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[bookmark: _Toc235178879]Organisational Context and Overview
[bookmark: _Toc235178880]Organisational background
Gregg's plc is a food on the go retailer based in the UK and headquarters in Newcastle upon Tyne. It was founded in 1939 as a bakery delivery service by John Gregg and opened its first shop in Newcastle in 1951 (Gregg’s plc, 2026). Gregg later transitioned from a regional bakery to a national convenience-food brand, steadily focusing on savouries, sandwiches, breakfast, coffee and evening products. On 27 December 2025 it had 2,739 shops after 121 net openings and annual sales of £2.151 billion, a 6.8% increase on the previous year (Gregg's plc, 2026).
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[bookmark: _Toc235175648]Figure 1 Gregg’s’ Annual Turnover, 2006–2025
Source: (Statista, 2026).
Statista likewise reports that turnover rose by almost £140 million during 2025 and had nearly quadrupled since 2006 (Statista, 2026). The UK focus is relevant, as domestic operations still play a key role in its strategy.
[bookmark: _Toc235178881]Mission, vision and business model
[image: Greggs Logo transparent PNG - StickPNG]
[bookmark: _Toc235175649]Figure 2 Gregg’s Corporate Logo
Source: (Gregg’s plc, 2026).
Gregg’s’ purpose is “to make great-tasting, freshly prepared food and drink accessible to everyone”, while its vision is “to be the customers’ favourite for food-on-the-go” (Gregg’s plc, 2026). It is a vertically integrated model that integrates central procurement, manufacturing, and distribution with company-owned shops. Reach is extended through franchising, supermarket partnerships, delivery platforms and Gregg's App. Scale supports consistency and cost control, while convenient locations and high-volume sales underpin its value proposition: recognisable, freshly prepared food at affordable prices.
[bookmark: _Toc235178882]Industry, competitors and market position
In the UK food-to-go and quick-service restaurant sector, in which switching costs are low, Gregg's faces heightened competition around price, convenience, quality and location. Direct competition comes from other burger chains like McDonald's, Pret A Manger, Subway, and Costa Coffee, while supermarkets, convenience stores and independent bakeries compete indirectly. According to Gregg's plc (2026), Gregg's describes itself as the UK's leading food-to-go brand and value leader based on YouGov BrandIndex evidence.
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[bookmark: _Toc235175650]Figure 3 Popularity of Leading Dining Brands in the United Kingdom
Source: (Statista, 2026).
Lastly, Statista listed Gregg's as the most popular dining brand in Britain for 2026 (Statista, 2026). It has a strong brand awareness and is present in the country.It is present in the country and well known. The result is that Gregg's ranked best in the British public's eyes, with 75 percent holding a favourable view of the brand, but it is usually priced lower than premium café chains.
1 [bookmark: _Toc235178883]External and internal analysis
1.1 [bookmark: _Toc235178884]PESTEL analysis
[image: PESTEL Analysis | Innovatank Publishing]
[bookmark: _Toc235175651]Figure 4 The PESTEL Analysis Framework
Source: (Whittington et al., 2020).
PESTEL is a tool used to analyse the political, economic, social, technological, environmental and legal factors that are affecting an organisation and not under their control, which allows them to identify opportunities, threats and strategic consequences to the organisation (Whittington et al., 2020). In Gregg's, these factors need to be evaluated in an interactive manner as costs, consumption, and regulation all influence the value proposition.
1.1.1 [bookmark: _Toc235178885]Political factors
Gregg's labour-intensive model is under threat from UK labour policy. The annual threshold increased from £5000 in 2024 to £9100 in April 2025, while the employer's National Insurance contribution rose from 13.8% to 15% in April 2025 (Statista, 2026).
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[bookmark: _Toc235175652]Figure 5 National Living Wage in the United Kingdom, 1999–2026
Source: (Statista, 2026).
The National Living Wage increased by 4.1% to £12.71 in April 2026 (Low Pay Commission, 2026). However, Gregg's cannot automate their service completely, and these changes drive up shop costs, and squeeze the margins when prices don't increase. But better incomes for lower income consumers might bolster demand for Gregg's' lower-priced offerings. The net effect is still a threat, but the direct impact on payroll is more likely than any demand benefit.
1.1.2 [bookmark: _Toc235178886]Economic factors
[image: ]
[bookmark: _Toc235175653]Figure 6 UK Consumer Price Inflation by Expenditure Category
Source: (Statista, 2026).
UK CPI inflation fell to 2.8% in May 2026 and food inflation was 3.7% in March 2026, contributing to higher inflation pressures on ingredients and household budgets (ONS, 2026a; ONS, 2026). Food-to-go visits fell 3.1% in 2025 while Gregg's recorded a 0.5 percentage point increase, to 8.6% (Gregg's plc, 2026). Sales growth is projected to be over 6%, and turnover will increase by almost £140 million in 2025 (Statista, 2026). This is an example of what is called counter-cyclical strength, with consumers moving to cheaper coffees. Let's not forget, however, that underlying pre-tax profit fell by 9.4% to £171.9m despite sales growth of 6.8% (Gregg's plc, 2026). Growth in market share is therefore a good opportunity, but inflation, weak volumes and operating leverage are risks to profitability (Naseer, Guo and Zhu, 2025).
1.1.3 [bookmark: _Toc235178887]Social factors
