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[bookmark: _Toc233326205]Executive Summary
This business plan reviews Greggs plc, the UK's top value food-to-go chain which expanded from a regional bakery to a national brand with 2,739 stores by end-2025. Revenue was a new GBP 2,151.2 million, while underlying profit before tax fell 9.4% to GBP 171.9 million, showing margin pressures due to cost inflation, investment in the supply chain and a weaker like-for-like revenue growth rate. The overall plan suggests selective estate expansion based on the ROI, reduction of the menu to eliminate unnecessary waste, control of the digital investments to boost the frequency of their customers, and a logistics capacity controlled through the milestones. While Greggs has maintained a high degree of brand trust and cash generation, the challenge will be whether growth adds to profit quality, rather than headline revenue (Greggs plc, 2026a; Greggs plc, 2026b).
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[bookmark: _Toc233326206]1. Introduction and strategic argument
This business plan examines the entrepreneurship and growth trajectory of Greggs plc as a case of a growing and established food-to-go business in the UK that did not follow a traditional start-up process but grew through entrepreneurial reinvention, scaling operations, digitalisation, franchising, and investment in supply chains. Greggs has developed a repeatable convenience system which fosters frequent customer purchasing by value, accessibility and habit, thus giving them a sustainable competitive advantage (Porter, 1985; Greggs plc, 2026a). Recent financial results show some difficulties, however. While sales increased to a record GBP2,151.2 million in 2025, underlying profit before tax decreased by GBP171.9 million or 9.4%, and statutory profit before tax decreased by GBP167.4 million or 17.9%, due to pressures from inflation, lower foot traffic and investment needs (Greggs plc, 2026b; Greggs plc, 2026c).












[bookmark: _Toc233326207]2. Element 1: Company Overview, Products/Services, Objectives and USP
[bookmark: _Toc233326208]2.1 Company overview and business model
Greggs plc is a UK food-on-the-go company with company-managed and franchised shops. It says it provides access to fresh food to all people, and by 9 May 2026, it had 2,759 shops, of which 2,141 were company-managed and 618 were franchised. This scale brings about the following advantages in the eyes of Greggs: purchasing, production, logistics and brand advantages due to volumes of like products that are weak (Greggs plc, 2026b; Greggs plc, 2026c).
The business model is more complex than one might imagine for a bakery chain. Greggs' business model is to be vertically integrated on a food-to-go platform: there is cost control and product consistency thanks to the central production and distribution. Shops turn the footfall into high-frequency transactions; franchise partners make the product available in places like travel sites and supermarket sites, while the digital channel brings in customer data. However, vertical integration is a double-edged sword if the capacity of the supply chain can be increased quicker than the demand for the good or service because costs of depreciation, labour and property cannot be cut easily (Barney, 1991; Greggs plc, 2026a).
[bookmark: _Toc233326209]2.2 Main products and services
The Greggs bakes and sells savouries, sandwiches, salads, breakfast items, hot food, pizza, sweet bakery products, drinks, loyalty rewards and grocery retail products, and offers delivery and Click + Collect. The key question is not simply about the breadth of product; it is whether the product innovation gives more profitable customer occasions without hurting speed, simplicity and availability. A wider range will enable Greggs to do better on breakfast, lunch, snacking and evening missions, but it can also lead to higher levels of waste, training requirements and complexity of queues (Greggs plc, 2026a; Kotler, Keller and Chernev, 2022).
	Product/service area
	How it creates value
	Critical risk
	Business plan implication

	Core bakery and savouries
	Creates strong everyday brand habit through familiar, affordable products.
	Overreliance on iconic items may limit health and evening positioning.
	Protect core icons but use menu engineering to avoid stagnation.

	Food-to-go meals
	Broadens breakfast, lunch and evening occasions.
	More complexity can slow service and increase waste.
	Expand only where shop execution remains simple and margins are strong.

	Digital, app and delivery
	Adds convenience, data and loyalty touchpoints.
	Platform fees and process complexity may reduce margin quality.
	Use digital for incremental frequency and forecasting, not discounting only.

