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1. Executive Summary
This report provides a strategic analysis of Greggs plc and outlines growth recommendations for the organisation as it navigates a rapidly changing UK food‑to‑go market. Greggs has evolved from a traditional bakery into a leading value‑for‑money, convenience‑focused food retailer with over 2,700 stores nationwide. Despite strong brand recognition and continued expansion, the business faces significant external pressures, including rising operating costs, intensified competition from both premium and low‑cost rivals, and shifting consumer expectations around health, digital convenience, and affordability. These pressures have contributed to slowing sales growth and tightening profit margins across the sector.
Using strategic frameworks such as PESTEL, SWOT and Porter’s Five Forces, the report identifies Greggs’ core strengths its scale, affordability, operational efficiency, and strong brand loyalty while highlighting key challenges such as inflation, supply chain volatility, and competitive saturation in high traffic locations. The analysis shows that Greggs future growth will depend on its ability to innovate within its value led positioning, expand into new channels, and strengthen customer engagement through digital and product diversification.
Based on the evaluation, the report recommends a market development and product development (Ansoff Matrix) combined strategy, supported by selective diversification. This includes expanding Greggs’ presence in under‑served locations (e.g., retail parks, travel hubs), enhancing its digital ecosystem, and developing new product ranges aligned with health, convenience, and evening‑meal occasions. The proposed strategy is assessed using the Suitability, Feasibility and Acceptability (SFA) model, demonstrating strong alignment with Gregg’s capabilities, customer expectations, and long‑term growth ambitions.
The report concludes with an implementation plan outlining clear objectives, actions and KPIs to support effective delivery and monitoring of the recommended strategy.

2. Introduction to Greggs plc
This report has been prepared to support Gregg’s plc in identifying suitable strategic growth opportunities within the evolving UK food‑to‑go market. As the organisation continues to expand its national presence, it faces increasing competitive pressures, rising operational costs and shifting consumer expectations around convenience, affordability and healthier choices. The purpose of this report is therefore to analyse Greggs’ current strategic position, evaluate the external and internal factors influencing its performance, and propose a well‑justified growth strategy that aligns with its long‑term vision and value‑for‑money proposition.
Greggs business model is built around accessible, affordable and quick‑service food, targeting high‑volume customer groups such as commuters, students, workers and cost‑conscious consumers. This model reflects the organisation’s wider strategic intent: to provide everyday value while expanding its reach across diverse retail environments, including high streets, transport hubs and retail parks. Greggs mission emphasises convenience, quality and inclusivity, positioning the brand as a reliable choice for customers seeking fast, affordable meals.
The report follows a structured approach, beginning with an evaluation of the current market situation using established analytical frameworks. It then explores strategic growth options, assesses the feasibility of the recommended strategy, analyses stakeholder implications and outlines a practical implementation and monitoring plan to support effective delivery.