Gregg benefits from the convenience, familiarity and affordability of food. It was found to be Britain's most popular dining brand in 2025 by Statista, with the support of awareness and trust (Statista, 2026). But health awareness makes its pastries and calorie-heavy snacks image difficult to maintain.
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[bookmark: _Toc235175654]Figure 7 Prevalence of Overweight Adults in England by Gender, 2000–2024
Source: (Statista, 2026).
In England, 64.5% of adults were overweight or living with obesity in 2023/24, increasing public-health scrutiny In 2024, 40 percent of men and 31 percent of women in England were classed as overweight (Statista, 2025). Other weight loss drugs can also decrease snacking. In response, Gregg's can offer more improved products, protein-heavy breakfasts, salads and fewer calorie drinks. Social change is then a portfolio risk as well as an avenue to expand demand while preserving unique core products (Naseer, Guo and Zhu, 2025).
1.1.4 [bookmark: _Toc235178888]Technological factors
In 2025, the Gregg's App accounted for 26.7% of company managed transactions, whereas delivery contributed to 6.8% of sales (Gregg's plc, 2026). Loyalty information allows for individualised offers, more frequent offering, and accurate demand forecasting. Automating manufacturing, ordering and scheduling can mitigate some of the impacts of wage inflation and reduce waste. Such technologies are not uncommon as McDonald's, Costa and Pret have similar systems. Relying on customer information and delivery systems also introduces cybersecurity, privacy, outage and commission hazards. There is a huge productivity opportunity in technology, but that opportunity is one that must be taken advantage of, not adopted.
1.1.5 [bookmark: _Toc235178889]Environmental factors
Performance has been impacted by climate volatility. In 2025, trading was hindered by snow and extended hot periods resulted in decreased foot traffic and demand for hot products (as noted in Gregg's plc, 2026). Agricultural supplies, logistics, energy and ingredient prices are also at risk due to extreme weather. It's important, as Gregg's has a time-sensitive centralised distribution system. A degree of diversification in sourcing, resilient transport and effective stores can help to limit disruption, while iced products, sandwiches and seasonal items can tap into evolving demand. Packaging commitments and investments for net zero adds additional near-term investment costs, while waste reduction and credible environmental performance can reduce costs and build trust. Environmental change is thus high threat physically and medium opportunity in innovation (Apsarini Soegoto, 2021).
1.1.6 [bookmark: _Toc235178890]Legal factors
Between January 2026, UK regulations banned advertising less healthy products on TV before 9pm and paid internet advertising, but did allow qualifying brand advertising (DHSC, 2026). Signature products can then be left to a lesser degree. Gregg's can do so through reformulation or by more healthy innovations and corporate-brand campaigns. Food-safety, allergen, employment and data-protection requirements generate compliance risk at 2739 sites. One failure could damage brand trust nationally, making training, auditing and digital controls essential.
1.1.7 [bookmark: _Toc235178891]External evaluation
Greggs is under economic, political, social and environmental pressures. Wage inflation and the cost of food are rising, as are employer National Insurance contributions, which are squeezing purchasing power, thereby impacting value pricing and margins (HM Revenue & Customs, 2024; Low Pay Commission, 2026; ONS, 2026b). In 2025, pre-tax profit fell 9.4% despite 6.8% sales growth (Greggs plc, 2026b). But it had managed to be resilient in its food-to-go share, which recorded an increase of 8.6% against a 3.1% decline in the number of visitors to the sector (Greggs plc, 2026b). With the threat of health regulation and warmer weather, traditional products are being diminished, while healthier meals, cold drinks, digital forecasting and disciplined store investment can help drive profitable and sustainable growth (DHSC, 2026; Statista, 2026).
1.2 [bookmark: _Toc235178892]VRIO analysis
[image: VRIO Framework - The Community]
[bookmark: _Toc235175655]Figure 8 The VRIO Strategic Analysis Framework
Source: (Barney, 1991).
The resource-based view theory suggests that performance is driven by the variety of resources (Barney, 1991). VRIO evaluates the value of a resource, rarity, imitability of a resource and organisation systems. Resources that meet all four conditions can create sustained competitive advantage, but valuable resources that are widely available can only create competitive parity (Barney and Hesterly, 2019). The difference makes it impossible to categorize Gregg's' scale or technology as strategic strengths (Apsarini Soegoto, 2021).
1.2.1 [bookmark: _Toc235178893]Brand equity and customer proposition
Gregg’s’ strongest intangible resource is its association with accessible quality and value. It was the top value in the 2025 quick-service restaurant, coffee-shop and delivery-services segment in YouGov's ranking (Gregg's plc, 2026). Greggs was voted Britain's top dining brand by Statista in 2025, and turnover was almost four times higher than it had been in 2006 (Statista, 2026). Brands can create reliable customer buying decisions and encourage repeat sales. Its scarcity and complexity are due to consistent pricing over decades, unique products, and culturally identifiable communications. Gregg travels across the country with marketing and loyalty rewards. But if the price rises or criticism is directed at the nutritional content, this could undermine trust (Alkaraan et al., 2022).

