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1
Introduction
This report looks at three current human resource challenges affecting Greggs plc: technological change, talent attraction and retention, and diversity, equity and inclusion (DEI). Greggs is a useful case because its growth depends on more than 33,000 employees across retail, manufacturing, logistics and support roles, while the business continues to expand its shop network, digital services and automation (Greggs plc, 2026a). The report explains how these issues affect performance, employee engagement and long-term sustainability. It then evaluates suitable HR practices and considers how departmental managers can put them into practice quickly and effectively, before giving practical recommendations.
1. Explanation of Key Organisational Factors
1.1 Adapting to technological advancements
Greggs is investing in digital customer services, technology and more automated supply-chain operations. In 2026, the company was also testing self-service ‘Greggs Express’ units, while new distribution centres were designed to use more automation and reduce manual work (Greggs plc, 2026b). These changes can improve speed, consistency and productivity, but they also change how jobs are carried out and the skills employees need.
The main HR challenge is making sure employees are confident using new systems and understand why the changes are needed. Vial (2019) explains that digital transformation affects the wider organisation, not just the IT department. If change is poorly managed, employees may feel insecure about their jobs, resist new systems or struggle because they have not received enough training. Automation can also make the remaining work feel faster or more closely monitored.
Technology therefore affects employee engagement as well as efficiency. Greggs should give people time to learn, explain the reasons for change and involve employees where possible. Young and Tong (2025) show that the way technology and automation are managed can affect employees’ experience of work. For Greggs, long-term success will depend on digital investment, training, fair use of employee data and roles that still allow good customer service.

1.2 Talent acquisition and retention
Greggs’ growth creates a regular need for shop employees, managers, drivers, manufacturing staff and people with specialist skills. Hogarth and McCartney (2024) highlight ongoing competition for talent and the importance of workforce planning and retention. High turnover would cost Greggs more in recruitment and training, reduce experience within teams and place extra pressure on employees who stay.
Greggs already offers profit sharing, paid breaks, product discounts, pension contributions, wellbeing support and enhanced family leave (Greggs Careers, n.d.). These benefits can help attract and retain employees, but they are not enough on their own. Front-line roles can involve early starts, weekends and busy periods. Employees may still leave if rotas are unpredictable, managers are unsupportive or development opportunities are unclear.
Staff shortages can slow service, increase stress and make it harder to maintain food quality and safety. Engagement may also fall when employees cannot see a clear path to progress. Greggs supports internal development across different parts of the business (Greggs plc, 2026c), but continued expansion means it needs enough future supervisors, managers and specialists. Sustainable growth therefore depends on recruiting the right people and giving them reasons to stay.
1.3 Diversity, equity and inclusion
DEI is important for Greggs because the company serves customers from many different communities. Diversity is about representation, equity is about fair access to opportunities, and inclusion means people feel respected, valued and able to contribute (Shore et al., 2011). A workforce can be diverse without being truly inclusive, so numbers alone do not show whether employees have a fair experience.
Greggs has taken positive steps. It was reaccredited against the National Equality Standard in 2025, offers inclusive leadership training, supports colleague networks and runs Fresh Start (Greggs plc, 2026c). Its 2025 pay-gap report, however, shows uneven representation. Women made up 62 per cent of the workforce but 44 per cent of senior management, while the mean gender pay gap was 8.89 per cent. White employees made up 90 per cent of the top three management grades (Greggs plc, 2025).
These figures do not prove that people doing the same job are paid differently, but they show that some groups are less represented in senior roles. If employees do not believe promotion is fair, trust and engagement can fall. Nishii (2013) found that an inclusive climate can help diverse teams work more effectively. Greggs should therefore focus not only on recruitment, but also on fair progression, employee voice and manager accountability.
2. Evaluation of Contemporary HR Practices
2.1 Digital HR systems and workforce analytics
Greggs could make greater use of an integrated digital HR system covering recruitment, onboarding, learning, rotas, performance and employee feedback. A mobile-friendly platform would suit a workforce spread across many locations, as employees could access induction, short training modules and important updates more easily. People analytics could also help managers spot patterns in turnover, absence, skills gaps, recruitment times and promotion rates. CIPD (2025a) explains that people analytics is most useful when linked to clear business questions and evidence-based decisions.
The main benefit is better visibility. Managers could spot staffing problems earlier, target training and compare trends across sites. However, data does not explain everything. A high turnover rate may point to poor scheduling, workload or management, but managers still need to speak to employees to understand why. Old data can also repeat existing bias, while too much monitoring may make employees feel watched.
Greggs should therefore use analytics to support decisions, not make them automatically. It should explain what data is collected and why, keep only the information it needs, and make sure managers apply judgement. Digital tools would work best alongside face-to-face support, employee feedback and reasonable adjustments for people who may struggle with access or confidence.
2.2 Employer branding, workforce planning and retention
Greggs should link its employer brand with strategic workforce planning. Plans for new shops, longer opening hours, automation and supply-chain growth should be turned into clear estimates of how many employees are needed and what skills they should have. This would allow Greggs to recruit earlier for difficult roles and use apprenticeships, cross-training and internal promotion where appropriate. Its benefits and ten per cent profit-sharing arrangement also show candidates that employees share in the success of the business (Greggs plc, 2026a).
