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Foreword

For the European grocery sector, 2025 was a year of stabilization. Compared to 2024, shoppers’ 
spending patterns remained largely unchanged, while grocers continued to contend with cost 
pressure. In early 2026, 64 percent of grocery CEOs anticipate that market conditions will 
improve or remain similar compared to 2025. Nevertheless, the environment is still challenging. 
Margin pressure remains the primary concern, competition stays intense, and growth prospects 
continue to look muted in the medium term.

Looking ahead to 2026, grocery executives face both opportunities and challenges. As input 
costs showed early signs of easing at the beginning of 2026, how will grocers respond to the 
challenges posed by ongoing geopolitical disruptions? What is the right balance between 
recovering margins and delivering value to shoppers? And how can grocers use data, AI, and 
technology to drive measurable business impact—especially as agentic AI is beginning to 
reshape the way consumers shop and grocers run their business?

Recent developments in early 2026, including escalating tensions in the Middle East, 
underscore the fragility of the current stabilization. As seen in recent years, geopolitical shocks 
can rapidly propagate through higher oil and energy prices, translating into higher inflation, 
negative consumer sentiment, and shifts in shopping behavior. They can also disrupt supply 
chains and increase input costs, adding complexity to grocers’ decision-making. These 
developments occurred after the analysis underpinning this report and therefore are not 
reflected in the report. While we believe most trends will hold up despite these developments, 
inflation might be higher and consumer sentiment worse in 2026 than we anticipated. 

This report builds on a rich fact base. We surveyed over 35 grocery executives and more than 
15,000 consumers across 14 European countries. We also analyzed market data and grocers’ 
corporate moves in these countries. All research on which this report is based was conducted 
in early 2026. 

To take into account the rapidly growing relevance of AI, this year’s report highlights four AI 
opportunities that we believe will define the midterm future of grocery retail: embracing agentic 
commerce, rewiring the organization with agentic AI, taking store automation to the next level 
with physical AI, and ensuring sufficient returns on technology investments.

Once again, we have combined EuroCommerce’s policy and sector knowledge with McKinsey’s 
global expertise and analytical rigor. We hope this report offers actionable insights and 
perspectives to help European grocers navigate ongoing uncertainty and seize the most 
attractive pockets of growth.
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State of Grocery Retail Europe 2026

Margins under pressure, 
models in motion
The year 2025 was characterized by low-growth stabilization under sustained profitability 
pressure. In Europe,1 grocery sales grew by 3.4 percent—consumer prices continued to increase 
moderately by 2.9 percent, while volume grew by 0.6 percent, with marginal downtrading at  
–0.1 percent.2 While cost and margin pressure remained the top concern for CEOs, overall 
executive sentiment improved, with a majority expecting market conditions to remain stable or 
improve. Consumer behavior also showed emerging markers of stabilization, with only limited 
shifts in spending patterns compared to 2024—private label continued to gain relevance, 
reaching a 40 percent share, while growth of online shopping decelerated.

For 2026, the grocery consumer environment is expected to be relatively stable compared 
to 2025, on average, and may be impacted by the conflict in the Middle East. However, while 
the market is stable on the whole, there are substantial shifts between income groups and 
countries, indicating changing consumer needs. Market growth remains structurally low, 
but we expect a slight increase in volumes across Europe for 2026. Grocers are expected to 
keep strengthening their private label propositions, selectively pursuing growth opportunities 
beyond the core, building scale through M&A and alliances, and improving AI and technology 
execution. Taken together, these moves signal that while grocery remains under pressure, 
renewed momentum is visible.

by Christel Delberghe, Vera Jotanovic, Dirk Vissers, Alexandre Kleis, Daniel Läubli, Franck Laizet, 
and Simon Wintels 

6The State of Grocery Retail Europe 2026



© Getty Images

7 The State of Grocery Retail Europe 2026



Market dynamics in 2025  

Grocery sales in Europe3 grew by 3.4 percent in 2025, 
driven by 2.9 percent food price inflation, volume 
growth of 0.6 percent, and a marginal downtrading 
effect of –0.1 percent (Exhibit 1). As a result, grocery 
sales increased in real terms (adjusted for inflation) for 
the second year in a row. However, inflation-adjusted 
sales remained around 3.3 percent below 2019 levels. 
This gap was due to a 4.9 percent decline in inflation-
adjusted prices per item, offset by a 1.7 percent increase 
in volume.

With an overall downtrading effect of only –0.1 percent 
in 2025, the market stabilized after several years of 
continued downtrading since 2022. 

Since 2019, discounters and private labels have 
significantly increased their market share. This trend 
continued in 2025, albeit at a slower pace than in 2023, 
and was broadly in line with the longer-term trajectory. 
In Europe, the private label share grew by a further 
0.4 percentage points from 2024 to 2025, reaching 
40.0 percent of total sales in 2025. Discounters gained 
2.5 percentage points of market share between 2019 
and 2024, followed by a further 0.3 percentage point 
increase from 2024 to 2025, bringing their total share to 
22.4 percent.4
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–0.5
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2.9
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Grocery sales in Europe grew by 3.4 percent in 2025.

Retail sales vs previous year and vs 2019, by year, Europe,1 %

Food inflation Volume Up- and downtrading

0.2
–0.1

0.6
–0.1

1Belgium, Czech Republic, France, Germany, Italy, Netherlands, Poland, Portugal, Spain, Sweden, and UK.
Source: Europanel

Exhibit 1

Grocery sales in Europe grew by 3.4 percent in 2025.
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2026: Renewed momentum

On average, we expect the slow recovery of consumer 
sentiment we have seen in the last two years to 
continue in 2026. As a result, we anticipate a slight 
acceleration of volume growth and potentially the first 
occurrence of uptrading in many years. However, the 
average hides considerable divergence between both 
customer segments and countries.

This divergence between countries is not only apparent 
in market data; it can also be seen in our CEO survey. 
The grocery CEOs participating in the survey were 
more polarized in their views of 2026 than they were of 
2025. This year, 25 percent expect market conditions 
to improve (in comparison to 16 percent in 2025) and 
36 percent expect conditions to worsen (versus 29 
percent). In Western Europe, only 11 percent of CEOs 
expect conditions to improve, while 53 percent believe 
they will remain the same. And in Central and Eastern 
Europe, 22 percent expect an improvement and 33 
percent think conditions will stay constant. In Northern 
Europe, CEOs are more optimistic: 63 percent of them 
anticipate that conditions will improve (Exhibit 2).

The 2026 grocery CEO agenda reflects evolving 
grocery market conditions and the momentum of 
the AI revolution (Exhibit 3). While increasing cost 
and margin pressure remained in the top spot in the 
ranking of the most important topics for 2026, adopting 
AI and automation came second, up four places from 

2025. Strengthening the private label offering stayed 
important to European grocery CEOs at third position, 
while unlocking new pockets of growth gained 
relevance (ranked fourth, up three positions from 2025). 
Downtrading of consumers dropped to the fifth rank 
(down three positions from 2025). 

Our consumer research across 14 countries indicates 
that European consumers are at a crossroads, with 
varying behavior and intent toward grocery shopping 
across countries. On average, consumers’ intent to 
save money is declining slightly (46 percent concerned 
about prices in 2026 versus 48 percent in 2025), as 
is intent to buy healthy products, although there are 
differences between countries (Exhibit 4). Consumers 
in some countries, such as Germany, have a growing 
intent to save money, while consumers are increasingly 
willing to pay higher prices for healthier products in the 
Netherlands, Poland, and Spain. At the same time, net 
intent to trade up to higher quality increased by one 
percentage point since 2025.

Based on our 2026 CEO survey, consumer surveys, 
and further research, we have identified eight trends 
and four AI opportunities that we expect to shape the 
grocery retail sector in 2026. In the next sections, we 
look at the anticipated longer-term trends and short-
term developments—and the strategies that could help 
grocers strengthen their positions in the coming years.