1.2.2 [bookmark: _Toc235178894]Estate and supply-chain capability
Gregg’s operated 2739 shops in December 2025 after 121 net additions (Gregg’s plc, 2026). Access to supermarkets, transport sites and retail parks: 64% of new company managed shops opened outside high streets (Gregg’s plc, 2026). Integrated manufacturing, warehousing and distribution ensures freshness, uniformity and buying economies. While competitors have advanced supply chains, it is hard to duplicate network density, locations and logistics rapidly. Other potential advantages are sustained on the estate, and temporary on the production infrastructure. However, capital intensity is a risk, as when volumes slow down, new capacity leads to depreciation and underutilisation risk (Hoenink et al., 2024).
1.2.3 [bookmark: _Toc235178895]Digital, innovation and people
Gregg’s App was scanned in 26.7% of transactions in 2025, against 20.1% in 2024; delivery sales increased 8.1% (Gregg’s plc, 2026). Customer data aids promotion and forecasting. But other applications and delivery alliances exist, and digital access is valuable, but not unique or untouchable. Routines for menu development are repeatable, but the rollout is quickened by Gregg’s. Knowledge and profit-sharing may promote engagement, but front-line skills can be transferred across employers. These capabilities consequently provide parity or temporary advantages, rather than a durable moat (Hirth, Boons and Doherty, 2021).
1.2.4 [bookmark: _Toc235178896]Financial and organisational weaknesses
The underlying operating margin was 8.7% in 2025 compared to 9.7% in 2024, the pre-tax profit was £171.9 million in 2025 compared to £174.8 million in 2024, and the net cash was £47 million in 2025 compared to £125 million in 2024 (Gregg's plc, 2026). So, the bigger and the faster were not necessarily better. The greater reliance on the consumer economy in the UK, and the widespread ownership of companies, leads to fixed labour, property and energy costs. Management should impose stricter store-level investment thresholds, phase capacity commissioning and use franchise formats where transferring risk outweighs reduced control.
Overall, Gregg’s’ strengths are brand meaning and reach. Its drawbacks include "capital intensity, margin pressure, UK concentration, and replicable digital capabilities. The key to advantage is to maximize the return on investment while safeguarding value perceptions (Alkaraan et al., 2022).
1.2.5 [bookmark: _Toc235178897]VRIO summary
	Resource or capability
	Valuable
	Rare
	Inimitable
	Organised
	Strategic result

