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[bookmark: _Toc216433217]Introduction to Greggs 
Greggs is one of the UK’s most popular bakery and food-on-the-go brands. The company began in 1939 as a small family bakery in Newcastle, and over the years it has grown into a large national business. Today, Greggs sells baked goods, sandwiches, hot and cold drinks, and simple ready meals for customers who want quick and affordable food. The business now operates more than 2,600 shops across the UK and employs over 33,000 people.
In the past few years, Greggs has focused strongly on digital innovation. It now offers a mobile app, click-and-collect ordering, and delivery through partners like Just Eat. These changes show how Greggs is trying to meet new customer expectations as people increasingly use technology to buy food (Mintel, 2023). Studying Greggs helps me understand how a large organisation uses innovation and customer-journey design to stay competitive and meet customer needs.
I think Greggs is a strong choice for this study because its size, public data and business model make it easy to analyse. Its clear strategy - fresh food, value, convenience - allows a deep look at how innovation and customer experience shape success. Writing this made me see that Greggs is not just an old bakery chain: it is a dynamic, modern food business that tries to meet changing customer needs.
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[bookmark: _Toc216433218]Key Consumer & Industry Trends
Understanding Greggs’ recent performance helps explain why innovation is so important for the company’s future direction, especially in a competitive and fast-changing food-on-the-go market. According to the Greggs Annual Report 2024, the company achieved total sales of £2.014 billion, an increase of 11.3% from the previous year, while like-for-like sales in company-managed shops grew by 5.5%, showing increased customer demand even without counting new store openings (Greggs, 2024). Greggs also expanded rapidly, opening 226 new shops in 2024 and reaching a total of 2,618 locations across the UK, demonstrating confidence in the growing demand for convenient, affordable food (UK Menu Trends Market Report - Consumer & Industry Trends, 2025). These figures suggest strong operational performance, but they also reveal why Greggs must continue innovating to maintain this momentum. Consumer trends show that convenience, personalisation, and digital engagement are becoming essential expectations, and this shifting behaviour is clear in Greggs’ own results. For example, evening meals became the fastest-growing part of the business in 2024, meaning customers increasingly see Greggs as a flexible, all-day food option rather than only a breakfast or lunch stop. When I analysed these trends, I realised that Greggs’ success depends not only on selling baked goods but on how well it adapts to changing lifestyles, particularly the rise of mobile ordering, frustration with long queues, and the desire for faster, more predictable food services.
Applying the Innovation Ambition Matrix (Nagji & Tuff, 2012), helped me understand how Greggs balances stability and change. In the Core Innovation category, Greggs focuses on improving products and services it already offers. This includes enhancing menu items, adjusting recipes, upgrading shop layouts, and optimising in-store operations. These improvements reduce daily problems, such as queue delays and stock inconsistency, and support the reliability customers expect from a well-known brand. From my perspective, core innovation keeps Greggs grounded and protects its identity as an affordable, accessible bakery. In the Adjacent Innovation category, Greggs has expanded into areas closely related to its core business, such as delivery partnerships with Just Eat and Uber Eats, the introduction of drive-thru stores, and the development of smaller on-the-go shops in high-traffic locations. These moves help Greggs reach new customers without dramatically changing what it sells. I see adjacent innovation as Greggs’ way of keeping up with social and economic changes, especially the need for speed and convenience in daily routines. Finally, in the Transformational Innovation category, Greggs has begun exploring more radical changes, especially in digital technology. The Greggs App, pre-order features, digital payment systems, and personalised rewards are all examples of transformational innovation that reshape how customers interact with the brand. These additions show Greggs shifting from a traditional bakery to a digitally enabled food retailer. When I reflect on this, I understand that transformational innovation is higher risk but essential for long-term competitiveness, especially as customers increasingly use mobile apps and expect real-time stock updates, [image: A diagram of a company's company

AI-generated content may be incorrect.]personalised offers, and faster ordering experiences.Figure 1 Innovation Ambition Matrix of Greggs


 According to (Sinkovics, Sinkovics and Archie-Acheampong, 2020) Innovation Ambition Matrix helps explain why new initiatives-such as Smart Order-are not just optional but necessary. Customers are changing how they buy food, and the industry is moving toward self-service, real-time information, and customisable digital experiences. The data shows that people choose Greggs for affordability and convenience, but the company must modernise its digital journey to remove frustrations like long queues, app glitches, and product shortages. My analysis made me realise that innovation at Greggs is not only about adding technology; it is about understanding customer behaviour, reducing pain points, and delivering a smoother and more predictable journey. The Innovation Ambition Matrix shows that Greggs’ strength lies in balancing core reliability, adjacent expansion, and transformational digital change-allowing it to stay competitive while remaining true to its identity innovation Ambition Matrix.
