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[bookmark: _Toc237202245]Section 1
[bookmark: _Toc237202246]1. Introduction
Nestlé is a Swiss-based multinational food and beverage corporation founded in 1866, and with operations in more than 180 countries. Its product innovation and international expansion in its diverse product offering in the nutrition, coffee, confectionery and pet care segments have helped it to grow over the years (Nestlé, 2024a). The global nature of its market, however, also means strategic complexity in the face of a high level of competition, evolving consumer needs, technological progress, regulatory demands and increased environmental and social obligations (Statista, 2024b; Johnson et al., 2020). The Nutrition, Health and Wellness, innovation and long-term value creation are integral to Nestlé's strategic direction (Nestlé, 2024b; Nestlé, 2024c). It analyses its strategic position through PESTEL analysis and VRIO analysis and then analyses CSR, sustainability, SWOT/TOWS, Balanced Scorecard and Ansoff Matrix to identify priorities for sustainable competitive advantage and growth.
[image: Nestlé Unveils New Climate Resilient, Lower Carbon Footprint Coffee Variety  - ESG Today]
[bookmark: _Toc237200613]Figure 1: Nestle Brand Logo
(Source: ESG Today)
[bookmark: _Toc237202247]2. Organisational Context and Overview	
[bookmark: _Toc237202248]2.1 Organisational Background
Founded by Henri Nestlé in 1866, Nestlé is a Swiss multinational food and beverage company with headquarters in Vevey and a long history of pioneering innovations, particularly in infant nutrition, where its product success as a baby cereal launched the Nutritional pillar of its business (Nestlé, 2024a; Hartley, 2018). It has grown into a company in its own right with the expansion of its operations internationally and the merger with the Anglo-Swiss Condensed Milk Company in 1905 (Nestlé, 2024a). Nestlé broadened its portfolio over time from nutrition to coffee, as well as bottled water and pet care, all the while expanding its reach into the international market (Hartley, 2018; Nestlé, 2024b).
[bookmark: _Toc237202249]2.2 Mission and Vision
Nestlé's mission purpose is “Good Food, Good Life” which has a strong focus on safe quality, high quality and nutritious products that add consumer value (Boardmix, 2026). This is a strategic link between product quality and nutrition and consumer wellbeing in the longer term. It is also stated that its value creation is directed towards Nutrition, Health and Wellness, innovation, and long-term value creation (Boardmix, 2026). This is aligned to sustainable growth and value of Stakeholders, but it is difficult to ensure credibility in a diversified portfolio given the expectations of the consumers about their health and wellbeing is changing.
[bookmark: _Toc237202250]2.3 Business Model
Osterwalder and Pigneur (2010) describe a business model in terms of how an organisation creates, delivers and captures value. Nestlé's global business model is multi-categorized, with a focus on branded consumer goods and value creation over time (Nestlé, 2024c). Value creation lies in the strength of strong brands, product innovation, wide category coverage and Nutrition, Health and Wellness capabilities, which help to differentiate and adapt to consumer trends (Nestlé, 2024c; Euromonitor, 2023).
However, consumer trust thrives on brand equity and innovation is nurtured by research and development (Grant, 2022). Value delivery relies on international operations and distribution capacities, and value capture is enabled by diversified revenue streams by category and market (Statista, 2024b; Johnson et al., 2020). Diversification boosts resilience, but can also complicate coordination and focus.
[bookmark: _Toc237202251]2.4 Industry and Competitive Context
The food and beverage sector is a competitive industry where the global market is dominated by strong brands, economies of scale, innovation and shifts in consumer preferences (Johnson et al., 2020; Statista, 2024a). Competition is also changing due to health driven consumption and digitalisation of the retail environment (Euromonitor, 2023). 
The main rivals are Unilever, PepsiCo, The Coca-Cola Company and Danone as they are the major players in the beverages, snacks, dairy and nutrition category (Johnson et al., 2020; Statista, 2024b). The company's global reach, brands and distribution network give it an enviable market position but similarities in these amongst the major companies do not necessarily translate into sustainable competitive advantage.
[bookmark: _Toc237202252]3. External and Internal Environment Analysis
[bookmark: _Toc237202253]3.1 PESTEL Analysis
PESTEL analysis is a macro-environmental assessment technique that evaluates the impact of macro-environmental factors on decisions. (Johnson et al., 2020).
Political: Nestlé operates in over 180 countries, which puts it at risk from tariffs, trade barriers, agricultural policies and geopolitical instability (Nestlé, 2024a). The impact on logistics and raw-material prices could escalate with disruption to key trade routes, as is the case in the Strait of Hormuz with continuity risks (Food Ingredients First 2026). Flexible sourcing and resilient supply chains, therefore, is what Nestlé requires. Political risk is substantial because disruptions can make it more expensive and hurt margins (Grant, 2022).