	Value-led brand and cultural recognition
	Yes
	Yes
	Yes
	Yes
	Sustained advantage

	Shop locations and distribution density
	Yes
	Yes
	Partly
	Yes
	Strong temporary or potential sustained advantage

	Integrated production and logistics
	Yes
	Partly
	Partly
	Yes
	Temporary advantage

	App, delivery and customer analytics
	Yes
	No
	No
	Yes
	Competitive parity

	Menu innovation and operating routines
	Yes
	No
	Partly
	Yes
	Temporary advantage

	Profit-sharing culture and employee knowledge
	Yes
	Partly
	Partly
	Yes
	Temporary advantage


1.3 [bookmark: _Toc235178898]SWOT analysis
[image: SWOT: Strengths, Weaknesses, Opportunities, Threats]
[bookmark: _Toc235175656]Figure 9 The SWOT Analysis Framework
Source: (Gürel and Tat, 2017).
SWOT distinguishes strengths and weaknesses from opportunities and threats and aids managers in deciding strategic fit (Gürel and Tat, 2017). Its appeal is in focusing on consequential issues and not creating a unweighted list. This assessment therefore connects Gregg’s’ resources with new company and market evidence.
1.3.1 [bookmark: _Toc235178899]Strengths
Gregg's provides a unique combination of mass-market brand, direct manufacturing and logistics control. This helps to maintain freshness, availability and price consistency, and over 33,000 colleagues contribute to operational knowledge (Gregg's plc, 2026). A further asset is social legitimacy; there are more than 1,000 Breakfast Clubs providing food to 75,000 children every school day, building up community links that it will be difficult for competitors to replicate in a short time (Gregg's plc, 2026). By 2025, more than 30 per cent of shelf products were deemed to be healthier options, and Gregg's is working to transform itself from a leading manufacturer of traditional pastries into a brand that includes more familiar products (Gregg's plc, 2026). These are the capacities that strengthen trust and rely on the affordability and consistency of practice.
1.3.2 [bookmark: _Toc235178900]Weaknesses
Gregg not diversifying its assets in the UK against domestic consumer and regulatory and weather shocks. It has high fixed costs due to its vertically integrated infrastructure and directly operated employees, which can limit its flexibility during periods of declining volumes. In 2025, £13 million was realised in structural efficiencies, but in the same year, management identified further productivity needs, indicating that scale brings organisational complexity as well as savings (Gregg's plc, 2026). Healthier choices make up just about a third of the range, and perceptions tied to salt, fat, and calorie-heavy products make up the remaining two-thirds. Central production creates concentration risk because disruption at manufacturing or distribution facilities could affect many shops simultaneously.
1.3.3 [bookmark: _Toc235178901]Opportunities
[image: ]
[bookmark: _Toc235175657]Figure 10 Market Value of the UK Food-to-Go Industry, 2019–2025
Source: (Statista, 2026).
Coffee, breakfast and evening consumption offer adjacency growth. Beyond bakery products, the UK branded coffee-shop market stood at nearly £6.8 billion in 2025, some £1.7 billion higher than in 2019, showing favourable demand for coffee-shops (Statista, 2026). With competitive-priced coffees, meal bundles and quick service, Gregg's can grab more spending. The volume of company-managed sales on the evenings of 2025 represented 9.4% of the total sales, which suggests potential opportunities in the pizza, hot sandwiches and delivery market (Gregg's plc, 2026c). The over ice range can be extended to create warm weather resilience and is available in 1175 stores (Gregg's plc, 2025). Smaller formats can secure sites that would not be available to them if they tried to open full shops, and they can partner with a supermarket to split capital risk.
1.3.4 [bookmark: _Toc235178902]Threats
Competition is intensifying across quick-service food, coffee and convenience retail. Rivals have shown their ability to bid for outlets, staff and customers in the UK and Ireland with KFC's announcement of a £1.49bn investment programme and plans to open 500 more stores over a decade (Reuters, 2025). Meals bought as part of supermarket packages and standalone bakeries limit pricing. The limitations of the promotion of less-healthy foods will have an impact on product-led marketing, and a change in diet can lessen impulse snacking. Climate volatility exposes agricultural inputs and footfall; cyber incidents could interrupt payments, loyalty services or distribution. Inflation from suppliers is problematic as it can undermine Gregg's value promise (Alkaraan et al., 2023).
