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Introduction 
HRM plays a vital role in ensuring that organisations attract, develop, and retain the workforce needed to achieve their strategic objectives (Caylan 2024). According to Hoang Dang, Nhat Vuong, and Duy Huan (2025), effective HRM not only contributes to organisational performance but also to long-term competitiveness and sustainability, as employees are widely recognised as one of the most valuable organisational resources. Some key HR functions that can enable organisations to develop skills are recruitment and selection, training and development, performance management and employee relations. Additionally motivated and productive workforce supports employee wellbeing and organisational success (Alam et al., 2024). However, the effectiveness of such functions is defined by internal or organisational decisions. HR managers also must respond to multiple internal and external environmental factors, including economic conditions, technological developments, legal requirements, and cultural differences, particularly within multinational organisations operating across diverse international markets (Paulet and Rowley, 2017). Consequently, understanding the business environment has become a vital part of strategic human resource management, enabling organisations to adjust their HR practices in response to changing business conditions (CIPD 2024). In a globalised business environment, organisations need to continuously adapt their resource practices to changing political, economic, social, technological, legal, and environmental conditions (Rodrigues et al., 2021). External pressure can influence HR managers success in recruiting, developing, and retaining employees in pursuit of organisational objectives (Arokiasamy et al., 2024). In this report, these factors will be analysed through the PESTLE model on Unilever, a multinational organisation. The report will elaborate on the impact of environmental factors on HR practices in different national environments.
This report discusses the impact of internal and external environmental factors on the efficiency of human resource management in a global company. Unilever has been chosen as a case study because of its large international presence and diverse workforce, making it a suitable organisation for assessing HR practices across different national contexts (Ahmed 2024). The report uses the PESTLE framework to examine the influence of political, economic, social, technological, legal and environmental factors on key HR functions, including recruitment, training and development, performance management and employee relations. It begins with understanding the internal and external business environment and evaluating the strengths and limitations of the PESTLE model. Then it investigates Unilever’s HR practices and critically analyses the effects of environmental factors on the performance of HR managers across countries (Ayushi and Hariomsinh, 2026). Finally, the report will conclude with a summary of findings and reflections on the future challenges and opportunities for HR managers in an increasingly dynamic global business environment (Kaur, 2024).





Internal and External environment
Organisations operate in a complex business environment influenced by both internal and external factors. Each of these factors can have a great impact on organisational performance and strategic decision-making (Newton Annobil Atuahene, Acquah and Peter Agyekum Boateng, 2023). Internal factors are generated from within the organisation and include organisational culture, leadership style, workforce capabilities, financial resources and management practices (SZCZEPAŃSKA and KOSIOREK, 2017). These factors can be largely controlled and manipulated to make an organisation more effective and to help achieve business objectives (Yuan et al., 2024). On the other hand, external factors are outside the organisation and include political, economic, social, technological, legal and environmental influences that organisations cannot control directly but must always monitor and respond to (Sadiku, 2022). In global, competitive business environments, HR managers need to anticipate and adapt to these changing conditions to ensure that organisational strategies remain effective (Surianto Surianto, Badaruddin Badaruddin and Firman, 2024). For example, in employment legislation, labour market conditions or technological innovation can mean that organisations must adapt recruitment strategies, redesign training programmes or review performance management systems (CIPD 2024). Consequently, awareness of the internal and external business environment provides HR managers with information to make decisions that improve organisational performance while retaining a skilled, engaged and adaptable workforce. 

