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Executive Summary
This consultancy report assesses the strategic position and highlights the opportunities for Greggs plc to enhance its strategic fit compared to its competitors in the UK food-to-go market and provides recommendations for the Company to make to support its long-term competitive advantage. The analysis employs several strategic management tools that have been used previously in this field, such as PESTEL, Porter's Five Forces, VRIO, SWOT, The Balanced Scorecard, Ansoff Matrix and SAFe supported by the evidence given in the Greggs Annual Report 2024 and academic studies. The results show that Greggs has good brand awareness, a vertically integrated supply chain, a large number of outlets and growing digital capability, which in turn provide sustainable competitive advantage. That said, external pressures are still driving impacts on operational performance and profitability such as inflation, wage inflation, more competing offerings, and a growing regulatory environment. The report indicates that 'market penetration' and 'product development' are the most suitable strategic moves, with ongoing investments in 'digital transformation' and 'healthier product innovation'. With effective implementation, the Balanced Scorecard and SAFe evaluation will help Greggs deliver greater customer value, contribute to higher operational efficiencies and greater long-term organisational resilience, which are key to continuing its growth and ability to maintain its lead in the UK food-to-go market.
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[bookmark: _Toc236924654]Introduction 
Greggs plc is one of the largest food-to-go chains in the United Kingdom, with a huge network of outlets providing freshly prepared bakery products, sandwiches, hot food and drinks. The bakery, which now has a tradition that dates back over 20 years, has transformed to more closely resemble a convenience food retailer today and faces the challenging food-to-go market in the UK, with consumer preference, digital, sustainability and more impacting the industry (Greggs, 2026). This consultancy report has been developed to assess where Greggs is positioned at the moment and what opportunities there are in place to increase Greggs ' long-term competitive advantage.
Aim and Objectives 
The purpose of this consultancy is to thoroughly discuss and challenge Greggs plc in terms of their strategic position in the UK 'food to go' market and then signpost strategies to improve their sustainable competitive advantage. The report aims to examine the external and internal environment of the organisation, assess their current strategic capabilities, discuss strategic options, and recommend a long-term plan for them to implement, with evidence supporting it, that will enable their organisation to grow and create value in the future.
[bookmark: _z02h7m5tmc9c][bookmark: _Toc236924655]1. SECTION ONE: Organisational Context and Strategic Overview
[bookmark: _b4bsa1dcf6rq][bookmark: _Toc236924656]1.1 Company Background
Greggs plc traces its heritage to over 80 years and is the United Kingdom's leading bakery firm and food-to-go brand. The business was founded in 1939 by a Newcastle upon Tyne family with a native bakeshop and is now a nationwide bakery trade that supplies millions of customers every year via a chain of over 2,600 outlets (Greggs plc, 2024). Continuous investment in vertically integrated manufacturing, in an efficient supply chain, in the development of innovative products and in digital capabilities has helped bring about this transformation.
[bookmark: _qszahs14xkn3][bookmark: _Toc236924657]1.2 Mission, Vision and Strategic Purpose 
Greggs' purpose is to make great-tasting, freshly prepared food accessible to everyone, while its vision is to become customers' favourite for food-on-the-go. Both are consistent with its strategy of being affordable, convenient, quality merchandise, leading the way with technology in the digital sphere and accessible across the country. Greggs' customer growth strategy, which focuses on retail outlets and digital platforms, is aligned with the company's purpose and long-term competitive agenda (Kim et al. 2025).
[bookmark: _s5kg33muh4zc][bookmark: _Toc236924658]2.3 Business Model Analysis
Construction of an integrated business model focuses Greggs' efforts on in-house manufacturing, a national distribution network, company-operated outlets and franchise outlets, as well as its growing digital platforms to provide a consistent product at competitive prices. Its value proposition is to provide a range of customers with quick, convenient, high-quality food at an affordable price. The efficient logistics network and centralised manufacturing plants offer cost-efficiencies and quality control to complement the company's value positioning. Revenue comes mostly from retail food and beverage clusters via various channels: physical retail, Click + Collect, partnerships with home delivery orders and via the Greggs mobile app (Rinaldi et al. 2022). 
[bookmark: _eu0lzxp56441][bookmark: _Toc236924659]2.4 Industry and Competitive Position
Consumers' lifestyles are changing; customers are looking for more convenience and, increasingly, for ordering online via a digital platform; more of them are choosing healthier food options, and all of them expect sustainability practices. Yet, despite the persistent and continuing pressures of the economy, there is a growth in the market as consumers are increasingly looking for convenient and affordable meal solutions in the market away from home. Greggs has to compete with a wide variety of other national and international businesses, including Pret A Manger, Costa Coffee, Starbucks, McDonald's, the supermarket meal deal operators like Sainsbury's and Tesco, as well as independent bakery chains (Lambie‐Mumford and Kennedy, 2025). 
[bookmark: _z8np0xves0jj][bookmark: _Toc236924660]2. External and Internal Analysis 
The external environment analysis considers macro-environmental factors external to the Organisation that affect an organisation's strategic decisions but are not generally within its control. By using PESTEL analysis, Gregg’s plc can recognise any possible outside threats and opportunities in operation, which will help to inform the firm's business strategy and provide it with a permanent competitive advantage in the food-to-go market in the United Kingdom.
[bookmark: _gzaf0o7912dt][bookmark: _Toc236924661]2.1 PESTEL Analysis
Political Environment
Government policies have a substantial impact on Greggs' operating environment, in particular as it relates to taxes and employment rules and the regulation of the food industry (Dhuria et al. 2024). Labour cost growth from the uplift in the National Living Wage, alongside National Insurance contribution changes for employers, puts stress on labour costs, and there is a continuous need to ensure compliance with food safety and nutritional policies across the company's nationwide operations. 
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Figure 1: Financial Highlights
(Source: Greggs plc, 2024)
Figure 1 data shows total sales in 2023 was about £2,014m. Data also shows earnings per share is about 137.5p. 
Economic Environment
Consumer confidence is still uncertain, food input costs have risen, and labour costs are too high for the UK economy to sustain (Garnett et al. 2023). While higher rates mean greater operating and investment expenses, the economic hardship has made it attractive for many consumers to opt for food alternatives that are still affordable. 
Social Environment
UK food-to-go consumers' shopping habits remain in a state of constant change, impacting demand across the market. There is greater health awareness, convenience and time-poor working patterns, and an increased desire for plant-based and healthier menus that impact buying patterns. So consumers also give extra importance to ethical sourcing and corporate social responsibility. Greggs has answered this with diversification of the business, healthier options and a more enhanced digital convenience (Gregg et al. 2025). 
Technological Environment
Technology is playing an important role as a competitive factor in food retail. The digital ordering feature has also been enhanced by Greggs' mobile app, Click + Collect facilities and home delivery collaborations, further improving the convenience of its customers and efficiency of operations (Uddin et al. 2026). Data Analytics can allow a more advanced understanding of customers' buying habits and provide a foundation for personalised customer engagement. 
Environmental Environment
Sustainability is now a key concern for the retail industry in the UK. As part of the Greggs Pledge, Greggs has pledged to reduce carbon emissions, set long-term targets for the future, be one for success until it reaches Net Zero, as well as making sure packaging is as sustainable as possible and reducing food waste. The increasing expectations of stakeholders and environmental regulations are pushing businesses to adopt sustainability measures as a business function rather than just compliance measures (Alharbi et al. 2025).
Legal Environment
Greggs has adhered to a wide range of food safety, employment, consumer protection, and environmental compliance laws and regulations. Meeting food hygiene requirements is at the core of the trust of the customers and the reputation of the brand within its broad food retailing portfolio. The legal requirements have an impact on how employees are managed; consumer protection laws demand correct product information and responsible marketing (Mishra and Varshney, 2024). 
[bookmark: _icx72ytobrwo][bookmark: _Toc236924662]2.2 Key Opportunities and Threats
	Rank
	External Factor
	Type
	Critical Justification
	Strategic Impact on Greggs

