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This report is prepared for the senior management of Greggs plc. It evaluates the company's position in the UK food-to-go market and recommends a practical strategy for profitable growth. Greggs has a recognised brand, affordable products, a wide shop network and an integrated supply chain. However, strong competition, rising labour and ingredient costs, and changing customer needs create pressure on profit margins. Management must therefore balance expansion with careful cost control.

The report uses SWOT, PESTEL and Porter's Five Forces to assess market conditions. It then applies the Ansoff Matrix and a suitability, acceptability and feasibility assessment to compare growth options. The main recommendation is selective expansion into travel hubs, roadside locations, retail parks and underserved UK areas. Greggs should also test healthier, high-protein and plant-based products and use its app and loyalty scheme to encourage repeat purchases. These actions build on existing strengths and are less risky than major diversification.

Management should approve new investment only when forecasts and small-scale trials show sufficient demand, acceptable margins and realistic payback. Expansion must not simply move sales from nearby Greggs shops. A phased programme over 18–24 months should involve finance, operations, employees, suppliers and digital teams. Regular reviews of sales, profit, customer satisfaction, food waste and staff capacity will show whether the strategy is working.

Overall, this approach aims to increase profitable sales, protect affordable prices and support long-term shareholder value while limiting financial and operational risks. The proposals also recognise the need for responsible growth and clear communication with key stakeholders.
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Greggs plc is a major UK food-to-go operator serving commuters, workers, students and families with convenient, value-priced food and drinks. Its national brand, integrated production and distribution network, and extensive shop estate support low unit costs and reliable availability (Greggs plc, 2025; 2026). These capabilities provide a platform for selective growth, although increasing costs and investment needs make financial discipline essential.
Its market reach is further enhanced through delivery, wholesale and click-and-collect partnerships. The company uses a business model where massive quantities of products are made and delivered through its own supply network. This helps Greggs reduce costs, make products easily available, and increase sales. Greggs aims to provide affordable food and drinks whenever and wherever they need them. (Greggs plc, 2025). Accordingly, its strategic direction emphasises affordability, accessibility, and sustained expansion, including a long-term objective of operating 3,500 UK outlets. The following analysis critically evaluates the internal and external factors that may influence Greggs’ ability to achieve its strategic objectives. 
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	Strengths:
Greggs has a strong UK market position, extensive shop network, a vertically integrated supply chain and strong customer loyalty, enhancing its competitive advantage.

	Weaknesses:
Heavy dependence on the UK market, together with significant investment in new shops and supply-chain infrastructure, increases operational complexity. In addition, it requires capital needs and it may also reduce profit margins.

	Opportunities:
Growing demand for convenient food and changing consumer lifestyles create opportunities for expansion. Increasing demand for healthier and plant-based products also supports product innovation.
	Threats: Inflation, rising labour, energy and ingredient costs, climate-related supply disruptions and changing consumer preferences may negatively affect profitability and demand for traditional products.



For management, the central finding is that rising labour, ingredient and energy costs threaten margins more immediately than changing tastes. Greggs’ brand, scale and integrated supply chain support value pricing, but UK concentration and expansion costs increase exposure. Management should approve new sites and products only where expected returns justify the investment. This means testing footfall, local competition, cannibalisation of nearby shops and the capacity of the existing supply chain before committing capital.
This assessment points to a practical choice for the board: protect the existing value offer before accelerating growth. Greggs should compare each proposal with the option of improving an existing shop. For example, better staffing at busy times or fewer unavailable products may increase sales without the rent and fit-out costs of a new site. The management question is not simply whether a market is growing, but whether Greggs can win additional profitable customers in that market. This distinction is important when customers are price-sensitive and operating costs are rising.
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Political factors:
Health-focused UK policy could increase scrutiny of nutrition. Management should test healthier products against incremental sales, preparation costs and waste. Geopolitical uncertainty also supports supplier contingency planning.
Economic factors:
Rising ingredient, packaging, energy and labour costs are squeezing profitability: Greggs’ underlying profit margin fell from 9.7% in 2024 to 8.7% in 2025 (Greggs plc, 2026). Cost-of-living pressure may also restrain spending (Office for National Statistics, 2026). Management should protect value pricing through efficiency and require margin forecasts before expansion. This is important because passing every cost increase to customers could undermine the affordability that differentiates Greggs from many competing food-to-go chains. (Haynes, 2026). (Office for National Statistics, 2026). (Low Pay Commission, 2025).

