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[bookmark: _Toc19432]EXECUTIVE SUMMARY
Greggs is a fast-food company which majorly serves bakery items. Along with the fast-food industry of the UK, this company has also suffered certain fluctuations. Issues related to economic resources, technological equipment, human resources, and consumer loyalty are certain factors causing these fluctuations. However, Greggs is trying to overcome its competitors like McDonalds and Warburtons by putting efforts in establishing ‘Next Generation Greggs’. There are certain shortcomings related to its strategies which can be overcome by using specific models and frameworks. The objectives include expansion in Southern part of the UK, inclusion of more regional flavours and advanced technological aspects. The staff can also be trained by using technology whereas the connection with the stakeholders can also be strengthened.













[bookmark: _Toc10079]1.0 Introduction
The fast-food industry has been struggling since the past few years. The pandemic has greatly affected the global economic situation which has led to many changes in the fast-food industry (Alae-Carew et al., 2021). Moreover, the Russian invasion has also brought many changes in the economy. Issues like shortage of resources, training and staff turnover and price rise in raw materials. In the UK, about 10% of the restaurants have closed down due to these challenges (Alae-Carew et al., 2021).
Greggs is a bakery which serves savoury dishes also. It has also been affected by the global economic challenges. Its marketing strategy is to focus on the four cire pillars: food, consumer experience, supply chain and staff improvement. They are putting efforts to establish ‘Next generation Greggs’ (Greggs, 2022). Its major competitors across the UK are Caffeine (McDonalds) and Warburtons (Hirth, Boons and Doherty, 2021).
The audit discusses about the key five issues related to the fast-food industry which also affects Greggs food company:

[bookmark: _Toc23089]2.0 The marketing planning process
The planning process requires analysis of the current situation of the company, setting short term objectives related to the long-term goal and planning of the strategies corresponding to it. Here are a few models which will provide analysis and plan the strategies for Greggs food company. 
[bookmark: _Toc20997]2.1 SOSTAC Model
The SOSTAC model is used for planning a business and developing strategies. Marketing strategies are also included in this model (Kebede, 2022). 
· Situation: Currently, the company is focusing on the use of sustainable resources to fulfil the environmental factors. The political and legal factors of Brexit are also fulfilled by the company. It is struggling with the technological aspects and lacks chain of stores in certain areas like Cornwall and other South UK areas. There are around 2000 stores in the UK. Moreover, the company is suffering from expensive training sessions of the staff (Greggs, 2022).
· Objectives: To launch stores in the Southern part of the UK, majorly Cornwall. To introduce more vegan options in the menu along with regional flavours. Inclusion of advanced technology like automated machines and smart factories. Enhance the efficiency of supply chain and resources.
· Strategies: To explore the vegan market by using the consumer loyalty factor. Use advanced technological aspects to enhance CSR activities, resource usage and supply chain. Introduce cloud collaboration with the stakeholders for better correlation. To use app to train the staff to reduce training expenses.
· Tactics: The tangible resources like placement of stores and high quality of products can be used to achieve the objectives of expansion. Moreover, the supplier relationships can also be used to enhance the supply chain. 
· Action: The company should launch at least products in the Southern region of the UK in next 24 months. The variety of vegan and regionally flavoured products can be added in the next 5 to 6 months. The production will be increased by 15 to 20 percent by using advanced technological options. 
· Control: Measure the progress by a standard scoring method. The contribution of Greggs in national GDP can be calculated to evaluate the impact of applied strategies. 
Hence, the business can be planned as per the SOSTAC model to overcome the shortcomings and challenges caused by the global economic situation. Social media marketing is one of the most cost efficient and popular modes of marketing which can gain the company numerous new computers. Training the staff and planning the resources will aid the company to survive in challenging situations.
[bookmark: _Toc23002] 2.2 APIC model
Furthermore, the APIC model is used to plan the strategies after the market environment is analysed. This model can be applied only if the market environment is developing enough. For the fast-food industry, the internal as well as external environment is at a moderate level. Health consciousness and environment conservation are the two components that are affecting it (Marx, Callery and Boukidjian, 2019).
	Analysis
· Rate of resources and equipment have increased which has led to increase in price of products.
· Health consciousness has increased which has decreased the consumers.
	Planning
· To introduce more healthy products and promote them by using digital marketing.
· To train staff as per requirement.

