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1. Executive Summary

This report critically evaluates the innovation strategy of Greggs plc within a UK food-to-go market characterised by economic pressure, changing consumer behaviour and intensifying digital competition. Using the Innovation Ambition Matrix and customer journey mapping, the analysis assesses how Greggs currently innovates and identifies gaps in its digital capability (Nagji and Tuff, 2012; Lemon and Verhoef, 2016).
The findings indicate that Greggs’ innovation portfolio is heavily weighted towards core operational improvement and channel expansion. While this focus supports efficiency, consistency and value delivery, the limited emphasis on transformational digital capability constrains the organisation’s ability to influence customer behaviour, strengthen retention and manage demand through data-driven experience design (Verhoef et al., 2021).
Customer journey analysis identifies three strategic risks: peak-time congestion that undermines perceived convenience, generic loyalty engagement that provides limited behavioural reinforcement, and minimal post-purchase interaction that fails to support habit formation. Together, these issues suggest that existing digital tools operate primarily as transactional enablers rather than as components of an integrated experience system.
In response, the report proposes the Smart Value Journey, a privacy-by-design digital ecosystem that integrates contextual loyalty, demand-smoothing nudges, friction-reducing ordering and post-purchase engagement. The initiative strengthens customer relationships while supporting operational efficiency and aligns transformational ambition with Greggs’ value-led business model and operational constraints (Teece, 2018). The overall argument is that long-term competitive advantage will depend on Greggs’ ability to augment operational excellence with a coherent digital capability that orchestrates customer experience across the entire journey.






2. Introduction to Greggs plc

2.1 Organisational overview and business model
Greggs plc is a UK-based food-on-the-go retailer specialising in freshly prepared bakery products, hot food and beverages. Founded in 1939, the company operates more than 2,400 shops across high streets, retail parks, transport hubs and forecourts, making it one of the most recognisable retail brands in the United Kingdom (Greggs plc, 2024).
The UK food-to-go market is highly fragmented, with competition from quick-service restaurants, supermarkets, convenience retailers and independent outlets. Greggs is estimated to account for approximately 7–8% of the total market, positioning it as one of the largest specialist operators. While this scale provides purchasing and distribution efficiencies, it also increases the challenge of maintaining consistent customer experience across a large and geographically dispersed estate.
The organisation employs more than 30,000 staff across retail, production and logistics operations. Greggs operates a vertically integrated supply chain, enabling product consistency, cost control and reliable availability. This structure supports a business model based on affordability, convenience and high customer throughput rather than premium positioning or extensive product customisation.
Operational simplicity is central to performance. Store processes are designed to maximise speed and reliability, meaning innovation initiatives must minimise complexity and support front-line execution. Digital solutions that reduce uncertainty, improve demand predictability or simplify customer interaction are therefore strategically aligned with the operating model.
Recent performance has remained strong despite economic volatility. Turnover exceeded £2 billion in 2024, supported by estate expansion, extended trading hours and growth in delivery and click-and-collect channels (Greggs plc, 2024). However, continued growth increases operational complexity and reinforces the need for scalable digital capability.
Greggs competes directly with quick-service chains such as McDonald’s, Subway and Pret A Manger, as well as indirectly with supermarket meal deals and forecourt retailers. Unlike premium competitors, Greggs differentiates through accessible value and speed. Maintaining this position increasingly depends not only on operational efficiency but also on delivering a reliable and convenient experience across physical and digital touchpoints.


