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Abstract 
This marketing plan is designed to meet Greggs' strategic requirements. It aims to enhance its long-term competitiveness by meeting the growing demand of consumers for healthier food options, while maintaining its core positioning of low cost and convenience. Based on a comprehensive analysis conducted using PESTEL, Porter's Five Forces Model, VRIN, and SWOT frameworks. Greggs has limited range of healthy products, leading customers to shift to competitors that focus on health. To address this threat and fully leverage Greggs' advantages, this plan sets clear and measurable marketing goals. According to the SOSTAC guideline, this strategy adopts a focused differentiation approach and product development direction. The target customer groups include price-sensitive daily consumers, office commuters, and mainstream families seeking affordable, convenient, and healthier fast food. This includes launching the "Healthy Choices" product line, targeted marketing, employee training, and clear nutritional labels, which help Greggs seize growth opportunities while maintaining its convenience and operational efficiency.
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1.0 Introduction
Greggs is the largest low-cost fast-food chain in the UK(Inc, no date). Previously, its external macro-environment was analyzed through the PESTEL model, the industry competition situation was analyzed through Porter's Five Forces model(The Five Competitive Forces That Shape Strategy - Article - Faculty & Research - Harvard Business School, no date), its internal environment was evaluated using the VRIN framework, and the overall situation was analyzed through the SWOT model(admin, 2023). Greggs benefited from its strong brand loyalty, extensive store coverage, efficient internal supply chain, and stable cost advantages(Greggs Corporate | Results and regulatory news, no date). However, it also has key weaknesses, including excessive reliance on traditional products, limited healthy options, and an increased loss of customers to health-conscious competitors(GRG DCF Valuation - Greggs PLC, no date).
According to the SOSTAC guideline, based on marketing goals, develop actionable 7Ps strategies, outline practical implementation plans, establish monitoring and adaptation mechanisms, carry out healthy product innovation, and optimize health-oriented brand positioning to enhance long-term competitiveness while maintaining Greggs' core values and convenience advantages.

2.0 Situation Analysis
2.1 External Environment
In terms of politics, the British government implemented strict anti-obesity regulations and mandatory calorie labeling, prompting Greggs to re-formulate its products(Essman et al., 2025). In the economic aspect, high inflation increased operational costs but enhanced consumers' demand for affordable food, supporting Greggs' low-price positioning(UK Fast Food Industry Size Share Growth & Analysis - 2034, no date). In the social aspect, the growing awareness of health promoted the demand for lighter and more balanced portable meals(UK Food Service Market Insight Report 2025–2028, no date). In the technological aspect, online ordering and increased efficiency were achieved. In the environmental aspect, laws reduced plastic usage and lowered carbon emissions(Wider Determinants of Health: statistical commentary on the location of fast food outlets, February 2025, no date). In the legal aspect, Greggs must maintain high food safety standards and provide transparent product information.

2.2 Industry Competitive Environment
The fast food industry in the UK is highly competitive, with fierce competition from large chain enterprises such as McDonald's and Starbucks, as well as emerging healthy and quick-service brands. Due to the high capital investment required for supply chain and store network construction, the threat from new entrants is relatively low. The threat of substitution is at a medium level, as supermarket sandwiches and high-quality salads attract health-conscious consumers. Greggs has strong bargaining power with suppliers due to its large purchase volume, while consumers' bargaining power is constrained by high brand loyalty and low prices.

2.3 Internal Capabilities
Through the VRIN framework analysis, Greggs possesses valuable, scarce, non-replicable, and non-substitutable advantages. Its store density, national brand identity, low-cost supply chain, and standardized operation system have created sustainable competitive advantages that are difficult for competitors to easily replicate. These capabilities support stable product quality, high convenience, and strong customer loyalty.