	Implementation
· Increase vegan options to satisfy the environment conservation and health consciousness factor.
· Promote this on social media.
· Set a training period for the staff.
	Control
· Hire a skilled management team.
· Hire a skilled social media marketing team.
· Measure progress based on standard evaluation practices.


[bookmark: _Toc21464]3.0 Macro / Micro analysis
The macro environment is also known as the external environment which includes the factors that affect the company from outside. These factors influence the inner working of the company. They are generally uncontrollable by the company. The micro environment is also known as the internal environment. This denotes the internal functioning of the company (Yetkin Özbük and Coşkun, 2020). 
[bookmark: _Toc21273]3.1 Macro/external environment analysis: 
After these steps of marketing audit are conducted, the external factors are analyzed. Macro environment consists of the factors that affect the business from outside. Examples include demographics, economic conditions, political conditions, legal conditions, and technological conditions (Ramos and Mayor, 2020).
[bookmark: _Toc26776]3.1.1 PESTEL analysis:


 The economic and technological factors are bringing a major change in the fastfood industry of the UK. These factors have been putting up various challenges for the business. The technology is demanding more advancement but if Greggs succeed in implementing the strategies, it can attain a great competitive advantage. Moreover, the economic factors can also be considered as an advantage in this case. It allows the business to restructure its supply chain. A better strategy can be made which can provide competitive advantage to the company.
[bookmark: _Toc7556]3.1.2 Porter’s five force analysis
The micro environment of the company consists of the factors that are present within the company which affect its functions. These can be evaluated by using the tool of Porter’s five forces analysis (Wang et al., 2019).
It provides the estimation of the current situation of the company as well as the analysis of the future position of the business. Currently, the fast-food industry of the UK is struggling with the economic and technological factors. Along with it, the social factors are also affecting the industry (Colás, 2019). The model aids to plan the further strategies based on the objectives of the business. The analysis is conducted on Greggs food company.
· Threat of new entrants:
· The UK's market is very much open for all the brands. The political factors support the food industry up to a great extent. Moreover, these startup companies provide a reasonable price to promote their products. The new products can satisfy the needs of the consumers in different ways (Colás, 2019). This creates challenges for the company. Hence, the threat of new entrants is high for Greggs company.
· Bargaining power of suppliers:
· Greggs uses high quality raw materials which are chosen from certain regions. There are multiple suppliers in the UK which provide raw materials to the food companies (Cummins et al., 2020). Here, the bargaining power of suppliers is low.
· Bargaining power of buyers:
· The buyers are very much demanding. Recently, the demand for vegan and healthy food has increased which can affect the loyalty of Greggs’ consumers (Colás, 2019). Hence, the bargaining power of the buyers is high.
· Threat of substitutes:
· The products can be imitated by the other companies. Greggs does not have any solid competitive advantage regarding its products (Cummins et al., 2020). Hence, the rate of substitution is high, especially by the vegan and healthy food options.
· Rivalry among existing competitors:
· Greggs experiences cut throat competition from McDonalds, Warburton, and other food companies. This competitive environment has already affected the food industry of the UK (Cummins et al., 2020). Due to the high number of options, the companies had to reduce the prices which affected the overall profitability of the industry.
[bookmark: _Toc20722]3.2 SWOT analysis
After the conduction of individual analysis of the macro and micro components, the SWOT framework is used to analyse them combinedly. This framework focuses on using the conclusions of all the above frameworks and pointing the strengths and weaknesses of the company. Based on that, the opportunities and threats are also evaluated (Apsarini Soegoto, 2021).
The strengths of the fast-food industry in the UK is that they serve easily accessible food at affordable prices. Consumer loyalty is also seen in certain brands as the consumers are addicted to the flavours. Moreover, their weaknesses may include lack of healthy food options and environmental conservation (Apsarini Soegoto, 2021). Based on this, opportunities like developing a healthy menu and expanding the business are there. Major threats include substitution by other fast-food companies due to high competition. The SWOT analysis of Greggs food company is given below:
 
	STRENGTHS
S1: Renowned and well-established brand since 1939.
S2: Multiple stores across the UK.
S3: Fulfils CSR actively.
S4: Certain exclusive vegan options (Apsarini Soegoto, 2021).
	WEAKNESSES
W1: Expensive training programs.
W2: Limited use of regional flavors.
W3: Limited use of technology.
W4: Inability to launch stores due to weak supply chains in some areas.
W5: Menu contains more junk food (Apsarini Soegoto, 2021) (Greggs, 2022). Greggs, 2022). 

