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         Introduction
HR managers operate at the interface between the organization and forces which impinge upon it therefore are dependent on factors over which they have limited control. The demands of political, economic, social, technological, legal and even ecological factors have always influenced talent acquisition, development and retention within organisations; however, Khatoon and colleagues (2025) illustrate how technological change is now influencing talent acquisition, development and retention across global organisations. This report will consider a business environment model and global organisation, giving them a reflection to evaluate the internal and external forces that influence the effectiveness of HR managers, after which the practical demands that these forces put on the HR function will be drawn out.
         HR Functions
Human resource management can be viewed as making the potential of people measurable in terms of their organisational outcomes through a num
ber of integrated aspects. Skills is an area in which recruitment and selection are essential; training and development are vital to expanding these skills as the company experiences changes in the commercial environment; and Ulrich, Way and Wright (2024) illustrate how flexible, strategically oriented HR systems can underpin firm performance. Performance management is the enabler on how to get individuals to work on the strategies and the conduit by which managers make decisions to get things right, while employee relations is the support system that keeps employees feeling they have been well-treated and can continue to trust their employers. Similarly, Rendi, Poluru and Pappachan (2025) report that regulatory fit (match between performance management systems and the tasks performed) has a solid positive association with positive employee attitudes, which is mediated by engagement. In isolation, each function is valuable, but HR effectiveness comes from co-ordinating the three functions as a whole system instead of as individual administrative functions - recruitment, development, appraisal and relations. But there are environmental forces which are above all these functions and will determine whether a good recruitment/reward design is able to withstand the pressures of change in markets, regulation and technology, making the environmental analysis part and parcel of HR effectiveness, not something optional.
Report Structure
This report assesses the impact of the environment on HR managers' effectiveness in a global organisation. The first section applies a selected business environment model to review the internal and external environment, and then associating the model with functions of HR. The Organisation Application section gives an overview about the organisation, Nestlé and about its cross-border HR practices. The Application of Model section reflects the effectiveness of HR at Nestlé after being influenced by environmental forces and differences between countries. The Conclusion provides a summary of the argument and reflects on the future demands of the HR in international organisations.
Internal and External Environment
Business Environment Model
The PESTLE framework is used to analyse the external macro-environment and is broken down into political, economic, social, technological, legal environmental and forces and the CIPD (2025) characterises the tool as a fact-finding audit of external forces which aims to maximise opportunities and minimise threats. People often overlook the search for plenty of room to maneuver; its core is breadth, as the six categories would have HR managers look beyond the day-to-day challenges to regulation changes, demographic and ecological pressures. HR Lineup (2025) posits that the model can enable HR practitioners to foresee the repercussions on their workforce, compliance, and recruitment in advance of external elements solidifying into operational issues. Similar tools have different light – a SWOT analysis focuses on internal strengths and weaknesses, a Porter's Five Forces analysis focuses on competitive rivalry, and a PESTLE analysis systematically scans the external environment. A good example is the range of political and economic factors; even if a purely internal review eliminates the need for additional staff over time, the cost of hiring and retaining that additional staff can be a brake or an impetus due to interest rates, inflation and exchange movements, which are outside the scope of a view within a purely internal process. Even so, there are many practical drawbacks to the framework: PESTLE provides a static snapshot of factors instead of a dynamic forecast; PESTLE provides no weighting of the relative importance of factors; and there is a risk of creating a long list of descriptive factors, without in-depth analysis. Using only the model would mean that HR managers would be unaware of internal strengths, and that PESTLE in combination with an internal diagnostic would enhance any environmental diagnosis and serve to translate the observation into an insight that enables the HR manager to make decisions.
Link to HR Functions
PESTLE categorizes are not abstract strategy, but rather directly translate to HR practice. Employment contracts, equality duties and health-and-safety obligations are governed by legal forces, as well as influencing the recruitment screening and disciplinary procedure, and Alrashedi (2024) demonstrates how cultural reflection within the workplace is a central determinant of the success of HR practices from one national setting to another. The requirement to store applicant records and the process of onboarding are increasingly becoming a design constraint due to health-and-safety duties and data-protection obligations. At the forefront of this transformation is the redrawing of recruitment and development, which Shahiduzzaman (2025) based on 190 studies states to be a determinant of HR success in talent management, employee adoption and HR practitioner's competence. Economics affect how you design your rewards, how you plan your headcount and what you allocate for retention, while social factors impact candidates' sense of purpose, flexibility and inclusion. The Technological pressure is the most active pressure mentioned on contemporary HR functions by Khatoon and colleagues (2025), who demonstrate the use of AI, Automation, and Analytics to inform and drive the talent acquisition, development, and retention. The use of PESTLE to gain a sense of the external forces that affect an organization thus provides HR managers with a model to redesign practices in the anticipation that environmental change may compromise workforce stability, thereby turning the model into a call to deliberate action.
Organization Application
Organization Introduction
Nestlé is a food and beverage multinational with operations in over 180 countries and, according to Nestlé Global (2025), has an HR function that is organised around three areas: business partnering, specialist HR (e.g. recruitment, development) and shared centres of scale. In this way, the structure maintains a balance between global standards and being responsive to the needs of each labour market – the business partners do the localisation of practice; the centres of scale do the routinisation of administration. On this scale, HR managers must balance the uniformity of corporate values with the significant differences in legal, cultural and economic aspects, which is the case with Nestlé.