	1
	Expansion of digital ordering and omnichannel retailing
	Opportunity
	Consumer awareness of ordering online, Click + Collect and delivery services triggers new needs to advance the convenience of customers, boost loyalty and learn a lot from consumer data analytics (Kasoju et al. 2025).
	Enables better relationships with customers, expansion of the sales Footprint, optimisation of processes and consolidates Greggs ' advantage over the UK food-to-go market.

	2
	Growing demand for affordable food-to-go
	Opportunity
	The consistent pressure on living costs continues to heighten demand among consumers to eat out for good value. By value-pricing its goods, Greggs' strategy puts it on a strong footing against quicker-service and high-priced cafés.
	Helps businesses sustain growth and market share and retain customers in tough economic markets.

	3
	Sustainability and healthier consumption trends
	Opportunity
	Awareness and demand for sustainable packaging and responsibility in sourcing and product innovation will provide options to further build Greggs' brand.
	Improves company image; increases customer interest in companies conducting eco-responsible business and helps to develop their sustainable growth (Liu et al. 2025).

	1
	Persistent inflation and rising labour costs
	Threat
	Rising costs in food ingredients and wages & operating costs may impact profits if the increase in cost is not fully passed along to consumers.
	Takes strain on profitability, efficiency and Greggs' value pricing.