2.2 Strategic context and innovation challenge
Greggs’ strategy focuses on expanding its shop estate, increasing participation in later-day occasions and improving customer access through multiple channels (Greggs plc, 2024). These priorities aim to capture a greater share of daily food consumption and reduce dependence on traditional commuter demand patterns.
Historically, innovation has been product- and operations-led, focusing on menu development, store formats and supply chain efficiency. However, recent corporate communications indicate growing emphasis on digital capability and customer engagement. As the organisation scales, digital systems play an increasingly important role in managing demand variability and maintaining operational consistency across locations.
The competitive environment further increases the importance of digital transformation. Leading quick-service operators use integrated mobile ordering, loyalty platforms and personalised engagement to influence customer frequency and timing. Delivery platforms aggregate multiple providers, increasing price transparency and reducing switching costs. Competition is therefore shifting from location advantage towards customer relationship management and behavioural influence.
Digital transformation research suggests that sustainable advantage increasingly depends on integrated experience management and organisational capability reconfiguration rather than isolated digital features (Vial, 2019; Verhoef et al., 2021). For Greggs, the strategic challenge is to develop digital capability that enhances the customer journey while remaining consistent with its low-cost, high-throughput operating model.
3. Key Consumer and Industry Trends Affecting Greggs

3.1 Convenience, speed and changing lifestyles
Food-to-go purchasing is strongly influenced by time pressure and routine behaviour. Customers typically make low-involvement decisions based on convenience, speed and perceived value. Customer experience research shows that value perceptions are formed across the entire journey rather than at a single transaction point (Lemon and Verhoef, 2016).
For Greggs, queue length and waiting uncertainty represent significant risks because time cost directly affects perceived value. Hybrid working patterns have increased demand variability across locations and times of day, making peak management more complex and increasing the importance of demand visibility and flexibility.
Convenience expectations have also expanded to include pre-ordering, reliable collection and frictionless payment. Experiences in digitally advanced quick-service and coffee chains influence expectations across the sector, raising the performance benchmark for all food-to-go providers.
3.2 Digitalisation and customer experience expectations
Digitalisation has evolved from transaction enablement to organisational transformation. Mobile applications, customer data platforms and analytics allow organisations to personalise engagement, anticipate demand and coordinate interactions across channels (Verhoef et al., 2021).
Digital tools increasingly influence customer behaviour through contextual prompts, saved preferences and time-based incentives. For high-volume retailers, such capabilities support both customer experience and operational efficiency by reducing decision effort and smoothing demand.
However, the use of customer data introduces trust risks. Customers may perceive opaque targeting as intrusive or unfair. Privacy-by-design principles, transparency and customer control are therefore critical to maintaining trust and long-term engagement (ICO, 2023; Micheli et al., 2019).
3.3 Economic pressures and competitive intensity
Cost-of-living pressures have increased price sensitivity among UK consumers (ONS, 2026). While this reinforces the relevance of Greggs’ value positioning, it also intensifies competition for everyday purchases. Retention and visit frequency therefore become critical drivers of profitability (Tidd and Bessant, 2020).
Competition is increasingly shaped by digital capability. Delivery platforms reduce switching costs, while large quick-service operators use data-driven engagement to strengthen loyalty. Smart, connected systems shift competitive advantage towards firms that control customer relationships and behavioural insight (Porter and Heppelmann, 2014).
These trends indicate that operational efficiency alone may be insufficient for long-term competitive advantage.



