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[bookmark: _Toc232441036]Executive Summary 
This report is the strategic assessment of the business Greggs plc and proposes some directions that can aid the long-term competitive situation of the business in the UK food-to-go market. Key strategic management models such as PESTEL, VRIO, SWOT, Balanced Scorecard, Porter's Five Forces, Ansoff's Matrix and SAFe analysis models are used to analyse the external environment, internal resources, operational performance and strategic options for Greggs. The report reveals that the company holds a potent competitive edge thanks to its familiar brand, the great number of bakeries in the United Kingdom, its vertically integrated supply chain and the fact that it clearly offers value for money. The report states that the strategic evaluation resulted in a hybrid strategy with cost leadership and differentiation, with a focus on healthier menu innovation, more digital engagement, operating more efficiently and expanding in a controlled way. In doing so, Greggs will be able to cement its affordability, remaining a leader, boost customer loyalty, enhance profitability and ensure sustainable growth prospects in a toughening UK food-to-go market.
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[bookmark: _Toc232441037]Section 1: Strategic Analysis and Recommendations
[bookmark: _Toc232441038]1. Introduction 
This report will assess and analyse the strategic nature of Greggs plc as an independent strategic management consultancy and come up with recommendations to reinforce the long-term competitive position of Greggs plc in the United Kingdom (UK) food-to-go industry. The analysis is based on Greggs' retail operations with bakery products, sandwiches, hot food and drinks, and digital operations, all running in the UK. The report uses strategic management models such as PESTEL, VRIO and SWOT to analyse external opportunities and threats, as well as internal strengths and weaknesses. In addition, the analysis explores the possibility of whether the current strategy could be continued in the context of the increased competition, evolving customer expectations, growing operating costs and market maturity.
[bookmark: _Toc232441039]2. Organisational Context and Overview 
[bookmark: _Toc232441040]2.1 Company Background
Gregg's plc is the largest food-to-go retailer in the United Kingdom. Previously a small bakery in Newcastle upon Tyne, John Gregg set up the company in 1939, and it has evolved into a nationwide retail banner for affordable, convenient food products (London Stock Exchange, 2024). The company's product range has diversified to include sandwiches, salads, coffee, pizza, and healthier options, enabling competition at a number of different eating events, especially breakfast and lunch, snack and evening meal.
[image: ]
Figure 1: Financial Highlights of Greggs Bakery
Source: (FCA, 2025)
Greggs is a value-driven business strategy, with a significant retail chain, efficient and vertically integrated manufacturing and high-volume sales. At the end of 2025, there were 2,739 shops and a record turnover of £2.151 billion, which was a good indicator in challenging economic times of the customer demand shown by the company. But Pbt fell by 9.4% to £171.9m, pointing to revenue growth not being enough and that more efficient running will be needed in the future to preserve profitability (Investegate, 2026). As this is a key strategic issue for Greggs, the bottom line would be that if their customer demand should wane, then the expansion strategy will lead to a fall in profitability, yet the fixed costs will remain the same.  Greggs is committed to providing high-quality meals to their customers, which are accessible with ease and at an affordable price. Its strategic direction involves growth, creating customer convenience digitally, and its long-term goal is to be "well over 3,000 shops" in the UK (Greggs, 2025). 
[bookmark: _Toc232441041]2.2 Industry and Market Position
Greggs plays in an intensely competitive food-to-go sector in which people are looking for inexpensive, easy and fast meal options. The company is in competition with other specialised food retailers, including Pret a Manger, Costa Coffee, Starbucks and Subway, along with the food deals provided by the supermarkets like Tesco and Sainsbury's. Though facing numerous competitors in the same league, Greggs has enhanced its market dominance. 
[image: ]
Figure 2: Positioning Map
Source: (Developed by Author)
Despite the overall decline in market visits of 3.1% in 2025, the brand saw a rise by 0.5 percentage points to 8.6% of the food-to-go market in the UK (Greggs, 2026). Supermarkets compete fiercely on price, and premium competitors' product selection is healthier and of a better quality. Furthermore, expansion to over 3,000 stores may pose the risk that the market becomes saturated and may cannibalise existing stores (Greggs, 2024a). Hence, it is important that Greggs manage growth whilst at the same time ensuring that they are both productive and innovative and are meeting their changing customer needs to ensure a market lead.
[bookmark: _Toc232441042]3. External and Internal Strategic Analysis
[bookmark: _Toc232441043]3.1 External Environment Analysis using PESTLE Analysis
	Factor
	Evidence and Critical Analysis
	Opportunity / Threat