	2
	Intensifying competition within the UK food-to-go market
	Threat
	Coffee chains, supermarket chains, convenience stores and independent bakeries are still a threat, so it is up to them to continuously innovate and differentiate their services (Vlachos et al. 2024).
	May lead to loss of market share, more competition for prices and higher marketing and innovation costs.


	3
	Increasing regulatory and environmental compliance requirements
	Threat
	More stringent food safety, employment and environmental requirements lead to higher compliance costs, reporting requirements and investments in sustainable actions of businesses.
	Increases running expenses and ongoing governance, compliance system and staffing investments are needed.



[bookmark: _8h5d1myqgirk]Table 1: Opportunities and Threats of Greggs
(Source: Self-created)
[bookmark: _Toc236924663]2.3 Industry Analysis (Porter's Five Forces)
Greggs operates in an intensely competitive UK food-to-go and bakery sector that features a number of food-to-go sellers and bakers both nationally and at the local level, changing consumer tastes, low switching barriers and a high rate of product innovation. The 5 Forces model gives a structured view of the competitive dynamics of the industry and the implications for the long-term strategic position of Opportunities and Threats.
Competitive Rivalry 
The UK food-to-go market is highly competitive for established players, including Pret A Manger, Costa Coffee, Starbucks, McDonald's, meal deal shops within supermarkets and independent bakery outlets. Competitors are not only price but also product quality, convenience, digital ordering, accessibility of the stores, and customer/mobility experience. Greggs uses value pricing, has vertical integration, more stores than ever across the country and regular menu changes,s all of which differentiate them (Enyetornye, 2025). 
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Figure 2: The UK's most popular dining brands
(Source: Statista, 2021)
Figure 2 data show the UK’s most popular dining brand is Greggs. Therefore, it shows 71% of the customers preferred Greggs for “Steak Bake or a new-fangled vegan” foods. 
Threat of New Entrants
The prospect of new entrants is moderate. It is difficult to imagine that competing at Gregg's national level presents significant obstacles, even though the capital investment to build a small bakery is not a huge amount (Delicado et al.,2023). They have a long-established distribution network, a well-established brand name, vertical integration, good supplier relations and broad geographic market share, limiting the potential for new competitors to break into the market or disrupt their operations.
Supplier Power
The bargaining power of suppliers is moderate. Its spreads and ingredients are sourced from a variety of suppliers, as are its packaging materials and operational inputs, hence limiting the dependency on sources of supply (Murugan et al. 2026). It is built on a vertically integrated model in manufacturing and long-term partner relationships, which enhance its purchasing power and supply chain resiliency. 
Buyer Power
Customers have a high degree of bargaining power due to high levels of available alternatives when purchasing food-to-go and the low cost of switching. The purchasing decisions of consumers are affected by a variety of factors such as price, convenience, product quality, service quality, and brand reputation (Johan et al. 2023). During the period of economic uncertainty, customers start paying attention to prices and go gung-ho on competitive pressures.
Threat of Substitutes
The threat of substitutes is high, as consumers can choose from supermarkets, cafés, convenience stores, quick-service restaurants, meal-delivery platforms and home-prepared food (Bates et al. 2023). Growing health awareness has also increased demand for healthier meal alternatives, further expanding substitute options. Greggs is making healthier products and is introducing vegan options into its product range.
[bookmark: _tvlgdpsqtu1y][bookmark: _Toc236924664]2.4 Internal Environment Analysis
[bookmark: _nurqorfwivpi][bookmark: _Toc236924665]2.4.1 Strategic Resources and Capabilities 
The combination of tangible and intangible resources, human resources, digital assets, and financial and operational assets is what provides Greggs' competitive advantage. Its extensive network of retail locations (more than 2,600), vertically integrated manufacturing facilities, national distribution network and advanced production equipment allow for efficient product delivery to the UK's marketplace. The intangible resources include a well-established brand name (Greggs) and customer loyalty and organisational reputation for all, for value and convenience. Human resources are another vital asset, thanks to a highly qualified workforce and training programs to build it up, plus a customer-centric culture. Greggs' technology enables customers to be more engaged and efficient in its operations, such as the Greggs App, Click + Collect, loyalty programme and delivery partnerships. (Mützel and Unternährer, 2024). 
[bookmark: _utz4a2cid45j][bookmark: _Toc236924666]2.4.2 VRIO Analysis
	Strategic Resource / Capability
	Valuable
	Rare
	Inimitable
	Organised
	Competitive Implication

	Brand Reputation
	✓
	✓
	✓
	✓
	Sustained competitive advantage through strong customer recognition and trust.

	Integrated Supply Chain
	✓
	✓
	✓
	✓
	Supports cost efficiency, product consistency and operational resilience.

	Manufacturing Network
	✓
	✓
	Moderate
	✓
	Creates economies of scale and quality control, although replication is possible with significant investment.

