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With more than 2,400 locations across the country and almost 30,000 employees, Greggs plc is the top bakery and food-on-the-go retailer in the UK (Greggs, 2024). Founded in 1939 in Newcastle upon Tyne, the business has grown from a little family bakery to a significant force in the quick-service retail sector. Sandwiches, savory foods, baked goods, and drinks are all part of Greggs' product line, with an increasing emphasis on plant-based and healthy options. The company's £2.01 billion in total sales in 2024 demonstrated its strong brand positioning and devoted customer base (Greggs, 2024; Google Finance, 2025).
As one of the top food retailers in the UK for ethical business practices, Greggs has been acknowledged for its dedication to value, ethical management, and environmental sustainability (Greggs, 2024; The Times, 2024). Key objectives outlined in the Greggs Pledge include lowering food waste, assisting local communities, and reaching net-zero carbon emissions by 2040.
By facilitating efficient cost control, planning, and performance evaluation that match financial success with long-term sustainability, management accounting is essential to achieving these strategic goals (Drury, 2022).
[bookmark: _Toc214196497]Cost Analysis and Business Model
Greggs plc has a high-volume, low-margin business model that prioritizes price and efficiency to thrive in the cutthroat quick-service food retail industry. In-store sales at more than 2,400 locations are the company's main source of income, which is augmented by online orders sent through delivery services like Just Eat and Uber Eats (Greggs, 2024). Total sales in 2024 were £2.01 billion, up 11.3% from the year before. This was due to both store expansion and rising consumer demand for affordable, easily accessible food options (Greggs, 2024; Google Finance, 2025).
Raw materials, labour, energy, logistics, and lease costs make up the majority of Greggs' cost structure. These fall into two general categories: fixed costs and variable costs. Store leases, equipment depreciation, and salaried employees are examples of fixed costs that don't change based on production. Ingredients, packaging, and utilities are examples of variable expenses that change depending on production and sales volume. Making management decisions requires an understanding of cost behaviour, especially in a sector that is subject to inflationary pressures and changes in consumer purchasing (Altynbekov et al., 2023).
To assess profitability and operational effectiveness, Greggs uses management accounting techniques including variance analysis and cost-volume-profit (CVP) analysis (Drury, 2022). To make well-informed decisions about pricing and expansion, CVP analysis assists in determining breakeven thresholds and the impact of cost or price adjustments on profit margins (Liu, 2019). Additionally, managers can find inefficiencies and uphold standard cost targets by using variance analysis, which offers insights into cost variances among regional shops.
The business strategy of Greggs combines decentralized retail operations with centralized production. Local stores concentrate on retailing and customer experience, while centralized bakeries generate core goods and profit from economies of scale (Greggs, 2024). Through bulk purchasing and efficient transportation, this hybrid structure enables consistent quality control and cost optimization. By efficiently distributing overheads and keeping an eye on cost centres, management accounting ensures profitability across product lines and retail types (Atrill and McLaney, 2023).
In recent years, Greggs' operating costs have been greatly impacted by external variables like wage inflation and the unpredictability of energy prices. The business has used digital automation in its supply chain and hedging techniques to lessen them (Greggs, 2024). These cost-cutting strategies are in line with the larger trend of strategic cost management in contemporary retail enterprises (Uyar and Kuzey, 2016).
[bookmark: _Toc214196498]Budgeting and Financial Planning
A fundamental management accounting function, budgeting helps organizations with resource allocation, performance assessment, and strategic planning (Atrill and McLaney, 2023). To accomplish organizational goals over a given time frame, it entails setting financial goals and allocating resources. Given the fiercely competitive and price-sensitive nature of the food-on-the-go retail business, budgeting is essential to Greggs plc's operational planning, cost management, and strategic expansion.
Budgeting is used by Greggs to support its yearly business goals, which include sustainability projects, digital transformation, and retail expansion. Despite inflationary challenges, the company maintained value pricing for clients while concentrating on growing its shop network and digital ordering capabilities in the 2024 fiscal year (Greggs, 2024). This planning method is an example of a resource-based budgeting model, in which funds are set aside to support strategic priorities including supply chain capacity, energy efficiency improvements, and capital investments in new stores.
