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1. Introduction: 

Human Resource (HR) managers play a strategic role in ensuring organisational effectiveness 

by managing people in a way that aligns human capital with business objectives. In modern 

organisations, particularly those operating internationally, HR managers must respond to a 

wide range of internal and external environmental factors that influence how HR policies and 

practices are designed and implemented. These environmental forces can either enhance or 

constrain the effectiveness of HR managers, depending on how well they are understood and 

managed. 

Key HR functions include recruitment and selection, training and development, performance 

management, and employee relations. Recruitment and selection are essential for attracting and 

retaining employees with the skills and competencies required to achieve organisational goals. 

Training and development ensure that employees continuously improve their capabilities and 

remain adaptable in a changing business environment. Performance management enables 

organisations to monitor, evaluate, and improve employee performance, while employee 

relations focus on maintaining positive relationships between management and employees, 

reducing conflict and improving engagement. Together, these functions contribute to 

organisational productivity, sustainability, and competitive advantage. 

This report evaluates how environmental factors influence the effectiveness of HR managers 

by applying a relevant business environment model to a global organisation. The report is 

structured as follows. First, the internal and external business environment is analysed using a 

selected model. Second, a global organisation is introduced, with a focus on its international 

HR practices. Third, the chosen model is applied to assess how environmental forces impact 

HR managers’ effectiveness across different countries. Finally, the conclusion summarises key 

findings and considers future implications for HR managers in global organisations. 

 

2. Internal and External Environment: 

Business Environment Model: PESTLE Analysis 

The PESTLE model is a widely used framework for analysing the macro-environment in which 

organisations operate. It examines Political, Economic, Social, Technological, Legal, and 

Environmental factors that influence organisational decision-making. The model is 

particularly useful for understanding how external forces shape strategic and operational 

activities, including HR management. 

One key strength of the PESTLE model is its comprehensive nature. It encourages 

organisations to systematically scan the external environment and identify potential risks and 

opportunities. For HR managers, this is valuable when planning workforce strategies, ensuring 

legal compliance, and adapting HR policies to different national contexts. However, the model 

also has limitations. It focuses primarily on external factors and does not directly analyse 

internal organisational capabilities or competitive dynamics. In addition, PESTLE provides a 

snapshot in time and may not fully capture the speed at which environmental factors change. 

 



Link to HR Functions 

Political and legal factors strongly influence HR functions through employment legislation, 

immigration policies, and labour standards. HR managers must ensure compliance with 

national laws relating to recruitment, contracts, working hours, health and safety, and employee 

rights. Failure to do so can result in legal penalties and reputational damage. 

Economic factors affect recruitment, reward management, and workforce planning. During 

periods of economic growth, organisations may expand recruitment and invest more heavily in 

training and development. Conversely, economic downturns may lead to hiring freezes, 

restructuring, or redundancies, placing additional pressure on HR managers to manage 

employee relations effectively. 

Social factors, such as demographic changes, cultural values, and attitudes towards work, 

influence HR practices related to diversity, inclusion, and employee engagement. HR managers 

must adapt training, leadership development, and performance management systems to reflect 

cultural expectations in different countries. 

Technological factors impact HR through digital recruitment platforms, HR information 

systems, and remote working technologies. HR managers are increasingly required to develop 

digital skills and manage virtual teams across borders. 

Environmental factors influence HR policies related to sustainability, employee wellbeing, and 

corporate social responsibility. HR managers play a role in embedding environmentally 

responsible behaviours through training and organisational culture. Overall, the PESTLE 

model highlights how external forces shape HR managers’ ability to perform their roles 

effectively. 

 

3. Organisation Application:  

Organisation Introduction 

Unilever is a multinational consumer goods organisation with operations in over 190 countries 

and a workforce of more than 140,000 employees worldwide. The company operates across 

multiple sectors, including food and beverages, home care, and personal care, serving a highly 

diverse global customer base. Due to its extensive international presence, Unilever requires a 

strong and adaptable human resource management function capable of supporting 

organisational objectives across different cultural, legal, and economic contexts. HR managers 

play a critical role in ensuring consistency in core HR principles while allowing flexibility to 

meet local market requirements. 

HR Practices 

Unilever adopts a global HR strategy combined with local responsiveness. Recruitment and 

selection are managed through a mix of global talent programmes, such as leadership and 

graduate schemes, alongside local recruitment to ensure alignment with national labour 



markets and cultural expectations. This approach enables the organisation to attract both global 

talent and locally relevant skills. 

Training and development are central to Unilever’s HR practices, with a strong focus on 

leadership development, digital learning platforms, and continuous professional development. 

Performance management is guided by a global framework linked to organisational values and 

long-term sustainability objectives, while allowing local managers discretion in setting 

performance targets. 

Employee relations vary across countries due to differences in employment legislation and 

trade union involvement. HR managers work closely with employee representatives and ensure 

compliance with international labour standards, promoting employee engagement, fairness, 

and organisational stability across Unilever’s global operations. 

 

4. Application of the Business Environment Model  

The PESTLE model provides a structured framework for analysing how macro-environmental 

factors influence HR management effectiveness in global organisations such as Unilever. Due 

to its operations across multiple countries, HR managers at Unilever must respond to diverse 

political, economic, social, technological, legal, and environmental pressures that directly 

shape HR policies and practices. 

