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[bookmark: _Toc229013092]Introduction
Human resource management (HRM) is widely seen as essential to organisational success because it ensures that employees’ skills, behaviours, and roles are aligned with business goals (Armstrong and Taylor, 2023). Key HR functions such as recruitment, training and development, performance management, and employee relations are especially important, as they influence an organisation’s ability to hire skilled staff, develop future capabilities, maintain strong performance, and promote positive working relationships (Marchington et al., 2021). According to Boxall and Purcell (2022), HRM contributes not only through administrative tasks but also by shaping the workforce and organisational relationships that support long-term competitive advantage.
In multinational organisations, HR functions are more complex because managers must balance the need for global consistency with the need to adapt to different labour markets, legal systems, and cultural environments (Tarique, Briscoe and Schuler, 2022). As a result, HR effectiveness cannot be judged only by internal policies but must also be considered in relation to external institutional and competitive conditions (Paauwe and Farndale, 2017). From a strategic HRM perspective, HR managers work at the point where organisational strategy meets external constraints, managing the relationship between business objectives and the realities of local labour markets and regulations (Rees and Smith, 2021).
This report analyses how environmental factors influence HR managers’ effectiveness in a global organisation using a SWOT analysis of JPMorgan Chase. It explains the SWOT framework, outlines the company’s HR practices, and evaluates internal and external factors, including cross-country differences, before highlighting findings and future implications for global HR management.
[bookmark: _Toc229013093]Internal and External Environment
SWOT is a strategic tool used to analyse an organisation by distinguishing internal elements as strengths or weaknesses and external elements as opportunities or threats. Its value lies in its straightforward structure and its capacity to link what an organisation can do internally with the broader competitive and institutional environment it operates within. Paauwe and Farndale (2017) argue that frameworks like SWOT support managers in evaluating whether their current resources and systems are sufficient to take advantage of opportunities or to respond effectively to potential threats. This is particularly relevant for HR managers, as internal aspects such as employee skills, leadership quality, organisational culture, control mechanisms and employer reputation have a direct impact on HR performance, while external influences, including legal regulations, labour market dynamics, technological developments and shifting societal expectations, shape and sometimes limit HR policy decisions.
The model is especially important for HR because HR activities take place where internal organisational capabilities meet external pressures. Recruitment, for example, reflects both internal strengths and external challenges, as a strong employer brand can attract talent while skill shortages or a weak reputation may limit the number of suitable applicants. Training and development are influenced by the need to strengthen internal capabilities, such as digital skills and leadership capacity, while also adapting to external opportunities like automation and expansion into new markets. In addition, performance management is shaped by internal factors such as organisational culture and governance structures, but it must also respond to external expectations related to productivity, fairness and employee wellbeing. Similarly, employee relations depend on internal elements like trust and managerial effectiveness, while also being influenced by external factors such as labour laws, trade unions and wider social expectations.
However, SWOT has several important limitations when it is used to analyse the external environment. One key issue is that it can promote a fixed or static classification of factors even though real-world conditions are constantly changing. For example, rapid digitalisation can be viewed as both an opportunity and a threat, depending on how well it is implemented, the level of employee readiness and the degree of regulatory oversight involved. In addition, SWOT does not provide clear guidance on causation or prioritisation, as it simply identifies different factors without explaining which ones are most important, how they are connected or what trade-offs managers should consider. According to Paauwe and Farndale (2017), effective HR analysis requires a deeper understanding of institutional complexity and historical developments within organisations, aspects that may be overlooked when relying only on simplified analytical frameworks such as SWOT.
A further limitation is that a strictly firm focused use of SWOT may underestimate the influence of national institutional factors, such as labour market regulations, financial oversight systems and collective bargaining arrangements, all of which play a significant role in shaping HR choices in multinational organisations. In the banking sector, for instance, local regulatory authorities can turn what might appear to be a routine operational risk into a major strategic concern, which in turn has direct consequences for HR responsibilities related to employee training, conduct management and organisational culture. These limitations suggest that SWOT should be used with caution and combined with broader contextual understanding, rather than being relied upon as a single or self-sufficient analytical tool.