4. Part 1: Innovation and Design Thinking Analysis

4.1 Greggs’ current approach to innovation
Greggs’ innovation strategy is pragmatic and focused on operational execution. Current initiatives include estate expansion, productivity improvement, menu optimisation and channel growth through delivery and click-and-collect (Greggs plc, 2024). This reflects an exploitation-oriented approach focused on incremental improvement rather than exploratory innovation (Tidd and Bessant, 2020).
While appropriate for a cost-sensitive environment, an excessive focus on incremental change may limit the organisation’s ability to respond to evolving customer expectations and technological change. Dynamic capabilities theory suggests that long-term advantage depends on the ability to reconfigure resources in response to environmental shifts (Teece, 2018).
Although Greggs demonstrates awareness of customer needs in areas such as convenience and accessibility, its digital initiatives currently function primarily as operational enablers rather than as part of an integrated experience strategy.
While Greggs’ operational focus has delivered efficiency and consistency, a predominantly exploitation-led approach may create strategic rigidity over time. Innovation literature highlights the importance of balancing exploitation with exploration to avoid competency traps, where organisations become increasingly efficient at existing activities but struggle to adapt when market conditions change (Tidd and Bessant, 2020). In the context of the food-to-go sector, rapid digitalisation and evolving customer expectations increase the risk that incremental improvement alone will be insufficient to sustain competitive advantage.
Another limitation of a core-dominated innovation approach is that it tends to prioritise internal efficiency over external experience differentiation. Many of Greggs’ recent initiatives, such as store productivity improvements or format optimisation, primarily address cost control and throughput rather than customer engagement. While these initiatives support the value proposition, they do not significantly increase switching costs or emotional loyalty. As a result, customers may remain price-sensitive and easily substitute alternative providers when convenience or location advantages shift.
Dynamic capabilities theory suggests that organisations must continuously sense changes in customer behaviour and reconfigure resources accordingly (Teece, 2018). For Greggs, this implies moving beyond operational optimisation towards the development of digital capabilities that provide behavioural insight and enable more proactive demand management. Without this shift, the organisation risks remaining operationally strong but strategically reactive, particularly as competitors increase investment in data-driven customer engagement.
4.2 Innovation Ambition Matrix applied to Greggs
Table 1 illustrates the distribution of Greggs’ current innovation activity across the three innovation ambition zones and highlights the strategic absence of transformational digital innovation.
	Innovation type
	Definition
	Current Greggs examples
	Evaluation

	Core innovation
	Improvements to existing products, services and processes
	Menu refreshes, operational productivity improvements, rewards app, click-and-collect
	Strong execution, reinforces value proposition but limited differentiation

	Adjacent innovation
	Expansion into new channels, locations, or segments using existing capabilities
	Delivery partnerships, new location formats, longer opening hours
	Useful reach expansion but often replicates existing journey experience

	Transformational innovation
	New business models or fundamentally new customer experiences
	Limited evidence at scale
	Clear opportunity space for digitally enabled journey orchestration



By contrast, Table 1 highlights a clear absence of transformational innovation within Greggs’ current portfolio. There is limited evidence of initiatives that seek to create fundamentally new customer experiences, value propositions or digitally enabled business models. This imbalance is strategically significant, as digital transformation literature emphasises that long-term competitiveness increasingly depends on the ability to orchestrate customer journeys and leverage data as a strategic asset, rather than relying solely on operational excellence (Vial, 2019; Verhoef et al., 2021).
To support evaluative judgement, Figure 1 provides an indicative visual representation of the relative emphasis placed on each innovation ambition zone. The figure highlights the dominance of core innovation within Greggs’ portfolio and the comparatively limited focus on transformational digital initiatives. The proportions shown are indicative rather than empirical and are intended to support critical assessment of strategic balance rather than represent precise investment allocation.

Figure 1: Pie chart showing indicative distribution of Greggs’ innovation activity by ambition level (Core 80%, Adjacent 15%, Transformational 5%) (author’s interpretation based on Nagji and Tuff, 2012).
The proportions shown in Figure 1 are indicative and intended to illustrate the relative emphasis within Greggs’ innovation portfolio rather than represent precise investment data.
Figure 1 highlights the dominance of core innovation within Greggs’ current approach. This concentration supports operational efficiency, cost control and service consistency, which are strategically important within a high-volume, value-oriented business model. However, research suggests that organisations overly focused on incremental improvement may struggle to respond effectively to changing market conditions, particularly where digital capability and customer experience are becoming key sources of competitive advantage (Teece, 2018).
It is also important to acknowledge the limitations of the Innovation Ambition Matrix. The framework does not fully account for organisational constraints such as cost sensitivity, operational complexity and risk appetite, which are particularly relevant in a value retail context (Micheli et al., 2019). However, rather than reducing the case for transformational innovation, these constraints reinforce the need for focused, capability-aligned digital development. This analysis therefore provides a clear strategic rationale for the customer experience transformation proposed in Part 2.
4.3 Current customer journey mapping
Table 2: Current-state customer journey
	Journey stage
	Customer actions
	Key touchpoints
	Pain points
	Gain points

	Awareness
	Notices Greggs outlet or promotion while commuting/shopping
	Store visibility, outdoor signage, social media, word-of-mouth
	Limited targeted digital relevance
	Strong brand recognition and high-footfall presence