3. Evaluation of the Current Market Situation 
A detailed evaluation of Greggs’ current market situation requires an integrated analysis of its internal capabilities and the external pressures shaping the UK food‑to‑go sector. Using SWOT, PESTEL and Porter’s Five Forces, this section highlights how Greggs’ strengths support its competitive position while identifying the challenges that influence its strategic direction.
SWOT Analysis
Greggs internal strengths are rooted in its vertically integrated business model, which enables tight cost control and consistent product quality. The company manufactures its own products and operates its own logistics network, supporting gross margins of around 61%. This structure allows Greggs to maintain affordability while protecting profitability, a key advantage in a value‑driven market. Its strong brand reputation and national footprint 2739 shops at the end of 2025 further reinforce accessibility and customer loyalty. Recent financial results also demonstrate resilience, with total first‑half 2026 sales rising 7.2% and market share increasing to 8.7%.
However, Greggs faces internal weaknesses linked to rising operating costs, particularly labour and energy. Wage inflation reached 8.3% in 2025, significantly impacting margins in a labour-intensive business model. Additionally, the company’s reliance on high‑frequency footfall makes it vulnerable to changes in commuting patterns.
Externally, Greggs benefits from opportunities such as expanding into new formats (e.g., drive‑throughs, retail parks, travel hubs) and leveraging digital channels. The business has already opened 34 net new shops in the first half of 2026 and is trialling new concepts such as “Greggs Express” and smaller “bitesize” formats. Consumer trends towards convenience, value and quick meals also align strongly with Greggs’ core proposition.
Threats include renewed inflationary pressures, volatile commodity costs and intensified competition from both premium and low‑cost food‑to‑go operators. The broader market has experienced declining visits, with a 3.1% reduction in 2025, signalling a challenging demand environment.
PESTEL Analysis
Political: Greggs is affected by UK employment regulations, particularly increases in the National Living Wage, which have driven significant cost inflation. Wage costs represent 39% of its cost base, making regulatory changes highly impactful.
Economic: Inflation remains a major external pressure. Rising household energy costs have squeezed consumer budgets, increasing demand for low‑priced formats while simultaneously raising Greggs’ operating costs due to energy‑intensive baking processes. Although food and packaging inflation eased in early 2026, cost volatility remains a risk assets.greggs.comassets.greggs.com. interim Results For the 26 weeks ended 29 June 2024.
Social: Consumer behaviour continues to shift towards convenience, affordability and healthier options. Greggs’ menu innovation including enhanced salads and new drinks reflects these trends and supports like‑for‑like sales growth. However, changing commuting patterns and hybrid working reduce predictable weekday footfall.
Technological: Digital channels are increasingly important in the food‑to‑go market. Greggs’ investment in delivery partnerships and click‑and‑collect services supports accessibility and extends trading hours. New formats such as Greggs Express also demonstrate technological adaptation in convenience retailing.
Environmental: Energy consumption is a major operational concern due to ovens, chillers and long opening hours. Volatile energy prices directly affect margins, requiring ongoing efficiency improvements.
Legal: Compliance with food safety, allergen regulations and employment law remains essential. As Greggs expands into new formats and international travel hubs, regulatory complexity increases.
Porter’s Five Forces
Competitive Rivalry – High: The UK food‑to‑go market is highly competitive, with rivals such as Pret, McDonald’s, Costa, supermarket meal deals and independent bakeries. Market visits fell by 3.1% in 2025, intensifying competition for footfall. Greggs’ value leadership helps differentiate it, but rivalry remains strong.
Threat of New Entrants – Moderate: While barriers to entry are relatively low for small operators, Greggs’ scale, supply chain integration and brand recognition create significant competitive advantages. New entrants struggle to match its price‑quality balance.
Threat of Substitutes – High: Consumers can easily switch to supermarkets, cafes or home‑prepared meals. Greggs mitigates this through convenience, low pricing and menu variety.
Bargaining Power of Suppliers – Moderate: Greggs vertical integration reduces reliance on external suppliers, but commodity volatility (e.g., wheat, dairy, packaging) still affects costs.
Bargaining Power of Customers – High: Customers are price‑sensitive, especially during cost‑of‑living pressures. Greggs’ ability to maintain affordability without eroding margins is crucial.
Summary
Overall, Greggs occupies a strong competitive position supported by scale, affordability and operational efficiency. However, external pressures particularly inflation, competition and shifting consumer behaviour require strategic adaptation. The analysis highlights the need for growth strategies that enhance accessibility, diversify formats, strengthen digital engagement and extend trading hours while protecting Greggs core value‑for‑money proposition.

