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[bookmark: _Toc234345474][bookmark: _Toc234351628]Executive Summary
This report analyses the strategic position of Greggs plc within the UK food-to-go market, and offers a Board-level strategy to enhance a competitive advantage. Greggs has shifted its traditional bakery image to a contemporary value-based food-on-the-go retailer without losing popular goodwill and price sensitivity. The results of its 2025 demonstrate both stability and strain: the total sales increased to GBP2.151 billion and the food-to-go visit share was 8.6% but underlying operating margin was dropped to 8.7% and underlying profit before tax was reduced to GBP171.9 million (Greggs plc, 2026a; Greggs plc, 2026b). Quality growth is the key concern and not quantity growth.
The analysis concludes that Greggs has an advantage in the form of brand trust, value pricing, supply-chain ownership, national reach, digital engagement and employee culture. Nevertheless, it is under pressure due to the food inflation, wage growth, intense competition, change in diet, and consumer lack of confidence (ONS, 2026; GOV.UK, 2026; Reuters, 2026a). The suggested plan is value-based differentiated growth: selective estate growth, more breakfast and evening trade, greater loyalty based on apps, and controlled delivery economics and quantifiable CSR implementation, with over-extension under Board control, dependency on platforms and erosion of margins. It is more appropriate than pure cost leadership or premium repositioning since it safeguards affordability and employs convenience, and digital access, responsible operations and product relevance to maintain advantage.


[bookmark: _Toc234345475][bookmark: _Toc234351629]1. Introduction
This report will take the form of a strategic management consultant to the Board of Directors of Greggs plc. The target market is the UK food-to-go market since it is the main strategic space of Greggs and the most clear-cut environment in which to assess competitive advantage. Greggs is competing in the bakery, quick-service, coffee, supermarket convenience and delivery occasion, hence the report would categories it as a large-scale food-to-go retailer, which is under pressure due to inflation, labour costs, consumer confidence, health trends, estate growth and digital delivery.
The report uses PESTEL, VRIO, SWOT, CSR analysis, the Balanced Scorecard, Porters Five Forces, Ansoffs Matrix, SAFe (Suitability, Acceptability and Feasibility) and a simple BCG portfolio lens. The instruments construct a single connected argument: Greggs has an advantage due to the interplay between the everyday value, brand recognition, supply-chain management, convenience and responsible image. The main issue is how Greggs will be able to continue expanding whilst safeguarding value, quality, culture, operational reliability and profitability. Context-specific judgement is thus applied with the help of strategy tools instead of generic listing (Johnson et al., 2020).
[image: ]
[bookmark: _Toc234345447]Figure 1. Strategic logic map for the Greggs report. Source: Author's analysis.

[bookmark: _Toc234345476][bookmark: _Toc234351630]2. Organizational Context and Market Overview
The report will be in the format of a strategic management consultant to the Board of Directors of Greggs plc. The UK food-to-go market is the target market as it is the primary strategic area of Greggs and the most straightforward environment to evaluate competitive advantage. Greggs is in the competition of bakery, quick-service, coffee, supermarket convenience and delivery occasion, therefore, the report would classify it as a large-scale food-to-go retailer, which is experiencing pressure in the form of inflation, labour costs, consumer confidence, health trends, estate growth and online delivery.
The report uses PESTEL, VRIO, SWOT, CSR analysis, the Balanced Scorecard, Porters Five Forces, Ansoffs Matrix, SAFe (Suitability, Acceptability and Feasibility) and a simple BCG portfolio lens. The tools form one coherent argument, Greggs has an advantage because of the combination of the everyday value, brand recognition, supply-chain management, convenience and responsible image. The biggest question is how Greggs will manage to keep on growing and at the same time protect value, quality, culture, operational reliability and profitability. The use of generic listing is therefore replaced by context-specific judgement through the assistance of strategy tools (Johnson et al., 2020).
[bookmark: _Toc234351645]Table 1. Greggs strategic profile
	Area
	Evidence
	Strategic meaning

	Core market
	UK food-to-go, including breakfast, lunch, snacking, dinner, delivery and travel locations.
	The relevant strategic arena is broad convenience eating, not only bakery retail.

