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Executive Summary
This consultancy report evaluates the strategic position of Greggs plc within the UK food-to-go retail market and recommends strategies to strengthen its competitive advantage. The analysis is used to measure Greggs' internal capabilities and the external environment by using the PESTEL framework, Porter's five forces, VRIO, SWOT and Corporate Social Responsibility (CSR), Balanced Scorecard, Ansoff Matrix and SAFe framework. The results show that Greggs has a high level of brand equity and operational efficiency, and benefit from an integrated supply chain but is under growing competitive, economic and sustainability pressures. Therefore, a strategy for product development towards healthy, innovative and digitally enabled products, which would help strengthen their long-term growth, customer value and sustainable competitive position, is recommended.


Table of Contents
INTRODUCTION	4
SECTION 1: REPORT	5
1.1 Organisational Context and Overview	5
1.1.1 Company Background	5
1.1.2 Mission, Vision and Core Values	5
1.1.3 Business Model	6
1.1.4 Industry Overview, Competitors and Market Position	7
1.2 External and Internal Analysis	9
1.2.1 External Environment Analysis (PESTEL Analysis)	9
1.2.2 Industry Analysis (Porter's Five Forces)	11
1.2.3 Internal Environment (VRIO)	13
1.2.4 SWOT Analysis	14
1.3 Comprehensive and Holistic View of Greggs	15
1.3.1 Corporate Social Responsibility (CSR)	15
1.3.2 Balanced Scorecard Analysis	16
1.4 Strategic Choices and Implementation	17
1.4.1 Current Competitive Strategy	17
1.4.2 Strategic Options (Ansoff Matrix)	18
1.4.3 Strategic Evaluation (SAFe Framework)	19
1.4.4 Recommended Strategy	20
1.4.5 Strategy Implementation	20
1.4.6 Implementation Challenges and Mitigation	21
1.5 Conclusion	21
SECTION 2: REFLECTIVE ACCOUNT (GIBBS' REFLECTIVE CYCLE)	21
2.1 Description	21
2.3 Evaluation	22
2.4 Analysis	22
2.5 Conclusion	23
2.6 Action Plan	23
REFERENCES	25




