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The first section of this paper analyses a chosen organisation’s internal and external environment, using a PESTLE and SWOT. The student decided to evaluate the chain store, Greggs bakery, as she works within the food industry. Her place of work is an independent business, with two locations, therefore was thought that it would be interesting in analysing a much larger well established company who have built there brand to be a reputable well-know organisation. Whilst it was known to have thousands of stores, she was unaware of the various elements of growth and the continuous way, they as a business continue to adapt to meet the customer requirements and remain competitive which is outlined below in the report. 
“Business strategy is the strategic initiatives a company pursues to create value for the organisation and its stakeholders and gain a competitive advantage in the market. This strategy is crucial to a company's success and is needed before any goods or services are produced or delivered”. (Boyles, 2022)
Section two of the assignment, evaluates a stakeholder analysis and an evaluation of stakeholder expectations. The next section,  provides a critical appraisal of the chosen organisation’s current strategic direction. The final part of paper, proposes a new strategy.
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The author completed a PESTLE analysis with a view to analyse the macro elements – see appendix A
Brexit has had a huge impact on businesses, which include, trade and production supply chains, labour shortages relating to immigration rules.  New trade regulations and border checks have created delays in the transportation of products. Together with the rising cost of raw materials will ultimately reduce profit margins. Companies are then left with the decision to restructure and/or increase prices to the customer.  Another area to consider was the shortages of Heavy Goods Vehicle drivers and factory workers which saw delays in moving products through the supply chain.  
(Ford Rojas, 2021) highlights, “The baker said it was seeing "temporary interruptions" in the supply of some ingredients”. This shows how external macro factors, can affect operations. Such delays highlight how dependant companies rely on there suppliers. Any default, naturally filters down the customer. There is huge competition within the “on the go” food industry and lack of popular items will result in pushing customers to competitors.
To overcome these challenges, they had to adapt their business operations in this area by increasing stock levels for key ingredients and diversifying suppliers. They embraced technology by moving beyond just physical shops to a multi-channel approach. Their constant vision for growth saw “The Greggs Foundation’s Breakfast Club Programme, App’s, Drive-Thru, Vegan options, Supermarket partnership, Home Delivery facilities all with a view to remain competitive. 
Whilst cost has increased to the consumer, they pride themselves on competitive pricing even when the economy is not in their favour. Their commitment to Ethics, focuses on building trust through transparent sourcing and sustainability.
Accommodating for trends, whether this be surrounding healthier dietary requirements, options due to allergies, vegan, vegetarian or ethical, social or remote working. They are areas to consider and is why they expand their services and products, as above. 
The "Greggs Pledge." This focuses on Sustainability, reducing the carbon footprint, moving toward sustainable packaging, and managing food waste (Annual Reports, 2026)
“The Russia-Ukraine war prompted many industries to raise prices due to shortages in raw materials. Greggs, the bakery chain announced that the prices of its products, including its famous sausage rolls, had increased due to volatile prices caused by the Russian-Ukraine conflict. Due to rising cost of ingredients, energy and labour the company had to increase their prices”. (SWOT & PESTLE, 2025)
The food industry is required by law to adhere to extremely strict legislations, around preparation, health and safety and the overall cleanliness of the premises, which is all recorded on the FSA website. A points system, 1 to 5 is allocated, 5 being excellent, which is reviewed further by ad hoc visits. 
As Greggs occupy multiple locations, the student decided to review Cardiff based stores. Her findings were that out of 38 stores, all received a 5 star rating, apart from one location which was awarded a 4 star. (FSA, 2026) This shows, the consistency in their expectations and brand in ensuring regulations are adhered to. 
The Food Standard Agency records all relevant data for various elements. Allergens have become an important factor in our society. 
In January 2025, products were recalled as incorrectly labelled. Both the FSA and Greggs dealt with promptly which is imperative not to damage customer reputation.  “recalling Greggs 2 pack Steak Bake because it contains sulphites which are not declared on the label. Due to a packaging error some packs contain Sausage, Bean and Cheese Melts which contain sulphites. These were incorrectly packed in Steak Bake packaging. This means sulphites is not declared on the label; therefore the product is a possible health risk for anyone with a sensitivity to sulphur dioxide and/or sulphites”.
Action taken by the company.
Greggs is recalling the above product from customers and has contacted the relevant allergy support organisation’s, which will tell their members about the recall. The company has also issued a point-of-sale notice to its customers. These notices explain to customers why the product is being recalled and tell them what to do if they have bought the product. (FSA, 2025)
Tax inflation can have a significant impact on the way we spend our money, which can have a negative effect on business sales. (HM Treasury, 2025) confirms tax inflation to be “Tax on dividend income will increase by 2 percentage points. The ordinary rate will rise from 8.75% to 10.75%, and the upper rate from 33.75% to 35.75% from April 2026. The additional rate will remain unchanged at 39.35%.
Tax on savings income will increase by 2 percentage points across all bands. The basic rate will rise from 20% to 22%, the higher rate from 40% to 42%, and the additional rate from 45% to 47% from April 2027.
The government is creating separate tax rates for property income. Income tax is already charged on property income. These separate rates mean property income will have its own individual tax rates (as already occurs for the taxation of savings and dividend income). From April 2027, the property basic rate will be 22%, the property higher rate will be 42% and the property additional rate will be 47%. Finance cost relief will be provided at the separate property basic rate (22%)”.
In addition to tax inflation “The Government has announced the 2026 increases to the National Minimum Wage, including the National Living Wage. These will be effective from April 2026. The Government accepted in full the recommendations of the independent Low Pay Commission (LPC). (Low Pay Commission, 2025). This structure is required by law and consequences to any business failing to comply, which protects the employee. 
Employers have an obligation to their employee’s. (ACAS, 2025) highlights the importance of “Equality and wellbeing within the workplace. Employers should be inclusive and support workers' wellbeing. They should prevent discrimination and make sure everyone is safe at work. This will, protect workers' rights and avoid legal claims, improve productivity and encourage workers to stay at the organisation”. 
























