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Introduction
Background to Greggs
Greggs is one of the United Kingdom’s most recognisable food-on-the-go retailers, with origins dating back to 1939 when it began as a small family-run bakery in Newcastle upon Tyne. Over time, the company evolved from a regional wholesale bakery into a nationwide high-street and travel-hub food retailer (Hoenink, 2024). Greggs operates a vertically integrated business model, retaining control over product development, manufacturing, distribution and retailing. This integrated structure enables cost efficiency, consistent quality and rapid product innovation across its estate (Green, 2024).
                                         [image: Greggs HQ to move to Quorum Business ...]
Figure 1: Greggs Outlet, Hoenink, (2024)
The company’s core business model centres on value-led, freshly prepared food, with a strong emphasis on own-brand products such as baked goods, savoury snacks and increasingly hot food and beverage offerings. Centralised production facilities supply a dense network of company-owned stores, allowing Greggs to benefit from economies of scale while maintaining price accessibility. In recent years, the model has been strengthened through digital ordering, delivery partnerships and expanded evening trade, reflecting changing consumer eating patterns (Frost, 2024). Within the UK market, Greggs occupies a distinctive brand position as an affordable, convenient and trusted everyday food retailer. Unlike premium café chains or international quick-service restaurants, Greggs competes primarily on value-for-money, familiarity and accessibility. Its brand proposition combines speed, affordability and consistency, appealing strongly to commuters, students and price-conscious urban consumers (Ford, 2024). This positioning has allowed Greggs to build strong brand loyalty and high footfall, particularly in city centres, transport hubs and high streets.
Despite this strong domestic position, Greggs faces growing strategic challenges. The UK food retail and food-to-go market is increasingly mature, characterised by intense competition from supermarkets, global QSR brands and independent outlets. Rising input costs, labour shortages and inflationary pressures have increased operational expenses, placing pressure on margins even within a value-led model. In addition, changing consumer expectations around health, sustainability and digital convenience require continuous investment and adaptation (Brueggemann, 2024). These conditions limit long-term growth potential within the domestic market and heighten the importance of identifying new strategic growth avenues.
                              [image: ]
                             Figure 2: Greggs Product visibility, Garg, (2023).
Strategic Rationale for International Expansion
The strategic rationale for international expansion is driven by a combination of push and pull factors. From a push perspective, the UK market exhibits clear signs of maturity. Store network expansion opportunities are increasingly incremental, while competition on price and convenience continues to intensify. Cost pressures linked to wages, energy and supply chains further constrain profitability growth (Garg, 2023). As a result, reliance on a single domestic market exposes Greggs to concentrated risk and limits its long-term growth trajectory.
From a pull perspective, emerging markets offer structurally different conditions. Many developing economies are experiencing rapid urbanisation, rising disposable incomes and increased demand for affordable food-on-the-go solutions. These markets also offer opportunities to extend proven business models into high-growth environments, enabling revenue diversification beyond the UK. International expansion therefore provides a pathway to balance domestic saturation with exposure to new consumer segments and demand patterns.
Internationalisation is strategically relevant for Greggs not as a move towards premium global branding but as an opportunity to leverage its operational efficiency, value pricing and scalable store format. Entering selected international markets allows the firm to test the transferability of its model, develop organisational learning and build long-term resilience (Socha, 2024). When executed selectively and with appropriate localisation, international expansion can support sustainable growth while reinforcing Greggs’ strategic transformation beyond a purely UK-centric retailer.
Purpose, Scope and Structure of the Report
The aim of this report is to develop an evidence-based strategic expansion plan for Greggs through entry into an international market. The report evaluates the strategic suitability of overseas expansion and formulates a coherent market entry and growth strategy grounded in established strategic management frameworks. The report focuses specifically on India as the target market. India is selected due to its large population, rapid urbanisation, expanding middle class and growing demand for convenient and affordable prepared food. At the same time, the market presents significant institutional, cultural and competitive complexity, making it a suitable context for strategic analysis and disciplined market entry planning. The report is structured as follows. Section 1 justifies the selection of Greggs and India as the target market. Section 2 presents a comprehensive strategic analysis, examining the macro-environment, industry conditions and internal capabilities. Section 3 develops and formulates the proposed market entry and competitive strategy. Section 4 outlines a performance evaluation framework incorporating financial, operational and sustainability metrics. The report concludes with a synthesis of findings and strategic implications for Greggs’ long-term growth.









