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[bookmark: _Toc216095344]1. Introduction and Mission 
 Greggs is a UK-based food-to-go retailer with over 2,300 shops nationwide, serving millions of customers weekly. The company operates within the quick-service retail and bakery sector, offering savoury bakes, sandwiches, snacks, and an expanding range of healthy products (Hirth et al., 2023). The Balanced Choice line includes low-calorie, high-protein wraps, salads, and snacks, responding to a growing national health-conscious eating trend. As UK consumers become more aware of their calorie and protein intake and focus on wellness, the demand for convenient yet healthy foods continue to rise (Mintel, 2023). Greggs is well-positioned to navigate this shift thanks to its strong brand recognition, nationwide presence, and competitive prices. This marketing plan aims to outline strategic steps to help Greggs increase Balanced Choice sales by 10% by May 2026. The report presents a strategic marketing plan covering segmentation, targeting, positioning, and the marketing mix. It also includes a detailed SWOT analysis and applies key models, including STP, Integrated Marketing Communications, and the Ansoff Matrix. Through these tools, the report describes how Greggs can strengthen its competitive position in the UK health-food segment and effectively drive sales growth.
[bookmark: _Toc216095345]2. Situational Analysis – SWOT
[bookmark: _Toc216095194][bookmark: _Toc216095346]2.1 Strengths
Greggs’ key strategic strength is its extensive nationwide network of over 2,300 outlets, which enhances accessibility and boosts the popularity of its Balanced Choice range (Greggs.com, 2025). With a steady flow of customers, high-street stores, retail parks, and transport interchanges encourage impulse purchases (Hardcastle, 2025). This broad coverage enables Greggs to target multiple consumer groups simultaneously.
Greggs’ brand image, characterised by affordability and convenience, constitutes a key strategic strength that enables the company to support healthier consumer choices amid ongoing cost‑of‑living pressures. Riley (2025) emphasises this resilience, noting that Greggs’ brand value was estimated at £958.6 million in 2025 (Brand Finance, 2025). Additionally, the 2024 trading update shows continued sales growth, driven by product innovation and a value‑focused approach, reinforcing the brand’s competitive edge in the UK food‑on‑the‑go market (Greggs plc Annual Report and Accounts, 2024).
Furthermore, Greggs demonstrates a clear commitment to healthier eating through its Balanced Choice range, which offers products under 400 calories that meet demand for convenient, nutritious options (Greggs.com, 2022; Burgess, 2024). This positions the brand competitively within the UK’s growing health food market, where interest in lighter, high-protein meals is increasing (Euromonitor, 2025). As nutritional awareness influences consumer choices (Pollard & Booth, 2019), Greggs successfully aligns with changing behaviours while keeping products affordable and accessible.
Additionally, Greggs benefits from consistent quality and low production costs, supported by its strong supply chain and centralised production model. This allows the brand to offer delicious, healthy products at affordable prices.
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A key weakness for Greggs is its long-standing association with indulgent baked goods, such as sausage rolls and pastries, which account for a significant share of its sales and brand recognition. For example, savoury pies and sausage rolls made up over 35% of all Greggs purchases in 2023 (Greggs plc Annual Report, 2024). This dominant product focus risks overshadowing the Balanced Choice range and may undermine efforts to attract health-conscious consumers (Liu, 2024). In contrast, competitors like Pret a Manger and Leon have cultivated strong brand identities centred on fresh, nutritious food, with over 60% of Pret’s menu now made up of vegetarian or vegan items (Pret Foundation, 2023). To stay competitive in the health food sector, Greggs must strategically reposition itself by amplifying its health-focused offerings through targeted marketing and clearer in-store branding.
Another weakness is the limited differentiation within the Balanced Choice range. While these products are healthy, they closely resemble widely available items such as wraps and sandwiches. Without specific innovations like high-protein meal bowls, nutritious plant-based options, or functional foods, Greggs may find it challenging to satisfy consumer demands. Furthermore, Greggs' strong value-based brand could turn off health-conscious customers who associate higher prices with healthier foods (Mintel, 2023).