The author also completed a SWOT Analysis – See Appendix B
Strengths
Greggs is a highly recognised brand, with over 2,000 stores across the UK. All major high streets has a Greggs store. As mentioned above, they have adapted their products and services over time, in line with customer requirements and is why they remain in the competitive market. 
Adaptability of products/services in line with customer requirements – i.e. dietary, ethical, healthier options. They strive to maintaining low cost options and whilst prices have increased over recent years it remains low budget friendly. There focus on maintaining a strong brand they are generally awarded 5 star ratings, through the Food Standard Agency across stores. This indicates that there is a strong positive working culture within the business. There pastries, pizzas and breakfast option are freshly cooked on site.  
Weaknesses 
This is a UK based company, which does not trade internationally. Should any detrimental impact occur on the UK economy this could pose a high risk factor for the business. 
Greggs are not generally known for healthy eating options, therefore customers looking for a healthier choice this could drive them to their competitors. 
Opportunities 
As mentioned above, Greggs trade within the UK solely. Expansion internationally could potentially expand their businesses further. 
Not only are Greggs in competition with other similar businesses on the high street, but also supermarkets. The attraction of buying warm pastries is appealing, however once the product turns cold there is no way of reheating in store. Keeping such items warm throughout the day would increase sales. An increased healthy eating options menu would also be beneficial. 
Opening hours are designed to capture the earlier trade of the day. Increasing hours to a slightly later finish time could also be beneficial.
Threats
Huge competition in the “on the go” food industry, including supermarkets, therefore imperative they are constantly adapting their products/services. 
All their focus on UK trade – In the event of an economic crash could potentially have big negative impact.
Customer requirements for healthy eating could dictate products sold or loose custom. This also applies to inflation, which could dictate customer spending and increase supplier cost 
Regulations and processes around the food industry are constantly updating. It is important for the business to ensure processes are followed at all times. 
After analysing the micro and macro elements, the author recognises that Greggs have shown to be adaptable with their services and products in order to meet the customer requirements and remain competitive in the market.  
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The author completed a stakeholders analysis – see Appendix C. Identifying the following Stakeholders. 
· Customers 
· Colleagues 
· Suppliers 
· Shareholders 
· Lenders
· Communities 
High Power, High Interest (Manage Closely). “Stakeholders in this quadrant are key players. They have significant influence and a high level of interest in the project. These stakeholders need to be managed closely and kept informed regularly. Their support is crucial for the project’s success.
· Customers – Considering the cost of living crisis and the impact inflation has had on the economy and purchasing. Greggs decision-making on offering affordable, value for money items has been a focal point of their decision.
· Colleagues – Greggs continue to open new stores; therefore it is an important element of their business structure that they have strong employees working for their organisation. They are the first point of call and manage the day to day functions of operations. (Stakeholders, 2024)

