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[bookmark: _Toc216340122] 1.1 Background
Human Resource Management (HRM) plays a critical role in enabling organisations to operate effectively within increasingly dynamic business environments. As organisations expand globally, HR managers face a greater level of complexity in aligning HR practices with internal capabilities and external pressures. Modern HR functions encompass recruitment, training and development, performance management and employee relations, all of which support organisational productivity, competitiveness and long-term sustainability. Armstrong (2022) emphasises that strategic HRM enables organisations to build a workforce capable of responding to market challenges and customer expectations. CIPD (2024) explains that HR practices support organisational outcomes by shaping skills, behaviours and engagement levels across the workforce.
	Global companies operate in environments shaped by political shifts, social trends and technological change, making environmental awareness an essential capability for HR managers. Jackson (2023) argues that external conditions directly influence the effectiveness of HR systems, particularly in multinational contexts where local labour markets and cultural norms vary significantly. These conditions require HR managers to engage in environmental scanning and adapt HR policies to local contexts while maintaining global strategic alignment. Caligiuri (2024) notes that international HR managers increasingly serve as strategic partners, responsible for anticipating workforce risks and ensuring that HR practices remain operationally and culturally relevant across multiple countries.
[bookmark: _Toc216340123]1.2 Aim and Structure of The Report
	This report evaluates how internal and external environmental factors influence HR managers’ effectiveness within global organisations. The analysis uses the PESTLE model to examine these environmental forces in the context of Sephora, a global beauty retailer operating in more than 35 countries. The report first explains the relevance of the PESTLE model and its limitations, then explores how environmental influences shape HR functions such as recruitment, training, performance management and employee relations. This is followed by an overview of Sephora’s global operations and HR practices. The report then applies the PESTLE model to demonstrate how environmental pressures influence Sephora’s HR management across different countries. The report concludes by summarising the key findings and discussing future implications for HR managers in global retail organisations
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[bookmark: _Toc216340125]2.1 Environmental Analysis Tools
	Understanding the business environment is crucial for effective HR decision-making. PESTLE, SWOT and Porter’s Five Forces are commonly used tools for environmental analysis, each offering a different perspective. Hitt (2022) states that SWOT helps identify organisational strengths and weaknesses relative to competitors. Johnson (2023) explains that Porter’s model focuses on industry competition and marker pressures. However, both models provide limited insight into the broader external environment. In contrast, PESTLE considers political, economic, social, technological, legal and environmental factors, which makes it particularly useful for analysing HR challenges in global organisations. Pearce (2023) notes that PESTLE provides a structured framework for understanding how macro-level forces influence organisational strategy and workforce management.
	Despite its strengths, PESTLE has limitations. Its broad scope can make findings descriptive rather than analytical, and the model does not indicate how organisations should prioritise or respond to the identified factors Grant (2022) highlights that environmental models require managerial interpretation, and their effectiveness depends on how well managers translate insights into decision-making. Nevertheless, PESTLE remains valuable for HRM because it identifies external pressures that influence talent management, skill requirements, labour regulations and employee expectations.
[bookmark: _Toc216340126]2.2 Links Between Pestle and HR Functions
	Environmental factors have direct implications for HR functions. Recruitment strategies must respond to demographic trends and labour market conditions. Jackson (2023) notes that demographic skills shortages require organisations to strengthen their employer branding and develop internal talent pipelines. Training and development practices must adapt to advances in technology and evolving customer expectations. Armstrong (2022) emphasises that continuous learning support organisational competitiveness by equipping employees with relevant skills.
	Performance management systems must align with cultural expectations and organisational values. Meyer (2021) argues that cultural differences influence attitudes toward feedback, motivation and reward. Employee relations are shaped by legal regulations and social expectations surrounding fairness, wellbeing and diversity. CIPD (2024) reports that strong employee relations enhance engagement and reduce turnover, particularly in customer-facing industries.
	Global organisations such as Sephora must therefore tailor HR policies to local conditions while maintaining global standards. This dual requirement illustrated the importance of environmental analysis in designing effective HR systems that support organisational performance.
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[bookmark: _Toc216340128]3.1 Overview of Sephora
	Sephora, founded in France and owned by LVMH, is one of the world’s leading beauty retailers. The company operates more than 2,700 stores across Europe, North America, the Middle East and Asia-Pacific. LVMH (2024) reports that Sephora has experienced rapid global expansion, supported by a strong omnichannel strategy and innovative retail formats. Sephora differentiates itself through its ‘’assisted self-service’’ model, which relies heavily on skilled customer advisors who provide recommendations and personalised beauty services
[bookmark: _Toc216340129]3.2 HR Practises at Sephora
	Sephora’s HR practices are central to its brand identity. Recruitment emphasises customer service skills, product knowledge and enthusiasm for beauty. The company uses structured interviews, practical demonstrations and behavioural assessments to evaluate candidates. Sulivan (2024) explains that Sephora uses competency frameworks to ensure consistency in selection criteria across different countries.
	Training and development are vital components of Sephora’s HR strategy. LVMH (2024) highlights that Sephora invests in continuous learning through its ‘’Sephora University’’ platform, which offers product training, digital skills development and leadership programmes. Performance management focuses on customer experience, sales performance and adherence to brand standards. Kim (2023) notes that Sephora uses a combination of quantitative sales metrics and qualitative behavioural assessments to evaluate performance.
	Employee relations are grounded in a culture of diversity, inclusion and wellbeing. Sephora’s ‘’We Belong to Something Beautiful’’ initiative promotes inclusive practices and fosters a supportive work environment. Garvey (2023) states that Sephora’s focus on belonging strengthens employee engagement and reduces turnover. These HR practices must be adapted to local cultural and legal environments, making Sephora a suitable case for analysing global HR challenges. 