Social factors:
Demand for high-protein, high-fibre, plant-based and smaller-portion products offers growth opportunities, although changing diets may weaken demand for traditional products (Office for Health Improvement and Disparities, 2025; Greggs plc, 2026). Social-media criticism can also damage reputation (Ofcom, 2025). Management should pilot healthier ranges and scale only those with proven demand and acceptable waste levels. Trials should track customer feedback, repeat purchases, gross margin and preparation times to avoid adding complexity without commercial benefit. (Ofcom, 2025).


Technological factors:
Mobile ordering and delivery can increase convenience and reach (Keeble, Adams and Burgoine, 2022), but systems investment and cybersecurity add costs (Alqudhaibi et al., 2024). Management should prioritise digital features that increase profitable repeat purchases rather than merely shifting existing shop sales online. Loyalty offers should be evaluated against incremental transactions, delivery commissions and the cost of promotions.

Legal factors: 
Food-safety, allergen, employment and data-protection compliance is essential. Breaches could cause fines and reputational damage (Food Standards Agency, 2023; ICO, 2026; GOV.UK, 2026). Management should maintain staff training, audits and clear accountability as the estate grows.

Environmental factors:
Energy use, food waste, packaging and climate-related disruption can raise costs. Management should improve delivery efficiency, redistribute surplus food and adopt recyclable packaging while tracking progress against environmental commitments (Greggs plc, 2026; DEFRA and PackUK, 2026).
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Competitive Rivalry - High
Competition from Pret a Manger, Costa, supermarkets and fast-food outlets is intense. Lumina Intelligence (2026) forecasts a £24.9 billion UK food-to-go market in 2026, growing 3.4%. Management should defend affordable pricing and fast service rather than rely on blanket discounts. Greggs’ integrated production, distribution network and recognised brand are difficult for smaller rivals to replicate; these advantages should guide site selection and investment. (Lumina Intelligence, 2025).

Threat of New Entrants - Moderate to Low
Local cafés can enter relatively easily, but Greggs’ brand, purchasing scale and distribution network are harder to replicate nationally (Greggs plc, 2025). Management should reinforce these advantages while monitoring specialist local competitors. Smaller operators may still differentiate through local menus, personal service and niche dietary choices.

Bargaining Power of Buyers – High
Customers can easily switch from Greggs to other food businesses at little cost. This makes them more likely to choose cheaper options. However, brand loyalty, affordable price and large numbers of Greggs shops across the UK help reduce this pressure.

Bargaining Power of Suppliers – Moderate
Greggs’ scale, central purchasing and integrated supply chain provide strong position when negotiating with suppliers. (Greggs plc, 2025). However, inflation, supply shortages, strict food-safety and environment requirements limit suitable suppliers and keep cost low. 

Threat of Substitutes – High
Homemade meals, supermarket deals, cafés, restaurants and delivery services satisfy similar needs for affordability and convenience. Greggs can respond through competitive pricing, accessible locations, digital ordering and menu innovation.

Overall, rivalry, buyer power and substitutes are high, while supplier power and new-entry threats are moderate. Greggs’ brand, scale and integrated supply chain provide protection, but sustained advantage requires efficiency and continued innovation.
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Greggs should preserve cost leadership as its primary strategic position while using selective innovation to meet changing needs. Its scale and integrated supply chain help keep food affordable; differentiated products and convenient formats should be adopted only where they add profitable demand without increasing operational complexity disproportionately.
1. Cost leadership: Standardised production, purchasing scale and integrated distribution support competitive pricing for core products and meal deals.
2. Differentiation: Selective product innovation, including plant-based and healthier options, can broaden appeal, provided trial results justify rollout.
3. Focus: Busy commuter and shopping locations, breakfast and lunch occasions, and fast service match customers who prioritise value and convenience.
Greggs mainly follows cost leadership, using scale, standardised production and an integrated supply chain to offer affordable food. It supports this with targeted product innovation and a focus on customers seeking speed, convenience and value. Cost leadership should remain its main advantage, provided differentiation does not weaken efficiency or competitive pricing.
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The Ansoff Matrix compares four routes to growth and their risks for Greggs.
Market penetration
Market penetration would use existing products and markets through loyalty rewards, click-and-collect, delivery and longer opening hours. These channels strengthen convenience and may increase purchase frequency (Greggs plc, 2025). This is relatively low risk because Greggs already has national awareness, scale and an extensive shop network. However, app use or delivery growth may simply shift existing customers between channels rather than create new demand. Promotions can also reduce margins and encourage customers to expect discounts, while nearby openings may take sales away from existing shops.
Market development
Market development offers greater growth by reaching new UK customers through travel hubs, roadside sites, retail parks, smaller formats and underserved locations. Greggs’ target of 3,500 UK shops and its use of Greggs Express formats support this route (Greggs plc, 2026). Such locations can attract commuters and travellers while using products and capabilities Greggs already understands. The main risk is poor site economics make lower footfalls, high rents or overlap with nearby shops could make expansion unprofitable. International entry would add unfamiliar consumer preferences, regulation and competition. UK expansion is therefore preferable, but only where local demand forecasts show an acceptable return.
For each proposed location, the property and finance teams should prepare a simple business case covering expected daily transactions, average spend, rent, wages, delivery costs and the likely effect on nearby Greggs shops. Forecasts should include a weaker-demand scenario, not only an optimistic estimate. Management could then rank locations by likely return and operational readiness. A small number of strong sites would be more convincing to investors than rapid openings that increase revenue but reduce the overall margin. The aim is profitable coverage, not expansion for its own sake.
Product development
Greggs can attract more existing customers by introducing healthier food options, such as high-protein and plant-based products. It can also improve its traditional products to meet changing customer needs. New products such as iced drinks and Chicken rolls show how Greggs responds to customer preferences (Greggs pls, 2026)
This strategy is suitable for Greggs because it uses its existing shops, supply chain and knowledge of customers. New products may attract more customers and encourage them to visit more often. However, developing new products can increase costs due to testing ingredients and staff training. Products that customers do not like may also lead to food waste and slower service. Therefore, Greggs should test new products in a small number of shops before including them widely. 

