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[bookmark: _Toc237948679]1. Introduction
Human Resource Management (HRM) forms the backbone of any organisation's effectiveness, encompassing activities like recruitment, training and development, performance management, and employee relations (Cassidy et al., 2025). These functions influence employees' ability, motivation, and retention. Effective recruitment ensures the organisation attracts suitable candidates; training and development are essential for building necessary skills; performance management promotes employee productivity; and strong employee relations foster a harmonious work environment (Murfat, Mohamad and Nasir, 2025). 
Waitrose is an employee-owned entity within the John Lewis Partnership, which collectively employs 74,000 Partners. Its international retail presence mainly relies on licensing and franchise agreements across regions like the Middle East, Asia, and the Caribbean (Lewis, 2025). This unique partnership model alters typical employee relations by removing the conventional employer/employee divide and fostering a sense of co-ownership. Consequently, this internal culture, combined with external global market pressures, significantly influences how HR managers at Waitrose operate. 
This report begins by analyzing the PESTLE framework as a tool for environmental assessment. It then examines Waitrose's internal environment, focusing on its organizational culture and partnership structure. Afterwards, the PESTLE model is applied to assess external factors influencing HR functions. 
[bookmark: _Toc237948680]2. Internal and External Environment: The PESTLE Framework
[bookmark: _Toc237948681]2.1 The PESTLE Model and its Application to HR
PESTLE analysis is a method for examining the macro-environmental factors influencing organizations through six perspectives: Political, Economic, Social, Technological, Legal, and Environmental (Buye, 2021). HRM's key strength is its ability to assist HR professionals in forecasting external changes and proactively adjusting policies, talent management, and workforce strategies. Additionally, PESTLE can identify opportunities and threats related to workforce planning, recruitment, and employee engagement, both locally and internationally, helping HR managers tailor strategies for different markets.
[bookmark: _Toc237948682]2.2 Limitations of the Framework
While the PESTLE model is helpful, it has certain limitations. It provides a snapshot analysis that might overlook rapid environmental changes. Additionally, the framework can lead to information overload if it fails to prioritize key factors. Moreover, PESTLE analysis often remains quite broad and does not capture industry-specific nuances or the complex interconnections between factors (Anderson, 2025). 
[bookmark: _Toc237948683]2.3 Linking PESTLE to HR Functions
Connecting PESTLE factors with HR functions requires a systematic analysis of how each dimension impacts HR. Political factors like policies, stability, and government stance influence global talent acquisition, union relations, and employee mobility across borders (Ansari, 2025). HR must navigate varying immigration and employment laws in different countries. Economic aspects such as inflation, labor markets, and economic growth directly affect recruitment, compensation, and workforce restructuring. During economic downturns, HR may implement hiring freezes or layoffs, while growth periods demand difficult hiring decisions (Johnstone, 2023). Social factors like changing demographics, work-life expectations, and employee values shape organizational culture, employer branding, and engagement strategies. For example, many firms now focus on flexibility and sustainability as Generation Z joins the workforce. AI impacts HR through talent management, digital learning, and digital work experiences (Khatoon et al., 2025). Legal compliance involves labor laws, privacy regulations like GDPR, and immigration rules (Lim and Oh, 2025). Environmental concerns are increasingly part of employer branding and CSR, as employees seek companies committed to sustainability (CIPD, 2024). 
[bookmark: _Toc237948684]2.4 Internal Environmental Factors
Numerous internal environmental factors significantly influence HR practices at Waitrose. The partnership model fosters a unique culture of employee ownership and shared responsibility, shaping recruitment, engagement, and management approaches (Lewis, 2025). HR policies align with the ‘every voice matters' philosophy due to leadership's commitment to democratic values. The diverse workforce, comprising various generations and skills, requires flexible HR strategies. Structures like the Partnership Council and Local Partner Forums (Digital Health and Care Wales, 2021) facilitate employee voice. These internal factors interact with external influences, creating complex dynamics for HR managers to navigate—ensuring organizational effectiveness while honoring the partnership culture and adapting to evolving business needs.