[bookmark: _Toc237046848]INTRODUCTION
Strategic management allows organisations to align internal capabilities and resources with external market conditions to create sustainable competitive advantage and long-term value (Mccall, 2024). Strategic management consultants are essential in today's competitive retail landscape, offering evidence-based analysis, quantifying organisational performance, identifying strategic issues, and suggesting solutions that increase competitiveness and business growth. This report attempts to examine the current strategic positioning of Greggs plc and the effectiveness of their strategies in the UK food-to-go retail market. 
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Figure 1: Greggs Logo
Source: (Greggs, 2025)
The UK market has been chosen as the main operating environment for Greggs, as it accounts for the majority of revenues and is characterised by high levels of competition, changing consumer preferences, digitalisation, inflation and greater expectations for sustainability. By targeting a single geographical market, a stronger and context-specific strategic assessment can be made. The report is structured to analyze Greggs' organisational context, external environment and internal environment, corporate social responsibility, operational performance with the Balanced Scorecard, strategic options, challenges in implementation and recommendations, then reflective account using Gibbs' Reflective Cycle.
[bookmark: _Toc237046849]SECTION 1: REPORT
[bookmark: _Toc237046850]1.1 Organisational Context and Overview
[bookmark: _Toc237046851]1.1.1 Company Background
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Figure 2: Greggs Revenue and Profitability
Source: (Pointon, 2023)
Greggs plc started its operations in 1939 with John Gregg in Newcastle upon Tyne and has changed from being a local family bakery to UK's largest food-to-go business by adapting and evolving its operations constantly (Greggs, 2025). In order to meet the changing lifestyles of consumers, the company's success has been in its convenience, cost, and product innovation in addition to traditional bakery products. A scale-driven growth strategy helped Greggs to build a strong, large-scale business with over 2600 stores by the end of 2025, for a revenue of £2.1mn (Figure 2) (Greggs, 2025; Pointon, 2023). However, expanding store numbers alone is insufficient for sustaining competitive advantage, as rivals continue investing heavily in digital capabilities and premium customer experiences. To achieve long run success therefore Greggs needs to find a balance of efficiency and continual innovation.
[bookmark: _Toc237046852]1.1.2 Mission, Vision and Core Values
Greggs' mission is to make great-quality food affordable and accessible for everyone, while its vision focuses on becoming customers' first choice for food-on-the-go (Greggs, 2023). The strategic work areas of digital transformation, employee wellbeing and sustainability are driven by core values, such as respect, integrity and responsibility, and customer focus (Greggs, 2023). Looking ahead, however, stakeholder trust depends on the translation of these values into measurable operational performance, rather than being mere wishful thinking, especially given the growing intensification of stakeholder expectations on the ESG.
[bookmark: _Toc237046853]1.1.3 Business Model	
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Figure 3: Business Model Canvas (Greggs)
Source: (Created by Author)
As illustrated in Figure 3, Greggs uses a vertically integrated, high-volume business model in route sale to commuters, office workers, students and value-conscious consumers. Revenue comes in bakery products, hot food, beverages, and digital ordering and delivery partnerships (Hirth, Boons and Doherty, 2021). It is also widely distributed with high street outlets, good transport connections and drive through outlets, providing increased convenience and market accessibility. The integrated supply chain allows Greggs to control the quality, efficiency and flexibility of the supply chain, as opposed to many independent bakeries which rely on third party suppliers. This is an operating model designed for a hybrid competitive approach, where both cost leadership and strategic product innovation, digital convenience, and seasonal menu development accompany each other (Hirth, Boons and Doherty, 2021).
[bookmark: _Toc237046854]1.1.4 Industry Overview, Competitors and Market Position
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Figure 4: UK Food-To-Go Market
Source: (Castrillo, 2026)
Figure 4 illustrates the UK food-to-go market which exceeds £24 billion in 2026 and continues expanding due to increasing demand for convenience, takeaway consumption and digital ordering (Castrillo, 2026). Rapid inflation and shifting consumer tastes, however, have added fuel to the fire of price competition throughout the industry. Independent bakeries, Starbucks, Costa Coffee, Pret A Manger and Subway are also competitive brands with different competitive strategies as detailed in Table 1 (Hoenink et al., 2024). As shown in Figure 5, Greggs sees a competitive advantage over premium competition, which differentiates by the experience of the customer and price, through its value for money products that meet high-quality standards and are convenient. Extensive retail network, established brand equity and vertically integrated operations limit the ability to imitate. 
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Figure 5: Greggs Competitive Positioning Map
Source: (Created by Author)
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Table 1: Competitor Comparison
But to sustain the market-leading position will be dependent on continued investments in digital innovation, and better product development and sustainability efforts that are becoming increasingly transient (Hoenink et al., 2024). A comparison with Greggs, illustrated in Table 1, reveals that it has more hybrid elements than competing high-end and niche brands, ranging from the price tag (affordability) to the convenience of its offering. Overall, Greggs' strategic position is strong, but future competitiveness will be tied to their efforts to adapt to a market that continues to change, rather than relying on their past achievements.
[bookmark: _Toc237046855]1.2 External and Internal Analysis 
[bookmark: _Toc237046856]1.2.1 External Environment Analysis (PESTEL Analysis)
[image: ]
Figure 6: PESTEL Analysis
Source: (Statista, 2026)
	Factors
	Analysis

	Political
	The UK food to go market keeps changing, with ongoing policy changes to market that are healthy, safe and environmentally friendly. The UK food retailing sector will see improved packaging and Extended Producer Responsibility (EPR) to help drive up costs for compliance, whilst providing new business opportunities for investing in packaging reuse and food waste reduction (Legault and Okcu, 2026). Operating margins would be under strain, but Greggs' existing sustainability program enables the chain to better reach adaptations than are smaller rivals, and could increase long-term competitive advantage with regulators' readiness.

	Economic
	The UK economy remains characterised by persistent inflationary pressures and cautious consumer spending. Domestic cost pressures have persisted with the UK CPI 2.6% higher in June 2026, as shown in Figure 6 (Statista, 2026). Therefore, Greggs might utilize a method of "low prices" which is strategic during times of economic insecurity. Continual operational efficiency and optimisation of supply chain are essential to profitability given the squeeze on profit margins due to continuing labour, energy and ingredient cost inflation pressures.