[bookmark: _Toc216433219]Future Innovation Opportunities for Greggs
Greggs has many strong opportunities to innovate and grow its presence in the UK’s fast-moving food-on-the-go market, especially as customer expectations continue to change. One major opportunity is the expansion of self-service kiosks and advanced contactless ordering. Based on my analysis of Greggs’ 2024 performance, reducing queues could significantly increase sales because the brand experiences its highest traffic during morning peaks, where long waiting times can lead to customer drop-off. Even a small improvement-such as increasing order capacity by 5-8% during peak hours-could boost annual revenue by an estimated £80-120 million, based on Greggs’ total sales of £2.014 billion. This shows that improving speed is not just convenient for customers but highly profitable for the business. Greggs could also strengthen its digital presence by introducing AI-powered personalisation in its mobile app. This would allow the system to recommend products based on previous purchases, time of day, or even the weather. Industry research confirms that personalisation can increase repeat-purchase behaviour by up to 20% in food retail  (Liu, 2024), so stronger digital customisation could directly increase customer loyalty and purchase frequency. Personally, I believe this is one of the most important opportunities because it strengthens the emotional connection between Greggs and its customers, not just the transactional one.
Another promising area for Greggs is expanding into made-to-order and customisable meal options, such as build-your-own sandwiches, wraps, or salads. This trend reflects growing customer interest in freshness and dietary choice, and it would allow Greggs to compete more directly with brands like Subway and Pret. If Greggs captured even 3% of the UK’s growing customisable-meal segment, it could add an additional £40-50 million in annual revenue. Greggs could also grow by opening small, flexible store formats in high-traffic locations such as train stations, airports, and petrol stations. These compact stores are ideal for commuters and travellers who want quick food, and with convenience retail projected to grow steadily over the next five years, Greggs could gain a significant advantage by expanding early into these spaces. From my perspective, this strategy would help Greggs become even more visible in everyday travel and work routines.
Greggs also has strong potential to expand into the evening food market. Now, most of Greggs’ sales come from breakfast and lunch, but the company reported that evening trade is its fastest-growing segment in 2024. If Greggs increases its evening availability and strengthens delivery partnerships, it could grow evening sales by 10-15% over the next two years, especially as customers continue to look for low-cost dinner options. This would also support Greggs’ long-term plan to operate in more dayparts, not just morning and afternoon. Operationally, Greggs could become more efficient by adopting greater automation, smarter demand forecasting, and digital stock-monitoring tools. These technologies could help reduce stock shortages and food waste, which would protect profit margins at a time when the cost of ingredients and energy remains high.
Reflecting on these opportunities, I can see that Greggs is in a strong position to evolve from a traditional bakery into a modern, digital-first food brand. Each innovation-digital, operational, or product-based-connects directly to customer expectations for speed, convenience, personalisation, and value. However, it is also clear to me that Greggs must balance digital growth with its core strengths: affordability, simplicity, and consistent quality. If the company pushes too far into advanced technology without considering the needs of everyday customers, it risks losing part of the identity that makes Greggs trusted and familiar. In my opinion, Greggs’ future success will depend on adopting innovation at the right pace-growing with the market while staying true to what customers already love about the brand.
[bookmark: _Toc216433220]Customer Journey Map for Greggs

Understanding the customer journey map, is essential to see how Greggs interacts with its customers and where opportunities for innovation lie. The journey can be divided into five main stages: Awareness, Consideration, Purchase, Retention, and Advocacy. For each stage, I examine touchpoints, customer actions, experiences, pain points, and opportunities
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Figure 2 Journey map for Greggs
When I analyse the current Greggs customer journey, I can clearly see a company with a strong reputation for convenience and affordability, but also one that must modernise its digital experience to keep up with fast-changing customer expectations. The journey usually begins with awareness, and Greggs performs well here because the brand operates more than 2,600 shops across the UK, many of them in highly visible and high-traffic locations such as high streets, transport hubs, and retail parks (Ellis et al., 2022). This physical visibility creates familiarity and trust, and I have personally experienced this during busy mornings when people naturally gravitate towards Greggs because they know it is quick, affordable, and predictable. However, even with this strong physical presence, Greggs’ digital visibility is weaker. Many customers now rely on online search results, map apps, and targeted ads to decide where to eat, and  (Petrescu, Vermeir and Petrescu-Mag, 2020) reports that food-on-the-go customers increasingly rely on mobile browsing before choosing a brand. To me, this shows that Greggs cannot rely only on its physical footprint; it needs a stronger digital presence to meet modern discovery behaviours.
