Science-Led Storytelling: Beyond Meat is also increasing its investment in scientific credibility to overcome scepticism. This includes the release of lifecycle analysis reports to support its environmental assertions and scientific studies on health effects of its products. As an example, one of the studies it financed revealed that replacing animal meat with Beyond Meat led to the improvement of some cholesterol levels (Beyond Meat, 2023). This is to apply science to regain trust and distinguish between the considered formulation of the pioneer and the possibly more generic recipe of the follower.
[bookmark: _Toc212143536]2.2.2 Follower Response: Tesco Plant Chef’s Pragmatism and Mainstream Appeal
Tesco’s socio-cultural strategy is not to lead the debate but to pragmatically service the matured market.
"Flexitarian" Focus and Normalisation: Tesco avoids complex health or sustainability debates. Rather, its positioning of Plant Chef is over-emphasized on taste, convenience and familiarity. The language used in product descriptions includes such descriptive words as juicy, a whole-family meal, and perfect in burgers (Tesco.com, 2024).This appeals to the flexitarian consumer, which is the most important growth group that is often lost or marginalized by the UPF debate. According to a Mintel (2023) report, 48 per cent of consumers in the UK believe that plant-based foods are being over-processed, but 35% of meat-eaters still use them. Tesco targets this large, pragmatic middle ground.
Brand Trust and Accessibility: Tesco leverages its overarching brand equity as a trusted UK retailer. To a consumer, who is more concerned with emerging food technological advancements, Tesco name offers a sense of confidence and quality. The idea is to transform plant-based eating to be something non-intimidating and normal at a week of shopping at Tesco. The lack of boldness, specific health claims will place the Platform Chef brand insulated against possible backlash or criticism, which the pioneer, by its mission-driven status, would have to inevitably take a risk of.
[bookmark: _Toc212143537]2.3 Critical Evaluation and Conclusion
The strategic actions of Beyond Meat and Tesco Plant Chef illustrate an underlying difference in the approach of pioneers and followers to a difficult macro-environment. Beyond Meat's strategy is one of high-cost, high-stakes adaptation. 
It must spend on research and development (as seen with Beyond IV platform), price wars that destroy its margins, and scientific research, all in the process of having to protect its brand narrative on various fronts. This is the natural weight of the pioneer: it must invent, educate itself all the time to make its premium and its existence worth it. This is demonstrated by its recent financial performance, with a net loss of $155.1 million in Q4 2023 (Beyond Meat, 2024) highlighting the sheer impossibility of this strategy in a hostile economic and a sceptical cultural environment. Tesco Plant Chef on the contrary has a low-cost, high-efficiency leveraging strategy (Tesco PLC, 2024). It enables the pioneer to incur the expenses and risks involved in creating the market and then they capitalize on the demand. Its answers do not lie in reinventing, but optimising: using its supply chain to pursue price leadership (Tesco PLC, 2022), its retail space to pursue better merchandising and its established brand to pursue the mass-market. This strategy can be considered successful as the market share of plant-based products of the own label grows in the UK (AHDB, 2024).
[bookmark: _Toc212143538]2.4 Conclusion 
In conclusion, the contemporary macro-environment turbulence in the UK is enhancing a natural market shake out. It has a critical sentinel of the business model of the pioneer and favours those followers who have lean operations and direct access to consumers. To be able to survive, Beyond Meat should manage to implement a pivot to a healthier product that has been proven and establish its place in foodservice. In the case of Tesco, the problem is to stay quality and not to resort to the commoditisation battle that may undermine the whole category. It is no longer a strategic struggle to develop the market, but to determine who will be the owner of its most valuable and sustainable segments.
.
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