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Greggs has strong growth potential in the expanding UK wellness market, with 63% of adults aged 18–34 actively seeking healthier food choices, particularly for breakfast and lunch (Statista, 2025b). This demographic shift presents a key opportunity for Greggs to expand its Balanced Choice range by introducing seasonal high-protein salads, vegan wraps, and convenient ready-made meals. With the UK health food market forecast to grow by 7.2% annually until 2026 (Euromonitor, 2025), diversifying product offerings can help Greggs meet changing consumer demands and capture a larger market share.
Another key opportunity exists in digital technology. The Greggs App and click-and-collect services offer platforms for personalising promotions, sending push notifications, and providing loyalty rewards for Balanced Choice purchases (Ziliani and Ieva, 2025). As customer order frequency and mobile ordering retention increase, these digital incentives can lead to higher purchase frequency and improved customer retention.
Collaborations with delivery companies could also enable Greggs to reach home-based customers, especially in hybrid work environments (Statista, 2025a). Furthermore, there are opportunities in corporate and institutional well-being programmes. Greggs could offer office lunch packages, subsidised subscriptions, or workplace catering, introducing Balanced Choice as a convenient and affordable nutrition option. Health and wellness are increasingly regarded as essential concerns by UK employers, making this an appealing proposition.
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Greggs faces stiff competition from both mainstream and niche food retailers. Brands like Pret a Manger, Leon, and Subway already promote healthier product ranges and position themselves as providers of high-quality wellness options. This approach tends to attract consumers with specific nutritional goals (Pedroza, 2020). 
Moreover, the fast-food market remains highly competitive, with frequent product innovations that can weaken Greggs' competitive advantage. Increasing ingredient and energy costs also pose a threat, potentially affecting Greggs' ability to maintain low prices without compromising the nutritional quality of its products. 
Consumer perceptions of value are also essential; during periods of economic instability, consumers may opt for cheaper, high-calorie foods rather than healthier options (Ajetunmobi and Laobangdisa, 2024). Additionally, regulatory pressures, such as new mandatory calorie labelling requirements and the need to reformulate nutritional values, can raise the company's operational costs. 
Finally, changes in consumer behaviour, such as the rise of hybrid working models, may result in fewer people in city centres, which could negatively affect sales of the Balanced Choice range unless effective countermeasures, such as improvements in digital and delivery services, are implemented.
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The Balanced Choice segmentation concentrates on lifestyle, behavioural, and demographic factors. The target audience comprises young professionals aged 18-45 who look for convenient, healthy lunch options. It also includes health-conscious individuals, such as gym enthusiasts and those on calorie-restricted diets, as well as those needing quick, balanced meals during work hours or commutes. These segments are characterised by rising health awareness and busy lifestyles, making them ideal for the Balanced Choice range (Ndalani, 2022).
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Greggs should adopt a targeted differentiation strategy, primarily focusing on health-conscious working adults who depend on convenient, ready-made food and engage with mobile applications offering digital rewards. A secondary audience includes students and young gym enthusiasts looking for low-calorie, high-protein options. This strategy is supported by evidence that the UK healthy-eating market was valued at £34.2 billion in 2024 and is expected to grow steadily, driven by younger demographics prioritising balanced diets and functional foods (Mintel, 2023; Statista, 2025b). Targeting these segments enables Greggs to align with consumer behaviour and enhance its competitiveness in the health-focused convenience sector.
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Balanced Choice should be positioned as an affordable, healthy, and convenient fast food available throughout the UK. While competitors often focus on premium pricing, Greggs can stand out by offering healthier options at everyday prices. A positioning statement such as "Healthy food made easy, anywhere" can help solidify Greggs' identity in the wellness sector while maintaining its value proposition.