Rolling budgeting and flexible budgeting are features of Greggs' budgeting approach. While flexible budgets change according to activity levels, rolling budgets are updated often to reflect changes in the market (Drury, 2022). Agile forecasting and regular performance assessments were required due to the recent volatility of energy and raw material costs. Due to cost inflation and salary rises, Greggs' interim 2025 results showed higher operating costs and a minor drop in operating profit to £70.4 million (Greggs, 2025). These circumstances highlight the benefits of flexible budgeting by allowing management to adjust resource allocations and cost targets when market conditions change.
Additionally, the business applies zero-based budgeting concepts, especially in cost categories like administrative expenses, where each expense must be justified rather than just modified from previous periods (CIMA, 2023). This strategy complements Greggs' focus on value delivery and cost effectiveness. Additionally, choices about equipment improvements and store openings are supported by capital budgeting approaches such as investment assessment and return analysis. Greggs demonstrated the value of structured capital planning in growth management in 2024 by net launching more than 140 additional stores (Greggs, 2024).
Budgeting decisions are also influenced by macroeconomic circumstances. Greggs is pursuing energy hedging and operational improvements because of cost predictions being reshaped by ongoing inflation and higher labor costs brought on by rises in the national minimum wage (Google Finance, 2025). Greggs' budgeting procedures reflect the idea that responsive planning systems that incorporate both financial and operational data are necessary for efficient budgeting in retail settings, as Jahan and Rekabder (2020) point out.
All things considered, budgeting at Greggs promotes strategic expansion, cost effectiveness, and operational resilience by coordinating financial planning with the company's objective of providing customers with accessible, long-term value.
[bookmark: _Toc214196499]Performance Management and Decision Making
For organizations to assess operational efficacy and facilitate well-informed decision-making, performance assessment is essential to management accounting (Kaplan and Norton, 1996). Greggs plc uses a mix of non-financial and financial key performance indicators (KPIs) to evaluate how well strategic targets like growth, sustainability, and operational efficiency are being met.
Return on capital employed (ROCE), operational profit margin, and like-for-like (LFL) sales growth are important financial KPIs. Greggs reported a 5.5% increase in LFL sales in 2024, which was fuelled by new product development, shop expansion, and longer business hours (Greggs, 2024). Energy hedging and effective procurement techniques allowed the corporation to sustain a robust operating profit margin in the face of inflationary pressures. Capital investment decisions are still influenced by ROCE, especially when it comes to increasing manufacturing capacity and expanding drive-through locations. These metrics align with management accounting techniques that employ profitability and return measurements to direct resource allocation and investment (Drury, 2022).
Employee engagement and net shop openings are two examples of non-financial KPIs that are crucial. Greggs demonstrated excellent implementation of their expansion strategy in 2024, with a net increase of almost 140 stores (Greggs, 2024). Greggs' culture continues to place a strong emphasis on employee engagement, which is bolstered by ongoing training and incentive schemes intended to raise customer satisfaction and retention. The balanced scorecard method, which encourages a comprehensive understanding of organizational performance, is consistent with the integration of non-financial and financial KPIs (Kaplan and Norton, 1996). According to recent research, the balanced scorecard has developed into a tool that takes sustainability and long-term stakeholder value into account. This is especially important for socially conscious companies like Greggs (Bui and de Villiers, 2017).
Strategic decision-making is directly impacted by performance insights. For example, decisions to extend digital ordering, delivery options, and store hours were justified by consistent sales growth and growing customer demand for convenience. On the other hand, cost optimization and efficiency studies were triggered by the operating profit decline to £70.4 million in the first half of 2025, which was caused by inflation and pay increases (Greggs, 2025). According to Jahan and Rekabder's (2020) research, accounting data plays a crucial role in operational choices made in retail environments.