HR Practices
The recruitment, training, performance and employee relations are centralised with local implementation at Nestlé. Nestlé Global (2025) outlines a People Strategy 2025 that is based on building a future-ready workforce, including through graduate and management trainee programmes and a commitment to recruit digital and artificial-intelligence skills. Artificial Intelligence has transformed talent acquisition, both from an organisational and operational perspective, as described by Paramita, Okwir and Nuur (2024) where Nestlé applied the use of a digital talent platform and a NesGPT tool to help identify potential staff members as the organisation grows and to connect them with job roles within the company to reduce repetitive tasks. Development is based on the rotation of cross-functional areas and ongoing learning, with Lou, Hong and Li (2024) tying cross-functional rotation with HR digitalization to improved job performance and innovative work behavior. Performance management is integrated with employees' engagement and diversity monitoring, and employee relations are based on the inclusion targets and regional communication. Reward design does the same: pay bands are pegged to the worldwide grades but need to move towards local cost of living and competitor benchmark – a balancing act that requires constant fine-tuning on the part of the regional HR leads.
Application of Model
Impact on Organization
Nestlé is influenced by the environment to different degrees on the PESTLE. Technological pressure is the most current pressure as the high efficiency of automated screening and analytics can come with fairness and governance issues (Okwir and Nuur, 2024), and automate the decision-making and operated control within the recruitment function. The extent of standardisation that Nestlé can achieve in practice is hampered by legal and political factors, as employment law, data-protection regulations and labour-relations provisions vary across jurisdictions and are not suitable for any single global template. Social forces challenge the company's positioning based on purpose and Shellshear and Oh (2024) demonstrate how changes in technology and expectations affect the applicant, recruiter and employer. Economics directly translates into retention, where Sinisterra, Peñalver and Salanova (2024) validate the importance of talent management to increase employee engagement and decrease turnover intentions, which is the exact opposite that HR managers want in the face of wage pressures and labour shortages. Environmental forces are another dimension as Amrulloh (2026) illustrates the link between green HR practices, hiring and training and rewarding practices and the employer's attractiveness when environmental credentials are a criteria of candidates' evaluation. The ability of HR to directly address six different pressures and successfully absorb them without breaking down a unified global identity is what makes HR effectiveness at Nestlé. The complexity is exacerbated by the need for forces to interact with one another - if you have a technological solution which reduces screening time, but it is not legal to use any or all of the data, then this isn't of much benefit.
Country Differences
Those effects are different when the national context enters into the picture and culture provides the most contrasting effect. A common programme put in place by Nestlé has different effects in different markets depending on the culture of the company in that market, as Peretz (2024) illustrates: HR practices that are sustainable will increase employee performance more effectively in flexible and adaptive cultures than in tight, rule-governed cultures. The pattern is exacerbated by legal differences: Dismissal protection, collective-bargaining rights and working-time regulations are significantly different at European, Asian and African locations, which means local HR departments have to adapt the centrally created procedure. It becomes even more pronounced in economic conditions as what is attractive in an economy is not attractive in the other, and as demonstrated by Nguyen and colleagues (2024), green HR and corporate social responsibility (CSR) are influential factors in green behavioural intention (GBI) specifically of a developing-economy workforce. Alrashedi (2024) supports the cultural argument by identifying cultural reflection as a key factor for effectively implementing HR practices, and recommends that HR managers should first conduct a study on the environment of the company before transferring HR practices from one country to another. The last variable is political stability and government policy, as trade policy and visa and labour-market regulations will affect the freedom of Nestlé to move talent around. Social attitudes to hierarchy, to feedback, complete this picture: Appraisal styles that are welcomed in some cultures may be interpreted as intrusive and confrontational in others, and HR managers need to localise even the tone of performance conversations. Good HR in the world is, in other words, disciplined local adaptation, not standardisation: managers adapting their approach to recruitment, reward and relations to the particular regulatory and cultural characteristics of each country, while at the same time safeguarding the values that unite the organisation.
Conclusion
Summary
This report sets the groundwork for understanding the critical importance of environmental analysis for HR managers in global organisations and not collecting on internal process alone. The PESTLE framework brings to light the political, economic, social, technological, legal and environmental factors driving recruitment, development, performance and relations, and as echoed by Khatoon et al. (2025), technology is the one that plays the most dynamic role in both talent acquisition and retention. Applied to Nestlé, the analysis reveals a company trying to bridge the gap between the global and the local, with Peretz (2024) providing evidence of the moderation of returns on any standardised HR practice by national culture. The core observation is that environmental forces enable and constrain HR in parallel – blithely standardizing HR is a bad idea, whilst adapting will be rewarded. The model is a valuable working instrument, rather than a theoretical exercise, since each of the areas in the model has a value that increases or decreases based on political, legal, economic, social, technological and ecological environments.
Future Implications
The world of HR management is becoming increasingly volatile, digital and accountable. Amrulloh (2026) says that there is a strategic demand on sustainability, green criteria also finding their way into the hiring, training and reward in all markets. HR managers will look to drive automation as it moves forward – and ensuring that algorithms are fair will now be part of their job. What matters most going forward is their ability to combine the global coherence of practice with the sensitivity of the local aspects of practice; their ability to focus in on practice on a local level without losing a common organisational identity. HR managers that get the message in time from the environment, and make it work into their practice will preserve workforce stability, those that do not recognize that the environment is not stable, will have their effectiveness slowly eroded.
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