[bookmark: _Toc216095201][bookmark: _Toc216095354]3.4 Integrated Marketing Communications (IMC)
To achieve a 10% increase in sales, a robust integrated marketing communications (IMC) strategy is crucial. Digital campaigns should emphasise the calorie content, the benefits of the protein, and feature appealing product images. The Greggs app can promote repeat purchases through push notifications and loyalty rewards. In-store advertising, strategic shelf placement, and meal deals can boost visibility during busy periods (Ziliani and Ieva, 2025). Additionally, collaborations with fitness influencers can build trust among health-conscious customers. Together, these strategies will ensure consistent messaging across both digital and physical channels.
3.5 Ansoff Matrix- Market penetration Focus
The primary strategic tool is market penetration, which aims to boost sales of the current Balanced Choice range among existing customers. This can be accomplished through multi-buy promotions, lunchtime package deals, and targeted offers on the app (Ziliani and Ieva, 2025). 
The second approach is a product development strategy that focuses on introducing new plant-based meals and balanced meal bundles, along with lower-calorie options featuring enhanced flavours, to attract health-conscious customers.
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The Balanced Choice range supports Greggs’ strategic plan, which aims to increase its healthier options and achieve 10% sales growth by May 2026. This line includes low‑calorie, high‑protein wraps, salads, pasta pots, rice bowls, and fruit snacks, many with fewer than 400 calories (Burgess, 2024). Its selection reflects current consumer trends, as Statista (2025a) reports continued growth in the UK health-food market, especially among younger shoppers seeking affordable nutrition.
Greggs occupies a unique position between indulgent fast-food outlets and premium wellness brands by providing healthier products at accessible prices. This hybrid positioning appeals to traditional value-driven customers while attracting health-conscious segments who increasingly consider nutritional value in their purchasing decisions (Pollard and Booth, 2019). However, sensory expectations remain vital, with flavour, aroma, and texture heavily influencing acceptance of healthier alternatives (Ruiz‑Capillas et al., 2021). To enhance competitiveness, Greggs could expand its menu by introducing new plant-based dishes, balanced meal bundles, and lower-calorie options with improved flavours. Launching a new plant-based bowl would align with growing interest in plant-focused diets and distinguish the product from competitors.
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Pricing influences both perceived value and willingness to try healthier products. Balanced Choice items currently range from £2.00 to £3.75, maintaining Greggs’ established reputation for affordability (Greggs Corporate, 2024). Kotler (2023) highlights that effective pricing strategies must balance accessibility with perceived quality, especially in saturated food-on-the-go markets. Research also shows that incentives reduce psychological resistance to healthier choices (Chan, Kwortnik and Wansink, 2016), while temporary price promotions encourage trial and simplify consumer decision-making (Yan et al., 2017).
To promote the adoption of the new plant-based bowl and preserve perceived value, an introductory launch price of £3.50 for six weeks is advised, increasing to £4.25 afterwards. This penetration pricing stimulates trial while signalling long-term nutritional and quality worth. Additionally, a Balanced Lunch Bundle, comprising one wrap or salad, one fruit pot, and one drink, priced at £4.49 at launch and rising to £4.99, supports cross-selling and reinforces affordability.
Price Matrix:
	Item
	Current SRP
	£4.49 Launch Allocation
	£4.99 Standard Allocation

	Wrap
	£3.25
	£2.35
	£2.55

	Salad
	£3.75
	£2.60
	£2.80

	Fruit pot
		



	£2.00



	£1.00
		


£1.10


	New Plant-based Bowl
	_
	£3.50
(launch price)
		



£4.25 
(standard price)
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Effective distribution is essential to ensure the Balanced Choice range remains accessible through both physical and digital channels. Greggs operates over 2,300 stores nationwide, offering significant visibility, especially on high streets, in transport hubs, and in retail parks (Greggs.com, 2025). These locations are strategically selected to align with the routines of commuters, students, and office workers, making them well-suited for promoting healthier grab-and-go options. Cohen and Babey (2012) emphasise that proximity and contextual cues play a vital role in shaping eating decisions, highlighting the importance of prime in-store placement for Balanced Choice products.
