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Introduction
Human Resource Management (HRM) plays an important role in helping organisations achieve their business objectives through effective management of employees. According to Armstrong and Taylor (2014), HRM focuses on managing people in ways that improve organisational performance while supporting employee development. HR managers are responsible for recruitment and selection, training and development, performance management, employee relations and reward management (Armstrong and Taylor, 2014). These functions enable organisations to attract, develop and retain talented employees in an increasingly competitive business environment.
Modern organisations operate in a rapidly changing global environment where political, economic, social, technological, legal and environmental factors influence business performance. These external factors also affect HR practices, including recruitment, employee training, workforce planning and talent retention (Torrington et al., 2020; Carbery and Cross, 2018). Therefore, HR managers must continuously adapt their strategies to respond to changes in the external environment while supporting organisational objectives.
This report focuses on Sephora, a global beauty retailer owned by LVMH. Founded in France in 1969 and part of the LVMH Group since 1997, Sephora has grown into one of the world’s leading prestige beauty retailers. The company currently operates in 35 markets, employs approximately 56,000 people, has over 3,200 stores, more than 30 e-commerce websites and serves millions of customers worldwide (Sephora, 2025). (Inside Sephora)
As an international organisation, Sephora operates in different labour markets and legal environments. The company also invests in employee development, diversity and inclusion, digital innovation and sustainability, which directly influence HR practices and organisational performance (Sephora, 2025). (Inside Sephora)
This report applies the PESTLE framework to evaluate how political, economic, social, technological, legal and environmental factors influence the effectiveness of HR managers in Sephora. The analysis focuses mainly on the United Kingdom while making comparisons with France and Belgium to demonstrate how different external environments affect HR practices in an international organisation.

2. Internal and External Environment
Organisations are influenced by both internal and external environmental factors. Internal factors include employees, organisational culture, management style, skills and available resources. These factors can normally be influenced by the organisation. External factors are more difficult to control and include changes in government policy, the economy, society, technology, legislation and the natural environment. These factors can have a direct impact on business decisions and HR practices (Torrington et al., 2020).
The PESTLE model is a useful framework for analysing the external business environment. PESTLE represents Political, Economic, Social, Technological, Legal and Environmental factors (CIPD, 2025). Political factors include government policies, political stability, taxation and international trade. Economic factors include inflation, unemployment, wage levels, interest rates and the cost of living. These factors are important for HR because changes in the economy can influence salaries, recruitment budgets and the availability of employees.
Social factors include demographic changes, cultural expectations, diversity, lifestyle and attitudes towards work. These can affect what employees expect from their employer and how organisations attract and retain workers. Technological factors include digitalisation, automation and artificial intelligence (AI). Technology can support HR functions by making recruitment faster, supporting online training and improving workforce planning. However, HR managers also need to ensure that employees have the skills required to work with new technologies.
Legal factors include employment law, equality legislation, minimum wage requirements, working hours and health and safety regulations. These are particularly important for international organisations because employment requirements can differ between countries. Finally, environmental factors include climate change, sustainability and ethical sourcing. Growing environmental awareness can influence organisational policies and can also affect employees’ expectations of the companies they work for (CIPD, 2025).
PESTLE is useful for HR managers because it provides a structured way to identify external opportunities and threats. It can support workforce planning and help HR managers anticipate changes that may affect recruitment, training, performance management and employee relations (CIPD, 2025). For example, technological developments may create a need for new employee skills, while economic changes may influence pay and recruitment decisions. Therefore, understanding the external environment can help HR develop people strategies that support wider organisational objectives (Armstrong and Taylor, 2014).
However, PESTLE also has limitations. The business environment changes quickly, meaning that information collected during an analysis can become outdated. The model can also oversimplify complex issues, and decisions may be based on assumptions about future changes that do not happen (CIPD, 2025). Thomas (2013) also highlights the complex and dynamic nature of the external environment. Therefore, PESTLE should not be used as a one-time exercise. It should be regularly reviewed and supported by reliable and current information. For a global organisation such as Sephora, this is particularly important because external factors may have different effects across the countries in which it operates.

3. Organisation Application
Sephora is a global beauty retailer founded in France in 1969 and has been part of the LVMH Group since 1997. Today, the company operates across Europe, North America, the Middle East and Asia-Pacific, including the United Kingdom, France and Belgium (Sephora, 2025). As an international organisation, Sephora needs effective HR practices to manage employees across different countries while maintaining its organisational values and customer service standards.
Recruitment and selection are important HR functions for Sephora because employees, particularly Beauty Advisors, have direct contact with customers. The company recruits for a wide range of positions, including retail, digital, technology, marketing and People and Culture roles (Sephora Careers, 2026). Sephora also states that it supports equal opportunities and does not discriminate in recruitment, hiring, training or career advancement (Sephora Careers, 2026).
Training and development are also important because employees need strong product knowledge, customer service skills and an understanding of new beauty trends. In the UK, employees can access Sephora University, which provides product, customer care and development training to support their skills and career progression (Sephora Careers, 2026). The company also uses digital learning and monitors training engagement and learning outcomes, showing that employee development is connected to performance (Sephora Careers, 2026).
Performance management is supported through annual salary reviews, and for some retail roles, performance-based commission linked to store results (Sephora Careers, 2026). Employee relations are supported through wellbeing benefits and Sephora’s focus on diversity and inclusion. These HR practices help Sephora develop employees, support performance and maintain its employer brand across international markets.

