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[bookmark: _Toc222180298]Introduction
Greggs plc is a leading UK-based food-on-the-go retailer specialising in bakery products such as sausage rolls, sandwiches, pizzas, and beverages. Founded in 1939 in Newcastle upon Tyne by John Gregg, the company has expanded into the largest bakery chain in the United Kingdom, operating more than 2400 outlets nationwide and employing over 30,000 staff (Greggs Corporate, 2026). Greggs has built a strong market position through its value pricing strategy, vertically integrated supply chain, and extensive high-street presence.
The purpose of this report is to conduct a situational analysis of Greggs to support strategic decision-making. The chosen analytical framework is SWOT analysis, which evaluates internal strengths and weaknesses alongside external opportunities and threats (Kotler and Keller, 2016). This model is appropriate because it provides a holistic view of Greggs’ competitive position within the UK food-to-go market.
[bookmark: _Toc222180299]Situational Analysis (SWOT)
[bookmark: _Toc222180300]Strengths
Strong brand recognition and customer loyalty
Greggs is widely regarded as a “much-loved and trusted brand” in the UK food-on-the-go sector (Greggs Corporate, 2026). The company has successfully positioned itself as a value-focused, convenient food-on-the-go retailer, creating high levels of brand recognition and customer loyalty. According to Nguyen et al., (2018), strong brand equity enhances perceived value and reduces price sensitivity, which is a key advantage in the highly competitive UK quick-service market. Greggs’ iconic sausage roll and consistent product quality have helped it achieve mass-market appeal and strong brand equity. 

Extensive store network and supply chain integration
Another major strength is Greggs’ vertically integrated supply chain and extensive store network of over 2,600 outlets (Greggs Corporate, 2026). Supported by regional bakeries and an integrated distribution system, the firm achieves cost efficiency and product consistency (Judijanto et al., 2024). This supports Porter’s (1985) cost leadership strategy, enabling Greggs to maintain lower price points than premium competitors such as Pret a Manger while maximising convenience for customers.

Product innovation (e.g., vegan range)
Greggs has also demonstrated, particularly through its expansion into vegan and plant-based offerings. The successful launch of the vegan sausage roll shows the firm’s strong product innovation capability and its responsiveness to changing consumer preferences. This innovation has helped modernise the brand and attract younger consumers.

Value-for-money positioning
Greggs effectively targets price-sensitive consumers through affordable products. During periods of economic pressure, value retailers often outperform premium competitors (Euromonitor, 2024), strengthening Greggs’ resilience in challenging market conditions.

[bookmark: _Toc222180301]Weaknesses
Heavy reliance on the UK market
Despite its strong domestic presence, Greggs has limited geographic diversification. Concentration in the UK exposes the company to local macroeconomic volatility and regulatory changes (Sun and Govind, 2018).

Perception of unhealthy fast food
Greggs continues to face an image challenge as many core products are high in fat, sugar and salt. Increasing consumer health consciousness and tightening HFSS regulations may constrain demand growth (Konar et al., 2022). Negative health associations can weaken brand equity in food markets (World Health Organization, 2022).

High dependence on physical retail locations
Although Greggs has invested in digital ordering and delivery partnerships, its business model remains store centric. Declining high-street footfall therefore represents an ongoing structural risk.

Margin pressure from cost inflation
Rising labour, energy and ingredient costs are compressing margins across the food retail sector (Reuters, 2025). Greggs’ value pricing strategy makes it difficult to fully pass these costs onto consumers.

[bookmark: _Toc222180302]Opportunities
Expansion of delivery and digital channels
The most significant opportunity for Greggs lies in the continued expansion of digital and delivery channels. Greggs’ partnerships with Just Eat and Uber Eats provide access to new customer segments. Omnichannel integration enhances convenience and customer lifetime value (Anggraeni et al., 2025). Continued investment in app functionality and loyalty programmes could strengthen competitiveness.

Evening and non-traditional locations
Greggs’ expansion into evening trading, drive-thru formats and travel hubs reflects Ansoff’s (1957) market penetration strategy. These initiatives can increase average transaction value and diversify revenue streams.

Growing demand for plant-based and healthier options
Additionally, growing demand for plant-based and healthier foods presents opportunities for product development and menu innovation (Sharma et al., 2024). Greggs’ previous success in this area suggests strong capability to capitalise on this trend.

Potential for further store expansion
Management believes the UK has not yet reached “peak Greggs,” with plans to exceed 3,000 stores (The Guardian, 2025). This indicates continued growth potential in underserved locations.
[bookmark: _Toc222180303]
Threats
Intense competition in the food-to-go market. The UK food-to-go market is highly competitive, with Greggs facing pressure from Pret a Manger, supermarkets and fast-food chains. The barriers to entry are relatively low and substitutes are abundant. According to Porter (2008), highly competitive rivalry can lead to price competition and margin pressure. 

Macroeconomic uncertainty and cost-of-living crisis:
The UK cost-of-living crisis has weakened consumer confidence and sales growth has already slowed down (Reuters, 2025). While value positioning offers some protection, prolonged economic strain may still affect volumes. 

Rising operating and labour costs:
Increasing wage requirements and employer costs pose structural challenges for labour-intensive retailers. In addition, Government focus on obesity reduction, HFSS restrictions and sustainability expectations may increase compliance and reformulation costs.
 
[bookmark: _Toc222180304]Critical Analysis and Evaluation
The SWOT analysis indicates that Greggs’ competitive advantage is primarily driven by cost leadership, strong brand equity, and an efficient distribution network. Porter (1985) argues that firms achieving low costs while maintaining acceptable quality can sustain superior performance, which Greggs demonstrates through vertical integration and value pricing.
However, heavy reliance on the UK market represents a strategic vulnerability. Geographic diversification reduces exposure to environmental shocks (Whittington et al., 2020), suggesting Greggs remains sensitive to domestic economic fluctuations.
From a market-orientation perspective, Greggs has responded effectively to changing consumer preferences, particularly through vegan innovation and extended trading hours (Yang et al., 2020). These initiatives support revenue growth beyond traditional peak periods. Nevertheless, health perception challenges and tightening HFSS regulation may constrain future growth unless the firm continues menu reformulation.
Digitally, Greggs has made progress through delivery partnerships and its loyalty app. Omnichannel capability is increasingly critical in modern retail (Anggraeni et al., 2025), and further investment will be necessary to remain competitive. Overall, while Greggs’ core strengths remain robust, cost pressures, competition and regulatory change will shape its medium-term performance.
[bookmark: _Toc222180305]Conclusion and Recommendations
[bookmark: _Toc222180306]Key Findings
In conclusion, the SWOT analysis indicates that Greggs holds a strong competitive position in the UK food-to-go market, supported by its strong brand equity, vertically integrated supply chain and clear value-for-money proposition. However, the company faces increasing pressures from rising operating costs, health-related perceptions and intense market competition. 
[bookmark: _Toc222180307]Recommendations
To sustain growth, Greggs should prioritise further investment in digital and delivery capabilities to reduce reliance on high-street footfall and enhance customer convenience. The firm should also expand its healthier and plant-based product range to respond to changing consumer preferences and potential HFSS regulatory pressures. Additionally, selective expansion into new locations or international franchise markets could help reduce dependence on the UK market. Overall, continuous situational analysis remains essential for informing strategic decisions and maintaining Greggs’ competitive advantage in a rapidly evolving retail environment. It enables organisations to align internal capabilities with external market conditions. 
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