The introduction of the new plant-based bowl should be supported by positioning it at eye level in chilled displays and increasing its visibility in lunchtime promotional areas. Digital channels further enhance accessibility. The Greggs App, click-and-collect services, and partnerships with Uber Eats and Deliveroo enable Greggs to reach remote workers, students, and gym-goers looking for convenient meal options. Bordian et al. (2023) emphasise that integrated communication across platforms fosters trust, underscoring the need for alignment between physical and digital distribution to enhance product visibility.
[bookmark: _Toc216095205][bookmark: _Toc216095359]4.4 Promotion
The Balanced Choice campaign should adopt an integrated marketing communications (IMC) approach to maintain consistent messaging across channels most relevant to the target audience of health-conscious young adults, students, and working professionals. IMC effectively enhances credibility and engagement when wellbeing messages are delivered coherently (Bordian et al., 2023; Kotler, 2023). The primary channels should include digital advertising and social media, especially Instagram and TikTok, as these platforms are popular among younger consumers seeking fitness and lifestyle content. Posts and short videos should clearly communicate calorie counts, protein benefits, and taste appeal, connecting health to convenience. Fitness influencers can provide authentic endorsements that normalise healthier choices and reduce resistance to trial (Chan, Kwortnik and Wansink, 2016). Furthermore, app-based push notifications and loyalty rewards should be targeted at existing Greggs customers. At the same time, in-store signage and meal-deal promotions reinforce value at the point of purchase, encouraging both trial and repeat visits.
[bookmark: _Toc216095206][bookmark: _Toc216095360]4.5 People, Physical Evidence and Process
These final elements shape the customer experience and strengthen the credibility of Greggs’ healthier options. Staff training is vital to ensure that employees can confidently explain the nutritional benefits and promote new products, thereby supporting informed choices (Pollard and Booth, 2019). Physical evidence, including clear calorie labels, recyclable packaging, and a consistent store design, reinforces Greggs’ values of wellbeing and sustainability (Greggs.com, 2025). Efficient processes, such as rapid service, intuitive app navigation, and reliable stock replenishment, reduce barriers to purchase. Pollard and Booth (2019) emphasise that transparency and affordability are key to improving access to healthier food, both of which Greggs can achieve through enhanced service design. Together, these 7Ps constitute a coherent framework for strengthening Greggs’ position in the healthier food market and achieving the targeted 10% increase in Balanced Choice sales by May 2026.
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Effective implementation and control are vital to ensure the proposed strategies successfully achieve the 10% sales growth target for Greggs’ Balanced Choice range by May 2026. Without a clear monitoring system, the marketing plan risks remaining theoretical rather than guiding practical decisions in a rapidly changing food-to-go market (Kotler, 2023). A mix of Key Performance Indicators (KPIs) and a Balanced Scorecard provide a structured approach to link daily activities with strategic objectives across financial, customer, internal process, and learning perspectives (Kaplan and Norton, 1996; Niven, 2014). This approach helps managers identify issues early and make timely adjustments to elements such as pricing, promotions, and digital communication.
[bookmark: _Toc216514729]5.1 Key Performance Indicators (KPIs)
KPIs convert broad objectives into specific, measurable targets that can be monitored over time (Kotler, 2023). For the Balanced Choice strategy, sales-related KPIs should include monthly revenue and unit volume, with a cumulative growth target of 10% by May 2026. It is also crucial to track the proportion of Balanced Choice sales in relation to total Greggs turnover. This indicates whether healthier items are gaining a larger share of the product mix, rather than growth relying mainly on traditional indulgent products such as sausage rolls.
Customer-related KPIs are essential because the plan depends on attracting and retaining health-conscious buyers. Key metrics include the number of new Balanced Choice customers each month, repeat purchase rates, and purchase frequency, which can be monitored through till data and the Greggs app. To evaluate whether the range meets expectations for taste, convenience, and health benefits, Greggs should gather customer satisfaction scores and a Net Promoter Score (NPS) via app surveys and online feedback. These metrics help benchmark performance against competitors in the wellness segment (Payne and Frow, 2013; Kotler, 2023).