Section 1: Selection of Organisation and Target Market
1.1 Overview of Greggs
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Figure 3: Greggs Old Model Bakery, Karameros, (2025).
Greggs operates a predominantly private-label, vertically integrated bakery model that distinguishes it from many competitors in the food-to-go sector. The company retains direct control over product development, manufacturing, logistics and retail distribution. Centralised production facilities supply a nationwide network of company-owned outlets, enabling consistency in product quality while supporting high-volume, low-margin operations. This integration allows Greggs to respond quickly to demand patterns, manage costs tightly and introduce new products efficiently (Karameros, 2025). Greggs’ core competencies are rooted in value pricing, operational efficiency and brand trust. The brand has built a strong reputation for offering affordable, familiar and reliable food, positioning itself as an everyday option rather than an occasional indulgence. Operational efficiency is reinforced through economies of scale, simplified menus and standardised processes across stores. Over time, this has generated high levels of consumer trust, particularly among price-sensitive urban consumers who associate Greggs with convenience and dependability rather than novelty or premium positioning (Smith, 2025).
In terms of international exposure, Greggs has historically remained overwhelmingly UK-focused. Unlike many global QSR brands, it has not pursued aggressive overseas expansion and has limited experience operating in international markets. While this reflects a historically domestic growth strategy, it also means that Greggs enters internationalisation without legacy constraints from underperforming foreign operations (Hastings and Denning, 2024). This creates both a challenge, in terms of limited international learning, and an opportunity to design a more disciplined, context-specific expansion strategy from the outset.
1.2 Overview of the Indian Food Retail Market
                           [image: Online Indian supermarket in UK – Lakshmi Stores UK]
                              Figure 4: India Bakery Market, Gagliano, (2022).
India represents one of the fastest-growing food retail markets globally, with particularly strong expansion in the quick-service restaurant (QSR) and organised bakery segments. Rising disposable incomes, increased workforce participation and lifestyle shifts in urban centres have accelerated demand for affordable prepared food. While traditional street food remains dominant, organised food retail has grown rapidly in metropolitan areas, driven by changing consumer expectations around hygiene, consistency and convenience (Gagliano, 2022). Urbanisation and demographics play a central role in shaping this market. India has a young population, with a large proportion under the age of 35, concentrated increasingly in cities. 
This cohort demonstrates higher frequency of eating outside the home, strong adoption of food delivery platforms and growing openness to branded food formats. Eating-out culture is therefore shifting from occasional family dining to routine consumption of quick, affordable meals, particularly among students and young professionals. Despite its growth potential, the Indian food retail market is structurally complex (Lemley, 2025). The sector is fragmented, combining informal vendors, domestic chains and international brands. Regulatory frameworks vary across states, covering food safety, labour standards and foreign investment conditions. Supply chains can be inconsistent, and cost structures are sensitive to inflation and agricultural volatility. These features create high entry barriers for international firms without local adaptation and robust operational control.
1.3 Strategic Rationale for Selecting India
Market Attractiveness
India’s attractiveness lies in its long-term growth trajectory rather than short-term profitability. Rapid urban expansion, rising demand for convenience food and increasing acceptance of branded outlets create favourable conditions for sustained growth. Eating habits are evolving, with urban consumers seeking quick, affordable and hygienic food options that fit busy lifestyles (Kaur, 2024). These trends indicate strong underlying demand for food-on-the-go formats rather than premium dining experiences.