	Political
	The Government of the United Kingdom is still on the path of introducing a higher National Living Wage and higher National Insurance rates, which also have a significant impact on retailers with a high reliance on labour, being around 39 per cent of the cost base (Nibusinessinfo, 2025). An increase in wage rates will directly affect profits and put pressure on pricing. But made by a business with the scale of Greggs and solid cash creation, it has a greater resilience than other smaller independent food retailers. So tougher employment laws could make Greggs' position even more competitive as they made it tougher for their smaller counterparts. 
	Threat: Rising labour costs. 
Opportunity: Higher barriers to entry for smaller rivals.

	Economic
	Disposable income is under pressure in the UK economy. Data from Circana found that overall, total visits to the food-to-go market decreased 3.1% YoY in 2025, reflecting lower food-to-go consumer spend (Portalatin, 2026). However, Greggs' market share continued to grow, with the company commanding 8.6% of the market, which suggests that during an economic downturn, consumers are opting for more affordable brands (Hartley, 2026). This means that Greggs has a counter-cyclical advantage, as people could be tempted to trade up in price from premium brands like Starbucks and Pret a Manger to cut their costs. But inflation remains strong and continues to put pressure on margins for food, food packaging and running expenses. 
	Opportunity: Value-for-money positioning attracts cost-conscious consumers. 
Threat: Inflation and cost increases reduce profitability.

	Social
	Consumers' attitudes are evolving swiftly in the direction of healthier, higher-protein, lower-calorie, and more sustainable food options (Vaccaro et al., 2024). Greggs admits there is growing demand for more protein and shape needs, as well as for smaller serves. Bakery products have long been a major part of the company's business, which could prove a liability if bakery consumption grows faster. But Greggs has shown itself to be adept at change with its vegan range, salads, good-for-you faux, and menus. 
	Opportunity: Expansion into healthier and specialised food categories. 
Threat: Declining demand for traditional bakery products.

	Technological
	The significance of digital technology is growing in food retail. Greggs has built up its application, loyalty programme, Click & Collect and partnerships for delivery. The Greggs App accounted for 26.7% of business-owned transactions in 2025 compared to 20.1% in 2024 (Greggs, 2026b). This helps to provide important customer data, aids in personalised marketing and improves repeat customers. Technology can also enhance operational efficiency, enable inventory management and optimise the supply chain. 
	Opportunity: Greater customer engagement and data-driven marketing. 
Threat: Cybersecurity and technology investment costs.

	Environmental
	Customers, regulators and investors are increasingly concerned about Sustainability. Greggs has long-term carbon reduction goals and is continuing to invest in energy efficiency and responsible sourcing. Good environmental performance can enhance a brand and keep customers. Logistics and distribution may also be more costly in extreme weather conditions (Financial Times, 2025). 
	Opportunity: Improved corporate reputation and stakeholder trust. 
Threat: Supply-chain disruption and rising input costs.

	Legal
	The operations of Greggs are subject to extensive regulations, encompassing aspects of food safety, employee welfare, environmental compliance and consumer protection (Greggs, 2024b). The company's provision for a historical VAT understatement recently amounted to £4.5 m, illustrating the negative impacts of failing to comply with regulations. In addition, future food-labelling and nutrition laws and regulations may drive up standards compliance costs. However, the already well-established governance structure and financial capacity of Greggs put it in a stronger position to adapt to the changing legal demands as compared to smaller rivals. 
	Threat: Compliance costs and regulatory penalties. 
Opportunity: Strong governance creates a competitive advantage over smaller firms.