· Suppliers – Ingredients and cost of products is a fundamental part of buying process. Greggs has internal systems to closely manage the overall effectiveness. (Stakeholders, 2024)
 High Power, Low Interest (Keep Satisfied). These stakeholders have a lot of influence but may not be highly interested in the day-to-day details of the project. It’s important to keep them satisfied to ensure they remain supportive. Regular updates and involving them in major decisions can help maintain their satisfaction.
· Shareholders – Being the owners of the business, there is the obligation to keep them fully up to date with important developments. This is adhered to through regular reporting meetings with top executives. (Stakeholders, 2024)

 Low Power, High Interest (Keep Informed). Stakeholders with high interest but low power need to be kept informed about the project’s progress. While they may not have the ability to influence outcomes directly, their interest means they can be valuable advocates for the project. Keeping them engaged can provide additional support and insights. 
· Lenders – Post pandemic, financial support was secured in the event of needed. Greggs claim this was refinanced in 2024, however remains undrawn. With this mind, regular performance and compliance updates are provided to partners. (Stakeholders, 2024)
Low Power, Low Interest (Monitor). These stakeholders have minimal influence and interest. While they do not require intensive management, it’s still important to monitor them to ensure their needs and concerns are addressed if they arise”.  (Rigcert, 2024)
· Communities – Greggs takes pride in supporting communities, contributing 1% of profits to The Greggs Foundation. Over £1 million was raised in November 2024 for Children In Need. Further donations were made to the Natasha Allergy Research Foundation who research causes and prevention of food allergies. (Stakeholders, 2024)
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Greggs vision is to be “the customers favourite for food on the go”

“The Greggs Pledge: Committing to carbon reduction, reducing food waste, and ethical sourcing”  (Greggs, 2025)
They clarify their business model into five key areas: 
Manufacturing
Preparing fresh food in their own manufacturing facilities. 
Logistics
Products are independently transported from manufacturing centres to stores, which keeps cost to a minimum. 
Our people
We have more than 33,000 amazing colleagues, providing our customers with the best experience every day.
Customer channels
With around 2,600 shops across the UK, delivery and wholesale partnerships and Click + Collect, we can serve our customers wherever, whenever, and however they choose.
Customer relationships
“Our Greggs App and CRM system allow us to build long-term connections with our customers and reward their loyalty.




There four key drivers for growth:
Growing the Greggs estate
Through new shop openings, relocations and the next generation of shop refits, our ambition is to reach significantly more than 3,000 shops.
Extending trade into the evening
Through extending our trading hours, exciting new additions to our menu and leveraging our existing customer channels, we are able to compete more effectively for food-on-the-go sales in the evening.
Digital channels
Through our digital channels, including delivery and Click + Collect, we are able to compete more effectively at all times of day.
Broadening customer appeal and driving loyalty
Through timely, effective customer communication via our new Greggs App, website, social media and CRM system, we can communicate with our customers and be a brand considered by more people when they need food-on-the-go”. (Greggs, 2025)
Greggs pride themselves on promoting a strong working culture by providing good working conditions where employees are appreciated. They have the opportunity to progress, and it is recognised they are the frontline of the business. 
They acknowledge the importance of maintaining good relationships with their stakeholders and is key to what they do.
In summary, maintaining a reputation for quality food at affordable prices, is crucial during economic downturns and maintains position within an exceptionally competitive field. They strategically locate premises in high-traffic locations, to capture "on-the-go" customers.
Their customer loyalty rewards schemes, personalises the experience and generates return loyal custom. They fully utilise the use of technology through online ordering systems, which widens the customer base. This also applies to Click and Collect services enabling convenience for the customer. 
Adapting to healthier options and/or dietary requirements, provides a wider option for the consumer and in turn generates additional sales. Whilst managing their own manufacturing and distribution to control costs and ensure product consistency. 
Considering how the company first started, they have evolved over time by listening and adapting to customer needs. They pride themselves on supporting communities, which is something the author was not aware of. They have a solid brand, which is instantly recognisable and the set up is the same across the board.  
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PLAN 
Evaluating the SWOT analysis, the student feels there is an opportunity to provide constant hot pastries, opposed to allowing them to go cold. The author asked ten family members their preference and does it alter there purchase if the product is cold, and all replied yes and they would go an alternative. From a personal perspective this has always been the case for the student. 
Whilst there would be an additional cost, there are two options in keeping products warm throughout the day, The first being hot plates and the other a microwave. Hot plates are currently used in stores for keeping the breakfast menu warm. The student feels this would be additional long term revenue. If you compare this product to other similar businesses, they have the option to at least use a microwave.  
Initially customer feedback could be obtained, through online platforms to ascertain if this is value for the consumer. 
DO
Due to the vast number of shops, this could be trailed in a set amount location, prior to rolling out to all stores. 
CHECK
Close monitoring of sales and the overall effectiveness of the proposed change. 
ACT
Providing Sales increase, rollout to all Stores. This could be completed in stages, maybe the larger busier locations in first instance and gradually across all premises. 
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	PESTLE Analysis 
 

