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Abstract
This report conducts a comprehensive marketing audit of the British fast food chain Greggs, aiming to systematically assess its internal and external environment. By applying the PESTEL model, key macro-environmental factors were identified, including government health regulations, economic pressure caused by inflation, and the shift towards health consciousness. Through an examination of the British fast food industry using Porter's Five Forces model, it was discovered that the competition is extremely fierce. However, Greggs maintains a stable position through its low-price strategy, extensive store network, and established brand reputation. This mitigates the threats from substitutes and new entrants, while granting it significant bargaining power with suppliers. The VRIN framework further highlights Greggs' non-imitable competitive advantages, particularly its store density and efficient in-house supply chain. Finally, the SWOT analysis integrates these findings, highlighting the advantages in brand loyalty and cost control, as well as disadvantages in product health status and market concentration, opportunities in value and health trends, and threats from rising costs and intense competition. The report concludes that Greggs possesses a strong and enduring competitive advantage. To ensure sustained growth, the company should strategically leverage its operational advantages, seize the growing demand for healthier options, and address economic pressures and industry competition.








Content

1.0 Introduction	4
2.0 The PESTEL model for analyzing the macro environment	4
 2.1 Political factor	4
 2.2 Economic factor	5
2.3 Social factor	5
 2.4 Technical factor	5
 2.5 Environmental factor	6
 2.6 Legal factor	6
3.0 The Porter's Five Forces Model Analysis of the British Fast-Food Industry	6
 3.1 Competition within the industry	6
 3.2 Potential entrant	6
 3.3 Substitute threat	7
 3.4 Supplier bargaining power	7
 3.5 Buyer bargaining power	7
4.0 Analysis of Core Competitive Advantage by the VRIN Framework	8
 4.1 Valuable Resources and Capabilities	8
 4.2 Rare Resources and Capabilities	8
 4.3 Inimitable Resources and Capabilities	9
 4.4 Non-substitutable Resources and Capabilities	9
5.0 SWOT Analysis	9
 5.1 Strengths	9
 5.2 Weaknesses	10
 5.3 Opportunities	10
5.4 Threats	10
 5.5 Interrelationship Analysis of SWOT Dimensions	11
6.0 Conclusion	11
References	13
1.0 Introduction
Greggs is a representative fast food chain brand in the UK, founded in 1939. Currently, it has over 2,600 stores across the entire country and is the largest budget takeout food brand in the UK(Greggs Corporate | About us, no date). With economic fluctuations, increasing consumer health awareness, and stricter government food regulations, Greggs' business environment has been constantly changing(Millstone and Lang, 2023). To enable the company to have a clearer understanding of its situation, this report conducts a systematic marketing audit of Greggs.
The report will use the PESTEL model to analyze the macro external environment, the Porter's Five Forces model to analyze the competition in the UK fast food and takeout food industry, the VRIN framework to assess Greggs' core resources and competitive advantages, and finally the SWOT model for a comprehensive summary. All analyses are based on Greggs' actual business situation, with the aim of comprehensively presenting the internal and external environment that Greggs is facing and providing a basis for the company to formulate marketing strategies.

2.0 The PESTEL model for analyzing the macro environment
2.1 Political factor
In recent years, the British government has been promoting anti-obesity programs and has mandated that catering businesses label the calories and nutritional content of their food(Obesity Healthcare Goals, no date). This has forced Greggs to constantly adjust its product formulas and introduce healthier options. Additionally, after the Brexit, there were issues such as increased tariffs on imported raw materials from the EU, which led to an increase in supply chain costs(Buigut and Kapar, 2023). These factors have affected the speed of Greggs' expansion of new stores.

2.2 Economic factor
The economic environment is a significant external factor influencing Greggs. In recent years, inflation has been severe in the UK, which has imposed considerable profit pressure on Greggs. However, Greggs' low-price positioning has enabled its sales to maintain growth. The consumption of commuters and office workers has provided a favorable support for Greggs' revenue(Simon, 2015).

2.3 Social factor
Social and cultural influences shape the product direction of Greggs. As people place greater emphasis on health, Greggs has launched healthy products such as vegetarian sausage rolls to meet market demands. At the same time, the fast-paced lifestyle of modern people and Greggs' store model are highly compatible(Mosher, 2025). Moreover, as a long-established British brand, consumers have much higher trust in Greggs than in foreign brands. These factors affect people's favorable impression of Greggs(Kinawy, 2025).