Strategic Fit with Greggs’ Capabilities
India shows a strong strategic fit with Greggs’ core capabilities. The company’s emphasis on affordability aligns closely with the price sensitivity of Indian consumers. Its grab-and-go format resonates with urban eating patterns where speed and convenience are valued. Greggs’ vertically integrated model also supports operational scalability, allowing cost control and quality consistency in a market where supply-chain reliability is a key concern (Cha and Hyun, 2024). With appropriate localisation of menu and formats, the model is transferable without undermining brand fundamentals.
Alignment with Long-Term Growth Objectives
Expansion into India aligns with Greggs’ long-term objectives of sustainable growth, risk diversification and gradual brand extension beyond the UK. Rather than pursuing rapid globalisation, India offers a platform for learning-led internationalisation in a high-growth environment. Entering a large emerging market reduces reliance on a mature domestic base while enabling Greggs to test its business model in a structurally different context (Arowosafe, 2022). This supports long-term resilience and positions the firm for future international opportunities if the model proves scalable and adaptable.


Section 2: Comprehensive Strategic Analysis
2.1 Macro-Environmental Analysis of India
Political and legal factors
India’s political environment is broadly stable with sustained policy emphasis on economic growth urban development and digitalisation. For food service and bakery retail the regulatory landscape is shaped primarily by food safety laws administered by the Food Safety and Standards Authority of India (FSSAI). Compliance with licensing labelling hygiene and traceability standards is mandatory and enforcement intensity varies by state. While foreign direct investment rules are relatively liberal for single-brand retail and food services regulatory fragmentation at state and municipal levels increases compliance complexity (Niu, 2022). For an entrant such as Greggs this necessitates local legal expertise and structured governance to ensure consistent compliance across locations.
                           [image: ]
                                        Figure 5: FSSAI Rules, (2022)
Economic factors
India is one of the fastest-growing large economies supported by rising disposable incomes and an expanding urban middle class. However income distribution remains uneven and price sensitivity is high particularly outside premium urban clusters. Inflationary pressures and volatility in agricultural input prices directly affect food service margins. These conditions favour value-oriented operators with efficient cost structures rather than premium pricing strategies which aligns with Greggs’ value-led proposition (Kolte, 2021).
Sociocultural factors
Food consumption in India is deeply influenced by cultural religious and regional norms. Vegetarianism is widespread and even non-vegetarian consumers often prefer vegetarian options when eating out. Taste preferences vary significantly across regions and consumers show strong attachment to local flavours. At the same time urban youth demonstrate growing acceptance of branded quick-service formats provided products are affordable culturally appropriate and perceived as hygienic (Narayanan and Saha, 2021). Successful bakery and QSR concepts therefore require extensive localisation rather than direct transfer of Western menus.
Technological factors
Rapid growth in smartphone penetration digital payments and food delivery platforms has transformed India’s food retail sector. Aggregators such as delivery apps have become central to customer access brand discovery and demand generation. Technology also plays a growing role in inventory management demand forecasting and customer engagement (Despoudi, 2025). For food service retailers digital integration is no longer optional but essential for competitiveness in urban markets.
Environmental factors
Environmental concerns around food waste packaging and resource use are becoming increasingly prominent particularly among urban consumers and regulators. India faces acute challenges related to waste management and water scarcity which heighten scrutiny of food production and disposal practices. Sustainable sourcing waste reduction and responsible packaging are therefore strategic as well as ethical considerations for international food retailers (Roy, 2022).
                                          [image: PESTEL analysis. Source: the authors. | Download Scientific Diagram]
                                Figure 6: PESTEL Framework, Sahoo, (2024).
2.2 Industry and Competitive Analysis (Porter’s Five Forces)
Threat of new entrants
The threat of new entrants in the Indian food service and bakery sector is moderate to high. Capital requirements for small-scale entry are low and informal vendors can enter easily. However achieving scale brand recognition and compliance with food safety standards presents higher barriers. International entrants face additional regulatory and cultural challenges which partially protect established domestic players (Sahoo, 2024).