	Political 
 
	· Brexit impacts on trade and production supply chains. 
Including labour shortages surrounding immigration rules.
· Ukraine-Russian war impacting on raw material cost
· Stockpiling various products to minimise disruption to sales. 
· Government legislations which include, Food Standard Agency regulations (FSA), health and safety and the overall operation of business 
· Local council policies regarding business permits.
· Changes in taxation (VAT)


	Economic 
	
· Inflation, which includes products, energy and interest rates, all dictate how the consumer spends money.  
· Increased prices and/or delays with commodities such as wheat and sugar have a huge impact.

	Sociological 
	· Trends surrounding healthier dietary requirements, healthier options, necessity due to allergies, vegan, vegetarian or ethical.
· Accommodating for social trends. Individuals use coffee shops as a social gathering, including an increase of remote workers.

	Technological 
 
	· As technology evolves, implementing online platforms for online ordering is expected from the customer and allows easy access to products. 

· Allows the customer to provide positive and negative feedback of services, which can determine future sales.
· Internal systems to monitor inventory and sales, allows quick reporting to maintain efficiency. 
· Social media marketing is a cost effective way to promote the business and build reputation. Equally, this provides a platform for the customer to provide negative reviews which is visible.
 

	Legal 
	· [bookmark: _Hlk211162827]Strict food regulations which are monitored by Food Regulations Agencies.
· Employment laws which protect the employee. This would include minimum wage requirement. 
· Consumer protection which involves labelling products, detailing key information of ingredients.
 

	Environmental   
	· Conscious of reducing the carbon footprint, sustainable packaging and managing food waste. 
· Eco-friendly packaging and cutlery distributed to the consumer.
· Waste reduction and recycling.
· Ethically sourced supplies and environmentally responsible suppliers.
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	SWOT ANALYSIS


	
STRENGTHS 
	
WEAKNESSES

	· Highly recognised brand 
· Over 2000 stores across the UK – Greggs always present on main high streets 
· Adaptability of products/services in line with customer requirements – i.e. dietary, ethical, healthier options.
· Cost effective for consumer
· FSA – Generally awarded high star ratings.
· Freshly cooked food on site
· Strong working culture within the business

	· Only trades in the UK
· Not generally known for healthy eating options, therefore customers looking for a healthier choice would go elsewhere 

	
OPPORTUNITIES 
	
THREATS

	· Trade out of UK
· Keep pastries/pizza’s warm throughout the day, opposed to letting them go cold
· Increase healthy eating options
· Increasing opening hours to capture trade later in the day 









	· Huge competition in the “on the go” food industry, including supermarkets 
· All focus on UK trade – In the event of an economic crash could potentially have big negative impact.
· Customer requirements for healthy eating could dictate products sold or loose custom 
· Inflation – could dictate customer spending and increase supplier cost 
· Changes in regulations (FSA)
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	Keep Satisfied 
(High Power/low interest)
Shareholders



	Manage Closely
(High power/High interest)
Customers
Colleagues
Suppliers
Communities 






	Monitor 
(Low power/low interest)
	Keep informed 
(Low power/High Interest
Lenders
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