Despite these limitations, SWOT continues to serve as a helpful starting point for HR analysis when it is applied to link internal people related capabilities with external pressures. It supports HR managers in assessing whether key processes such as recruitment, development, performance management and employee relations are effectively making use of organisational strengths, addressing internal weaknesses and responding in a consistent way to opportunities and threats in the broader environment. In this way, the main value of SWOT lies not in producing a fixed or final framework, but in encouraging critical discussion about how internal and external factors influence the ability of HR managers to act effectively.
[bookmark: _Toc229013094]Organisation Application
JPMorgan Chase & Co. is recognised as one of the largest financial services organisations in the world, operating on a global scale (JPMorgan Chase & Co., 2026a). According to its 2025 Annual Report, the company reported total assets of around 4.4 trillion dollars and employed approximately 318,512 people by the end of 2025, demonstrating its significant size and operational capacity (JPMorgan Chase & Co., 2026a). The organisation operates in more than 65 countries and serves clients in over 160 countries across areas such as consumer and community banking, corporate and investment banking, commercial banking and asset management (JPMorgan Chase & Co., 2026c). This extensive international presence increases the strategic importance of human resource management, as workforce decisions directly affect risk management, service delivery and regulatory compliance across different national contexts (Reiche, Tenzer and Harzing, 2022). 
The company’s disclosures indicate that long-term growth depends on its ability to attract, develop and retain skilled employees while maintaining an inclusive workplace (JPMorgan Chase & Co., 2026a). It also emphasises ongoing investment in its workforce, systems and technology, with employee development viewed as essential for sustaining business performance (JPMorgan Chase & Co., 2026b). In addition, its careers and skills strategy highlights the importance of talent pipelines, work-based learning and capability development, particularly in digital and analytical skills (JPMorgan Chase & Co., 2023). Recruitment is supported by a strong employer brand and structured programmes such as the Human Resources Analyst Development Program (Bright Network, 2025). Training, development, performance management and employee relations are integrated into HR practices and are especially important in a highly regulated banking environment (LinkedIn, 2025).
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Applying SWOT to JPMorgan Chase shows how internal organisational capabilities and external pressures together influence the effectiveness of HR managers (Boxall and Purcell, 2022). One important internal strength is the company’s strong financial position and large scale of operations. According to the 2025 Annual Report, the firm achieved record net revenue and maintained solid capital levels, which allow continued investment in employees and technology (JPMorgan Chase & Co., 2026a). This financial capacity enables HR to support recruitment systems, learning platforms, leadership development and employee wellbeing, thereby improving workforce planning and the use of data in HR decision making (Perkins and Robinson, 2025). In addition, the company’s global reputation increases its ability to attract highly skilled candidates in competitive labour markets (Schuler, Jackson and Tarique, 2016). Another key strength is its clear focus on employee development and inclusion, as the organisation emphasises capability building, structured career development and long term talent management as central to business success (JPMorgan Chase & Co., 2023). This strategic approach strengthens the role and influence of HR within the organisation (Paauwe and Farndale, 2017).
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Internal weaknesses and risks are also identified in the GlobalData SWOT report, particularly in relation to governance and control systems (GlobalData, 2026). In November 2025, the German regulator BaFin imposed a significant fine on JPMorgan SE due to failures in anti money laundering reporting processes between 2021 and 2022, which reflects serious shortcomings in compliance practices (GlobalData, 2026). Although this issue may initially appear to relate only to risk management, it also points to deeper problems in employee training, accountability and organisational culture, which are key areas of HR responsibility (Marchington et al., 2021). When employees lack proper training, when responsibilities are not clearly defined or when incentives discourage reporting concerns, HR managers may find it difficult to encourage behaviour that aligns with legal and ethical standards (Rees and Smith, 2021). Such internal weaknesses can damage the credibility of HR and shift its focus away from strategic talent development towards corrective actions such as retraining, cultural change initiatives and stricter performance and conduct management processes (Armstrong and Taylor, 2023).
