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[bookmark: _Toc216345320]1. Introduction 
Unilever is a leading international customer goods organisation and its headquarters is situated in London. The firm has a diversified product base in the personal care, home care and food sectors and operates in more than 190 countries(Unilever, 2025a). Moreover, Unilever is operating a large workforce of 125000 workers worldwide that is recognised as global in human capital management(Unilever, 2025a).It operates in a variety of sectors such as personal care, home care, and food products, with an employee base of 125000 and is widely recognised for its commitment to sustainability, innovation and employee growth. The organisational culture and work environment are key in establishing behaviour, engagement and performance of employees, and assisting the strategies of the firm in the global competitive business environment(Aman, 2019). Understanding these dimensions at Unilever gives insights into the contribution of culture and workplace practises to organisational effectiveness and long-term strategic development.
The report critically evaluates the Unilever’s organisational culture and how it aligns with the company’s strategic goals, assesses the nature of the working environment, and evaluates the implications of the working environment to employee satisfaction, engagement, and career development. The report uses theoretical frameworks such as including Schein’s Three-Level Model, Herzberg’s Two-Factor Theory, and the Job Characteristics Model to critically discuss the practises of Unilever. The report ends with providing evidence-based suggestions for improving organisational culture and the working environment to support strategic goals and employee outcomes.
[image: Brands | Unilever]
Figure 1: Unilever Brand Logo(Source: Unilever, 2025b)
[bookmark: _Toc216345321]2. Unilever’s Organisational Culture
The current organisational culture of Unilever is a purpose-led, performance-driven and innovation-focused, which is deeply rooted in values such as respect, responsibility and integrity(Unilever, 2025c). The organisation also emphasises on attaining measurable outcomes and maintaining high quality through streamlined designs, flattened hierarchies and responsibility at all levels. In addition to that, Unilever promotes an internal culture called “brighten everyday life” which empowers its employees to match corporate and personal missions, fostering engagement and collaboration(Unilever, 2025d). To analyse this in detail, Schein’s Three-Level Model (2010) is applied, as this model differentiates between visible practises (artefacts), so-called stating values and deep underlying assumptions(Schein, 2010).
[bookmark: _Toc216345322]2.1 Schein’s Three-Level Model	
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Fig: Schein’s Three-Level Model(Schein, 2010)
[bookmark: _Toc216345323]2.1.1 Organisational Artefacts (Visible Elements)
The visible layer of Unilever’s culture includes:
· The Unilever Sustainable Living Plan, which is later changed to the Compass Strategy, indicates environmental and social priorities(Unilever, 2020).
· Unilever Future Leaders Programme (UFLP), facilitating leadership growth and internationalisation(Unilever, 2025e).
· Hybrid working models such as U-Work, flexible roles, and wellbeing programmes(Unilever, 2025e; Wittenberg-Cox, 2021).
· Digital innovation platforms and IDEATrophy which promote creativity and entrepreneurial behaviour(Unilever, 2024).
[image: Unilever Future Leaders Programme]
Fig: Unilever Future Leaders Programme(Source: Unilever, 2025e)
These artefacts convey a culture of innovation, independence, sustainability and employee development.
[bookmark: _Toc216345324]2.1.2 Espoused Values (Stated Principles)
Unilever claims to priotitise integrity, respect, collective responsibility, consumer focus and sustainability(Unilever, 2025c).
[bookmark: _Toc216345325]2.1.3 Underlying Assumptions (Deep Beliefs)
Historically, Unilever has been operating on the principle that commercial success is achieved through long-term sustainability. Nevertheless, the trend in the recent decisions, including reducing sustainability targets and removing ESG metrics from the executive compensatio), points to the possibility of the Unilever underlying assumptions moving towards the direction of a market-controlling, performance-focused orientation(Davies, 2024). This shift is an indication of cultural drift, in which underlying assumptions tend to evolve away from previously entrenched values(Mesoudi, 2016).
[bookmark: _Toc216345326]2.2 Application of the Competing Values Framework
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Fig: Competing Values Framework(Cameron, 2011)
Unilever exhibits aspects of:
· Clan culture via collaboration, wellbeing program and employee development.
· Adhocracy culture through innovation programmes, experimentation and autonomy.
· Market culture by putting more focus on accountability, performance measurements and competitive brand strategies.

This overlap of these cultural types creates hybrid strengths but also tensions, in particular, where purpose-based identity collides with rising performance pressures.
2.3 Application of Hofstede’s Six Cultural Dimensions
The six cultural dimensions by Hofstede also offer another perspective for understanding the organisational culture of Unilever, especially with its extensive international operations(Hoftede, Hofstede, & Minkov, 2010).