© Getty Images
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CEO survey results

European grocery CEOs’ sentiment1 
toward market conditions, 2025 vs 2026, %

European grocery CEOs’ sentiment1 toward market 
conditions, 2026, split by region, %

There is increased CEO polarization regarding market 
conditions, with optimism varying by region.

Note: Figures may not sum to 100%, because of rounding.
1Question: Thinking ahead, how do you see the market conditions for the grocery retail industry evolve in 2026, compared to the average of 2025?
2Western Europe (incl Belgium, France, Germany, Ireland, Italy, Netherlands, Spain, Switzerland, and UK), Northern Europe (incl Denmark, Finland, and 
Sweden), Central and Eastern Europe (incl Bulgaria, Croatia, Poland, Romania, and Ukraine).
Source: CEO Survey 2026 (n = 36); CEO Survey 2025 (n = 31)
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55
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2025

25

39

36

2026

Become better

Remain the same

Become worse 36
25

44

53

13

33

11

63

22

Western 
Europe2

Northern 
Europe2

Central and 
Eastern Europe2

Become better

Remain the same

Become worse

Exhibit 2

There is increased CEO polarization regarding market conditions, 
with optimism varying by region.

  
 

Top 15 trends mentioned by CEOs for the grocery industry in 2026,1 %

Margin pressure remained the top priority for CEOs; AI and 
automation adoption and private label gained importance.

 

 

 

 

 

Focusing more on healthy products15

Market consolidation/M&A14

Refurbishing stores/innovating formats13

Scaling down grocery12

11 Supply chain resilience

Increasing competitive dynamics10

Addressing regulatory changes9

Modernizing IT 8

Growing ready-to-(h)eat products7

Hiring/retaining/developing talent6

Downtrading of consumers5

Finding new growth opportunities4

Strengthening private label 3

Adopting AI and automation2

Increasing cost and margin pressure1

Top 1–3 trends Top 4–7 trends

–4

+3

+1

+3

–6

+9

New trend

–5

–3

+2

–3

+3

+1

+4

––

Increase/decrease of ranks compared to last year’s survey

1Question: Looking to the near future, what do you think will be the “top of mind” focus areas that will shape the grocery retail industry in the next 1 to 3 years?
Source: CEO Survey 2026 (n = 36); CEO Survey 2025 (n = 31)
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19

8 14

6 17

19 11

17 14

11 19

6 28

8 28

25 22

25 25

19 36

25 42

47 31

58 19

Exhibit 3

Margin pressure remained the top priority for CEOs; AI and 
automation adoption and private label gained importance.
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Consumer survey data

1Net intent represents the share of consumers who want to do more of the activity minus the share of consumers who want to do less of the activity.
Question: Think about 2026. Are you planning to do more, less, or about the same of the following?
Source: McKinsey Consumer Survey 2022 (n = 10,601), 2023 (n = 9,717), 2024 (n = 9,583), 2025 (n = 9,522), and 2026 (n = 9,542), France, Germany, Italy, 
Netherlands, Poland, Spain, Sweden, UK; sample to match general population age 18 and above

Net intent of European consumers,1 %

Save money

7

–5 –1

2

29
44 39 37

Trade up to
higher quality

Buy more
healthy products

42
55 49 48

2022 2023 2024 2025

34 31 30 31

Seek best
promotions

3

37

46

2026

30

+4 percentage points (pp)

–4 pp

–4 pp

+8 pp

Exhibit 4

Our consumer survey shows increased focus on quality, decreased 
focus on saving money and healthy products in 2026 compared to 2025.
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Turning AI into an advantage

Meeting evolving customer needs

–9 pp decline        
in shoppers actively seeking ways to save 
money since 2023 

2 pp faster growth     
in foodservice (vs grocery) brings growth 
opportunities in convenience and ready-to-(h)eat 

6.8% online sales growth    
in 2025, decelerating from 7.8% in 2024 

Addressing the growth and productivity challenge

 

#1 concern     
77% of CEOs surveyed name cost and margin 
pressure as their top of mind focus area   

0.2% volume, compounded annual 
growth rate (CAGR)

      

through 2030 has grocers looking for top-line 
growth beyond the core 

+47% increase in M&A activity    
from 2022, with pan-European synergies 
becoming a reality   

Building differentiation

 
40% private label share  
with ~90% of consumers planning to continue 
buying private labels at the same or higher levels     

46% net intent of European customers 
to save money      
when shopping, reinforcing margin pressure  

 

 

 

 

The agentic consumer
The agentic organization
Physical AI—the next frontier?
The technology ROI question  

A polarized 
consumer recovery 

Convenience 
over cooking  

Online diverges, 
loyalty fragments  

Fighting persistent 
structural costs  

Growth beyond 
the basket  

Making scale 
an advantage  

From labels 
to brands   

Resetting the 
CPG–retailer relationship   

1.

4.

5.

6.

7.

8.

9.
10.
11.
12.

2.

3.

Key trends and AI opportunities
Eight trends and four AI opportunities characterize the European 

grocery retail market in 2026.
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Meeting evolving customer needs

1. A polarized consumer recovery
Price pressure is easing on average, but 
income and generational divides are 
widening. Low-income households look 
for even more promotions, while high-
income households are trading up. 
Price and promotion pressure is gradually easing from 
2023, marking the third consecutive year of slight 
improvement. The share of shoppers actively seeking 
ways to save money decreased from 55 percent in 2023 
to 46 percent in 2026, and promotion seeking from 
44 percent to 37 percent. But these developments are 
not consistent across income groups. Medium- and 
high-income consumers have continually become less 
focused on price and promotions over the past four 
years. Among low-income consumers, price-saving 
intent stayed stable from 2025 to 2026, while intent to 
seek promotions increased (Exhibit 5).

At the same time, premium options are gaining 
relevance, with the strongest trade-up intent since 2023. 
Net intent to purchase premium or high-quality food 
has increased by one percentage point since 2025 and 
rebounded significantly from –5 percent in 2023 to 3 
percent in 2026. Millennials showed the strongest uplift 

among generations (up five percentage points versus 
2025), while high-income consumers had the highest 
increase among income groups (up two percentage 
points versus 2025). 

Convenience food is also showing a slight increase in 
popularity (up two percentage points in comparison 
to 2025), driven by Gen Z and millennials. Intent to 
purchase ready-to-eat meals and food-to-go grew 
slightly (by two percentage points versus 2025). 	
Gen Z (up eight percentage points to 11 percent) and 
millennials (an increase of four percentage points to 
0 percent) are driving the shift toward convenience, 
whereas Gen X (no change at –5 percent) and baby 
boomers (down one percentage point to –25 percent) 
are moving in the opposite direction, with a reduced 
intent to buy ready-to-eat meals. 

The demand for healthier products remains stable, but 
the willingness to pay for these options is increasingly 
polarized among generations. Gen Z (18 percent, up one 
percentage versus 2025) and millennials (3 percent, a 
four percentage point increase) are both willing to trade 
up for health, while Gen X (down 2 percent) and baby 
boomers (a 9 percent decrease) remain less willing to 
pay a premium for healthy options.

Net intent of European consumers,1 2025–26 change, percentage points

1Net intent represents the share of consumers who want to do more of the activity minus the share of consumers who want to do less of the activity.
Question: Think about 2026. Are you planning to do more, less, or about the same of the following?
Source: McKinsey Consumer Survey 2025 (n = 14,543) and 2026 (n = 14,563), Belgium, Czech Republic, Denmark, France, Germany, Italy, Netherlands, 
Norway, Poland, Romania, Spain, Sweden, UK; sample to match general population age 18 and above

Lower-income consumers show decreased intent to purchase
high-quality food.