	Social 
	Consumer lifestyle is changing and favouring ease, speed and better foods. Demand for convenient food-to-go products is continuing to be driven by a growing UK population (around 69.8 million in 2026) (Office for National Statistics, 2025). At the same time, more people are conscious of the foods they eat and what they should be eating, which has led to retailers offering larger menus of healthy meals and more sustainably sourced items (Miller et al., 2021). These developments offer an opportunity for Greggs to broaden its product offering, but if it fails to react then it could impact on customer loyalty, especially in younger and health-conscious markets.

	Technological 
	The digitalisation of business processes is changing the way businesses and customers interact, and making business more efficient. Mobile ordering, Click & Collect, loyalty programmes and delivery partnerships are other ways Greggs is building its digital presence. Moreover, AI-driven demand prediction and inventory management can help cut down on waste and enhance product availability (Verma, 2024). However, if competitors spend on technologies, their sustainability in competitive advantage diminishes and requires innovation over increments.

	Environmental 
	Sustainability is no longer a good thing to do in business; it is a necessity to reduce carbon emissions, reduce food wastage, and decrease the amount of packing materials using plastic. The company's efforts towards investing in recyclable packaging and its Net Zero strategies improve corporate image and make operations resilient to future changes (Greggs, 2024). However, climate-related disruptions to agricultural supply chains may increase raw material costs and sourcing risks.

	Legal 
	Performance is affected by the laws of the UK around food safety, employment, minimum wage rise and reporting of ESG information (Sandberg, Alnoor and Tiberius, 2022). Although stricter laws increase the cost of doing business, good governance reduces legal risks and increases stakeholder confidence.


Table 2: PESTEL Analysis
Overall, the PESTEL analysis highlights that Greggs is running in a highly dynamic external environment. Growing demand for affordable convenience food, digital innovation and sustainability leadership, and the other principal opportunities are inflation, regulatory change, and intensifying competition. From a strategic perspective, Greggs must secure sustainable competitive advantage in the changing global food-to-go market by maximising the strengths of its cost-efficient operating model and shifting momentum towards the adoption of new digital technologies, cleaner product offerings and carbon reduction efforts.
[bookmark: _Toc237046857]1.2.2 Industry Analysis (Porter's Five Forces)
Porter's Five Forces is a strategic tool used to assess the intensity of a specific industry's competition and attractiveness by examining the five forces (Porter, 1980). Figure 7 presents Porter's Five Forces analysis of Greggs within the UK food-to-go retail industry.
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Figure 7: Porter's Five Forces
Source: (Created by Author)
Threat of New Entrants (Low–Medium): Capital requirements for independent cafés are relatively low, but there is a significant capital expenditure required to build a recognisable brand, an economy of scale similar to Greggs, and a vertically integrated supply chain, before entering the market (Ferreira, 2016). The number of Greggs' stores combined with its brand recognition make it difficult for new competitors to gain market share quickly.
Bargaining Power of Suppliers (Medium): Greggs buys ingredients from a number of suppliers and has an integrated manufacturing and distribution system, which limits its reliance on any single supplier. However, the price fluctuations of agricultural commodities and of energy have increased supplier influence, especially when supply chains are disrupted (Mardenli, Sackmann and Rhein, 2023).
Bargaining Power of Buyers (High): UK consumers have a wide choice across Greggs, Pret A Manger, Costa Coffee, Starbucks, Subway, Supermarkets and Independent bakeries. Low switching costs allow customers to shift suppliers easily for various reasons, such as price, convenience or product quality (Pick and Eisend, 2014). Therefore, Greggs are always required to provide value, innovation and service quality in order to maintain customer retention.
Threat of Substitutes (High): Supermarket meal deals, food prepared at home, and convenience stores or food delivery sites are readily available alternatives (Creel et al., 2008). As a greater proportion of consumers are turning to healthier eating, substitute risk rises, and Greggs are further challenged to offer healthy products on their menus, without raising prices.
Competitive Rivalry (High): Competition is intense due to market saturation, aggressive pricing, continuous product innovation and expanding digital capabilities among leading retailers. Premium brands stake out a competitive proposition on quality and experience, Greggs differentiates on value pricing and convenience and control direct competition, yet not total competitive pressure.
Industry Attractiveness (Medium): The overall attractiveness of the UK food-to-go market is medium. Despite the continuing growth of demand, profitability is subject to the strong buyer power, and its intense competitors and substitute threats (Baird et al., 2024). The competitive strengths Greggs does have, however, are mostly because of the ubiquity of its stores and an operating model and supply chain that are cost efficient. In strategic terms, continued efforts in digital innovation, additional improvements to product and operational efficiency are critical to maintaining long term market leadership.
[bookmark: _Toc237046858]1.2.3 Internal Environment (VRIO)
The VRIO model is used to measure if the resources and capabilities of an organisation have the capability to establish a sustainable competitive advantage by measuring its value, rarity, inimitability and organisation (Barney, 1991).
	Resource/Capability
	V
	R
	I
	O
	Competitive Implication