Table 1: PESTLE Analysis of Greggs
Source: (Developed by Author)
Greggs faces threats as well as opportunities from the external environment. Its most promising value proposition opportunities are in times of economic turmoil, heightened digital usage, and the need for ready-to-gold food options. On the other hand, the biggest danger factors are labour cost inflation, shifts in the eating habits and pressure on profit margins. While Greggs experienced growth in revenue to £2.151 billion in 2025 and its market share rose to 8.6% of the market, all of this because of the underlying decline in profit before tax means that if the company is to continue to grow, it will have to focus on more than just expansion; it will need to be productive and look at innovative menus and cost management (Greggs, 2024a). As such, it can be argued that the key strategic feature of the company's product should be to sustain its value leadership, at the same time meeting consumer and regulatory requirements. 
[bookmark: _Toc232441044]3.2 Internal Environment Analysis 
	Resource / Capability
	Valuable (V)
	Rare (R)
	Difficult to Imitate (I)
	Organised to Capture Value (O)
	Competitive Implication

	Strong brand reputation and customer loyalty built over 85 years
	✓
	✓
	✓
	✓
	Sustainable competitive advantage

	Extensive UK store network (2,739 stores) and convenient locations
	✓
	✓
	✓
	✓
	Sustainable competitive advantage

	Vertically integrated supply chain and manufacturing facilities
	✓
	✓
	✓
	✓
	Temporary to sustained advantage

	Value-for-money pricing strategy
	✓
	X
	X
	✓
	Competitive parity

	Digital capability (Greggs App, Click & Collect, delivery partnerships)
	✓
	X
	✓
	✓
	Temporary competitive advantage


Table 2: VRIO Analysis of Greggs
Source: (Developed by Author)
VRIO suggests that Greggs has a lot of resources that can enable it to enjoy a long-term competitive advantage. The best strategic asset it possesses is its brand reputation, which it has built over the last 85 years plus. Withstanding the intense competition in the UK's Fishery Sector, Greggs has successfully established itself as the affordable and convenient food-to-go brand, with strong emotional branding that connects with UK consumers (Hirth et al., 2022). As customers' trust in the quality of service and brand reputation takes time, it cannot be easily imitated by rivals.  One of Gregg's key strengths is its significant retail footprint; at the end of 2025, a 2,739-store presence was achieved (Rainey, 2026). Geographical spread provides economies of scale in purchases, production and distribution, and is convenient for customers. But this can come back to bite if it grows too quickly, causing market saturation and competitiveness within the companies. Thus, future expansion should be directed to increased efficiencies of stores beyond just an increase in the number of stores. 
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Figure 3: Distribution of Greggs Locations in England’s Districts
Source: (Xmap, 2025)
Another key capability of Greg's is to have a vertically integrated supply chain, allowing the company to manage a large portion of its production and distribution processes. This allows the company to also keep a level of consistency in quality, reduced cost, and quicker speed of innovation than competitors that use a lot of outside suppliers. However, this has a considerable investment cost, and this could press down on flexibility if demand for a product slows down.  This is a good strategy for Greggs at low prices, but not an uncommon one for supermarkets and fast food, as they can also discount. So, a sole focus on affordability can come at the expense of profitability, particularly when wage and ingredient prices are trending upwards. Greggs App and Click & Collect services and delivery partnerships add even more convenience, as well as important data about customers. But digital technologies are susceptible to imitators in the competitor landscape. Therefore, Greggs should develop a digital strategy that focuses on analytics to leverage customer data and personalised promotions to make digital convenience more of a competitive advantage. 
[bookmark: _Toc232441045]3.3 SWOT Analysis
	Strengths
	Weaknesses

	· Strong UK brand recognition developed over 85 years with high customer trust.
· Extensive store network of 2,739 locations, providing convenience and strong market access (Rainey, 2026).
· Vertically integrated supply chain, enabling quality control and cost efficiency.
· Strong value-for-money positioning, attracting customers during periods of economic pressure.
	· Heavy dependence on the UK market, creating limited geographic diversification.
· Declining profit margins, despite sales reaching £2.151 billion in 2025, as underlying profit before tax fell 9.4% to £171.9 million (Davey, 2026). 
· Traditional bakery image, which may conflict with increasing demand for healthier food options.