	Scale
	2,739 shops at year-end 2025; 2,759 shops by May 2026 after 20 net openings in the first 19 weeks (Greggs plc, 2026b; 2026c).
	Scale supports reach, brand salience and purchasing power, but expansion increases operational complexity.

	Financial position
	Total sales GBP2.151 billion in 2025, but underlying operating margin fell from 9.7% to 8.7% (Greggs plc, 2026b).
	Growth is strong, but margin protection is the immediate Board-level issue.

	Market position
	Food-to-go visit share increased by 0.5 percentage points to 8.6% in a market where visits fell 3.1% (Greggs plc, 2026b).
	Greggs is gaining share in a difficult market, which suggests strategic resilience.

	Value proposition
	Low prices, freshly prepared food, friendly service, convenience and accessibility (Greggs plc, no date c).
	The value proposition should be protected from brand dilution or excessive premiumisation.


Source: Author's analysis based on cited sources.
[bookmark: _Toc234345477][bookmark: _Toc234351631]3. External and Internal Analysis
[bookmark: _Toc234345478][bookmark: _Toc234351632]3.1 PESTEL analysis
PESTEL divides the macro-environmental forces and the company-based decisions. In the case of Greggs, the most important fact is that the UK food-to-go market is becoming increasingly valuable under challenging circumstances: consumers demand convenience and affordability, and the price of food, wage expenses and pressure on disposable income decrease the margin. The most important factors are therefore economic, social, technological and legal factors, whereas environmental and political pressures are having a greater influence on the cost, reputation and licence to operate.
[bookmark: _Toc234351646]Table 2. PESTEL analysis of Greggs in the UK food-to-go market
	Factor
	Evidence
	Opportunity or threat
	Strategic implication

	Political
	UK employers face direct policy-driven cost pressure through minimum wage policy and employment taxation. The National Living Wage rose to GBP12.71 from April 2026 (GOV.UK, 2026).
	Threat with some social legitimacy benefit.
	Greggs must protect margins through productivity and scheduling discipline rather than simply passing all costs to customers.

	Economic
	Food and non-alcoholic beverage prices rose 4.5% in the 12 months to December 2025, while Greggs reported 5.5% like-for-like cost inflation in 2025 (ONS, 2026; Greggs plc, 2026b).
	Threat and opportunity.
	Inflation pressures margins, but value positioning can attract trade-down customers from more expensive cafes and casual dining.

	Social
	Greggs notes customer interest in protein, fibre and smaller portions, while consumer sentiment remains a sales headwind (Greggs plc, 2026b).
	Mixed.
	Product development must broaden appeal without losing the brand's everyday affordability and indulgent identity.

	Technological
	App scans reached 26.7% of company-managed shop transactions in 2025 and delivery sales reached 6.8% of company-managed shop sales (Greggs plc, 2026b).
	Opportunity with dependency risk.
	Digital loyalty can increase repeat visits, but reliance on third-party delivery platforms can weaken margins and data ownership.

	Environmental
	Greggs targets net zero for Scope 2 emissions by 2030 and all scopes by 2040 (Greggs plc, no date d).
	Opportunity and accountability risk.
	Sustainability should reduce waste and energy use, not sit separately from operating performance.

	Legal
	Food safety and allergen management are material risks for a large food operator, especially as product range and delivery occasions expand (Greggs plc, 2026a).
	Threat.
	Menu innovation and daypart expansion require strict systems, training and transparent product information.