4. Strategic Growth Options and Proposed Strategy (Using Ansoff Matrix) 
The Ansoff Matrix provides a clear framework for evaluating Greggs’ strategic growth options by examining how the organisation can expand through existing or new products and markets. Applying this model to Greggs’ current position within the UK food‑to‑go sector allows for a structured assessment of viable growth pathways and supports the development of a justified strategic recommendation.
Market Penetration
Market penetration focuses on increasing sales within Greggs’ existing markets using its current product range. Greggs already performs strongly in this quadrant due to its value‑for‑money positioning, national footprint and consistent menu innovation (Greggs plc, 2026a). Promotional pricing, breakfast deals and digital convenience through click‑and‑collect have helped maintain customer loyalty and drive incremental sales. However, the UK food‑to‑go market has experienced slowing footfall and intensified competition, with visits declining by 3.1% in 2025 (GlobalData, 2025). This limits the potential of market penetration as a primary growth strategy. While still important for maintaining competitiveness, penetration alone cannot address external pressures such as inflation, hybrid working patterns and rising operating costs (Retail Gazette, 2025; Reuters, 2025).
Market Development
Market development offers a more substantial opportunity for Greggs. This strategy involves entering new geographic areas or customer segments using existing products. Greggs’ recent expansion into retail parks, drive‑throughs, transport hubs and convenience partnerships demonstrates strong alignment with this quadrant (The Caterer, 2026). These locations capture diverse footfall, including families, motorists and travellers, reducing reliance on traditional high‑street environments. Market development also supports Greggs’ strategic pillar of “increasing access,” which aims to broaden its reach across the UK (Greggs plc, 2026b). With over 2,700 shops and plans for continued expansion, Greggs has the operational capacity and logistics infrastructure to scale effectively (Greggs plc, 2026c). This makes market development both suitable and feasible.
Product Development
Product development involves introducing new products to existing markets. Greggs has already demonstrated strong capability in this area through healthier ranges, plant‑based options, premium drinks and seasonal innovations (Greggs plc, 2026a). Consumer trends show increasing demand for healthier choices, convenient evening meals and higher‑quality beverages (Mintel, 2025; KPMG, 2025). Extending trading hours into the evening is a core strategic ambition, and product development is essential to achieving this. New menu items such as expanded hot food ranges, premium drinks or healthier bowls can attract new customer segments while maintaining affordability. Product development also strengthens Greggs’ competitiveness in a crowded market, helping differentiate its offer without shifting away from its value‑led identity.
Diversification
Diversification involves entering new markets with new products. Greggs’ trial of “Greggs Express,” a self‑service format in convenience retailing, represents a form of related diversification (British Baker, 2026). While promising, diversification carries higher risk and requires significant investment. Given inflationary pressures and supply chain costs, diversification should remain a secondary, selective option rather than a primary strategic direction.
Recommended Strategy: Market Development + Product Development
Based on the Ansoff analysis, a dual growth strategy combining market development and product development is recommended. Market development expands Greggs’ reach into new catchments, supporting accessibility and capturing new footfall. Product development enhances menu relevance, supports evening trade and strengthens competitiveness. Together, these strategies align with Greggs’ capabilities, customer expectations and long‑term growth ambitions, offering a balanced and sustainable pathway for future expansion.

5. Strategy Evaluation
Evaluating the proposed combined strategy of market development and product development requires assessing its Suitability, Feasibility and Acceptability (SFA). This ensures the strategy aligns with Greggs capabilities, stakeholder expectations and the external environment.
Suitability
The strategy is highly suitable given the pressures and opportunities identified in the market analysis. Greggs operates in a sector characterised by rising costs, intense competition and shifting consumer behaviour. Expanding into new locations such as retail parks, drive‑throughs and travel hubs directly supports Greggs strategic aim of increasing accessibility while capturing footfall beyond traditional high‑street environments. This is particularly important as hybrid working patterns reduce weekday city‑centre demand.
Product development is equally suitable. Consumer trends show growing interest in healthier options, premium drinks and evening‑meal solutions. Greggs’ ongoing menu innovation and investment in new categories position it well to broaden its appeal and extend trading hours. The strategy also aligns with Greggs’ value‑for‑money positioning, as new products can be introduced at accessible price points without undermining affordability. Overall, the combined strategy responds effectively to external pressures while leveraging Greggs internal strengths.
Feasibility
The strategy is feasible due to Greggs strong operational foundations. The company’s vertically integrated supply chain, expanding logistics capacity and established store formats provide a solid base for further market development. Recent investments in new distribution centres and shop refurbishments demonstrate organisational readiness for continued expansion. Greggs also has experience trialling new formats, such as “bitesize” stores and drive‑throughs, reducing implementation risk.
Product development is feasible because Greggs already has established processes for menu innovation and has successfully introduced new ranges in recent years. Its scale allows efficient testing and rollout of new products across the estate. Financially, Greggs remains stable, with rising sales and controlled cost inflation, supporting investment in both new sites and product innovation. While inflation and wage pressures remain challenges, the strategy does not require excessive financial risk or radical operational change.
Acceptability
The strategy is acceptable to key stakeholders. Customers benefit from greater convenience, more choice and extended trading hours. Employees gain opportunities for development through new store formats and expanded operations. Investors are likely to support the strategy as it aligns with Greggs long‑term growth ambitions and builds on proven strengths rather than pursuing high‑risk diversification. The strategy also maintains Greggs commitment to affordability, ensuring continued appeal to cost‑conscious consumers.
Summary
Overall, the combined strategy scores strongly across all SFA criteria. It is strategically aligned, operationally realistic and likely to be well‑received by stakeholders, making it a robust pathway for sustainable growth.