	Opportunities
	Threats

	· Digital expansion, including greater use of the Greggs App, loyalty programmes, and personalised marketing.
· Expansion into new locations and evening food occasions, supporting the ambition to exceed 3,000 stores.
· Use of technology and automation to improve operational productivity (Melesse and Orrù, 2025).
	· Rising labour, energy, and raw material costs are reducing operating margins.
· Intense competition from Pret A Manger, Costa Coffee, Starbucks, Subway, and supermarket meal deals.
· Economic uncertainty and lower consumer spending may reduce overall market demand.



Table 3: SWOT Analysis of Greggs
Source: (Developed by Author)
The SWOT analysis clearly shows that ensuring that Greggs is successful in the future is the value from the company's internal strengths to react to outside changes in the marketplace. The company has three core strengths, brand is trusted, the size of its store network and it operates vertically. These opportunities allow Greggs to operate its product lines affordably on a national scale, helping it to sell £2.151 billion worth of products despite a tough economy (Investegate, 2026).  But the analysis also shows that growth is by no means competitiveness. While sales grew by 6.8% in 2025, the profit before tax dipped by 9.4% in the same year, reflecting the impact of cost pressures as well as investments incurred in relation to sales (Investegate, 2026). Thus, Greggs should focus on boosting productivity via automation, supply-chain management and technology and not solely on store openings. Additionally, 7 p.m. and non-traditional shopping places (Boysen, Fedtke and Schwerdfeger, 2020) can augment existing offerings, thereby generating more sales.
But there are various external threats that could impact Greggs' growth. In addition to intense competition from coffee chains, quick-service restaurants and supermarkets, customers have many options available to them as well. In the U.K., consumers have a wide choice of options that provide better premium coffee experiences, like Starbucks and Pret a Manger, and supermarkets are strong players on the coffee value front. Meanwhile, evolving health habits could drive down sales of some of Greggs' staple offerings. For Greggs, the most promising route to success is not just continuing expansion but strategic growth combined with menu innovation, digital transformation, and operational efficiency. The strength of the brand and the supply chain resources of Greggs will enable them to capitalise on future market opportunities, turning them into a sustainable competitive advantage whilst at the same time reducing the risk associated with cost pressures and the maturity of the market.
[bookmark: _Toc232441046]4. Comprehensive and Holistic View of the Organisation
[bookmark: _Toc232441047]4.1 Corporate Social Responsibility (CSR) Analysis 
Current CSR Strategy
Greggs' CSR approach is divided into four key pillars. This comprises the community, employee wellbeing, environmental and accountable sourcing. The company is making real strides in sustainability. As of 2025, Greggs has cut down on its food waste by 40 per cent since it set targets in 2018, distributed 45 per cent of unsold food to communities, and slashed emissions intensity by 56 per cent from the 2019 target (Catalina, 2026). The organisation also has a goal of becoming net-zero carbon by 2040 the UK government will be a decade behind. All this shows that Greggs has shifted from token to tangible CSR, including environmental and social commitments. 
Alignment with Organisational Objectives
The company's business strategy of delivering food at an affordable and responsible price stretches beyond its supply chain to also include CSR initiatives. Greggs' CSR initiatives strongly support the company's business strategy, delivering food at an affordable and responsible price (Greggs, 2024a). Other cost-cutting initiatives, like reducing food waste and increasing energy efficiency, also have an impact on sustainability, resulting in environmental and financial savings. Critically, by looking at their responsible sourcing and the development of healthier products, Greggs is able to meet consumer expectations, which are continually evolving. But there could also be a strategy clash between aggressive growth – moving towards over 3,000 shops – and environmental targets as a larger retail footprint creates greater energy demand and supply chain emissions. So, it is imperative that Greggs consider sustainability factors in their expansion and future plans, rather than keeping this as a standalone activity (Greggs, 2025). 
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Figure 4: Greggs Pledge
Source: (Greggs, 2023)
Impact on Stakeholders and Competitive Advantage
CSR helps build ties with important stakeholders customers, employees, suppliers, investors and local communities. From the customer's perspective, sustainable actions can boost brand trust and aid in purchasing (Shafiq et al., 2023). This diminishes long-term risks in operations and regulations for investors if they manage the environmental and social aspects well. Furthermore, Greggs' commitment to community programmes, such as dealing with their Foundation and the Outlet shops, reinforces their image as a socially responsible brand. However, CSR cannot be considered as a sustainable competitive advantage, as imitators can imitate such initiatives. Responsible practices will be key to Greggs' success in getting this right, along with its established brand, size and cost-effective model.
[bookmark: _Toc232441048]4.2 Balanced Scorecard Analysis
Financial Perspective
	Aspect
	Analysis