	Consideration
	Decides whether to buy and what to choose
	In-store menu boards, rewards app, delivery apps
	Limited personalisation; choice overload at peak
	Familiar range; clear value cues

	Purchase
	Orders and pays
	In-store counter, payments, app, delivery platforms
	Queuing; inconsistent experience by location/channel
	Speed relative to competitors; affordability

	Fulfilment
	Collects or receives food
	Counter collection, delivery partner handover
	Peak waiting; limited order status transparency
	Fresh food; convenience

	Post-purchase
	Considers repeat purchase and engagement
	Rewards app, receipts, habit recall
	Generic rewards; weak follow-up and reactivation
	Good perceived value; routine buying behaviour



The journey is efficient but transactional, with limited behavioural engagement beyond the point of purchase.
From a design thinking perspective, the current journey reflects a service model that prioritises functional efficiency but offers limited emotional or cognitive engagement. Design thinking research emphasises that value is created not only through task completion but also through perceived control, predictability and personal relevance (Micheli et al., 2019). Where customers experience uncertainty about waiting time, product availability or queue length, perceived effort increases even if the actual service time remains relatively short.
The absence of visibility and personalisation also reduces the organisation’s ability to influence customer decision-making before arrival. In many quick-service environments, customers increasingly expect digital tools to support planning and reduce uncertainty. Without these capabilities, Greggs’ experience remains largely reactive, responding to demand rather than shaping it.
Furthermore, the limited role of digital engagement between visits weakens habit reinforcement. Behavioural research suggests that small prompts, reminders or progress indicators can significantly increase repeat behaviour by reinforcing routine patterns. In the absence of such mechanisms, customer frequency is determined primarily by external factors such as location or convenience rather than by relationship strength. This reinforces the conclusion that the organisation’s current digital capability supports transactions but does not yet function as a strategic tool for behavioural influence.
4.4 Pain points and innovation opportunities
Key issues include peak congestion, generic loyalty and weak post-purchase engagement. These findings indicate that Greggs’ primary opportunity lies in developing a digitally enabled experience system that reduces friction, increases relevance and influences behaviour across the customer lifecycle. Taken together, these findings highlight that the key opportunity for Greggs lies in shifting from a transaction-focused service model towards a behaviourally informed experience system. Importantly, this does not require fundamental changes to the core business model. Instead, the opportunity involves using digital capability to reduce perceived effort, increase decision confidence and reinforce routine purchasing behaviour.
This interpretation is consistent with contemporary digital transformation research, which emphasises that competitive advantage increasingly derives from the ability to integrate data, insight and operational execution across the customer journey (Verhoef et al., 2021). For a value-oriented retailer, such integration is particularly important because differentiation through product or price alone is limited. Developing a modest but targeted transformational capability therefore represents a strategic necessity rather than an optional enhancement.
Collectively, these issues indicate that the primary challenge is not operational performance itself, but the absence of a digital capability that connects customer behaviour with operational decision-making.