Digital engagement KPIs emphasise the Greggs app's and social media's crucial role in reaching targeted audiences. Metrics such as app downloads, monthly active users, redemption rates for Balanced Choice vouchers and meal deals, and click-through rates for push notifications serve as key indicators. Engagement metrics from targeted social media posts and influencer content on TikTok and Instagram, including likes, shares, link clicks, and total views, will demonstrate the effectiveness of these channels in encouraging product trials among commuters, students, and gym-goers (Chan, Kwortnik, & Wansink, 2016; Kotler, 2023). If digital performance is poor, content or targeting may need adjustment.
Operational KPIs ensure store operations support marketing efforts. These include the on-shelf availability of Balanced Choice during breakfast and lunch peaks, stock-out frequency, waste levels, and average service time. For click-and-collect and delivery, fulfilment time and order accuracy are essential for building trust in convenience, primarily when customers act on app or social promotions (Payne and Frow, 2013). Poor operations could halt sales even with strong advertising.
KPIs require regular review at the store, regional, and national levels. Monthly store checks enable quick fixes, such as improved displays or staff shifts, while higher-level reports monitor overall progress (Kaplan and Norton, 1996). If performance falls short, such as low sales for the new plant-based bowl, actions could include price reductions, increased menu visibility, sampling, or additional TikTok/Instagram advertisements. Weak bundle uptake may indicate the need to adjust prices or app messages (Kotler, 2023). This ongoing process maintains the plan's flexibility.
[bookmark: _Toc216514730]5.2 Balanced Scorecard
The Balanced Scorecard extends KPIs by linking them to four perspectives, thereby avoiding a narrow focus on short-term profits (Kaplan and Norton, 1996; Niven, 2014). Financially, it aims to achieve a 10% increase in revenue, stable margins, and higher store profitability through Balanced Choice. Customer measures such as NPS, satisfaction, and digital engagement assess the effectiveness of STP strategies for key segments (Kotler, 2023).
Internal processes aim for reliable availability: planogram standards, low stock-outs and waste, and fast service (Payne and Frow, 2013). Learning and growth track staff training on nutrition, new SKUs, and experiments such as A/B tests for social posts (Niven, 2014). Quarterly reviews identify issues, like promotion costs versus brand image, for adaptive changes (Kaplan and Norton, 1996).
[bookmark: _Toc216514731]6. Conclusion
Greggs appears well-positioned to expand its Balanced Choice range, leveraging its extensive nationwide store network, strong reputation for value for money, and rising consumer demand for convenient, healthier food options (Kotler, 2023). At the same time, the company's longstanding association with indulgent baked goods and the limited differentiation of some healthy items make it harder to compete with specialist wellness-oriented chains (Kotler, 2023). 
From a segmentation and targeting perspective, focusing on health-conscious working adults, students, and gym-goers remains appropriate. However, more advanced use of apps and loyalty data could identify more specific micro-segments and enable more personalised offers and communications (Wedel and Kamakura, 2012). Positioning Balanced Choice as “affordable, healthy and convenient fast food” should be reinforced by clear nutritional labelling, consistent wellbeing messaging, and alignment with Greggs’ broader “doing good” agenda to change perceptions beyond indulgence (Kotler, 2023) gradually.
Key marketing mix priorities include expanding and differentiating the healthier range, using introductory prices and meal bundles to encourage trial, improving in-store visibility and digital accessibility, and integrating promotions across the Greggs app, targeted social media, and partnerships with fitness influencers on TikTok and Instagram (Chan, Kwortnik, and Wansink, 2016). Alongside enhanced staff training and service processes, and monitored through robust KPIs and a Balanced Scorecard, these STP and marketing-mix strategies are likely to support the 10% sales growth target and help Greggs strengthen its position in the UK healthier food-to-go market (Kaplan and Norton, 1996; Niven, 2014; Payne and Frow, 2013; Kotler, 2023).
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