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INTRODUCTION 
Greggs PLC is a prominent food-on-the-go retailer based in the UK, focusing on bakery items, sandwiches, hot meals, and drinks. Established in 1939, Greggs has evolved into one of the most recognisable brands on the UK high street, with over 2,300 locations across the country. The company operates within the fast-food and quick-service restaurant (QSR) sector, where factors such as convenience, pricing, and brand loyalty play vital roles in achieving success (Greggs, 2023).
This report aims to perform a situational analysis of Greggs through the lens of Porter’s Five Forces model. This analytical framework examines the competitive dynamics within an industry to determine its appeal and the strategic positioning of the companies within it (Porter, 2008). By analysing these forces, the report seeks to uncover significant external challenges impacting Greggs and assess their consequences for strategic decision-making.



SITUATIONAL ANALYSIS – PORTER’S FIVE FORCES
Threat of New Entrants - The threat posed by new entrants in the UK fast-food sector is considered moderate. On one side, the relatively low capital investment required, and minimal regulatory hurdles facilitate the entry of small businesses and independent food establishments into the market. Furthermore, the emergence of digital platforms and food delivery services has diminished the barriers for new brands (IBISWorld, 2024).
However, benefits from strong brand recognition, economies of scale and an extensive distribution network, which create significant barriers for new competitors. Established customer loyalty and competitive pricing further diminish the chances of new entrants successfully gaining market share. Thus, while market entry is feasible, maintaining long-term competitiveness poses significant challenges for new companies.
Bargaining Power of Suppliers - The bargaining power of suppliers within Greggs’ industry is assessed as relatively low to moderate. Greggs procures raw materials such as flour, meat, and dairy from a diverse array of suppliers, which lessens reliance on any single source. This diversification allows the company to negotiate advantageous terms and mitigate supply chain risks (Greggs, 2023).
However, variations in commodity prices and disruptions in the supply chain, particularly in the aftermath of Brexit and amid global economic instability, can enhance supplier power. Increasing costs of energy and raw materials have also exerted pressure on profit margins within the food sector (Statista, 2024). Despite these obstacles, Greggs’ scale and purchasing power curtail the overall influence of suppliers.

Bargaining Power of Buyers - The bargaining power of consumers in the fast-food industry is considerable. Customers have a wide range of options, including supermarkets, cafés, independent bakeries, and global fast-food chains. Price sensitivity is particularly pronounced during times of economic instability, compelling companies like Greggs to adopt competitive pricing strategies (Euromonitor, 2023).
Moreover, contemporary consumers are increasingly seeking healthier, sustainable, and ethically sourced food products. This shift raises customer expectations and impacts Greggs’ product development and marketing approaches. Consequently, customer preferences are pivotal in influencing Greggs’ strategic choices.
Threat of Substitute Products - The threat posed by substitutes in the fast-food sector is substantial. Consumers can readily replace Greggs’ offerings with home-cooked meals, ready-to-eat items from supermarkets, or other fast-food brands. The presence of affordable and convenient substitutes heightens competitive pressure on Greggs (IBISWorld, 2024).
In addition, rising health consciousness has prompted some consumers to limit their intake of processed and high-calorie foods, making healthier alternatives more appealing. In response to this threat, Greggs has broadened its menu to feature vegan and healthier selections, showcasing its strategic adjustment to evolving consumer preferences.
Competitive Rivalry - Competitive rivalry in the UK fast-food sector is intense. Greggs faces competition from major brands such as McDonald’s, Subway, and Costa Coffee, along with supermarkets that provide meal deals and hot food options. The high level of market saturation and slow industry growth further intensifies competition (Euromonitor, 2023).
To sustain its competitive edge, Greggs focuses on cost leadership, product innovation, and a robust brand identity. The company’s capacity to deliver affordable, convenient, and consistent products has been fundamental to its success. Nevertheless, the intense rivalry continues to apply pressure.



CRITICAL ANALYSIS AND EVALUATION
Porter’s Five Forces analysis indicates that Greggs functions within a highly competitive sector marked by substantial buyer power, considerable threats from substitutes, and fierce rivalry. According to Porter (2008), companies in such settings must formulate distinct competitive strategies to maintain profitability. Greggs’ emphasis on affordability and convenience exemplifies a cost leadership strategy, which is consistent with Porter’s competitive strategy framework.

Moreover, the analysis underscores the significance of external industry forces in influencing organisational performance. Johnson et al. (2017) contend that comprehending industry structure allows firms to better anticipate threats and leverage opportunities. Greggs’ foray into digital ordering and delivery services demonstrates how businesses can strategically adapt to competitive pressures and technological advancements.
However, Porter’s model has its drawbacks. It predominantly concentrates on external competitive forces and does not adequately account for internal organisational capabilities or evolving market dynamics. Consequently, relying exclusively on this framework may oversimplify intricate strategic realities. Integrating Porter’s model with additional analytical tools could yield a more thorough understanding of Greggs’ strategic environment.



CONCLUSION AND RECOMMENDATION

This report has applied Porter’s Five Forces model to examine the competitive landscape of Greggs PLC. The results reveal that Greggs encounters intense competitive rivalry, substantial customer power, and considerable threats from substitutes, while enjoying relatively low supplier power and moderate barriers to entry.
Based on this analysis, several recommendations are put forward. Firstly, Greggs should persist in innovating its product offerings to meet the evolving preferences of consumers, especially regarding health and sustainability. Secondly, the company ought to enhance its digital and delivery capabilities to effectively compete with fast-food competitors. Thirdly, Greggs should further refine its supply chain to improve cost pressures and improve operational efficiency.
In summary, situational analysis is crucial for strategic planning, as it allows organisations to comprehend their competitive environment and make well-informed decisions. For Greggs, the ongoing assessment of industry forces is vital for maintaining its competitive edge in the changing UK fast-food sector.
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