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Introduction

New AlixPartners consumer
research pulls back the curtain on
! the value perception challenge for
traditional grocery, and our team
of experts examines what the
» new consumer reality means for
longstanding industry practices.

AN

Responses to this year's consumer survey of more than
1,600 primary shoppers surfaced three macro trends that
continue to challenge traditional grocers:

* Younger shoppers, more affluent households, and
families with children increasingly spend most of their
grocery budgets in other channels.

* Many consumers continue to exercise greater discipline
with their budgets even as their confidence has increased
and the rate of inflation has eased.

Tried-and-true pricing and promotion tactics aren't
engaging and compelling shoppers like they once did.

All these shifts proceed from the simple fact that consumers
at large don't think about groceries the same way they did
five years ago. The rules of the game have changed, yet
many traditional grocers are still relying on an old playbook.
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Market share erosion

The clearest sign consumer preferences have evolved — and that traditional grocery has not followed their
lead — is the erosion of market share, particularly among desirable groups including younger shoppers, more
affluent households, and families with children.

The data shows that not only are smaller percentages of those groups shopping a traditional grocer as the
primary store but that the same holds true overall.

Percentage of key shopper groups that spend most of their grocery
budget in the traditional grocery channel — 2025 vs. 2024

All shoppers

Household income $100K+
Shoppers with kids under 18
Age 18-24

Age 25-34

Age 35-44

Percentage of key shopper groups that shopped the traditional grocery
channel this year — 2025 vs. 2024

All shoppers

Household income $100K+
Shoppers with kids under 18
Age 18-24

Age 25-34

Age 35-44

/

+» No YOY comparison because 2025 was first year measuring this segment.

Conversely, channels seeing growth in overall engagement — meaning a greater percentage of consumers visited
them in 2025 versus 2024 — include club (from 39% in 2024 to 41% in 2025); discount (38% to 43%); natural (16%
to 25%); ethnic and specialty (7% to 11%); and digital retailers (17% to 26%).
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Problematic "best practices”

The reason traditional grocery’s share continues to decline is that many traditional grocers persist in three
strategic decisions that, as the competitive landscape has changed, have contributed to a significant perception
disadvantage for the channel.

Hi-lo Private Brand as Marketing Focused

Pricing a Side Project on Price
Overreliance on promotions as a While clubs, discounters and Most traditional grocers can't
way to offset high everyday prices specialty stores use private brand credibly claim low prices, as the
creates a dynamic in which, on to differentiate assortment and huge global retailers have that
any given day, a traditional grocer create more favorable “apples to market cornered. Yet prices —
will be exposed as out of touch oranges” comparisons, traditional rather than fresh, quality, service or
with the market on hundreds, or grocers too often have little to offer | other attributes — continue to be
even thousands, of items. that’s unique. the centerpiece of most marketing.

These practices rose to prominence in a different competitive landscape. EDLP players weren't nearly as
prevalent, and they tended to be one-trick ponies, with price their strongest selling point by far. All of that has
changed, and traditional grocers who want to stay competitive need to change, too.

Consumer priorities

Both for everyday prices and for promaotions, fresh is first in the minds of
shoppers, with center store a distant second.

Areas of the store in which value matters most

| Price | Promotion
@i‘a) Fresh 61% 56%
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Prepared foods 9% 8%
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Non-food 50/0 70/0
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What's ahead

In this report, we provide a closer look
at how consumer perceptions of price,
promotion and value have changed; the
variables that have informed those
shifts; and the moves consumers are
making to maximize value as their
spending power remains considerably
diminished compared to just a few

years ago.

Grocery Shopper Perspectives 2026 Report

Matt Hamory
Partner & Managing Director
mhamory@alixpartners.com

Marco Di Marino
Partner & Managing Director
mdimarino@alixpartners.com

John Clear
Partner
jclear@alixpartners.com

David Ritter
Partner & Managing Director
davidritter@alixpartners.com

Adam Goodliss

Partner & Managing Director
agoodliss@alixpartners.com

We know your time is
valuable. Thank you for taking

the time to read this research,
and we look forward to
continuing the conversation.
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Reality Check #1

You don't have low
everyday prices

We asked consumers to describe prices at their primary store
as either low compared to other stores, fair compared to
other stores, or high compared to other stores. Everyday
prices are a primary marketing focus for most grocers, but
our survey shows that few shoppers believe the hype.