	Brand Reputation
	✓
	✓
	✓
	✓
	Sustained competitive advantage

	Store Network
	✓
	✓
	✓
	✓
	Sustained competitive advantage

	Supply Chain
	✓
	✓
	✓
	✓
	Sustained competitive advantage

	Digital Capability
	✓
	✗
	✗
	✓
	Competitive parity

	Human Resources
	✓
	✗
	✗
	✓
	Temporary advantage

	Innovation
	✓
	✓
	✗
	✓
	Temporary advantage

	Financial Resources
	✓
	✗
	✗
	✓
	Competitive parity

	Operational Efficiency
	✓
	✓
	✓
	✓
	Sustained competitive advantage


Table 3: VRIO Matrix
Table 3 demonstrates that Greggs has several resources that can be used as leverage for their market leadership making it strategically valuable. The brand reputation, wide store footprint, vertically integrated supply chain and operational efficiency meet all the VRIO criteria and make them a competitive advantage that would be hard to duplicate for the competition. These attributes enable the cost leadership in the customers' convenience and nationwide availability. Conversely, digital competence and funding are no differentiators anymore as competitors have already heavily invested in digital platforms and have financial depth similarities (Fernández et al., 2023). Similarly, while continuous product innovation adds value to customers, a seasonal product launch may be copied relatively soon, with low long-term value. For Greggs, principal assets are the seamless integration of operations, brand loyalty, and an efficient distribution system, while key strategic weaknesses are its lack of digital leadership and the need for ongoing innovation investment to maintain market competitiveness.
[bookmark: _Toc237046859]1.2.4 SWOT Analysis
	Strengths
	Weaknesses

	· Strong brand reputation and customer loyalty (The Strategy Story, 2023).
· Extensive UK store network ensuring high accessibility.
· Vertically integrated supply chain supporting cost efficiency.
· Effective operational efficiency and value pricing.
· Continuous product innovation and digital ordering capabilities.
	· Heavy dependence on the UK market limits geographical diversification.
· Digital capabilities can be replicated by competitors.
· Rising operating costs reduce profit margins.
· Limited premium product differentiation compared with specialist competitors.

	Opportunities
	Threats

	· Growing demand for convenient and affordable food-to-go.
· Expansion of healthier menu options and plant-based products (The Strategy Story, 2023).
· Greater use of AI and digital technologies to improve customer experience.
· Sustainability initiatives can strengthen brand reputation and customer trust.
	· Intense competition from cafés, supermarkets and independent bakeries (The Strategy Story, 2023).
· Inflation and supply chain disruptions increasing operating costs.
· Changing consumer preferences towards healthier alternatives.
· Tightening environmental and food regulations increasing compliance costs.