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Fig: Hofstede’s six cultural dimensions(Hoftede et al., 2010)
· Power Distance: Unilever exhibits a fairly low power distance, which is visible in flatter organisations, open communication channels and focus on employee empowerment and participative leadership.
· Individualism vs. Collectivism: The organisation has a high level of individualism orientation, promoting personal initiatives, responsibility and self-directed career growth, especially through leadership and rotational programmes.
· Uncertainty Avoidance: Unilever has moderate uncertainty avoidance combining structured performance management systems with openness to innovation, experimentation, and calculated risk-taking.
· Long-Term Orientation: Unilever has a high level of long-term orientation as demonstrated by its emphasis on sustainable growth, brand longevity and investment in human capital and environmental responsibility.
· Masculinity vs. Femininity: The organisation is closer to a feminine culture with cooperative approach, inclusiion, employee wellbeing and work-life balance oriented as opposed to aggressive competition.
· Indulgence: Unilever is showing restrained indulgence as it encourages flexible working and wellbeing programs but does not lessen its performance discipline.

Thus, the cultural identity of Unilever is strong, yet, the presence of cultural fragmentation implies the need for cultural realignment to prevent employee scepticism and reputational damage.
[bookmark: _Toc216345327]3. Current organisational culture supporting strategic development
The organisational culture of Unilever significantly supports its strategic development promoting alignment over agility, innovation, purpose and stakeholder preferences. The purpose-led culture of the company fastened in its “Sustainable Living Plan” and realigned with its Growth Action Plan that adapts sustainability with organisational targets(Unilever, 2025f). This activates strategic emphasis on four main principles such as nature, climate, plastics and livelihoods, strengthening innovation and brand superiority. Strategic actions such as forging emission-reduction partnerships highlight how the organisational collaborative culture reflects ESG ambitions and supply chain. 
The shift to a performance-centred and agile model fosters strategic objectives. Unilever enhanced speed, responsibility and market responsiveness by giving business groups with business-based OKRs, organisational reviews in quarters and dedicated agile teams(Danoesastro and Zeegers, 2023). These are the key things to its "market-making success" agenda. This cultural and structural change improves the ability to measure innovations and compete in dynamic markets. 
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Figure 3: Unilever’s ESG Ambitions(Source: Parekh, 2019)
In addition, the culture of innovation and creativity highlights its strategic brand establishment in the market. The organisational initiatives guided by the Creative Council of Unilever nurture rapid experimentation and bold marketing that aligns with strategic focuses for customer-centric differentiation and “unmissable brand superiority”(Unilever, 2025f). 
However, the organisational strategic modifications results in cultural coherence. For example, under the leadership of its CEO, Hein Schumacher, the company redeveloped its sustainability targets that scales back some ambitions and disconnecting them from executive bonuses to adjust investor profitability and expectations(Davies, 2024). According to cultural congruence theory (O’Reilly & Chatman, 1996), the lack of congruence between proclaimed values and the implemented values lowers the trust of the employees, weakening strategic implementation capacity(O'Reilly III, Chatman, & Caldwell, 1991). 
Thus, Unilever’s culture highly supports strategic objectives, especially innovation and brand leadership, but misalignment between purpose and performance will influence strategic legitimacy. Strengthening authenticity is therefore important for the company.
[bookmark: _Toc216345328]4. Current Working Environment and Strategic Goal Achievement
Unilever’s working environment consists of flexible working, performance systems, wellbeing initiatives and leadership practises. This section applies theories to evaluate strategic impact.
[bookmark: _Toc216345329]4.1 Flexible and hybrid working model
Unilever has adopted flexible and hybrid working practises across geographies. Through its U-Work initiative, employees can choose assignment-based work while retaining benefits(Unilever, 2025g). Global hybrid principle expects employees to be in the office for around 40% of the working time that focuses on outcomes rather than the precise location where all work is performed. In this context, in New Zealand, the trial of a 4-day work in a week enhanced work-life balance and well-being for over two-thirds of respondents(Sophia, 2025). 
Using the Job Characteristics Model, hybrid working improves(Ali et al., 2014):
· Autonomy (control of time and place)
· Task importance (sustainability goal contributions)
· Skill variety through cross-functional collaboration
The factors enhance interaction and productivity, which enhances strategic agility.