Source: Author's analysis based on cited sources.
The greatest external pressure is the economic environment. Inflation increases ingredients, packaging, and labour and energy and labour costs, although it may also make Greggs more relevant as customers switch down to more expensive coffee shops, takeaways and casual restaurants. This is why it is possible to increase sales and market share and decrease the margins. The Board must consider 2025 performance then as a lesson of not expanding in-disciplinarily: top-line growth is not enough when incremental sales are preoccupied with labour, supply-chain and delivery expenses.
A second tension is brought about by social trends. Greggs positively enjoys the convenience-led eating, breakfast demand and good value perception and customers are also subjected to the health stories, high-protein diets and issues with processed food. The story published by Reuters (2026a) states that management believes that low confidence and changes in diet are important than a single cause like appetite-reducing medication. Greggs must not lose core products, since they form the base of brand identity, although healthier and more protein-dense products can be used to broaden relevance provided they are additions to the value-led proposition.
The combined PESTEL opinion is that Greggs is experiencing a growth paradox. The market is still big and convenience-driven, yet the economics of growth are not as lenient as they used to be. That is why the report does not address external analysis as a background scan but as a kind of a filter to the strategy. The opportunities which maximize visit frequency or basket value, but do not require disproportionate labour, energy, waste or platform costs, are the most attractive.
[bookmark: _Toc234345479][bookmark: _Toc234351633]3.2 VRIO analysis
VRIO determines the value of resources, their rarity, the imitation and organizational inertia (Barney, 1991). Greggs does not have a single product, which could be regarded as its strongest resource since it can be copied. It is a self-perpetuating brand trust, low-price credibility, self-supply chain, national estate, product routines, staff culture and digital access. This is in line with the resource-based perspective that the sustained advantage is based on resources that are difficult to obtain or imitate by competitors (Barney, 1991; Grant, 1996).
[bookmark: _Toc234351647]Table 3. VRIO assessment of Greggs
	Resource or capability
	V
	R
	I
	O
	Board-level judgement

	Brand trust and value identity
	Yes
	Partly
	Partly
	Yes
	A strong advantage because Greggs is associated with everyday affordability and familiarity. It is not fully rare, but the emotional brand meaning is hard to replicate quickly.

	Own supply chain and logistics
	Yes
	Partly
	Yes
	Yes
	Strategically important because it supports quality, availability and price control across a national estate. New Derby and Kettering distribution centers increase capacity toward 3,500 shops (Greggs plc, 2026b).

	National shop estate and convenience locations
	Yes
	Yes
	Partly
	Yes
	Scale creates visibility and convenience, especially in high-footfall locations, travel hubs, retail parks and roadsides. Risk increases if expansion weakens shop economics.

	Digital loyalty and app data
	Yes
	No
	No
	Partly
	Valuable but not rare because competitors use apps. It becomes more strategic if Greggs improves direct CRM and reduces platform dependency.

	Employee culture and profit-sharing
	Yes
	Partly
	Partly
	Yes
	Culture supports service consistency. Greggs states that 10% of profits are shared with colleagues, which can strengthen engagement (Greggs plc, no date e).

	Greggs Pledge and community reputation
	Yes
	Partly
	Partly
	Yes
	Reputation advantage if commitments are measurable and credible. It becomes risky if expansion undermines environmental or employee claims.


Source: Author's analysis based on cited sources.
The VRIO analysis reasons why pure cost leadership is not advisable to Greggs. Price is important but price promotion can be emulated by supermarkets, fast-food chains and meal deals. The advantage of Greggs is system based: the recognizable products, high visibility, the control of the manufacturing and logistics, great volumes and service culture which promotes the frequent interactions. The organizational question is whether these resources can be coordinated with its growth of the estate. The dynamic capability theory is applicable since Greggs will have to make adjustments to products, locations and channels and maintain effective routines (Teece, Pisano and Shuen, 1997).
The most important internal assessment is that Greggs has got a competitive advantage both operationally and in relation. The customers do not just purchase a product of low price but a routine that they are used to and trust. Supply-chain planning, uniform shop formats, familiar products, speedy service and a culture that rewards colleagues are some of the practices that support this routine. This type of system is less imitable as compared to an individual menu item and this is why the expansion has to safeguard the simplicity of operation.
[bookmark: _Toc234345480][bookmark: _Toc234351634]3.3 SWOT synthesis
The SWOT can be applied at Level 7 in case it results in strategic judgement. The strengths and opportunities enable Greggs to grow whereas the weaknesses and threats indicate why Greggs needs to be disciplined. The point of interest is the discrepancy between the growth in sales and quality of profits. In 2025 Greggs increased total sales and market share but margin and underlying profit declined. This implies that there is a need by the Board to make a difference between attractive and value-creating growth.
[bookmark: _Toc234351648]Table 4.SWOT and TOWS implications
	Strengths
	Weaknesses
	Opportunities
	Threats
	Strategic implication