Only 17% of consumers said their store has
low prices compared to other stores.

Consumer price perception of primary store

Traditional grocery isn't the only channel with a price perception challenge, but it's definitely not viewed as having
comparatively low prices — even by the people who still shop there regularly.

- High compared to other stores

. Fair compared to other stores

B Low compared to other stores

Traditional
grocery
shopper

Big box
retailer
shopper

Discount
store
shopper

Club store
shopper
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Most consumers instead
described prices as fair. This
data serves as a reminder that

fair everyday prices are table
stakes. If you don't have a “fair
price” perception among a
shopper set, you're losing share
in that group — and certain
ones are likely already gone.

John Clear
Partner

The fact that not a single channel has a
majority of customers that think prices are
low speaks to broad dissatisfaction with
prices — undoubtedly due to the huge loss of
spending power that most households are
still experiencing after years of high inflation.

A "low price” perception is clearly elusive in
the current environment, but traditional
grocers should be making sure they have a
strong case for a “fair price” perception. The
prevalent hi-lo model hinders this mission
because it virtually guarantees non-
competitive prices across many items on a
recurring basis — the flip side of the
promotional calendar.

Traditional grocers can’t swing all the way to an EDLP model, but they must refuse to
offer prices that are so incomparable that shoppers feel irresponsible accepting them.

Once the pricing itself is defensible, traditional grocers need to take a hard look at their
messaging. Are prices being marketed as low when they're really just fair? Is price the
primary talking point even though customers actually shop your store for other reasons?

While calling out “low prices” has been commonplace for
decades, it doesn't have the same impact in today’'s marketplace

because the standard for “low price” has been raised dramatically by retailers with wholly
different business models than the traditional grocer.

Consumers are certainly looking for value, and price is a non-
negotiable aspect of it — but the message has to be credible.
If consumers don't believe it, not only does that marketing not
achieve its goals, but it may be compromising trust.

Our take would be that, unless your name is Walmart, Costco,

Matt Hamory BJ's, Lidl or Aldi, the dominant theme of your marketing
Partner & Managing Director should not be “low prices.”

Reallocating resources to emphasize overall value,
particularly those areas in which you have a right to win —
fresh, quality, service, private brand, etc. — will increase
credibility and better leverage the strengths of the business.
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Reality Check #2

Promotions don't buy
my loyalty

We asked shoppers who said their primary store’s
prices are either fair or high why their store is still a
value to them even though its prices aren't the lowest.
Only 16% selected “The promotions help make up for
the everyday prices” as their No. 1 or No. 2 reason.

This indifference echoes what we've observed in .
previous research about how shoppers choose their Shoppers who love a deal and will

store, both for fresh food specifically and overall. make an extra effort to ca pture it
Everyday price is much more connected with overall

value perception than promotions.

18-24 25-34 35-44
Consumers overall are actually lukewarm on

promotions, with some demographic groups 7 1 O/ 7 5 O/ 7 8 O/
embracing deals much more heartily than others. For O O O
example, we see younger shoppers expressing more

willingness than older shoppers to jump through

hoops to capture value. This doesn’t necessarily ) )
mean they highly value the promotions of traditional 49-54 55-64

65+
grocery, however; we also know from the survey that 6 ’I O/ 5 7 O/ 5 40/
the majority spend most of their grocery budget in 0] @) O

other channels.

Shoppers who value deals but say it's too much work to capture them all

10% 3%

- Strongly agree Agree Neutral . Disagree . Strongly disagree

In retail more broadly,

consumers are experiencing “discount burnout,” and grocery is not an exception
to that phenomenon. Few respondents pushed back on the notion that it's too much work to capture
all the deals available.
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We found several deal types with which

more than 30% of customers said they will not engage.
Promotions in the style of “the more you buy, the more you save” appear to be particularly uninspiring to many

shoppers.

