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[bookmark: _Toc215617305][image: John Robert Gregg - Wikipedia]Company overview & History 

Greggs plc is a leading UK bakery franchise that specializes in convenient food options such as sausage rolls, sandwiches, and desserts, with its headquarters located in Newcastle upon Tyne (Greggs, 2025). The company was established in 1939 by John Gregg as a bakery and delivery service in Tyneside, England, with the first store launching in Gosforth in 1951 (DCFmodeling.com, 2025; Wikipedia, 2025). 
[image: Greggs Corporate | Our history]After the passing of John Gregg in 1964, his son Ian Gregg took control and drove substantial regional growth by acquiring other bakery businesses (Company-Histories.com, 2025). Greggs became a publicly traded company on the London Stock Exchange in 1984, utilizing the raised funds to support its expansion throughout the UK (DCFmodeling.com, 2025). In 2013, the business shifted its focus to concentrate on the highly profitable "food-on-the-go" sector, stepping away from conventional take-home bakery items to emerge as the foremost specialist retailer in the UK, now featuring over 2,500 locations (Wikipedia,2025; Greggs, 2025).Figure 1 John Gregg https://en.wikipedia.org/wiki/John_Robert_Gregg
Figure 2https://corporate.greggs.co.uk/about-us/our-history


[bookmark: _Toc215617306]Introduction
This report examines Greggs plc's strategic move into India, focusing on urban millennials and Generation Z consumers in Tier 1 cities. Using thorough strategic analysis through PESTEL, Porter's Five Forces, and SWOT frameworks, the study uncovers considerable opportunities within India's $60 billion food services market, which is growing at a rate of 9-10% each year. The expansion strategy adopts a hybrid market entry approach that integrates wholly-owned flagship stores and selective franchising, aiming at the underserved value bakery-café segment through cost leadership. The implementation plan includes developing a localized menu, setting up a strong supply chain, and engaging customers with a digital-first approach. A Balanced Scorecard framework, aligned with Triple Bottom Line principles, offers an extensive method for monitoring performance across financial, customer, operational, learning, and sustainability aspects. Although there are challenges such as cultural adjustment, supply chain intricacies, and fierce competition, the demographic advantages in India, shifting consumption trends, and existing market gaps provide a strong strategic [image: ][image: Greggs Corporate | Our history]justification for Greggs' first major international venture. Figure 3INDIAN FLAG https://en.wikipedia.org/wiki/Flag_of_India
Figure 4GREGGS LOGO https://corporate.greggs.co.uk/about-us/our-history
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[bookmark: _Toc215617308]1.1 The Chosen Organization

Greggs plc is the leading bakery food-on-the-go retailer in the United Kingdom, founded in 1939 and boasting a legacy of over eighty years. With over 2,450 stores across the nation, Greggs generated revenues of £1.8 billion in 2023, catering to around 10 million customers each week (Greggs plc, 2024). The company's core value proposition focuses on quality products at affordable prices, offering a mix of freshly baked goods, sandwiches, hot drinks, and savory items available through conveniently placed high-street and transport hub locations. 
India offers significant market potential for Greggs due to its large and growing economy, with nominal GDP projected at around US$4.2 trillion in 2025, although GDP per capita remains relatively low at approximately US$2,860, indicating high price sensitivity among consumers (Statista, 2025). Disposable income per capita is forecast at about US$2,810, suggesting limited but gradually increasing discretionary spending, particularly in urban areas (Statista, 2025). Consumer expenditure is expected to reach US$2.49 trillion, supported by rapid urbanisation and the expansion of organised retail, while the Indian food market alone is projected to generate revenues of approximately US$869 billion, highlighting strong long-term demand potential for value-oriented food retailers such as Greggs (IBEF, 2024; Statista, 2025; Reuters, 2024).
Greggs positions itself in the value segment, clearly distinguished from premium coffee outlets while upholding a quality advantage over low-cost alternatives. This strategic positioning has led to steady financial results, with compound annual growth rates surpassing 7% over the last five years, showcasing the resilience of its business model through various economic conditions and significant external challenges, including the COVID-19 pandemic (Greggs plc, 2024).
[bookmark: _Toc215617309]1.2 Target Market: India

	STP Element
	Details
	Application for Greggs India

	Segmentation
	Geographic
	Target Tier-1 cities first (Mumbai, Delhi, Bengaluru) with high urban footfall and Western food acceptance.

	
	Demographic
	Young adults (18-35), working professionals, university students, dual-income families.

	
	Psychographic
	Convenience-seekers, health-conscious consumers, value-driven customers open to Western bakery products.