2.4 SWOT Summary & Strategic Focus Area
The strengths of Greggs include low costs, extensive store coverage, strong brand loyalty, and control over the supply chain. Its weaknesses lie in its limited understanding of healthy products and its excessive reliance on traditional product lines. Opportunities include the growing demand for affordable healthy food and the development of eco-friendly brands. Threats include rising costs and customer loss to competitors who focus on health.
The strategic priorities selected for the marketing plan are to innovate healthy products and reposition the brand, in order to enhance health awareness, reduce customer attrition rates, and drive sustainable sales growth without abandoning Greggs' value positioning.
3.0 Marketing Objectives
3.1 SMART Objectives
Based on Greggs' weaknesses, opportunities and threats. According to the SMART principle(Johnson et al., 2020), Greggs should increase the sales contribution rate of health-oriented products, and ensure that the highest price premium of the newly launched healthy products compared to the standard product line does not exceed 10 - 15 pence, so as not to affect the affordability and accessibility of the products.

3.2 Alignment with Organizational Goals
This will help Greggs achieve its corporate goals such as sustainable growth and long-term brand stability. By improving the health level of the product range, it reduces reputational risks, expands its appeal to health-conscious consumers, and enhances its defensive advantage over competitors targeting the health-consumption market.

4.0 Marketing Strategy
4.1 Segmentation, Targeting and Positioning (STP)
Market segmentation has identified three main groups: price-sensitive daily consumers, office and commuters seeking convenience, and mainstream family customers who prioritize balance and do not seek high prices. These customers are those who seek low-cost, convenient, and now healthier food(Agency and Ireland, 2025).
Target positioning focuses on Greggs' core customer group, individuals who seek low-cost, convenient, and healthier food. This group avoids expensive salad chains and is increasingly avoiding overly indulgent fast food. For the existing customer group, Greggs needs to reduce acquisition costs and leverage its existing stores and supply chain resources to enhance its competitive advantage.
Greggs' positioning should be a chain of fast food restaurants that offer reasonably priced, convenient, and healthy food in daily life.


4.2 Competitive Strategy
Greggs will adopt Porter's focus on differentiation strategy. Differentiation is achieved through healthy products, clear nutritional transparency, and convenient store access. The focus remains on the mass market rather than the high-end niche market. This strategy can avoid direct price wars and address the health trend without sacrificing affordability.

4.3 Strategic Direction
According to the Ansoff Matrix, Greggs should adopt a product development strategy. Introduce a new health product line in the existing market in the UK. This strategy has lower risks, makes use of the existing infrastructure, and is conducive to addressing the weakness pointed out in the SWOT analysis, which is the limited availability of health options(Mintel announces Global Food and Drink Trends for 2025 | Mintel, no date).

4.4 Strategic Justification
This strategy leverages Greggs' supply chain and store advantages, meets the social demand for healthier food, mitigates the threat of customer attrition, and transforms the weakness of poor health perception into an opportunity for growth(Government response to the House of Lords Food, Diet and Obesity Committee’s report ‘Recipe for health: a plan to fix our broken food system’, no date). This strategy is in line with the actual situation and is in line with Greggs' organizational capabilities.

5.0 Marketing Tactics
5.1 Product
Greggs can launch a new series, a new product line focusing on "Healthy Choices". These products will contain lower calories, less sugar and salt, higher fiber content, and plant-based alternatives. This product line can include lighter sausage rolls, high-fiber wraps, fruit canned goods, low-sugar baked goods, and pre-packaged balanced meal combinations. All products will display clear front nutrition labels to support consumers in making informed choices and comply with relevant regulations in the UK(Aschemann-Witzel and Zielke, 2017).

5.2 Price
The pricing will follow the strategy of Greggs' other products. The "Healthy Choice" series will be sold at a price 10 to 15 pence higher than the standard products to cover the additional raw material costs, while still maintaining its appeal to core customers(Julia et al., 2020). This pricing strategy maintains Greggs' low-cost positioning and helps to retain customer loyalty among those consumers who value price but also health.

5.3 Place
The "Healthy Choices" product line of Greggs will be fully launched in over 2,600 Greggs stores across the country. Special health sections will be set up near the store entrances to increase visibility(Reisch and Thøgersen, 2015). The Greggs app and website will give priority to displaying healthy meals, allowing for advance reservations and reducing waiting times. The nationwide coverage ensures maximum convenience and strengthens the core advantage of convenience.

5.4 Promotion
The marketing activities will be carried out through in-store signage, application notifications, social media, and employee recommendations. The promotional content will emphasize balance, convenience, and affordability, rather than extreme dieting methods. Collaborations with micro-influencers in the family and lifestyle sectors will help enhance brand reputation and are less costly.