What will you not do to get a better price on an item you regularly buy?

LA 2ty EDA @
o) e 0000
Buy a larger quantity Spend a certain amount Buy multiple items from Gotoa
than | had planned of money overall the same brand different store
39% 30% 30% 26%
r wl
Es 9
Use an app to get Visit on a specific day for Clipa Join a loyalty
a digital deal a limited-time-only sale coupon program
24% 23% 17% 16%

Traditional grocers that consider how to alleviate
“discount burnout” and offer only promotions that
their customers truly value can make that

discretion a meaningful point of difference.
However, that shift requires prioritizing what the

customer wants.

6

We recognize that's much easier said than done
given the role vendor funding plays in profitability.
Many teams have gotten into the habit of
spending more time on the vendor than they do
on the customer. The fact it's commonplace
doesn’'t mean it's not a problem.

The merchant might be slave to the promotional calendar, but that
doesn’'t mean the customer should be — and these days, they don't

have to be, because there are plenty of options. Walking away from
traditional grocery, or at least minimizing its role in the basket, is
easier than it's ever been, and many customers have done that.

The hi-lo model prompts customers to wonder, with every item, “Is
this really a good price?” It sets grocers up for unfavorable
comparisons. They need to make it easier for their customers to
capture value and feel good about the value they're receiving. Fair
everyday prices are the first step. Relevant promotions are next.

Grocery Shopper Perspectives 2026 Report
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Reality Check #3

The edges of your assortment
matter more than you think

Fifty percent of consumers who describe their primary store’s prices as
either fair or high compared to other stores say that the No. T or No. 2
reason that store is still a value for them is because it has

items that other grocery stores don't have.

This dovetails with a data point that surfaced in last year's survey: in 2024,
57% of shoppers said they go to a specific store regularly to buy its private brand.

Percentage of shoppers who regularly visit a specific store to buy their
private brand (2024)

18-24 25-34 35-44
51% /0% 56%
45-54 55-64 65+

0/% 03% O3%

This chart implies that the companies most effectively leveraging private brand are the companies gaining
ground with consumers 25-34. Earning the loyalty of this group is particularly important because

these shoppers are forming families — and in that process forming potentially
lifelong grocery habits.

As if losing those shoppers wouldn't be detrimental enough, it's also critical to remember that today’s parents
will have major influence on how their children will shop when they come of age.

Grocers that aren’t investing in private brand programs that drive traffic with unique items risk missing out on
this group. That's a concern in the short term, but it's an existential issue in the long term.

The fantastic news is that grocers won't alienate their older customers by elevating private brand. Value-
seeking customers (68% of respondents) of all ages have embraced it as they have changed how they shop
due to inflation or personal financial pressure.
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Percentage of value-seeking consumers who have changed how they

shop by purchasing more private brand items
In 2024 and 2025, we asked consumers whether they have changed how they shop for groceries due to
inflation or personal financial pressure. In 2024, 75% said they had made changes. In 2025, the number was

68%. We also asked those consumers (75% of overall respondents in 2024 and 68% of all respondents in 2025)
which changes they made that year. “Buy more private brand items” saw a meaningful yearover-year increase.

32% 47%

Age

18-24 11% 28%
25-34 32% 43%
35-44 22% 42%
45-54 30% 49%
55-64 40% 46%
65+ 46% 61%
Income

Less than $25,000 24% 48%
$25,000 to $49,999 36% 51%
$50,000 to $99,999 33% 45%
$100,000+ 35% 47%
Region

Midwest 34% 51%
Northeast 29% 492%
South 34% 50%
West 31% 45%

Grocery Shopper Perspectives 2026 Report
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Remarkably, the appeal of private
brand extends beyond what is
revealed by the graphic.