	
	Behavioural
	Frequent on-the-go eaters, snack buyers, price-sensitive but quality-expectant consumers.

	Targeting
	Primary Target
	Urban young professionals & students requiring quick meals/snacks at affordable prices.

	
	Secondary Target
	Middle-income families and commuters looking for convenient & hygienic breakfast/lunch options.

	
	Market Approach
	Concentrated targeting strategy in Tier-1 cities with outlet clusters near universities, metro stations, tech parks.

	Positioning
	Value Proposition
	Fresh, fast, affordable bakery-style meals inspired by global taste but adapted for India.

	
	Positioning Focus
	“Quality baked food on-the-go at great value.”

	
	Differentiation
	Western bakery experience, consistent quality, vegetarian/local flavour variations, hygienic & quick service.

	Positioning Statement
	–
	“For urban Indians who seek quick, tasty and affordable everyday meals, Greggs offers freshly baked snacks and sandwiches with global taste and local value.”



[bookmark: _Toc215617310]1.3 Rationale for Strategic Selection
Market Size and Growth Trajectory: As of 2024, India's food services market is valued at $60 billion, with forecasts suggesting it could reach $100 billion by 2030, reflecting a compound annual growth rate of 10-12% (Euromonitor International, 2024). The organised bakery sector, which is currently around $3.5 billion, is experiencing annual growth of 9-10% but remains largely untapped in terms of its market potential, highlighting significant opportunities for well-positioned entrants (National Restaurant Association of India, 2024). 
Demographic Dividend: India’s demographic dividend presents a significant opportunity for consumer-focused food retailers such as Greggs. Approximately 65% of India’s 1.4 billion population is under the age of 35, making it the largest youth demographic globally (World Bank, 2024). This young population is characterised by rising disposable incomes, high digital engagement, and increasing exposure to Western lifestyles and food cultures, which has led to greater acceptance of international quick-service and bakery formats. In parallel, India’s middle class estimated at around 350 million people is projected to expand to 600 million by 2030, indicating strong future growth in discretionary consumption and eating-out behaviour (McKinsey & Company, 2024). Collectively, these trends suggest a large, youthful, and increasingly consumption-driven market capable of supporting sustained demand for affordable, convenient, and internationally branded food offerings.
Evolving Consumer Behaviour: With 35% of the population now living in urban areas and increasing migration trends, there is a concentrated consumer base emerging. The rise of nuclear families, the prevalence of dual-income households, and record-high female workforce participation are fundamentally changing meal preparation habits, thus elevating the demand for convenient, ready-to-eat food products (PwC India, 2024). While the breakfast-on-the-go trend is still in its early stages compared to Western markets, it is notably gaining traction among urban professionals who are looking for efficient morning routines.
Competitive Landscape Opportunity: A review of the competitive environment indicates a fragmented market, where premium international brands (like Starbucks and Costa Coffee) operate at price points that are 2-3 times higher than the pricing strategy intended by Greggs, while local bakeries often struggle with quality inconsistencies and lack contemporary formats (Sachitanand, 2024). The value bakery-café segment that merges quality, convenience, and affordability is critically neglected, providing Greggs with the opportunity to secure market share akin to its successful formula in the UK.
Economic Fundamentals: India’s macroeconomic environment increasingly supports market entry by international food retailers such as Greggs. The country has sustained GDP growth of around 6–7% annually, reinforcing rising consumer demand and income stability, while inflation has eased to manageable levels, supporting real household purchasing power (Statista, 2025; World Bank, 2024). Liberalisation policies permitting 100% FDI in food processing and single-brand retail have lowered regulatory barriers for foreign entrants (Government of India, 2024). In addition, annual economic reports highlight continued improvements in transport infrastructure, logistics efficiency and the rapid expansion of digital payment systems, which collectively reduce operating costs and enhance scalability for organised food service businesses in urban India (Reserve Bank of India, 2024; Statista, 2025).
Strategic Timing: The current market scenario offers an ideal moment for entry before the value segment becomes overly saturated with competitors. Taking swift action is justified by the advantages of being an early mover in areas such as site selection, supply chain development, and brand establishment, despite the inherent risks associated with expansion.
[bookmark: _Toc215617311]2. Comprehensive Strategic Analysis
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The PESTEL framework systematically analyzes external environmental factors that impact strategic effectiveness. However, its limitations include the inadequacy of static analysis in dynamic environments and the tendency to focus excessively on external factors while neglecting internal capabilities (Grant, 2021).  
· Political Environment  
India's political situation, characterized by a stable majority government, fosters business continuity, with the "Make in India" initiative promoting foreign investment through streamlined approval processes and liberalized FDI policies (IBEF, 2024). The implementation of the Goods and Services Tax (GST) has simplified taxation by consolidating various state-level levies into a single framework, although compliance remains complex across different jurisdictions. The Food Safety and Standards Authority of India (FSSAI) enforces strict food safety regulations that require comprehensive quality assurance systems, ingredient transparency, and certifications for production facilities. Variations in state-level politics lead to regulatory fragmentation, necessitating localized strategies in different markets. The dynamics between the central and state governments affect business licensing, labor regulations, and operational approvals, which require careful management of diplomatic stakeholder relationships.  
· Economic Factors  
India’s economic environment presents favourable conditions for retail and food service expansion. The country has sustained GDP growth of approximately 6–7%, supporting rising national income levels and overall consumption demand (World Bank, 2024). Inflation has moderated to around 4–5%, improving real purchasing power and stabilising consumer spending on discretionary categories such as eating out (Statista, 2025). Household consumption expenditure accounts for nearly 60% of India’s GDP, highlighting the central role of consumer demand in economic growth (Statista, 2025). In addition, rising urban disposable incomes and the expansion of the middle-income population are increasing expenditure on organised retail and food services, particularly in metropolitan regions (IBEF, 2024). However, persistent income inequality means consumption growth is uneven, requiring firms to focus on economically viable urban segments. Exchange rate volatility of the Indian rupee against major currencies remains a key economic risk, as it can affect import costs, repatriation of profits and pricing decisions for international retailers (Reserve Bank of India, 2024)..  
· Social Dynamics  
The social landscape in India significantly affects food retail strategies. The youth demographic is a key audience open to Western concepts, increasingly exposed to international influences through travel, education, and digital media consumption. The shift from joint family systems to nuclear family structures and the rise of working professionals have increased the demand for convenience foods, moving away from traditional home-cooked meals. However, addressing dietary complexities requires sophisticated adaptations, given that approximately 40% of the population is vegetarian, with specific religious prohibitions against beef (Hindu) and pork (Muslim) and varying regional taste preferences across North, South, East, and West India (PwC India, 2024). A growing health consciousness, particularly among urban millennials, raises concerns about ingredients, nutrition labeling, and food sourcing transparency. The influence of social media is substantial, with platforms such as Instagram, WhatsApp, and regional services driving brand discovery and peer recommendations. Traditional meal timing in India differs from Western practices, with breakfast culture being less established but rapidly gaining traction in metropolitan areas.  
· Technological Progress  
India's technological framework serves as a significant enabler. The digital payments transformation led by UPI (Unified Payments Interface) processes over 10 billion transactions monthly, facilitating smooth cashless operations favored by target audiences (Statista, 2024). The penetration of food delivery platforms, such as Swiggy and Zomato, reaches millions of consumers, which is crucial for executing an omnichannel strategy. Consumer behavior that prioritizes mobile demands smooth app experiences for ordering, engaging in loyalty programs, and digital interactions. Concepts like cloud kitchens and virtual restaurants are gaining traction, potentially allowing for low-asset initial expansion models. Nonetheless, cybersecurity issues and data localization requirements under Indian regulations call for robust IT governance and substantial infrastructure investments. There is room for automation to ensure production consistency, although the high initial investment must be weighed against the advantages of low labor costs.