5. Part 2: Proposed Digital Transformation Initiative

5.1 Strategic challenge definition and design principles
The analysis in Part 1 demonstrated that Greggs’ innovation portfolio is heavily weighted towards core operational improvement, with limited transformational capability. Although existing digital tools support access through delivery and click-and-collect, they operate primarily as transactional enablers rather than as an integrated experience system. In an environment where competitors increasingly use data-driven engagement to influence customer behaviour and timing, this represents a strategic vulnerability (Verhoef et al., 2021).
The central challenge is therefore not the absence of digital technology, but the lack of journey orchestration. Customer interactions across app, store and delivery channels are not consistently coordinated to reinforce routines, reduce friction or manage demand. Digital transformation research emphasises that value is created when organisations redesign how value is delivered, rather than simply adding isolated features (Vial, 2019).
However, any transformation must reflect Greggs’ operating model. The organisation competes on affordability and speed, supported by high-volume throughput and operational simplicity. Technologies that increase store complexity or require significant behavioural change from staff could undermine performance. From a dynamic capabilities perspective, transformation should therefore focus on reconfiguring existing assets rather than introducing high-risk structural change (Teece, 2018).
Three design principles guide the proposed initiative:
1. Value alignment – reinforce affordability and convenience rather than premium positioning
2. Operational feasibility – reduce friction and support throughput without increasing store workload
3. Trust and transparency – ensure opt-in personalisation and privacy-by-design in line with UK guidance (ICO, 2023)
These principles ensure that digital innovation strengthens both customer experience and operational performance.
5.2 Proposed initiative: Greggs Smart Value Journey ecosystem
This report proposes the Greggs Smart Value Journey, a data-enabled ecosystem embedded within the existing mobile app and operational infrastructure. The initiative represents transformational innovation because it reconfigures how Greggs creates value through behavioural insight and coordinated engagement rather than through additional physical infrastructure.
The ecosystem consists of four integrated components.
1. Contextual value tracks
Customers opt into routine-based loyalty pathways such as breakfast regular or lunch saver. Progress indicators and relevant rewards reinforce routine purchasing and increase perceived fairness and relevance through improved journey personalisation and orchestration (Lemon and Verhoef, 2016; Lundin, Kindström and Kowalkowski, 2023).
2. Demand-smoothing nudges
Using time-of-day patterns and historical behaviour, the app provides optional incentives to encourage off-peak visits or pre-ordering. This helps redistribute demand and improve capacity utilisation through digitally enabled experience management, without introducing complex pricing structures (Vial, 2019; Verhoef et al., 2021).
3. Predictive ordering and friction reduction
Customers can save favourites, receive availability prompts and view estimated preparation times. Reducing uncertainty lowers decision effort and improves conversion by enhancing the quality and usefulness of digital touchpoints across the journey (Chaffey and Ellis-Chadwick, 2022; Lemon and Verhoef, 2016).
4. Post-purchase engagement and recovery
Routine reminders, progress updates and simple service recovery options support relationship continuity and reduce churn by extending engagement beyond the transaction and reinforcing journey consistency over time (Lemon and Verhoef, 2016; Lundin, Kindström and Kowalkowski, 2023).
Together, these components shift the Greggs experience from a static transaction model to an adaptive system that supports both customer value and operational efficiency through integrated digital capability (Teece, 2018; Verhoef et al., 2021).




5.3 Enhanced future-state customer journey
The Smart Value Journey redesigns customer interaction by embedding contextual engagement across the entire lifecycle.
Table 3: Future-state customer journey enabled by the Smart Value Journey
	Journey Stage
	Customer Experience
	Digital Enablement
	Value Created

	Awareness
	Routine-based prompts aligned with daily habits
	Opt-in preferences, location and time signals
	Higher relevance and conversion

	Consideration
	Personalised favourites and value cues
	Behavioural insights, saved preferences
	Reduced decision effort

	Purchase
	Pre-order and flexible timing options
	Integrated ordering and payment
	Reduced queues and smoother peak demand

	Fulfilment
	Clear readiness visibility and time certainty
	Status notifications and collection alerts
	Lower uncertainty and improved satisfaction

	Post-purchase
	Progress tracking, reminders and recovery options
	Behavioural nudges and automated follow-up
	Increased retention and visit frequency



Compared with the current journey, the future experience is continuous and adaptive rather than transactional. This strengthens direct customer relationships and reduces reliance on third-party platforms.
5.4 Causal mapping and intervention logic
To ensure practical alignment, causal mapping was used to identify how operational and behavioural issues reinforce each other. This approach supports targeted intervention rather than broad digital investment (Tidd and Bessant, 2020).