While it captures the relevance of private brand to
the segment of value-seeking consumers who
changed how they shopped in the previous year
by buying more private brand, it doesn't reflect:

» Shoppers who made the change in an earlier
year and have established new standards for
what is their “normal” amount of private brand
items.

Shoppers who are buying more private brand
but for reasons other than inflation or personal
financial pressure.

When it comes to product development and
category management, traditional grocers have a
largely untapped advantage over national brands
in the form of a direct relationship with customers.
They know best which categories matter to their
shoppers and where differentiation is paramount.
Investing in a robust private brand program that
puts that knowledge to work is a win both for
customers and for the retailer.

For grocers willing to follow the customer’s lead here, there's
considerable opportunity: driving traffic with exclusive items,
improving price perception thanks to fewer like-for-like comparisons,
and increasing margin through greater cost control over a larger
portion of the overall assortment.

Because unigue items matter so much to shoppers, it's a huge miss
when traditional grocers treat private brand like a simple margin
Marco Di Marino lever by limiting the offering to generic “‘me too” options supplied by
Partner & Managing Director  tyirq parties. This has been the go-to posture for decades, and
change is overdue — as evidenced by the success of retailers like
Trader Joe's, Aldi and Costco, which rely on private brand as a pillar
of their business.
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Variables raising the
bar for value




Longtime tactics of traditional grocers — touting low prices, leaning on
promotions, and treating private brand as a side project rather than a pillar —
are no longer serving customers adequately. There are several reasons for this
shift: extended exposure to high inflation; increased familiarity with EDLP
pricing; and unprecedented access to pre-shop price comparison.
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Extended exposure
to high inflation

What's true from a real-time economics ’
perspective isn't what's relevant for consumers. ¢ d g
The current rate of inflation may be moderate, '_'_' :
but according to the Bureau of Labor Statistics, F
$100 in January 2025 only had as much buying -
power as $82.34 in January 2021.

David Ritter
Partner & Managing Director

6 Average hourly earnings have increased — but not enough to keep pace with inflation. An analysis

by Statista shows that the growth of the Consumer Price Index between January 2021 and July
2025 (22.7%) has outpaced the growth of average hourly earnings (21.8%) over the same period.
In addition, wage growth has varied considerably by industry, so many households are at a greater
disadvantage now than averages indicate.

The financial pressure created by sustained inflation means that many consumers have remained
in a mindset of maximizing every dollar, even as far more (63%) expressed at least some
confidence about their finances in this year’s survey than did last year (24%).
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Increased familiarity with EDLP pricing

Consumers today have significant (and increasing) exposure to other channels, most of which have
largely consistent everyday prices. This shift has created more frequent unfavorable comparisons
with the hi-lo pricing prevalent in traditional grocery.

Percentage of respondents who shopped each channel — 2025 vs. 2024

B 2025 2024

Traditional 80%
grocery stores 84%

fig Box | e
Retailers 599
piscount | <3

Stores 38%

cuo [
Stores 399%

Convenience | 34
Stores 4%
vigital | 26%
Retailers 17%
Natural [ 25°%
Stores 16%
Ethnic/Specialty 11%
Stores 7%
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Unprecedented access to
pre-shop price comparison

Most shoppers (65%) now compare prices before shopping, whether they
look at print ads or online. The groups that most noticeably overindex on
this practice are shoppers 35-44 (75%) and households with children
(75%) — groups between which there is meaningful overlap.

While circulars have been a staple for decades, consumers can now
compare much more easily across channels and have greater visibility
into everyday prices as well as promotions. While price might be the main
point of online comparisons now, that is likely to evolve as online
platforms grow in popularity and become more sophisticated — and even
more so as popular use of Al continues to increase (e.g. Walmart's
partnership that allows consumers to shop them through ChatGPT and
the integration of Instacart shopping and checkout into ChatGPT.)

Given the importance to customers of unique items and in-stock position,
1) accurate representation of availability and 2) ease of discovering
relevant new items will likely become other significant arenas of pre-shop
competition.