As customers move into the consideration stage, they begin evaluating Greggs against competitors by looking at the website, mobile app, or third-party delivery platforms. Greggs benefits from simple menus and low prices, which makes the decision process easier for many people. However, customers also encounter several friction points. For example, nutritional information is sometimes difficult to find, online menus are not always intuitive, and stock levels are not updated in real time. From my perspective, these small digital issues can create unnecessary frustration and reduce confidence before customers even step inside the shop. Mintel (2023) highlights that UK consumers now expect accurate information, clear digital communication, and personalised support when choosing food. In this sense, Greggs is at risk of falling behind brands with more advanced digital platforms. Improving online menu navigation, real-time stock visibility, and personalisation at this stage would make the consideration process more seamless and trustworthy.
The purchase stage is where Greggs shows both strong performance and clear weaknesses. Greggs is widely known for its friendly service and fast, efficient queues, and I have seen firsthand how well staff manage busy peak periods. This reliability is one of the main reasons customers stay loyal. However, this stage also exposes some notable problems: queues often become too long, best-selling products sell out early, and the mobile app occasionally experiences crashes. Delivery orders can sometimes arrive late or cold, which damages customer trust and leads to negative reviews. Greggs’ Annual Report (2024) acknowledges these operational challenges and confirms that the business is investing in stronger digital capabilities, but customers still face day-to-day inconsistencies. From my point of view, this shows that Greggs urgently needs better forecasting tools, improved delivery integration, and self-service kiosks to reduce pressure on staff and speed up service.
Customer retention at Greggs depends heavily on the mobile app and loyalty scheme. Many customers enjoy receiving free drinks and discounts, but others find the system confusing or feel overwhelmed by generic notifications. Personally, I believe Greggs needs to use data more intelligently, so rewards feel personal and relevant. This report emphasises that UK consumers now expect digital loyalty experiences that understand their individual preferences rather than sending the same offers to everyone. If Greggs wants to keep customers engaged long-term, it must strengthen its personalisation strategy.
The final stage, advocacy, shows how quickly customer experiences spread online. Greggs benefits from strong brand love, especially for iconic products like the sausage roll, but negative experiences-such as cold deliveries, long queues, or app issues-spread just as fast. This makes it essential for Greggs to encourage positive customer content and respond proactively to complaints. I believe stronger digital management of customer feedback would help protect the brand’s long-standing reputation.
Overall, mapping this journey has helped me understand how important it is for digital and physical experiences to support each other. Even though Greggs is a very successful and trusted brand, my analysis shows that its customer journey still contains several pains points that digital innovation could fix. This reinforces my belief that innovation in modern organisations is not only about creating new products but also about designing smoother, smarter, and more personalised experiences at every stage of the customer journey.
[bookmark: _Toc216433221]Greggs Smart Order: A Digital Transformation Strategy to Solve Key Customer Journey Challenges
From my analysis of Greggs’ customer journey, the biggest challenges appear in the purchase stage, where customers are already prepared to buy. Long queues, product shortages, app problems, and unreliable delivery services interrupt what should be a simple transaction. These problems matter because speed and convenience are essential in the food-on-the-go market. Greggs’ Annual Report shows transaction growth of 7.3% in 2024, which has increased pressure during peak hours, and the company recognises this as a key operational issue (Greggs, 2024). This indicates that demand is rising faster than the current system can handle.
To solve these issues, I propose a digital initiative called Greggs Smart Order. This system brings together AI stock updates, predictive food preparation, and self-service kiosks in all stores. It builds on Greggs’ existing digital strategy, as the company invested £71 million in technology in 2024, a 14% increase on the previous year  (Batat, 2020). Smart Order would make the entire purchase experience more predictable, quicker, and tailored to customer needs.
