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1. Introduction 
This report evaluates Greggs' strategic position within the changing UK food-to-go market and identifies opportunities for sustainable growth. PESTEL, SWOT and Porter's Five Forces are used to assess the external environment, competitive pressures and internal capabilities affecting the organisation. The analysis identifies Greggs' strong brand, value positioning, extensive store network, supply-chain capabilities and digital infrastructure as key strengths. However, rising labour and operating costs, intense competition, changing health expectations and shifting consumer behaviour present significant challenges. The UK food-to-go market is also experiencing increasing competition as consumers seek convenience, affordability and greater product choice (GlobalData, 2025).
2. Summary to Greggs plc 
Greggs plc is one of the UK's leading food-to-go retailers, having evolved from a traditional bakery into a modern, convenience-focused food retailer. Established in Newcastle upon Tyne in 1939, the company has built its market position around freshly prepared food, affordability, accessibility, convenience and customer service. Greggs' purpose is to make great-tasting, freshly prepared food accessible to everyone, regardless of where they live or how much they can afford, while its vision is to become customers' favourite for food-on-the-go (Greggs plc, 2026). This positioning enables Greggs to serve a broad customer base, including commuters, students, workers and cost-conscious consumers seeking convenient and affordable meals.
The purpose of this report is to evaluate Greggs' current strategic position within the changing UK food-to-go market and identify appropriate opportunities for sustainable growth. The report first examines the external and internal environment using PESTEL, SWOT and Porter's Five Forces. It then evaluates alternative growth opportunities using the Ansoff Matrix and identifies a recommended strategy aligned with Greggs' value-for-money positioning. The proposed strategy is subsequently assessed using the Suitability, Feasibility and Acceptability framework, followed by an analysis of key stakeholders using Stakeholder Theory and Mendelow's Matrix. Finally, an implementation and monitoring plan is presented, including measurable objectives and key performance indicators to support Greggs' long-term competitiveness and sustainable growth (Greggs plc, 2026).
3. Evaluation of the Current Market Situation

Greggs operates within a highly competitive UK food-to-go market characterised by changing consumer behaviour, rising operating costs and demand for convenience and value. PESTEL, Porter’s Five Forces and SWOT help evaluate its strategic position.
Political and legal factors are important because food retailers face regulation concerning nutrition and employment. Restrictions on promoting less healthy food in England increase the importance of nutritional reformulation. By the end of 2025, 76% of Greggs’ product range met its nutritional criteria, while over 40% of new products were healthier choices (Greggs plc, 2026). The National Living Wage increased to £12.71 per hour in April 2026, creating additional cost pressure for a retailer employing approximately 33,000 people (GOV.UK, 2026).
Economic conditions present opportunities and risks. Although easing inflation can support spending, households remain sensitive to food prices and value. GlobalData reports that consumers increasingly assess value through both quality and price rather than simply choosing the cheapest option (GlobalData, 2026). This supports Greggs’ value positioning. However, higher wages, ingredients, energy and property costs can reduce margins. By September 2026, third quarter like-for-like sales had increased 3.4%, although Greggs announced manufacturing restructuring to improve efficiency (Reuters, 2026).
Social factors are changing food-to-go demand. Consumers increasingly expect convenience while paying greater attention to health and nutrition. GlobalData found that 60.1% of UK consumers surveyed had reduced their consumption of ultra-processed foods during 2025, rising to 71.5% among Generation Z and 67.9% among Millennials (GlobalData, 2025). This creates opportunities for Greggs to expand vegetarian, higher-protein and smaller-portion products. Consumer spending patterns are also being influenced by continued demand for convenient and affordable food options within the UK food-to-go sector (British Baker, 2026).
Technological developments provide opportunities to improve customer engagement and efficiency. Greggs’ App, Click + Collect and delivery partnerships with Just Eat and Uber Eats provide multiple purchasing channels. Its integrated manufacturing and logistics network supports availability, quality and distribution (Greggs plc, 2026). Customer data can support personalised promotions and demand forecasting.
Environmental factors are increasingly relevant because retailers face expectations concerning food waste, packaging, energy use and responsible sourcing. Greggs has developed sustainability commitments through the Greggs Pledge and continues investing in manufacturing and logistics. Since 2024, it has invested more than £300 million in this network, supporting its longer-term objective of at least 3,500 shops (Greggs plc, 2026).