[bookmark: _Toc237948685]3. Organisation Application: Waitrose
[bookmark: _Toc237948686]3.1 Organisation Overview
Waitrose is the supermarket arm of John Lewis Partnership, a business owned by its staff, known as Partners, who share in the responsibilities and rewards of the business. Waitrose values fairness, transparency and ethical business practices and has a strong footprint in the UK, with considerable international operations through its supply chains, spanning Europe, Africa and South America. The Partnership includes more than 2,000 fresh produce growers worldwide, from Spain, Italy, Peru and Chile (Lewis, 2025).
[bookmark: _Toc237948687]3.2 Waitrose HR Practices
The partnership model affects Waitrose's HR practices, including the Human Rights Programme for operations and the supply chain (Lewis, 2025).
Recruitment: In the UK, online platforms and competency-based interviews rooted in partnership values are utilized during recruitment. In the Middle East, franchise operations depend heavily on local sponsorship rules, while in Asia, markets require adaptation to Western retail standards to align with cultural expectations (Lewis, 2025).
Training and Development: Blended learning plays a crucial role in delivering apprenticeship, leadership, and customer service training, with a target of 5,000 apprenticeship starts by 2025 (Lewis, 2025). Worldwide, training must account for language barriers and diverse educational backgrounds.
Performance Management: This includes annual appraisals, objective-setting aligned with partnership values, and 360-degree feedback, as well as measures of customer experience and efficiency (John Lewis Partnership, 2024b). Ensuring global consistency is difficult because of differing employment norms across regions.
Employee Relations: Partnership Council and Local Partner Forums (Waitrose, 2026). Internationally, staff relations differ: in Italy, unions are absent, making it harder to access formal channels for raising employee concerns; in Peru, unions are less prevalent, so alternative ways to provide feedback are required (Di Federico, 2022). 
[bookmark: _Toc237948688]4. Application of PESTLE Model to Waitrose
[bookmark: _Toc237948689]4.1 Political Factors
HR policies are shaped by politics, especially concerning supply chain management for Waitrose. The Partnership's monitoring programs reflect the development of human rights due diligence laws (Ansari, 2025). Waitrose hosts forums like the Seasonal Workers Scheme Taskforce (Waitrose, 2025). HR adaptation is crucial following Brexit and UK employment legislation, particularly regarding immigration laws affecting international talent and supply chain workers (Žilinskaitė et al., 2025). These factors influence Waitrose's ability to enforce HR standards in sourcing countries, especially where union relations are tense and political stability is low, such as in Southern Europe and South America. 
[bookmark: _Toc237948690]4.2 Economic Factors
The current economic climate has heavily influenced Waitrose's compensation approach. The Partnership chose to forgo annual bonuses for staff for the third year running, despite posting a pre-tax profit of £126 million, three times higher than before, and instead allocated £114 million towards enhancing base pay (IADS, 2025). This decision reflects HR's response to economic challenges and shifting workforce expectations. The emphasis on "regular monthly support rather than annual bonuses" marks a notable shift in Waitrose's employee compensation strategy (Mahato and Kaur, 2023). 
[bookmark: _Toc237948691]4.3 Social Factors
Several changes have been made within HR at Waitrose as a result of social factors, particularly shifting workforce expectations. Local Partner Forums have been revived after their closure in 2019, recognising employees' desire for a greater voice in workplace decision-making (Waitrose, 2026). Diversity planning and demographic changes have affected HR practices, particularly in how workers are treated across supply chains. The Partnership's Human Rights Policy acknowledges the value of clean water, sanitation and a healthy environment, as well as land rights, aligning with evolving societal expectations of corporate responsibility (Loeffen, Turner and Mendes Borba, 2021). 