· Environmental Factors  
Environmental considerations are increasingly shaping consumer preferences and regulatory frameworks. Climate change affects supply chains through temperature fluctuations that influence ingredient sourcing, storage needs, and production reliability. Concerns about urban air quality shape health perceptions regarding food consumption. An increase in environmental awareness, especially among educated urban consumers, is leading to a demand for sustainable packaging options that replace single-use plastics. Regulatory measures, including bans on plastic waste in various states, compel the adoption of alternative packaging solutions, escalating operational costs (FSSAI, 2024). Water scarcity in multiple regions impacts production operations, necessitating effective resource management systems. Regulations surrounding food waste management require adequate disposal infrastructure. Pressures for sustainable sourcing arise as consumers and activists closely examine supply chains for environmental and social accountability.
	Environmental Issue
	UN SDG(s)
	Explanation (Harvard In‑Text Cited)

	1. Climate Change Impact on Supply Chains
	SDG 13: Climate Action
	Climate change causes temperature fluctuations and extreme events that disrupt sourcing, storage and production reliability, requiring climate‑adaptive supply chain strategies (UN, 2015; FSSAI, 2024).

	2. Urban Air Quality and Health Perceptions
	SDG 3: Good Health and Well‑Being
	Poor urban air quality influences health concerns related to food consumption, linking environmental conditions to health outcomes (UN, 2015).