Porter’s Five Forces demonstrate substantial competitive pressure. Rivalry is high because Greggs competes with bakeries, supermarkets, convenience stores, coffee shops, fast-food restaurants and independent outlets. Customers can easily switch, increasing pressure on price and quality. GlobalData forecasts UK food and grocery spending in convenience stores will reach £43.2 billion by 2028 (GlobalData, 2024). Buyer power is high because switching costs are minimal. Supplier power is moderate because Greggs’ vertically integrated manufacturing and distribution reduce dependence on external suppliers, although commodity, energy and labour costs remain risks. The threat of new entrants is moderate because replicating Greggs’ national brand and infrastructure requires substantial investment. The threat of substitutes is high because consumers can choose home-prepared food, supermarkets, meal deals, delivery, coffee shops or fast food.
SWOT analysis identifies Greggs’ strong UK brand, extensive shop estate, value positioning, integrated supply chain, product innovation and digital capabilities as strengths. Weaknesses include UK market concentration, operating-cost exposure and dependence on high transaction volumes. Rapid expansion may create saturation and cannibalisation risks. Greggs operates 2,796 shops and targets 100–110 net new shops during 2026, with potential for at least 3,500 locations (Reuters, 2026).
Opportunities include smaller formats, evening trading, digital personalisation, delivery, grocery distribution, healthier products and transport-hub locations. Bitesize’s expansion into Tesco demonstrates how Greggs can reach customers where conventional stores may not be viable. Threats include intense competition, rising costs, health expectations, regulation and saturation. Proposed manufacturing changes involving four site closures and approximately 740 potentially affected jobs demonstrate the need for efficiency alongside growth (Reuters, 2026). Industry analysts also indicate that Greggs is operating within a challenging food-to-go environment, where changing consumer demand and cost pressures are affecting retailers across the sector (Retail Gazette, 2025).
Overall, Greggs has strong capabilities supporting growth, but its external environment requires balance between expansion, productivity, affordability and changing expectations. Future success will depend on using its scale and brand to provide convenience and choice while protecting its value proposition and profitability.

4. Strategic Growth Options and Proposed Strategy
Greggs operates in a market where growth must be balanced against rising operating costs, intense competition and changing customer expectations. Its existing strategy focuses on shop expansion, evening trading, digital channels and broader customer appeal. Greggs operates 2,796 shops and intends to open approximately 100–110 net new shops in 2026, with a longer-term opportunity of at least 3,500 UK locations (Greggs plc, 2026). Therefore, growth should build on established capabilities rather than unrelated diversification.
Using the Ansoff Matrix, market penetration represents a relatively low-risk option because it focuses on increasing sales from existing customers and markets. Greggs could achieve this through loyalty initiatives, personalised promotions, extended opening hours and improved customer experience. Its App and customer relationship management capabilities can encourage repeat purchases and provide customer insights. Evening trading could increase sales by using existing shops for additional consumption occasions (Greggs plc, 2026). However, excessive discounting could reduce margins and weaken the value proposition if customers become dependent on promotions.
Product development provides an opportunity to respond to changing preferences while maintaining the existing customer base. Greggs could expand healthier, vegetarian, higher-protein and smaller-portion products alongside its established bakery range. This would appeal to consumers increasingly considering health and nutrition when purchasing food-to-go. Product development could also support evening trading through products designed around different meal occasions. Recent innovation demonstrates Greggs’ ability to adapt, with products such as the Steak & Stilton Bake contributing to sales performance during 2026 (Reuters, 2026). Industry research also indicates that consumers are increasingly seeking healthier and more varied food options, creating opportunities for food-to-go retailers to adapt their product ranges (GlobalData, 2025).
Market development represents another significant opportunity. Greggs can increase customer reach through supermarkets, transport hubs, forecourts, retail parks and other high-footfall locations. The Bitesize format has been introduced into Tesco, demonstrating how smaller stores can operate in space-constrained environments (Greggs plc, 2026). Greggs Express also provides an opportunity to increase accessibility through self-service formats where speed and convenience are important. The expansion of convenience retail locations across the UK further demonstrates the importance of accessible formats in the food and grocery market (GlobalData, 2024).
Diversification could provide additional revenue through grocery, wholesale and franchise partnerships. However, it carries greater risk because it requires Greggs to operate beyond its traditional store-based model and could create channel-management and brand risks. Therefore, diversification should remain complementary rather than the main strategic direction.
