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The Influence of Internal and External Environmental Factors on HR Managers’ Effectiveness: A Case Study of Primark

[bookmark: _Toc602469538]Introduction
Human Resources Management plays a significant role in helping organisations achieve their objective through their people. HR managers are responsible for activities such as recruitment, training and development, performance management, reward, and employee well-being. Recruitment helps organisations attract people with the right skills, while training and development help employees improve their knowledge and prepare for future roles. Performance management is also important because employees need clear objective, feedback, and support to perform effectively (CIPD, 2026). Talent management further helps organisations attract, develop, and retain employees who can contribute to long term organisational performance (CIPD, 2025). 

However, HR managers do not work in isolation. Their decisions are influenced by the internal and external environment of the organisation. This becomes particularly important for multinational organisations because they operate in countries with different economic conditions, cultures, employment laws, and social expectations. Aycan (2005) argues that HR practices in international organisations are influenced by both cultural and institutional conditions. Therefore, a policy that works well in one country may not produce the same result in another. 

This report uses the PESTLE to examine the external environment background of Primark and its influence on HR effectiveness. PESTEL considers Political, Economic, Social, Technological, Legal and Environmental factors (CIPD, 2025). 
Primark is a suitable organisation for this analysis because it is a large international fashion retailer with more than 80,000 collegueas, over 490 stores and operations across 19 countries (Primark, 2026). This report focuses particularly on the United Kingdom and Spain to demonstrate how HR managers need to balance global consistency with local adaptation. 

The report evaluates PESTELE and its relevance to HRM. It then introduces Primark and its main HR practices before analysing the six environmental factors. Finally, it compares the UK and Spain context and evaluates the advantages and disadvantages of Primark's approach.

[bookmark: _Toc605758126]Internal and External Environment 

PESTEL is a strategic famework used to examine external factors that may influence an organisation. The six elements are Political, economic, Social, Technological, Legal and Environmental. According to the CIPD (2025), PESTLE can help people professional understand the wider environment and consider how external changes may affect people strategies and organisational decisions. 

Political Factors can influence employment policy, government priorities, immigration, taxation, and the wider business environment. Political changes can therefore affect recruitment and workforce planning. For an international retailer such as Primark, political differences between countries can make HR planning more complex because managers must respond to different national systems. 

Econimic Factors include inflation, wages, employment levels, interest rates, and consumer spending. These factors are particularly relevant to Primark because its business model is strongly based on offering affordable fashion. If living costs increase, employees may expect higher pay while customers may become more price sensitive. This creates a difficult balance for HR managers, increasing employee rewards can support retention and motivation, but higher labour costs can put pressure on the organisation’s margins. 

Social Factors include demographics, cultural values, diversity, and changing expectations about work. These are especially important for multinational HRM. Primark states that more than 180 nationalities work across the organisation and that diversity and inclusion are central to its culture (Primark, 2026). This can provide advantages because employees from diverse backgrounds can contribute different perspectives. However, managing a diverse workforce also requires effective communication and inclusive leadership. 

Technological Factors are increasingly important because technology changes the skills employees need and the way organisations operate. Retailers are increasingly using digital systems, self-service technology, online platforms, and data. Primark’s Spanish operations, for example, includes stores using self-service checkouts, demonstrating how technological change can alter retail work (Primark, 2026). HR managers need to provide training and support when technology changes employees roles. 

Legal Factors have a direct impact on HR because organisations must comply with employment legislation relating to working hours, pay, equality, health and safety and employee rights. A multinational organisation cannot simply use the same HR practices everywhere. Schotter, Meyer, and Wood (2021) argue that international HRM is strongly influenced by different institutional environments. Consequently, Primark must maintain appropriate global standards while ensuring that its local employment practices comply with national requirements. 

Environmental Factors have become increasingly relevant to HR. Sustainability can create new skills requirements and change. Employee responsibilities. Primark’s sustainability strategy, Primark Cares, includes environmental and social commitments across its business and supply chain (Primark, 2026). HR has a role in helping employees understand sustainability objectives and develop the skills required to support them. 

PESTLE has some advantages. First, it is simple and allows managers to organise a large amount of external information. Second, it encourages strategic thinking and can help organisations identify future threats and opportunities (CIPD, 2025). For HR managers, this can support workplace planning because they can consider future changes before they become urgent problems. 

PESTLE also has some disadvantages. It can encourage managers to create an extensive list of factors without deciding which ones have the greatest impact. There is also a risk of using assumptions or outdated information. The external environment can change fast, meaning that an analysis may lose its value if it is not regularly updated (CIPD, 2025). Another limitation is that PESTLE focuses on the external environment and does not provide detailed analysis of internal factors such as leadership quality, organisational culture, or employee capability. PESTLE should be used as a starting point rather than as the only tool for HR decision making. 

[bookmark: _Toc1831593063]Organisation Application: Primark
Primark began as a single store in Ireland in 1969 and has developed into a major international fashion retailer. According to Primark (2026), the organisation now has more than 80,000 colleagues, more than 490 stores and operation in 19 countries. This international scale creates significant responsibilities for HR managers because the organisation needs to recruit, develop and support a large and diverse workforce. 

