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What?
I have been using Rolfe, Freshwater and Jasper's reflective model: What? So what? Now what? as it is simple and provides a good way to connect with future action. I haven't used Gibbs, as it would be a long and tedious circle of description and feelings if I had; it's a focused reflection on the entrepreneurial development of Greggs and my learning. As I discovered at Greggs, it's not just about a new product; it's about a system that can be replicated to scale a simple promise. Greggs started as a family bakery business and has since become a national food-to-go company with 2739 shops at the end of 2025 and 2759 shops by May 2026. It is evident that the growth of this is due to the provision of a good value proposition, affordable products, convenient locations and consistency of operation (Rolfe, Freshwater and Jasper, 2001; Greggs plc, 2026a; Greggs plc, 2026b).
What? Continued
What I was most interested in with the development of Greggs is the way in which they modernized,but did not lose their core identity. However, it didn't remove bakery products; it added food-to-go ranges, vegan and evening products, delivery, Click + Collect and the Greggs App. It means that often, good entrepreneurial leadership isn't about revolution; it's about evolution. I believe the leadership team, which includes incumbent chief executive Roisin Currie, has been looking to preserve the value-led brand whilst investing in logistics, shops and digital channels. But the 2025 results also highlight the risk of taking for granted that an increase in sales leads to improved performance. Sales rose to GBP2,151.2m, but underlying profit before tax dropped to GBP171.9m. This helped me to realize that growth should not be just defined in terms of size but also in terms of quality, margin and return on capital (Greggs plc, 2026a; Porter, 1985).
So what?
In my learning, the alternative of being entrepreneurial in an established company is not just opportunity recognition, it is discipline as well. For Greggs, the secret of their success has been their customer promise that is easy to understand: Easy food, quick service and affordability. But the same promise puts pressure on customers demanding value even when the prices of labour, food, energy and logistics go up. A resource-based approach suggests that Greggs' brand, supply chain, shop network and customer habit are resources which must be continually reinvested to remain competitive (Barney, 1991). There are a number of things I've learned: One good business concept can become a bad one if the company grows too rapidly, has too many menu items or if it just uses digital as a tool for making sales but not for making money.
What I would do similarly
I would copy Greggs' emphasis on daily affordability, simplicity of running and repeat customer missions when starting a similar business. I would start off with a minimal menu that is simple to make consistently and then use customer feedback and sales data before introducing new products. I'd also emulate Greggs' “different approach” to location, with high streets, transport points and retail parks all being part of the product, not away from it. I'd jump on this loyalty app right away and focus on using it for customer insight, prediction and customer retention—rather than on the constant discounting (Chaffey and Ellis-Chadwick, 2022; Kotler, Keller and Chernev, 2022).
Now what?
What I would do differently is handle expansion more carefully. Each new location format was tested along with clear payback goals to determine if it drove new customers or if it merely cannibalized the nearby retail locations. I would also focus more on healthier protein and international food from the outset, as younger consumers may be interested in value but also variety and well-being. Finally, I'd probably have digital delivery profitability as a separate line because delivery can add sales, while taking a bite out of the bottom line with platform fees and labour complexity. In summary, my experience with Greggs has been that the most basic of business models is the most successful of entrepreneurial models. It provides clear motivation for customers to return, is based on good finance practice and aligns with long-term sustainability. This reflection has led me to have a different perspective about the process of entrepreneurship, and now I believe that alongside creativity and ambition, execution, measurement and restraint are equally significant (Teece, 2007; Greggs plc, 2026a).
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