Table 3: SWOT Analysis
Table 3 illustrates the SWOT analysis which demonstrates a strong alignment between Greggs' internal capabilities and external market opportunities. The company's brand ability, strong supply chain and operational efficiency make it a good business to capitalise on the trend of buying food from convenience stores that focus on value (Hirth, Boons and Doherty, 2021). However, external threats identified in the PESTEL and Five Forces analyses, particularly inflation, competitive rivalry and regulatory pressures, may weaken profitability if strategic adaptation is delayed. By identifying and building on its strengths Greggs has the opportunity to further boost digital innovation, improve product health, sustainability efforts and lessen reliance on the domestic market and enhance organisational resilience. This strategic alignment will strengthen a long-term competitive and sustainable growth within the food-to-go industry in the UK.
[bookmark: _Toc237046860]1.3 Comprehensive and Holistic View of Greggs 
[bookmark: _Toc237046861]1.3.1 Corporate Social Responsibility (CSR)
Corporate Social Responsibility (CSR) is about an organisation's efforts to generate economic value and to respond to its environmental, social and governance (ESG) obligations (Wirba, 2023). Combined, these initiatives encompass CSR values, aiming to embed CSR in Greggs' wider growth strategy, from the Net Zero emissions to sustainable packaging, to food waste minimisation, to responsible sourcing, to employee wellbeing to community engagement. This alignment aligns with the company's mission to create affordable, high-quality food that is accessible and builds trust in the company.
Environmentally, Greggs has pledged to attain its Net Zero targets for GHG emissions by 2040, and has continued to invest in renewable energy, recyclable packaging and waste minimisation (Greggs, 2024). During 2025, over 99% of surplus food from company-managed shops was redistributed or diverted from landfill, demonstrating measurable progress in resource efficiency (Greggs Foundation, 2026). These programs help organizations become more sustainable in their operations, mitigate disposal expenses, and add to positive brand image. However, achieving Net Zero will require decarbonisation across suppliers and logistics, where direct organisational control is comparatively limited, Socially, the Greggs Foundation can help to fund breakfast clubs and community programmes feeding over 75,000 children a day in the UK (Greggs Foundation, 2026). Meanwhile, employee well-being is a component of employee engagement and operational performance, as are investments in apprenticeship and career development. As wages continue to rise and available labour is becoming scarce however, it will still continue to draw in staff and this will require constant effort and investment.
Greggs' governance is improved by responsible sourcing, ethical procurement and transparent sustainability reporting. The practices reduce the risk to reputation and regulatory risk, and leverage the increased consumer demand for ESG performance. Better reporting on the carbon footprint and biodiversity effects of suppliers, however, would help improve accountability and stakeholder confidence more (Gualandris et al., 2015). In addition, Greggs' CSR approach has been well aligned with its business goals in terms of ability to differentiate its brand, bolster operational resiliency and build long-term value creation. Rather than functioning solely as a reputational initiative, CSR contributes directly to cost efficiency, customer loyalty and competitive advantage (Chi and Phan, 2026). However, continuing the gains will require faster progress in decarbonising supply chains, more innovation on healthier products and greater ambition on measurable ESG goals. Overall, Greggs' CSR strategy is considered as a strategic capability that sustain Greggs growth, but continuous improvement is required as the expectations and regulations of Greggs stakeholders continue to change over time.
[bookmark: _Toc237046862]1.3.2 Balanced Scorecard Analysis
The Balanced Scorecard translates organisational strategy into measurable financial and non-financial objectives, allowing Greggs to track its strategic performance and ensure that its mission, operations and long term growth were in alignment (Kaplan and Norton, 1992).
	Perspective
	SMART Objective
	KPI
	Target
	Strategic Initiative
	Evaluation

	Financial
	Increase sustainable profitability by 8% by 2028 while maintaining value pricing.
	Revenue growth; Operating margin; Return on Capital Employed (ROCE).
	Revenue growth ≥8%; Operating margin ≥10%.
	Expand high-margin menu items, optimise supply chain and improve cost efficiency.
	Supports financial resilience but requires effective cost management amid inflation.

	Customer
	Improve customer satisfaction and loyalty by 2028.
	Customer satisfaction score; Repeat purchase rate; Greggs App users.
	Satisfaction >90%; Repeat customers +10%.
	Expand digital loyalty programme, healthier menu options and personalised promotions.
	Strengthens brand loyalty and differentiation in a highly competitive market.

	Internal Business Processes
	Improve operational efficiency and sustainability by 2028.
	Food waste; On-time product availability; Order fulfilment accuracy.
	Reduce food waste by 15%; Product availability >98%.
	AI demand forecasting, inventory optimisation and recyclable packaging initiatives.
	Enhances cost efficiency while supporting environmental objectives and service quality.

	Learning and Growth
	Enhance workforce capability and innovation by 2028.
	Employee engagement; Training hours; Internal promotion rate.
	Engagement >85%; ≥20 training hours annually; Internal promotions >60%.
	Leadership development, digital skills training and employee wellbeing programmes.
	Develops organisational capability, innovation and long-term competitive advantage.