	3. Demand for Sustainable Packaging
	SDG 12: Responsible Consumption and Production SDG 14: Life Below Water
	Consumer demand for alternatives to single‑use plastics aligns with sustainable consumption and reduced marine pollution from plastics (UN, 2015; FSSAI, 2024).

	4. Regulatory Bans on Plastic Waste
	SDG 12: Responsible Consumption and Production SDG 14: Life Below Water
	Plastic bans compel adoption of eco‑friendly packaging solutions, reinforcing responsible production and reducing plastic pollution (UN, 2015; FSSAI, 2024).

	5. Water Scarcity Affecting Production
	SDG 6: Clean Water and Sanitation
	Water scarcity pressures food and beverage operations to adopt efficient water management and recycling systems (UN, 2015).

	6. Food Waste Management Regulations
	SDG 12: Responsible Consumption and Production SDG 2: Zero Hunger
	Regulations requiring food waste disposal infrastructure align with reducing waste and supporting food security initiatives (UN, 2015).

	7. Pressure for Sustainable Sourcing
	SDG 8: Decent Work and Economic Growth SDG 10: Reduced Inequalities SDG 15: Life on Land
	Transparency demands in supply chains promote ethical labor practices, equitable sourcing, and protection of terrestrial ecosystems (UN, 2015).




· Legal Environment  
India’s legal landscape for businesses is complex, requiring robust compliance across multiple domains. Food operators must obtain FSSAI licences or registrations at central or state levels, with inspections, documentation, and periodic renewals (FSSAI, 2006). Labour laws, recently consolidated into four labour codes, set standards for wages, working hours, overtime, and social security, while state-level variations require localized HR policies (Government of India, 2025; India Briefing, 2025). Commercial real estate regulations under RERA and municipal rules affect location selection and property compliance. Protection of intellectual property trademarks, patents, copyrights, and trade secrets necessitates proactive registration and monitoring (Lexology, 2022). Import regulations for specialized ingredients and equipment require adherence to customs procedures and FSSAI standards, and franchise arrangements must comply with contract, IP, and consumer laws (Miller Canfield, 2025). Effective navigation of these laws ensures operational continuity and legal protection.


[bookmark: _Toc215617313]2.2 Industry Analysis: Porter's Five Forces Model
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Figure 6 created myself in canva
Porter's Five Forces framework examines the appeal of an industry and the intensity of competition, although it faces critiques for its static nature, limited relevance to fast-changing sectors, and inadequate focus on complementary relationships (Porter, 1980; Grant, 2021).  
· Threat of New Entrants: MEDIUM-HIGH  
The financial requirements for a substantial market entry, estimated between £5-10 million, create moderate barriers related to setting up production facilities, developing retail locations, and investing in cold chain infrastructure. Existing businesses, including well-known international chains and local favorites, enjoy advantages from brand recognition. Established operators benefit from economies of scale in areas such as procurement, production, and distribution. Although regulatory compliance, including FSSAI certification, requires time and expertise, it does not entirely block entry. Access to distribution channels in premium, high-footfall locations is contested by established retailers. Nevertheless, the lack of a dominant value bakery-café player indicates that barriers are relatively low. Success stories among international chains like Starbucks, McDonald's, and Dunkin' highlight market receptivity, which encourages new entrants. Additionally, government policies that promote foreign investment help to reduce political barriers.  
Competitors
International café chains (e.g., Starbucks, Costa Coffee, The Chocolate Room) bring global brand equity and premium positioning.
Domestic café chains (e.g., CCD, Barista, Chaayos) are strong on local insights, pricing, and distribution networks. 
Organised bakery chains (e.g., Theobroma, Monginis, L’Opera, Dough & Cream) compete directly on bakery products and often partner with cafés or delivery platforms. 
Heritage and niche bakeries (e.g., Karachi Bakery) have loyal customer bases and regional strength.
 