	Franchise and grocery
	Extends reach into alternative locations and at-home consumption.
	Partner dependency may reduce control over experience.
	Use partners to access hard-to-reach catchments without overbuilding owned shops.


Table 2: Greggs products/services evaluated as strategic capabilities.
[bookmark: _Toc233326210]2.3 Objectives and USP
The short-term goals of Greggs are to recover profits, maintain disciplined net openings, refresh the menu, expand delivery/apps, and execute the supply chain. This is positive, but the trading update from May 2026 indicated that cost and Derby ramp-up pressures meant that the objective was not about just sales growth, as GBP800 million in sales were achieved in the first 19 weeks, while company-managed shops grew 2.5% and the most recent 10 weeks grew by 3.3% (Greggs plc, 2026b; Reuters, 2026).
The long-term targets are to continue to move past 3,000 shops, expand into underserved catchments, increase digital loyalty, and press the evening mission and food-to-go market share. Greggs' USP is affordable, known and convenient food on a national scale. The downside to this USP is the lack of perceived value to a low price, which means that Greggs needs to drive value from their products through productivity, high sales density and optimisation of the supply chain rather than simply ramping up their prices (Greggs plc, 2026a; Porter, 1985).
[bookmark: _Toc233326211]Figure 1: customer value pathway
	Customer need
Affordable, quick, reliable food
	->
	Greggs capability
Scale, shops, app, logistics, partners
	->
	Customer value
Value, convenience, familiarity
	->
	Business outcome
Frequency, share, cash generation


Figure 1: Customer value pathway for Greggs 
[bookmark: _Toc233326212]3. Element 2: Business Environment and Competitor Analysis
In the food-to-go segment, Greggs is operating in a value-driven niche with greater convenience and product variety demanded by customers and wage, energy, food and property cost pressures faced by Greggs operators. Total Food to Go visits decreased, but Greggs' Food to Go visit share was up to 8.6% in 2025, indicating competitive resilience. However, share gain in a less strong market also means that there is a need to face takeovers from competitors and create new opportunities for growth (Greggs plc, 2026a; Greggs plc, 2026d).
	SWOT area
	Critical analysis

	Strengths
	Greggs has a high-trust UK value brand, national convenience, vertical integration, large cash-generating estate, app engagement and proven ability to enter alternative locations. The strategic strength is system efficiency, not just the sausage roll brand (Greggs plc, 2026a; Barney, 1991).

	Weaknesses
	Profit conversion weakened in 2025 despite sales growth, showing sensitivity to fixed costs, labour, food inflation and capital investment. Heavy UK exposure also limits geographic diversification and increases dependence on domestic consumer confidence (Greggs plc, 2026a).

	Opportunities
	Retail parks, roadsides, transport hubs, supermarkets, evening food, delivery, healthier options and app personalisation can increase reach. The critical test is incremental profitability rather than opening volume (Greggs plc, 2026b).

	Threats
	Tesco meal deals, McDonald’s breakfast/value menus, Pret quality positioning, Subway customisation, labour cost inflation and weaker footfall challenge the value proposition. These threats directly pressure both sales frequency and margin (Tesco, 2026; McDonalds UK, 2026).


Table 3: SWOT analysis focused on strategic implications.
The SWOT reveals that Greggs has a challenge to the quality of profits, not demand. If management has been evaluated based on shop openings and all sales, cannibalisation and channel-margin risk might be misjudged. A more robust business plan would assess and distinguish between headline and economic growth, defining the measure as contribution margin, labour productivity, waste, sales per shop and payback post-opening (Teece, 2007; Greggs plc, 2026a).
	Competitor
	Type
	Why it matters
	Critical comparison

	Pret A Manger
	Direct
	Premium sandwiches, coffee, breakfast and office-worker food-to-go.
	Pret can command higher price points and urban credibility; Greggs wins on value and wider national access but must avoid seeming low quality (Pret A Manger, 2026).

	Subway
	Direct
	Customisable sandwiches, wraps, salads and delivery.
	Subway competes on personalisation and health/protein choices; Greggs is faster but less customisable (Subway, 2026).