Bargaining power of suppliers
Supplier power varies across categories. Basic ingredients such as flour vegetables and dairy are widely available which limits supplier bargaining power. However quality consistency and food safety compliance narrow the effective supplier base for organised chains. Volatility in agricultural prices can increase cost uncertainty. Vertically integrated or centrally managed supply chains can mitigate these risks but require local adaptation (Pai, 2023).
Bargaining power of buyers
Buyer power is high. Indian consumers have abundant alternatives including street food local bakeries cafés and global QSR brands. Switching costs are minimal and purchasing decisions are highly price sensitive. This places pressure on value perception and limits pricing flexibility. Strong brand trust and consistent quality are therefore essential to retain customers (D'Silva, 2021).
Threat of substitutes
The threat of substitutes is very strong. Traditional street food remains deeply embedded in daily consumption patterns offering low prices and local flavours. Supermarkets ready-to-eat foods and home cooking also act as substitutes. Organised bakery and QSR formats must therefore compete not only with similar chains but with fundamentally different food consumption options (Mokaya, 2022).
Competitive rivalry
Competitive rivalry in urban India is intense. Domestic QSR chains international fast-food brands cafés and independent bakeries compete aggressively on price location and delivery presence. Competition is particularly strong in high-footfall urban areas where growth potential is highest. Differentiation based purely on menu variety is difficult making operational efficiency and brand clarity critical (Madivoli, 2025).
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                          Figure 7: Porter’s Five forces, D'Silva, (2021).
2.3 Internal and Performance Analysis (SWOT)
Strengths
Greggs’ core strengths lie in its value pricing model operational efficiency and strong brand trust built around affordability and consistency. Its private-label vertically integrated structure allows control over quality cost and product innovation. These capabilities are particularly valuable in a price-sensitive market where reliability and hygiene are key consumer concerns (Rethinam and Krishnakumar, 2022).
Weaknesses
Greggs has limited international experience and minimal exposure to culturally diverse food markets. Its existing product portfolio is heavily oriented towards Western bakery preferences which may not translate directly to Indian tastes. Dependence on a narrow value proposition also increases vulnerability if cost pressures rise or localisation is insufficient (WAMBUA, 2023).
Opportunities
India offers substantial opportunities driven by urbanisation youth demographics and growing demand for affordable food-on-the-go. Expansion of delivery platforms increases market reach without immediate large-scale physical investment. With appropriate menu adaptation Greggs can position itself as a hygienic value alternative to informal food vendors (Ntleki, 2025).
Threats
Key threats include intense competition high buyer price sensitivity regulatory complexity and cultural misalignment. Failure to accommodate dietary norms particularly vegetarian preferences could limit acceptance. Supply-chain disruptions food inflation and reputational risk linked to food safety also pose significant challenges (Niu, 2022).
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Figure 8: SWOT Analysis, Despoudi, (2025).
2.4 Strategic Insights and Implications for Greggs in India
Opportunities versus constraints
The analysis highlights strong growth potential in India’s urban food service market supported by demographic and lifestyle shifts. However this opportunity is constrained by extreme price sensitivity intense competition and low switching costs. A value-led positioning is necessary but insufficient on its own without strong localisation and cost discipline.
Institutional and cultural considerations
Cultural alignment is critical. Menu design must prioritise vegetarian offerings local flavours and culturally acceptable formats. Store operations and marketing communication must reflect local norms rather than imported brand narratives. Institutional complexity further reinforces the need for local partnerships and adaptive governance structures (Sahoo, 2024).
Sustainability and regulatory pressure
Food safety compliance responsible sourcing and waste management are central to long-term viability. Regulatory scrutiny combined with rising consumer awareness increases the cost of non-compliance. For Greggs sustainability should therefore be embedded operationally rather than treated as a branding add-on. Alignment with ESG expectations can strengthen legitimacy and support sustainable growth (Despoudi, 2025).
Taken together the strategic analysis suggests that India represents a high-potential but execution-intensive market. Success for Greggs depends on disciplined entry selective positioning deep localisation and robust operational control. These insights provide a clear foundation for strategy development and formulation in the next section.