· Supplier Bargaining Power: MEDIUM  
The dynamics of ingredient suppliers introduce moderate complexity. Suppliers of agricultural commodities such as wheat flour, sugar, dairy, and vegetables typically operate in competitive markets, which limits their individual power. However, the need for specialized ingredients for authentic UK recipes may require imports or specific suppliers, increasing dependence on them. The availability of cold chain logistics providers that meet the quality standards for baked goods remains restricted, thereby concentrating supplier power in this crucial category. Equipment suppliers for European-standard ovens and refrigeration are moderately competitive, although specialization can result in switching costs. The packaging sector, especially in sustainable options, is emerging with a limited number of specialized providers. Contractual arrangements usually benefit large volume purchasers, allowing Greggs to hold negotiating power. There is potential for forward integration, as Greggs could create in-house production for essential ingredients to decrease reliance on suppliers.  
· Buyer Bargaining Power: MEDIUM-HIGH  
Consumer bargaining power is enhanced through a variety of factors. Price sensitivity is especially acute in the value segment, with consumers ready to switch for perceived better value. Challenges arise in product differentiation as bakery items risk being commoditized due to many available alternatives. The costs of switching providers are nearly nonexistent, allowing for easy transitions. The accessibility of information through digital platforms empowers consumers to make price comparisons, read reviews, and seek alternatives. While individual purchase volumes tend to be small, high cumulative footfall is a driver of profitability. There exists the potential for brand loyalty, demonstrated by successful chains that maintain quality consistency and implement engagement programs. The threat of backward integration is minimal since consumers are unlikely to produce baked goods; however, home cooking remains a primary substitute.
· Threat of Substitutes: HIGH  
The threat of substitutes greatly heightens competition. Conventional breakfast items such as idli, dosa, paratha, and offerings from street food vendors present authentic alternatives at similar or lower price points with cultural relevance. Quick-service restaurants like McDonald's, KFC, and Subway deliver convenient meals and possess strong brand recognition. Coffeehouse chains including Starbucks, Costa, and Café Coffee Day compete in the beverage and light meal segments. Local bakeries boast a significant community presence, cultivating loyal customer bases with competitive pricing. Food delivery services compile thousands of restaurant choices, heightening competition for meal occasions. Home-cooked meals continue to be a primary substitute, especially in family-oriented cultures, although their popularity is dwindling among working professionals. Sweet shops and traditional confectioners vie for dessert occasions. Health food stores attract consumers who prioritize health. The wide availability of substitutes across various price ranges significantly increases competitive pressure.  
· Competitive Rivalry: MEDIUM-HIGH  
The sector is characterized by moderate to high competitive intensity, although fragmentation prevents any single competitor from achieving dominance. Global brands such as Starbucks (with over 370 stores), Dunkin' (44 stores), and Café Coffee Day (500 stores) pose substantial competition, mainly in the premium segment (Euromonitor International, 2024). Regional chains like Monginis, Bakers Basket, and Karachi Bakery hold strong local positions with cultural connections. Product differentiation proves difficult due to significant overlap in core offerings. Price competition escalates in the value segment, leading to aggressive promotional strategies. Elevated fixed costs in retail operations create pressure to maintain utilization and customer footfall. Exit barriers, including commitments to property and investment in equipment, lead underperforming competitors to continue operating, contributing to oversupply. Market growth rates ranging from 9-10% provide opportunities for multiple players to expand, though competition for premium locations is intensifying. The frequency of brand switching suggests a lack of strong customer loyalty.

[bookmark: _Toc215617314]2.3 Internal-External Analysis: SWOT Framework
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Figure 7 SWOT https://miro.com/blog/what-is-swot-analysis/
A SWOT analysis combines an assessment of internal capabilities with an evaluation of the external environment; however, it has faced criticism for being overly simplistic, relying on subjective classifications, and lacking clear guidance for developing strategies (Johnson et al., 2020).

· Strengths
· A well-established brand with an 85-year history showcasing durability and trustworthiness. 
· A strong value proposition offering quality products at reasonable prices that resonate with Indian consumer preferences. 
· Excellence in operations, particularly in production efficiency, supply chain management, and inventory optimization. 
· A robust financial status featuring £1.8 billion in revenue, allowing for continued investment in expansion. 
· Capable product development with a diverse menu covering both sweet and savory options. 
· Integration of technology through mobile applications, loyalty programs, and digital ordering systems. 
· Proven scalability reflected in the UK growth from 2,000 to 2,450 stores methodically.

· Weaknesses
· A lack of international experience, resulting in a focus primarily on UK operations and corresponding knowledge deficits. 
· Minimal brand awareness in India, requiring significant marketing expenditures. 
· Uncertainty regarding product-market fit, given that UK menu offerings may not appeal despite modifications. 
· Inexperience with supply chain challenges in India’s complex logistics landscape. 
· Initial competitive disadvantages against well-established local and international brands. 
· Cultural differences between British and Indian cuisines necessitating organizational adaptation. 
· Risks associated with premium pricing stemming from the brand's international status.

· Opportunities
· A gap in the value bakery-café market that presents an opportunity for positioning. 
· Growth in the breakfast segment as traditional consumption patterns shift towards convenience options. 
· A rising middle class projected to add 140 million households by 2030. 
· Availability of strategic locations in transport hubs and office buildings. 
· Franchise opportunities that facilitate quick and cost-effective expansion. 
· Growing corporate catering potential to serve the expanding office sector. 
· Utilization of digital channels via delivery services and mobile commerce. 
· Possibility for product innovation through localization, creating hybrid offerings. 
· Expansion into tier 2 cities where competition from international players is limited.