	McDonald’s
	Indirect/direct
	Breakfast, coffee, saver products, delivery and evening meals.
	McDonald’s pressures Greggs beyond lunch and snacks, especially through app scale and evening trading (McDonalds UK, 2026).

	Tesco meal deals
	Indirect
	Low-cost lunch bundle and supermarket convenience.
	Tesco anchors customer expectations for lunch value; Greggs must justify price through hot food, freshness and speed (Tesco, 2026).


Table 4: Competitor analysis: two direct and two indirect competitors.
This competitor set demonstrates that Greggs will defend against competitive products and against some alternative customer missions. Pret's attack is freshness and convenience; Subway's attack is customisation and a healthier choice; McDonald's attack is breakfast and evening meals, and Tesco meal deals attack everyday value and price expectations for lunch. Greggs' best answer is not to copy its competitors, as this might water down its simple, quick and budget-friendly brand image. Rather, Greggs must build their own system – quick service, value-based pricing, store access, app-based customer information and efficient operations and very carefully streamlined product innovation which enhances choice without adding unnecessary complexity (Kotler, Keller and Chernev, 2022; Porter, 1985).


[bookmark: _Toc233326213]4. Element 3: 4Ps, Market Segmentation and Marketing Strategies
[bookmark: _Toc233326214]4.1 Market segmentation
Greggs is not targeting a niche market of customers. Demographically, it attracts students, workers, commuters, families and value-conscious consumers; geographically, it appeals to the nation but is also targeting under-represented breakfast, lunch, snack and, increasingly, evening locations; psychographically, it attracts speed, familiarity and value-conscious consumers; behaviourally, it targets repeat customers for breakfast, lunch, snack and, increasingly, evening occasions (Greggs plc, 2026b; Kotler, Keller and Chernev, 2022).
	Segment basis
	Target customers
	Evidence/logic
	Critical implication

	Demographic
	Students, workers, commuters, families, value-conscious households.
	Value-led brand and broad price accessibility.
	Broad appeal supports scale but makes premium repositioning difficult.

	Geographic
	High streets, retail parks, roadsides, rail/air hubs, supermarkets, hospitals, campuses.
	Over half of 2025 new openings were in alternative sites.
	Expansion must avoid cannibalisation and protect shop-level returns.

	Psychographic
	Customers seeking convenience, value, familiar taste and trusted UK brand identity.
	Greggs ranked strongly for value and increased visit share in 2025.
	Value must be defended through productivity, not repeated price increases.

	Behavioural
	Breakfast, lunch, snacking, delivery and evening meal missions.
	Evening sales reached 9.4% of company-managed sales in 2025.
	Daypart growth can raise utilisation but requires products suited to hot holding and delivery.


Table 5: Greggs segmentation analysis.
[bookmark: _Toc233326215]4.2 Marketing mix: 4Ps
The biggest strength and risk for Greggs is product strategy. The company is continuing to maintain the iconic items like sausage rolls while introducing healthier options, pizza, hot food, iced drinks and grocery items. While this is in line with the broader objectives of customer missions, complexity can lead to more waste, longer queuing periods and more training requirements, unless supported by robust forecasting and operating routines that are easy to follow (Greggs plc, 2026b; Kotler, Keller and Chernev, 2022).
The USP has a strong focus on price strategy, as it is essential that Greggs' products are affordable to the customer. A company's pricing strategy cannot afford to increase prices across the board without hurting its brand, and it needs to mix in some selective price increases, bundles, app rewards and supply-chain efficiencies. Customers can easily do comparison shopping around Greggs' value (Tesco, 2026; McDonald's UK, 2026), as it is competitive with other anchors like Tesco meal deals and saver items from McDonald's.
Place is a key strategic asset. High streets, transport hubs, roadside locations, retail parks, supermarkets, groceries, delivery services and food partners are all Greggs' locations. This results in availability across customer missions, but with caveats of diminishing returns; marginal sites can boost the headline figures but reduce sales density where catchments overlap or labour is scarce (Greggs plc, 2026b; Greggs plc, 2026d).
The difference between promotion and advertising is that Greggs doesn't just use traditional advertising – it also utilises its products' launches, app loyalty, popular culture and comedy. In 2025, digital engagement increased 26.7% of company-managed shop transactions as the Greggs app was scanned. It is a fact that loyalty schemes are not necessarily a discount machine when they are not capable of providing incremental visits and providing better data-based decisions (Greggs plc, 2026b; Kotler, Keller and Chernev, 2022).
	4P
	Current application
	Critical improvement needed

	Product
	Bakery, hot food, drinks, sandwiches, salads, delivery products and grocery items.
	Use menu engineering: keep high-frequency icons, remove low-margin complexity, and expand protein/healthier options carefully.