[bookmark: _Toc237948692]4.4 Technological Factors
Technology plays an increasingly vital role in Waitrose's HR functions. The Partnership must manage the "integration of technology in the workplace' while maintaining core human values (Lewis, 2025). Although HR systems enhance engagement and support flexible work options, it is essential to balance these with the company's retail and supply chain operations. Deploying technology to ensure ethical standards, such as conducting modern slavery risk assessments across 37 sites in Spain, Italy, Peru, and Chile, demonstrates technology's potential to strengthen supply chain governance (Khatoon et al., 2025). 
[bookmark: _Toc237948693]4.5 Legal Factors
Compliance with the law is fundamental to Waitrose's HR policy. The Ethical Compliance Policy sets out the process for in-scope supply chains to self-assess through questionnaires and inspections (John Lewis Partnership, 2024). This due diligence approach will help identify inconsistencies in understanding or application of standards. Waitrose will need to navigate different legal frameworks (Newborne, 2022). For instance, in Peru, worker loans are subject to strict regulations and are legally recognised, with economic evaluations and interest-free repayment terms. On the other hand, due to the lack of trade union representatives at most suppliers in Italy, further HR interventions to enhance grievance procedures and worker feedback were identified. 
[bookmark: _Toc237948694]4.6 Environmental Factors
Waitrose's employer branding and employee engagement efforts are becoming more environmentally sustainable. HR's sourcing strategy is ‘ethical sourcing and sustainability' (John Lewis Partnership, 2024). Agricultural supply chains are affected by climate change; HR must take into account workplace safety and environmental compliance. Greater environmental awareness has led to HR work, such as the Wilberforce Institute on modern slavery risks (University of Hull, 2026).
[bookmark: _Toc237948695]4.7 Country Differences in Environmental Impact
Managing HR practices in Waitrose's international operations is challenging, as country-specific factors have a significant impact. In the UK, strong legal and trade union structures ensure effective employee representation through Partnership Councils and Local Partner Forums (Buchanan and Brione, 2024). HR managers deploying voice channels face challenges in Italy because cultural differences mean 6 out of 7 assessed locations have poor complaint mechanisms (Di Federico, 2022). Monitoring working conditions is constrained by relatively weak trade union activity in Peru (Schalkowski, 2025). HR's main concern is balancing global values with local practicality, as seen in the economic context that creates HR issues in Chile, such as Haitians working on exploitatively owned land. To realise partnership values across these differences, organisations need culturally sensitive strategies. To implement a successful international HR strategy, one needs to understand the country's laws, customs, and economy.
[bookmark: _Toc237948696]5. Conclusion
The PESTLE tool is useful for conducting a political, economic, social, technological, legal and environmental analysis of the forces affecting HR practices. Waitrose's unique structure offers a good example of how EO companies can adopt ethical standards across different geographical locations. Several factors, including political pressure on human rights due diligence, economic pressure on compensation strategies, social pressure on workers' voice, and legal and cultural contexts in individual countries, affect HR practices. 
Global human resource managers need to develop the skills to analyse the environment and adapt to it across cultures. First, the use of technology in HR processes will continue to ramp up, and HR teams will need to balance technology with the human aspect of operations. Secondly, with greater attention to the visibility of supply chains, more advanced compliance and monitoring will be required. Thirdly, new employee expectations around work-life balance, sustainability and workplace democracy will demand ongoing adaptation of employee engagement strategies. Ongoing conflict between modernising employment and traditional partnership beliefs (the bonus debate) will be a key issue. HR managers therefore need strategic thinking skills and the ability to anticipate environmental changes and create proactive, rather than reactive, HR plans.
Ultimately, Waitrose's ability to remain loyal to its partnership past while staying prepared to move forward will determine its ongoing success. Combining environmental intelligence with its ethical principles allows the organisation to maintain a competitive edge, strengthen partner relationships and overcome the challenges of global expansion while keeping its fundamental identity intact.
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