6. Stakeholder Analysis
Effective strategic decision‑making requires understanding how Greggs proposed combined strategy will affect key stakeholders. Using Stakeholder Theory and Mendelow’s Matrix, this section identifies the main groups and evaluates their power, interest and likely responses.
Greggs customers hold high interest but relatively low power. They are central to the organisation’s value‑for‑money positioning, and the strategy of expanding store formats and enhancing product ranges directly benefits them through greater convenience, choice and accessibility. Maintaining affordability will be essential to sustaining customer trust.
Employees have high interest and moderate power, particularly due to Greggs labour intensive operations. Market development will create new roles and progression opportunities, while product development may require additional training. Clear communication and investment in skills will help maintain engagement and minimise resistance.
Investors and shareholders possess high power and high interest. They expect sustainable growth and controlled risk. The combined strategy aligns with Greggs long‑term ambition to expand its estate and broaden customer appeal, making it acceptable to this group. Demonstrating financial discipline and realistic timelines will be important.
Suppliers have moderate power due to commodity volatility. Greggs vertically integrated supply chain reduces dependency, but expanding formats and product ranges may increase demand for raw materials. Strong supplier relationships and cost‑management practices will remain critical.
Regulators and local authorities hold high power but lower interest. Compliance with food safety, employment law and planning regulations will be essential as Greggs expands into new locations.
A suitable engagement approach includes transparent communication, regular performance updates, staff training, customer feedback mechanisms and proactive regulatory compliance. This ensures stakeholder alignment and supports smooth implementation of the proposed strategy.

7. Implementation and Monitoring
Implementing the proposed combined strategy of market development and product development requires a structured, phased plan that aligns with Greggs operational capacity, financial resources and long‑term strategic intent. The implementation approach should focus on expanding store formats, enhancing menu innovation and strengthening digital engagement, supported by clear objectives and measurable performance indicators.
Objectives
Increase accessibility by expanding into new catchments such as retail parks, drive‑throughs and travel hubs.
Broaden customer appeal through targeted product development, including healthier options, premium drinks and evening‑meal ranges.
Strengthen digital channels to support convenience, delivery and extended trading hours.
Maintain value‑for‑money positioning while managing cost pressures through operational efficiency.
Key Actions
Market Development: Greggs should prioritise opening new stores in under‑served areas identified through footfall analysis and demographic data. Trial formats such as “bitesize Greggs” and drive‑throughs should be expanded where early results show strong performance. Partnerships with travel hubs and retail park operators can accelerate access to high‑traffic locations. Store refurbishments should continue to support consistency and brand experience.
Product Development: Greggs should introduce new menu items aligned with health trends, evening trade and premium drink demand. A structured innovation cycle testing products in selected regions before national rollout will minimise risk. Enhancing hot food ranges and expanding healthier choices will support broader customer appeal.
Digital Enhancement: Investment in click‑and‑collect, delivery partnerships and loyalty features within the Greggs app will strengthen customer engagement. Digital channels should be used to promote new products, extended hours and location openings.
Monitoring and KPIs
Progress should be monitored using clear KPIs:
Store expansion metrics: number of new openings, performance of new formats, and sales per location.
Product performance: sales contribution of new ranges, customer satisfaction scores and repeat purchase rates.
Digital engagement: app usage, delivery order volumes and click‑and‑collect adoption.
Financial indicators: gross margin stability, cost‑to‑sales ratio and return on investment for new sites.
Operational efficiency: energy usage, labour productivity and supply chain reliability.
Regular quarterly reviews should assess progress, allowing Greggs to adjust actions based on performance data and market conditions.

8. Conclusion 
This report has evaluated Greggs strategic position within a challenging UK food‑to‑go market and identified a balanced growth pathway. The analysis shows that Greggs strengths in affordability, accessibility and operational efficiency provide a solid foundation for expansion, despite inflationary pressures and intense competition. The recommended dual strategy combining market development with product development aligns with consumer trends, organisational capabilities and long‑term ambitions. By expanding into new locations, enhancing menu innovation and strengthening digital channels, Greggs can sustain growth, protect its value‑for‑money positioning and reinforce its role as a leading UK food‑to‑go retailer.
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