Table 4: Balanced Scorecard Analysis
The Balanced Scorecard presents evidence that Greggs' strategic goals are not just financial, but incorporate the aspects of customer value, operational excellence and organisational learning (Fabac, 2022). The proposed SMART objectives, measurable KPIs and targeted initiatives support continuous performance monitoring and strengthens alignment between the company's mission and long-term commitment. However, the ability to meet these objectives requires constant investments in digital innovation, workforce capability and sustainability efforts (Fabac, 2022). This makes the Balanced Scorecard an effective strategic management framework, which provides evidence-based Greggs' decision-making processes and enhances sustainable competitive advantage in the changing food-to-go market within the UK.
[bookmark: _Toc237046863]1.4 Strategic Choices and Implementation
[bookmark: _Toc237046864]1.4.1 Current Competitive Strategy
Porter's (1985) Generic Strategies indicate that organisations establish competitive advantage by cost leadership, differentiation and focus. Greggs primarily adopts a hybrid strategy, combining cost leadership with selective differentiation. The previous PESTEL, VRIO and SWOT analysis has shown that the company's vertical integration of its supply chain, size of its store network and efficient operation allows it to provide the customer low prices and differentiate it from its competitors by using product innovation, ordering online, seasonal menus and convenience. By blending these strategic strengths, Greggs can appeal to a wide range of customers and stay competitive in challenging economic climates. 
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Figure 8: Porter's Generic Strategies
Source: (Jurevicius, 2025)
However, the viability of this approach is threatened by the growing investments of the competition in digital technologies, improvements to the health of their products, and advances to the customer experience. Hence, gaining market leadership through cost efficiency is not likely to be durable (Jerab and Mabrouk 2023). The company needs to continue to be innovative, invest in sustainability and continue to draw from the UK market its and keep its unique selling proposition and competitive edge.
[bookmark: _Toc237046865]1.4.2 Strategic Options (Ansoff Matrix)
The Ansoff Matrix identifies three strategic growth options for Greggs, illustrated in Table 5.
	Strategy
	Example
	Risk
	Suitability

	Market Penetration
	Loyalty App, promotions, digital ordering
	Low
	High

	Product Development
	Healthier, high-protein, plant-based and seasonal products
	Medium
	Very High

	Market Development
	International expansion
	High
	Medium


Table 5: Strategic Options 
Market penetration activities include loyalty strategies, promotional activities and enhancing digital ordering. This strategy is not particularly risky as it is based on a well-known brand and customer base used by Greggs. However, mature markets can limit growth potential (Loredana, 2017). Product development entails development of healthier, high-protein plant-based and seasonal products to meet rising consumer demand. While this necessitates investment in developing the product and marketing it, it closely fits greater health awareness and aids differentiation without substantially changing Greggs' business model.
However, market development via international expansion may provide for diversification of income and away from reliance on the UK market. However, increased investment needs, consumer characteristics and operational difficulties bring added implementation risk (Loredana, 2017). Overall, the product development strategy offers greatest strategic potential while taking advantage of the company's competitive strengths, aligning with a customer preference for change, and building long-term value while managing strategic risk levels.
[bookmark: _Toc237046866]1.4.3 Strategic Evaluation (SAFe Framework)
	SAFe Criteria
	Evaluation