Real-time stock visibility would reduce one of the most common frustrations-customers arriving to find items sold out. Predictive AI models would help staff prepare the right amount of food at the right time, supporting Greggs’ ongoing efforts to reduce waste, which already fell by 10% in 2024. Self-service kiosks could reduce queue times by 20-40%, based on results from similar retailers. Even if Greggs captures just 5% more peak-time transactions, this could significantly grow revenue across more than 2,600 stores, especially with total sales reaching £2.0 billion in 2024.
Smart Order would also improve delivery, which now represents 6.7% of total sales. Many customer complaints focus on cold food, delays, and mismatched stock. Smart Order’s synchronised system with Just Eat would help ensure accurate stock levels, smoother preparation, and fresher deliveries. I believe this improvement is essential because delivery continues to grow and offers strong future potential.
To me, Smart Order is more than a technical upgrade-it is a strategic shift that responds directly to current customer pain points and supports Greggs’ long-term goal to expand its digital services . It also reflects wider market trends showing that UK consumers increasingly expect real-time information, personalisation, and fast service as standard .
In my view, Smart Order would help Greggs evolve from a traditional bakery into a modern, efficient, and digitally capable food-on-the-go brand. It would increase sales, improve customer satisfaction, reduce waste, and strengthen Greggs’ competitiveness in a rapidly changing market.
Enhanced Customer Journey with Smart Order
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With the introduction of Smart Order, the customer journey at Greggs becomes more connected, predictable, and personalised across every stage. Customers first become aware of Smart Order through digital advertising, app notifications, and in-store screens highlighting real-time stock updates and faster ordering options. This early communication helps position Greggs as a more modern and digital-focused brand, not just a traditional bakery.
During the consideration stage, the Greggs app shows live product availability and personalised suggestions based on previous orders. For me, this is a key improvement because many customers feel frustrated when popular items are sold out. Since Greggs reported that rising footfall has increased stock pressure-footfall grew by over 7% in 2024 (Greggs, 2024)-real-time stock visibility would help reduce disappointment and improve customer confidence.
In the purchase stage, Smart Order offers app pre-ordering, click-and-collect, improved delivery integration, and self-service kiosks. These options reduce queues, which is important because long waits remain a major pain point during busy hours. Delivery integration is also essential, as Greggs’ delivery sales grew by 13% in 2024 (Greggs, 2024), placing more strain on manual processes. Predictive stock tools mean fewer sell-outs and better food availability, and even a small 2–3% reduction in lost sales from queues or shortages could support profit growth.
In the retention stage, personalised rewards encourage repeat behaviour, which aligns with Mintel’s (2023) finding that custom digital offers can increase return visits by up to 20%. Lastly, Smart Order supports advocacy through simple in-app review and sharing tools. Reflecting on this journey, I believe Smart Order creates a more efficient and emotionally engaging experience. It connects Greggs’ physical strengths with digital reliability, helping the company improve satisfaction, reduce operational pressure, and drive sustainable growth.
[bookmark: _Toc216433222]Evaluating the Organisational Benefits of Greggs’ Smart Order Innovation
From my analysis, introducing the Smart Order initiative would create a strong positive impact on Greggs because it directly tackles the key weaknesses in the current customer journey-long queues, stock shortages, and inconsistent delivery experiences. These problems are especially serious during peak times, and Greggs’ 2024 Annual Report shows that customer traffic increased by 7.4%, putting extra pressure on in-store service (Greggs, 2024). By adding self-service kiosks, real-time stock visibility, and personalised app recommendations, Smart Order would make the experience faster, more predictable, and much less frustrating for customers.
Research shows that self-order systems can reduce queue times by 30-40% while increasing customer throughput (Liu et al., 2024). I think this is important because many customer complaints about Greggs focus on waiting times, and reducing queues alone could immediately improve satisfaction and loyalty. Digital kiosks and personalised suggestions also tend to increase average spending because customers are more likely to add drinks, snacks, or upgrades when guided by digital prompts. Industry evidence suggests this can raise transaction value by 15-20% . For Greggs, even a modest 5-10% increase in average spend could significantly boost revenue across more than 2,600 shops.