	Digital Capability (App, Click + Collect, Delivery)
	✓
	Moderate
	Moderate
	✓
	Provides temporary competitive advantage by improving customer convenience and engagement.

	Nationwide Store Network
	✓
	Moderate
	Moderate
	✓
	Enhances accessibility and market coverage, strengthening competitive positioning.

	People and Organisational Culture
	✓
	Moderate
	✓
	✓
	The success of the service and operations is aided by experienced employees and customer orientation.

	Innovation Capability
	✓
	Moderate
	Moderate
	✓
	Enables continuous product development and responsiveness to evolving consumer preferences.


[bookmark: _2ijz5bgkei5l]Table 2: VRIO Analysis
(Source: Self-created)

[bookmark: _Toc236924667]2.4.3 Key Strengths and Weaknesses
Greggs' strategic strengths complement its internal competitive situation, such as its well-established brand, its vertically integrated operations, large national store network, efficient supply chain, financial performance, and expanding digitalisation capabilities (Li et al., 2023). All of these tools together provide cost efficiencies, uniformity of product and market-wide accessibility. However, there are some downfalls. The company's business is focused on the UK market, meaning that it is subject to the economic and regulatory impacts of the local market. Also, holding onto value-pricing during times of inflation and increases in labour expense puts pressure on operating margin.
[bookmark: _ohk7mxto3iv2][bookmark: _Toc236924668]2.4.4 SWOT Analysis
	Strengths
	Weaknesses

	• Strong and trusted UK brand with high customer recognition (Kothari et al. 2025)
	• Heavy dependence on the UK market limits geographical diversification.

	• Vertically integrated manufacturing and efficient supply chain.
	• Profit margins remain vulnerable to inflation and rising labour costs.

	• Extensive nationwide store network and convenient locations.
	• Digital capabilities continue to require significant investment to remain competitive.

	• Strong financial performance supporting expansion and innovation.
	• Product portfolio still faces challenges in addressing all health-conscious consumer segments (Pahari et al. 2024)

	Opportunities
	Threats

	• Expansion of digital ordering, loyalty programmes and AI-enabled customer engagement.
	• Persistent inflation and increasing food ingredient costs.

	• Growing demand for affordable food-to-go and convenient meal solutions (Cui et al. 2024)
	• Intense competition from cafés, supermarkets and quick-service restaurants.

	• Increasing consumer preference for healthier and sustainable products.
	• Stricter environmental, employment and food safety regulations.

	• Continued store expansion through high-growth locations and franchise partnerships (Lambie-Mumford and Kennedy, 2025).
	• Changing consumer preferences towards healthier alternatives and home-prepared meals (Gondin et al., 2022)



[bookmark: _lnkxduaax3in]Table 3: SWOT Analysis
(Source: Self-created)
[bookmark: _Toc236924669]3. Comprehensive and holistic view of the organisation 
[bookmark: _2fbfgmv6cexz][bookmark: _Toc236924670]3.1 Corporate Social Responsibility Strategy
The Greggs' Corporate Social Responsibility (CSR) priority is based upon The Greggs Pledge, which is a blend of social, environmental and ethical commitments that are incorporated throughout the company's long-term business strategy (Nguyen et al. 2025). Instead of CSR operating on its own, Greggs has integrated its commitment to responsible business into all aspects of its activities, with emphasis on progress in the areas of supporting communities and communities, investing in staff, reducing environmental impacts and responsible governance. The Greggs Pledge is built around three key areas of commitment – healthy lives, stronger communities and a better business – all of which in some way or another contribute to the development of sustainable value for several stakeholders, as per the Annual Report.
Community engagement is integral to the approach, making use of services like Greggs Foundation, breakfast clubs for young people in school, and working towards solutions to social and food insecurity (Lambie-Mumford and Kennedy, 2025). Equally, Greggs looks carefully at its people with a focus on staff wellbeing, training, diversity and employing a culture that promotes an inclusive work environment to enable long-term organisational success. Ethical aspects focus on responsible sourcing, corporate governance and clear dealings among stakeholders, while environmental aspects are concerned with carbon emissions, scope of food waste, sustainable packaging, and efficiency of resources.
[bookmark: _n7lqu85gyu27][bookmark: _Toc236924671]3.2 Sustainability as Competitive Advantage
Sustainability is being elevated to an organisational asset and a business strategy by Greggs. Greggs is increasingly treating sustainability as a strategic capability that can help to create long-term value and resilience (Green et al. 2024). The Company's ambition towards Net Zero GHG emissions, more sustainable packaging and less food waste, together with the responsible sourcing policy, demonstrates that environmental targets do not stand alone as corporate responsibility programmes, but are part of the operational and business decision-making process. Such programmes can lead to better resource utilisation, lower costs and operational waste, and better positive attitude levels among other stakeholders, meeting the rising demands of consumers for an environmentally responsible company. It is also essential that Greggs' sustainability efforts are complemented by the practice of responsible supply chain management, with a view to sustainable relationships with suppliers in the long term and ethical sourcing.
[bookmark: _fbm69dtt8j17][bookmark: _Toc236924672][bookmark: _bty2lq1g0fm2]3.3 Balanced Scorecard
	Perspective
	Strategic Objectives
	Key Performance Indicators (KPIs)
	Targets
	Strategic Initiatives