Proposed Strategy: Value-led Omnichannel Growth
Greggs should adopt a value-led omnichannel growth strategy combining market penetration, product development and market development. The strategy should increase customer reach and purchasing occasions while protecting its position based on good-quality food at affordable prices.
First, Greggs should continue selective estate expansion but prioritise Bitesize, Express, transport-hub, supermarket and other flexible formats where customer demand and financial returns justify investment. This would provide greater accessibility without relying exclusively on conventional high-street stores. Second, Greggs should strengthen its digital ecosystem by using its App and CRM capabilities to provide personalised offers, encourage repeat purchases and identify customer preferences. Targeted promotions should be prioritised over widespread discounting to encourage incremental sales while protecting margins.
Third, Greggs should pursue disciplined product development by introducing healthier and higher-protein options alongside established best-selling products. This would allow the company to respond to changing preferences without alienating customers who value traditional Greggs products. Finally, Greggs should continue developing evening trading and alternative channels such as delivery, grocery and wholesale. Recent industry reporting highlights Greggs’ continued focus on shop expansion and investment despite challenging trading conditions, supporting the need for disciplined rather than unrestricted growth (British Baker, 2026).
The proposed strategy is consistent with Porter’s generic strategy principles because it combines cost efficiency with differentiation. Greggs should differentiate through convenience, product choice, service and brand recognition while controlling costs to maintain its value-for-money position. The objective is not simply to become the cheapest food retailer, but to provide a strong combination of price, quality, convenience and accessibility. This strategy builds on existing resources while responding to competitive pressures and changing consumer behaviour without relying on high-risk unrelated diversification.
5. Strategy Evaluation 
Suitability
The strategy is suitable because it addresses opportunities and threats identified in the market analysis. Greggs’ strategy focuses on estate expansion, evening trading, digital channels and broader customer appeal, meaning the proposed approach represents an extension rather than a change in direction (Greggs plc, 2026). Selective expansion through Bitesize and smaller formats can increase accessibility while reducing reliance on high-street locations. Greggs has introduced Bitesize into Tesco, demonstrating how smaller stores can reach customers. The company plans 100–110 net new shops in 2026 and identifies potential for at least 3,500 UK locations (Gregg's plc, 2026). Combining affordability with convenience, digital purchasing and broader product choice also responds to changing consumer expectations.
Feasibility
The strategy is feasible because Greggs possesses physical, operational and organisational resources. Its vertically integrated manufacturing and logistics network provides greater control over product quality, availability and distribution, while its App, CRM, click + Collect and delivery partnerships provide digital infrastructure (Gregg's plc, 2026).
However, feasibility is constrained by the need to maintain cost efficiency. In September 2026, Greggs announced proposed manufacturing changes involving four site closures and approximately 740 affected jobs. The proposals were expected to cost around £60 million while generating approximately £20 million in operating-cost savings (Reuters, 2026). This indicates that growth must be accompanied by productivity improvements. It is assumed that Greggs will continue generating sufficient operating cash flow to support planned investment. Since store-level investment data are unavailable, each new format should achieve an acceptable return and payback period before wider rollout.
Acceptability
The strategy offers benefits to stakeholders. Customers should gain greater accessibility, convenience and product choice while retaining affordable pricing. Investors could benefit from increased sales and improved infrastructure utilisation. Employees may benefit from employment opportunities created through expansion, although restructuring could create uncertainty. Greggs has indicated that affected employees and union representatives will be consulted regarding proposed changes (Greggs plc, 2026).
Nevertheless, rapid expansion could create risks, including store cannibalisation, higher labour costs and reduced returns. Therefore, expansion should be phased and supported by regular reviews of sales, margins, customer demand and investment payback. Overall, the strategy is suitable, feasible and broadly acceptable because it builds on Greggs’ capabilities while limiting exposure to diversification. Its success will depend on maintaining affordability, improving productivity and managing stakeholder expectations while pursuing controlled and sustainable growth.