Diversification
Diversification would involve new products and markets, for example additional branded retail partnerships. It may diversify revenue, but unfamiliar channels can create execution risk and conflict with shop sales. With margins under pressure, Greggs should limit this option to small, related trials with measurable incremental profit.
Any diversification trial should be evaluated for channel profitability, management capacity and whether it creates new demand rather than displacing existing sales. It is not the preferred near-term growth route.
Management should prioritise selective UK market development, supported by product trials and disciplined market penetration; unrelated diversification is not recommended.
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Suitability: The proposed strategy focuses on expanding Greggs into selected areas of the UK, developing products that meet customer needs and increasing sales in existing markets. This strategy is suitable because it supports Greggs’ current market position and future growth. Opening new shops in travel hubs, roadside locations, retail parks and underserved areas can help Greggs meet growing demand for convenient food. The company can also benefit from its strong brand, large shop network and established supply chain.
Developing healthier, high-protein and plant-based products can help Greggs respond to changing customer preferences and reduce its reliance on traditional products. Market penetration through loyalty rewards, click-and-collect, delivery services and longer opening hours can improve customer convenience and encourage repeat purchases. However, Greggs must expand carefully because rising labour, food, energy and packaging costs, intense competition and falling profit margins could make unsuitable locations or excessive discounting risky.
Acceptability: The strategy is likely to be accepted by stakeholders if it helps Greggs grow and increase profit while keeping prices affordable. Shareholders may support opening new shops and introducing new products because these initiatives could increase sales and profit. However, they may be concerned about excessive costs, competition between nearby Greggs shops and the possibility that new products will not sell well. Customers will benefit from more shops, greater convenience and a wider choice of food, but higher prices could weaken customer loyalty. Employees may benefit from additional jobs and career opportunities, although expansion could increase workloads. Suppliers and local communities may benefit from increased demand and employment. Greggs should also focus on reducing food waste, using recyclable packaging and sourcing responsibly. Overall, Greggs should expand gradually and monitor performance to reduce risk and maintain stakeholder support.
Feasibility: Greggs has many of the resources and capabilities required to implement its strategy. It has a well-known brand, more than 2,700 shops, a vertically integrated supply chain, efficient production processes, digital services and experience in opening new shops. These strengths make it easier for Greggs to expand. The company can also use customer feedback and test new products in a limited number of shops before introducing them across the business.
The main feasibility test is whether Greggs can grow without reducing the reliability of its existing operations. Before approving a new wave of openings, managers should confirm production capacity, delivery schedules, recruitment needs and training arrangements. If extra demand requires major supply-chain investment, that cost belongs to the investment case. Product trials should also be judged against existing menu items, so management can see whether the new range attracts extra spending or simply replaces a profitable purchase. This makes the recommendation achievable while limiting avoidable pressure on staff and resources.
However, expansion will require sufficient finance, suitable shop locations, additional employees, staff training and investment in technology. Greggs must also ensure that its supply chain can support a larger shop estate. Rising costs could slow expansion, so the company should prioritise areas with strong customer demand and the potential to generate an acceptable profit. New products should be evaluated before wider introduction to ensure that they sell well, are profitable and do not create excessive food waste. Before a large-scale rollout, the board should require pilot evidence on weekly sales, site contribution after labour and occupancy costs, capital expenditure, payback period and return on invested capital. No actual new-site return figures are provided in the sources used here, so acceptable returns cannot yet be asserted as proven.
The SFA assessment supports phased expansion if investment thresholds, margin protection and operational capacity are monitored before each rollout decision.
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Stakeholder theory requires consideration of those affected by corporate decisions (Freeman, 1984). For Greggs, the keyboard-level conflicts are shareholder demands for returns versus the cost of expansion; employee workload versus longer hours and digital fulfilment; customer affordability versus margin protection; and supplier capacity versus tighter quality and sustainability requirements. Mendelow’s framework suggests close engagement with shareholders and senior management, meaningful consultation with employees, and active management of key suppliers and franchise partners. Greggs should monitor these conflicts through site returns, turnover, complaints, service levels and compliance incidents (Mendelow, 1991).
Management can make these trade-offs clearer by assigning responsibility for each risk. Finance should challenge return forecasts, operations should test service capacity, and human resources should review staffing and training requirements. Customer feedback should be considered alongside sales data, because a short-term promotion may increase visits but damage perceptions if queues become longer. Where stakeholder interests conflict, the board should explain why a decision supports sustainable profitability rather than only short-term growth. Regular communication can help employees and franchise partners prepare for change and identify problems early.
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Greggs should deliver the strategy in four stages over 18–24 months. First, senior management should form a team covering property, finance, operations, employees, supply chain, digital services and sustainability. During the first three months, the team should agree budgets, responsibilities and targets. It should assess proposed sites using footfall, rent, local competition, delivery access and possible lost sales at nearby Greggs shops (Greggs plc, n.d.).