	Financial Perspective
	Ensuring sustainable revenue growth, enhancing profitability and maximising shareholder value.
	Revenue growth; Operating profit margin; Return on capital employed (ROCE); Like-for-like sales.
	Keep revenue growth positive year-on-year, maintain operating margin and have a positive ROCE and sales growth compared to like-for-like (Geyser and Fourie, 2026).
	Keep expanding stores, make better use of pricing, fine-tune operations, continue to invest in digital sales and do better on cost control.

	Customer Perspective
	Improve customer satisfaction, build customers' loyalty and increase market share.
	Customer satisfaction score; Greggs App users; participation in the Greggs loyalty programme; repeat purchase rate; digital sales.
	Enhance customer base, help boost online customers and raise customer satisfaction.
	Further roll-out of Click + Collect, strengthen the delivery collaborations, launch healthier products and improve personalised marketing by using the customer data (Kshetri et al. 2024).

	Internal Business Process Perspective
	Enhance operational efficiencies, supply chain resilience, and product innovations.
	Reduce food waste, increase food chain efficiencies, improve accuracy in order fulfilment, new product launches, and inventory turnover.
	Minimise waste, enhance productivity in the operation and decrease product development time.
	Adopt manufacturing automation, optimise logistics, enhance forecasting, fortify quality management, and advance sustainable packaging programs.

	Learning and Growth Perspective
	Build staff skills, foster innovation and improve digital skills.

	Staff wellbeing and engagement; New ways of working; Training time; Getting better at being digital; Staff turnover (Speicher and Francis, 2022).
	Increase employee engagement and participation in training and support continuous innovation.

	Increase leadership development projects, digital skills training, employee wellbeing and cross-functional innovation projects.



Table 4: Balanced Scorecard for Greggs plc
(Source: Self-created)
Financial Perspective 
At Greggs, the financial perspective is key to providing sustainable growth and profitability while also creating shareholder value on a long-term basis (Olarewaju et al. 2024). Revenue growth and operating profit margins are suitable indicators as they provide an example of both operational performance and strategic expansion, while return on capital employed and like-for-like sales give an indication of the investment efficiency and effectiveness that the business has generated. 
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Figure 3: Key performance indicators (KPIs)
(Source: Greggs plc, 2024)
Figure 3 data shows total sales growth in 2021 was about 51.7%, which was 23.0% in 2022 and it became 11.3% only reduced. Like-for like sales growth was 2023 13.7% and it became 5.5% in 2024. 
Customer Perspective
Customer-related targets focus on enhancing customers' satisfaction, customer loyalty and ease of access through various channels. As a scalable digital business, Greggs' smart mobile app, Click + Collect, and delivery collaborations deliver actual metrics like repeat purchases,d customer satisfaction, and user activity (Heinemann, 2023). Product innovation, healthier menu choices and value pricing all strengthen customer relationships, catering to the ever-changing preferences of customers. 
Internal Business Process Perspective
The internal process perspective assesses the effectiveness of Greggs in transforming resources into value to customers. Key areas include making the supply chain more resilient, cutting down on food waste, and making manufacturing more efficient while also boosting product innovation. KPIs relevant to your business include inventory turnover, order fulfilment accuracy, reduction of waste and successful product launches. Operational excellence and superior environmental performance through investment in manufacturing technology, logistics optimisation and sustainable packaging on an integrated basis as strategic initiatives (Pansare et al. 2024). 
Learning and Growth Perspective
The successful development of the workforce, increasing innovation and enhancing organisational capacity is part of the long-term competitiveness strategy of Greggs. The key measures used to measure organisational learning and capability development are related to employee engagement, employee retention, training participation and innovation performance. Investing in leadership development, digital skills, and employee wellbeing helps to enhance the quality of services, organisational culture, and operational performance (Asif et al. 2024). Additionally, fostering innovation facilitates ongoing product enhancements and digitalisation processes, helping Greggs to meet evolving consumer expectations. 
[bookmark: _8e0rg1oxdjy9][bookmark: _Toc236924673]4. Strategic Choices and Implementation 
[bookmark: _s4q57yjohod][bookmark: _Toc236924674]4.1 Evaluation of Current Business Strategy
A cost leadership and differentiation business model can best be described as a ‘mix' strategy, and this is Greggs' present one. Taking a cost leadership approach, the business utilises its vertically integrated manufacturing plants, efficient distribution system and economies of scale to provide competitive pricing whilst keeping its business lean. These capabilities allow Greggs to offer value-for-money products to a wide range of their customers. At the same time, Greggs isn't resting on its past innovations, but is constantly testing out new products, seasonal menus, healthier options, plant-based alternatives, digital ordering and its Click + Collect delivery service, as well as developing partnership deals for delivery services (McCauley, 2022). The company's trusted brand, its extensive nationwide store network and its dedication to sustainability further strengthen its differentiated market position. So Greggs' 'blend' approach not only allows the business to offer value but to be affordable too, which helps mitigate the competition, but also helps the business to have long-term growth in the UK food-to-go market.
[bookmark: _rwawwzh4277c][bookmark: _Toc236924675]4.2 Strategic Options
	Ansoff Strategy
	Evaluation for Greggs