· Threats
· The risk of cultural rejection if localization efforts fail to meet expectations. 
· Fierce competition from local bakeries that benefit from community loyalty. 
· Complex regulatory environments across different jurisdictional levels. 
· Potential supply chain disruptions caused by inadequate infrastructure. 
· Economic fluctuations influencing consumer spending habits and currency valuation. 
· Food safety issues that could rapidly damage brand reputation. 
· Challenges in retaining talent within a competitive labor market. 
· Possible backlash against Western brands during periods of rising nationalist sentiments. 
· Shifts in health trends that could marginalize traditional bakery products. 
· The possibility of pandemic recurrence affecting customer footfall and discretionary spending.
[bookmark: _Toc215617315]3: Strategy Development and Formulation
[bookmark: _Toc215617316]3.1 Strategic Direction: Market Development via Ansoff Matrix
Utilizing Ansoff's growth strategy matrix, Greggs' expansion into India demonstrates a market development strategy by offering established product categories (baked goods, sandwiches, beverages) in new geographic regions (Ansoff, 1957). This strategy capitalizes on the company's strengths in bakery operations while venturing beyond the saturated UK market, striking a balance between ambitious growth and acceptable risk, as opposed to diversification, which would require both product and market innovation that exceed the company's capabilities. Supporting initiatives for product development include expanding the vegetarian range, introducing Indian-inspired savory items that incorporate local flavors, focusing on regional specialization, offering health-conscious options, and localizing beverages. This combined strategy of market development and product adaptation enhances the risk-return profile.
[bookmark: _Toc215617317]3.2 Market Entry Mode: Hybrid Model
· Phase 1 (Years 1-2): Wholly-Owned Subsidiary
The initial step involves creating a wholly-owned subsidiary that will operate company-owned stores in Bangalore, a city chosen for its technological progress, diverse demographic, openness to global brands, and a well-established expatriate community that can serve as an initial customer base (Hill et al., 2023). This strategy ensures maximum control during the crucial learning stage, promotes quick iterations, helps in building capabilities, and allows for resource concentration. 
The pilot initiatives include launching 5-7 flagship stores, crafting an operations manual tailored for India, establishing a local supply chain, testing menu items, implementing technology systems, assembling a management team, and performing market research.
· Phase 2 (Years 3-5): Selective Franchising with Flagship Retention
Achieving validated success allows for selective franchising to speed up growth while keeping strategically located company-owned stores. This blended approach enhances capital efficiency, provides insights into local markets, spreads out risk, enables operations in Tier 2 cities, and creates additional revenue sources, all while maintaining brand integrity through flagship locations that showcase operational standards (Euromonitor International, 2024). 
Criteria for potential franchisees include relevant experience in retail or food service, sufficient financial backing, alignment with company values, a willingness to undergo training, access to suitable real estate, and avoidance of competing interests. The comprehensive support offered includes training programs, operational assessments, access to supply chains, marketing assistance, provision of technology, and product development initiatives.
[bookmark: _Toc215617318]3.3 Competitive Positioning: Cost Leadership Strategy
Greggs aims for a cost leadership strategy, establishing itself as the value leader in the quality bakery-café market, which aligns with its successful approach in the UK and addresses the price sensitivity in India, while setting itself apart from higher-end competitors (Porter, 1985). To achieve this, it must focus on operational efficiency through centralized production to realize economies of scale, streamlined store designs, effective supply chain management, uniform processes, and the strategic use of technology. 
The value pricing strategy positions their offerings 20-30% lower than premium brands, while still being 10-20% more than low-quality options: beverages priced at ₹80-120 (compared to Starbucks' ₹200-350), savory dishes at ₹60-100, sweet treats at ₹40-80, and meal combos at ₹130-180. Key factors enabling this include negotiations with suppliers, potential for vertical integration, strategic selection of real estate that prioritizes accessibility over high status, workforce efficiency, and minimization of waste. 
To avoid being viewed as a commodity, embedded differentiation ensures consistent quality, innovative products that provide unique fusion options, a brand personality that conveys warmth and approachability, excellence in customer experience, and genuine localization that shows respect for the local culture.
[bookmark: _Toc215617319]3.4 Strategic Capability Assessment: VRIO Analysis
The VRIO framework evaluates the potential for sustainable competitive advantage by analyzing resources across the dimensions of Value, Rarity, Imitability, and Organisation (Barney, 1991).  
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Figure 8https://www.business-to-you.com/vrio-from-firm-resources-to-competitive-advantage/
· Valuable Resources:
Resources that add value include brand heritage, operational systems, financial assets, expertise in product development, supply chain strengths, and technology platforms that facilitate the delivery of the value proposition, thus creating a competitive edge.  
· Rare Resources:
Consist of an integrated bakery-café model that merges fresh production with café service at a competitive price point, consistent quality maintained through systematic measures at scale, a culture focused on value, and sophisticated demand forecasting, which are not commonly found in the fragmented Indian market.  
· Inimitable Capabilities:
Encompass an organisational culture that prioritizes accessibility, cultivated over 85 years, established relationships with suppliers, the credibility of brand positioning, and unique recipes that are challenging to replicate, although operational processes and technology may eventually be copied.  
· Organisational Exploitation:
Organisational exploitation features management systems that allow for coordination, financial management that promotes disciplined capital allocation, quality assurance that upholds standards, and a technology framework that supports operations. However, a lack of international experience and emerging cultural understanding necessitates improvement.  
· Conclusion:
In summary, Greggs holds a temporary competitive advantage due to its valuable operational strengths and financial resources facilitating market entry, alongside a distinctive integrated model that offers differentiation. Nonetheless, limited inimitability and underdeveloped organisational frameworks for international operations suggest that these advantages are temporary rather than enduring (Grant, 2021). To establish a sustained advantage, there is a need to develop capabilities specific to India, which includes understanding local culture, building supply chain partnerships, enhancing brand equity, deepening talent, and fostering continuous innovation.
[bookmark: _Toc215617320]3.5 Implementation Framework
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Figure 9common international expansion entry modes (Manuel, 2022)
Organisational Structure: Create Greggs India Private Limited as a fully-owned subsidiary featuring a local board that includes executives from Greggs and independent directors from India. The leadership team consists of a CEO, COO, CMO, CFO, and CHRO for India, along with cluster management at the store level.

