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Executive Summary 

An extensive review of Greggs UK-based bakery chain marketing environment both inside and 
out serves to establish strategic directions. The study begins by explaining Greggs as a UK-based 
baking chain followed by its mission statement alongside its market performance trends. The 
analysis examines the existing outside market factors affecting the organization through studies 
of industry patterns together with assessments of market dimensions and expansion potentials. A 
comprehensive PESTEL analysis presents political, economic, social, technological, 
environmental, and legal elements which affect Greggs' management operations. 

The analysis of competitive forces relies on Porter's Five Forces model to examine crucial 
market rivals' strengths and weaknesses while studying their market position through strategic 
and market share evaluation. The internal analysis part emphasizes how Greggs utilizes its 
resources and capabilities to preserve its market leadership position. The company performs a 
SWOT analysis to detect both its organizational strengths and weaknesses combined with 
available market opportunities and dangerous threats. 

The summary contains essential information which Greggs requires to build its new strategic 
marketing strategy while establishing alignment between outer organizational factors and 
internal assets discovered in the analysis. 
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1. Introduction to Greggs Plc 

Greggs operates as a leading bakery chain throughout United Kingdom with its founding in 1939 
at Newcastle upon Tyne. Greggs has built from its foundation in 1939 into a primary 
food-on-the-go retailer in the United Kingdom where it provides numerous bakery items 
including sandwiches and pastries along with salads and soups and drinks. Through its more than 
2000 UK-based stores Greggs prioritizes delivering cost-effective quality items to serve 
customers through convenient options. 

Greggs follows the mission to providing fresh prepared food with excellent taste through fast and 
convenient service at reasonable prices to customers. Greggs uses their mission to represent their 
dedication to providing low-priced goods that uphold product excellence standards. 

Market performance has been positive for Greggs as the company has seen continuous growth 
through increased sales while extending their share of the market. The food retail industry 
competition has not stopped Greggs from building its brand identity through providing fresh 
quick meals at reasonable prices. Strong brand recognition and customer loyalty combined with 
market adaptation capabilities sustain Greggs during periods of performance success especially 
through their launch of healthy diverse products. 
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Mission Statement 

The mission of Greggs directs the company to achieve the status of food-on-the-go consumers' 
first choice. The company demonstrates its commitment to providing freshly made tasty food 
combined with excellent value and user-friendly locations through this mission. To achieve this, 
Greggs focuses on several strategic pillars: 

●​ Great Tasting, Freshly Prepared Food: By focusing on quality and flavor Greggs 
prepares their freshly made products with responsibly sourced components. 

●​ Best Customer Experience: Fast service and friendly staff create an environment that 
produces high customer satisfaction at the company. 

●​ Competitive Supply Chain: By controlling its supply chain Greggs establishes 
high-quality standards throughout their manufacturing and distribution operations which 
leads to uniform product consistency in every retail location. 

●​ First-Class Support Teams: Support teams receive advanced systems combined with 
training to provide outstanding service for colleagues and customers. 

These pillars reflect Greggs' holistic approach to fulfilling its mission, focusing on product 
excellence, customer service, operational efficiency, and team support. 

Market Performance 

In 2021, Greggs outlined an ambitious plan to double its sales over the next five years, aiming to 
surpass 3,000 retail locations. This growth strategy is centered around four key drivers: 

1.​ Growing the Greggs Estate: The expansion strategy of supermarket outlets will take 
shape through establishment of new stores along with relocating existing locations for 
delivering better access to customers across the country. 

2.​ Extending Trade into the Evening: The expansion of Greggs' menu coupled with their 
extended hours aims to gain a significant portion of the evening food business that 
provides dining options after regular business hours. 

3.​ Digital Channels: The Greggs App along with Click + Collect services joined by 
delivery partnerships with Just Eat and Uber Eats provides the company with enhanced 
digital capabilities that target customer requirements for convenience and flexibility. 

4.​ Broadening Customer Appeal and Driving Loyalty: The company attracts broader 
audiences and boosts customer loyalty by focusing on permanent product advances 
together with strategic coalition development and sustainability programs stated in "The 
Greggs Pledge." 