1.3.5 [bookmark: _Toc235178903]Strategic implication
Gregg's should leverage its brand, supply chain and community trust to grow affordable coffee, healthier food, and evening occasions. Growth should be driven by franchise or compact formats with uncertain demand (Alkaraan et al., 2023). A diverse approach to sourcing, cyber resiliency, and productivity controls should minimize fixed-cost and disruption exposure. This approach converts strengths into adjacent growth, addresses portfolio concentration and avoids dependence on indiscriminate shop expansion (Naseer, Guo and Zhu, 2025).
2 [bookmark: _Toc235178904]Comprehensive and holistic view
2.1 [bookmark: _Toc235178905]CSR strategy and strategic alignment
[image: Corporate Social Responsibility (CSR) | grcdevelopers.com]
[bookmark: _Toc235175658]Figure 11 The People, Society and Environmental Dimensions of CSR
Source: (Carroll, 1991).
Corporate social responsibility refers to an organisation's duties that go beyond the short-term bottom line to include legal, ethical and philanthropic obligations (Carroll, 1991). The stakeholder theory also suggests that sustainable value must consider the interests of employees, customers, suppliers, communities, and investors as well as shareholders (Freeman, 1984). Gregg's operationalises these ideas through Gregg's Pledge, which was originally built around stronger communities, a safer planet and becoming a better business and has been renewed for 2030 (Gregg's plc, 2026).
The strategy is closely linked to the business model. Food-waste prevention improves forecasting and reduces disposal cost: 40% of food waste below 2018 baseline; 45% of unsold food was redistributed; manufacturing waste below 0.2% of sales (Gregg's plc, 2026). More than one million surplus-food bags have also been rescued through Too Good to Go (Gregg’s plc, 2026). These activities are similar to strategic CSR, in which social investment supports competitive context (Porter and Kramer, 2006), but involve costs, low entry barriers and benefit the community.
Operational resilience is also enabled by environmental actions. In 2025, emissions intensity fell 56%, and renewable energy provided 97% of electricity, 47% of gas and 28% of vehicle fuel. Over 95% of product packaging became recyclable at home (Gregg’s plc, 2026).
[image: ]
[bookmark: _Toc235175659]Figure 12 Consumer Attitudes towards Sustainable Packaging
Source: (Statista, 2026).
According to the survey from 2022, reported by Statista, around 80% of UK consumers would prefer to see environmentally friendly packaging (Statista, 2025). The all-scope ambition by 2040 and the commitment to achieve net-zero Scope 2 emissions by 2030 connects sustainability with energy efficiency, logistics and brand trust (Gregg's plc, 2026).
But, it's not quite aligned. While Gregg set its packaging-lightweighting target for 2025, it has missed it for the year, and redistributing 45% of unsold food is far from the initial goal of all surplus redistribution (Packaging Europe, 2026; Gregg's plc, 2026). Activity is also reported rather than verified social outcomes or financial returns are reported. The Board must share cost reductions, benefits to beneficiaries, progress in Scope 3 and franchise coverage. This would help to lower the risk of reputation and show that CSR is not just a brand communication, but it is built into capital allocation (Alkaraan et al., 2022).
2.2 [bookmark: _Toc235178906]Balanced Scorecard
[image: The Balanced Scorecard, Kaplan and Norton (1996) ]
[bookmark: _Toc235175660]Figure 13 The Four Perspectives of the Balanced Scorecard
Source: (Kaplan and Norton, 1992).
The Balanced Scorecard (BSC) developed by Kaplan and Norton translates strategy into a set of related financial and non-financial measures for four perspectives: Financial, Customer, Internal Business Processes, and Learning and Growth (Kaplan and Norton, 1992). The reasoning is causal: competencies drive process improvement, process drives customer value, and customer results drive financial outcomes. However, CSR metrics should not be split up; for Gregg's, accessibility, value and responsible growth all work together towards the mission.
Management controls set targets, not company forecasts. They integrate leading indicators with lagging indicators – training, forecast accuracy, returns, and loyalty (Alkaraan et al., 2022). This balance ensures that sales growth is not rewarded at the expense of margins over time, or the ability of employees, or environmental performance (Apsarini Soegoto, 2021).
	Perspective
	Strategic objective
	KPIs
	Board target
	Priority initiatives