	Price
	Value-led everyday pricing with meal/bundle logic and app rewards.
	Protect price perception while using productivity and waste reduction to fund value.

	Place
	2,739 shops at end-2025 plus delivery, franchise, grocery and alternative locations.
	Prioritise incremental catchments and return-on-investment, not only estate size.

	Promotion
	Brand humour, product launches, app loyalty, social media and PR.
	Use personalised digital offers to grow frequency rather than subsidise existing behaviour.


Table 6: 4Ps analysis and critical improvement areas.
[bookmark: _Toc233326216]4.3 Online and digital marketing strategies
The Greggs App, Greggs Rewards, Greggs Click + Collect, delivery on Just Eat and Uber Eats, digital customer insight and self-service ordering trials and data tools for business decisions are all part of Greggs’ digital strategy (Chaffey and Ellis-Chadwick, 2022). These channels demonstrate that Greggs are no longer relying on digital technology for promotional activities only but are now integrating digital into their overall operating model. Customer engagement is now important in attracting and retaining customers in digital channels, as digital scan accounted for 26.7% of all company-managed shop transactions in 2025, while delivery generated a total of 6.8% of all shop transactions. The app also provides Greggs important insights into customer buying habits, customer loyalty and popular items and time of day demand, which can be used to inform menu planning, reward customers for buying their products and predict stock demand and purchases (Greggs plc, 2026b).
But the important point is profitability and quality. While delivery baskets might be bigger, net margins may be hurt by platform commission, packaging, labour time, and order preparation complexity and potential delays. Likewise, rewards for the apps can help cultivate loyalty, and too many deals can just be a cost of customers who would have bought them anyway. So, while digital channels can be a tool that Greggs can use to drive sales, it should also be one they can turn to for a better understanding of forecasting, queue management, customer life time value, product availability and day-part utilisation. When properly managed, digital can be a strategic tool that increases efficiency and customer loyalty and not a cost centre to promote (Teece, 2007; Greggs plc, 2026b).
[bookmark: _Toc233326217]5. Element 4: Financial Planning and Comprehensive Financial Analysis
Greggs' financial record shows good scaling and a definite margin warning. Sales are expected to increase from GBP1,229.7 million in 2021 to GBP2,151.2 million in 2025, at a compound annual growth rate of around 15.0%. But profit before tax has increased from GBP145.6 million to just GBP171.9 million during the same period and has not grown as quickly as sales. The economy of growth is the most crucial financial insight that matters in the business plan, as growth is real, but the economy of growth weakened in 2025 (Greggs plc, 2023; Greggs plc, 2026b).

Figure 2: Greggs revenue and profit after tax, 2021-2025 (editable native Word chart; data sources: Greggs plc, 2026a; 2024; 2025; 2026b).
Revenue growth remained positive in 2025, but the rate slowed to 6.8% after 11.3% in 2024 and 19.6% in 2023. The slowdown is significant, as Greggs was simultaneously incurring higher fixed costs due to manufacturing, logistics and technology capacity. A business plan centred on the sole objective of growing sales would thus be incomplete; rather, the focus should be on sales quality, labour productivity, returns on the sites, and profitability of the channels (Greggs plc, 2026b).

Figure 3: Underlying PBT margin and ROCE, 2021-2025 (editable native Word chart; data sources: Greggs plc, 2022; 2026a; 2026b).
Profitability substantiates the worry. Underlying PBT margin fell to approximately 8.0% in 2025 from 9.4% in 2024, and ROCE fell to 16.0% from 20.3%. This does not mean that the business is failing as cash generation and market share are strong, but it does mean that the expansion plan needs to pay off the capital invested in additional logistics space and the building of stores (Greggs plc, 2026b).