Table 4: Causal map of current problems and intervention logic
	Root Cause
	Observable Issue
	Customer Impact
	Organisational Impact
	Initiative Response

	Peak demand concentration
	Long queues and congestion
	Reduced convenience and occasional abandonment
	Lower throughput and lost sales
	Off-peak nudges and pre-order time slots

	Generic loyalty structure
	Low engagement
	Limited perceived relevance
	Weak behavioural influence
	Contextual value tracks

	Channel fragmentation
	Inconsistent experience
	Reduced trust and satisfaction
	Limited data insight
	Integrated omni-channel orchestration

	Minimal post-purchase interaction
	Weak habit reinforcement
	Lower frequency and retention
	Higher churn risk
	Automated follow-up and reminders



This analysis highlights that relatively small behavioural interventions can influence multiple performance outcomes simultaneously, making the initiative cost-efficient compared with infrastructure-heavy alternatives.
Alternative approaches considered included extensive self-service kiosks, proprietary delivery operations and dynamic pricing. These options were rejected due to higher capital requirements, operational risk and potential misalignment with Greggs’ value positioning.
5.5 Organisational value, risks and governance
The Smart Value Journey creates value across three dimensions.
Customer value
Reduced waiting uncertainty, clearer value signals and more relevant engagement improve perceived convenience and satisfaction.


Operational value
Demand smoothing improves capacity utilisation and reduces peak pressure without proportional increases in labour or store space.
Financial value
Higher retention and visit frequency increase customer lifetime value and reduce reliance on acquisition through price promotions or third-party platforms.
From a strategic perspective, the initiative strengthens a digital capability that complements Greggs’ existing operational strengths. Dynamic capabilities theory suggests that competitive advantage emerges when organisations align new capabilities with existing business models rather than replacing them (Teece, 2018).
However, several risks must be managed:
· Customer concerns about data privacy or perceived intrusiveness
· Perceived unfairness if incentives appear inconsistent
· Technical complexity associated with data integration
Governance should therefore emphasise transparency, explicit opt-in, clear value communication and minimal data collection aligned to purpose (ICO, 2023). Implementation should follow a phased pilot approach to support learning and reduce operational risk.
Beyond operational and financial benefits, the initiative also has implications for organisational learning and capability development. Implementing a behaviourally informed digital system requires the organisation to develop stronger analytics capability, cross-functional coordination and experimentation processes. Over time, these capabilities can support broader strategic decision-making, including location planning, product development and demand forecasting.
However, capability development introduces organisational challenges. Front-line staff may require training to understand new processes, while management must ensure that digital metrics complement rather than replace operational performance measures. There is also a risk that excessive reliance on automated decision logic could reduce managerial judgement or create unintended service inconsistencies. Effective governance should therefore combine data-driven insight with clear operational accountability.
From a cultural perspective, successful implementation depends on positioning digital tools as mechanisms that support employees rather than as systems that increase monitoring or control. Research suggests that employee acceptance is critical to realising the operational benefits of digital transformation, particularly in service environments where customer experience depends on front-line execution (Tidd and Bessant, 2020). Addressing these organisational factors strengthens the feasibility of the proposed initiative.
However, the effectiveness of the Smart Value Journey depends on sufficient customer adoption and data quality, and behavioural nudges may deliver incremental rather than transformational change if engagement levels remain low.
5.6 Measuring impact and success
Digital transformation should be evaluated through customer, operational and financial outcomes rather than technology adoption alone (Verhoef et al., 2021).
Table 5: Measurement framework for the Smart Value Journey
	Objective
	KPI
	Measurement Approach
	Expected Direction

	Increase retention
	90-day repeat rate, churn rate
	Cohort analysis pre/post rollout
	Increase

	Increase frequency
	Visits per customer per month
	App and POS integration
	Increase

	Reduce peak pressure
	Average queue time, peak throughput
	In-store observation and operational data
	Queue time decreases, throughput increases

	Improve engagement
	Monthly active users, offer redemption, opt-in rate
	Digital analytics dashboard
	Increase

	Financial performance
	Incremental gross profit vs digital cost
	Test-and-control financial analysis
	Positive ROI



A staged rollout using matched-store pilots and A/B testing is recommended to validate assumptions before scaling. This approach aligns with design thinking principles of iterative learning and evidence-based decision-making (Micheli et al., 2019).