Economic: The lack of sufficient purchasing power and high operating pressure due to inflation and exchange rate volatility (Statista, 2024a). Nestlé is facing the pressures of consumer substitution (trade down) against the backdrop of competing with increasing costs to maintain margins (Euromonitor 2023a). It focuses on Real Internal Growth (RIG) which minimizes reliance on price-led growth and premium brands can facilitate selective premiumisation (James Sharp & Co., 2026).
Social: Health and nutrition, as well as organic and plant-based preferences, are now playing a significant role in driving demand (Nestlé, 2024b; Euromonitor, 2023). This will help to align with Nestlé's Nutrition, Health and Wellness strategy, but presents a conflict as some of its portfolio continues to be linked to less healthy products (Porter and Kramer, 2019). Nestlé must thus reformulate and innovate in a healthy way to meet its health positioning.
Technological: Technologies such as R&D, e-commerce and digital marketing and supply-chain technologies can enhance innovation, efficiency and customer engagement (Grant, 2022). Nestlé's AI-driven forecasting is said to be able to reduce inventory costs by 15% (Nestlé S.A., 2026c). With digital capability, however, it can be more and more the case of “parity”, while R&D for integrated nutrition is more likely to be differentiated.
Environmental: Sustainability pressures drive up the need for agricultural inputs, like coffee and cocoa, and drive-up investment needs, as sustainable sourcing and packaging does (Nestlé, 2024c). When performed well, sustainability adds to the reputation, but when it is not done well, it creates reputational and regulatory risks (Euromonitor, 2023; BusinessGreen, 2026). A balance between short-term sustainability costs and longer-term supply, reputation and compliance risks is a priority.
Legal: Continual adaptation of the product and processes is required to meet food safety, labelling, advertising, packaging and environmental requirements (Johnson et al., 2020). While compliance adds up expenses and inflexibility, not complying can lead to fines and damage to the reputation. Legal pressures therefore change competitive requirements, making regulatory capability strategically important rather than merely a compliance function.
[bookmark: _Toc237202254]3.2 Critical Success Factors and Strategic Challenges
The external environment of the Nestlé shows a number of critical success factors (CSFs) which define the capability of the company to maintain competitive performance. First, brand equity and portfolio strength are important, as Nestlé has over 2,000 brands, and consumers are familiar with and trust the brand on a global level (Nestlé, 2024a). Second, the importance of global scale and distribution capability is still notable, as the operations in a number of more than 180 countries offer access to markets and potential economies of scale (Statista, 2024a). Third, innovations and R&D capabilities are essential to meet health and nutritional consumption trends as well as plant-based consumption trends, but there is no guarantee that innovation and R&D investment will lead to commercial success (Nestlé, 2024b; Grant, 2022).
Yet, there are major strategic hurdles for Nestlé. Geopolitical unrest can cause supply chain disruptions, higher commodity and logistics costs, and inflationary pressures can cause a conflict between price hikes and keeping sales volume. The consumer health expectations also represent a strategic challenge as Nestlé's Nutrition, Health and Wellness positioning needs to be credible, even as it is criticized by consumers for less healthy products in its portfolio (Porter and Kramer, 2019). The challenge of sustainability is another consideration: while pledges to the environment need to be backed up with investments, not keeping up with the targets can lead to reputational and regulatory exposure.
[bookmark: _Toc237202255]3.3 Internal Environment: Resources, Capabilities and Core Competencies
The internal environment of Nestlé is a mix of tangible and intangible resources which enable it to be competitive in the international market. Its key tangible assets are its broad global supply-chain and distribution network and its intangible assets are the vast portfolio of internationally recognised brands, knowledge built up, and R&D capabilities (Grant, 2022; Johnson et al., 2020). Its global reach in 180+ countries allow for procurement, manufacturing and distribution efficiencies and eliminates reliance on specific markets (Statista, 2024a).
The organisational strengths of Nestlé are its research and development, worldwide distribution, digitalisation and efficiency in supply chain. Its strength is the ability to combine all these capabilities, along with its brand equity and nutrition-science background. This allows Nestlé to create healthy and innovative products, adapt to evolving consumer tastes and standards, and stay competitive. The combination of nutrition science, R&D and global operations then leads to something competitors can't easily copy (Statista, 2024b).
Internal strengths, however, also present limitations. Nestlé's broad product range and scale add to coordination demands and makes quick action to meet local market shifts more challenging. The role of its resources in the strategy becomes important not only if they are held but also if they can be co-ordinated and deployed effectively within the organisation.
[bookmark: _Toc237202256]3.4 VRIO Analysis
The VRIO model assesses the value, rarity, imitability and effectiveness of a resource or capability, to determine contribution to competitive advantage (Barney and Hesterly, 2015).
	Resource / Capability
	Valuable
	Rare
	Difficult to Imitate
	Organised
	Competitive implication