	Value-led brand, market-share growth, supply-chain ownership, estate scale, app growth and employee culture.
	Falling margin, UK market concentration, capital intensity, delivery-platform dependency and complexity from wider menu and dayparts.
	Food-to-go market growth, travel and roadside locations, evening trade, app-based loyalty, healthier menu options and supply-chain capacity.
	Food inflation, wage and tax costs, high rivalry, consumer confidence pressure, allergen risk and environmental scrutiny.
	Use strengths to capture convenience and day-part growth, but priorities margin discipline and operating consistency.

	Brand salience and everyday affordability are strong during cost-of-living pressure.
	Affordable price identity limits ability to recover all cost inflation through price increases.
	Trade-down behavior may favor Greggs over premium cafes.
	Competitors can use promotions and supermarket meal deals to attack price perception.
	Protect value perception through selective pricing, waste reduction and productivity improvement.

	Own supply chain supports consistent food and lower cost.
	Supply-chain investment creates short-term capex and execution risk.
	New distribution centers can support 3,500-shop capacity.
	Poor implementation could damage availability or service reliability.
	Treat logistics investment as an enabler of profitable growth, not just expansion volume.


Source: Author's analysis based on cited sources.
The TOWS analysis is obvious: Greggs ought not to take the route of premium repositioning or the unrelated diversification. Premiumisation would destroy value identity and unrelated diversification would distract the management. A more powerful alternative is guided differentiation, in a value-led model, by convenient, daypart depth, app usage, supply-chain control and responsible operations to amplify the core offer.
This renders the SWOT diagnosis to be selective as well. The main idea is not to take advantage of all the opportunities, but to select the opportunities to reinforce the same value system. Travel hubs, breakfast development, app usage and regulated evening trade are suitable to this test since they build on the already existing functions. In comparison, aggressive premiumisation, convoluted restaurant-style menus or foreign expansion that has nothing to do with the core advantage would add to the execution risk without enhancing the core advantage.
[bookmark: _Toc234345481][bookmark: _Toc234351635]4. Holistic Evaluation: CSR and Balanced Scorecard
[bookmark: _Toc234345482][bookmark: _Toc234351636]4.1 CSR strategy and alignment
The Greggs Pledge and the Doing Good framework are the frameworks of the CSR strategy at Greggs. The pillars have made the planet a safer place and a better business by being stronger and healthier communities (Greggs plc, no date f). This is in line with the stakeholder theory as Greggs legitimacy is pegged on customers, employees, suppliers, communities and shareholders, and the Carroll CSR logic since in the mass-market food retailing, the economic, legal, ethical and community responsibilities intersect (Freeman, 1984; Carroll, 1991). The CSR exercise is not thus isolated philanthropy but an aspect of creating trust in a mass-market food company.
The community pillar is evident in the form of donation to the Greggs Foundation, outlet shops of selling excess food at a lower price, food redistribution and community support (Greggs plc, no date g). The planet pillar consists of a 2040 net zero ambition, Scope 2 by 2030, green electricity buying and fleet transition (Greggs plc, no date d). Better business pillar includes the values, profit sharing, diversity, inclusion and responsible procurement (Greggs plc, no date e; Greggs plc, 2025).
The most important thing is that CSR will be more difficult when Greggs grows bigger. Increased stores, extended hours of opening, expansion of delivery and expanded menu can lead to increased waste, emissions, labour strain and complexity of suppliers. The Greggs Pledge is thus a reputational asset, as well as an accountability risk. CSR should not be a standalone story but instead operational KPIs, such as food waste, energy usage, fleet transition, responsible sourcing and retention of colleagues, etc.
[bookmark: _Toc234351649]Table 5. CSR alignment with business objectives
	CSR pillar
	Greggs evidence
	Strategic value
	Critical risk