	Suitability
	High

	Acceptability
	High

	Feasibility
	High


Table 6: Strategic Evaluation 
The SAFe framework was used to assess the recommended product development strategy (Whittington et al., 2019). It is a suitable option as the stated business opportunities that emerged from the PESTEL and SWOT analysis are directly addressed such as increasing demand for healthier food, digitalisation and shifting consumer preferences. Besides, it helps Greggs' sustainability goals and enhances its competitive advantage. The acceptability is high, with customers enjoying more healthy and well-rounded menus, employees learning new skills, maximizing revenue for shareholders, and communities benefiting from ongoing support of responsible sourcing and choices for healthier foods. This means that the strategy adds value to many stakeholders and drives long-term business goals (Muslim, 2025).
The financial resources, vertically integrated supply chain, brand reputation and wide network of local stores across the UK and digital infrastructure that Greggs has are favourable factors for implementation, making the feasibility high. This internal fortitude minimises execution risk and aids product deployment. Overall, the SAFe evaluation reveals a strategic viability and potential for sustainable competitive advantage of the proposed product development strategy.
[bookmark: _Toc237046867]1.4.4 Recommended Strategy
Based on the preceding analyses, product development is the most appropriate strategy for Greggs. The PESTEL analysis shows that customer demand is now moving towards healthier and sustainable foods, while the VRIO analysis shows that Greggs excels at the brand level, has an integrated supply chain and operational efficiency, making new product development a reality (Barney, 1991). Secondly, the SWOT and Five Forces analyses proved that business needs continuous innovation to curb from strong competitive rivalry and product substitution threats (Porter, 1980). Greggs' adoption of healthier, plant-based, high-protein and seasonal menus, backed by digital ordering and loyalty platforms is also aligned with its CSR strategies and Balanced Scorecard targets for customer satisfaction and sustainable growth (Kaplan & Norton, 1992). Consequently, this strategy strengthens customer value, reinforces market differentiation and creates sustainable competitive advantage through continuous innovation and long-term strategic alignment (Johnson et al., 2011).
[bookmark: _Toc237046868]1.4.5 Strategy Implementation
	Area
	Action