Only 30% of respondents do not buy groceries online, while 36% do so at
least every week. Not surprisingly, younger shoppers are shopping online
with greater frequency than older shoppers. It's also notable that

online grocery buying is most entrenched among
households with kids — those training the next
generation of shoppers.

Frequency of buying groceries online

- Multiple times a week . Weekly . Every other week . Monthly

Grocery Shopper Perspectives 2026 Report

Every few months . Never
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https://corporate.walmart.com/news/2025/10/14/walmart-partners-with-openai-to-create-ai-first-shopping-experiences
https://corporate.walmart.com/news/2025/10/14/walmart-partners-with-openai-to-create-ai-first-shopping-experiences
https://www.instacart.com/company/pressreleases/instacart-app-launches-in-openai-chatgpt

Frequency of buying groceries online

Households with children under 18
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12% Multiple times a week 23%

24% Weekly 34%

11% Every other week 13%

12% Monthly 10%

11% Every few months 9%

30% Never 11%

Frequency of buying groceries online by age

. Multiple times a week . Weekly . Every other week . Monthly . Every few months . Never

32% 33% 31%

15%
10%10%

18-24 25-34 35-44

50%
44%

11%11%

45-54 55-64 65+
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How shoppers are
shifting their spend



Consider the consumer
‘realities” we have
discussed to this point:

@ They're not getting “low”
prices at their store —

W most say “fair” at best.

Many of the common deal
types that traditional grocers
offer don't add value for them.

s ﬂ@)

Access to unique items makes
it worth paying slightly higher
everyday prices.

N

K
[ AR
AR
s

They are changing how
they shop in multiple ways
to maximize value.

Many items are
available for less, any
day, in other formats.

cﬁﬂ )

)
[

Comparing prices at any
moment is easy and can happen
without setting foot in a store.

ke

Sentiment about personal financial situation was
significantly stronger in 2025 than in 2024, when only

24% of consumers expressed at least some confidence

about their finances and 75% changed how they
shopped due to inflation or financial concerns.

Continued caution

It seems likely that years of high inflation

have trained shoppers to be more discerning
even when they aren't actively concerned about
their finances.

They may be spending the same amount
of money they did in previous years, but
they are spending it differently.

The No. 1T way consumers have changed how
they shop due to financial concern — for the
second year in a row and again by a significant
margin — is planning meals more and resisting
impulse buys.

In 2024, other favorite options were stocking up
during sales, buying fewer items overall, and
going to different stores. In 2025, buying more
private brand was the new No. 2, followed by
stocking up.

Private brand saw a tremendous increase year
over year, with 32% saying they changed their
spending this way in 2024 and 47% reporting
having done so in 2025.

The tactic that saw the biggest drop was going
to different stores, which fell from 40% to 34%.

This decline and the rise in private brand intent

may be related; in recent years, shoppers have

moved across channels in pursuit of value, and
now that they've maximized that option, they're
pursuing value by moving from national brands
to private brands.

In 2025, 63% expressed at least some confidence in

their personal financial situation — a remarkable

increase — yet 68% still changed how they shopped.
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How value-seeking consumers changed how they shopped in 2025

In 2024 and 2025, we asked consumers whether they have changed how they shop for groceries due to inflation
or personal financial pressure. In 2024, 75% said they had made changes. In 2025, the number was 68%. We also
asked those consumers (75% of overall respondents in 2024 and 68% of all respondents in 2025) which changes
they made that year. Meal planning was twice a runaway winner, but private brand surged up the ranks in 2025.

Going to

Meal planning and Buying more
different stores

resisting impulse buys store brands

601% 47%  34%

Buying more shelf- Buying fewer items Using
stable or frozen without nutrition coupons more
Down from 33% \y Down from 34% Down from 38%
Swapping meals out for Buying fewer Using sales
deli and prepared foods items overall to stock up

13%  39%  41%
No change Down from 42%
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Summary

As traditional grocers explore how to contend more
effectively in the modern landscape, they need to
accept the “realities” of consumer perception and take
a hard look at whether longstanding industry practices
are helping or hindering them in that crucial area.