5.5 People
The staff at Greggs will receive brief training on the "Healthy Choices" range of products, including their nutritional value and common customer questions. Providing consistent and friendly customer service will enhance customer trust and encourage them to make purchases. This training method is efficient and convenient, allowing for maintaining operational speed and reducing costs.
5.6 Process
The " Healthy Choices " products will adopt the same fast service process as regular products. The pre-order packages available on the application will speed up the purchasing process and reduce queuing time, ensuring convenience through an efficient process.

5.7 Physical Evidence
During the production process, Greggs clearly marked the calorie information of the products on the packaging, used environmentally friendly recyclable packaging, and set up a dedicated healthy section in the store to enhance the brand's healthier image. The intuitive labels can directly meet the compliance requirements and enhance consumers' perception of health.

6.0 Action Plan
6.1 Implementation Timeline
Early stage: Product development, supplier testing, and small-scale pilot programs in some stores.
Mid-stage: Regional promotion, internal training, and local marketing activities.
Late stage: Nationwide full-scale promotion, continuous performance evaluation, and product improvement.

6.2 Resource Requirements
This plan makes use of the existing supply chain, store network and digital platform. The additional budget required for the "Healthy Choices" series includes costs for packaging design, social media promotion, procurement of in-store promotional materials, and employee training.

6.3 Responsibilities & Stakeholders
Marketing team: Activity design, information dissemination, and performance monitoring.
Supply chain and product development: Formula formulation, quality control, and supplier coordination.
Operations team: Store implementation, training, and daily distribution.
Senior management: Supervision, budget approval, and strategic coordination.

6.4 Risk Assessment & Mitigation
The key risks are prioritized using a risk matrix (likelihood × impact degree).
The main risks include rising raw material costs, which can be mitigated by locking in prices with existing suppliers and adjusting formulas.
Low customer acceptance, which can be addressed through pilot tests and rapid iterations. Inconsistent store execution, which can be alleviated through standardized training and spot checks. 
Continuous cost control leverages Greggs' strong bargaining power with suppliers to minimize the impact of inflation.

7.0 Control, Monitoring & Adaptation
7.1 Key Performance Indicators (KPIs)
The monthly sales proportion of the "Healthy Choices" product series.
The quarterly customer churn rate targeting competitors who prioritize health.
The quarterly rating in the customer survey regarding brand health awareness.

7.2 Monitoring Methods & Frequency
Sales data will be reviewed by the marketing and operations teams on a weekly basis. Customer surveys and analysis of competitor attrition will be conducted quarterly. Digital interaction metrics (application clicks, social media interactions) will be monitored monthly(Song et al., 2025).

7.3 Performance Evaluation
Performance will be assessed based on 12-month SMART goals(There’s a S.M.A.R.T. way to write management’s goals and objectives, no date). Difference analysis will identify underperforming products, underperforming store areas, or ineffective promotional activities. The evaluation results will be communicated to each department to ensure clear accountability and facilitate the implementation of corrective measures(Bandyopadhyay and Nandan, 2025).

7.4 Continuous Improvement & Adaptation
This plan will be adjusted based on actual performance. Products with poor sales will be removed or re-formulated(Chaves, 2025). If there is customer resistance, prices will be adjusted. Promotional information will be optimized using participation data. Regular adjustments can ensure responsiveness to market changes and support long-term continuous improvement.

8.0 Conclusion
This marketing plan aims to consolidate Greggs' market position by integrating health-oriented innovation into its existing low-cost and highly convenient model. By adopting a product development strategy and targeted differentiation methods, Greggs launched the "Healthy Choices" product line without losing its core customer base that values value. The 7Ps strategy is designed to leverage existing infrastructure, maintain the lowest price premium, and ensure consistent implementation across all stores. This action plan outlines practical stages, resource requirements, and risk mitigation measures, while a monitoring framework with clear key performance indicators enables flexible adaptation. Ultimately, this plan enables Greggs to reduce the risk of being eliminated by health-oriented competitors, enhance its brand reputation, and drive sustainable sales growth, thus achieving long-term stable development in the highly competitive fast-food industry in the UK.
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