	Stronger, healthier communities
	Greggs Foundation, breakfast clubs, outlet shops and community funding (Greggs plc, no date g).
	Strengthens local legitimacy and reinforces everyday-accessible brand identity.
	Community claims may appear inconsistent if affordability or shop quality weakens.

	Making the planet safer
	Net zero Scope 2 by 2030 and all scopes by 2040; green electricity and fleet transition (Greggs plc, no date d).
	Can reduce energy and waste costs while improving stakeholder trust.
	Expansion and delivery growth may raise emissions unless carefully controlled.

	Better business
	Profit sharing, inclusion commitments, National Equality Standard reaccreditation and responsible procurement controls (Greggs plc, no date e; Greggs plc, 2025).
	Supports culture, retention, supplier standards and operational reliability.
	Labour pressure and faster growth may strain employee experience.


Source: Author's analysis based on cited sources.
[bookmark: _Toc234345483][bookmark: _Toc234351637]4.2 Balanced Scorecard
Balanced Scorecard does not allow the Board to be overly dependent on sales and profit levels. Kaplan and Norton (1992) posit that strategy must be converted into financial and non-financial measures that are connected. This matters to Greggs as the growth in sales may conceal risks in margin, availability of products, waste, employee competency or customer confidence. The following scorecard relates the suggested plan to performance controls.
[bookmark: _Toc234351650]Table 6. Balanced Scorecard for Greggs
	Perspective
	Objective
	KPIs
	Target logic
	Initiatives

	Financial
	Protect profitable growth while continuing market-share gains.
	Total sales, underlying operating margin, underlying PBT, ROCE, structural cost savings.
	Sales should grow above market, but margin should stabiles after falling to 8.7% in 2025 (Greggs plc, 2026b).
	Productivity program, selective pricing, waste reduction, supply-chain optimization and post-capes benefit tracking.

	Customer
	Strengthen value, convenience and everyday relevance.
	Food-to-go visit share, breakfast rank, app scan rate, satisfaction, delivery basket value.
	Maintain or grow 8.6% visit share and number-one breakfast position (Greggs plc, 2026b).
	Value meal architecture, loyalty offers, breakfast leadership, better hot-food availability and consistent service.

	Internal processes
	Improve operating consistency across stores, dayparts and delivery channels.
	Availability, service speed, waste, shop productivity, delivery fulfilment, allergen compliance.
	Growth should not reduce availability, freshness or food safety performance.
	Demand forecasting, scheduling, supply-chain capacity, delivery process controls and allergen systems.

	Learning and growth
	Build people, digital and analytical capability.
	Employee retention, training, internal progression, app usage, CRM maturity, AI/data capability.
	App scans should continue rising from 26.7% of company-managed shop transactions (Greggs plc, 2026b).
	Frontline training, leadership development, data analytics, CRM personalization and cyber resilience.

	Sustainability overlay
	Make responsible growth measurable.
	Scope 2 progress, food-waste redistribution, responsible procurement, community impact, fleet emissions.
	Progress toward Scope 2 net zero by 2030 and all scopes by 2040 (Greggs plc, no date d).
	Energy monitoring, waste reduction, supplier checks, fleet transition and community-outlet expansion.