	Global R&D network
	✓
	✓
	✓
	✓
	Sustainable competitive advantage

	Billionaire brand portfolio
	✓
	✓
	✓
	✓
	Sustainable competitive advantage

	Global distribution network
	✓
	Partly
	Partly
	✓
	Temporary advantage / competitive parity

	Digital supply-chain capability
	✓
	✗
	✗
	✓
	Competitive parity

	Nutrition & Health Science integration
	✓
	✓
	✓
	✓
	Potential sustainable competitive advantage



The global R&D capability is useful to Nestlé as it enables innovation in nutrition, healthier products and emerging health-related categories. The study provides an assessment that this capability is valuable, rare, difficult to imitate and organisationally supported, which suggests sustainable competitive advantage.
Likewise, Nestlé's brand portfolio offers a great strategic value. Competitors also have good brands, but Nestlé's portfolio, with 31 brands with sales of over CHF1 billion per year, represents significant scale of recognition and economies of scale (Nestlé S.A., 2026b).
In contrast, digital supply-chain capability is less likely to create sustainable competitive advantage as other companies increasingly can access similar technologies. The current study therefore indicates that the level of digital supply-chain capability is more closely competitive, whereas the nutrition-science capability is more potential differentiator for Nestlé.
[bookmark: _Toc237202257]3.5 Internal Strengths and Competitive Advantage
The interaction of brand, innovation, and scale and distribution capabilities is the main source of competitive advantage for Nestlé, owing to the internal strengths. It has a brand portfolio that helps to distinguish it and build consumer confidence, which helps it stay more competitive in terms of customer loyalty and premium positioning in inflationary times (James Sharp & Co., 2026).
It has the R&D advantage, which can be a second and perhaps more long-lasting source of advantage. Investing in nutrition science enables Nestlé to produce nutrition- and health-oriented products, which are part of a trend in functional foods, offering products that are different from those of traditional FMCG marketing. This is especially important when considering Nutrition and Health Science, as competitors might have problems creating the associated scientific knowledge and skills (Business Chief, 2026).
These benefits are enhanced at the global scale due to efficiencies in procurement and the greater reach and access to markets. Nestlé's global footprint enables its successful products and innovations to be shared internationally, and varied sources of income decreases reliance on any one area or category.
However, these assets are not to be taken for granted. Large scale can bring organisational complexity and a big portfolio can bring inconsistencies with the NHW strategy. Moreover, new technologies like digital supply chains could become ubiquitous industry capabilities and no longer be sources of meaningful differentiation. The ability to link the hard-to-copy brand-building expertise, R&D and nutrition-science expertise with the organizational size necessary to launch them globally, therefore, is the best asset in the hands of Nestlé for sustainable competitive advantage, rather than just size.
[bookmark: _Toc237202258]4. CSR Strategy and Sustainability Objectives
[bookmark: _Toc237202259]4.1 Nestlé’s CSR/Creating Shared Value (CSV) Strategy 
Nestlé is dedicated to CSR, but it sees it as an integrated approach to both social and economic value over philanthropy (Porter and Kramer, 2019; Nestlé, 2024c). This is relevant strategically because Nestlé's food business activities rely on the consumer, farmers, suppliers, communities and natural resources. Due to its CSV model, however, it relates environmental sustainability, social responsibility and economic performance in the context of business activities (Nestlé Professional 2026; Sustainability Magazine, 2026). 
[bookmark: _Toc237202260]4.2 Nutrition, Health and Wellness 
Nutrition and health are a key CSR and strategic priority for the business of Nestlé. The company is dedicated to healthier product innovation, nutrition and consumer expectations transformation (Nestlé, 2024b; Nestlé, 2024c; Euromonitor, 2023). From a strategic perspective, healthier consumers can drive product reformulation and innovation, which will further enhance consumer relevance and can help to foster long-term growth (SWI swissinfo.ch 2026). Nonetheless, the attack on less healthy products in Nestlé's broader portfolio poses a credibility problem for their Nutrition, Health, and Wellness positioning (Porter and Kramer, 2019). 
[bookmark: _Toc237202261]4.3 Responsible Sourcing, Rural Development and Human Rights