5.7 Critical evaluation of alternative digital approaches
Although the Smart Value Journey provides a strategically aligned transformation pathway, alternative digital innovation approaches could also be considered. Evaluating these options is important in order to demonstrate the robustness of the proposed solution and to recognise the trade-offs inherent in digital investment decisions.
One alternative would involve extensive in-store automation, such as self-service ordering kiosks or automated checkout systems. While such technologies are increasingly used in quick-service environments and may improve labour efficiency, they also introduce operational complexity and potential customer friction. In a high-throughput environment where simplicity and speed are central to the value proposition, unfamiliar interfaces or technical failures could undermine the customer experience rather than improve it.
A second option would be the use of dynamic pricing or algorithmic promotion to optimise revenue based on demand patterns. Although this approach may increase short-term margins, it carries reputational risk for a value-oriented brand. Customers may perceive variable pricing as unfair or inconsistent, particularly during periods of economic pressure. Research suggests that perceived pricing fairness is critical to maintaining trust and long-term loyalty in value retail contexts (Micheli et al., 2019).
A third alternative would involve greater reliance on third-party delivery platforms to drive customer acquisition and engagement. While this may reduce internal development costs, it risks weakening direct customer relationships and limiting access to behavioural data. Porter and Heppelmann (2014) argue that reliance on external platforms can constrain long-term competitive advantage by reducing organisational control over customer insight and experience design.
Compared with these alternatives, the Smart Value Journey represents a more strategically coherent approach. Rather than investing in high-cost infrastructure or surrendering control to external platforms, the initiative focuses on integrating existing assets to improve journey orchestration and behavioural engagement. Innovation research emphasises that the effectiveness of transformation depends not on technological sophistication but on alignment with organisational capabilities and customer expectations (Nagji and Tuff, 2012).
The Smart Value Journey can therefore be understood as a focused transformation, delivering strategic impact through experience integration rather than large-scale technological disruption. This approach reduces implementation risk while enabling the organisation to build digital capability progressively through pilot testing and iterative learning (Tidd and Bessant, 2020).
6. Conclusion

This report critically evaluated Greggs’ innovation approach within the context of a UK food-to-go market shaped by economic pressure, changing consumer behaviour and increasing digital competition. Using the Innovation Ambition Matrix and customer journey analysis, the assessment examined how the organisation currently innovates and identified capability gaps that may constrain future performance.
The analysis showed that Greggs has developed strong operational capability supported by a sustained focus on core innovation. Incremental improvements to products, store operations and channel access have enabled the organisation to deliver consistent value at scale. This emphasis aligns with its high-volume, low-margin business model and has supported continued growth. However, the Innovation Ambition Matrix highlighted a structural imbalance within the portfolio, with limited investment in transformational innovation. While this approach reduces operational risk in the short term, it may constrain the development of capabilities required to compete in an increasingly digital and experience-led market.
Customer journey mapping provided further insight into the implications of this imbalance. Although the current experience is efficient and familiar, it remains largely transactional and offers limited behavioural engagement beyond the point of purchase. Three strategic risks were identified: peak-time congestion that undermines perceived convenience, generic loyalty mechanisms that provide weak behavioural reinforcement, and minimal post-purchase interaction that fails to support habit formation. In a market where competitors increasingly use data to influence customer frequency and timing, these limitations reduce Greggs’ ability to manage demand, strengthen retention and maximise customer lifetime value.
Part 2 addressed this capability gap through the proposed Smart Value Journey ecosystem. Rather than introducing complex infrastructure or disruptive automation, the initiative focuses on transformational innovation through experience orchestration. By integrating contextual loyalty, demand-smoothing nudges, predictive ordering and post-purchase engagement, the solution enhances customer relevance while supporting operational efficiency and capacity utilisation. Importantly, the proposal aligns with Greggs’ strategic constraints by prioritising operational feasibility, transparent value and privacy-by-design governance.
The analysis also demonstrated that transformational innovation for a value-oriented retailer does not require radical technological change. Instead, competitive advantage can be achieved by reconfiguring existing assets to influence customer behaviour and reduce friction across the journey. Supported by a phased pilot approach and a clear measurement framework, the Smart Value Journey represents a feasible pathway to improving retention, increasing visit frequency and strengthening long-term profitability.
Overall, the findings suggest that Greggs’ future success will depend on its ability to complement operational excellence with a coherent digital capability that actively manages customer relationships. As competition shifts towards data-enabled experience management, organisations that combine efficiency with behavioural insight will be better positioned to sustain advantage. By adopting a targeted and capability-aligned approach to transformational innovation, Greggs can strengthen its value proposition while building the dynamic capabilities required to compete in an evolving food-to-go market.
Future research could evaluate the initiative through longitudinal pilot data to assess behavioural change and long-term customer lifetime value.
As competition in the food-to-go sector becomes increasingly data-driven, Greggs’ long-term competitiveness will depend not only on operational efficiency but on its ability to use digital capability to actively shape customer behaviour and demand patterns.