Income level

Seek best promotions

Low

2

High

–1

Trade up to higher quality

Low High

–4

0

Save money

Low

0

High

–2

Exhibit 5

Lower-income consumers show decreased intent to purchase high-
quality food.
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Meeting evolving customer needs

2. Convenience over cooking 
A generational shift is fueling 
foodservice growth—82 percent of Gen 
Z eat ready-to-(h)eat once a month or 
more. Grocers have reacted by adding 
foodservice offerings. The industry lines 
between convenience and foodservice 
are becoming increasingly blurred. 
Foodservice growth is outpacing grocery sales, 
expanding at 6.8 percent between 2022 and 2025 
(CAGR), compared to 4.8 percent for grocery over the 
same period.5 This divergence has accelerated since the 
COVID-19 pandemic and reflects a long-term shift away 
from home cooking.

Growth is increasingly driven by the younger cohorts 
and is expected to continue. Forty-seven percent of  
Gen Z and 40 percent of millennials consume food-
to-go at least weekly (Exhibit 6). Purchase intent for 
ready-to-(h)eat increased by seven and two percentage 
points for these two groups, respectively, compared 
to 2025. Also, reported intent to cook from scratch 
decreased among younger consumers between 	
2025 and 2026 (down four percentage points for 	
Gen Z; down one percentage point for Gen X and 	
baby boomers).

Within grocery retail, products for immediate 
consumption are growing faster than overall grocery 
at about 7 percent.6 Despite these positive dynamics, 
growth is shifting from volume-led to price-led, with 
increases in price per unit being the primary driver of 
spending increases (negative volume growth). Grocers 
are capturing a small share but growing rapidly in 
food for immediate consumption; the rest goes to 
foodservice. The grocers’ share has increased by one 
percentage point in the past two years (12.6 percent in 
the second quarter of 2025 versus 11.6 percent in the 
second quarter of 2023).7 

To capture a larger share of the growth of consumption 
away from home, many grocers are exploring integrated 
foodservice and coffee concepts. Also, they are 
extending their ready-to-(h)eat offerings and are 
integrating served food counters with hot convenience 
food into their store formats—increasingly blurring the 
industry lines between foodservice and grocery. In 
parallel, retailers are rethinking store layouts to make 
foodservice and ready-to-(h)eat options more visible 
and easier to access. 

Consumption of grab-and-go fresh meals1 by European consumers, 2026, % of respondents 

1Question: How frequently do you do the following . . . ?
Source: McKinsey Consumer Survey 2026 (n = 15,566), Belgium, Czech Republic, Denmark, France, Germany, Italy, Netherlands, Norway, Poland, Portugal,
Romania, Spain, Sweden, UK; sample to match general population age 18 and above

Grab-and-go meals are popular, particularly among Gen Z 
and millennials.

Gen Z Millennials Gen X Baby boomers

Once a week or more 

1–3 times a month 

47

35

82

40

32

72

26

31

57

13

19

32

Exhibit 6

Grab-and-go meals are popular, particularly among Gen Z and 
millennials.
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Meeting evolving customer needs

3. Online diverges, loyalty fragments

Share of European online consumers that use di�erent retailers online than o�line,1 %2

Note: Figures may not sum to listed total, because of rounding.
1Question: How frequently do you shop at the following grocery retailers? And overall, how frequently do you shop for food the following way?
2Based on subset of respondents that shop online.
Source: McKinsey Consumer Survey 2026 (n = 15,566), Belgium (4 multichannel retailers considered), Czech Republic (0), Denmark (1), France (6), Germany (1), 
Italy (4), Netherlands (4), Norway (0), Poland (3), Portugal (9), Romania (1), Spain (6), Sweden (5), UK (7); sample to match general population age 18 and above

Online grocery behavior remains fragmented across 
countries, with limited online shopping loyalty to an offline 
retailer.

Share that
shops online,

%

Shop at their
preferred o�line

retailers and
others when

shopping online

Shop only at
retailers other

than their
preferred o�line

retailers when
shopping online

DenmarkGermanyItalyPolandSpainNether-
lands

RomaniaBelgiumSwedenPortugalUKFranceEuropean
average

28

16

34 22
24 14

38 32 31
39

25

14

946

64

46
55

48
55

28 33 34
25

36
29

21

74
81 80 77

71 69 66 65 64 63 62

44

30

49 51 76 37 51 31 45 49 47 28 40 41 39

Exhibit 7

Online grocery behavior remains fragmented across countries, 
with limited online shopping loyalty to an offline retailer.

Online growth has been uneven across 
Europe. The channel gains relevance in 
many but not all markets. Consumers 
are shopping online at different grocery 
banners than they shop at offline.
Online growth remains strong, but continues to diverge. 
Overall online sales in Europe grew by 6.8 percent 
between 2024 and 2025, yet decreased from the 7.8 
percent growth between 2023 and 2024. Profitability is 
improving, with online operations beginning to break 
even on a fully allocated cost basis. Ahold Delhaize, 
for instance, achieved e-commerce profitability in 
2025.8 That said, online growth is not consistent across 
Europe—in Portugal and Sweden, the online channel 
is losing relevance. The net intent of consumers to buy 
more groceries online is still positive in many countries, 
but often significantly lower than it was last year. 

Adoption also varies significantly by geography and 
population, ranging from more than 20 percent in 
selected affluent urban areas to less than 5 percent in 
rural regions.9 According to our consumer survey, 12 
percent of shoppers used scheduled delivery weekly, 

and 69 percent did so less than once monthly. About 
half of all Europeans did not shop for groceries online 
at all. 

Despite grocers’ efforts to create omnichannel 
experiences and operations, the online channel remains 
separate in the minds of shoppers. Of those shopping 
online in Europe overall, nearly half do so at retailers 
that are different from those they buy from offline. 
Nearly one-third of online shoppers prefer the same 
grocer online as they do offline (Exhibit 7).

The separation of online and offline in the minds of 
consumers is also reflected in customer satisfaction 
scores. For online stores across Europe, offering 
great value for money most strongly correlates with 
a high customer satisfaction score, followed by high 
product quality and the ease of use of a retailer’s app 
or website. In contrast, for offline stores, consumers 
consistently look for convenient locations, low prices, 
and promotions. Out of the 40 retailers with both 
an online and offline presence that we analyzed, 30 
obtained higher customer satisfaction scores in the 
online channel, indicating that online is perceived to 
offer a better shopping experience than a brick-and-
mortar store. 
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Addressing the growth and productivity challenge

4. Fighting persistent structural costs  
European grocery retail operates under 
structurally higher cost levels than in 
the past, and sustained capital intensity. 
Selling, general, and administrative 
(SG&A) expenses remain elevated but 
have begun to stabilize, while earnings 
before interest and taxes (EBIT) margins 
continue to be under pressure.
SG&A expenses reached their highest levels in 2024 
and remained elevated in 2025. After a dip to 19.0 
percent of revenue in 2022 (the average across nine 
major European retailers), SG&A reached 19.7 percent 
in 2025, according to our analysis. This increase is 
widespread across major grocery retailers in European 
markets, indicating structural cost inflation rather than 
isolated inefficiencies (Exhibit 8).

Cost pressure in European grocery retail remains 
structurally elevated, with EBIT margins stable at 2.8 
percent in 2024 and 2025. While grocery retailer 
margins were flat year over year, this stabilization marks 
a pause rather than a recovery, given that margins 
have continually decreased in previous years, costs 
have remained high, and volume has stayed flat. This is 

reflected in our CEO survey this year. Cost and margin 
pressure remained the number one concern for grocery 
CEOs for the fifth consecutive year.