Overall, Nestlé's responsible-sourcing programs illustrate the blending of social with business interests. The Nestlé Cocoa Plan, for example, seeks to tackle problems of farmer productivity and child labour, and promote responsible cocoa sourcing (Nestlé, 2024c; ResearchGate, 2025). This generates shared value as social and environmental intervention can enhance supplier relationships; supply-chain resilience and minimise reputational and regulatory risk.
[bookmark: _Toc237202262] 4.4 Environmental Sustainability 
It is all about emissions reduction, responsible sourcing and packaging. Nestlé has adopted net zero and sustainable-sourcing commitments, but sustainability efforts can be costly in the short-term (Nestlé, 2024c). The strategic trade-off is thus between the costs of implementing CSR and the return of a positive contribution to value over the long term or as risk reduction. Failing to achieve environmental goals can also lead to reputational and regulatory risks for Nestlé (BusinessGreen 2026). 
[bookmark: _Toc237202263]4.5 Overall Sustainability Objective 
In summary, Nestlé's CSV is about aligning nutrition, responsible sourcing and environmental sustainability with stakeholder and business value. It is, therefore, strategically relevant in terms of its CSR objectives, as they serve to respond to social expectations, operational risks and stakeholder needs that can directly impact long-term competitiveness.
[bookmark: _Toc237202264]5. Comprehensive and Holistic View of the Organisation
There is a multidimensional perspective of performance management, which is known as the Balanced Score Card (BSC) developed by Kaplan and Norton (1992). The guidelines are significant for Nestlé as it has a strategy of profitable growth and strengthening consumer value, operational efficiency, innovation, and sustainability. The four perspectives – financial, customer, internal business processes, and learning and growth – can therefore be linked with Nestlé's mission “Good Food, Good Life” and its wider Nutrition, Health and Wellness orientation (Nestlé, 2024b; Nestlé, 2024c). 
[bookmark: _Toc237202265]5.1 Financial Perspective
Objective: Sustainable and profitable growth with enhancement of the quality of revenue.
KPIs: Organic sales growth and Underlying Trading Operating Profit (UTOP) margin.
Target: Sustain organic growth and profitability goals, and expand on growth driven by volume and product mix in addition to price increases, not to the exclusion of price increases.
Initiative: Nestlé S.A. (2026a) should shift its resources to higher growth areas like coffee, pet care and nutrition.
This view carries significance as it is key to the company's ability to invest in innovation and sustainability.
[bookmark: _Toc237202266]5.2 Customer Perspective
Objective: Reinforce the consumers' preference via nutritious, high quality and relevant products.
KPIs: Net Promoter Score (NPS), share of business in strategic categories and share of products that comply with Nestlé's nutritional goals.
Goal: Improve the nutritional value and market acceptance of the portfolio, with a focus on strengthening the portfolio in priority categories.
Initiative: Product reformulation, healthier product development and nutrition-focused innovation (Nestlé, 2024b).
The customer perspective is directly related to Nestlé's mission, as the relevance and the brand equity of the company depends directly on the performance in the market, with the ability to meet the changing health expectations. However, there are difficulties in positioning the different parts of the portfolio.
[bookmark: _Toc237202267]5.3 Internal Business Processes Perspective
Objective: Improve operational efficiency, supply-chain resilience and sustainable sourcing.
KPIs: Manufacturing cycle time, supply-chain efficiency and proportion of responsibly/regeneratively sourced materials.
Target: Improve operational efficiency while increasing sustainable sourcing.
Initiative: Digital transformation and supply-chain optimisation to enhance forecasting, inventory management and responsiveness (Nestlé S.A., 2026c).
This view transforms Nestlé's assets into what it produces and delivers; it is used to increase efficiency and sustainability.
[bookmark: _Toc237202268]5.4 Learning and Growth Perspective
Objective: To build an agile workforce for the support of innovation and digital transformation.
KPIs: Employee engagement, digital skills training and training hours per employee.
Target: Increase employee capability in digital technologies, data and sustainability.
Initiative: Increase employee upskilling and digital-learning initiatives.
This view is the basis for the other three: improved processes lead to improved customer outcomes which leads to improved financial performance, and improved employee capability leads to improved processes which leads to improved customer outcomes which leads to improved financial performance.