	Financial
	Deliver profitable, responsible growth while protecting affordability.
	Return on invested capital; store contribution; free cash flow; waste and energy savings; revenue from new dayparts.
	Achieve ROIC above 12%; every new format positive within two years; generate annual sustainability savings exceeding implementation costs by 2028.
	Apply catchment-level investment gates; expand capital-light partnerships; use energy contracts, waste analytics and product-level profitability to fund value pricing.

	Customer
	Become the preferred inclusive food-to-go brand through value, convenience, health and trust.
	Net Promoter Score; value perception; repeat-visit rate; healthier-product sales mix; complaints; packaging perception Apsarini Soegoto, 2021).
	Increase NPS by five points and repeat visits by 3%; achieve 40% of sales from healthier choices; maintain customer trust above 80% by 2028 (Gregg’s plc, 2026).
	Personalise meal bundles; reformulate products; expand clear nutrition labelling; communicate recyclable packaging and community outcomes without unsupported claims (Alkaraan et al., 2022).

	Internal Business Processes
	Improve availability, speed, food safety and resource efficiency across shops and supply partners.
	On-shelf availability; service time; forecast accuracy; food-safety incidents; manufacturing waste; surplus redistribution; energy intensity.
	Maintain manufacturing waste below 0.2% of sales; redistribute 55% of unsold food; reach 99% home-recyclable packaging; reduce energy intensity 10% by 2028.
	Deploy predictive ordering; standardise franchise audits; electrify shop systems; scale reusable transit packaging; diversify critical suppliers and publish corrective actions.

	Learning and Growth
	Build skills, inclusion and innovation capacity required for digital, sustainable operations.
	Engagement score; retention; training hours; internal promotion; diversity by management level; implemented improvement ideas; digital competency.
	Provide 20 training hours per colleague annually; fill 70% of management vacancies internally; exceed 80% engagement; achieve workforce-representative management by 2028.
	Establish sustainability academies, data-literacy training and apprenticeships; link leadership incentives to scorecard outcomes; fund colleague-led experiments and succession pathways (Gregg’s plc, 2026).


The scorecard is designed to stop the financial side dominating short-term decisions, but targets need to be owned and reviewed quarterly and checked externally. Management should test causal relationships and not assume them, such as whether training increases the precision of forecasts and whether recyclable packaging increases loyalty (Alkaraan et al., 2023). Compensation must be considered all four angles, and there must be a balance; cost reduction should not compromise service, employee welfare or environmental commitments. Used this way, the scorecard converts Gregg’s’ purpose into measurable execution and exposes trade-offs between affordability, investment and responsibility (Alkaraan et al., 2024).
3 [bookmark: _Toc235178907]Strategic Choices and Implementation
3.1 [bookmark: _Toc235178908]Business-Level Strategic Choices
According to Porter's generic-strategies framework, companies can achieve superior performance through three generic strategies: cost leadership, differentiation, and focus (Porter, 1980). Pure cost leadership would involve Gregg's' scale, vertical integration and standardised production to outpricing competitors. However, persistent discounts could damage quality, service and margins. Premium differentiation would be in the ingredients and experience or exclusivity, which would be a justification for the higher price, but would run against Gregg's inclusive positioning and bring in the specialist café competition. Alongside the focus may be on commuters, health-conscious consumers, or evening diners, but limiting the focus would lose the wide appetite that network economics rely on. A hybrid is efficient and it's differentiating. Although Porter warned that combining strategies risks being “stuck in the middle”, differentiation can expand volume and lower unit costs where scale economies exist (Hill, 1988). Therefore, Gregg's should operate based on efficiency to finance affordability, and distinctive products, convenience, and brand personality mitigate price-only competition (Naseer, Guo and Zhu, 2025).
3.2 [bookmark: _Toc235178909]Recommended Strategy and Framework Validation
3.2.1 [bookmark: _Toc235178910]Five Forces validation
Porter's 5 Forces examines industry attractiveness through competition, buyer power, supplier power, substitutes and new entrants (Porter, 2008). The assessment helps differentiate because price is easily "squeezed" in highly competitive environments.
	Force
	Intensity and evidence
	Strategic implication

	Rivalry
	High: McDonald’s, Costa, Pret, Subway, supermarkets and bakeries compete across breakfast, lunch and coffee; products and promotions are observable.
	Differentiate through signature food, fast service, trusted value and locations rather than matching every discount (Gregg’s plc, 2026).

	Buyer power
	High: individual customers are fragmented but switching costs are negligible and prices are digitally transparent (Gregg’s plc, 2026).
	Protect value perception, personalise offers and measure retention instead of relying on one-off promotions.

	Supplier power
	Moderate: ownership of manufacturing and distribution creates scale leverage, but agricultural commodities, energy and labour remain externally priced (Gregg’s plc, 2026).
	Use multi-sourcing, longer contracts, menu flexibility and waste reduction to stabilise inputs.

	Substitutes
	High: consumers can choose supermarket meals, cafés, home-prepared food or delivery-only brands.
	Extend breakfast, healthier meals, cold drinks and evening options to capture more occasions.

	New entrants
	Moderate: opening one bakery is easy, but replicating national awareness, production, logistics and prime-site relationships requires capital and time (Gregg’s plc, 2026).
	Exploit network economies while preventing bureaucracy from slowing local innovation.