	Objectives
	Continue to grow revenues in a sustainable way whilst improving profitability and controlling operating costs.

	KPIs
	Revenue Growth, Operating Profit Margin, Like-for-Like Sales Growth and ROI new stores.

	Targets
	Drive sales growth at more than £2.151 billion, profit performance and efficient store growth.

	Strategic Initiatives
	Enhance the productivity of the supply chain, manage labour and energy expenses, enhance automation and optimise product mix.

	Critical Evaluation
	In a year dominated by growing revenue, Greggs even saw a 6.8% revenue increase in 2025, but profit before tax fell 9.4%, indicating that the going-forward strategy needs to focus on efficiency as well as continuing to expand stores (Investegate, 2026).


Table 4: Financial Perspective
Source: (Developed by the author)
Customer Perspective
	Aspect
	Analysis

	Customer Value Proposition
	Supply high-quality, affordable, convenient food, and enhance the quality of food service and digitalisation.

	KPIs
	Market share, customer frequency, use of Greggs App, satisfaction level and repeat purchasing.

	Targets
	Grow market share beyond 8.6%, enhance digital engagement & build up customer loyalty.

	Strategic Initiatives
	Increase the scope of personalised offers in apps, enhance the healthier product offering, upscale delivery services and continue to offer value pricing.

	Critical Evaluation
	Visits to UK food-to-go chains dropped by 3.1% in 2026, but Greggs saw growth in market share due to its strong value proposition, according to the UK Investor Magazine (2026). But to keep pace with the elite-level market offerings of canned coffee and healthy foods, constant innovation is a must.


Table 5: Customer Perspective
Source: (Developed by the author)
Internal Business Process Perspective
	Aspect
	Analysis

	Operational Effectiveness
	Assuring effective manufacturing, distribution and store routines in support of the national growth.

	KPIs
	Increase supply-chain efficiency, reduce food waste, improve product quality, speed of service and productivity per store.

	Targets
	Enhance the efficiency of operations, minimise waste, and boost productivity in the growing store network.

	Strategic Initiatives
	Invest in automation, data analytics, better demand forecasting and sustainable supply-chain practices.

	Critical Evaluation
	The vertically integrated supply chain provides a cost advantage, while additional stores add complexity due to the need for more technological investment and operational optimisation.