Source: Author's analysis based on cited sources.
One of the principles that are noted in the scorecard is that the expansion of the estate should not be evaluated solely in terms of the number of shops or sales. Provided that the growth undermines the availability of the products, the speed of the service, the retention of employees, the food safety or waste performance, it can hurt the operating system behind the Greggs advantage. The Balanced Scorecard should therefore be employed by the Board as an execution discipline as opposed to a reporting dashboard.
The scorecard should also establish accountability to the Board. Every strategic initiative should have an owner, a quantifiable goal and a review frequency. It is particularly necessary since the suggested plan is premised on trade-offs the business has to expand customer access at the same time keeping the cost in check, expand the menu at the same time safeguarding the speed, and report the social value at the same time minimizing environmental impact.
[bookmark: _Toc234345484][bookmark: _Toc234351638]5. Strategic Choices and Implementation
[bookmark: _Toc234345485][bookmark: _Toc234351639]5.1 Strategic options
Cost leadership, differentiation and focus are the primary business-level strategies (Porter, 1980, 1985). Greggs possesses cost- leadership factors since it competes based on price, but pure cost leadership would be risky in the face of labour, food and packaging costs that would squeeze margins. Another way Greggs differentiates is based on brand identity, convenience, product familiarity, CSR, and digital access. A pure differentiation would be risky to the extent that it would constitute premiumisation. Value-led differentiation under the banner of operational cost discipline is thus the right option.
[bookmark: _Toc234351651]Table 7. Strategic option evaluation
	Option
	Fit with Greggs
	Advantages
	Risks
	Decision

	Pure cost leadership
	Partly fits low-price identity.
	Supports value perception during cost-of-living pressure.
	Can erode margin and underfund service, product quality and people.
	Reject as a stand-alone strategy. Keep cost discipline as a support activity.

	Premium differentiation
	Weak fit with mainstream customer promise.
	Could improve margin per item in selected ranges.
	Risk of brand dilution and lower affordability credibility.
	Reject as overall strategy. Use limited premium or healthier products only where they reinforce choice.

	Focus strategy
	Fits specific dayparts and formats such as breakfast, travel hubs and evening.
	Builds strong positions in profitable occasions.
	Too narrow if used as the whole company strategy.
	Use as part of market development and product development.

	Value-led differentiated growth
	Strong fit with brand, resources and market conditions.
	Protects affordability while using convenience, digital, menu breadth and CSR to differentiate.
	Requires strong execution and careful complexity control.
	Recommended strategy.


Source: Author's analysis based on cited sources.
[bookmark: _Toc234345486][bookmark: _Toc234351640]5.2 Validation through Five Forces, Ansoff and SAFe
Porters Five Forces indicate that Greggs is in a market with a high rivalry, and the switching costs are low. Customers have flexibility in that they can switch between the fast foods, coffee shops, supermarkets, convenience-store food, local bakeries and delivery. The supplier power is moderate since Greggs has scale and ownership of the supply-chain but the inflation indicates that there is still input pressures. Power of buyers and substitutes are great. Greggs will thus have to compete based on a combination of value, speed, trust and location rather than just the products (Porter, 2008).
The Matrix developed by Ansoff helps in disciplined growth (Ansoff, 1957). The right way to penetrate the market is by leading in the breakfast market, loyalty offers and increased visits. Retail parks, transport hubs, hospitals, universities, petrol forecourts, supermarkets and roadside formats are suitable in market development as Greggs aims to have approximately 120 net openings by 2026 (Greggs plc, 2026c). Evening hot food, pizza, healthier options and innovation of drinks are appropriate under product development. There should be a limited amount of diversification. The BCG Matrix is not central since Greggs is a single-brand focused case but as a portfolio lens it aids in focusing on high-share or high-growth dayparts and not making irrelevant moves (Henderson, 1970).
SAFe (Suitability, Acceptability and Feasibility) makes the recommendation true. It is appropriate since the strategy is a reaction to inflation, competition, convenience, the need to go digital, and the pressure of margins. It is agreeable since it helps to guard the affordability and shareholders will have a clearer operating model and employees. This is possible since Greggs already possesses brand power, national portfolio, supply-chain management, application usage and capacity development. The primary warning is the risk of execution due to the capital spending, the complexity of delivery, food safety, allergen control and CFO succession (Greggs plc, 2026a; Reuters, 2026b).
This decision is reinforced by a BCG-style daypart view. Breakfast and lunch are similar to core high-share areas and to protect these areas with value, speed of service and availability. Evening, delivery and app-led events are future growth opportunities that should be invested in, but they should not be considered until unit economics is acceptable. This portfolio rationale will not allow Greggs to give equal weight to all growth ideas and will help it be more disciplined in its capital and management focus.
[bookmark: _Toc234345487][bookmark: _Toc234351641]5.3 Recommended strategy and implementation plan
The strategy suggested is the value-led differentiated growth in the food-to-go market in the UK. This implies Greggs will need to keep growing but in areas where new territories, online platforms and menu creation enhance the value of the core value offer. The Board must not have such a naive goal as to have more shops at all costs. Rather, it should be based on four initiatives which are interconnected.
Convenience-based estate development: maintain selective development in transport centers, retail parks, roadside sites, hospitals, universities and under-served sites, through location scorecards to control cannibalisation, staffing and logistics risk.
Daypart development: build on breakfast, lunch, snacking, evening and delivery services with rigorous menu structure to ensure product breadth does not result in a lot of waste or operational complexity.
Digital customer ownership: grow the use of apps, CRM personalization and integration of loyalty, and address the economics and customer-data constraints of Just Eat and Uber Eats.
CSR-led efficiency: relate The Greggs Pledge to quantifiable operating advantages like reduced food waste, energy use, accountable procurement, changeover and employee retention of fleet.
[bookmark: _Toc234351652]Table 8. Implementation roadmap and risk controls
	Phase
	Priority action
	Main risk
	Control measure
	Board KPI

