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1. [bookmark: _Toc237112833]Introduction
Human Resource Management is important for successful work of organisation. HR managers have different responsibilities, including recruitment, training and development, performance management and employee relations. These functions help organisations find suitable employees, develop their skills, manage their performance and maintain good relationships at work (Armstrong and Taylor, 2014).
This report focuses on JD Sports Fashion plc, a global sports fashion retailer. The company started with one store in Bury in 1981 and has grown into a large international business. Today, JD Group has 4,811 stores across its operations and more than 96,000 employees. The business operates in the UK, North America, Europe and Asia Pacific (JD Sports Fashion plc, 2026a).
For a global company such as JD Sports, HR management can been more complicated because the business environment is not the same in every country. Different employment laws, economic conditions, technologies and cultures can influence how employees are recruited, trained, rewarded and managed. Therefore, HR managers need to understand both the organisation and the external environment when making decisions (Boxall and Purcell, 2016).
This report will use the PESTLE model to understand these influences. PESTLE examines Political, Economic, Social, Technological, Legal and Environmental factors in the external business environment (Chartered Institute of Personnel and Development, 2021). First, the report will explain the model, its usefulness and limitations and its connection with HR functions. It will then introduce JD Sports and its HR practices. After this, the model will be applied to JD Sports to evaluate how internal and external factors influence HR managers, including differences between the United Kingdom and the United States. Finally, the report will summarise the main findings and consider future implications for HR managers.



2. [bookmark: _Toc237112834]Internal and External Environment
The business environment includes both internal and external factors that can influence how an organisation operates. Internal factors include employees, management, skills and organisational culture, while external factors include changes in the economy, technology, legislation and society (Bratton and Gold, 2017). For JD Sports, understanding both environments is important because the company operates internationally and HR managers need to respond to changes inside and outside the organisation.
2.1. [bookmark: _Toc237112835]Business Environment Model
The business environment can create opportunities and problems for organisation. Managers therefore need to understand what is happening outside the business and how these changes may influence employees and organisational decisions. PESTLE is one model which can be used for this purpose.
PESTLE examines six areas of the external environment: Political, Economic, Social, Technological, Legal and Environmental. Political factors include government decisions, taxation and trade policies. Economic factors include inflation, unemployment, interest rates and consumer spending. Social factors include changes in population, culture, lifestyles and expectations. Technological factors include digital systems, automation and new technology. Legal factors include laws and regulations that organisations must follow. Environmental factors consider issues such as climate change, sustainability and use of resources (Chartered Institute of Personnel and Development, 2021).
These areas are relevant to JD Sports because the company operates internationally. For example, government employment policies can affect labour costs, while economic changes can influence how much customers spend. Social changes can influence fashion and lifestyle trends, and technology can change how customers shop. Employment laws are also important because JD has a large workforce in different countries (The Strategy Story, n.d.).
The model is useful for HR because external changes can influence workforce planning. CIPD explaining that PESTLE can help organisations identify changes to jobs, skills gaps and future workforce requirements (Chartered Institute of Personnel and Development, 2021). For JD Sports, this could help HR managers understand when the company may need different employee skills or changes in recruitment and training.
There is also a clear connection between the business environment and the main HR functions. Recruitment can be affected by labour market conditions and employment law. Training and development can be affected by technological change because employees may need new skills. Performance management can be influenced by business targets and changes in competition, while employee relations can be affected by legislation, employee expectations and workplace culture. HR practices therefore need to support both employees and organisational objectives (Bratton and Gold, 2017).
However, PESTLE also has limitations. The model mainly examines the external environment and does not fully explaining internal factors such as leadership, employee skills, organisational culture or communication. Another limitation is that external conditions can change quickly. Information collected today may become less useful in the future. CIPD therefore recommends that PESTLE should be completed regularly and used with other forms of analysis (Chartered Institute of Personnel and Development, 2021).
For JD Sports, this means that PESTLE can help HR managers understand important external changes, but it should not be used alone. Managers also need to understand what is happening inside the company, including employee performance, skills and workplace culture. Together, internal and external information can support better HR decisions.

3. [bookmark: _Toc237112836]Organisation Application
JD Sports Fashion plc is a global sports fashion retailer selling footwear, clothing and accessories through physical stores and digital channels. The Group operates 4,811 stores and has more than 96,000 employees. Its main regions include the UK, North America, Europe and Asia Pacific, showing the international scale of the business (JD Sports Fashion plc, 2026a).
Because of this large workforce, HR practices are important for everyday operation and future growth of JD Sports. Recruitment is one example. JD attracts candidates internationally through its Careers website and also uses digital platforms such as LinkedIn. The company provides opportunities for progression across different countries and areas of the business (JD Sports Fashion plc, 2026d).
Training and development are also part of its HR practices. JD provides different development opportunities, including its Academy, apprenticeships and graduate schemes. These programmes can help employees develop their skills and prepare for future roles in the organisation (JD Sports Fashion plc, 2026d).
Performance management is connected with employee development and reward. JD states that it recognises and rewards high performance and aims to provide reward solutions that are locally competitive. The company also focuses on employee experience, including diversity, equity and inclusion, wellbeing and engagement (JD Sports Fashion plc, 2026d).
These practices is important because JD operates across different countries. HR managers need to support common company goals but also understand local employees, labour markets and employment requirements. This makes international HR management important for the continued growth of the business (Torrington et al., 2020).