Table 6: Internal Business Process Perspective
Source: (Developed by the author)
Learning and Growth Perspective 
To sustain competitiveness, it is necessary to continually invest in employees, technology and organisational knowledge. Greggs has around 33k staff, so workforce capability is a strategic resource and is one of the main factors in its growth. Employee training and wellbeing, as well as a positive working environment supports service quality and job retention, that the company puts its effort (Jørgensen, 2025). At the same time, Greggs has been investing heavily in digital capabilities – from their mobile app to their customer relationship management systems, through to personalised digital marketing. In 2025, the Greggs App accounted for 26.7% of all company-managed transactions, highlighting its growing significance for engaging customers and data-driven decision-making (Proactive, 2026). Thus, continued investment in employees' skills and digital technologies will aid in sustainable long-term growth. 
Strategic Insight
The Balanced Scorecard is evidence that a company like Greggs cannot assess its success by financial growth alone. While sales growth is essential, profitability, customer loyalty, operational efficiency, employee competence and digital transformation are key to attaining long-term competitive advantage.
[bookmark: _Toc232441049]5. Strategic Choices and Implementation
[bookmark: _Toc232441050]5.1 Strategic Options
Porter’s Five Forces Analysis of Greggs
	Force
	Industry Impact
	Strategic Implication for Greggs

	Competitive rivalry (High)
	Food-to-go is a highly competitive sector in the UK, offering stiff competition from Pret A Manger, Costa Coffee, Starbucks, Subway, McDonald's and supermarket meal deals. With respect to the competition, the competitors compete on price, convenience, product innovation, and digital services.
	Greggs will need to continue differentiating by virtue of its value proposition, network of outlets across the country and continued innovation of the menu. It has a market share of 8.6% in 2025, indicating a solid competitive position, but more innovation is needed to secure this.

	Threat of new entrants (Low to Medium)
	Even if their initial cost is not high, opening small food outlets demands much financial resources and time to develop the network and supply chain, to demonstrate and confirm the brand (Rucabado-Palomar and Cuéllar-Padilla, 2020). 
	Grays Harries' vertically integrated production system, its many stores (2,739), in addition to its brand heritage of 85 years, contribute to significant entry barriers.

	Bargaining power of suppliers (Medium)
	Greggs is dependent on crops like wheat, dairy and meat, which are subject to fluctuations in price because of inflation, climate, and global supply shortages.
	However, the company has a huge purchase volume and remains less dependent on its suppliers, and in the long term, commodity inflation is a risk.

	Bargaining power of customers (High)
	There are numerous options and low switching costs. The more price sensitive consumers become, the more likely they are to choose an alternative product that may be cheaper or healthier (Lusk and McCluskey, 2018).
	While keeping costs low, Greggs will have to excel at high quality, health and overall customer experience in order to hold on to their loyalty.

	Threat of substitutes (High)
	Companies that can be swapped for Greggs include supermarkets, coffee chains, fast food outlets and food delivery firms.
	Greggs sees its strategy of extending the brand to breakfast, evening meals and online delivery as a way to battle on extra consumption occasions.


Table 7: Porter’s 5 Forces analysis
Source: (Developed by the author)
Ansoff Matrix Analysis of Greggs
	Strategic Option
	Application to Greggs
	Evaluation

	Market Penetration (Existing products, existing markets)
	To boost sales by expanding the number of stores, the opening hours, the use of the App, loyalty systems and delivery services.
	Low risk category and is currently successful due to Greggs' market share rising to 8.6%. But there is a risk of cannibalisation between stores if the number of stores grows further.

	Product Development (New products, existing markets)
	Improve healthier meals, high-protein products, top-quality coffees, and dinner foods.
	Suggests advancement possibilities through embracing consumer changes and minimising reliance on conventional bakery products.

	Market Development (Existing products, new markets)
	Grow in new UK geographies, including transport hubs, retail parks and new communities.
	Moderate growth expectation as the company has plans to grow to over 3000 stores across the UK, but it can't overexpand as it affects individual store performance.

	Diversification (New products, new markets)
	Entering into totally new food categories or international markets.
	High as Greggs' key strengths lie in its UK strength, brand awareness, and knowledge of its customers.


Table 8: Ansoff matrix
Source: (Developed by the author)
SAFe Framework Evaluation of Strategic Options
	Strategy
	Suitability
	Acceptability & Feasibility

	Continue pure cost leadership
	Appropriate as economic uncertainty raises the demand for cheaper food.
	Satisfactory to customers, but not sustainable in the long run, as it results in cost inflation, which ultimately increases the cost to customers, and competitors can easily replicate the reduced prices.