We would recommend that, because of the importance
of a fair price perception, the popular hi-lo pricing
strategy should be dispensed in favor of an everyday
fair price strategy. Private brand should be an area of
investment and innovation. Marketing should be based
on the company’s strengths rather than what go-to
messaging was in the pre-EDLP era.

Improvement in these areas will require some addition,
but just as important will be subtraction. Grocers can
provide the value consumers want, but it will require
leaving some old ways behind.

Follow the QR code for more insights from the grocery
experts at AlixPartners on topics including everyday fair
price, private brand, differentiated marketing, and more.

(B2 Core US experience
We have led multiple growth-focused

Aboutthe S
INDGEIEES from syl regionals o dstry Gte.
g rO Ce ry Global reach

We work with major grocery and

p ra Ct | Ce hypermarket chains in the UK, the EU,

Middle East, Asia, and South America.
Broad expertise

We work across customer proposition, operating model, procurement,
marketing, loyalty, digital, analytics, and growth strategy.

Value creation

We are sought-after diligence and M&A/integration partners as strategic
and financial buyers know we'll deliver the synergies we claim.

Financial approach

Our turnaround heritage gives us industry-leading experience in capital
structures, balance sheets, and WC optimization.
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Methodology

Research for the Grocery Consumer Perspectives report was
conducted through a survey fielded in October 2025,
capturing insights from 1,635 consumers.

In the survey, channel descriptions were as follows:
» Big Box Retailers: Walmart, Target, etc.

Traditional Grocery Stores: Kroger, Albertsons, H-E-B,
Wegmans, local grocers, etc.

Club Stores: Costco, Sam’s Club, etc.

Discount Stores: Aldi, Lidl, Grocery Outlet, etc.
Convenience Stores: 7-Eleven, Circle K, etc.

Natural Stores: Whole Foods, Sprouts, Trader Joe's, etc.

Ethnic/Specialty Stores: H Mart, Vallarta, Northgate,
gourmet food shops, etc.

Drug Stores: Walgreens, CVS, etc.

Online Retailers: Amazon, Boxed, Thrive Market,
Gopuff, etc.
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About us

For more than forty years, AlixPartners has helped businesses around the world respond quickly and
decisively to their most critical challenges—circumstances as diverse as urgent performance improvement,
accelerated transformation, complex restructuring and risk mitigation.

These are the moments when everything is on the line—a sudden shift in the market, an unexpected
performance decline, a time-sensitive deal, a fork-in-the-road decision. But it's not what we do that makes a
difference, it's how we do it.

Tackling situations when time is of the essence is part of our DNA—so we adopt an action-oriented approach
at all times. We work in small, highly qualified teams with specific industry and functional expertise, and we
operate at pace, moving quickly from analysis to implementation. We stand shoulder to shoulder with our
clients until the job is done, and only measure our success in terms of the results we deliver.

Our approach enables us to help our clients confront and overcome truly future-defining challenges. We
partner with you to make the right decisions and take the right actions. And we are right by your side. When it
really matters.

The opinions expressed are those of the authors and do not necessarily reflect the views of AlixPartners, LLP, its affiliates, or any of its
or their respective professionals or clients. This article Grocery Shopper Perspectives 2026 Report (“Article”) was prepared by
AlixPartners, LLP (“AlixPartners”) for general information and distribution on a strictly confidential and non-reliance basis. No one in
possession of this Article may rely on any portion of this Article. This Article may be based, in whole or in part, on projections or
forecasts of future events. A forecast, by its nature, is speculative and includes estimates and assumptions which may prove to be
wrong. Actual results may, and frequently do, differ from those projected or forecast. The information in this Article reflects conditions
and our views as of this date, all of which are subject to change. We undertake no obligation to update or provide any revisions to the
Article. This Article is the property of AlixPartners, and neither the Article nor any of its contents may be copied, used, or distributed to
any third party without the prior written consent of AlixPartners.
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