	OPPORTUNITIES
O1: Extend the menu by including more vegan and healthy options.
O2: Introducing advanced technology.
O3: Improve the supply chain for gaining bulk raw materials which will reduce products’ prices.
O4: Exploring new ways of collaborating with the stakeholders (Apsarini Soegoto, 2021) (Greggs, 2022).
 
	THREATS
T1: Situations like pandemic.
T2: Substitution of fast food with healthy food.
T3: Substitution by branches of existing rivalries like Caffeine (Apsarini Soegoto, 2021) (Greggs, 2022).
T4: Increased sugar tax by the government (Apsarini Soegoto, 2021) (Greggs, 2022).



[bookmark: _Toc26818]3.3 TOWS analysis
After obtaining the combined analysis by the SWOT framework, the TOWS is used to plan strategies for the company. The components are similar but TOWS is more inclined towards a tool rather than an analytical framework (Apsarini Soegoto, 2021).
	 
	STRENGTHS
	WEAKNESSES

	OPPORTUNITIES
1
 
	1.  S1 O1: As it is a renowned company, the consumer loyalty can be used to explore new vegan options in the menu. Vegan bakery items can also be introduced.
2.  S3 O2: Use of technological resources which are sustainable and cost effective. These can also increase the CSR activity of the company. 
3.  S5 O2: Introduction of cloud collaboration with the stakeholders.

	1.  W1 O2: Use technological aspects like apps to reduce the cost of training.
2.  W2 O1: Expand the menu as per regions to attract more consumers.
3.  W5 O1: Extend the vegan options for the health-conscious public.

	THREATS
1.  
	1.  S4 T1: Vegan and healthy food on the menu can be consumer in health-related 23crises.
2.   S4 T2: Substituting sugar with jaggery in order to reduce sugar tax and promote health.
	1.   W2 T2: Introduce variety of vegan options in the menu to reduce the threat of substitution.
2.   W4 T3: Imply technological aspects in the supply chain to rescue transportation costs and create a competitive advantage. 


 
[bookmark: _Toc20730]4.0 Reactive vs proactive
These strategies can be elaborated as long term and short term based on the competitive market, they function in. The UK market displays cut throat competition for the fast-food industry which turns the ocean red. Whereas the blue ocean denotes the areas which are unexplored and have lesser competition (Ganguly, 2020).
[bookmark: _Toc30608]4.1 Blue Ocean strategies
During the establishment of Greggs in 1929, the ocean was blue. Bakeries were not in competition in the UK market (Greggs, 2022). Later, the situation changed. Currently, the company can introduce unique products like vegan bakery items which can also provide a competitive advantage. This is a very uncontested market place where opportunities are high. This will denote a creation of new demand which is healthy, vegan, tasty and environmentally conscious which will be fulfilled by the company (Ganguly, 2020) (Apsarini Soegoto, 2021).
[bookmark: _Toc23426]4.2 Red Ocean strategies
The UK fast food industry is more inclined towards the red ocean. Startup companies and branches of the existing companies are launching frequently. In such a situation, Greggs function by providing affordable and accessible food (Greggs, 2022). Social media marketing also has huge competition but its use is very profitable for the company. Creating a competitive advantage of the supply chain can also help the company to beat the competition. These strategies provide cost effective and differential products to the consumers which can aid the company to survive in the competitive market. The technological aspects like automated machines and smart factories can also provide a competitive advantage to the company (Apsarini Soegoto, 2021).
[bookmark: _Toc2112]5.0 Resources and Capabilities
Resources are an important part of any brand. The strategies are majorly based on the resources available in the company (Apsarini Soegoto, 2021). In the fast-food industry of the UK, tangible resources like machineries, transportation services, technological materials, raw materials and stocks are highly seen (Silva and Oliveira, 2020). The Russian invasion has affected the stocks and transportation (gov.uk, 2022). Intangible resources like management software, skilful and competent employees are observed (Silva and Oliveira, 2020). Considering Greggs, it has certain significant resources which serve as a great competitive advantage. 
1. Tangible resources: 
These are the resource which can be experienced physically (Silva and Oliveira, 2020). Greggs tangible resources are listed below:
· Storage properties 
· High quality raw materials 
· Chain of stores at various locations 
· Valuable supply chain (Greggs, 2022)
2.  Intangible resources:
These are the resources which cannot be experienced physically (Silva and Oliveira, 2020). Gregg’s intabgible resources are listed below:
· Skilled labour for manual work 
· Renowned brand name 
· Competent management team (Greggs, 2022)
[bookmark: _Toc6458]5.1 VRIN analysis
The VRIN analysis aids to prioritize the important factors of the business. Considering the fast-food industry, the market supply, variety, marketing and pricing strategies are the factors that provide competitive advantage to the companies (Encyclopedia, 2021).
	RESOURCES
	VALUABLE
	RARE
	INIMITABLE
	NON-SUBSTITUATBLE
	COMPETITIVE ADVANTAGE