2.4 Technical factor
Technology is of great significance to the operational efficiency and customer experience of Greggs. Features such as self-service ordering machines and mobile app ordering make it easier for customers to purchase goods. Meanwhile, Greggs itself can maintain its operations more effectively through data-driven management, providing technical support for the company's development(Karaboga et al., 2023).


2.5 Environmental factor
Environmental protection is a mandatory requirement that Greggs must fulfill. British law mandates that businesses reduce plastic usage and lower carbon emissions(ffdevteam, 2025). Greggs is gradually replacing its packaging with eco-friendly options, which not only reduces waste but also enhances its brand image.

2.6 Legal factor
From a legal perspective, Greggs must strictly abide by regulations such as those concerning food safety. The food hygiene standards in the UK are extremely strict. Any issues would result in hefty fines. Product information must be clearly labeled. The brand trademark of Greggs is also protected by law to prevent it from being imitated or plagiarized by other brands(Food safety - your responsibilities, no date).

3.0 The Porter's Five Forces Model Analysis of the British Fast-Food Industry
3.1 Competition within the industry
The fast food industry in the UK is highly competitive. Greggs' main competitors include well-known chains such as McDonald's and Starbucks. The competition mainly focuses on price, convenience, product freshness, and the number of stores. Although the competition is intense, Greggs has taken the lead in the mass market by offering lower prices, more stores, and stronger local presence. However, high-end healthy quick meals still divert a portion of customers who have higher requirements for quality(Liu, 2024).

3.2 Potential entrant
It is not easy for a new brand to enter the fast-food industry and pose a threat to Greggs, because Greggs is already a national brand. It is very difficult for a new brand to build trust in a short period of time, and the central factory, logistics system and other infrastructure require a large amount of capital investment, which has very high requirements for the brand's capital chain, and the number of Greggs' stores has already established a very significant advantage for it in the market. Therefore, the threat from potential entrants is very low.

3.3 Substitute threat
The threat of substitutes for Greggs is relatively high. Pre-packaged sandwiches and light meals from supermarkets and coffee shops can partially replace Greggs. Especially for those who are health-conscious, they are more likely to switch to salads and light food products. However, Greggs' hot food has a high cost-performance ratio, which is something that many substitutes do not possess(Azevedo, no date). Therefore, it can retain a large number of consumers.

3.4 Supplier bargaining power
Greggs is of huge scale and has a very large purchase volume. The main raw materials are common agricultural products such as flour, meat, and vegetables. There are many suppliers and the competition is intense. Greggs has strong bargaining power. Even if the bargaining power of a few raw material suppliers is slightly higher, Greggs can reduce its reliance by finding more suppliers(‘Bargaining Power of Suppliers’, no date). Overall, Greggs holds an active position in the supply chain.

[bookmark: _Hlk224724246]3.5 Buyer bargaining power
The bargaining power of consumers is relatively high. This is because there are numerous choices for fast food, and consumers are very sensitive to prices. Online platforms also make it convenient for consumers to compare prices, and they will choose the one with more discounts. However, Greggs already has very low prices and stable products, and customers have strong habits(‘Bargaining Power of Buyers’, no date). Therefore, even though consumers have high bargaining power, Greggs can still maintain a very high repeat purchase rate.

4.0 Analysis of Core Competitive Advantage by the VRIN Framework
4.1 Valuable Resources and Capabilities
Greggs possesses a wealth of valuable resources. Firstly, it enjoys an extremely high reputation in the UK, with its extensive network of over 2,600 stores making its products readily available to consumers almost everywhere. Its robust infrastructure and logistics system can provide a stable guarantee for the quality of its products, and its extremely competitive pricing is particularly suitable for the current consumption environment in the UK. Standardized operations also ensure that the taste and service of each store are similar(Gupta, 2023). All these resources can help Greggs maintain its market position.

4.2 Rare Resources and Capabilities
Greggs possesses some rare qualities that other enterprises rarely have. The most obvious one is its emotional value as a national brand, which other brands find difficult to replicate with such a sense of local identity(‘Why Neighborhood-Level Sentiment Analysis Drives Local Ad Spend - 2POINT Agency - Best Digital Marketing Agency’, 2026). Its store density and location advantages are most convenient for many communities and industrial areas. At the same time, its self-operated supply chain with low costs and high efficiency is something that few enterprises in the affordable fast food sector can achieve.
4.3 Inimitable Resources and Capabilities
Some advantages are beyond the reach of competitors. The brand culture and national recognition accumulated over several decades cannot be replicated in a short period of time(Zhou et al., 2024). Moreover, the limited resources for high-quality store locations make it difficult for newcomers to establish such a dense network of stores. Additionally, Greggs' cost control capabilities, product combinations, and operational processes are formed through long-term experience and are closely related to its own actual situation, thus being unique.