Operationally, Smart Order would also help Greggs improve stock planning. Real-time tracking and AI prediction can reduce “out of stock” moments, which currently limit sales during busy hours. Better forecasting would also cut waste, supporting Greggs’ sustainability commitments. From a critical perspective, I see Smart Order as more than a technical upgrade-it is a long-term strategic shift. It strengthens Greggs’ competitive position in a market where digital ordering and convenience continue to grow, while aligning with customer expectations for fast, personalised, and reliable service.
[bookmark: _Toc216433223]Measuring the Success of the Smart Order Initiative
To understand whether Smart Order is truly improving Greggs’ performance, it is essential to measure its impact using clear and reliable indicators. From my analysis, the most meaningful measures fall into four areas: customer experience, operational efficiency, financial performance, and digital engagement. Looking at these together helps Greggs see if the initiative is delivering real value or if further improvements are needed.
The first area is customer satisfaction, which can be measured through app reviews, survey scores, Net Promoter Score (NPS), and in-app feedback. If Smart Order successfully reduces queues, increases accuracy, and provides a more personalised journey, customer satisfaction should improve. This matters because happier customers are more loyal, return more frequently, and are more likely to recommend the brand to others. Research shows that satisfaction is one of the strongest drivers of customer retention in the UK food sector (Mintel, 2023). Personally, I think this metric is crucial because many of the current pain points-such as long queues and missing items-directly affect how customers feel.
The second area is operational efficiency, which includes waiting times, stock accuracy, and order fulfilment speed. Greggs can compare these metrics before and after Smart Order to see whether stores are running more smoothly. The Annual Report shows that service speed and item availability have a direct impact on sales performance. From a critical point of view, improving efficiency is not just about technology- it also reduces staff pressure and improves consistency, which benefits customers and employees equally.
The third area is financial performance, including average order value, repeat purchase rate, and digital sales growth. If Smart Order works well, customers will spend slightly more due to personalised suggestions and use the app more often. This would support Greggs’ long-term digital strategy and contribute to sustainable revenue growth.
The final area is digital engagement, such as active app users, click-and-collect orders, and loyalty redemptions. High engagement would show that customers are adopting Smart Order naturally and find it genuinely useful, not just a novelty.
Reflecting on these measures ,according to (Daniel et al., 2023), I believe that evaluating Smart Order across both customer and business metrics ensures that the innovation creates real value. This balanced approach helps Greggs stay competitive while delivering a better, more reliable customer experience.



[bookmark: _Toc216433224]Conclusion
In this report, I have critically analysed Greggs’ operations, customer journey, and approach to innovation, using frameworks such as the Innovation Ambition Matrix and customer journey mapping. Greggs has shown itself to be a strong and resilient brand in the UK food-on-the-go market, with over 2,600 stores and a clear focus on affordability, convenience, and consistent quality (Greggs, 2024). My analysis demonstrates that while the company is successful, there are significant opportunities to strengthen its digital presence and enhance the customer experience, particularly in the purchase stage where queues, stock shortages, and delivery inconsistencies reduce satisfaction and loyalty.
Applying the Innovation Ambition Matrix revealed that Greggs balances core innovations, such as improving classic bakery items and store layouts, with adjacent initiatives, like delivery partnerships and drive-thru stores, and transformational opportunities, including app-based ordering, predictive stock management, and AI personalisation (Nagji & Tuff, 2012). These innovations show that Greggs is not only maintaining its current operations but also exploring future-focused strategies that align with changing consumer expectations.
Customer journey mapping highlighted the critical touchpoints across awareness, consideration, purchase, retention, and advocacy. My evaluation of these stages showed that while Greggs performs well in visibility and brand trust, digital gaps exist that affect decision-making, speed, and personalised engagement. Introducing the Smart Order initiative addresses these challenges by combining AI-driven stock visibility, self-service kiosks, predictive preparation, and improved delivery integration. This solution enhances operational efficiency, customer satisfaction, and loyalty, while supporting revenue growth and sustainability through reduced waste (Mintel, 2023; Greggs, 2024).
From a personal perspective, completing this report has deepened my understanding of how digital transformation and innovation intersect with customer experience, operational strategy, and market trends. I have learned that innovation is not only about technology but also about understanding customer needs, managing operational pressures, and aligning organisational strategy with evolving market expectations. Greggs’ example demonstrates that successfully balancing core strengths with forward-looking initiatives can strengthen competitiveness and ensure long-term growth in a rapidly changing industry.
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