Section 3: Strategy Development and Formulation
3.1 Strategic Direction and Growth Objectives in India
The strategic direction for Greggs in India should prioritise disciplined entry and long-term viability rather than rapid footprint expansion. Given the institutional complexity, cultural diversity and intense competition within India’s food service sector, a focused urban entry strategy is most appropriate. Initial operations should be concentrated in tier-one metropolitan cities such as Mumbai, Delhi NCR and Bengaluru where consumer purchasing power, exposure to organised food retail and demand for convenient food-on-the-go are strongest. This targeted approach reduces execution risk while enabling clearer brand positioning (Arowosafe, 2022).
Learning-led expansion should underpin this strategy. Early-stage operations should be designed as learning platforms, allowing Greggs to test menu adaptations, pricing thresholds, store formats and delivery partnerships. Insights generated from customer behaviour, sales patterns and operational performance should inform subsequent decisions rather than committing prematurely to large-scale rollout (Gagliano, 2022). This approach aligns with Greggs’ limited international experience and mitigates the risk of misaligned replication of the UK model.
Profitability before scale is a central objective. Rather than prioritising store count growth, Greggs should aim to achieve unit-level profitability and operational stability in initial locations. Establishing cost discipline, supply-chain reliability and local acceptance creates a stronger foundation for future expansion and avoids the financial strain often associated with rapid internationalisation in price-sensitive markets (Foroudi, 2024).

3.2 Strategic Growth Model Application (Ansoff Matrix)
Market development strategy
Within the Ansoff Matrix, market development represents the primary growth pathway. This involves introducing Greggs’ existing core value proposition into a new geographic market rather than creating entirely new product categories. The firm’s experience in high-volume, low-margin food retail provides transferable capabilities that can be leveraged in India, particularly in urban contexts where demand for affordable convenience food is growing (Brueggemann, 2024).
Product development adaptation
Market development must be supported by selective product development through localisation. While the underlying bakery model remains unchanged, menu offerings should be adapted to reflect Indian dietary norms, flavour preferences and consumption habits. A strong emphasis on vegetarian products, regionally inspired flavours and lighter snack formats is essential. Portion sizes, spice profiles and ingredient choices should be tailored to local expectations without diluting the brand’s value-led identity (Socha, 2024).
Strategic sequencing and risk containment
A phased rollout strategy supports risk containment. Phase one should involve pilot stores and delivery-only formats in select urban locations. Phase two can expand to additional cities and refine the menu based on learning. Only after operational consistency and brand acceptance are demonstrated should broader geographic expansion be considered (Ford, 2024). This sequencing limits capital exposure and ensures that growth is guided by evidence rather than assumption.
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                        Figure 9: Ansoff Matrix Framwork, Gagliano, (2022).
3.3 Market Entry Mode Selection and Justification
Three entry modes are considered: wholly owned subsidiary, franchise and joint venture. A wholly owned model offers maximum control over operations and brand standards but exposes Greggs to high regulatory risk, capital commitment and limited local market knowledge. Given the complexity of India’s food regulations and regional variation, this option presents elevated execution risk at the entry stage (Green, 2024). A franchise model reduces financial exposure and enables rapid expansion. However, it significantly limits operational control, which is problematic for a brand whose competitive advantage relies on consistency, food safety and value pricing. Franchise misalignment could undermine brand trust and quality assurance. A joint venture represents the most appropriate entry mode. It balances control with local responsiveness by combining Greggs’ operational expertise with a local partner’s regulatory knowledge, supply-chain networks and cultural understanding (Garg, 2023). This structure supports compliance, localisation and learning while preserving influence over brand standards. A JV-led model therefore offers the most strategically coherent pathway for initial entry into India.
3.4 Competitive Positioning Strategy (Porter’s Generic Strategies)
Greggs’ competitive positioning should be based on focused value differentiation rather than pure cost leadership or broad differentiation. While cost leadership is central to Greggs’ DNA, competing solely on price in India would expose the firm to intense rivalry from informal vendors and domestic chains. Conversely, premium differentiation is misaligned with the brand’s core proposition (Gagliano, 2022). Focused value differentiation allows Greggs to combine affordability with attributes valued by urban Indian consumers, such as hygiene, consistency and trust. The focus element limits competition to specific urban segments rather than the entire mass market. This positioning enables Greggs to justify modest price premiums over street food while remaining accessible and distinct from premium café chains (Niu, 2022).                 