Figure 4: Greggs shop estate growth, 2021-2026 YTD (editable native Word chart; data sources: Greggs plc, 2022; 2026a; 2026b; 2026d).
The estate grew from 2,181 shops at the end of 2021 to 2,739 at the end of 2025 and to 2,759 by 9 May 2026. These sales per shop rose from around GBP564,000 in 2021 to GBP785,000 in 2025, indicating that growth has not been attributed simply to an increase in the number of shops. However, this is the possibility of inflationary and mix effects as part of the improvement, which should be monitored by management and not average revenue from each shop (Greggs plc, 2022; Greggs plc, 2026b; Greggs plc, 2026d).
	Metric
	2021
	2022
	2023
	2024
	2025
	Critical interpretation

	Revenue/sales (GBPm)
	1,229.7
	1,512.8
	1,809.6
	2,014.4
	2,151.2
	Strong five-year scaling but slowing growth in 2025.

	Underlying PBT (GBPm)
	145.6
	148.3
	167.7
	189.8
	171.9
	Profit growth lagged sales growth and reversed in 2025.

	PAT (GBPm)
	117.5
	120.3
	142.5
	153.4
	122.2
	Net profit decline shows cost/tax/exceptional pressures.

	Underlying PBT margin
	11.8%
	9.8%
	9.3%
	9.4%
	8.0%
	Margin compression is the central financial risk.

	Total shops
	2,181
	2,328
	2,473
	2,618
	2,739
	Expansion remains controlled but capital intensive.

	Revenue per shop (GBP000)
	564
	650
	732
	769
	785
	Improvement shows productivity, but price inflation must be separated from true volume growth.


Table 7: Financial analysis summary, 2021-2025.
What is more important than Greggs' history of raising capital in the past is its ability to reinvest in the business at this time in order to expand, which is achieved primarily through operating cash and balance-sheet strength. Despite the reduction in net cash from GBP125.3m in 2024, when shops and production facilities were undergoing their highest level of capital investment, it maintained a net cash position of GBP45.8m and available liquidity of GBP145.8m in 2025 (Greggs plc, 2026b). Thus, the financial plan ought to be concerned with enhancing Derby/Kettering logistics, automation, payback-based website options and profitable electronic development to re-establish ROCE and secure value (Greggs plc, 2026b; Teece, 2007).

Figure 5: Greggs 2025 underlying cost base composition (editable native Word chart; data source: Greggs plc, 2026c).
The situation also serves as a reminder of the importance of operational discipline for Greggs. People costs represented 39% and food/packaging 33% of the underlying cost base in 2025. They will be hard to cut without impacting service or quality, and so there will be more levers to pull on in terms of productivity, labour scheduling, waste control and procurement cover rather than relying on broader financial adjustments (Greggs plc, 2026c).
[bookmark: _Toc233326218]6. Conclusion and Business Plan Priorities
The point of simplicity and value has been transformed into a food-to-go national platform, and Greggs still makes a good entrepreneurial case. It offers defensible advantages through its brand, scale, supply chain, application, partnerships and alternative location. However, the new bottom line is that Greggs is transitioning to a phase where it has a more mature and cost-sensitive customer base. It is not only about the number of stores, sales growth and brand affinity; it has to prove that every new channel and new site adds to the profit quality (Greggs plc, 2026a; Porter, 1985).
There is a recommended business plan: be a value leader and be more selective: target higher returns and catchments. simplify profitable menu innovation: Make sure that profits from new menu items are realised in the right way; use app data for incremental frequency: Profit from user data in the app; manage delivery economics: Consider the costs and benefits of logistics investments and finance logistics investments with measurable savings: Invest in logistics with measurable ROI. With this approach to growth, Greggs could make the expansion beyond 3,000 shops a realistic prospect. An expansion that is just for size is risky because it is likely to involve lower returns, poorer margins, and strategic overstretch (Barney, 1991; Teece, 2007).
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[bookmark: _Toc233326221]Appendix A: Comprehensive financial data and ratios
	Year
	Sales (GBPm)
	Sales growth
	Underlying PBT (GBPm)
	PAT (GBPm)
	Underlying PBT margin
	ROCE
	Total shops
	Sales/shop (GBP000)