	0 to 6 months
	Create a growth discipline dashboard linking new shops, dayparts, delivery and app performance.
	Growth decisions remain fragmented.
	Use one Board dashboard based on Balanced Scorecard measures.
	Margin, sales per shop, app scan rate, customer visits and waste.

	6 to 18 months
	Open new formats selectively and scale evening hot food where demand is proven.
	Cannibalisation, staffing pressure and inconsistent service.
	Pilot, review and roll out. Require location economics before full scaling.
	Payback, labour productivity, service speed and availability.

	12 to 24 months
	Improve digital loyalty and delivery profitability.
	Third-party platform dependency and margin leakage.
	Use delivery to recruit customers into direct app relationships.
	App frequency, direct customer data, delivery margin and basket value.

	18 to 36 months
	Embed CSR measures into operational planning.
	CSR commitments become disconnected from growth.
	Require every expansion decision to include waste, energy, labour and supplier implications.
	Scope 2 progress, food-waste redistribution, retention and supplier compliance.


Source: Author's analysis based on cited sources.
This should be implemented as a portfolio. The primary threat is the lack of strategic consistency. When Greggs attempts to be low-cost, premium, health-led, delivery-led, convenience-led and community-led simultaneously, there is a risk of brand loss and operations becoming too complicated. Strategic choice and coherence (Remelt, 2011) are essential in a good strategy, and uncertain markets need learning (Mintzberg, Ahlstrand and Lempel, 2009). The anchor should be valued by the Board and digital, CSR, evening trade and product development should be used to strengthen it.
[bookmark: _Toc234345488][bookmark: _Toc234351642]6. Conclusion
The existing strategy of Greggs is generally appropriate as it aligns with the UK demand of food-to-go in the value and convenience and trusted everyday food category. The company possesses robust brand-trust, supply-chain ownership, store size, product routines, application usage, and staff culture. Nevertheless, the performance of 2025 indicates that the increase in sales is not enough. A less disciplined next step is needed due to falling margin, profit pressure, inflation and consumer uncertainty and complexity of operations. The value-led differentiated growth must be sustained in the areas where the shops, daypart growth, digital loyalty, delivery, and CSR reinforce the core proposition. This has the ability to sustain the benefit of preserving what is already appreciated by the customers and developing resilience.
[bookmark: _Toc234345489][bookmark: _Toc234351643]7. Reflective Account Using Gibbs' Reflective Cycle
Description. This reflective narrative is organized in terms of the reflective cycle by Gibbs that traverses through description, feelings, evaluation, analysis, conclusion and action planning (Gibbs, 1988). The report was prepared in a consultancy-like manner as opposed to a company review in a purely descriptive manner. I initially read the assessment brief and realized that a narrow market was required and chose Greggs plc within the UK food-to-go market since the case was well-provided with public data and had a strategic problem. I then gathered evidence of annual reports, market data, government data, competitor data and scholarly data and then used PESTEL, VRIO, SWOT, CSR analysis, the Balanced Scorecard, Porters Five Forces, Ansoffs Matrix and SAFe.
Feelings. Initially I had certain doubts regarding the use of Greggs since a bigger and more frequently studied company, like Tesco, would have been a safer option. But this hesitation was overcome as the study progressed. Greggs gave a narrower strategic narrative as it is not just a bakery company. It is a value-based food-to-go retailer that is attempting to expand with the convenience stores, online availability, night business, delivery, menu building and responsible business pledges. This increased the difficulty of the task, but also increased the originality of the analysis and made it more befitting a Level 7 strategic management report.