Despite economic challenges, Greggs has demonstrated resilience, reporting a 14% increase in 
first-half sales and a 16% rise in underlying pre-tax profit in recent periods. The high 
performance demonstrates both organizational adaptability to market changes and effective 

5 



 

expansion strategies and devoted customer base retention. The strategic areas where Greggs 
concentrates put the company in an advantageous position to maintain ongoing growth and 
success against competitors serving the food-on-the-go market. 
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2. External Market Conditions Impacting Greggs Plc 

Industry Trends, Market Size, and Growth 

Greggs Plc operates within the highly competitive UK food-on-the-go and bakery market, which 
has seen significant transformation in recent years. The industry is characterized by evolving 
consumer preferences, technological advancements, and economic pressures, all of which impact 
Greggs’ strategic direction and market positioning. 

Industry Trends 

1.​ Increased Demand for Convenience – The market demands food-on-the-go solutions 
from Greggs because consumers want affordable meals delivered through quick 
accessible options. The growing business trend encompasses drive-thru services as well 
as click-and-collect operations and residential delivery services. 

 

2.​ Health and Sustainability Focus – People increasingly choose nutritious meals coupled 
with eco-friendly methods of operation. Greggs has addressed changing consumer 
demands by releasing vegan-friendly products while reducing salt and sugar content in 
their menu while making sustainability pledges through “The Greggs Pledge.” 

 

3.​ Expansion of Digital and Delivery Services – The market underwent changes because 
consumers began using digital ordering platforms in combination with third-party 
delivery services like Just Eat and Uber Eats. Greggs devoted resources to build mobile 
applications and delivery collaboration efforts to access the rising online marketplace. 

 

4.​ Inflation and Cost-of-Living Pressures – Increasing raw material expenses together 
with energy costs and labor fees have produced food price inflation which reduces 
consumer purchasing capabilities. The company manages to stay competitive through 
affordable prices and cost-effective meal packages for customers. 

Market Size and Growth 

●​ The UK food-to-go market is valued at approximately £22 billion and is projected to 
grow by 5.7% annually over the next five years. 

●​ Greggs reported a 14% increase in first-half sales in 2023, with total revenue reaching 
approximately £1.5 billion. 
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●​ The company aims to expand its retail presence, targeting 3,000 locations from its 
current 2,000+ stores, highlighting its commitment to growth. 

PESTEL Analysis 

A PESTEL analysis helps examine the macro-environmental factors impacting Greggs' 
operations and strategic direction. 

Political Factors 

●​ Government Regulations – Operations at Greggs require strict adherence to UK food 
safety protocols as well as employment laws and health regulations. 

●​ Brexit-Related Trade Challenges – UK withdrawal from the EU caused supply chain 
problems while creating increased costs for imports and exports and workforce shortages 
that influenced ingredient costs. 

Economic Factors 

●​ Inflation and Cost-of-Living Crisis – Rising energy costs and raw material expenses 
affect business operations and consumer purchasing behavior so Greggs bases its pricing 
strategy on affordability. 

●​ Labor Market Pressures – The combination of rising minimum wage requirements and 
workforce shortage pressures Greggs to create optimal workforce management systems 
which deliver quality service. 

Social Factors 

●​ Health Consciousness – Greggs continues to develop its product line with low-calorie 
choices alongside vegan options and items made to address dietary allergies as consumer 
interest in healthful alternatives keeps increasing. 

●​ Urbanization and Busy Lifestyles – As more people seek convenient meal options, 
Greggs benefits from its strategic store locations in high-footfall areas, such as train 
stations, high streets, and business districts. 

Technological Factors 

●​ Rise of Digital Ordering and AI – Greggs has embraced digital innovation through its 
mobile app, loyalty program, and AI-driven supply chain management to enhance 
customer experience and operational efficiency. 

●​ Expansion of Delivery Services – Greggs has aligned with third-party platforms to meet 
growing customer needs for home and office food deliveries because online food delivery 
has expanded rapidly. 
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Environmental Factors 

●​ Sustainability Commitments – Greggs has pledged to reach net-zero carbon emissions 
by 2040 and is investing in eco-friendly packaging, reducing food waste, and using 
sustainable sourcing methods. 