3.5 Strategic Fit and Capability Assessment (VRIO Framework)
Greggs’ brand is valuable in India as it can be positioned as a reliable and hygienic alternative to informal food vendors. While not inherently rare at the outset, brand trust can become a differentiating asset over time. Operational efficiency derived from a vertically integrated model is both valuable and difficult to imitate quickly, particularly in a fragmented market (Sahoo, 2024). Supply-chain coordination and standardised processes further strengthen this advantage. However, sustained competitive advantage depends on effective exploitation of these resources. Localisation capability, partner integration and regulatory compliance are necessary conditions for translating internal strengths into market performance. Without these, the value of Greggs’ resources may remain underutilised (Pai, 2023).
                         [image: ]
                         Figure 10: VIRO Framework, Narayanan and Saha, (2021).
3.6 Strategy Implementation Components
Operations strategy
Operational implementation should focus on compact store formats in high-footfall urban locations such as transport hubs, business districts and shopping areas. Staffing strategies should prioritise local recruitment supported by standardised training to ensure service consistency and food safety compliance (Mokaya, 2022).
Supply chain strategy
The supply chain should combine local sourcing with central quality control. Local sourcing reduces costs, supports regulatory compliance and enhances sustainability. Robust auditing and supplier development programmes are essential to maintain quality and hygiene standards (D'Silva, 2021).
Digital and omnichannel strategy
A digital-first approach is critical. Integration with food delivery platforms expands reach and supports demand testing without extensive physical expansion. Mobile-first ordering, digital payments and data analytics should be embedded into operations to reflect urban consumer behaviour (Narayanan and Saha, 2021).
3.7 Risk Analysis and Mitigation
Regulatory risk: Regulatory complexity can be mitigated through the joint venture structure, local legal expertise and proactive engagement with food safety authorities.
Cultural risk: Cultural misalignment poses a major threat. Continuous localisation, menu adaptation and employment of local management reduce this risk.
Competitive risk: Intense competition and low switching costs increase margin pressure. Mitigation requires disciplined focus, operational efficiency and avoidance of price wars.
Overall, this strategy positions Greggs for sustainable and controlled entry into India by aligning internal capabilities with market realities and prioritising learning, localisation and long-term value creation.




Section 4: Performance Evaluation Framework
4.1 Balanced Scorecard for Greggs India
The Balanced Scorecard provides a structured framework to translate strategy into measurable outcomes while balancing short-term performance with long-term capability building. For Greggs in India this approach is particularly appropriate given the emphasis on learning-led expansion profitability before scale and disciplined execution (Osabuohien, 2022).
Financial perspective
Financial performance should prioritise unit-level profitability and capital efficiency rather than rapid revenue growth. Key indicators include store-level contribution margins operating cost ratios and return on invested capital within the joint venture. Monitoring food cost inflation labour productivity and delivery commission rates is essential in a price-sensitive market. Stable margins signal that the value proposition is commercially viable without reliance on discounting (Sawant, 2021).
Customer perspective
Customer measures assess brand acceptance and value perception. Core KPIs include repeat purchase rates average transaction value customer satisfaction scores and digital engagement metrics from delivery platforms. Given the focused urban strategy customer lifetime value is more meaningful than raw footfall. Positive reviews and trust indicators around hygiene and consistency are critical leading measures of success (Vashisht, 2022).
Internal process perspective
Internal process metrics evaluate operational reliability and quality control. Key measures include food safety compliance rates order accuracy on-time delivery inventory turnover and waste levels. Consistency across locations is a priority as it reinforces brand trust. Strong internal performance indicates that the operating model can be scaled without eroding standards (Lemley, 2025).