Labor cost inflation has become a structural pressure 
point, consistently outpacing food inflation across most 
European markets. While European consumer prices 
rose moderately (2.4 percent year over year, December 
2025),10 labor costs increased significantly faster than 
food prices in many countries. In Germany, for instance, 
wages rose 4.0 percent, while food inflation sat at 2.2 
percent. Across Europe, labor costs increased by 5.1 
percent on average, compared to 4.0 percent food 
inflation, with several markets showing a two to three 
percentage point gap between labor cost increases and 
food price inflation.11 

While operational cost remains on a high level, capital 
expenditure (capex) increases. In addition to traditional 
investments into store expansion and refurbishments, 
increasing investments into IT, AI, and automation 
increases capital expenditure (capex) requirements 
for grocers. Our analysis of company reports shows 
that the capex-to-revenue ratio grew slightly from 2.8 
percent in 2024 to 2.9 percent in 2025,12 with several 
retailers investing up to 6.0 percent of sales in capex. 

SG&A ratios reached their highest levels in 2024 and 
remained elevated in 2025.

1Based on simple average of 9 grocery retailers: Ahold Delhaize, Axfood, Colruyt, Coop (CH), Dino, ELO (Auchan), Esselunga, ICA, and Jerónimo Martins.

SG&A ratio as share of European retailers’ revenue,1 %
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Exhibit 8

SG&A ratios reached their highest levels in 2024 and remained 
elevated in 2025.
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Addressing the growth and productivity challenge

5. Growth beyond the basket 
European grocers face a structurally 
tougher growth environment than in 
previous years. While volume growth 
has become positive again, it remains 
low, and footprint expansion is no 
longer a reliable scaling lever for many 
grocers. Competition for market share is 
intensifying, making value pools beyond 
retail increasingly important.
Structural volume stagnation limits the potential for top-
line growth. Volume is projected to stay muted and only 
increase by approximately 0.2 percent CAGR through 
2030 (Exhibit 9). The main reasons for the low volume 
growth are a moderate population growth and a shift of 
calories to foodservice; inflation therefore remains the 
main driver of market growth. Premiumization could 
drive some additional growth. Although the adoption 
of glucagon-like peptide-1 (GLP-113) drugs is increasing, 
their total impact on grocery in Europe is expected to 
remain below a 1 percent decline in revenues. 

Footprint expansion no longer delivers substantial 
growth. Since 2019, grocery selling space in the 

EU-11 countries expanded by about 4.6 percent, while  
volume (including online) grew by only approximately 
1.7 percent. In effect, productivity in volume per square 
meter continually decreased, creating additional cost 
pressure and reducing the ROI for new stores. As a 
result, most grocers can no longer rely on footprint 
expansion as a growth driver, making same-store sales 
and online important sources of growth. 

Limited growth in the core business increases the 
relevance of adjacent value pools. Among the various 
business models beyond traditional retail, retail media 
(in-store advertising, apps, and websites) stands out 
as the most consistently scalable adjacency. Other 
adjacencies—such as pharmacy, financial services, and 
logistics-as-a-service—have delivered mixed results 
so far. Pharmacy, for example, has proven successful 
in several markets. Financial services and other 
adjacencies, however, have been promising for only a 
few companies, while many others have exited these 
businesses. Retail media remains structurally attractive 
and scalable, with monetizing first-party data and on-
site traffic as its primary business model. Retail media is 
among the fastest-growing profit pools in grocery, with 
projected growth of around 20 percent (CAGR, 2025 to 
2028,14 and EBIT margins reaching about 70 percent). 

Grocery volume growth, Europe,1 index (2019 = 100)

1Belgium, Czech Republic, France, Germany, Italy, Netherlands, Poland, Portugal, Spain, Sweden, and UK.
Source: Europanel

Grocery volume growth is expected to stagnate, increasing 
at 0.2 percent CAGR until 2030.
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Exhibit 9

Grocery volume growth is expected to stagnate, increasing at 	
0.2 percent CAGR until 2030.
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Addressing the growth and productivity challenge

6. Making scale an advantage   
More M&A activity, both nationally and 
internationally, is expected as scale 
is becoming essential for sustained 
competitiveness and as capturing 
cross-country synergies becomes more 
feasible.
As strong private label propositions and investments 
in technology gain importance, scale is becoming 
a decisive competitive advantage. Large grocers 
benefit from economies of scale in their private 
label production and can spread rising technology 
and automation costs more effectively across 
higher volumes. As a result, competitive strength is 
increasingly dependent on structural scale advantages. 

Retailers are looking to create pan-European synergies 
and move beyond domestic scale. Carrefour is one 
of the grocers that exemplifies this shift. It is further 
developing the group’s European purchasing platform, 
Eureca, and accelerating its digital transformation.15 
Leading European discounters use pan-European 
buying and standardized assortments to negotiate 
better terms and streamline operations. As supplier 
networks globalize and cost pressure rises, these 

models show how grocers can use cross-border 
consolidation to achieve margin gains and increase 
efficiency.

Driven by these factors, more M&A activity can be 
expected nationally and internationally. In 2025, deal 
activity remained high, with 28 grocery retail M&A 
transactions announced or completed across Europe, 
up from 19 deals in 2022, an increase of 47 percent 
(Exhibit 10).16 Around 65 percent of deals were driven by 
local and national companies, using M&A to strengthen 
domestic scale. Only about 35 percent of deals in 2025 
were carried out by pan-European companies. They 
focused primarily on portfolio optimization rather than 
expansion. Looking ahead, M&A activity is expected to 
accelerate, driven by strong competition and a higher 
importance of scale benefits because of an anticipated 
further increase in IT costs and growing private label 
penetration. 

Alliances remain an important complement to M&A and 
continue to move to European price negotiations. Buying 
groups increasingly focus on negotiating harmonized 
net prices across European markets. However, success 
of alliances is not granted, with retailers joining or 
leaving alliances as their strategic needs evolve. 

Evolution of M&A deals in grocery in Europe,1 number of M&A deals  

1Based on “Europe” classification in Pitchbook.
Source: Pitchbook 2026

The spike in M&A activity was sustained in 2025.
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Exhibit 10

The spike in M&A activity was sustained in 2025.
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Building differentiation

7. From labels to brands 
Private label growth in Europe has 
continued, reaching a value share of                                                               
40 percent across the EU-11 in 2025.17 
The growth is driven by volume and 
a shift to higher quality. Private labels 
increasingly drive innovation and evolve 
into brands in their own right. 
The share of private labels continued to grow by 0.4 
percentage points in 2025, reaching 40 percent across 
the EU-11.18 In eight of the EU-11 countries analyzed, 
private label value penetration increased. Spain and the 
Netherlands experienced particularly strong uplifts by 
1.3 and 0.8 percentage points, respectively. The growth 
was driven by higher average prices, while volume went 
up in some markets and down in others. 

Private labels are no longer solely competing with 
manufacturer brands on price. Increasingly, private label 
growth is driven by the diversity of assortment offered, 
including budget, premium, free-from, organic, local, 
or other forms of consumer-driven innovation. In the 

United Kingdom, for example, premium private labels 
represented the fastest-growing private label tier in the 
past year, expanding by around 9 percent annually.19 

Private labels are also setting the pace for innovation. 
In multiple categories, private labels are innovating 
faster than manufacturers. The private label share of 
total innovation activity—measured by the number 
of new product launches, new varieties, and range 
extensions—sits at 44 percent in Western Europe 
across all grocery product categories, and as high as  
70 percent for food categories (Exhibit 11).

Retailers that double down on private labels are well 
positioned to capture significant market share gains. 
Our analysis of 120 grocers in Europe shows that the 
share of private labels or brands (or both) and their 
perceived quality have been the most important drivers 
of market share gains in the past six years. Leaders 
in the private brand space had a two- to three-times 
greater probability of gaining market share than all 
other grocers in their countries. Private label and 
private brand shelf space was a more important driver 
of market share gains than price. 