●​ Climate Change Impact – Extreme weather events together with modified weather 
patterns create supply chain interruptions which leads to both ingredients becoming 
scarce and their prices increasing. 

Legal Factors 

●​ Food Safety and Hygiene Laws – Greggs requires strict compliance with regulations to 
verify that its food products comply with UK health and safety standards. 

●​ Employment and Labor Laws – Employment laws such as wage regulation and 
workplace environment standards along with diversity and inclusion guidelines will 
govern Greggs' workforce practices to uphold their strong employee base. 

Conclusion 

The market where Greggs Plc operates experiences dynamic changes because of consumer 
preference alterations together with economic patterns and technological innovations. The risks 
from external stress points like inflation and Brexit affect Greggs positively because its adaptable 
approach and digital transformation and its sustainability initiatives position it effectively to 
expand in the UK food-on-the-go market. 
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3. Competitive Environment  

Porter's Five Forces Analysis for Greggs (UK) 

1. Threat of New Entrants 

New entrants pose moderate to low risks to the UK bakery and fast food industry. The industry 
presents some initial entry barriers which include expensive equipment requirements and the 
need for extensive supply chains but offers minimal obstacles to operational production 
activities. The combination of Greggs' established brand power and broad store locations 
together with scale advantages produces strong obstacles for new competitors to establish 
themselves on Greggs' level. Greggs improves the market accessibility for competitors by 
maintaining loyal customer relationships while maintaining high quality standards thus making it 
difficult for new entrants to challenge the position in the industry. 

2. Bargaining Power of Suppliers 

Greggs maintains low supplier power because of its large scale and diverse business operations. 
Because Greggs obtains ingredients from multiple providers the company retains flexibility 
along with competitive prices. Greggs maintains low supplier power because the company 
depends on specific suppliers for key ingredients like fresh bread and meat. This situation could 
change if those suppliers lack substitute ingredients or if there are not enough suppliers in the 
market. The movement towards sustainability combined with ethical ingredient sourcing 
practices will probably alter Greggs' supplier relationship management. 

3. Bargaining Power of Buyers 

Customers in UK bakery markets have a moderate influence on suppliers' abilities to earn profits. 
Customers of Greggs face several options to buy fast food offerings and sandwiches and bakery 
items from Pret a Manger and Subway alongside neighborhood independent bakeries. The 
company has successfully gained dedicated customer loyalty by delivering premium products at 
reasonable costs and making available distinct vegan and health-focused items. The vegan 
products Greggs introduced successfully expanded their customer reach which reduced customer 
power to some degree. 

4. Threat of Substitutes 

Greggs faces substantial substitute threats because customers can easily choose from numerous 
food alternatives including fast food restaurants together with their local dining spots and 
supermarket prepared meals. Companies like Pret a Manger, Subway, and fast food chains like 
McDonald's pose significant competition. Greggs maintains superior appeal through its fresh 
production lines of baked goods and sandwiches as well as salads combined with its emphasis on 
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quality ingredients which provides distinct advantages relative to certain food replacement 
choices in the UK market. 

5. Industry Rivalry 

The UK bakery and fast food sector is extremely highly rivalrous. Competition is also tough for 
Greggs against major players including Pret a Manger, Subway, Costa Coffee and independent 
bakeries and increasing number of supermarkets offering ready-to-eat meals. Pricing, quality, 
and convenience are the major factors on which the competition is formed. Greggs' cise of 
innovation has led on new menu items, such as support the option on vegan fillings, and growth 
delivery chat, and this is keeping it ahead of the market. This high level of rivalry also has 
something to do with Britain’s saturation market of fast food and bakery chains. 