6. Stakeholder Analysis
Stakeholder Theory suggests that Greggs should consider groups that can influence, or are affected by, its strategic decisions. This is relevant to the proposed value-led omnichannel growth strategy because expansion will affect customers, employees, investors, suppliers, regulators and local communities. Greggs identifies customers, colleagues, investors, suppliers and communities as important stakeholder groups 
Investors and shareholders have high power and high interest because they provide capital and expect sustainable financial performance. They should be managed closely through financial reporting and investor communications. Employees also have high power and high interest because successful implementation depends on their skills and commitment. Expansion may create employment opportunities, but restructuring can create uncertainty. Greggs should therefore use consultation, training and regular communication. Customers have medium power and high interest because they can switch to competing food-to-go providers. The strategy should provide greater convenience and choice while maintaining affordability. Customer feedback and App data can help monitor preferences.
Suppliers have medium power and high interest because expansion may increase demand while creating requirements for cost, quality and sustainability. Collaborative planning and regular performance reviews should maintain supplier relationships. Government and regulators have high power but medium interest because food safety, employment, environmental and nutritional regulations can affect Greggs’ operations. Compliance and constructive engagement are essential. Local communities have medium power and high interest because new stores can create employment and improve food accessibility, although concerns about traffic, waste and local retail changes may arise.
Employees require particular attention because Greggs provides training, profit-sharing and employee share schemes (Greggs plc, 2026). This is important alongside proposed manufacturing changes affecting approximately 740 jobs (Reuters, 2026). Overall, Greggs should use two-way engagement, combining investor updates, employee consultation, customer feedback, supplier collaboration and community consultation. Effective stakeholder management can support implementation while maintaining trust and balancing commercial growth with stakeholder expectations.
7. Implementation and Monitoring
The proposed value-led omnichannel growth strategy should be implemented through a phased three-year programme, allowing Greggs to control capital expenditure, operational risk and organisational capacity. This is important because the company is investing in manufacturing and logistics while restructuring parts of its manufacturing network. A phased approach is also consistent with Greggs’ continued expansion plans, which require careful management of investment and operational capacity (British Baker, 2026).
During the first 0–6 months, Greggs should prepare by identifying high-potential locations. KPIs should include customer satisfaction, App engagement, product-development progress and forecast return on investment. Using clear performance measures at this stage would help ensure that resources are directed towards initiatives with the strongest commercial potential (GlobalData, 2025).
During 6–18 months, Greggs should pilot selected smaller-format stores, introduce targeted digital promotions, launch new products, extend evening trading and strengthen delivery and grocery partnerships. Performance should be measured through like-for-like sales growth, transaction volumes, average transaction value, digital sales, new-product revenue and food waste. Digital performance is particularly important because technology-enabled purchasing and delivery are increasingly significant components of the UK food-to-go market (GlobalData, 2025).
During 18–36 months, successful formats should be scaled nationally, while grocery and wholesale distribution should expand and supply-chain efficiency should improve. KPIs should include new-store payback, return on invested capital, gross margin, labour productivity, waste per £1,000 of sales and grocery revenue.
Digital activity should be monitored through App users, click + Collect transactions, digital sales and repeat-purchase rates. Promotions should be assessed by incremental sales and profit contribution rather than redemption numbers alone. New products should be evaluated through revenue, repeat purchases, margins and customer feedback.
Finally, each new store should pass formal investment gates based on projected sales, labour costs, capital expenditure and payback. Underperforming stores should be reviewed after six, 12 and 24 months. Quarterly KPI reviews should enable management to increase investment in successful initiatives while modifying or discontinuing those that fail to meet financial, operational or customer objectives.
Conclusion 
Greggs operates in a dynamic UK food-to-go market characterised by intense competition, changing consumer preferences, rising operating costs and continued demand for affordable convenience. The analysis identified significant strengths, including Greggs’ strong brand, extensive store network, value-for-money positioning, vertically integrated supply chain and growing digital capabilities (Gregg's plc, 2026). However, competitive rivalry, changing health expectations and cost pressures create challenges for maintaining profitable growth. Industry evidence also highlights the continuing pressure on food-to-go retailers to respond to changing consumer demand while maintaining competitive pricing (British Baker, 2026).
This report recommends a value-led omnichannel growth strategy that combines selective expansion of smaller and flexible store formats with digital customer engagement, product innovation, evening trading and development of grocery and delivery channels. This approach builds on Greggs’ existing capabilities while reducing reliance on traditional high-street stores and individual customer occasions. Effective stakeholder engagement and continuous KPI monitoring will also be essential. Ultimately, Greggs’ long-term success will depend on balancing growth, affordability, convenience and operational efficiency while adapting to changing customer needs (GlobalData, 2025).
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