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[bookmark: _Toc216340131]4.1 Political Factors
	Political conditions shape labour regulations, employment rights and workforce stability. Changes in immigration policy influence Sephora’s ability to recruit multilingual and internationally mobile staff. Jackson (2023) notes that immigration restrictions reduce access to diverse talent pools, which affects customer-facing industries that rely on multilingual capabilities. In addition, political instability in certain regions can disrupt staffing, supply chains and wage structures. Caligiuri (2024) highlights that HR managers must anticipate political risks and develop contingency plans to maintain workforce continuity.
[bookmark: _Toc216340132]4.2 Economic Factors 
	Economic conditions affect consumer spending, wage expectations and labour market competitiveness. Grant (2022) explains that economic downturns often increase labour supply but reduce consumer demand, requiring HR managers to adjust staffing levels and manage cost pressures. In contrast, strong economic growth increases competition for skilled talent. Meyer (2021) argues that competitive labour markets require HR managers to enhance employer branding and offer attractive development opportunities. For Sephora, economic fluctuations influence recruitment budgets, training investment and the use of flexible staffing models.
[bookmark: _Toc216340133]4.3 Social Factors
	Social trends significantly affect HR practices in global beauty retail. Changing beauty norms, increased demand for diversity and rising wellbeing expectations shape workforce composition and training needs. Garvey (2023) reports that consumers value authenticity and representation, which encourages organisations to recruit diverse employees who reflect customer identities. In addition, rising mental-health awareness requires organisations to strengthen wellbeing support. CIPD (2024) notes that wellbeing strategies reduce burnout and increase retention in retail environments. Social expectations therefore require HR managers at Sephora to support diversity, inclusion and employee wellbeing across all markets.
[bookmark: _Toc216340134]4.4 Technological Factors
	Technological innovation affects recruitment, training and performance management. AI-driven recruitment tools help Sephora screen large volumes of applications, although HR managers must ensure fairness and avoid bias. Sullivan (2024) explains that HR team are increasingly responsible for ethical technology use in hiring. Technological advances also shape training practices. Sephora uses digital learning platforms and VR stimulations to enhance product training and customer-service skills. Kim (2023) highlights that digital learning improves consistency and accessibility across global markets. Technology also supports performance management through real-time feedback tools and skills-tracking systems.
[bookmark: _Toc216340135]4.5 Legal Factors
	Legal regulations vary significantly across countries and influence employment contracts, working hours, minimum wages and discrimination laws. Armstrong (2022) explains that HR managers must adapt policies to local legal frameworks while maintaining organisational standards. In regions with strong labour protections, such as France, Sephora must engage in consultation with employee representatives and comply with strict regulations regarding working conditions. In countries with less comprehensive labour laws, HR managers must ensure that global minimum standards are upheld.
[bookmark: _Toc216340136]4.6 Environmental Factors
	Environmental concerns influence organisational reputation and employee expectations. Sustainability is becoming increasingly important in the beauty industry, affecting product sourcing, packaging and energy use. Johnson (2023) reports that sustainability initiatives strengthen employer branding and support employee engagement, particularly among younger workers. HR managers at Sephora integrate sustainability values into training and internal communication to promote responsible behaviours and support corporate social responsibility goals.
[bookmark: _Toc216340137]5. COUNTRY-SPECIFIC DIFFERENCES
	Global organisations face significant variation in culture, labour markets and regulations, which affects HR managers’ effectiveness. Cultural differences influence approaches to leadership, communication and feedback. Meyer (2021) explains that employees in collectivist cultures value teamwork and indirect feedback, whereas employees in individualist cultures prefer direct communication and autonomy. These differences affect performance management and leadership development at Sephora.
	Legal differences also shape HR implementation. For example, in France, employee consultation is legally required during organisational change, whereas in the United States, employment-at-will provides greater managerial flexibility. Armstrong (2022) states that HR managers must interpret local laws carefully to ensure compliance. Economic differences further influence HR practices. In regions with youth-dominated labour markets, such as parts of Asia-Pacific, HR managers must develop rapid skill-development programmes to prepare inexperienced employees for customer-facing roles. Grant (2022) notes that labour shortages in mature economies require HR managers to focus on retention and employer branding
	Social norms also vary across countries. Jackson (2023) explains that expectations around customer service and personal interaction vary widely, requiring culturally tailored training. HR managers at Sephora must therefore adapt learning programmes to local expectations while maintaining global service standards. These variations illustrate that HR managers’ effectiveness depends on their ability to interpret environmental conditions and adjust HR strategies accordingly.
[bookmark: _Toc216340138]6. CONCLUSION 
	This report has demonstrated how internal and external environmental factors influence HR managers effectiveness in global organisations. The analysis shows that PESTLE provides a valuable framework for understanding the political, economic, social, technological, legal and environmental pressures that shape HR practices. Sephora’s global presence illustrated the complexity of managing HR functions across multiple countries with varying cultural expectations, labour regulations and market conditions. Effective HR management at Sephora requires environmental awareness, cross-cultural competence and strategic alignment between global standards and local practices.
	Future implications suggest that the role of HR managers in global organisations will continue to expand as technological change, social expectations and sustainability pressures increase. Caligiuri (2024) predicts that HR managers will need stronger analytical skills to interpret environmental data and anticipate workforce risks. CIPD (2024) emphasises that HR leaders must champion wellbeing, inclusion and ethical technology use. For Sephora and similar global retailers, the ability to integrate environmental analysis into HR strategy will be essential for maintaining competitive advantage, supporting employee engagement and delivering consistent customer experiences worldwide.
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