 

Key Competitors of Greggs in the UK: Market Share, Strengths, Weaknesses, and 
Strategies 

 

Competitor Market Share Strengths  Weaknesses  Key Strategy 

Greggs ~25% - Strong brand 
recognition 
- Affordable 
pricing 
- Wide range of 
products, including 
vegan options 
- Extensive store 
network 

- Limited international 
presence 
- Lower premium 
product offering 
compared to 
competitors 

- Menu innovation 
(e.g., vegan options) 
- Affordable pricing 
- Sustainability efforts 
- Expansion of 
delivery and digital 
services 

Pret a Manger  ~15% - Premium, 
high-quality 
ingredients 
- Focus on 
health-conscious 
food (e.g., vegan, 
vegetarian options) 
- Strong brand 
presence 

- Higher price points 
than Greggs 
- Limited reach outside 
of major cities 

- Focus on fresh, 
healthy food 
- Sustainability 
initiatives (e.g., waste 
reduction) 
- Expansion of store 
network and digital 
platforms 

Subway ~10% - Customizable 
menu with fresh 
ingredients 

- Perception of 
inconsistent quality 
- Limited product 

- 
Customization-focuse
d offerings 
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- Affordable 
pricing 
- Global presence 

innovation compared to 
competitors 

- Targeting 
value-conscious 
customers 
- Focus on 
convenience and speed 
of service 

Costa Coffee ~10% - Strong brand in 
the coffee segment 
- Extensive range 
of hot and cold 
beverages 
- Drive-thru 
locations 

- Limited emphasis on 
fresh bakery items 
- Higher prices 
compared to Greggs 

- Expansion of 
drive-thru services 
- Focus on coffee-led 
experiences 
- Growing loyalty 
programs and online 
ordering services 

Independent 
Bakeries 

~20% - Strong local 
presence 
- Unique, artisanal 
offerings 
- Close ties with 
local communities 

- Smaller scale 
compared to larger 
chains 
- Limited national 
exposure 

- Focus on local 
customer engagement 
- Offering niche, 
premium products 
- Emphasis on freshly 
baked, artisanal items 

Supermarket 
Chains (e.g., 
Tesco, 
Sainsbury's) 

~20% - Competitive 
pricing 
- Convenience of 
in-store bakery 
sections 
- Wide distribution 
and reach 

- Perception of 
lower-quality offerings 
- Limited focus on fresh 
bakery items compared 
to Greggs 

- Focus on 
ready-to-eat meals 
and meal deals 
- Expanding in-store 
bakery sections 
- Offering convenience 
for busy customers 

 

 

Key Insights from Competitors' Strategies 

●​ Greggs maintains competitive pricing and innovative menu additions of vegan along with 
health-focused items to satisfy price-conscious demographic customers. The company 
makes sustainability a priority and provides delivery services while using digital 
technology to expand branch networks. 

 

●​ Pret a Manger addresses a customer group that desires upscale health-oriented meals 
which come with superior cost. Their commitment to sustainability together with fresh 
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ingredients enabled Pret a Manger to establish brand strength despite facing 
price-sensitive customers who tend to limit their reach to major cities. 

 

●​ Subway attracts numerous customers because it lets customers customize their orders at 
affordable prices. The restaurant faces two significant business hurdles through its weak 
capability to introduce new products as well as inconsistent operations among its store 
networks. Subway maintains a competitive position in the quick-service market through 
its quick service of customizable meals that cost customers less money. 

 

●​ Costa Coffee operates strongly within the coffee market with various beverage options 
and baked goods. Costa Coffee shows limitations in its capacity to compete head-to-head 
against Greggs in the bakery market. Costa Coffee has directed its efforts toward 
drive-thru facilities and consumer loyalty initiatives to enhance customer loyalty. 

 

●​ Local independent bakeries cultivate handmade baked goods from regional sources to 
serve customized customer segments. Independent bakeries face difficulties achieving the 
national presence and vast scale operations that Greggs and Costa operate at. The main 
advantage of independent bakeries arises from their ability to connect with local markets 
while offering high-end foods. 

 

●​ Retail superstores capitalize on consumer demand for convenience by providing prepared 
food branches along with expanding bakery services within their stores. Their customer 
base consists of people who seek the combination of budget-friendly prices and easy 
access. 