[bookmark: _Toc216345330]4.2 Agile structure and high-performance work system
Unilever shifted to a streamlined company minimising business units, cutting senior-level jobs by 15%, and into five core groups to improve responsiveness and responsibility(Sophia, 2025). This flat structure motivates speed, clarity and performance adaption with strategic preferences. In addition, the organisation promotes a performance-led culture by setting transparent objectives and connecting rewards and feedback directly to results. As an example, Unilever gives three business-related and one personal development objective for each employee. The company also utilises digital tools such as the IdeaTrophy platform and AI‑powered FLEX Experiences that encourage in innovation and cross-functional collaboration which also enables measurement of efficient initiatives and piloting programs including rapid experimentation(Sophia, 2025).
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Figure 4: Unilever’s IdeaTrophy celebration(Source: X, 2025)
[bookmark: _Toc216345331]4.3 Inclusiveness and well-being culture
Unilever’s wellbeing model addresses mental, physical and emotional health with over 57000 employees participating in purpose-driven workshops(Unilever, 2025h). Safety initiatives such as the “BeSafe” program in manufacturing units strengthen a health-first approach(Unilever, 2016). In the global context, supporting structures for reskilling, hybrid work balance and mental health well-being adjust HR goals of retention and sustainability. 
Psychological Safety Theory highlights that well-being and trust form environments that are conducive towards innovation, which is the focus of the Unilever strategy(Edmondson & Lei, 2014).
[bookmark: _Toc216345332]4.4 Potential risks and hindrances
Despite these positives, there are some challenges that threaten strategic alignment. 
· Significant job cuts in Europe [3200 roles at the end of 2025] and redesigning of sustainability advisory have reduced psychological safety and trust(Naidu and Anilkumar, 2024). 
· Employee reviews highlight inconsistent recruitment, managerial quality and excessive workloads(Glassdoor, 2024). 
· Hybrid working is not being applied equally, which establishes a disparity across roles.
The working environment supports strategic aims through enhanced flexibility, wellbeing and innovation. Nevertheless, excessive workload, restructuring and uneven managerial habits demoralise trust, reducing strategic alignment and damaging long-term competence.

[bookmark: _Toc216345333]5. Job satisfaction, job engagement, and career development
Culture and working environment are important factors that influence the experience of the employees in an organisation(Shenoy & Uchil, 2018). At Unilever, a purpose-led identity, learning-focused culture and flexible working arrangements offer employees a strong foundation for satisfaction, engagement and growth. But restructuring, performance demands and inconsistent management habits present problems. This section analyses these dynamics using major organisational behaviour theories.
[bookmark: _Toc216345334]5.1 Job Satisfaction
Job Satisfaction is brought about by intrinsic and extrinsic aspects. According to Herzberg’s Two-Factor Theory (1968), intrinsic factors (meaningful work, achievement and development) bring about satisfaction, whereas hygienic factors (pay, working conditions and job security) prevent dissatisfaction(Herzberg, 1966).
[image: ]
Fig: Herzberg’s Two-Factor Theory(Herzberg, 1966)
Unilever has a powerful presence of motivators. Employees, in turn are proud of having a role to play towards sustainability objectives, social impact projects, and established brands(Indeed, 2025). Intrinsic motivation is also boosted by the company’s focus on learning and has a wide range of opportunities in its global development (e.g., UFLP, rotations across functions). There is also autonomy and ownership in hybrid working and flexible arrangements that enhance personal fulfilment.
There are a number of hygiene factors, which decrease satisfaction. Workloads, fast-paced expectations and stress, especially in selling and marketing jobs, are often mentioned in employee reviews(Glassdoor, 2025). More recent layoffs of workers in Europe have increased the feeling of uncertainty and job insecurity(Naidu & Anilkumar, 2024). In certain markets, their compensation is regarded as lower than what is in the industry. As Herzberg framework suggests, such hygiene issues can overshadow strong motivators, explaining mixed satisfaction levels among employees
[bookmark: _Toc216345335]5.2 Job engagement
Engagement describes the emotional, cognitive and physical commitment of employees to the work that they do. Two models are particularly applicable, the Job Characteristics Model (JCM) and the Social Exchange Theory.

Under the JCM, engagement is enhanced when work has an element of autonomy, skill variety, task identity, task significance and clear feedback(Ali et al., 2014). Unilever scores well in these dimensions:
· High task significance from sustainability, purpose-driven work and global impact. 
· Skill variety through cross-functional teams, international exposure and digital innovation challenges.
· Autonomy is ensured with hybrid working policies.
· Regular feedback is enabled through OKRs and performance cycles.

Nevertheless, motivational potential is undermined with role ambiguity caused by restructuring and work-related pressure in performance-based teams. When employees lack time or clarity to fully exercise autonomy, their engagement diminishes despite structured support.