[bookmark: _Toc237202269]5.5 Overall BSC judgement
The BSC shows that one cannot judge the effectiveness of a strategy based on financial performance of a company alone. A consistent chain of strategy to performance is achieved with learning and growth, internal processes, customer value and financial performance. The ability to do so is especially crucial for Nestlé as it is essential for the long-term competitiveness of the company to transform its scale, brands and innovation into measurable value for customers and the bottom line (Kaplan and Norton, 1992; Grant, 2022).
[bookmark: _Toc237202270]6. Strategic Choices and Implementation
[bookmark: _Toc237202271]6.1 Business-Level Strategic Choices
Nestlé differentiates its products and services at the business level with assistance from operational efficiency. It is also a strong brand and has good product quality, R&D, Nutrition, Health & Wellness qualifications that help it to innovate and differentiate, especially when it comes to its coffee business that is built on proprietary technology (Grant, 2022; Nestlé S.A., 2026b). This forms the strategy: R&D and brands, differentiated products, consumer preference, potential premiumisation. 
Nevertheless, differentiation must be ongoing and sustained, as well, and does not assure ongoing success: competitors can do likewise in building brands and novel products. Nestlé therefore adds supply-chain efficiency, along with its “One Nestlé” program, which aims to save CHF3 billion by 2027 (Supply Chain Digital, 2026).
[bookmark: _Toc237202272]6.2 Corporate-Level Strategic Choices
On the corporate level, Nestlé has a long history of diversification in both its categories and markets, thereby allocating revenues and decreasing reliance on any one business. But, when over diversified, it can lead to organizational complexity and lead to a loss of strategic focus. The company is therefore aligning its portfolio towards focus, focusing its efforts on the products and services in the Coffee, Pet Care, Nutrition, and Food and Snacks portfolio, with the exception of some non-core activities (Skema Knowledge, 2026). The strategy can help to enhance the allocation of resources and to focus the attention of management. However, additional focus will decrease some diversification benefits.
[bookmark: _Toc237202273]6.3 International Expansion
International expansion continues to be significant due to volume growth opportunities in emerging markets. The study indicates that, with the exception of China, organic growth in emerging markets will amount to 6.8% for Q1 2026, thus promoting selective expansion (Singh et al. 2021; James Sharp & Co., 2026). Nonetheless, there are risks due to political uncertainty, exchange rate vulnerability and supply chain complexity. Nestlé should therefore grow in strategic manner, rather than in a random manner, with regard to geographical expansion in markets where an existing brand and distribution system gives strategic fit, and existing knowledge of the market.
[bookmark: _Toc237202274]6.4 Recommended Strategic Choices
Thus, differentiation with efficiency, niche diversification and selective internationalisation are preferred strategic options. They are not about a complete new strategic architecture, but rather reflect Nestlé's current brands, R&D, distribution and nutrition expertise.
[bookmark: _Toc237202275]6.5 Change Management and Strategic Implementation
The restructuring of the Nestlé Group for 2025–2026 is a major organisational shift (Nestlé MENA. 2026). The company has shifted from having geographical silos to having business units that are coordinated throughout the world, and has invested in upskilling its roughly 50,000 staff around the globe, in such areas as digitalisation and marketing excellence (James Sharp & Co., 2026; RetailDetail, 2026). The purpose is to improve decision making and optimisation of resources and organisational agility.
[bookmark: _Toc237202276]6.6 Critical Assessment of Change
There is some promising evidence, but not conclusive, of implementation effectiveness. Simplification is helping performance in challenging external conditions (Nestlé S.A., 2026a). However, even with better RIG alone, it is not conclusively shown that restructuring is the cause of the improvement as there could also be a contribution from pricing, market conditions and the performance of the categories. Hence, the change programme should be measured in terms of long term financial, operational, employee and customer outcomes and not only by growth.
[bookmark: _Toc237202277]7. Strategic Evaluation and Recommendations
[bookmark: _Toc237202278]7.1 SWOT Analysis
	SWOT factor
	Critical analysis
	Strategic implication