4. Application of the PESTLE Model to Sephora
The PESTLE model can be used to understand how external factors influence HR practices at Sephora. As Sephora operates internationally, HR managers must respond to different political, economic, social, technological, legal and environmental conditions. These factors can affect recruitment, training, employee relations and the ability of HR managers to support business objectives.

Political Factors
Political factors can influence recruitment and workforce planning at Sephora. For example, UK immigration policy requires employers to check that candidates have the legal right to work in the country before employment begins (UK Government, 2026). This creates additional responsibilities for Sephora’s HR managers when recruiting employees, particularly international candidates. HR teams must complete right-to-work checks correctly and ensure that recruitment follows government requirements. Changes in immigration policy can also affect the number of international workers available to the organisation. Therefore, political decisions can influence Sephora’s talent pool and make workforce planning more complex.
Economic Factors
Economic conditions can influence employee pay, recruitment and retention. In the UK, the National Living Wage increased to £12.71 per hour for employees aged 21 and over from April 2026 (UK Government, 2026). This is important for a retail organisation such as Sephora because higher wage requirements can increase employment costs and affect HR budgets. In addition, increases in the cost of living can create greater employee expectations for competitive pay and benefits. HR managers must therefore balance the financial needs of the organisation with employee expectations. Effective pay and reward strategies can also help Sephora attract and retain employees in a competitive retail labour market.
Social Factors
Social factors are particularly important for Sephora because customers and employees increasingly expect companies to support diversity and inclusion. Sephora publicly promotes diversity and aims to create an inclusive environment for its employees and customers (Sephora, 2025).
However, a recent example in Belgium shows the importance of meeting these expectations. Following the opening of Sephora’s first Belgian store in 2026, a public discussion developed about the representation of Black content creators at the launch. Several creators criticised the lack of representation and raised concerns about inclusion (L’Officiel Belgium, 2026). This situation shows how social expectations can affect Sephora’s reputation.
For HR managers, diversity should therefore be reflected in recruitment, training, organisational culture and employer branding. HR can provide diversity training and support inclusive recruitment to help employees understand the needs of different customers and colleagues. This may also help Sephora attract employees from different backgrounds and strengthen employee engagement.
Technological Factors
Technology is changing the way HR managers recruit and develop employees. A strong example is Sephora UK, which uses an AI-assisted interactive recruitment process. The technology can analyse parts of a candidate’s application and provide information to recruiting managers (Sephora UK, 2026). This can make recruitment more efficient and help HR teams manage large numbers of applications.
However, AI can also create challenges. Research suggests that algorithms used in recruitment may create or reproduce bias if they are not carefully managed (Kelan, 2024). HR managers must therefore combine technology with human judgement and regularly consider whether recruitment decisions are fair. Technology also creates a need for employee development because Sephora employees must continue learning how to use new digital tools. This increases the importance of training and development within HR.
Legal Factors
Legal factors directly affect HR practices because Sephora must follow employment and data protection requirements in each country. This is particularly relevant to the use of AI in recruitment. Sephora UK allows candidates involved in its AI-assisted recruitment process to request human intervention and challenge an evaluation they believe is inaccurate, unfair or discriminatory (Sephora UK, 2026).
The Information Commissioner’s Office (ICO, 2026) also states that organisations using automated recruitment decisions need appropriate safeguards and should ensure that decisions are transparent and fair. Therefore, HR managers must balance the benefits of new technology with their legal responsibility to protect candidate information and prevent unfair treatment. Different legal requirements across the UK, France and Belgium also mean that Sephora may need to adapt its HR policies rather than using exactly the same approach in every country.
Environmental Factors
Environmental expectations are also influencing international organisations. Sephora has introduced sustainability targets relating to renewable energy, packaging and responsible business practices (Sephora, 2025). The company has also set objectives to increase employee awareness and training around sustainability.
This affects HR because employees need to understand Sephora’s environmental goals and how their work can support them. HR managers can provide sustainability training, communicate environmental objectives and encourage employees to participate in responsible practices. Environmental commitments can also support Sephora’s employer brand because some employees may prefer to work for organisations that 
demonstrate environmental responsibility. Therefore, environmental factors can influence employee training, engagement and recruitment.

5. Conclusion
In conclusion, this report has shown that external environmental factors have an important influence on the effectiveness of HR managers at Sephora. The PESTLE model demonstrates that political, economic, social, technological, legal and environmental changes can affect important HR functions, including recruitment and selection, training and development, employee relations, performance management and reward.
The analysis shows that HR managers at Sephora need to respond to different challenges across international markets. Political and legal requirements influence recruitment and employment practices, while economic changes can affect wages, HR budgets and employee retention. Social expectations around diversity and inclusion can influence Sephora’s reputation and employer brand. At the same time, technological developments such as AI can make recruitment more efficient, but HR managers must ensure that these technologies are used fairly and responsibly. Environmental expectations also create a greater need for employee awareness, training and engagement with sustainability goals.
Overall, PESTLE is a useful model because it helps HR managers identify external changes and understand how they may affect employees and the organisation. However, the model needs to be reviewed regularly because the external business environment can change quickly (CIPD, 2025).
In the future, Sephora’s HR managers will need to continue adapting to technological developments, changing employment legislation, workforce expectations and sustainability requirements. Effective HR management will depend on balancing global company values with the different needs and requirements of individual countries. By responding effectively to these changes, HR can support employee development, organisational performance and Sephora’s long-term international success.
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