	2021
	1,229.7
	n/a
	145.6
	117.5
	11.8%
	23.0%
	2,181
	564

	2022
	1,512.8
	23.0%
	148.3
	120.3
	9.8%
	21.0%
	2,328
	650

	2023
	1,809.6
	19.6%
	167.7
	142.5
	9.3%
	21.1%
	2,473
	732

	2024
	2,014.4
	11.3%
	189.8
	153.4
	9.4%
	20.3%
	2,618
	769

	2025
	2,151.2
	6.8%
	171.9
	122.2
	8.0%
	16.0%
	2,739
	785

	2026 YTD
	800.0 (19 weeks)
	7.5%
	n/a
	n/a
	n/a
	n/a
	2,759
	n/a


Appendix Table A1: Financial and operating data used for charts and ratio analysis.
[bookmark: _Toc233326222]Appendix B: Financial diagnostic and recommendations
	Financial issue
	Evidence
	Business risk
	Recommended control

	Margin compression
	Underlying PBT margin fell to 8.0% in 2025.
	Sales growth may not translate into shareholder value.
	Track contribution margin, waste, labour hours per transaction and gross margin by product.

	ROCE decline
	ROCE fell to 16.0% in 2025.
	Capital investment may dilute returns if benefits are delayed.
	Apply milestone-based approval to Derby, Kettering and future capacity projects.

	Delivery economics
	Delivery was 6.8% of company-managed shop sales.
	Sales may be lower quality after fees and labour.
	Measure delivery contribution by basket, daypart and store.

	Estate saturation
	2,739 shops at end-2025; target about 120 net openings in 2026.
	Cannibalisation may reduce sales density.
	Use catchment analysis and payback testing before openings.

	Cost base pressure
	People and food/packaging represented 72% of the cost base.
	Value promise may be squeezed by unavoidable costs.
	Use scheduling, automation, supplier cover and menu simplification.


Appendix Table B1: Financial diagnostic and control actions.
[bookmark: _Toc233326223]Appendix C: PESTEL context summary
	Factor
	Critical impact on Greggs

	Political/legal
	National Insurance, wage regulations, food safety and allergen rules affect labour cost, compliance and menu operations.

	Economic
	Cost-of-living pressure supports value food-to-go but limits discretionary trading-up and makes price increases sensitive.

	Social
	Health, protein, vegan/vegetarian and convenience trends create menu opportunities but challenge the traditional bakery identity.

	Technological
	App loyalty, delivery platforms, self-service ordering and AI-enabled forecasting can increase productivity if they improve decisions rather than merely add costs.

	Environmental
	Packaging, food waste, energy use and transport emissions affect both operating cost and brand legitimacy.

	Competitive
	Food-to-go substitutes are broad, meaning Greggs competes with specialist bakeries, supermarkets, QSR chains and coffee shops simultaneously.


Appendix Table C1: PESTEL summary for wider business environment.
[bookmark: _Toc233326224]Appendix D: Implementation roadmap
	Timeframe
	Priority
	KPI
	Reasoning

	0-6 months
	Protect value perception and improve labour scheduling.
	Transaction frequency, labour hours per GBP sales, customer value score.
	Immediate margin support without damaging customer trust.

	6-12 months
	Complete Derby ramp-up and link capacity to shop availability.
	On-time delivery, waste, availability, logistics cost per unit.
	Capacity must generate efficiency, not just higher fixed cost.

	12-24 months
	Open only high-return sites in underrepresented catchments.
	Payback period, sales density, cannibalisation rate.
	Estate growth must be selective and financially justified.

	24+ months
	Use app/AI data for personalised frequency and menu forecasting.
	App scan rate, incremental visits, waste reduction, customer lifetime value.
	Digital capability should improve economic quality of sales.


Appendix Table D1: Business plan implementation roadmap.
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