The PESTLE framework
PESTLE is a strategic analytical tool which organisations use to assess the external business environment. It looks at political, economic, social, technological, legal and environmental factors that may impact organisational performance and decision making (Citilci and Akbalik, 2019). The model can be used by managers as a framework to identify opportunities and potential threats arising from changes in the external environment. Political factors include government policies, taxation, trade regulations and employment legislation, and all these may affect organisational operations and workforce planning (Kempfe, 2023). Economic factors such as inflation, interest and economic growth can have an impact on labour costs, employee retention and reward strategies (Business, 2022). Social factors include demographic trends, cultural values, diversity in the workforce and changing expectations of employees, whole technological factors related to innovations, digital transformation and automation, all of which are constantly changing recruitment, training and performance management processes (Tuerah et al., 2024). Legal factors and environmental factors reflect the increasing importance of sustainability, Climate change and corporate social responsibility in contemporary business practice and organisations are required to comply with employment legislation, equality laws and health and safety regulations (Jadallah, Mansour Shakhatreh and Alazzam, 2026). Therefore, the PESTLE framework facilitates the development of responsive and adaptable HR practices by HR managers and enables organisations to better understand external forces that might influence strategic planning (Talent Management Institute, 2024). 
Pros and Con’s of the PESTLE  framework
The PRESTELE framework is helpful for strategic analysis as it allows organisations to systematically assess the external factors that impact business performance and long-term planning (CIPD 2024). By recognising opportunities and threats in the political, economic, social, technological, legal, and environmental landscape, organisations can make more informed strategic decisions and respond proactively to external change (Mostafa, 2025). The framework is particularly useful to human resource (HR) managers in aiding workforce planning, recruitment strategies, employee development, and policy formulation by highlighting external factors that may affect organisational objectives (Buye 2021). In addition, PESTLE is particularly valuable to multinational organisations as it promotes managers to consider the variations in environmental conditions between countries so that HR practices can be tailored to local requirements, economic conditions and cultural expectations (Buye 2021).
Despite these advantages, the PESTLE frameworks have several drawbacks. One of them being that the approach primarily concentrates on the external environment and offers insights into internal organisational elements that also influence HR effectiveness, such as workforce capabilities, organisational culture and leadership (Ran et al., 2026). Furthermore, as the external business environment is constantly changing, information sourced through PESTLE analysis can quickly become outdated if organisations fail to review it regularly (Citilci and Akbalik, 2019). Another drawback is that managers must use professional judgment to evaluate the results because the framework does not explain how various environmental effects interact with one another or show the relative relevance of each element (CIPD,2024). Consequently, while the PESTLE framework offers valuable insight into environmental analysis, it works best when combined with organisational data and other strategic tools to facilitate informed HR decision-making. 
Relationship between PASTLE framework and human resource functions 
Human resource management (HRM) and the PESTLE framework are closely related, as external environmental factors directly impact how organisations hire, train, and retain employees (Mehmood, Sarwar and Irfan, 2025). HR managers may need to adjust hiring practices, employment contracts, and workplace regulations to maintain legal compliance in response to political and legal developments, such as changes to immigration laws or employment legislation (Hasyim and Bakri, 2023). HR managers must strike a balance between organisational costs and employee expectations, since economic factors such as inflation, labour market conditions, and unemployment rates affect workforce planning, wage structures, and employee retention strategies (Mousa and Arslan, 2025). Similarly, socioeconomic issues, including shifting demographics, a diverse workforce and changing employee expectations, have made inclusive hiring procedures, employee wellness programs and flexible work schedules more crucial (Coleman, Dossett and Dimick, 2021). With digital recruitment platforms, online learning systems and performance management software, rapid technological improvements have revolutionised HR processes (Shiferaw and Birbirsa, 2025). This has allowed organisations to increase efficiency while demanding that people constantly acquire new skills. Additionally, as environmental concerns have grown, organisations have been prompted to incorporate sustainability into HR policy by encouraging eco-friendly behaviour and raising employee understanding of corporate social responsibility (Tanveer et al., 2025). To guarantee the HR strategies continue to be successful, compatible with the law and in line with broader organisational goals, HR managers must constantly assess both internal organisation's capabilities and external environment changes (Caylan, 2024). For multinational corporations like Unilever, where HR procedures must be modified to fit various legal, cultural, and economic contexts while upholding international organisational norms, these factors are especially crucial (Napier et al., 2022). 
Organisation view and application practices
With operations in more than 190 countries and a portfolio of well-known brands such as Dove, Persil, Hellmann's, and jerry’s, Unilever is a prominent multinational consumer goods corporation. The company has over 120,000 employees globally and works in a variety of industries such as ice cream, personal care, home care, beauty and wellness and nutrition. Due to its wide reach, Unilever operates in a variety of political, economic, legal and must implement policies that promote both local responsiveness and global uniformity. Unilever employs a variety of HR strategies that focus on nurturing and retaining skilled workers to support its global workforce (Unilever 2025). Through inclusive hiring practices and international graduate programmes, recruitment aims to attract people from diverse backgrounds (Edo-Osagie Edwin Osayande, Ejechi and Jones Oghenemega, 2024). Digital training platforms, leadership development initiatives, and opportunities for ongoing education all help employees gain the skills needed to navigate a changing business environment (Omoseebi, Jayson and Winston, 2025). Instead of relying solely on yearly performance assessments, performance management emphasises goal setting, feedback, and staff development (Siraj and Hágen, 2023). Additionally, Unilever encourages diversity, inclusivity, employee well-being and open communication throughout its global operations to foster strong employee relations. The organisation can manage a globally distributed staff while upholding consistent organisational principles through its HR strategies (Chikati Srinu, 2025).

The PESTLE framework illustrates how Unilever's HR practices are influenced by external environmental factors throughout its global operations. HR managers must modify hiring practices, employment contracts and workplace policies in order to comply with various national labour standards, tax laws and employment laws due to political and legal considerations (Cheng, 2021). For instance, HR departments may need to update organisational rules and compensation plans to remain compliant with changes in minimum wage laws or unemployment benefits (Coward, 2026). Economic factors that may affect workforce planning, employment retention, and remuneration methods include inflation, exchange rates, and labour market shortages (Aldoghan and Zakariya, 2023).HR managers may be under more pressure to maintain employee motivation, well-being and productivity while balancing organisational costs during uncertain economic times (Kowalski and Loretto, 2017). 
Unilever's HR procedures are also significantly impacted by social, technological, and environmental issues. The organisation has been motivated to support hiring practices, flexible work schedules and employee wellness programmes due to growing workforce diversity and shifting employee expectations (Unilever PLC, 2021). HR managers can now make more effective, informed judgments thanks to technological advancements that have also revolutionised HR functions through digital recruitment platforms, online learning systems, and data-driven performance monitoring (El, 2026). With Unilever incorporating sustainability in its organisational strategy and motivating staff to support ethical business practices through engagement and training programmes, environmental standards have also grown in significance (Unilever PLC, 2021). 
Due to cultural, legal and economic differences the impact of these environmental elements varies between nations. For instance, even when Unilever upholds international HR standards, its hiring and staff management procedures in the UK could be different from those in India to consider regional employment laws, labour market dynamics and workforce expectations (Cheng, 2021). HR managers must therefore balance global consistency with local adaptation to ensure that organisational policies remain effective and culturally appropriate (Chikati Srinu, 2025). 
In conclusion, this report has demonstrated that both internal and external environmental factors have a substantial impact on HR managers' efficiency in multinational corporations. The PESTLE framework applied to Unilever highlights how vital it is to adapt HR procedures to shifting political, economic, social, technological, legal, and environmental circumstances. HR managers must continue to support organisational performance as global business conditions evolve. 
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