Share of new product launches/new varieties, Europe, %

Source: NielsenIQ (NIQ)

Private labels are leading in product innovation, accounting 
for up to 70 percent of all new launches and varieties in the 
food category.

Other brandsPrivate labels

All grocery categories

Food grocery category

5644

3070

Exhibit 11

Private labels are leading in product innovation, accounting for up 
to 70 percent of all new launches and varieties in the food category.
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Building differentiation

8. Resetting the CPG–retailer 
relationship 

Brands gained market share when the private label price 
gap narrowed.

Brands price premium vs private label, Europe, index (private label price = 100)

Fastest-growing brands (top 20%) Declining brands (bottom 20%)

Source: Europanel data, 9000 brands in 16 countries

2019 2023 2019 2023

175

155 162
174

Exhibit 12

Brands gained market share when the private label price gap 
narrowed.

Shrinking margins, private label growth, 
and an increasingly differentiated small 
brands landscape are putting pressure 
on the relationship between consumer 
packaged goods (CPG) companies and 
retailers, leaving both parties worse off 
than in the past. 
Flat volumes and shrinking margins are continuing to put 
pressure on CPG–retailer relationships. Retailers face 
cost pressure, flat volumes, and high price sensitivity 
(46 percent of European consumers seek additional 
savings),20 while CPGs contend with low or negative 
volume growth in many categories, low innovation 
productivity (more than 75 percent of innovations fail),21 
and rising promotional demands. Moreover, recent 
shareholder returns for both CPGs and grocers have 
been among the lowest of all industries, further adding 
to the pressure.22

Grocers are expanding their private label offerings not 
just to satisfy consumer demand, but also to increase 
differentiation from their competitors. Our research 
shows that the quality and number of available private 

label products have become key criteria for consumers 
to choose a store. When it comes to branded products, 
store choice is determined primarily by where these 
can be found at the lowest price. Consequently, grocers 
are trying to expand their private label offering and offer 
attractive prices for branded products.

Large CPGs lose to private labels on price and to smaller 
brands on functionality and innovation. Our research 
reveals that customers typically switch away from 
large brands either to private labels for lower prices 
or to smaller brands that offer new functionalities and 
innovations. Brands that allowed the price gap with 
private labels to widen lost market share, while brands 
that reduced the price gap gained share (Exhibit 12). 

As a result of these dynamics, negotiations between 
branded manufacturers and grocers are increasingly 
difficult and are often focused on price alone, leaving 
both parties with lower overall value creation in a zero-
sum game over margin. To turn the relationship again 
toward joint creation of growth, CPGs and grocers 
could move beyond transactional negotiations toward 
strategic category partnerships with joint innovation, 
exclusive products, more comprehensive data 
sharing, supply chain collaboration, and retail media 
collaboration.
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Turning AI into an advantage  
AI benefits are not yet being realized. In our 2026 
Grocery CEO Survey, 47 percent of respondents 
name adopting AI and automation as one of their top 
three priorities, second to cost and margin pressure, 
signaling that AI has moved from experimentation 
to strategic relevance. Yet, despite the recognition of 
the importance of AI, tangible value creation remains 
limited and skepticism persists. Seventy percent of 
CEOs report no measurable EBIT impact from AI so 
far, or say it is too early to tell. Only 3 percent report an 
EBIT increase of more than 5 percent from AI. Looking 
ahead, expectations remain cautious: 56 percent of 
respondents think it is too early to estimate future 
impact, and only a small minority foresees an EBIT 
increase of more than 10 percent in the next  
three years.

This gap between perceived importance and proven 
impact reflects that the grocery sector’s AI journey is 
still nascent. While around 30 percent of respondents 
report some initial profit and loss (P&L) impact—
below 5 percent—organizational readiness is still 
maturing: 83 percent of grocers are in the emerging 
or developing stages regarding their AI strategy. Not 
a single respondent reports that they have achieved 
full, enterprise-wide embedding of AI. More advanced 
applications are even further from full implementation—

only 8 percent of CEOs report established agentic 
AI use cases, and no organization has scaled agent 
deployment across functions.

It is this gap between perceived importance and 
realized value that guides our focus. AI is reshaping 
grocery across three distinct layers:

•	 Demand (agentic commerce): redefining how 
consumers discover, select, and purchase

•	 Decisioning (the agentic organization): rewiring 
core processes from periodic planning to continual, 
data-driven execution

•	 Execution (physical AI): automating the physical 
flow of goods across the value chain

Underpinning these three layers is technology ROI, 
serving as the enabling discipline that ensures 
investments translate into measurable business value. 

Taken together, these changes reflect where value 
will be created next and where decisive grocers 
could drive competitive advantages in an industry 
that is still characterized by skepticism and hesitation 
regarding AI. We believe leaders must move beyond 
understanding “what’s happening” to making critical 
strategic choices—now.

© Getty Images
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Turning AI into an advantage

9. The agentic consumer

Current use and intention to use AI for grocery shopping, European consumers, 2026, 
% of respondents 

Note: Figures may not sum to 100%, because of rounding.
1Question: Have you ever used ChatGPT or another AI tool like that to get advice or search for information in any of the following areas? Shopping for 
groceries. Based on AI users, 12% of total survey sample (n = 1,903) who responded that they do use gen AI for grocery shopping.
2Net intent represents the share of consumers who want to do more of the activity minus the share of consumers who want to do less of the activity. 
Question: Thinking about the future, will you use ChatGPT or another gen AI tool like that to get advice on grocery shopping?
Source: McKinsey Consumer Survey 2026 (n = 15,566), Belgium, Czech Republic, Denmark, France, Germany, Italy, Netherlands, Norway, Poland, Portugal,
Romania, Spain, Sweden, UK; sample to match general population age 18 and above

AI adoption for grocery shopping is driven by younger, 
higher-income, and urban consumers.

Consumers who have used AI tools
for grocery shopping1

Consumers’ intent for using AI tools for
grocery shopping in the future2 
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Exhibit 13

AI adoption for grocery shopping is driven by younger, higher-
income, and urban consumers.

Agentic commerce provides 
opportunities for grocers both within 
and beyond their digital ecosystems.
Younger generations lead the adoption of agentic 
commerce as a new form of shopping. Agentic 
commerce is a new digital shopping model enabled by 
AI-powered agents. These agents support and optimize 
purchasing decisions on behalf of shoppers. In future, 
agents could also execute purchases for shoppers. By 
2030, an estimated $3 trillion to $5 trillion of global B2C 
retail spending could be performed by AI agents,23 as 
shoppers become increasingly comfortable with letting 
agents act on their behalf. Early signs of this shift are 
visible. About 12 percent of consumers have already 
used AI in their grocery shopping journey.24 Of these 
early adopters, 40 percent use AI to create meal plans, 
37 percent use it to research specific products, and    
36 percent find the best prices or recipes aligned to 
their dietary preferences with it. Younger shoppers lead 
the way: 28 percent of Gen Z shoppers intend to use 
more AI for grocery shopping, compared to 21 percent 
of millennials, 13 percent of Gen X, and 6 percent of 
baby boomers (Exhibit 13). 

As a sector, grocery retail is expected to follow on the 
adoption of agentic commerce, rather than lead. Agentic 
commerce has the potential to change the way grocers 

offer products, communicate value for money, and 
advertise. That said, implementation could be delayed 
by the complexity of grocery shopping with its high 
frequency, diverse baskets, large number of low-price 
items, and last-mile challenges. As a result, grocery 
retail is likely to follow fashion and electronics with 
agentic AI, as it has with online shopping.