Evaluation. Connection between evidence and frameworks was the best aspect of the process. Inflation, to name a few, was no longer a PESTEL issue. It turned into a SWOT threat, a margin issue within the Balanced Scorecard, a factor to dismiss pure cost leadership, and a risk on actual implementation. This cross-framework linkage aided the report to evade a checklist approach. The other strength was the fact that Greggs used his own data and external sources, which helped to balance the argument. The overriding constraint was benchmarking of competitors. Precise data on free market-share by daypart, and competitor are unavailable, and I needed to rely on Greggs Circana-based share data, broader industry projections and competitor size evidence without exaggerating accuracy.
Analysis. The exercise helped me to enhance my knowledge on strategic management in that, a successful firm is not necessarily a strategically safe one. The increase in sales and market-share at Greggs might justify an easy positive verdict but the fall in margin and profit provided a more complicated explanation. This necessitated consideration of suitability, acceptability and feasibility, other than growth attractiveness. I also came to know that capabilities are most powerful when they are a system. The brand, supply chain and estate, product routines, app engagement and employee culture of Greggs are more valuable as a combination than as individual components. This altered my approach towards VRIO: it was not the imitation of a single product but the whole operating system that the competitors might imitate. The Greggs Pledge also turned out to be more strategic than anticipated since the community, sourcing, waste and energy problems are coupled with strategy.
Conclusion. In doing the task once more, I would use more time on the initial part of the task which is to create a competitor evidence matrix and divide the competitors by daypart such as breakfast, lunch, snacking, evening and delivery. This would make the Five Forces discussion even sharper. I would also initiate the Balanced Scorecard sooner since it is beneficial in testing the possibility of implementing and measuring a recommendation. The greatest lesson is that good strategic work should transform data into priorities, priorities into choices and choices into controls. A report merely detailing the performance of Greggs would not suffice to make decisions on a Board level.
Action plan. In further consultancy-like reports, I will start with a single main strategic question and will only choose the frameworks that assist in answering the question. I will create an evidence log in order to source all the significant claims and refer to all the references. I will also make decisions in advance what not to recommend, as it is important to reject inappropriate options, as much as it is important to select a preferred strategy. Lastly, I will employ implementation risks, KPIs and accountability measures during the drafting, and validate presentation requirements and analysis requirements.
I shall also counter-test the evidence to potential counterarguments prior to writing final recommendations. E.g. in case a company is increasing sales I will enquire as to whether I am increasing sales profitably, operationally and brand-wise. This will assist in the future work to go beyond positive description and to balanced Board-level judgement.
In practice, I will apply a brief pre-submission check with concentration, evidence, citations, tables, word count and logic of implementation. This will decrease the chances of considering presentation and analysis separately. It will also assist me in verifying that all the frameworks have been put towards the final recommendation and maintain a clear Board-level audience throughout the report.
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