	Differentiation through healthier products and digital experience
	Very appropriate as consumers are becoming more and more demanding for convenience, health care and personalised services.
	This will be highly acceptable to their customers – and it will be possible, as Greggs already has a successful brand, website and product development team.

	Focus strategy targeting specific customer groups
	Not as suitable as this will impact Greggs' competitive power due to the fact that it serves a wider audience within the UK.
	Limited feasibility due to the risk that the segment of the customer could be too small to justify economies of scale.


Table 9: SAFe
Source: (Developed by the author)
[bookmark: _Toc232441051]5.2 Recommended Strategy 
· From the details, a hybrid strategy between cost leadership and differentiation strategy is recommended for Greggs. Porter believes that organisations can gain a competitive advantage in two ways, via lower costs or differentiation. But with high competition in the food retail market and operating expenses on the rise, Greggs needs to combine both strategies to safeguard profitability in modern food retailing (Hirth, Boons and Doherty, 2021).
· The relatively cost-effective distribution network and wide location network provide Greggs with a platform to offer value to shoppers whilst differentiating itself with healthier product innovation, coffee quality, digital personalisation and easier-to-go delivery services provided by the Greggs App. This strategy is based on finding strengths that the VRIO analysis revealed, including its trusted brand, strong presence in the country, and scale of operation.
· There are already indications that this is effective. Although the total number of food-to-go visits has dropped 3.1%, Greggs' sales data shows that it saw a rise in market share to 8.6% in 2025 as customers appreciated its value proposition (UK Investor Magazine, 2026). However, the decrease in Profit Before Tax (PBT) may suggest that jobs and opportunities will need to be created through enhancing productivity and value to customers going forward to achieve growth.
· A hybrid approach enables Greggs to maintain its value positioning whilst responding to the evolving customer demands and enhancing the company's potential for sustainable competition.
[bookmark: _Toc232441052]5.3 Implementation Challenges and Solutions 
The recommended approach holds a number of benefits, but there are a number of barriers for Greggs. The first challenge is due to cost pressures from increases in wages, energy costs and inflationary pressure on raw materials. Improvements in healthier products, technical systems and digital systems could also lead to an increase in upfront costs (Ruzel and Hasan, 2023). The Greggs challenge requires tackling through greater automation, better demand prediction using data analytics and making the supply chain more efficient, thus minimising waste sources within the business.
The second challenge is losing the value-for-money character while launching premium and/or healthier products. When there are higher prices, there may be a shift to supermarket offerings, depending on the price sensitivity of customers. Thus, Greggs needs to keep on its current product lines, which are still available at an affordable price; however, the study suggests that it should also carefully launch high-end product lines based upon market requirements. Organisation capability is another challenge. In the context of the digital transformation, employees need to acquire new technological skills and adjust to new work processes (Trenerry et al., 2021). Staff training is continuous, and the investment in digital infrastructure is a must.
Lastly, with the quick expansion of the stores to more than 3000 stores, there is a danger of market saturation. By leveraging location analytics and making ROI-based investment decisions, Greggs can ensure that as it expands, it will be driving more profit for the brand overall instead of cannibalising revenue from existing outlets.
[bookmark: _Toc232441053]Section 2: Reflective Account
[bookmark: _Toc232441054]6. Reflection on the Research and Analysis Process
[bookmark: _Toc232441055]6.1 Description
This strategic management report involved a detailed evaluation of Greggs plc through the lens of the UK food-to-go industry. Data was gathered from a range of sources, including Greggs' annual reports, financial statements, sustainability reports, industry publications and academia. The analysis was performed using the strategic management frameworks, including PESTEL, VRIO, SWOT analysis, Porter's Five Forces analysis, Ansoff Matrix, SAFe framework, and Balanced Scorecard, to explore Gregg's external environment, their internal strengths, and their strategic future. When carrying out the report, I would look into both the good and the bad of Greggs' performance. One example is the company's strong growth in revenue, estimated at £2.151 billion, and its rise in market share of the food-to-go sector to 8.6% in 2025 (Greggs, 2026). Challenges, however, were also identified, such as the drop in underlying profit before tax, an increase in operating costs, a shift in consumer preferences, and risks arising from its rapid store expansion. This "balance" allowed for the creation of a realistic strategic picture instead of just celebrating the company's achievements. 
