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Executive Summary
Amcor operates in a packaging industry undergoing rapid transformation driven by sustainability regulation, technological disruption, geopolitical volatility and changing customer expectations.  These pressures present both risks to current business models and opportunities for strategic differentiation.  This report evaluates Amcor’s external environment, internal capabilities and strategic options, recommending a direction that strengthens competitiveness, resilience and long-term growth.
External analysis (PESTEL, Five Forces) shows that environmental and political regulations particularly recyclability requirements and chemical restrictions represent the most significant threats and catalysts for change.  Technological advances in digitalisation, materials science and automation are reshaping customer expectations toward sustainable, customised and digitally supported packaging solutions.  Competitive rivalry and buyer power remain high, increasing the need for differentiation.
Internal analysis (VRIO, Value Chain) confirms that Amcor’s global scale, R&D strength and supply chain capabilities provide meaningful competitive advantage.  However, limitations in digital maturity, customer experience, organisational agility and reliance on virgin polymers constrain performance and weaken strategic positioning.
Three strategic options were evaluated: sustainable innovation leadership, customer collaboration and personalisation, and integrated circular economy expansion.  Using suitability, acceptability and feasibility criteria, the first two options emerge as the strongest and mutually reinforcing.
This report recommends a combined strategic direction focussed on: Accelerating sustainable innovation, including recyclable mono-materials, bio-based polymers and circular design capabilities.
Strengthening customer collaboration and personalisation, through digital co-creation platforms, smart packaging and enhanced service experience.
Together, these initiatives position Amcor as a differentiated, sustainability-led and customer-centric partner, reducing buyer power, enabling premium offerings and supporting long-term competitive advantage
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1. Introduction
Amcor is one of the world’s largest and leading producers of packaging solutions, split into two main divisions of Flexibles and Rigids.  The company design and manufacture sustainable packaging for the global business and consumer market ranging from food, pharmaceutical, medical, construction and personal care.  Amcor employ 75,000 workers across 400 manufacturing sites in over 40 countries (Amcor, 2025).  Due to regulatory pressures, environmental concerns and rapid technological innovation the packaging industry is undergoing large scale change.  For Amcor this presents both a threat and an opportunity in relation to market share, growth with customers and segmentation.  The key challenges facing Amcor and the packaging industry are circular economy expectations (Zhu et al, 2022), digitalisation (Tomaschko et al, 2024) and increasing personalisation requirements for customer packaging (D’Amico et al, 2023).
This report is designed to provide senior leadership with a comprehensive strategic analysis to support decision making during a period of sudden onset environmental and organisational issues.  Following the pandemic of Covid-19 economic growth, geopolitical volatility and in turn raw material supply fluctuations, organisations must have the ability to show strategic agility and course correct capability requirements to maintain future competitiveness (Teece et al, 2016).  The report conducts an internal and external analyses of Amcor using strategic frameworks, evaluating strategic options for innovation and customer care, and recommends a forward-looking strategy enhancing resilience, agility and competitive advantage.

2. Strategic Approach
This report applies a strategic approach encompassing classic and contemporary frameworks.  To support the reasoning of the mixture it is aligned with the recommendations by Johnson et al (2023), who argue that robust strategic analyses require combinations of environmental scanning, organisational capability assessments and an understanding of the businesses competitive positioning.
The following models are used to effectively apply the required strategic analyses:
· PESTEL assessing the macro-environmental conditions (Johnson et al, 2023)
· Porters five forces to assess industry level competitiveness (Porter, 1980)
· VRIO (Barney, 1991) and Value Chain (Porter, 1985) for internal capability analyses
· SWOT to integrate the internal and external findings (Grant, 2021)
· Ansoff’s matrix (Ansoff, 1957) to evaluate the strategic growth avenues
· Porters generic strategies (Porter, 1985) and Bowmans strategy clock (Bowman et al, 1997) to analyse competitive positioning
· Dynamic capabilities (Teece, 2007) to evaluate the agility in the organisation
· Customer centricity frameworks utilising modern empirical research (McKinsey, 2024, BCG, 2022, Payne et al, 2013)