Market Share and Strategies of Greggs 

Greggs maintains a strong position in UK bakery sectors by commanding a 25% estimated 
market share which positions it as the market leader. The company's broad customer base 
accounts for this substantial market footprint through its diverse offerings for price-sensitive and 
health-conscious customers and vegans. The brand maintains its powerful position because it 
operates more than 2,000 stores throughout the UK in locations that serve major traffic flows 
around central cities and shopping centers as well as transportation centers. Through its vast 
store network and affordable pricing model Greggs remains competitive against rival businesses 
consistently. 
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Greggs maintains market relevance by continuously updating its menu which constitutes a key 
strategic move. Greggs experienced exceptional success when it introduced vegan food such as 
the Vegan Sausage Roll because this move targeted increasing customer demand for plant-based 
diets. Greggs maintains affordability standards by offering high-quality food at affordable pricing 
that attracts diverse customer groups from professional workers to families and students. Greggs 
puts equal emphasis on its approach towards sustainability and digital transformation as part of 
its strategic framework. The brand leverages Uber Eats along with other delivery platforms to 
deliver meals to customers who want easy access to their products. The company's sustainability 
initiatives that decrease waste production and harness a greener environmental approach attracts 
modern environmentally-minded customers. 

Greggs maintains its market leadership position through persistent fresh and cost-effective 
product offerings and store network expansion and digital outreach and sustainable initiative 
investments which draw diverse customers. The business approaches of Greggs help them 
maintain their market share and expand it further among premium and fast-food alternatives 
present in the competitive market. 
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4. Internal and SWOT Analysis of Greggs Plc 

Internal Analysis: Key Resources, Assets, and Capabilities 

Strong market position and competitive advantage for Greggs Plc stem from its various internal 
resources along with assets and capabilities. The resources of Greggs Plc include physical assets 
combined with intangible factors which together create fundamental abilities that drive the 
company toward expansion and success. 

4.1 Tangible Resources 

●​ Retail Network: Greggs operates more than 2000 locations throughout the United 
Kingdom which makes their stores easily visible to customers in all parts of the country. 

●​ Supply Chain & Manufacturing: The company owns its supply chain and production 
facilities, allowing cost control, product consistency, and efficiency. 

●​ Digital Infrastructure: Greggs dedicated investments into digital services have included 
the Greggs App alongside Click + Collect service and their associations with Just Eat and 
Uber Eats for delivery convenience. 

4.2 Intangible Resources 

●​ Brand Reputation: The United Kingdom trusts Greggs as a reliable company recognized 
for its reasonable prices, excellent products and accessible locations. 

●​ Innovation Capability: The company maintains consumer adaptation through a product 
development strategy which includes launching healthy vegan options for its portfolio. 

●​ Sustainability Commitment: Through its “The Greggs Pledge” program the company 
dedicates itself to sustainably sourced materials combined with waste minimization and 
achieving carbon neutrality. 

4.3 Key Assets 

●​ Financial Strength: The financial strength of Greggs allows the company to support 
expansion along with innovation initiatives thanks to its continuous growth and 
profitability. 

●​ Human Capital: The organization possesses highly trained staff members who represent 
its valuable workforce to provide premium service to customers. 

●​ Supply Chain Ownership: Supply chain ownership allows businesses to manage 
production expenses and operational efficiency as well as control product standards. 

●​ Real Estate Holdings: By owning or leasing prime retail locations Greggs achieves 
broad market accessibility for their customer base. 
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4.4 Key Capabilities 

●​ Cost Leadership:  The company realizes competitive prices by improving supply chain 
processes and leveraging its capacity to increase scale. 

●​ Product Differentiation: The organization achieves differentiation through fresh bakery 
products and healthier meal options together with a diverse selection of value-oriented 
choices. 

●​ Customer Engagement & Loyalty: Greggs maintains clientele through loyalty 
programs together with digital marketing approaches for customer acquisition. 

These internal strengths position Greggs as a leader in the UK’s food-on-the-go market, allowing 
it to maintain a competitive edge and drive sustainable growth. 
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5. SWOT Analysis and Strategic Considerations 

A SWOT analysis is essential in assessing Greggs’ internal strengths and weaknesses, as well as 
external opportunities and threats. 