	Market Penetration
	To grow its share in the UK, Greggs could roll out an expanded loyalty initiative, enhance digital ordering, boost productivity in its stores and enable its customers to buy more often via targeted promotions (Stone et al. 2025). This option involves relatively low risk since it is based on current products and the current market.

	Product Development
	Healthy food and better drinks, seasonal of course and plant-based options continue to be introduced to Greggs to ensure that they meet emerging customer demand, boost average spend and keep the business relevant (McMillan, 2024). 

	Market Development
	To maintain its presence, Greggs can open new stores in places it is not present in the UK, such as transport hubs, retail parks and franchise stores (Sparks, 2026). This is in line with the company's estate growth efforts and reaches more customers.

	Diversification
	New products or markets mean new sources of growth, but also significantly increased market, operational and financial risk. The current limited opportunities to diversify are less appealing than building on existing capabilities, as Greggs has a strong presence in the domestic market (Gregg et al. 2026).


[bookmark: _8scldrt06z8l]Table 5: Ansoff Strategy
(Source: Self-created)
[bookmark: _Toc236924676]4.3 Recommended Strategy
The best strategy for Greggs will be Product Development and Market Penetration. The recommendation is very much the same approach that the company is already taking, which involves driving more repeat shoppers, boosting eCommerce growth, improving convenience and ensuring it continues to bring new and innovative products to market (Akin, 2024). Implementing digital marketing strategies can help Greggs build stronger customer relationships with existing customers through enhanced loyalty programs and customised customer interactions, while boosting operational efficiencies. At the same time, ongoing investment in healthy products, high-end beverage lines and sustainable product developments will help the company meet the changing preferences of customers and stand out in an ever-competitive market. This hybrid approach brings together Greggs’ key strengths as an organisation, such as its reputation, supply chain, nationwide retail footprint and digital platform. 
[bookmark: _59pmx3erjtd4][bookmark: _Toc236924677]4.4 SAFe Evaluation
The strategy directly targets opportunities discovered in the external analysi,s such as growing customer appetites for ‘food to go’ provided at affordable prices, online ordering, nd healthier products and sustainability.
	SAFe Criteria
	Evaluation
	Assessment

	Suitability
	The strategy directly targets opportunities discovered in the external analysis such as growing customer appetites for ‘food to go’ provided at affordable prices, online ordering and healthier products and sustainability (Urugo et al. 2024). It also benefits from Greggs’ internal strengths such as the recognised brand, its integrated supply chain and its own national network of outlets.
	High

	Acceptability
	The strategy is anticipated to impact positively on its key stakeholders. Customers enjoy more diversity and convenience; shareholders enjoy sustainable income; the employees enjoy development opportunities from growth; and communities enjoy the sustainable investment in responsible business practices (Thomas, 2022). 
	High

	Feasibility
	Greggs is well resourced and has the means to make the proposed strategy a success, including the backing of money, the skills and equipment, information technology systems and management expertise. Current manufacturing capacity, supply chain integration and digital platforms lessen implementation complexity and enable efficient implementation in the UK market (Wang et al. 2022).
	High


Table 6: SAFe Evaluation
(Source: Self-created)
[bookmark: _7x63dhwxqtia][bookmark: _Toc236924678]4.5 Strategy Implementation Plan
The implementation of the recommended strategy requires coordinated investments of organisational resources, technology, leadership and performance management. To gain greater financial resources, Greggs should invest in various areas: digital capabilities, product innovation, sustainable packaging and selected store development. Rising investment in customer analytics and the development of AI applications and technologies for the supply chain will boost operational efficiency and improve customer experience. Senior leadership must foster an environment of innovation, collaboration, and continual improvement and clearly communicate the organisation's strategic goals to them. Implementations should be carried out in stages over 24 months, starting with digital enhancement and product development, then incremental operations and performance gains (Grooss et al. 2022). 
[bookmark: _zcmw6icqge9i][bookmark: _Toc236924679]4.6 Implementation Risks and Mitigation
	Implementation Risk
	Mitigation Strategy

	Rising implementation costs and inflationary pressures
	Implement staged investment, reinforce cost controls and regularly audit investment budgets.