Supply Chain Development: Central kitchens in each market will produce baked goods for distribution to ensure uniformity. Collaborate with suppliers for flour, dairy, vegetables, and packaging while implementing cold chain logistics to maintain food safety. Inventory management systems will streamline production and reduce waste, while quality assurance protocols guarantee compliance with FSSAI standards and brand expectations.

Technology Deployment: Establish an interconnected system that includes POS systems, a mobile ordering app, a loyalty program, back-office functions, and supply chain management software, ensuring compliance with cybersecurity and data protection regulations.

Marketing Strategy: Utilize a phased strategy, starting with teaser campaigns during the launch phase, followed by grand openings, effective PR, partnerships with influencers, and product sampling. In the growth phase, focus on digital marketing, local area promotions, activating loyalty programs, seasonal campaigns, and partnerships with other brands. Communication will highlight the value proposition, respect for local culture, brand character, and transparency using a mix of 60% digital, 25% outdoor, 10% traditional media, and 5% experiential marketing.

Talent Management: Attract skilled management with competitive salaries and opportunities for growth. For frontline positions, prioritize candidates with a positive attitude and provide thorough training in operations, customer service, organizational culture, and leadership. Offer attractive compensation, performance management, and engagement strategies to enhance employee retention.
[bookmark: _Toc215617321]4: Performance Evaluation Framework
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Figure 10Balanced Scorecard performance measurement (Nguyen (Rose), 2023)
[bookmark: _Toc215617322]4.1 Balanced Scorecard Framework
The Balanced Scorecard offers a well-rounded performance assessment that aligns actions with strategic goals across four viewpoints, overcoming the shortcomings of conventional financial metrics (Kaplan and Norton, 2001).

· Financial Perspective  
Goal: Attain enduring profitability and an appealing ROI  
Key Performance Indicators:  
· Revenue growth rate: Over 50% annually (during expansion phase), 15-20% (in mature phase)  
· Store-level profitability: Break-even within 18 months, 15%+ operating margin by the third year  
· Return on Investment: 20%+ by the fifth year  
· Average transaction value: ₹150-200  
· Like-for-like sales growth: 5-8% annually  

· Customer Perspective  
Goal: Foster brand preference and loyalty  
Key Performance Indicators:  
· Brand awareness: Over 60% aided recognition by the third year  
· Customer satisfaction: 4.2+ out of 5.0  
· Net Promoter Score: 40+ indicating customer advocacy  
· Customer retention: 60%+ monthly repeat customers  
· Purchase frequency: 2.5+ visits per month  
· Customer acquisition cost: Below ₹200  