Engagement can also be explained by using Social Exchange Theory: employees return the organisational support with loyalty and diligence(Cook, Cheshire, Rice, & Nakagawa, 2013). The well-being programmes, inclusive culture and developmental investments of Unilever create great perceptions of support. However, reorganisation and shifting sustainability commitments can minimise trust, undermining reciprocity and leading to disengagement with some employees
[bookmark: _Toc216345336]5.3 Career development
Unilever is known to have a well-developed development system, making career growth one of the strengths of the employee value proposition. Programmes like the UFLP, leadership academies and internal mobility culture are offering employees enormous chances to acquire skills and develop their careers(Unilever, 2025e). This greatly aligns with the Human Capital Theory, which argues that organisations benefit when they invest in the development of employee competencies(Wuttaphan, 2017). However, several constraints limit the consistency of career growth experiences. Employee feedback points at vague promotion standards, varying management styles and politics within certain divisions. Moreover, not all local markets will allow upward mobility due to budget constraints, influencing long-term career satisfaction(Vizard, 2017).
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Figure 5: Employee Job satisfaction elements(Source: Rawat, 2019)
[bookmark: _Toc216297764][bookmark: _Toc216345337]Overall, Unilever is an organisation that has a supportive environment with a strong motivation level, meaningful work and learning opportunities. These measures boost job satisfaction, engagement and career growth. These benefits will, however, be affected by the workload intensity, job insecurity due to restructuring and uneven managerial capability.
[bookmark: _Toc216345338]5.4 Personal Reflection
If I were an employee at Unilever, the organisation’s purpose-based identity, flexibility of working, international exposure and lifelong learning would improve my job satisfaction and engagement. Nonetheless, job security, performance demands, and unreliable manager support can prevent my satisfaction and career motivation. The conflict aspect of purpose and performance would play a major role in my long-term commitment and engagement.
[bookmark: _Toc216345339]6. Recommendations
Based on the analysis of Unilever’s organisational culture and working environment, there are a number of areas that require strategic focus for better cultural alignment, employee experience and improved organisational performance in the long term. The recommendations below attempt to fill the gaps detected in the culture, engagement, job satisfaction and career development.
· [bookmark: _Toc216297767][bookmark: _Toc216345340]Rebuild Cultural Consistency and Trust: Unilever needs to strengthen its purpose-led identity by reviving open sustainability commitments and clearly reporting strategic priorities. The cultural alignment of organisational trust and authentic culture is improved by the consistency between the espoused values and actions.
· [bookmark: _Toc216297768][bookmark: _Toc216345341]Strengthen Managerial Capability for Psychological Safety: Managers should receive training in inclusive communication, coaching and feedback to enhance psychological safety(Mission Diverse, 2023).. This plays a crucial role in a hybrid and fast-paced setting, and it is directly related to employee engagement, innovation and wellbeing.
· [bookmark: _Toc216297769][bookmark: _Toc216345342]Redesign High-Pressure Roles Using Job Characteristics Model: The redesign of roles must also be considered and modified to enhance autonomy, clarity in tasks and manageable workloads, especially in task-intensive groups. Improving core job characteristics will enhance motivation, reduce burnout and support long-term performance.
· [bookmark: _Toc216297770][bookmark: _Toc216345343]Improve Fairness in Promotion and Career Advancement: To enhance procedural fairness, Unilever should use systematic promotion policies, transparent grading programs and interviewer training(Ezeafulukwe et al. 2024). Fairness should be augmented to boost motivation, retention and career satisfaction.
· [bookmark: _Toc216297771][bookmark: _Toc216345344]Expand Flexible Work Models with Data-Driven Evaluation: Unilever should expand effective hybrid and reduced-hours programs using performance and well-being data to evaluate their success(Sophia, 2025).
[bookmark: _Toc216345345]7. Conclusion
From the above analysis, it can be concluded that the organisational culture of Unilever is deeply rooted in agility, purpose and innovation which plays an essential role in highlighting its global competitiveness and strategic development. Furthermore, its inclusive policies, flexible working environment and performance-driven focuses largely foster employee satisfaction, career development and engagement. Despite this, there are some challenges such as managerial inconsistency, high work pressure and changing ESG ambitions that pose concerns to employee well-being and objectives alignment. Unilever can further reinforce its internal culture and working environment by incorporating its flexible work practises, refining leadership practises and strengthening ethical recruitment processes and reskilling practises. Overall, the organisation can enhance both employee experience and operational excellence by ensuring strategic resilience and cultural cohesion. 
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