	Technology implementation challenges
	Invest in good IT infrastructure, train employees and pilot test before rollout.


	Resistance to organisational change
	Plan for change (scheduled change management); communicate succinctly and engage employees during change.


	Competitive response
	Keep the product continually innovated, implement customer loyalty programmes and closely observe competition to act swiftly if necessary (Probohudono et al. 2025).


Table 7: Risks and Mitigation strategies 
(Source: Self-created)
[bookmark: _eni6biebfk3d]

[bookmark: _Toc236924680]5. SECTION TWO: Reflective Account 
[bookmark: _hg168g4jc3f][bookmark: _Toc236924681]Description
The consultancy project involved an in-depth appraisal of Greggs plc as a food-to-go business in the UK. The report comprised an external and internal business analysis that included the use of strategic frameworks - PESTEL, Porter's 5 Forces model, VRIO analysis, SWOT analysis, Balanced scorecard, Ansoff matrix and the SAFe analysis. The project also involved assessing Greggs' corporate social responsibility (CSR) measures, their sustainability strategy, and strategic efforts before preparing evidence-based recommendations and creating an implementation plan (Lu et al. 2026). The portfolio of work involved in the research itself was largely undertaken in the Greggs Annual Report 2024, with additional academic research and contemporary information from the UK relating to the industry at present.
[bookmark: _43wp4pq4cqu3][bookmark: _Toc236924682]Feelings 
Initially, I was interested as well as challenged because when dealing with strategic management, one has to combine many analytical frameworks, instead of looking at the distinct business functions (Coco et al. 2024). At first, it was hard to choose which of the strategies would be most suitable and how this was to be linked to the other strategies to provide coherent recommendations. I gained growing confidence because I came to understand the relationship of external environmental factors to the capacities of the organisation, and their influence on the decision-making process. Being part of a real organisation, like Greggs, also boosted my participation, as I could see the theories being put into practice in an organisation that is a successful business in an industry that is competitive.
[bookmark: _z8rteetft5cr][bookmark: _Toc236924683]Evaluation
Overall, this project has been a great learning experience as it has improved my analytical and research powers. A huge strength of the assignment is taking several strategic approaches in a sound sequence that starts with environmental scanning and then moves to strategic recommendations (Harris and Brooker, 2025). By carrying out research on Greggs' Annual Report and using academic literature, this enabled me to add direction towards my evaluation by linking theory into practice. 
Several setbacks occurred in the course of conducting the research, however. Selecting suitable, up-to-date external information was carefully done because it came from different sources; using several strategic frameworks without repeating them needed careful planning. The challenge that became apparent was that there needed to be a balancing act between achieving financial performance, fulfilling sustainable goals and gaining competitive advantage within the strategic assessment. 
[bookmark: _vlh1b7324klj][bookmark: _Toc236924684]Analysis
The assignment identified that good strategic management practice involves incorporating a mix of evidence and not relying solely on an analytical framework. The research journey emphasised the need to contextually examine and amalgamate organisational information from an Annual Report as well as the reference of some current academic papers and industry evidence to make balanced strategic conclusions. This reinforced learning of evidence-based decision-making: what managers recommend should be backed up with the knowledge of theory and evidence of organisational performance (Ominyi et al. 2025).
The PESTEL framework was used to gain knowledge about the political, economic, social, technological, environmental and legal dimensions to consider in relation to their organisational strategy, and Porter noticed that it aids in understanding industry competitiveness and profitability. The VRIO framework was used to show how internal resources are a necessary contributing factor to trace sustainable competitive advantage, while the SWOT analysis combined the internal capability with the external market to identify the strategic priorities (Amaya et al. 2024). The Balanced Scorecard provided a clear example of how there can be a relationship between objectives and measures.
One of the biggest hurdles was the necessity to add to, rather than replicate, the existing analysis within each framework. This involved ongoing analysis and monitoring of results and evidence, in order to draw appropriate inferences. In this process, I have learned that for effective strategic management, using the right analytical tools is not enough; it is also crucial to include the results in effective, long-term strategies that will benefit the organisation.
[bookmark: _b34kc6a08bwi][bookmark: _Toc236924685]Conclusion
This consultancy report helped me to gain a much higher, better level of understanding of strategic management in a real organisational context. I gained an understanding of the importance of the interaction between internal resources, external environmental conditions and engagement expectations in strategic decision-making. The assignment also helped me to make critical judgements of business information in place of descriptive observation. Above all, I realised that all other strategic suggestions necessary to their success had to be evidence-based, implementable and congruent with the organisation goals. The learning experiences have enhanced my abilities to apply strategic management approaches to complex business scenarios and have aided my professional development.
[bookmark: _p3rohayto7k9][bookmark: _Toc236924686]Action Plan 
[bookmark: _8o5gci1f1env]This project has highlighted some future professional development goals for me. I will look to build my fluency in analysing financial statements and applying quantitative analysis to strategI aimis. I aim to also gain a better understanding of sustainability reporting, digital transformation and data analytics as these are becoming more significant in strategic management. Further, my academic research ability will be enhanced by using a wider variety of peer-reviewed literature and industry reports for supporting evidence to help make informed decisions. I want to improve my consultancy writing skills and my presentation skills in order to articulate and convey complex strategic recommendations more effectively to organisational stakeholders and senior management.
[bookmark: _c3dj5ehl18gx]
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[bookmark: _it2o4k8xxixs][bookmark: _Toc236924689]Appendix A – PESTEL Summary
	Factor
	Key External Factors
	Opportunity / Threat
	Strategic Implications for Greggs