3.2.2 [bookmark: _Toc235178911]Growth direction and SAFe evaluation
Ansoff's product-market matrix classifies the product/market combinations into market penetration, product development, market development, and diversification based on the conditions of new and existing products and markets (Ansoff, 1957). Greggs needs to focus on penetration by frequency and meal packages, create healthier, protein-rich and weather-proof products and target market development in compact transport-hub and franchise formats. Non-core diversification or hasty internationalisation should be delayed as it brings in capability and brand-transfer risk (Hoenink et al., 2024).
SAFe assesses Options for Suitability, Acceptability and Feasibility (Whittington et al., 2020). The score below is the consultant's judgment from 1, weak, to 5, strong.

	Strategic option
	Suitability
	Acceptability
	Feasibility
	Total
	Decision

	Pure cost leadership
	3
	3
	4
	10/15
	Retain efficiency discipline, not primary positioning.

	Premium differentiation
	2
	2
	3
	7/15
	Reject: conflicts with accessibility and value.

	Value-led differentiation
	5
	5
	5
	15/15
	Recommend: aligns brand, capabilities and market conditions.

	Unrelated diversification
	1
	2
	2
	5/15
	Defer: excessive risk and limited strategic fit.


Suitability is good, as the strategy meets high substitution and buyer power. Staged formats are better than aggressive expansion, as there is a reduced capital risk, but customers remain affordable. Feasibility is derived from brand recognition, owned supply capabilities and planned logistics capacity (Gregg's plc, 2026a). Current practice offers real-life precedent: Gregg's' Vegan Sausage Roll created an impressive level of sales promotion, highlighting that innovation that is accessible can tap into new demand without premium repositioning efforts (The Guardian, 2019). The fourth Bitesize Gregg's was opened at London Bridge station in 2026, which serves around 55 million passengers per year, and showcased a compact market development where full shops were not viable (Gregg's plc, 2026).