	Strengths
	Nestlé possesses significant brand equity, global scale and a strong Nutrition and Health Science capability. Its 31 brands generating more than CHF1 billion demonstrate the scale of its brand portfolio (Nestlé S.A., 2026b). The integration of Nutrition and Health Science can also create a scientific barrier that competitors may struggle to replicate (Business Chief, 2026).
	Nestlé should use these capabilities to strengthen differentiation, particularly through nutrition-led innovation and premium products.

	Weaknesses
	Organisational complexity remains a constraint despite restructuring. The study also identifies a portfolio inconsistency between Nestlé’s Nutrition, Health and Wellness positioning and its continued exposure to indulgent products (Business Review, 2026; Porter and Kramer, 2019).
	Continued portfolio rationalisation is necessary to improve strategic coherence and concentrate resources on businesses with stronger strategic fit.

	Opportunities
	Growth opportunities exist in food-as-medicine, healthier products, emerging markets and AI-enabled supply-chain management. AI-based forecasting could reduce inventory costs by up to 15%, while emerging markets excluding China recorded 6.8% organic growth in Q1 2026 (Nestlé S.A., 2026c; James Sharp & Co., 2026).
	Nestlé should prioritise product development and selective market development, using existing capabilities rather than pursuing unrelated diversification.

	Threats
	Geopolitical disruption threatens supply continuity, while environmental shortcomings may create legal and reputational exposure (Food Ingredients First, 2026; BusinessGreen, 2026).
	Greater supply-chain resilience, sustainability performance and traceability should become strategic priorities.



[bookmark: _Toc237202279]7.2 Ansoff’s Matrix
	Growth strategy
	Evaluation of Nestlé
	Recommendation

	Market Penetration
	Nestlé uses social-first marketing and AI-enabled B2B e-commerce to increase penetration in existing Coffee and Pet Care markets while emphasising Real Internal Growth rather than relying on price increases (James Sharp & Co., 2026).
	High priority. This is relatively low risk because Nestlé can exploit established brands, customers and distribution capabilities.