Current applications range from generic suggestions to 
preference-based baskets. Various levels of applications 
offer customers different services according to 
preference. These range from assembling weekly 
shopping lists to comparing prices and promotions to 
building ready-to-buy baskets. In the future, agents 
could be granted greater autonomy to execute orders 
on behalf of customers, differentiating between best-
value and best-quality options depending on the 
occasion and individual priorities. 

Opportunities for grocers arise both within and beyond 
their digital ecosystems. But grocers have several 
strategic choices to make, including deciding on 
owning the customer interface versus participating in 
third-party agent ecosystems. They need to determine 
if they want to share data openly for a more seamless 
customer experience versus keeping data as a 
proprietary advantage. And they need to decide on 
their level of risk appetite, trading off speed of scaling 
against risk.  
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Turning AI into an advantage

10. The agentic organization
AI agents have the potential to advance 
operational excellence, lift best 
practices, and reduce cost across a 
grocer’s operations.  
Agentic AI can automate complex or resource-intensive 
activities, unlocking new efficiencies. With natural 
language interfaces, AI agents can handle routine 
tasks, complementing the work of administrative 
staff, knowledge workers, and employees in stores 
and supply chains. This allows employees to focus on 
strategic activities requiring creativity and judgment. 
AI agents bring consistency and reliability, working 
continually, and applying best practices uniformly. 
Our analysis shows that 40 to 50 percent of routine 
activities in grocery headquarters could be automated 
by AI agents, enhancing productivity and enabling 
teams to drive innovation and growth. 

Agentic AI brings not only greater efficiency, but also 
more reliable and consistent execution, and opens up 
new opportunities for grocers. An AI agent can execute 
tasks consistently at best-practice level across all teams 
and ensure that processes are executed in a consistent 
manner—so that, for example, promotion planning 
follows the same logic across categories, or supplier 
performance reviews are conducted using consistent 
metrics. Agents can also absorb large volumes of 
information from different systems and synthesize 
them quickly, for example, combining sales data, 
supply chain information, and market data to generate 
recommendations for district and store managers. 
These capabilities can help improve outcomes with 
richer insights and greater consistency. In addition, 
agents can execute tasks that were previously too 
expensive or time consuming, such as making 
personalized calls to customers or automating certain 
negotiation steps with long-tail suppliers.

While the potential is substantial, so is the effort required 
to capture it. Only about one-third of grocery CEOs 
say that they have achieved meaningful P&L impacts 

from AI so far, according to our CEO survey. One key 
challenge is that all straightforward activities have 
already been automated with regular IT tools. The 
tasks that are currently still handled by humans are 
often fragmented, involve many exceptions, require 
access to different IT systems, depend on creativity, or 
include human interactions. This complexity means that 
thousands of agents may be required to reach the full 
automation potential at grocery headquarters.

Nevertheless, several grocers are already experiencing 
early benefits from agentic AI. Examples include 
automated negotiations, category and store 
performance management, data entry, solving 
exceptions in ordering processes, and managing 
supplier deliveries’ delays by identifying alternative 
solutions (such as other sources or routing). Such cases 
demonstrate the potential of agentic AI, and help early 
adopters get a better sense of what it takes to generate 
value.

To capture the full benefit of agentic AI, grocers need to 
adapt elements of their operating model, supported by 
comprehensive training, change management initiatives, 
and revised governance. Automating existing processes 
is an important first step, but additional value could 
emerge if some processes are rethought over time 
to reflect AI agents’ capabilities. Agentic AI may also 
influence roles and how teams are structured. In some 
cases, team leaders might increasingly supervise both 
employees and AI agents, coordinating how work is 
distributed between them. At the same time, teams 
supported by AI agents could gain productivity or 
respond quicker to operational issues. This, for example, 
could give category teams broader responsibility and 
increase the number of categories they manage.

Given the magnitude of the transformation that agentic 
AI requires, it could take several years for grocers to 
capture the full potential. That said, early movers could 
create competitive advantage by testing and learning, 
as happened with advanced analytics in the past.
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Turning AI into an advantage

11. Physical AI—the next frontier?
Context-aware robots could unlock 
a new automation wave. While the 
near-term focus is on warehouses and 
backrooms, deployment on the shop 
floor may soon be ready to scale.
Robots are evolving from machines that follow fixed 
scripts to become context aware, enabling automation in 
more complex environments. Robotics is a fast-growing 
market, with projected revenues in the magnitude of 
about $70 billion by 2040.25 Thanks to gen AI, a new 
generation of robots can sense issues and act on 
them.26 Robots are no longer limited to performing 
standardized tasks in controlled settings, allowing 	
them to handle labor-intensive tasks and enabling 
workers to focus on more strategic and value-added 
activities.

Currently, applications are still focused on warehouses 
and backrooms. The jury is still out on whether AI-
powered robots can work safely and reliably under the 
challenging conditions typical of grocery, such as stores 
with tight spaces, changing layouts, and employees 
moving around in unpredictable ways. As a result, near-
term value is mostly concentrated on repetitive tasks in 
structured environments, such as distribution centers 
and backrooms. For example, a Belgian e-grocery 
distribution center is experimenting with autonomous 
robots that bring totes to picking stations, aiming for 
a productivity uplift of about 35 percent. In the future, 
robots could also locate lost items, resolve picking 
mistakes, and sort items under variable conditions.

Pioneering grocers are testing use cases on the shop 
floor. Examples of potential applications include 

counting inventory, identifying missing products on 
shelves, and replenishing shelves autonomously. 	
Take, for instance, a major Japanese convenience 
retailer that has piloted in-store robots to clean and 
restock shelves, aiming for a workload reduction 
for workers of about 30 percent. AI-powered robots 
could soon also perform some consumer-facing roles, 
provided safety concerns are resolved and consumer 
acceptance grows.

The strategic question is shifting from which robot to buy 
to how to design the right ecosystem, scaling path and 
change management. Relevant decisions for retailers 
include what to build versus what to buy, what data 
to share, and what intellectual property to retain. It 
will become critical to cultivate a portfolio of partners, 
including start-ups, and use external capabilities where 
they are commoditized. At the same time, sensitive 
information must be protected. Effective scaling will 
require prioritizing the highest-value use cases and 
building the enabling foundation: reliable data (such 
as consistent product identifiers, clean inventory 
signals, and well-labeled exceptions), interoperable 
infrastructure, and revised hybrid human-robot 
operating models.

At this point, physical AI in retail is still an early-
stage concept, and broad deployment across store 
networks will likely take a decade. Over the next couple 
of years, the focus typically will be on structured 
scouting and experimentation—testing solutions in 
controlled store and warehouse environments, building 
learning advantages, and making modular, low-regret 
investments until unit economics and reliability are 
proven at scale. 
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Turning AI into an advantage

12. The technology ROI question
Despite increasing technology 
spending, measuring tech ROI 	
remains a challenge. With the next 
wave of agentic technology investments 
around the corner, now is the time to 
create clarity. 
While IT spending is growing, grocers struggle to 
measure tangible business value from these expenses. 
According to our analysis, enterprise IT technology 
expenses have increased at 8 percent annually 
between 2021 and 2025, close to double the industry 
growth rate, and further increases are expected. 
Productivity gains and value realization, however, are 
lagging behind. Challenges include large existing tech 
debt, complex and costly environments, and a focus on 
short-term experimentation rather than value-driven, 
long-term adoption. AI adoption requires a technology 
upgrade, but new technology does not automatically 
translate into value. Companies can struggle with 
building the foundations (for example, robust IT and 
data infrastructure) and relevant capabilities (such as 
qualified specialists) in their efforts to scale use cases.27

The way agents interact with systems necessitates 
upgrades in existing technology. Agents don’t use 
the same interfaces as employees. Rather, they work 
seamlessly with multimodal data residing in different 
systems. They are able to make direct updates, thereby 
changing the role of traditional systems of record. 
And while most systems are built for human–system 
interactions, agentic interactions with systems are 

different—agents can launch thousands of other agents 
to update critical information, such as product master 
data, within seconds, triggering potential overloads in 
traditional systems.

