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1. Introduction
HRM ensures that the people activities are harmonised, so that the organisation is productive and compliant. This work is based on four functions. Recruitment and selection attract the right talent needed to support the strategy, and studies have shown a correlation between recruitment and selection and retention and performance of the firm (Shahzad et al., 2024). Training and development enhance skills and further promotes the competitiveness, while structured programmes have been noted to improve satisfaction levels and reduce attrition rates (Kaur and Arora, 2024). Performance Management: It is the process of aligning individual efforts with organisational goals using appraisal, feedback and recognition. Employee relations refer to relationship between employer and employees on a day-to-day basis including voice, conflict and collective bargaining. The findings from manufacturing contexts include bundles of the practices that are positively associated with job satisfaction and greater tenure. These are even more complex for organisations that operate in cross-border contexts, as each country has its own regulations, norms, and conditions of work (Walusimbi et al., 2025).
The present report assesses the influence of internal and external environment on the effectiveness of HR managers within a global company. The organisational culture, the structure and the resources are examples of the internal environment, and the wider political, economic and technological currents are examples of the external environment. The information gained from environmental scanning is important because HR policies developed in isolation by HR managers may not work in practice if the managers did not understand the forces at the right time. A business environment model is first explored and explained about its strengths and weaknesses and then connected with HR functions. The report focuses on Unilever as the focal company and provides a description of Unilever's HR practices. The analysis involves using the model on Unilever and the evaluation of the effect of country-specific forces on the effect of environmental forces. Finally, a conclusion to sum up the argument and consider the implications for HR practice in global organizations.


2. Internal and External Environment
2.1 Selecting and Appraising the PESTLE Model
In the macro environment this report uses PESTLE, which analyses political, economic, social, technological, legal and environmental factors. The framework is valuable because of its breadth and accessibility, encouraging managers to cast a wider net before tying up resources (Walusimbi et al., 2025). Its structure is appropriate for workforce planning as people decisions are seldom separate from other regulatory and economic forces. Nevertheless, the model has some weaknesses that limit its usefulness. The static nature of PESTLE often means that each category is considered as a separate box, and that the interconnections of feedback loops between technological change and legal change are overlooked (Andersen, 2025). That's not a prediction, it's a snapshot and if it is not regularly updated, it becomes very dated. While SWOT still finds internal strengths and weaknesses, the impact of external factors is not given the same weightage, making PESTLE heavier on the scales when compared to SWOT.
2.2 Linking PESTLE to HR Functions
HR practice is directly affected by each dimension of PESTLE. In the age of Artificial Intelligence (AI), recruitment and selection have undergone a transformation as automated tools take over screening and evaluation, leaving the role of the recruiter as a watchdog and evaluator (Dutta and Naveen, 2026). Digital adoption in selection has been studied, revealing a range of varying levels from manual to digitally transformed selection processes as determined by how much competitive pressure organisations feel from the outside world (Baranyi, 2025). However, the strategic use of these tools is dependent on governance structures, as failures in automation governance will lead to biases and gaps of accountability in the use of these tools (Chowdhury, Budhwar and Wood, 2024). The parameters of employee relations are determined by legal and political means, establishing whether workers have collective bargaining rights or how far employee relations representatives can intervene in the workplace decision-making process (Snook and Whittall, 2024). Pay is regulated by economic conditions and so is the money available for training, and flex expectations are shaped by social forces. These external influences go hand in hand with the internal environment because it depends on the organisational culture and structure whether the HR can translate this external signal to a working policy. The learning culture of a firm is found to be positively associated with the absorption of new training demands, which points to the positive role of the internal readiness in the context of external pressure (Kaur and Arora, 2024). Recent research by Safshekan et al. (2026) indicates that today AI spans the entire spectrum of recruitment, training, performance management and retention, meaning that one technological change affects every HR step. PESTLE can thus offer HR managers a framework to consider these pressures as they can be interlinked and not independent of each other.
3.  Organisation Application
3.1 Introducing Unilever
Unilever is a British MNC with its presence in approximately 190 countries with food, home care and personal care brands and a workforce of more than a hundred thousand. The firm grew organically as well as by acquisition and ended up running a bunch of local operating cultures under the corporate banner. Its size presents a challenge to HR managers as they are required to balance one global framework with a legal and cultural diversity across dozens of national markets, making it a robust test case for environmental analysis.
3.2 Unilever's HR Practices Across Countries
Unilever access its workforce worldwide via graduate programs and leadership pipelines and varies its selection processes to accommodate the local labour culture, but a high power-distance country is subjected to a different process than an equal footing country under one brand promise. Training is done under their structured development programmes which the firm scales globally – this is linked to retention literature and commitment and lower attrition rates (Kaur and Arora, 2024). Performance management is dependent upon appraisal and structured engagement listening, and the acceptance of these systems depends on the national context making it difficult to roll out systematically (Maley et al., 2024). Diversity and inclusion are a central component of the people strategy, and evidence in the case also has a link to the firm's initiatives around gender and age diversity with morale, creativity, and financial performance (Ahmed, 2024). Performance systems are also dependent on engagement to ensure that the appraisal translates to improved attitudes and performance (Hosciuc Rendi, Poluru and Pappachan, 2025).