	Product Development
	Bio-active nutrition and plant-based protein products allow Nestlé to respond to health trends while using its existing distribution network (Nestlé S.A., 2026a).
	Highest priority. Product development aligns directly with Nestlé’s R&D and Nutrition/Health Science capabilities and can strengthen differentiation.

	Market Development
	Emerging markets provide significant growth potential, with 6.8% organic growth excluding China in Q1 2026 (James Sharp & Co., 2026).
	Selective priority. Expand where Nestlé’s brands and distribution provide clear strategic fit while controlling currency and political risks.

	Diversification
	Nestlé could combine Health Science with conventional nutrition to develop pharmaceutical-adjacent “medical-grade” food categories, but this represents a higher-risk strategy (Business Chief, 2026).
	Selective only. Partnerships with biotechnology firms are preferable to extensive unrelated diversification because they reduce capability and investment risk.



[bookmark: _Toc237202280]7.3 Strategic Recommendations
	Recommendation
	Justification and expected strategic benefit

	1. Accelerate nutrition-led product development
	Nestlé should expand healthier, functional and personalised nutrition products. This exploits its difficult-to-imitate Nutrition and Health Science capability and addresses the social trends identified through PESTEL.

	2. Continue focused portfolio rationalisation
	Divesting non-core activities should allow capital and managerial attention to concentrate on Coffee, Pet Care, Nutrition and Food & Snacks, reducing complexity and improving strategic coherence.

	3. Deploy AI and traceability across supply chains
	AI forecasting can improve inventory efficiency, while blockchain traceability can strengthen transparency in high-risk categories such as infant nutrition, coffee and cocoa.

	4. Pursue selective emerging-market expansion
	Strong growth in emerging markets supports expansion, but it should be concentrated in markets where Nestlé’s existing distribution, brands and capabilities provide competitive fit.



In general, the strategy that Nestlé should follow in this case is focused differentiation and selective growth instead of diversification. The brands, scale and Nutrition/Health Science are the best resources for SWOT, and product development and market penetration are the best strategic fit according to Ansoff. Recommendations consequently add to current capabilities and counterbalance portfolio inconsistencies, supply-chain risk and consumer wants and desires. This is a better way to maintain competitive edge because it is based on the valuable resources that are hard to imitate, as identified by the VRIO analysis (in addition to Nestlé being large).
[bookmark: _Toc237202281]8. Conclusion
In general, Nestlé has a good competitive edge due to its world-class dimension, its vast range of brands, its R&D capabilities and its approach of Nutrition, Health and Wellness. The strengths are however matched by strategic issues such as organisational complexity, portfolio inconsistencies, geopolitical supply-chain risks, rising consumer expectations and sustainability pressures as illustrated in the analysis. PESTEL and VRIO analysis suggest that success in sustainable advantage relies on the ability to successfully integrate challenging to imitate with organisational agility. Hence, Nutrition-led innovation, Focused portfolio management, Selective emerging-market growth, Supply-chain resilience and Digital technologies are the top priorities for Nestlé. Such decisions can help build differentiation, enhance strategic coherence and contribute to sustainable competitive advantage, and adapt to changing external conditions.