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The SWOT analysis also identifies operational and cyber risks as continuing external threats facing the organisation (GlobalData, 2026). From an HR perspective, these risks increase the need for highly specialised employees in areas such as cybersecurity, compliance and risk analysis, while also placing greater emphasis on employee awareness, responsibility and resilience in managing potential threats (Schuler, Jackson and Tarique, 2016). As competition for these skills remains intense in global labour markets, HR effectiveness depends not only on recruitment but also on anticipating future skill requirements, developing attractive reward systems and supporting the continuous reskilling of existing employees (Noe, 2020). If these challenges are not addressed, organisations may face talent shortages alongside increased operational and reputational risks (GlobalData, 2026). In addition, the regulatory environment represents a major external constraint, as JPMorgan’s Annual Report highlights the wide range of legal, market and conduct risks it must manage across different jurisdictions (BusinessWire, 2026). This level of regulation can increase administrative demands and limit managerial flexibility, encouraging HR to focus more on compliance, formal procedures and policy enforcement, while also increasing the consequences of failures in recruitment, training and employee conduct (Marchington et al., 2021).
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External opportunities present a more complex picture for the organisation. GlobalData (2026) reports that JPMorgan Chase is expanding its global presence through new facilities in Hyderabad, a branch in Pune and a planned tower in London, which increases access to diverse talent pools and supports growth in major financial and technology centres (Reiche, Tenzer and Harzing, 2022). For HR managers, such expansion creates opportunities to recruit from new labour markets, encourage internal mobility and develop shared service centres for HR activities (Tarique, Briscoe and Schuler, 2022). At the same time, expansion increases organisational complexity, as HR must coordinate cross border staffing, maintain consistent policies and culture, and adapt practices to local conditions (Paauwe and Farndale, 2017). Technological change also creates both opportunities and challenges, as increasing digital activity highlights the need for strong digital and analytical skills across the workforce (GlobalData, 2026). This requires continuous learning systems and ongoing reskilling, with HR playing a key role in aligning recruitment, training and performance management with evolving work demands (Armstrong and Taylor, 2023).
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Differences between countries mean that environmental factors do not affect HR managers in the same way across locations. In the United States, where a large share of JPMorgan’s workforce is employed, relatively flexible labour laws exist alongside strong protections against discrimination and strict sector regulation, which allows greater use of performance-based systems but requires careful management of equal opportunity and reporting mechanisms (Reiche, Tenzer and Harzing, 2022). In the United Kingdom and across parts of Europe, stricter employment protection and data privacy requirements such as the General Data Protection Regulation increase the need for formal and well documented HR procedures in areas including recruitment, monitoring and discipline (Rees and Smith, 2021). In Germany, the BaFin case shows how regulatory expectations can turn internal control weaknesses into major governance issues with reputational impact (GlobalData, 2026). In India, expansion provides access to a large and skilled workforce, although HR practices must be adapted to local labour conditions and cultural expectations (Tarique, Briscoe and Schuler, 2022).
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This report shows that the effectiveness of HR managers is shaped by both internal and external environmental factors, while SWOT provides a useful but limited framework for analysing these influences. Key HR functions such as recruitment, training and development, performance management and employee relations remain essential because they support organisational capability, employee commitment and operational control. When applied critically, SWOT demonstrates that HR effectiveness depends on how well internal strengths, including financial resources, employer reputation and employee development capacity, are used to respond to opportunities and challenges, while internal weaknesses such as governance issues are properly addressed. The case of JPMorgan Chase highlights how its scale, financial strength and global reputation, combined with investment in people and technology, create strong conditions for HR effectiveness. At the same time, regulatory pressures, cyber and operational risks, competition for skilled employees and rapid technological change increase complexity and require continuous adjustment in HR practices. These challenges vary across regions, as differences in legal systems, labour markets and cultural expectations influence HR outcomes. Looking ahead, HR managers must combine workforce planning with ethical judgement, digital skills and awareness of institutional contexts to ensure effective and responsible people management.
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