4. Application of Model
4.1 How PESTLE Forces Shape Unilever's HR Effectiveness
The technological forces are the most apparent forces affecting Unilever's HR function. While AI streamlines the recruitment process, it also requires human oversight to ensure fairness and trust in the recruitment process (Dutta and Naveen, 2026). The rate at which digital selection matures varies across markets as some markets are more mature for digital selection and their infrastructure and readiness is higher – and external competition is a factor that accelerates the rate of change (Baranyi, 2025). HR managers should not consider digital investment as a limited project throughout the function, AI should be integrated in the recruitment, training, appraisal and retention processes simultaneously (Safshekan et al., 2026). The pay-off of the strategy rests on governance as an ill-supervised governance system undermines the accountability that nurtures employee confidence (Chowdhury, Budhwar and Wood, 2024).
The context of HR work is determined by the economy and society in which we operate, identifying the resources and expectations. In a tight labor market, the cost of turnover increases and training becomes even more important as a retention tool as evidence suggests that training is related to retention (development and commitment) (Jun and Eckardt, 2025). Social norms regarding inclusion and wellbeing shape engagement, which in turn shapes the likelihood of performance systems driving attitude and output changes (Hosciuc Rendi, Poluru and Pappachan, 2025). The next key to acceptance is that the system seems fair and where employees feel that it is imposed, rather than reciprocal, the same process will engender resistance instead of motivation (Neher, 2024). The rules under which HR managers must play are established by political and legal processes, which determine how employee voices and how they represent themselves and can influence decisions on pay and conditions (Snook and Whittall, 2024). These pressures are not isolated from each other, but rather intertwined, highlighting the limits of PESTLE being interpreted and applied as a list of independent pressures (Andersen, 2025). Effectiveness in HR management at Unilever thus depends on managers who can monitor multiple aspects simultaneously and analyze their impact on the workforce.
A new layer, the environmental and sustainability pressure, permeates people practice as well. From green and sustainable HRM research, it is found that eco-oriented job design, recruitment and reward feed directly into retention which means the ecological strand of PESTLE influences talent attraction and retention of the firm (Kaur and Arora, 2024). It is the responsibility of HR managers to ensure that sustainability is included in the recruitment process and in the training material of a companies that are under public pressure on sustainability aspects, in the case of consumer goods. This expanded scope further reinforces that reading is a correlated system, as an environmental stance is soon followed by a social expectation and a technological project as well (Safshekan et al., 2026).
4.2 Country Differences in Environmental Impact
Due to the differences in the culture, law and economic conditions, the same environmental forces land differently across the different countries where Unilever operates. Taking the case of performance management, it is the best cultural gap example. Employee acceptance of appraisal systems is widely different among subsidiaries and a system that is accepted in one country is resisted in another and will not work in the same form globally (Neher 2024). This is supported by Maley et al. (2024), who claim that volatile and uncertain circumstances force multinationals to follow the local approach of performance and talent practices, instead of applying a template. The cultural gap is exacerbated by the legal, as the employment law landscape and the influence of collective bargaining agreements, and data protection regulations vary from country to country, meaning the legal scope of AI-powered recruitment and the voice of employees are different as the firm moves across borders (Snook and Whittall, 2024).
Another layer is economic conditions, as wage rates, the availability of skills and the training budget vary from mature to emerging markets, which means that HR managers must adapt their recruitment and development strategies to the local context (Walusimbi et al., 2025). Regulatory frameworks on data protection exacerbate this gap as in one region, stringent regulations prevent the kind of AI-powered recruitment screening seen in other regions (Dutta and Naveen, 2026). The gains that the firm realizes from diversity in one market are not immediately realized in other markets with a different social baseline, and cultural attitudes toward diversity also impact the translation of inclusion initiatives. The basic takeaway: effectiveness is as much about consistent practices in a global frame as about responsive practices in a local context. Although standardised systems provide coherence and economies of scale, they also lose out when they don't take the national context into consideration. HR successfully operates if it reads PESTLE through a country lens and extends each function to the political, legal, cultural and economic profile of the market whilst keeping the global brand together.
5. Conclusion
In this report it has been argued that an effective support to global organisation provided by HR managers is influenced by both internal and external environment. The four core tasks that encompass recruitment, training, performance management and employee relations all react to political, economic, social, technological, legal and environmental pressures, and PESTLE provides a structure to consider and predict that pressure, provided managers think about the categories as an integrated whole, rather than as distinct departments (Andersen, 2025). Unilever case illustrates how one global HR framework can deal with the 'friction' of national differences, and the strength of any one of the forces can vary in different markets depending on culture, law and economy (Walusimbi et al., 2025). Nowadays, technology is always available everywhere and for every HR function, elevating both the potential and the compliance challenge for HR leaders (Safshekan et al., 2026).
Looking forward, HR leaders at global businesses are dealing with a rapidly evolving workforce landscape, a new era of regulation of algorithmic humans and increased demands for inclusion and wellbeing. Achievement will depend on developing flexible HR systems capable of being localised while maintaining global coherence, as well as on performance and talent practices being viewed as context- and country-specific, rather than universal. Companies that listen to the environment earlier and adapt their people practices will safeguard compliance as well as maintain a competitive advantage, while companies that don't listen to the environment may find they have a system that works for the headquarters and not for the people it supports.
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