Through the "Greggs Pledge," which incorporates social responsibility, community, and climate goals into internal reporting systems, Greggs' performance framework progressively incorporates sustainability and ethical metrics. This is in line with contemporary accounting advancements that put sustainability at the center of long-term performance management (ACCA, 2022).
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Greggs' public commitment to the Greggs Pledge, which aims to achieve net-zero carbon emissions by 2040, better community wellness, and ethical sourcing procedures, supports sustainability and social responsibility as a key component of the company's long-term strategic plan (Greggs, 2024). This strengthens the company's position as a socially responsible retailer seeking to strike a balance between profitability and beneficial effects on stakeholders. Organizations can now monitor both financial and non-financial performance related to environmental and social goals thanks to the growing integration of sustainability into management accounting procedures (ACCA, 2022).
Reducing food waste, increasing plant-based products, and switching to more energy-efficient locations are all part of Greggs' sustainability approach. Additionally, the business makes investments in recycling programs, the purchase of renewable energy, and environmentally friendly packaging (Greggs, 2024). These programs show how to apply sustainable accounting, which takes social and environmental factors into consideration while making financial decisions (Bui and de Villiers, 2017). For instance, initiatives to reduce waste and increase energy efficiency not only promote moral behaviour but also result in long-term cost savings, which is consistent with management accounting goals of value creation and operational effectiveness (Uyar and Kuzey, 2016).
Pricing and cost control are also ethical issues. To guarantee accessibility for price-conscious customers, Greggs continues to employ a value pricing approach. This is especially crucial during times of inflation and pressure from rising living expenses. A stakeholder-focused approach is demonstrated by the company's choice to absorb some cost increases rather than entirely pass them on to customers (Greggs, 2025). Furthermore, Greggs prioritizes fair labor practices by providing competitive pay, profit-sharing plans for employees, and possibilities for professional growth. These procedures are consistent with ethical management accounting standards, which emphasize the significance of equity and openness in workforce investment and cost distribution (CIMA, 2023).
Greggs' sustainability reporting is in line with changing legal requirements and rising customer demand for moral business practices. Greggs strengthens its long-term competitive advantage by demonstrating a commitment to responsible and sustainable growth by incorporating environmental and social criteria into budgeting and performance reviews.
Additionally, Greggs' sustainability strategy complies with stakeholder expectations and new international reporting criteria. The Global Reporting Initiative (GRI), which emphasizes transparent disclosure of environmental and social impacts, and the Task Force on Climate-related Financial Disclosures (TCFD), which directs organizations in reporting climate-related risks and strategic responses, are two well-known frameworks whose principles are increasingly reflected in the company's progress (GRI, 2023; TCFD, 2021). Greggs displays accountability, boosts investor trust, and solidifies its position as a conscientious and forward-thinking retailer by incorporating these ideas into its reporting and performance processes. This proactive approach strengthens Greggs' long-term competitiveness and supports the company's goal-driven growth plan as customer expectations and regulatory demands regarding sustainability continue to rise.


[bookmark: _Toc214196501]Conclusion and Recommendations
To sum up, in the competitive food-on-the-go industry, Greggs plc exhibits an efficient use of management accounting technologies to assist strategic decision-making, cost control, and sustainable growth. While a balanced mix of financial and non-financial KPIs promotes informed performance evaluation in line with long-term strategic objectives, the company's use of flexible and rolling budgets allows for responsive planning during times of inflation and wage pressures. Additionally, Greggs' commitment to ethical and responsible value creation is reinforced by its sustainability initiatives, which are detailed in the "Greggs Pledge." These projects show how environmental and social issues are integrated into financial planning and operational decision-making.
It is advised that Greggs strengthen sustainability accounting by incorporating more thorough environmental metrics into financial evaluation, increase the use of predictive analytics for forecasting, and keep investing in workforce development to support operational efficiency and service quality to improve future performance. When combined, these steps would strengthen operational resilience, competitive positioning, and long-term stakeholder value.
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