4.4 Non-substitutable Resources and Capabilities
Greggs also has some unique core advantages. Its ultra-high value-for-money positioning is virtually unmatched by any competitor in the UK. Moreover, the stability and low costs brought by its own supply chain cannot be replaced by the ordinary procurement model. The convenience it offers due to its dense store network is also something that other brands struggle to match.

5.0 SWOT Analysis
5.1 Strengths
Greggs' advantages are very obvious, which is the key reason why it has been able to maintain a leading position in the British fast food market for a long time. Its long-term accumulated reputation has made it known to almost all consumers of all ages in the UK, and the brand loyalty is very high(Iyelolu, Idemudia and Ijomah, 2024). Secondly, it has an extremely large number of stores, and its convenience far exceeds that of most competitors. At the same time, its self-operated supply chain model enables it to better control costs, ensure stable product quality, and have stronger resilience when raw material prices rise. In addition, the complete mobile ordering and other membership systems further increase the customer's repeat purchase rate.
5.2 Weaknesses
Despite its outstanding advantages, Greggs also has some shortcomings. Most of its traditional products are high in oil, salt and sugar. Although it has launched some vegetarian and low-fat options in recent years, the overall process of health transformation still requires time. Secondly, Greggs operates almost exclusively in the UK and lacks international business, which leads to highly concentrated business risks. If the UK market experiences fluctuations, the company has no other markets to disperse the pressure. Moreover, due to its reliance on a large number of physical stores and its own supply chain, the flexibility for asset adjustment is insufficient, making it difficult for it to transform quickly like a light-capital brand(Kariwala, 2026).

5.3 Opportunities
Greggs still has many development opportunities in the future. Firstly, due to the economic pressure in the UK, consumers are increasingly seeking value for money, and affordable fast food will continue to benefit(Titilope Tosin Adewale et al., 2024). Secondly, the trend of healthy eating is becoming more and more obvious. Greggs can continue to increase the proportion of healthy products and attract more customers who did not previously consume its products. Finally, adhering to trends such as eco-friendly packaging and low-carbon operations can not only meet policy requirements but also enhance the brand image(Low Carbon Fuels, Feedstocks, and Energy Sources, no date).

5.4 Threats
Greggs also faces external threats and operational risks. Firstly, various costs are constantly rising, and as it has a budget-friendly brand positioning, it is difficult to pass on the costs to consumers through price hikes, resulting in continuous pressure on profits. Secondly, the fast food industry is frequently engaged in price wars and the competition for market share is intense(What the fast food industry is telling us about the economy, 2025). Finally, consumers with a stronger health awareness are being diverted by salads and homemade meals, which may have a long-term impact on Greggs' core customer base.

5.5 Interrelationship Analysis of SWOT Dimensions
The advantages, disadvantages, opportunities, and threats of Greggs interact with each other. From the perspective of the combination of advantages and opportunities, Greggs can utilize its strong supply chain to accelerate the launch of healthy products and seize the market opportunities brought by the vegetarian trend. From the perspective of advantages in responding to threats, Greggs can use its strong supply chain cost control ability to counter inflation and use high brand loyalty to alleviate the pressure brought by the industry price war. From the perspective of opportunities to compensate for disadvantages, the trend of healthy consumption can drive Greggs to improve its product structure. The most important thing to note is the risk brought by the combination of disadvantages and threats. For example, insufficient healthiness may cause the brand to suffer negative evaluations, and at the same time, excessive cost pressure combined with the inability to easily raise prices will significantly reduce profits. Therefore, the strategic focus of Greggs in the future should be to leverage its advantages and seize the opportunities of the health transformation.

6.0 Conclusion
This report comprehensively analyzes the macro environment, industry competition, core resources, and overall strengths and weaknesses of Greggs. From the external environment perspective, the overall economic, social, and technological trends are favorable for Greggs. From the perspective of industry competition, although the market is highly competitive, Greggs has significant advantages in aspects such as brand and supply chain. New entrants and substitutes are unable to shake its position. From the internal resource perspective, Greggs' store network has characteristics that are difficult to imitate. In summary, Greggs has prominent advantages. As long as it continues to promote sustainable development, control costs, and optimize product structure, it can maintain stable development in the future.
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