Learning and growth perspective
Learning and growth indicators capture the development of capabilities required for sustainable expansion. These include staff training completion rates localisation of management roles employee retention and digital capability adoption. Knowledge transfer between UK operations and Indian teams should be actively measured as it underpins continuous improvement and adaptive learning (Karameros, 2025).
4.2 Triple Bottom Line (TBL) Integration
In addition to financial outcomes Greggs’ India strategy must be evaluated through a Triple Bottom Line lens to reflect responsible growth expectations in the food service sector.
Economic performance
Economic sustainability focuses on long-term value creation rather than short-term expansion. Indicators include profitability stability local supplier development and contribution to organised food retail employment. Building economically resilient operations supports both the joint venture partner and broader local ecosystems (Denning, 2024).
Social responsibility
Social performance relates to labour practices food safety and community impact. KPIs include compliance with labour standards health and safety performance workforce diversity and supplier labour audits. Providing safe hygienic and affordable food enhances social legitimacy particularly in comparison with informal food vendors (Brueggemann, 2024).
Environmental sustainability
Environmental metrics assess waste reduction responsible sourcing and packaging efficiency. Food waste levels recycling rates and water usage efficiency are particularly relevant in the Indian context. Aligning sustainability practices with local environmental priorities strengthens regulatory compliance and brand credibility (Pajda, 2024).
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                              Figure 11: Triple Bottom Line Framework
4.3 Governance Monitoring and Control Mechanisms
Effective governance is critical to align strategic intent with execution. Under a joint venture model governance arrangements should clearly define decision rights performance accountability and escalation procedures between Greggs and its local partner. Strategic control should focus on brand standards food safety and financial discipline while allowing operational flexibility for localisation (Pajda, 2024). Monitoring should be conducted through quarterly strategic reviews using Balanced Scorecard and TBL metrics. Performance dashboards enable early identification of deviations and emerging risks. Regular internal audits supplier inspections and food safety assessments provide assurance on compliance and quality control (Gagliano, 2022).
















Conclusion
This report has developed a comprehensive and evidence-based strategy for the international expansion of Greggs into the Indian food retail market. The analysis demonstrates that while Greggs holds a strong and defensible position in the UK through its value-led, vertically integrated bakery model, continued reliance on a mature domestic market exposes the firm to growth constraints and concentrated risk. International expansion therefore emerges not as an opportunistic move but as a strategically necessary pathway for long-term resilience and diversification. The external analysis highlights India as a high-potential yet execution-intensive market. Rapid urbanisation, a young population and evolving eating habits create strong demand for affordable food-on-the-go solutions. However, this opportunity is counterbalanced by extreme price sensitivity, intense competition from both organised and informal food providers and significant regulatory and cultural complexity. These findings reinforce that success in India depends less on market size and more on strategic selectivity, localisation and disciplined operational execution.
Building on these insights, the proposed strategy advocates a focused urban entry supported by a joint venture model. This approach balances strategic control with local responsiveness, allowing Greggs to leverage its core strengths in operational efficiency, value pricing and brand trust while mitigating regulatory and cultural risks. The application of the Ansoff Matrix and VRIO framework confirms that Greggs’ resources can generate competitive advantage in India, provided they are adapted thoughtfully rather than transferred wholesale from the UK context. Emphasis on profitability before scale, phased rollout and learning-led expansion further reduces execution risk and supports sustainable growth. The performance evaluation framework reinforces the importance of aligning strategic intent with measurable outcomes. By integrating a Balanced Scorecard with a Triple Bottom Line perspective, the report recognises that long-term success in India must be assessed not only through financial returns but also through customer trust, operational reliability, workforce development and responsible environmental practices. Strong governance, clear KPIs and continuous strategic review are therefore essential to ensure accountability and adaptive learning. Overall, the findings indicate that Greggs’ expansion into India is strategically viable if pursued with discipline, localisation and long-term orientation. Rather than competing on speed or scale, Greggs is best positioned to build a sustainable presence by offering affordable, hygienic and consistent food tailored to local preferences. 
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