· Internal Process Perspective  
Goal: Attain operational excellence  
Key Performance Indicators:  
· Food safety compliance: 100% with no violations  
· Product availability: 95%+ of menu items accessible  
· Waste percentage: Below 8%  
· Cleanliness audit scores: 90%+ across all locations  
· Speed of service: Under 3 minutes  
· Order accuracy: 98%+  
· Supply chain on-time delivery: 95%+  

· Learning & Growth Perspective  
Goal: Enhance organizational capabilities  
Key Performance Indicators:  
· Employee satisfaction: 70%+ engaged workforce  
· Employee retention: 75%+ management, 60%+ frontline staff annually  
· Training hours: 40+ hours per employee each year  
· Internal promotion rate: 50%+ for management roles  
· Innovation pipeline: 3-5 new products introduced quarterly  
[bookmark: _Toc215617323]4.2 Triple Bottom Line Integration
Economic Sustainability: By the fifth year, we aim to create 500-750 jobs, develop suppliers with an annual expenditure of ₹100-150 crore, contribute to tax revenues, generate economic multiplier effects, and ensure the long-term viability of our operations to deliver value to stakeholders.  
Social Sustainability: We prioritize employee welfare by providing fair wages (25-30% above the minimum), maintaining safe working conditions, offering comprehensive benefits, promoting work-life balance, and ensuring equal opportunities. Our community involvement includes local sourcing, investing in the community, employing locals, and ensuring accessible options for all. For consumers, we focus on nutritional transparency, providing healthier choices, maintaining food safety standards, and offering affordable nutrition.  
Environmental Sustainability: We improve energy efficiency through the use of sophisticated equipment, renewable energy sourcing, optimized store layouts, and monitoring consumption. Waste management strategies include minimizing packaging, reducing food waste, recycling initiatives, and engaging in a circular economy. We also emphasize water conservation, sourcing sustainably from certified suppliers that practice regenerative agriculture, and managing our carbon footprint by monitoring emissions, setting reduction goals, optimizing logistics, and offsetting emissions that are unavoidable.  
KPIs: Metrics include carbon emissions on a per store/transaction basis, aiming for a waste diversion rate of over 75%, ensuring that 50% of ingredients are sustainably sourced by the fifth year, tracking water usage, and assessing supplier sustainability scores.
[bookmark: _Toc215617324]4.3 Monitoring and Governance Mechanisms
Board Governance: Quarterly meetings of the board involving representatives from Greggs plc, the India CEO, independent directors, and possibly an independent chairperson to assess strategy, performance, risk management, compliance, and executive pay via audit and risk committees.
Management Governance: Weekly meetings for executives, monthly reviews of operations, governance for expansion projects, and functional governance to clarify authority and accountability.
Internal Controls: Financial oversight that includes duty segregation, authorization limits, reconciliation processes, and both internal and external audits. Operational oversight through established procedures, mystery shopping initiatives, food safety compliance, quality assessments, and incident reporting mechanisms. Compliance management involves tracking requirements, training personnel, conducting audits, and maintaining connections with regulatory bodies.
Performance Monitoring: Dashboard systems that aggregate various metrics, exception reports that highlight discrepancies, predictive analytics that estimate future performance, and benchmarking to identify industry best practices.
External Accountability: Reporting to the parent company, filing regulatory documents, communicating with stakeholders, and managing media relations to maintain a transparent reputation.

[bookmark: _Toc215617325]Conclusion
Greggs' plan to expand into India represents a strategically sound opportunity for international growth, despite facing considerable challenges. A thorough analysis reveals strong fundamentals propelled by India's demographic advantage, changing consumption trends, and an underserved value market. The phased execution strategy emphasizes pilot validation, capability enhancement, and systematic scaling based on insights, balancing ambition with caution. 

Success hinges on operational excellence in areas like operations, supply chain management, talent growth, and brand development. The hybrid entry strategy strikes a balance between control and efficiency, while cost leadership aligns with core strengths and addresses price sensitivity, coupled with significant localization to show cultural respect. The performance framework, which includes Balanced Scorecard metrics, Triple Bottom Line commitments, and strong governance, allows for comprehensive monitoring, ensuring accountability and the ability to make necessary adjustments. 

Greggs has the necessary financial resources, operational skills, and strategic vision to achieve success in India, though the outcomes are uncertain and demand ongoing commitment, cultural respect, organizational learning, and adaptability. The potential rewards of entering one of the largest consumer markets in the world justify the investments and risks involved, likely serving as a stepping stone for further expansion in Asia while transitioning the 85-year-old company from a UK-based bakery to an international food retail brand.
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