Primark’s People and Culture function include business partnering, talent and development, organisational design, leadership and culture, internal communication, and reward. The company describes People and Culture as a business partner that connects its policies with local business needs across its international markets (Primark, 2026). This suggests that HR is not viewed only as an administrative function but also as a contributor to organisational strategy. 

Recruitment is particularly important because retail stores require large numbers of employees with customer service and operational skills. Primark also focuses on internal development. Its careers information states that employees have opportunities for learning and development and that programmes are available to prepare retail assistants for management roles (Primark, 2026). This can support retention because employees may see a future career within the organisations rather than treating their retail role as temporary employment. 

Employee wellbeing is another part of Primark’HR approach. The organisation provides its Spark wellbeing programme and a confidential employee assistance programme called Let Us Talk, which provides support relating to areas such as mental health and financial or legal issues (Primark, 2026). 
Primark also promotes diversity through four global colleague networks covering cultural diversity, life stages and gender, and disability and neurodiversity (Primark, 2026). These initiatives can strengthen inclusion, although the existence of policies does not automatically prove that all employees experience that organisation in the same way. 


[bookmark: _Toc329012681]Application of the PESTLE: Model to Primark 

[bookmark: _Toc1188572196]Political Factors 
Political factors such as employment policies and taxation can affect Primark’ workplace planning. In 2024, its Madrid expansion created over 200 jobs (Primark, 2024). Local HR teams can respond better to political changes, although this may increase organisational complexity. 
[bookmark: _Toc1530365215]Economic Factors 
Rising Living costs can increase employees pay expectations while customers become more price sensitive. Higher wages can improve retention but increase costs. In 2025-2026, women at Primark earned 98p for every £1 earned by men based on median hourly pay (UK Government, 2026). However, differences in bonus participation show that HR should continue monitoring reward equality. 

[bookmark: _Toc1614368132]Social Factors 
Diversity is importance in Primark’s international workplace. Its Madrid Gran Via store employed people from28 nationalities, with women representing over 63% of management (Primark, 2025). Diversity ca improves different perspectives, but inclusion requires effective management. Cultural and institutional differences should therefore be considered when applying HR practices (Vaiman and Brewster, 20215).

[bookmark: _Toc1649821739]Technological Factors 
Technology is changing retail and creating new HR requirements. Self-service checkouts and digital systems can reduce repetitive tasks, while also increasing the need for digital skills. For example, Primark introduced self-service checkouts at its Lorca store in Spain (Primark, 2026). 

This can improve efficiency and allow employees to focus more on customer service. However, automation may also create employee concerns about job security. HR managers need to provide appropriate training and communicate clearly about changes. Primark’s focus on learning and development can help employees adapt to innovative technology can improve HR effectiveness when investment in technology is combined with investment in people. 


[bookmark: _Toc1377785023]Legal Factors 
Employment laws differ between countries, affecting pay, working hours, equality, and employee rights. Primark must adapt its HR practices to local requirements. This reduces legal and reputational risks but increases administrative complexity. Schotter, Meyer, and Wood (2021) argue that multinational HRM is influenced by different institutional environments. Primark should maintain global principles while adapting policies to UK and Spanish laws. 


[bookmark: _Toc274490831]Environmental 
Primark Cares includes environmental and social commitments across the business (Primark, 2026). This affects HR because employees may need training in sustainability and new working practices. Sustainability can improve employee awareness and Primark’s reputation, although it may also increase costs. HR managers need to ensure employees have the skills to support these objectives. 

[bookmark: _Toc213755347]UK and Spain: A comparison 

The Uk and Spain show why Primark needs both global consistency and local adaptation. Primark promotes common values such as diversity, wellbeing, and career development. However, local conditions differ. Spain has 67 stores and more than 10,200 employees, while its Madrid Gran Via store employs people from 28 nationalities (Primark, 2026). 

Local adaptation helps HR managers respond to different employee expectations, but excessive differences may weaken organisational consistency. Aycan (2005) and Vaiman and Brewster (2015) highlight the importance of cultural and institutional differences in international HRM. Primark should maintain common global values while adapting their implementation to local conditions. 


[bookmark: _Toc78389075]Conclusion 

This report has shown that political, economic, social, technological, legal, and environmental factors influence HR effectiveness at Primark. 
PESTLE helps HR managers identify external opportunities complex issues and should be combined with internal HR information (CIPD,2025). 

The Primark case shows that international HR effectiveness depends on balancing global consistency with local responsiveness. The UK and Spain have different institutional and social environments, meaning that HR policies may need to be adapted while maintain common organisational values. 

[bookmark: _Int_qGWGP4uV]Looking forward, technological change, sustainability and changing employee expectations are likely to increase the complexity of international HRM. Primark’s HR managers will need to remain flexible, develop employee skills, and use evidence when making decisions. Effective international HRM requires organisations to maintain clear global principles while adapting their implementation to the realities of each market. 
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