Second, Greggs should test selected travel, roadside, retail-park and underserved locations for six to nine months. It should also try healthier, high-protein and plant-based products in a small number of shops. Managers should check demand, preparation time, food waste and profit per product. App promotions should encourage additional purchases rather than depend on large discounts. Staff training and supplier capacity must be confirmed before each trial.

Third, management should evaluate the pilot results during months 10-12 before approving further investment Successful trials should then be expended in two stages, during months 13-18 and 19-24. Each new shops should have clear budget, staffing plan and manager responsible for results. Weekly checks should cover sales, queues, product availability, waste and complaints. Monthly reviews should compare performance with targets. Quarterly management reviews should assess profit margins, new-shop payback, customer satisfaction, employee turnover and environmental progress (Greggs plc, 2026).

Finally, management should act when results fall below targets. This may mean changing opening hours, staffing, products or local promotions. Weak sites should not be expanded until problems are resolved. Successful methods should be shared across the business. This approach limits unnecessary spending and supports informed decisions (Greggs plc, 2025).
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Greggs’ brand, value pricing, extensive shop network and integrated supply chain provide a strong competitive foundation, but rising input costs, intense rivalry and customer choice put profitability under pressure. Senior management should prioritise selective UK market development in travel hubs, roadside sites, retail parks and underserved locations, reinforced by small-scale trials of healthier products and targeted digital loyalty offers. These options exploit existing capabilities without the risks of unrelated diversification. Management should approve expansion only when pilot results demonstrate incremental demand, acceptable contribution margins and realistic payback, while protecting employee capacity and customer value. Weekly operating indicators and monthly and quarterly financial reviews should guide adjustments or halt underperforming trials. By directing capital towards demonstrably profitable sites and products, Greggs can strengthen cash generation, protect returns on investment and create sustainable long-term shareholder value.
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 Eight key elements for implementing Greggs’ strategy [image: ]

Eight elements for successful strategy implementation at Greggs. Source: Adapted from The Strategy Institute (n.d.); diagram created using ChatGPT. (Created on 26/10/2026)
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Agree budgets, roles and targets [ N
Assess sites and prepare staff/suppliers ]
Test new locations and products ]
Review trial results
Gradually expand successful trials

Track sales, service, waste and staff

Make improvements where needed

Start

w
@

9 12 15 18 21 24
Months from project start (illustrative timing)

NN Planning /review WS Pilot testing WM Gradual rollout i Monitoring / improvement

Proposed schedule based on the report; rollout dates are indicative and depend on successful trials.