Fortunately, agentic technology can also help improve IT 
engineering productivity. Leading grocers are changing 
the way software is developed. They use hundreds of 
agents that produce code overnight. This code is then 
reviewed by a small team during the day, increasing 
tech productivity by a factor of 20.28

Growing investments in AI make it increasingly 
important for grocers to measure and manage tech ROI. 
Technology spending tends to be scattered across P&L 
and the balance sheet, internally and externally, as well 
as across departments. Most grocers fall into one of 
three tiers when it comes to measuring tech ROI. Tier 
1 includes getting transparency on spending across 
capital expenditure and operating expenditure, as well 
as differentiating between insourced and outsourced 
spending and between direct and shadow spending 
(tech-related costs in other departments). Those in 
Tier 2 use clearly defined input and output metrics in a 
broader set of areas, including engineering productivity; 
cost savings; delivery consistency; and quality, velocity, 
security, and compliance. Grocers in Tier 3 take a total 
cost-of-ownership perspective, shifting from project-
based ROI to portfolio-based logic, incorporating time-
to-value, and capturing learning benefits, not just cost 
efficiency. They pursue an outcome-driven prioritization 
of tech demand and are moving toward a continual 
reprioritization, rather than annual budgeting cycles 
(Exhibit 14).

Progression toward capturing tech ROI, key operating metrics by tier

Capturing tech ROI requires building transparency on 
spend and key operational metrics.

Tier 1 Tier 2 Tier 3

• Spend transparency (capital
expenditures, operating expenditures,
insourced, and shadow)

• Input and output metrics (productivity,
cost, quality, and velocity)

• Total cost of ownership
• Outcome-driven prioritization
• Frequent reprioritization

Exhibit 14

Capturing tech ROI requires building transparency on spend and 
key operational metrics.
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Implications for grocers
European grocery is entering a period of constrained growth, calling for 
a dual agenda: strengthening the economics of the core, while scaling 

selected adjacencies that use existing assets. 

Reinforce the core to protect share 
and margin 

Because of structurally low volume growth 
and sustained cost pressure, grocers cannot 
rely on market growth to restore margins. They 
need to look for cost optimization and more 
differentiation to drive same-store sales. Restoring 
operating leverage requires simplifying structures, 
optimizing workforce planning, reducing SG&A 
complexity, and scaling productivity programs 
with clear accountability. Online channels could 
be strengthened by moving from growth-led 
to profit-led development by improving picking 
productivity, availability, substitution effectiveness, 
and delivery cost-to-serve.

Cost of goods represents the largest structural 
margin lever. To reduce costs, grocers could 
further expand their private brands, engage in 
more disciplined joint category management 	
with CPGs, and strive for greater procurement 
scale. Ideally, core growth is productivity driven, 
coming from higher revenue density rather than 
footprint expansion.

Expand into scalable profit pools 
beyond the core
Even a stronger core will not offset flat 	
structural volume growth. Retailers could 
consider unlocking incremental EBIT pools 
that do not rely on price increases or additional 
selling space.

Retail media remains the most scalable 
opportunity, as it monetizes existing traffic and 
first-party data with limited capital intensity and 
structurally high margins. To scale it, retailers 
could standardize commercial products, 
build dedicated sales capabilities, integrate 
retail media into joint business planning, and 
implement closed-loop measurement.

Other adjacencies, such as health services or 
innovations, could be pursued selectively—
only if the underlying business models are 
repeatable and scalable. The objective is to 
generate incremental profit streams that fund 
competitiveness in the core without adding 
structural complexity.
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Monetize polarized consumer 
demand through sharper         
cohort strategies
Demand remains uneven, but distinct growth 
pockets are emerging. Trade-up intent has 
rebounded to its highest level since 2023, driven 
by millennials and higher-income consumers, 
and premium private label is now the fastest-
growing tier in several markets. Retailers 
could improve their mix with premium private 
brands and differentiated fresh offerings, while 
maintaining entry-price credibility for price-
sensitive shoppers.

Foodservice continues to outpace grocery as 
younger cohorts shift toward ready-to-eat and 
food-to-go occasions. Retailers could participate 
in this growth by scaling visible, competitively 
priced convenience propositions that combine 
quality, health, and value. 

As online structurally outpaces offline and 
reaches profitability at scale, banner loyalty 
becomes more fluid. Leading in the online 
channel landscape requires a differentiated 
digital proposition centered on convenience, 
assortment, and perceived value—not            
price alone.

Maximize AI benefits externally  
and internally: Secure the 
consumer interface while rewiring 
the organization
AI now sits high on CEO agendas, yet value 
realization remains limited. Retailers that shift 
from experimentation to scaled deployment 
tied to measurable outcomes may stand to gain 
significant rewards.

Externally, agentic commerce will increasingly 
influence search, comparison, and basket 
decisions. Retailers need structured product 
data, real-time price and availability feeds, and a 
robust substitution logic to remain competitive 
when third-party agents compare offers. Clean 
data becomes the digital equivalent of shelf 
space in a brick-and-mortar store.

Internally, the larger opportunity lies in 
process rewiring. Agentic AI can continually 
optimize pricing, promotions, assortments, 
and replenishment. To unlock value, retailers 
could redesign workflows, integrate agents 
into core systems, and enforce disciplined 
ROI measurement so that AI expands margin 
and productivity. Additionally, as AI automates 
routine tasks, allowing employees to focus on 
more strategic activities, companies could invest 
in reskilling and upskilling their workforce to 
ensure employees can collaborate effectively 
with AI technologies and take on new roles.

Technology investment will continue to 
rise—retailers will need transparency on 
tech spending, disciplined prioritization, and 
outcome-based measurement to ensure AI 
drives EBIT, not complexity.