[bookmark: _Toc237202282]Section 2: Reflective Account Using Gibbs Reflective Cycle
In this reflective study, the process involved in investigating and analysing the strategic position of Nestlé S.A. is examined systematically. Reflection is an important part of professional development as it ensures that theoretical knowledge can be applied in practice. In order to reflect systematically, I have used Gibbs' Reflective Cycle (1988), which contains six steps: Description, Feelings, Evaluation, Analysis, Conclusion, and Action Plan.
[image: C:\Users\admin\Downloads\123.jpg]
[bookmark: _Toc237200614]Figure 2 Gibbs' Reflective Cycle
[bookmark: _Toc237202283]A. Description
I was asked to explore the context of the organisation, external and internal environments, CSR and sustainability, perspectives on performance, strategic choice and strategic evaluation in the context of Nestlé. Firstly, I conducted a study on the history, mission and business model of Nestle, its global position and then applied PESTEL to analyse external pressures and VRIO to analyse resources and capabilities of Nestle. I later linked strategic performance, strategic positioning and strategic growth options using the Balanced Scorecard, SWOT and Ansoff’s Matrix. The research also involved searching for up-to-date evidence of restructuring, Real Internal Growth (RIG), AI, portfolio changes and sustainability developments. I contrasted information from companies with academic theories and outside information.
The study has also influenced my research method as it uses current evidence instead of historical evidence. What I noticed is that information on the restructuring process, portfolio rationalisation and new technologies could impact the interpretation of the strategy significantly. The study indicated investments in the development of over 50,000 people in digitalisation and marketing excellence, whereas potential inventory-cost savings were linked to the implementation of AI-based forecasting (James Sharp & Co., 2026; Nestlé S.A., 2026c). These results opened my eyes to the need for evidence, not just the textbook concepts, when conducting a strategic analysis. I also learned that there is a difference in the quality of evidence: the statements of the companies about their strategy are good to find out what they have decided to do, but when testing to see if the strategy is backed by observable results, it is necessary to use independent sources.
[bookmark: _Toc237202284]B. Feelings
At first, I was a little unsure as Nestlé's portfolio comprises more than 2000 brands and they are present in a very wide international network, and it is not always easy to define a clear strategic focus. I started gaining my confidence when I started to see the strategic thread through its brands, R&D, Nutrition, Health and Wellness strategy and Global Distribution capabilities. The conflict between RIG and sustainability goals was certainly of particular interest to me as it highlighted the need to balance commercial performance with broader stakeholder expectations when engaging in strategic management. The conflicting evidence in Nestlé's own sustainability report and the external sources was also challenging.
[bookmark: _Toc237202285]C. Evaluation
Research was successful in achieving the objectives as I was able to consider multiple frameworks which provided different angles on the investigation of Nestlé. PESTEL revealed the external factors that impact strategic decisions and VRIO revealed the difference between ordinary organisational strengths and those that could lead to sustainable competitive advantage. The Balanced Score Card (BSC) prompted me to think about aspects that are not just financial but also other components. At the outset, though, I conducted some analyses as a series of checklists of different frameworks, which had the disadvantage of not allowing for a much deeper analysis. The other challenge was how to evaluate company statements in relation to external evidence, such as environmental statements.
[bookmark: _Toc237202286]D. Analysis
The most salient learning was that strategic frameworks are not independent tools of analysis, but rather interdependent. The Resource Based View really enabled me to see that Nestlé's edge is not with one product, but with R&D, brands, distribution and organisational capabilities. PESTEL demonstrated how external change can impact the value of those resources. For instance, the development of technology has increasingly made AI a necessity for keeping pace with others, or shifting regulations have an impact on the formulation of products, sourcing and packaging. Likewise, Ansoff's product-development decisions are based on whether Nestlé has the resources and capabilities as determined by VRIO. This gave me an understanding that effective strategic analysis is about organising the synthesis of the individual models rather than simply filling them out.
[bookmark: _Toc237202287]E. Conclusion
I gained a deeper appreciation of the interaction between external pressures and internal capabilities and organisation goals in the development of strategic management decisions. The assessment also helped me develop being critical and discerning of evidence instead of taking company statements at face value. Most importantly I learnt that Nestlé's scale can generate both organisational complexity and competitive strength. Therefore, the strategic analysis of future needs should not be based on only resources held by a company, but also on how well their resources react to environmental changes.
[bookmark: _Toc237202288]F. Action Plan
For future assignments, I will start by creating an important question and then applying frameworks that directly address the question, and not a model that is taught by rote. I will apply a broader spectrum of independent and stakeholder sources to enhance objectivity, especially for sustainability claims. I already linked frameworks before to make the PESTEL findings relevant to VRIO, strategic decisions and recommendations. Finally, I will devote more focus to the impact of technological change, AI and the human implications of organisational restructuring which may have a significant impact on the implementation of strategy.
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