	Leadership
	Executive sponsor to oversee implementation

	Technology
	AI demand forecasting and digital ordering enhancements

	Finance
	Allocate investment budget for product development and marketing

	HR
	Employee training on new products and customer service

	Marketing
	Digital campaigns promoting healthier menu options

	KPIs
	Revenue growth, customer satisfaction, food waste reduction


Table 7: Strategy Implementation
Effective leadership is key, along with investment and involvement of stakeholders (Waligo, Clarke and Hawkins, 2014). Greggs need to increase digital infrastructure, use artificial intelligence (AI) for stock management, and train their staff fully to deliver consistent services. A staged rollout program for 18 months with continuous monitoring of KPIs will afford the opportunity to evaluate and take corrective action as needed, and limit disruption of operations while optimising strategic results.
[bookmark: _Toc237046869]1.4.6 Implementation Challenges and Mitigation
Potential difficulties with implementation include changing technology, intense competition, supply chain difficulties, employee resistance and inflation. This may affect product releases, could lead to higher operating costs and leave a reduction in product implementation's gains (Ogawa and Piller, 2006). To address these challenges, Greggs must diversify the suppliers, work on the change management program by establishing a training and communication plan, continually invest in digital technologies and monitor its performance with clear KPIs. The organisation will be agile through regular engagement with stakeholders and periodic strategic reviews, ensuring Greggs is able to proactively react to different market behaviours and maintain their competitive edge over the long-term.
[bookmark: _Toc237046870]1.5 Conclusion
The overall study indicates that, with reputation, vertically aligned supply chain and its efficiency, Greggs' strategic position remains good in the UK food-to-go market and typology. Consumer preferences, competitiveness and customer expectations regarding sustainability, however, demand constant strategic changes. The integrated result of the PESTEL and Porter's Five Forces analysis, VRIO, SWOT analysis, CSR and the Balanced Scorecard analysis has identified a product development strategy. Thus, the organisation can secure further competitive advantage and customer value, to help to establish sustainable growth and long-term organisation resilience while continuing to develop Greggs' more long-term capability.
[bookmark: _Toc237046871]SECTION 2: REFLECTIVE ACCOUNT (GIBBS' REFLECTIVE CYCLE)
The Reflective Cycle developed by Gibbs (1988) is a methodology used to critically reflect on experiences and it shows how to improve learning outcomes, professional development and future consultancy activity.
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Figure 9: Gibbs' Reflective Cycle
Source: (Dutta, 2023)
[bookmark: _Toc237046872]2.1 Description
In this consultancy report, an organized evaluation of Greggs plc is undertaken in relation to its strategic position in the UK food-to-go retail industry. In terms of the research methodology employed, the consultancy report includes the study of secondary data which is collected from Greggs’ annual reports, corporate social responsibility reports, academic literature, governmental sources, and industry reports to critically assess the external environment, internal capabilities, and strategic effectiveness of the organization. The chosen strategic management tools include PESTLE analysis, Porter’s Five Forces model, VRIO framework, SWOT analysis, Corporate Social Responsibility (CSR) tool, Balanced Scorecard, and SAFe framework. These strategic management tools are not used in isolation but in combination, to provide evidence-based recommendations to the company’s Board of Directors. It is consistent with the duties of a strategic management consultant whose core skills include objective analysis and critical judgment when facing complex business problems (Spender, 2014).
2.2 Feelings
Initially, it seemed like strategic management was about the choice of correct business strategies. However, as the research progressed, I recognised that effective consultancy requires considerably more than recommending growth opportunities. Gibbs (1988) argues that reflective learning encourages individuals to question their assumptions and improve future professional practice. Applying this principle, it became clear that any strategic choices have to be based on evidence rather than on people's opinions. Initially, it was hard to combine several strategies because each framework has a different approach to the organisation. However, analysing Greggs through several frameworks helped to develop confidence in understanding the complex nature of business data and gave respect to making decisions using evidence. Thus, it became clear that strategy has to be understood as the process of connecting organisational, stakeholder, and market aspects together.
[bookmark: _Toc237046873]2.3 Evaluation
There were several strengths identified in relation to the research process. The extensive use of academic literature in combination with current organizational and industry data increased the validity of the strategic analysis performed. By utilizing a variety of different frameworks, a thorough analysis of the strategic position of Greggs was possible beyond the scope of using only one analytical tool. However, there were some difficulties in relation to the process as well. Some frameworks produced similar results, making the possibility of repeating the information provided more likely and requiring its proper integration. In addition, the reliance on secondary data made it impossible to access any managerial information, which had to be assumed based on available data. Moon (2004) argues that critical reflection implies not only an evaluation of the strengths but also weaknesses of one's own learning process. Thus, reflection helped identify the significance of critical assessment of the sources of information and avoidance of descriptive analysis when providing strategic recommendations.
[bookmark: _Toc237046874]2.4 Analysis
This experience has really helped me to understand how theories about strategic management can be incorporated in order to make consultancy decisions based on evidence. According to Kolb (1984), meaningful learning takes place when experiences are transformed into knowledge, Gibbs (1988) concluded that critical reflection helps for continuous professional development. Given these principles, I spotted that there is no single strategic model that gives a total picture of an organisation's performance. PESTEL, for instance, uncovered external opportunities and threats (Johnson et al., 2011), while VRIO clarified how Greggs' internal resources contributed to the development of its competitive advantage (Barney, 1991). SWOT analysis helped to summarize the above results, whereas the Balanced Scorecard helped to transform the priorities in measurable goals and performance indicators (Kaplan & Norton, 1992). The most significant lesson for me was the realization of the fact that strategic models work best when they are used in combination rather than in isolation from each other, thus allowing making a coherent, evidence-based, and strategically sound recommendation. I got a chance to develop my abilities of analytical reasoning, which meant that I had to criticize some concepts, make comparisons between alternative strategies, and support my opinions with relevant and logical arguments. As a result, I became more confident in providing consultancy services that involve critical evaluation, strategic synthesis and evidence-based decision making in complex and dynamic business environment.
[bookmark: _Toc237046875]2.5 Conclusion
In conclusion, this consultancy report has increased my understanding of strategic management and my reflective practice skills. The exercise has shown that good consultancy is not only about theoretical understanding but rather about the ability to apply knowledge by analyzing the situation and making recommendations based on the findings. This research reflection has improved my knowledge of how the interaction between the internal abilities of an organization, its market environment, and expectations of stakeholders affects its performance. Most importantly, I have gained skills of objective assessment of strategic problems. It has therefore made me ready to take up new consultancy assignments in future with a systematic, Analytical and evidence Based approach when solving organisational problems.
[bookmark: _Toc237046876]2.6 Action Plan
To strengthen my future consultancy practice, I will implement a SMART action plan. I will thoroughly examine no less than two strategic management Journal articles on a weekly basis in the next three months, for a total of six, and develop sound arguments based on evidence to decide on competing theories and make evidence-based recommendations. In the coming 6 months, I am going to finish a certified online course in strategic analysis or business analytics, targeting growth in my consultancy and data-interpretation abilities. I will use at least 4 strategic frameworks in future assignments and back my recommendations with recent academic and industry-related evidence. I will also obtain feedback from the tutor on any significant assessment and outline three actions for enhancement following each submission in the Gibbs' Reflective Cycle. These measurable actions will enhance the analytical capacity, critical thinking and professional consultancy skills.
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