	Brand image (Greggs, 2022)
	Yes
	Yes
	No
	No
	Temporary competitive advantage

	Supplier relationship (Greggs, 2022)
	Yes
	Yes
	Yes
	No
	Unused competitive advantage

	Adaptability (Greggs, 2022)
	Yes
	Yes
	No
	No
	Temporary competitive advantage

	Placement of stores (Greggs, 2022)
	Yes
	Yes
	Yes
	Yes
	Sustainable competitive advantage

	Quality of products (Greggs, 2022)
	Yes
	Yes
	Yes  
	Yes  
	Sustainable competitive advantage  

	Technological advancements (Greggs, 2022)
	No
	No
	No
	No
	Competitive disadvantage


 From the above analysis, it can be said that the company is performing well in placing the stores and quality of products. Moreover, supplier relationships can be worked upon and used as a competitive advantage.
[bookmark: _Toc32218]5.2 McKinsey’s 7S framework
Furthermore, McKinsey’s 7S framework is also used to analyse the internal environment of the business. It mainly focuses on the alignment of the strategies according to the objectives of the business. Here, the objective is to utilize the resources efficiently and create a sustainable competitive advantage of healthy food and supply chain. The seven components of the company are divided into soft and hard areas based on their efforts in management and their ability to provide competitive advantage (Gechkova and Kaleeva, 2020). 
	Strategy
	Greggs offers one of the most accessible foods in the UK market. Recently, it has also included a few healthy options in its menu. The promotion strategies are weaker (Greggs, 2022). Although, the brand is putting efforts to develop an advanced supply chain to provide better food experience.


	Structure
	Greggs’ staff and management are very well organized (Greggs, 2022).

	Systems
	The systems are functioning efficiently except for the technological part. The soft areas include the following aspects (Gechkova and Kaleeva, 2020):

	Skills
	The employees are skilled enough to conduct the routine operations efficiently. But they lack knowledge regarding the technical equipment of industry 4.0 (Greggs, 2022).

	Staff
	The staff is trained to conduct the tasks. But this does not contribute to the competitive advantage of the company (Greggs, 2022).

	Style
	The institutional investors form 50% of the total ownership of the company. Hence, they create a significant impact on the board directors (Greggs, 2022).

	Shared values
	The company provides great quality and flavors to all the consumers. Moreover, the employees are well respected and treated without any biases (Greggs, 2022).


[bookmark: _Toc12733]6.0 Financial Analysis
	Ratios
	2022
	2021
	2020

	Liquidity ratios
	
	
	

	Current ratio
	1.09
	0.48
	0.99

	Acid ratio
	0.98
	0.37
	0.82

	
	
	
	

	Profitability ratios
	
	
	

	Operating profit margin
	10.21%
	12.46%
	-0.86%

	Net profit margin
	7.77%
	-1.06%
	10.72%

	Gross margin
	51.69%
	41.61%
	93.13%

	Return on equity
	27.38%
	-4.04%
	25.09%

	Return on assets
	12.06%
	-1.46%
	11.92%

	
	
	
	

	Turnover ratios
	
	
	

	Asset turnover
	1.55
	1.38
	1.11

	Inventory turnover
	54.2
	54.7
	33.9

	
	
	
	

	Gearing ratio
	
	
	