5.1 Strengths 

●​ Strong Brand Recognition – The marketplace recognizes Greggs for its solid brand 
image which maintains dedicated customer support. 

●​ Extensive Retail Presence – The widespread network of stores makes products 
accessible to various communities across the market. 

●​ Cost-Effective Operations – The cost management abilities along with strong 
operational efficiency arise from vertical integration. 

●​ Menu Innovation – The company continuously introduces fresh product lines and 
expands its range to include vegan options as well as nutritious items. 

●​ Growing Digital and Delivery Services – Investing in digital technologies increases 
consumer involvement and convenience. 

5.2 Weaknesses 

●​ Limited International Presence – Greggs depends primarily on the United Kingdom 
market for all its business operations. 

●​ Evening Trade Challenges – The evening food market remains a challenge for the 
company to conquer. 

●​ Reliance on UK Market – Exposure to inflationary pressures and domestic economic 
swings.  

●​ Perception as a Budget Brand – Some customers might choose more expensive rivals 
such Pret A Manger.  

5.3 Opportunities 

●​ Further Expansion in the UK – The company aims to expand to 3,000 stores across 
various locations with drive-thru windows. 

●​ Growth in Evening Market – A broader menu selection will target evening customers at 
our restaurant establishment. 

●​ Health and Sustainability Trends – Consumer interest in sustainable plant-derived 
foods together with products that are low in calories and environmentally responsible 
increases at present. 

●​ Tech Integration – Utilizing artificial intelligence (AI) and data analytics to improve 
digital sales.  

●​ Potential International Expansion – The organization seeks to expand its revenue 
streams by exploring worldwide markets. 
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5.4 Threats 

●​ Economic Downturn & Cost-of-Living Crisis – The increase in prices has a potential to 
restrict consumer purchasing power. 

●​ Intense Competition – McDonald's along with its fast-food competitor Pret A Manger 
and supermarket-based bakeries provide extensive competition. 

●​ Rising Costs – Inflation has impacted all costs involved in the production process 
including food components and fuel expenses and employee compensation. 

●​ Regulatory and Sustainability Pressures – Adherence to more stringent labor, 
environmental, and food safety laws. 

 

5.5 Key Strategic Considerations for Future Marketing Direction 

Based on the SWOT analysis, Greggs should focus on the following strategic areas: 

●​ Expansion of Market Presence: The company should expand its physical store network 
while implementing drive-thru facilities and delivery place serving agreements. 

●​ Enhancing Evening Menu: Expand the product range to dinner services in order to 
attract customers who want food outside standard meal times. 

●​ Leveraging Digital Marketing and AI: Companies need to enhance personalized 
services and strengthen their customer involvement together with loyalty reward systems. 

●​ Innovating Product Offerings: The company should sustain its competitive position 
through health-conscious premium foods alongside sustainable offerings. 

●​ Maintaining Cost Leadership: The company must optimize its supply chain operations 
to keep products affordable when economic conditions change. 

Greggs can achieve sustained growth within the evolving food-on-the-go industry by leveraging 
its core skills while resolving major operational hurdles. 
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Conclusion 

The food-on-the-go market in which Greggs Plc functions remains dynamic along with its 
competitive nature because external forces including economic changes and digital advances and 
consumer preference shifts determine the company's strategic direction. Through its 
market-responsive innovation program and price efficiency and customer-first strategy Greggs 
secured leader status in the food-on-the-go industry. Greggs maintains its market advantage 
through its respected brand image and retail outlet presence along with its vertically managed 
supply system operations. These strengths help it cope with rising inflation and regulatory 
changes and market competition intensity. 

Greggs needs to manage expansion through new store development and product variation as it 
seeks global market penetration. The company needs to expand its evening menu items and 
integrate digital systems better while also focusing on sustainability initiatives to achieve 
prolonged business success. Through strategic development of its core strengths Greggs will 
sustain its market dominance while achieving sustainable growth in the quickly changing food 
industry. 
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