3.3 [bookmark: _Toc235178912]Delivering Optimum Performance and Competitive Advantage
The strategy forms a feedback loop for performance. The remaining £13m of structural savings achieved in 2025 were £4m over target, but part of this could be reinvested in prices, service and innovation to create traffic and protect margins (Gregg's plc, 2026a). Frequency and forecasting should improve through digital personalisation with 1.7 million customers downloading the app in 2025, and over 1.5 million downloading weekly at December's peak (Gregg's plc, 2026a). Market development can provide incremental visits: The fourth Bitesize shop is located at London Bridge which is served by around 55 million passengers per year (Gregg's plc, 2026).
Innovation may expand demand without causing premiumisation. The Vegan Sausage Roll from 2019 is an example of accessible differentiation: sales in the first seven weeks of 2019 were around 10% higher than they had been over the previous 7 weeks, though it is not possible to blame any one thing for this increase (The Guardian, 2019). According to the resource-based view, advantage is obtainable when valuable, rare, and difficult-to-imitate resources are organised effectively (Barney, 1991). The strength of Gregg's' isn't in the recipes themselves, but in the brand, estate, supply chain and routine elements that hold them together. Dynamic capabilities—sensing dietary shifts, seizing them through trials and reconfiguring formats—will keep that system relevant (Teece et al., 1997). Board measures should link visits, availability, waste, app frequency and value perception to margins and return on capital, rather than use expansion to cover weak unit economics, (Naseer, Guo and Zhu 2025).
3.4 [bookmark: _Toc235178913]Implementation Challenges and Mitigation
First, menu diversity may delay service, contribute to waste and confuse value. A stage-gate process should check demand, preparation time and margin, and then eliminate unprofitable products. Second, openings can steal customers and reduce returns. Catchment modelling, pilots and post-investment reviews are crucial, and the experience of moving from nearby shops ranged from close to 0% to well over 5% across relevant openings in 2024-2025, this is a benchmark, not a guarantee (Gregg's plc, 2026). Third, apps, automation and supply-chain transformation create cyber, outage and execution risks. Before scaling, there should be phased deployment, parallel systems, supplier assurance, privacy controls, and Board resilience testing. Fourthly, efficiency programmes may have a demoralising effect or on morale or service. Gregg's should engage shop teams, train managers, share productivity gains with track retention and include labour cost. Lastly, delivery and grocery delivery providers can erode margins or standards. Consistency should be protected by channel profitability, service-level agreements, audits and clear data ownership. Implementation should be governed by quarterly milestones, by accountable executives and by stop/go thresholds, and capital should only be moved when there is measurable improvement in incremental visits, contribution, and returns without any loss in value scores from pilots.
4 [bookmark: _Toc235178914]Section 2: Reflective Account Using Gibbs’ Reflective Cycle
[image: Gibbs' Reflective Learning Cycle – HELEN MARTIN BLOG]
[bookmark: _Toc235175661]Figure 14 Gibbs’ Reflective Learning Cycle
Source: (Gibbs, 1988).
This is a critical reflection of my research, analysis and preparation process for Gregg's strategic report using the Gibbs six stage cycle.
4.1 [bookmark: _Toc235178915]Description
Gibbs’ cycle structures reflection through description, feelings, evaluation, analysis, conclusion and action planning (Gibbs, 1988). I chose Gregg's UK food-to-go business because I had evidence in a bounded market. Sources comprised annual reports, government statistics, Statista, regulatory publications and reputable journalism. Used PESTEL, VRIO, SWOT, CSR, the balanced scorecard, and Five Forces, Ansoff and SAFe in assessing choices. Finally, I edited the report for coherence, citation accuracy and compliance.
4.2 [bookmark: _Toc235178916]Feelings
Initially, I felt confident because Gregg’s was familiar and disclosed information. But, as familiarity could become assumptions. There were lots of frameworks that made me feel confused on how to get depth without repetition. Conflicting results intensified this concern: Gregg’s increased sales and market share in 2025, yet underlying profit before tax fell 9.4% (Gregg’s plc, 2026). This challenged my belief that revenue growth demonstrated strategic success. When I had independent evidence to challenge management's story, my confidence increased (Alkaraan et al., 2022).
4.3 [bookmark: _Toc235178917]Evaluation
Strength was linking evidence to implications. Thus, I'm leveraging app engagement, cost savings, compact-shop trials to drive value-based differentiation. Corporate disclosures reduced source bias when compared to the ONS, government and market evidence. I have discovered that my source log has some missing page numbers and some inconsistent dates. This reflected Saunders, Lewis and Thornhill’s (2023) criteria of authority, currency and purpose. Sequencing PESTEL, VRIO and SAFe connected diagnosis to selection. However, the information repeated on sales, inflation and market share was in my first draft, and a few SWOT points were not prioritised by the probability and impact.
4.4 [bookmark: _Toc235178918]Analysis
My principal learning was that frameworks organise enquiry but cannot create critical analysis automatically. PESTEL is an unselective list of factors if they are not prioritized by materiality and interaction. In addition, VRIO needs to demonstrate that resources are valuable, rare, difficult to be imitated, and organisationally supported (Barney, 1991). I didn't say recipes were forever new, I said that Gregg's' advantage was an integrated system of brand, vertical integration, estate reach, routines and value perception. Five Forces explained how low switching costs limit price, and Ansoff explained that risk is different for growth in different directions (Porter, 2008; Ansoff, 1957). The balanced score card showed that financial results were related to customer, process, and learning drivers (Kaplan and Norton, 1992). These models were integrated to form a causal argument: capabilities enable low-cost differentiation, but growth can only be realised if incremental returns outpace cannibalisation and capital costs (Flammer and Ioannou, 2020).
4.5 [bookmark: _Toc235178919]Conclusion
My strongest contribution was converting varied evidence into a defensible recommendation instead of presenting disconnected models. Labels that categorized SAFe scores as consultant judgments, rather than reported facts, separated interpretation from facts. My original mistake was choosing to go for the 'full mark' rather than being analytical. I now see critical analysis as the process of evaluating reliability, materiality, causality and limitations, and taking into account other explanations. Prioritisation would have allowed for a more in-depth examination of implementation risks and scenarios (Alkaraan et al., 2022)
4.6 [bookmark: _Toc235178920]Action Plan
The following steps will ensure that these reflections turn into measurable improvements in my future strategic-management work:
	Development priority
	Action I will take
	Timescale and success measure

	Research focus
	Define research questions and construct an evidence matrix covering each claim, source, date and limitation.
	Before drafting; every material claim is traceable to evidence.

	Critical analysis
	Rank factors by impact, probability, timeframe and managerial relevance; write an implication after every framework.
	During analysis, there are no duplicated framework findings.

	Recommendation testing
	Apply scenarios and sensitivity analysis to visits, margins, cannibalisation and capital returns.
	Before conclusions; recommendation remains viable under downside assumptions.

	Quality assurance
	Seek formative feedback and reserve dedicated time for citations, references and word-count checking.
	One week before submission; complete citation audit and compliant word count.


These actions apply Schön’s reflection-on-action by using completed experience to strengthen future professional judgement (Schön, 1983).
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