Political and legal factors have a significant impact on HR managers’ effectiveness. Unilever 

operates in countries with varying employment laws, trade union influence, and government 

regulations. In European countries, HR managers must comply with strict labour laws 

concerning employee rights, collective bargaining, working time regulations, and redundancy 

procedures. This limits managerial flexibility but enhances employee protection and 

engagement. In contrast, in countries such as India or parts of Southeast Asia, labour 

regulations may be less stringent, allowing greater flexibility in workforce management. HR 

managers must therefore balance global HR standards with local legal compliance, which 

increases the complexity of recruitment, performance management, and employee relations. 

Effectiveness depends on HR managers’ legal awareness and their ability to adapt policies 

without compromising organisational values. 

Economic factors also strongly influence HR effectiveness. In developed economies, higher 

labour costs and skills shortages require HR managers to focus on productivity, talent retention, 

and leadership development. In emerging markets, where labour may be more readily available 

but skills gaps exist, HR managers prioritise training and development to build long-term 

capability. Economic instability, inflation, and currency fluctuations can affect reward systems, 

benefits, and employee motivation. For example, HR managers may need to revise 

compensation packages or introduce non-financial rewards to maintain engagement during 

economic downturns. Their effectiveness is determined by how well they align HR strategies 

with economic conditions while maintaining fairness and consistency. 

 



 

Social and cultural factors are particularly influential in a global organisation. Differences in 

national culture affect leadership styles, communication, motivation, and performance 

management. In collectivist cultures, employees may value teamwork, job security, and 

harmonious relationships, whereas in individualistic cultures, performance-based rewards and 

individual achievement are more effective. HR managers must tailor training programmes, 

leadership development, and appraisal systems to reflect these cultural expectations. Failure to 

do so can lead to disengagement or conflict. At Unilever, HR managers are required to promote 

diversity and inclusion while respecting local cultural norms, making cultural intelligence a 

key determinant of HR effectiveness. 

Technological factors increasingly shape HR practices and effectiveness. Unilever uses digital 

recruitment platforms, HR information systems, and online learning tools to manage its global 

workforce. These technologies improve efficiency, enable data-driven decision-making, and 

support remote and hybrid working models. However, differences in technological 

infrastructure across countries may limit the consistent implementation of digital HR systems. 

HR managers must therefore adapt technological solutions to local capabilities while ensuring 

data security and compliance with privacy regulations. Their effectiveness depends on their 

digital competence and ability to manage change among employees. 

Environmental factors and sustainability concerns are becoming increasingly important in HR 

management. Unilever has a strong commitment to sustainability, which influences HR policies 

related to training, leadership development, and organisational culture. HR managers play a 

key role in embedding sustainability values by promoting environmentally responsible 

behaviours and aligning employee objectives with corporate sustainability goals. This enhances 

employer branding and employee engagement but also requires continuous training and 

communication to ensure understanding and commitment across different regions. 

Country-specific differences further affect how environmental factors influence HR managers’ 

effectiveness. Legal frameworks, economic development levels, and cultural values vary 

significantly between countries, meaning that a standardised HR approach is rarely effective. 

HR managers must adopt a “think global, act local” approach, balancing consistency with 

flexibility. Those who successfully adapt HR practices to local environments while maintaining 

alignment with global strategy are more effective in supporting organisational performance. 

Overall, the PESTLE model demonstrates that HR managers’ effectiveness in global 

organisations is heavily influenced by external environmental forces. At Unilever, HR 

managers must continuously monitor and respond to these factors to ensure that HR practices 

remain compliant, culturally appropriate, and strategically aligned. The ability to interpret 

environmental changes and translate them into effective HR strategies is critical to 

organisational success. 

 

 



 

5. Conclusion:  

This report has evaluated how internal and external environmental factors influence the 

effectiveness of Human Resource managers within global organisations, using the PESTLE 

model and the example of Unilever. The analysis highlighted that key HR functions—

recruitment and selection, training and development, performance management, and employee 

relations—are essential for organisational effectiveness but are significantly shaped by 

environmental forces beyond the control of HR managers. 

The application of the PESTLE model demonstrated that political and legal factors, such as 

employment legislation and labour relations, strongly affect HR decision-making and 

operational flexibility. Economic conditions influence workforce planning, reward strategies, 

and employee motivation, while social and cultural differences require HR managers to adapt 

leadership, communication, and performance management practices across countries. 

Technological developments have enhanced HR efficiency through digital systems and remote 

working, although uneven technological infrastructure presents ongoing challenges. 

Environmental and sustainability pressures have further expanded the strategic role of HR 

managers in shaping organisational culture and employee behaviour. 

The report also emphasised that country-specific differences significantly affect HR managers’ 

effectiveness. Variations in culture, legal frameworks, and economic development mean that 

standardised HR practices are often ineffective in global contexts. As a result, HR managers 

must adopt a flexible “global–local” approach to balance consistency with responsiveness. 

Looking ahead, HR managers in global organisations will face increasing complexity due to 

rapid technological change, evolving regulations, and heightened expectations around 

sustainability and employee wellbeing. Developing strong strategic, cultural, and analytical 

capabilities will be essential for HR managers to remain effective and support long-term 

organisational success. 
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