4. [bookmark: _Toc237112837]Application of the Model
Applying the business environment model to JD Sports shows that HR managers need to respond to external changes rather than only follow the same HR practices every year. This is especially important for JD because its business is large, international and continuing to develop. The company is investing in stores, digital systems, data and AI while also continuing to recruit and develop employees (JD Sports Fashion plc, 2026a). This means HR decisions need to support the direction of business.
One important impact is on recruitment and workforce planning. JD has more than 96,000 employees and operates across different international markets. The availability and cost of employees can be different between these markets. HR managers therefore need to understand local labour conditions before deciding how many people to recruit and what skills are needed. Recruitment also needs to support JD’s future direction. As the company develops its digital and omni-channel business, some roles may require more digital knowledge and different skills. This means HR needs to think not only about current vacancies but also about the future workforce (Dessler, 2020).
The external environment also influences training and development. JD combines physical stores with online and digital retail and is investing in technology, data and AI (JD Sports Fashion plc, 2026a). This creates a need for employees who can adapt to new systems and ways of working. HR managers therefore need to identify skills gaps and provide suitable development. This is important because technology can improve the business, but its benefits may be limited if employees do not have the skills to use it effectively. JD already provides development through its Academy, apprenticeships and graduate schemes, which can support employees as the business changes (JD Sports Fashion plc, 2026d). Research also shows that good HR practices and a positive work environment can help companies keep their employees (Islam et al., 2024). 
Economic conditions making the work of HR managers more difficult. Inflation and changes in the cost of living can affect what employees expect from their pay, while difficult economic conditions can also reduce consumer spending in retail (The Strategy Story, n.d.). This creates a balance for JD Sports. The company needs to control labour costs, but it also needs to attract and keep suitable employees. Reward therefore becomes an important HR issue. JD states that it aims to provide locally competitive reward solutions, which is important because the same level of pay may not be suitable in every labour market (JD Sports Fashion plc, 2026d).
There are also important legal differences between countries. The UK and US provide a clear example. In the UK, employers must follow National Minimum Wage and National Living Wage requirements. Working time is also regulated, with workers normally limited to an average of 48 hours per week unless they choose to opt out (UK Government, n.d.). These requirements directly influence HR decisions about pay, contracts, working hours and workforce planning.
The situation in the US is different because minimum wage rules can vary considerably between states. For example, some states have their own minimum wage while others use the federal requirement (U.S. Department of Labor, 2026a). This is particularly relevant to JD because North America is major part of its business. Therefore, JD cannot simply copy the same employment arrangements from the UK into every US location. HR managers need local knowledge and must make sure that pay and employment practices follow the requirements of each location. This increases the complexity of managing an international workforce.
Culture and employee expectations can create another country difference. International HR management needs to consider that employees from different countries may have different expectations about communication, management and the workplace (Torrington et al., 2020). For JD Sports, complete standardisation of HR practices may therefore not always be effective. The company can maintain its main values and business direction globally, but HR managers may need to change how these are applied locally. This can help employees feel more connected to the organisation while still respecting local differences.
Internal factors also important because they affect how successfully JD responds to the external environment. A company can understand an external problem, but it still needs capable managers and employees to respond to it. JD’s People Experience strategy focuses on diversity, equity and inclusion, wellbeing and engagement. The company also uses Employee Resource Groups to allow employees to discuss their experiences and contribute to its strategy (JD Sports Fashion plc, 2026d). These internal practices can help HR managers understand employees and make better decisions when the external environment changes.
There can also be tension between global consistency and local adaptation. A global organisation benefits from having common HR standards because this supports the same organisational direction. However, international HR practices also need flexibility because legal, economic and cultural conditions are different between countries (Boxall and Purcell, 2016). Research on multinational companies also shows that HR practices can be influenced by the country and the local environment where the company operates (Edwards et al., 2013). JD therefore needs balance. Too much standardisation could ignore important local differences, while too much adaptation could make HR practices inconsistent across group.
Overall, applying model to JD Sports shows that environmental changes have a real impact on the effectiveness of HR managers. Recruitment, training, reward and employee relations cannot be managed without considering the environment around the organisation. The UK and US comparison especially shows why international HR managers need to understand local conditions. For JD Sports, effective HR management therefore means supporting the same overall business strategy while making suitable changes for employees and employment conditions in different markets.

5. [bookmark: _Toc237112838]Conclusion
Thus report examined how internal and external environmental factors can influence HR management in JD Sports. It used the PESTLE model to understand wide business environment and showed how these changes can influence important HR functions such as recruitment, training and development, performance management and employee relations.
The analysis showing that PESTLE is useful because it gives managers a simple way to identify important changes outside the organisation. However, external analysis is not enough by itself. Internal factors such as employee skills, management, communication and workplace culture also influence how successfully JD Sports can respond to change.
The application to JD Sports showed that economic conditions can affect labour costs and employee expectations, while technological development can create new training and skills requirements. Legal and cultural differences are particularly important for an international company. The comparison between the UK and the US showed that employment requirements are not the same in every market. This means HR managers need to understand local conditions instead of using exactly the same approach in every country.
In the future, this responsibility maybe become more important as JD continues to develop internationally and invest in technology and digital retail (JD Sports Fashion plc, 2026a). HR managers will need to monitor external changes, identify future skills needs and continue supporting employees through change. PESTLE can support this process, but the model needs to be reviewed regularly because the external environment does not stay the same (Chartered Institute of Personnel and Development, 2021). 
Overall, JD Sports needs both global HR direction and local flexibility. This balance can help company follow local requirements, support its employees and continue achieving its international business objectives.
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