	Political
	Government taxation, National Living Wage, food policies, sustainability regulations
	Both
	Improve operational efficiency and adhere to evolving government policies and employment legislation.

	Economic
	Inflation, interest rates, consumer spending, rising food and labour costs
	Mainly Threat
	Continue value pricing as well as increase productivity and benefit at the same time to further safeguard margins.


	Social
	Health-conscious consumers, convenience lifestyle, ageing population, plant-based diets
	Opportunity
	Increase new healthier products, where there will be enhancement of customer experience, and deepen product innovation.

	Technological
	Digital ordering, AI, delivery platforms, automation, customer analytics
	Opportunity
	Premium investment in digital transformation, customer engagement and operational efficiency.


	Environmental
	Net Zero targets, food waste reduction, sustainable packaging, carbon reduction
	Both
	Improve sustainability programmes to boost reputation and fulfil regulatory requirements.


	Legal
	Food safety regulations, employment law, consumer protection, environmental compliance
	Mainly Threat
	Ensure good governance, compliance processes and ongoimployee and training to reduce legal exposure.




[bookmark: _70wrm96xpiix][bookmark: _Toc236924690]Appendix B – Porter's Five Forces Matrix

	Competitive Force
	Intensity
	Strategic Implication for Greggs

	Competitive Rivalry
	High
	Continuous innovation, value pricing and operational efficiency are essential to maintain market leadership.

	Threat of New Entrants
	Moderate
	Strong brand, integrated supply chain and nationwide network create significant entry barriers.

	Supplier Power
	Moderate
	Diversified sourcing and long-term supplier relationships help reduce procurement risk.

	Buyer Power
	High
	Customers have many alternatives, making customer experience, affordability and loyalty critical.

	Threat of Substitutes
	High
	Product innovation, healthier offerings and digital convenience are required to reduce switching.


[bookmark: _Toc236924691]Appendix C – Ansoff Matrix
	Strategy
	Description
	Application to Greggs
	Risk Level

	Market Penetration
	Existing products in existing markets
	Expand digital ordering, strengthen loyalty programmes, improve store productivity and increase customer frequency within the UK market.
	Low

	Product Development
	New products in existing markets
	Introduce healthier meals, premium beverages, plant-based products and seasonal menu innovations.
	Moderate

	Market Development
	Existing products in new markets
	Expand into underserved UK locations through company-owned stores, transport hubs and franchise partnerships.
	Moderate

	Diversification
	New products in new markets
	Expand into completely new food categories or international markets beyond the UK.
	High



[bookmark: _Toc236924692]Appendix D – Selected Greggs Financial Indicators
	Financial Indicator
	Strategic Importance
	Strategic Interpretation

	Revenue Performance
	Indicates business growth and market demand
	Continued revenue growth demonstrates successful execution of Greggs' expansion and value-based strategy.

	Operating Profit
	Measures operational efficiency and profitability
	Strong operating performance reflects effective cost management despite inflationary pressures.

	Like-for-Like Sales Growth
	Measures sales performance of existing stores
	Positive like-for-like growth indicates strong customer demand and effective retail operations.

	Store Network Expansion
	Measures market penetration and accessibility
	Continued expansion strengthens national coverage and supports future revenue growth.

	Digital Sales Growth
	Measures digital transformation performance
	Increasing digital engagement supports omnichannel retailing and enhances customer convenience.

	Capital Investment
	Indicates commitment to long-term strategic growth
	Investment in manufacturing, technology and store development strengthens future operational capability.

	Employee Profit Share and Workforce Investment
	Measures commitment to people strategy
	Continued investment in employees supports engagement, productivity and organisational performance.
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