[bookmark: _Toc232441056]6.2 Feelings
Previously, I believed Greggs to be a successful business due to its reputation, massive number of stores, and continual growth in sales. But, through the process of the report, I have come to realise that even successful organisations are confronted with major strategic issues. The methodology concerned with analysing contradictory information was an interesting part of the work. The dip into profitability was an indicator that growth is not necessarily profitable and that Greggs is seeing new pressures in their market. Equally, the picture shows how the company is maintaining strong market share despite the contraction, indicating that they've conducted a successful red ocean turnaround. This has made me more aware of the significance of various performance metrics only after the analyses, to draw strategic conclusions. 
[bookmark: _Toc232441057]6.3 Evaluation
The best part of all the report was using various strategic models to build up a picture of Greggs' situation. External influences like inflation, rising labour costs, sustainability demand, and technological innovation were identified using PESTEL analysis. The VRIO and SWOT analysis have identified that the most valuable resources within Greggs are its well-established brand, wide store base and its efficient supply chain. But there were also some problems throughout the assignment. One difficulty was not being able to be purely descriptive there is a lot of information already available about Greggs. Financial and strategic considerations such as whether opening more than 3,000 stores could cause market saturation or lead to a decline in store performance had to be critically compared. 
[bookmark: _Toc232441058]6.4 Analysis
Management theories were applied in order to gain an understanding that no one model can explain an organisation's strategic position fully. A PESTEL analysis, for instance, revealed that Greggs faces both opportunities and threats as a result of the economic uncertainty, with cheap price-focused consumers representing an opportunity while rising inflation also drives up their running costs. Likewise, the VRIO model showed that the resources that can be a part of sustainable competitive advantage must be valuable, rare, Imitable, and organised effectively. These are achieved by Greggs' brand heritage and its extensive network throughout the country, while the low-price approach is easily replicable by competitors (FCA, 2025). The Balanced scorecard also helped me gain insight that an organisation cannot be successful on the basis of only financial performance. 
[bookmark: _Toc232441059]6.5 Conclusion
Overall, this assignment contributed to improving my knowledge of Strategic Management and ability to analyse businesses within an evidence-based framework. One of the key points learned was that sustainable competitive advantage is attained when organisations change continuously in response to external changes and optimally utilise their inner strengths. What the analysis showed was that, alongside boosting numbers of stores, productivity, the addition of healthier products, expanding digital capabilities and delivering value for money will be key to Greggs' future success. The development of strategic growth needs to be controlled and backed up by innovation and operational efficiency.
[bookmark: _Toc232441060]6.6 Action Plan
I will move forward in my future learning and careers by reading more academic journals, industry reports and financial information when developing evidence-based arguments and being more strategic with my analysis. I also seek ways to enhance how I critically compare various strategic frameworks as opposed to using them singularly. In addition, I will gain knowledge of areas of increasing relevance for strategic management in today's digitisation and sustainability reporting, particularly financial analysis. Gaining this experience has reinforced my strategic consultant thinking skills as I have been able to pinpoint issues in an organisation, analyse different solutions and have the opportunity to draft solutions that can actually be put into practice.
[bookmark: _Toc232441061]Conclusion 
This report analysed the external environment, internal capability, operational performance and strategic choices of Greggs in the context of its strategic position in the UK food-to-go market. The results showed many advantages for Greggs, such as a strong brand image, an established network of shops across the country, a vertically integrated supply chain and a clear communication of value for money. Through these strengths, companies have managed to create a market share of 8.6% in the midst of tough market conditions. But as profits go down and operating costs increase, and health trends and risks of fast growth cannot be relied upon either, it means that expansion has to rely on other means. 
[bookmark: _Toc232441062]
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