30The State of Grocery Retail Europe 2026



1. Weighted according to total grocery revenues for each country. If for a given KPI group the data is not available for some countries, these countries are excluded from the weighted average.
2. Data measures the value of fast-moving consumer goods (FMCG) and fresh purchases that are taken home (excludes value of purchases that are consumed on the go, at work, etc). 
3. Consists of hypermarkets, supermarkets, online stores, and discounters. 4. Remaining store types not covered by “modern retail.” Examples include small corner store, pharmacy, drugstore, 
and open market. 5. In�ation-adjusted grocery retail value growth. 6. Includes food and beverage service activities providing complete meals or drinks �t for immediate consumption (eg, 
traditional restaurants, self-service, or takeaway restaurants). 7. Large retail outlets under common ownership with sales area >2,500m2 (according to Europanel). 8. Smaller retail outlets under 
common ownership, excluding discounters. Sales area from 450m2 to 2,500m2 (according to Europanel). 9. Any FMCG and fresh products bought on the internet and either delivered or 
collected. 10. Limited-range discount retailers such as ALDI, Biedronka, Dia, Eurospin, Lidl, Netto Marken–Discount, Norma, and Penny (according to Europanel). 11. Sales area between 
3,000m2 and 6,000m2; substantial nongrocery store o�ering (according to IGD). 12. Sales area ranging from 300m2 to 6,000m2; store o�ering is predominantly food (according to IGD). 13. 
Sales area from 300m2 to 1,500m2 (potentially up to 6,000m2); narrow range (<4,000 SKUs) with a focus on everyday low prices. O�erings typically dominated by private label, and stores 
operate with low-cost business model (according to IGD). 14. Stores typically under 300m2, with convenience-focused ranges usually up to 6,000 SKUs and long opening hours (according to 
IGD). 15. Number of units sold. 16. Average number of units sold per basket. 17. Private label is de�ned as any brand/product that is owned and sold by an individual retailer and not sold by 
other retailers. This includes any product with the store name in the brand such as [Store name] Corn�akes and similar. It includes all “brands” sold by discounters or any other retailer that are 
owned and sold exclusively in their own stores. Fresh products sold with a retailer name/exclusive “brand” on the shopper package/receipt are included; loose, no-name fresh products are 
excluded.
Source: CBS (Netherlands); Europanel; Eurostat; GfK; ONS (UK) 
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1. Weighted according to total grocery revenues for each country. If for a given KPI group the data is not available for some countries, these countries are excluded from the weighted average.
2. Data measures the value of fast-moving consumer goods (FMCG) and fresh purchases that are taken home (excludes value of purchases that are consumed on the go, at work, etc). 
3. Consists of hypermarkets, supermarkets, online stores, and discounters. 4. Remaining store types not covered by “modern retail.” Examples include small corner store, pharmacy, drugstore, 
and open market. 5. In�ation-adjusted grocery retail value growth. 6. Includes food and beverage service activities providing complete meals or drinks �t for immediate consumption (eg, 
traditional restaurants, self-service, or takeaway restaurants). 7. Large retail outlets under common ownership with sales area >2,500m2 (according to Europanel). 8. Smaller retail outlets under 
common ownership, excluding discounters. Sales area from 450m2 to 2,500m2 (according to Europanel). 9. Any FMCG and fresh products bought on the internet and either delivered or 
collected. 10. Limited-range discount retailers such as ALDI, Biedronka, Dia, Eurospin, Lidl, Netto Marken–Discount, Norma, and Penny (according to Europanel). 11. Sales area between 
3,000m2 and 6,000m2; substantial nongrocery store o�ering (according to IGD). 12. Sales area ranging from 300m2 to 6,000m2; store o�ering is predominantly food (according to IGD). 13. 
Sales area from 300m2 to 1,500m2 (potentially up to 6,000m2); narrow range (<4,000 SKUs) with a focus on everyday low prices. O�erings typically dominated by private label, and stores 
operate with low-cost business model (according to IGD). 14. Stores typically under 300m2, with convenience-focused ranges usually up to 6,000 SKUs and long opening hours (according to 
IGD). 15. Number of units sold. 16. Average number of units sold per basket. 17. Private label is de�ned as any brand/product that is owned and sold by an individual retailer and not sold by 
other retailers. This includes any product with the store name in the brand such as [Store name] Corn�akes and similar. It includes all “brands” sold by discounters or any other retailer that are 
owned and sold exclusively in their own stores. Fresh products sold with a retailer name/exclusive “brand” on the shopper package/receipt are included; loose, no-name fresh products are 
excluded.
Source: CBS (Netherlands); Europanel; Eurostat; GfK; ONS (UK) 
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54.9
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–2.0
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2.8

4.8
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0.1
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Online channel market 
share

Other key grocery indicators

percent, full year

Private label value 
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Private label value 
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percent change

Promo share
percent, full year 

percent change
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points change, full year

Consumer confidence 

vs 2024
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vs 2024
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vs 2019
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vs 2024
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vs 2019
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6.7
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0.4
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–1.4
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4.8

0.4

3.5

–3.1

–7.6

10.6

39.3

14.9

–0.3

3.3

0.3

0.2

–2.2

–7.8

3.7

40.3

20.2

–0.1

2.2

2.6

–2.2

–3.2

–3.0

4.8

27.3

35.6

–0.5

5.1

1.6

7.7

–3.8

–2.9

2.6

45.2

13.5

1.3

8.3

–0.4

0.5

–0.1

–7.9

2.0

23.5

37.3

0.3

4.7

4.7

14.0

–1.5

–5.1

3.5

32.9

32.8

0.6

5.5

–0.4

–8.4

0.0

–3.9

1.8

47.7

22.2

0.8

11.7

–1.5

–6.1

0.8

–8.1

6.0

30.1

56.7

0.4

7.2

0.9

5.3

4.0

–9.5

–3.3

32The State of Grocery Retail Europe 2026



Net intent1 of consumers toward grocery shopping in 2026 compared to 2025, and delta vs 2025, 
percentage points (pp)

Shoppers focus less on saving money while they focus more 
on ready-to-(h)eat in 2026 than in 2025.

Look for ways to save 
money when shopping

Actively research for 
best promotion

European
average2

37

46
–2

–1

XXNet intent 2026, %
XXDelta vs 2025, pp

Net intent:

40+3020100

Consumer focus more on ready-to-(h)eat, with divergence on 
healthy eating and high-quality products across countries

Price consciousness declines across 
most markets in 2026

Buy read-to-eat 
foods/meals4

Buy food-to-go and 
drinks for immediate 
consumption4

Cook from scratch4
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–13
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1

–9
4

2

8
3

Focus on healthy 
eating and nutrition

Pay a higher price to get 
a healthier product
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–1
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0

39
–6

37
–3

Poland

0
8

–3
8

35
–1

6
2

25
–2

8
4

46
4

Norway

38
3

–21
7

–20
2

18
7

36
1

–9
0

Sweden

39
–4

–12
–1

–9
0

35
–2

19
4

20
–6

–8
–6

41
–3

Czech 
Republic

22
–11

–20
0

–16
3

14
5

–10
–3

7
–1

–11
–1

44
–2

50
1

Romania

–17
2

–18
1

46
–2

–5
4

8
3
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–3
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–4
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–2
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–1
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–4
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–7
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–1

28
–2

4
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32
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–2
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50
–1

UK
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5
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2
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7

35
1
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4
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–3
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49
2
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40
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1
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3

32
–2

5
4

27
0

–7
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3

3
4

39
3
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7
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3

8
5

44
–3
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–7

–16
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0
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4

8
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32
3
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1

–2
40

Italy

2
–9

8
–1

4
29

6
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–2
39

1
15

48
N/A

Portugal3

Buy stores' own brands 
instead of known brands 

29
–1

23
1
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–6

31
–1

13
–1
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0

27
–2

34
2

37
2

28
1

40
1 0

27 35
N/A

48
–1 –2

44 61
N/A

45
N/A

–17
N/A

1
N/A

10
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37
N/A

N/A

Buy organic/bio products
–2
–1

5
0

–7
4
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0

–15
–2

–4
–9

–1
–8
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1
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2
0

–6
–1 1

13 –1
N/A
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Buy high-quality/
premium products

2 13
7

0
2

1
0

–13
–2

16
–5

0
–8

–4
–2

–14
–4

21
2

–6
0

7
1
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Buy high-quality fresh 
products

26 32
–1

22
–1

16
–2

24
4

39
–3

21
–5

23
–1

25
–2

31
0

22
–3

35
–4

33
N/A–2

1Net intent represents the share of consumers who want to do more of the activity minus the share of consumers who want to do less of the activity.
Question: Think about 2026. Are you planning to do more, less, or about the same of the following?
2EU-13 countries covered in surveys 2025 (n = 14,543) and 2026 (n = 14,563): Belgium, Czech Republic, Denmark, France, Germany, Italy, Netherlands, Norway, 
Poland, Romania, Spain, Sweden, UK.
3New market added in 2026.
4Filtered for consumers that consume ready-to-eat foods/meals today. 
Source: Consumer Surveys 2025 & 2026, sample to match general population 18+ years

Western Europe Southern Europe Nothern Europe Central/Eastern Europe

Switch to less expensive 
foods to save money

31
–2
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–2

40
–1

39
3
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35
0
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France
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–18
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1
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6
0

22
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2

7
2
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1
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–3
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–4

Nether-
lands
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–9

–4
7

1
6
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3
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5

29
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–2
5

35
–3

–2
–1

1
1

23
–4
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3
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0 –1

22 36
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Exhibit 16

Shoppers focus less on saving money while they focus more on 
ready-to-(h)eat in 2026 than in 2025.

Consumer survey results
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