Retention needs several things to work together: fair and predictable rotas, supportive managers, recognition, wellbeing support and clear career opportunities. The Ability-Motivation-Opportunity model suggests that people perform better when they have the skills, motivation and opportunity to contribute (Appelbaum et al., 2000). Kahn (1990) also links engagement with meaningful work and a sense of safety. Young and Tong (2025) found that employees who rate their line managers more positively are less likely to think about leaving.
Employer branding can lose credibility if the experience after joining does not match what was promised. Greggs should therefore measure not only applicant numbers, but also retention after six and twelve months, internal promotion, absence, engagement and reasons for leaving.
2.3 Inclusive recruitment, DEI policies and leadership development
Greggs should continue to improve inclusive recruitment by using clear job adverts, skills-based criteria, structured interviews, reasonable adjustments and consistent scoring. These methods can reduce personal bias and make the process fairer for candidates from different backgrounds, including disabled and neurodivergent applicants. Fresh Start is useful because it reaches people who may be missed by traditional recruitment. However, recruiting a diverse workforce is only the first step; employees also need fair access to mentoring, development and promotion.
This matters because Greggs’ own data shows less diversity at senior levels. The company could review who receives development opportunities, use clear promotion criteria and ask managers to explain decisions against agreed skills and behaviours. Colleague networks can also give employees a stronger voice. CIPD (2025b) argues that EDI works best when it is part of normal leadership and people management rather than treated as a separate activity.
Training alone will not change outcomes if managers are not held responsible. Targets can help focus attention, but badly designed targets can become a box-ticking exercise. Greggs should explain why diversity data is collected and protect confidentiality. The aim should be fair opportunities and a workplace where people feel included, rather than simply improving headline diversity figures.
3. Critical Evaluation of Managerial Implementation
Departmental managers are the link between HR policy and what employees actually experience at work. Purcell and Hutchinson (2007) show that front-line managers play an important part in turning HR practices into performance. At Greggs, managers in shops, manufacturing, logistics and support teams should therefore take responsibility for implementation rather than leaving it entirely to the central People team.
First, senior leaders should give managers clear responsibilities. Measures could include training, recruitment quality, early turnover, internal progression, absence, engagement and DEI results. However, these measures need balance. If managers are judged mainly on labour cost or speed, they may cut staffing too far or rush recruitment and onboarding. Performance reviews should therefore look at both results and behaviour, including whether managers listen to employees, make reasonable adjustments and deal fairly with concerns.
Second, communication should work both ways. Greggs has a large workforce working different shifts, so briefings, mobile updates and manager guides can help keep messages consistent. However, employees also need time to ask questions, practise new systems and raise concerns. Managers should explain why a change is urgent, what will change and what will stay the same. Edmondson (1999) explains that psychological safety helps employees speak up about mistakes or problems without fear of embarrassment or punishment. This is important when staff are adapting to new technology or reporting possible unfair treatment.
Organisational culture is also important. If managers consistently support fairness, learning and employee voice, new HR practices are more likely to become part of normal working life (CIPD, 2025b). If managers say one thing but behave differently, employees are less likely to trust the change.
Third, urgent action does not mean introducing everything at once. Greggs could test new HR systems, recruitment methods or retention ideas in a small group of shops and supply-chain sites before using them across the business. Clear deadlines would keep progress moving, while employee feedback and equality checks could identify problems early. Some changes may need to happen quickly, but short review points can still be used to correct issues.
Possible barriers include lack of management time, different levels of management skill, change fatigue and daily operational pressure. Greggs can respond with practical training, coaching, simple processes and support from HR. Managers also need enough staffing to attend training and hold proper conversations with employees. This matters because a policy cannot be implemented well if managers do not have the time or confidence to use it. Senior leaders should show that the changes matter and support managers when results are weak.
Finally, monitoring should be used to improve practice, not simply produce reports. Dashboards can show differences in turnover, absence, promotion or engagement between locations and employee groups, but managers should investigate the reasons before drawing conclusions. Regular reviews should agree actions and check progress. Good practice from successful sites should be shared, while repeated failure to follow agreed standards should be addressed through management performance reviews. This approach keeps managers accountable while allowing Greggs to learn and improve.
Conclusion
Greggs already has several strengths, including a well-known brand, employee benefits, development opportunities and clear DEI commitments. However, growth, automation and changing expectations from employees mean its HR approach must continue to develop. Technology can improve productivity, but employees need training, clear communication and fair use of data. Benefits can help recruitment, but retention also depends on good management, workload, rotas and progression. Greggs has made progress on DEI, although its pay-gap and senior management data show that fair progression still needs attention. Overall, HR practices will be most effective when managers apply them consistently and employees experience them as fair and supportive.
Recommendations
Introduce a mobile-friendly HR and learning system, with digital skills training, employee consultation and clear rules on how employee data is used.
Create a three-year workforce plan linked to shop openings, longer trading hours and supply-chain changes, and review skills and succession needs every quarter.
Use a retention dashboard to track rotas, early turnover, absence, engagement, promotion and reasons for leaving by role, location and relevant employee groups.
Use clear skills-based criteria, structured scoring and reasonable adjustments in recruitment and promotion to improve fairness.
Give managers clear people targets, regular reviews and coaching, and use employee feedback before rolling major changes out across the business.
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