7. Reference List

Chaffey, D. and Ellis-Chadwick, F. (2022) Digital marketing: strategy, implementation and practice. 8th edn. Harlow: Pearson.
Greggs plc (2024) Annual Report and Accounts 2024. Available at: https://www.greggs.co.uk/investors/reports (Accessed: 30 January 2026).
IGD (2023) UK food-to-go market forecast 2023–2028. Available at: https://www.igd.com (Accessed: 30 January 2026).
Information Commissioner’s Office (ICO) (2023) Data protection by design and default. Available at: https://ico.org.uk (Accessed: 30 January 2026).
Lemon, K.N. and Verhoef, P.C. (2016) ‘Understanding customer experience throughout the customer journey’, Journal of Marketing, 80(6), pp. 69–96. doi:10.1509/jm.15.0420.
Lundin, L., Kindström, D. and Kowalkowski, C. (2023) ‘Digitalizing customer journeys: value creation and orchestration’, Journal of Business Research, 157, 113591. doi:10.1016/j.jbusres.2022.113591.
Micheli, P., Wilner, S.J.S., Bhatti, S.H., Mura, M. and Beverland, M.B. (2019) ‘Doing design thinking: conceptual review, synthesis, and research agenda’, Journal of Product Innovation Management, 36(2), pp. 124–148. doi:10.1111/jpim.12466.
Nagji, B. and Tuff, G. (2012) ‘Managing your innovation portfolio’, Harvard Business Review, 90(5), pp. 66–74.
Office for National Statistics (ONS) (2026) Consumer price inflation, UK: December 2025. Available at: https://www.ons.gov.uk (Accessed: 30 January 2026).
Porter, M.E. and Heppelmann, J.E. (2014) ‘How smart, connected products are transforming competition’, Harvard Business Review, 92(11), pp. 64–88.
Reuters (2026) ‘UK shop prices rise at fastest pace in nearly two years’, 27 January. Available at: https://www.reuters.com (Accessed: 30 January 2026).
Teece, D.J. (2018) ‘Business models and dynamic capabilities’, Long Range Planning, 51(1), pp. 40–49. doi:10.1016/j.lrp.2017.06.007.
Tidd, J. and Bessant, J. (2020) Managing innovation: integrating technological, market and organizational change. 7th edn. Hoboken, NJ: Wiley.
Verhoef, P.C., Broekhuizen, T., Bart, Y., Bhattacharya, A., Dong, J.Q., Fabian, N. and Haenlein, M. (2021) ‘Digital transformation: a multidisciplinary reflection and research agenda’, Journal of Business Research, 122, pp. 889–901. doi:10.1016/j.jbusres.2019.09.022.
Vial, G. (2019) ‘Understanding digital transformation: a review and a research agenda’, Journal of Strategic Information Systems, 28(2), pp. 118–144. doi:10.1016/j.jsis.2019.01.003.







Indicative Distribution of Greggs - Innovation Activity

Sales	5%
15%
80%

Transformational Innovation	Adjacent Innovation 	Core Innovation	0.08	0.22	0.7	

2

image1.jpeg
Prifysgol Cymru
Y Drindod Dewi Sant

University of Wales
Trinity Saint David