	Debt to equity
	1.1894
	1.4807
	1.4556



From the Liquidity ratios, it seems that both current and acid ratio were nearly equivalent showing the companies ability to pay the liabilities (short-term). The ratio reduced less than 0.5 in 2021 and again increased in 2022. The operating profit margins were negative in 2020 which increased by 12% in 2021 showing the reverse impact on the net profit margins and gross margin. This showed a direct impact on ROE and ROA as shown in the table above. The turnover ratios show a gradual up-scale from 2020 to 2022 and the gearing ratio shows a spike high in 2021 and again reduced in 2022. 
[bookmark: _Toc14207]7.0 Objectives
The objectives are set based on all the above frameworks. Considering the external environment, the political as well as technological factors are much correlated based on the industrial revolution (Kebede, 2022). Hence, they can be used efficiently to attain the objectives. Moreover, the environmental factor also has a scope for development in a sustainable and healthy manner. In the internal environment, the factor of supplier bargaining is in favour of the company (Kebede, 2022) (Wang et al., 2019). Moreover, the company can reduce the threat of substitution by developing major competitive advantages.
The SMART framework is used to develop objectives for a company which is specific, measurable, assignable, realistic and time bound (Minnesota, 2020). For Greggs, the objectives that mainly focuses on the advancement of technology is:
· Use of automated machines in stores in the cooking processes to ensure hygiene and speed up the process. This can also be used to cook vegan products.
· Smart factories can be established in at least 3 regions in the upcoming 24 months. 
· To increase the production by 15 to 20 percent by using these smart factories.
· To use apps to train the staff members at low expenses. 
· To connect with the stakeholders by using cloud collaboration.
Statement: ‘Greggs’ 3 stores will be launched in Cornwall in the coming 24 months. Introduction of 5 to 6 vegan options in the menu will be done in the next 12 months. Advanced technology like automated machines, smart factories and information data storing will be inculcated in Greggs which will enhance the supply chain and resources efficiency. This will lead to 15 to 20 percent increase in production also.
[bookmark: _Toc11752]8.0 Evaluation of strategic options
The strategic evaluation to deliver market value and a successful marketing strategy for Greggs is given by the Ansoff matrix. This matrix is used to provide strategies for penetration of new and existing products in the new and existing market (Meldrum and McDonald, 1995).
	 
Markets
	Products

	
	Market penetration strategies
New market and new product   
      1. In order to enter the healthy food market, add more vegetables and grains to the fast food.
      2. Include automated machines for ensuring hygiene.
      3. Add significant Greggs’ flavors to the vegan bakery items.
4. The UK government is also promoting vegan products and supporting the vegan food companies.
1.   5. Promote the products on social media.
2.   6. Mention carbon emission and calorie rates on products to maintain transparency.
	Product development strategy
New product in existing market
      1. Add more cultural and regional flavours to the products to create a competitive advantage in the fast-food market.
2. Use technological aspects to make photo-printed customized cakes.
1.   




[bookmark: _Toc12234]9.0 Recommendations 
· Use automated machines, especially in the preparations of bakery items.
· Increase the supply chain efficiency by providing data information to all the departments.
· Include vegan products made by automated machines along with their calories and carbon emission information to promote a healthy and environmentally friendly lifestyle. 
· Include cloud collaboration for connecting well with the stakeholders. 
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Political 


The UK government is supporting the development of industry 4.0.


Economic


Brexit causes much fluctuation in the rate.


Social


Consumer behavior is fast transforming.


Brexit requires the company to form a new contractual agreement (Greggs, 2022) (Klaar, Carver and Kay, 2020).


Foreign exchange rates have also increased which affects the price of raw materials (Greggs, 2022).


People are getting redirected towards healthy food rather than fast food (Greggs, 2022).



Technological


Environmental


The UK’s environment is getting degraded which demands lower carbon emission rates.


Legal


Government has imposed more taxes on sugar in order to succeed their less sugar plan (Greggs, 2022).


The UK is developing a robust 4.0 industry. Digital revolution is challenging for the company.


Uninterrupted tracking systems have to be developed (Greggs, 2022) (Klaar, Carver and Kay, 2020).


Hence, the use of sustainable energy resources is encouraged (Greggs, 2022). 



Lack of economic resources for development.


Lack of technological equipment.


Expensive staff training sessions.


Increasing health consciousness which has led to decrease in fast food sales.


Declining consumer loyalty towards brands. 
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