3. PESTEL Analyses
The PESTEL framework analyses the environment influencing Amcor.  Research emphasises that macro-environmental shifts are increasingly determining the success of organisations, especially in industries such as Amcor where globalisation and sustainability factors are key drivers (Grant, 2021, Circle Economy Foundation, 2024).
Political Factors
The packaging industry is highly exposed to regulatory and political developments.  Governments across the globe are implementing new rules and strategies on single use plastics, recyclability targets, carbon emissions and waste management (OECD, 2022).  Within the EU new legislation is due to begin in 2030 for the Packaging and Packaging Waste Regulation (PPWR), which has a significant impact on Amcor and the materials that can be used for manufacture.  Key aspects to consider for Amcor in the plastics manufacturing space are the removal of PFAS additives and PVDC from the products.  These are both being outlawed under the regulations to increase recyclability and removal of “forever chemicals” in the products (ECHA, 2025, European Commission, 2025).
Amcor operates on a global scale and is therefore affected by geopolitical instability.  These can be in the form of trade disputes, tariffs and supply chain disruptions.  Research on geopolitical risk shows that fragmentation of supply chains and shifting alliances influence the cost of raw materials such as polymers, which are key to Amcor’s manufacturing supply (S&P Global, 2025).
The strategic implication for Amcor is it must maintain compliance capabilities, ensuring investment is targeted for acceleration of sustainable products to meet diverse political requirements.
Economic factors
The global economy is fragile and, in many cases, still in post-pandemic recovery.  This can be characterised by inflationary pressures, volatility in the energy markets and fluctuating consumer demand.  The packaging industry is directly linked to consumer behaviour but does offer resilience in less volatile markets such as healthcare and food.  The packaging industry is a capital-intensive area which is heavily affected by rising interest rates and especially volatility in raw material pricing (Pwc, 2024).
Economic research shows there is increased demand for convenience, online shopping and pharmaceutical packaging due to lifestyle changes and demographic trends (Cordeiro et al, 2025).  In emerging markets there are growth opportunities for food and healthcare packaging.
The strategic implications for Amcor are that growth is possible in the market via targeting emerging areas, however volatility remains a cost challenge globally.
Social Factors
The awareness from consumers with regards to environment issues and especially plastic pollution has grown exponentially.  Consumers are showing a trend to prefer sustainable, recyclable or reusable packaging, and are willing to pay a moderate premium for the environmentally friendly products (De Canio, 2023).  Additionally, a preference for personalised or unique product offerings are rising, this is driven by the digital lifestyles and “experience economy” (Pine et al, 2013).  
Demographic changes such as ageing populations are increasing demand for pharmaceutical packaging; this requires high product safety and traceability standards with the products.
The strategic implication for Amcor is targeting a personalised sustainable product offering, this can give competitive differentiation and strengthen customer loyalty.
Technological Factors
Innovation in packaging technology is critical to remain competitive and ahead of regulatory requirements.  The technological drivers are based around materials science, digital design, automation and circularity of products. 
Modern advances in packaging technology include:
· Recycle ready structures and bio-based polymers (Ellen McArthur Foundation, 2021)
· Digital twins and virtual packaging prototypes (Strauss et al, 2025)
· Automation and robotics in manufacturing to reduce costs and increase efficiency
Technology is also utilised for the personalisation of packaging utilising digital printing, customisable platforms for customers ensuring close collaboration between Amcor and the customer base.
The strategic implication for Amcor is a requirement to maintain technological leadership in the market.  Amcor must ensure that digitalisation and advanced materials research is set into the core strategy.
Environmental Factors
Sustainability is the most significant challenge affecting Amcor.  Climate change, resource supply issues and exponentially increasing consumer demand for circularity, are creating requirements for packaging firms to reduce emissions, manufacture recycle ready products and improve waste streams. Environmental research consistently shows a trend that the packaging industry is under increased scrutiny due to its impact on global waste challenges (UNEP, 2021).
Many global packaging companies including Amcor have set ambitious targets which are time bound to increase their sustainability, increasing the share of recyclable materials and reduce carbon impacts.
The strategic implication for Amcor is sustainability must be at the forefront of the overall business strategy.  Without competing in this area, the business will see significant market share decrease as other move to sustainable products.
Legal Factors
The legal factors affecting Amcor are predominantly focussed on regulatory pressures from global governments.  Packaging waste regulations, emissions limits, product safety requirements, food safety laws and recycling mandates all are legal aspects Amcor must comply with to satisfy global requirements.  Legal risks related to environmental compliance have increased substantially and must be considered as part of strategic direction and investment decisions (Ahfeeth et al, 2025).
The strategic implication for Amcor is legal compliance must be integrated into innovation strategy, to drive ahead of the curve and not viewed as a resultant task slowing down compliance.

4. Porters Five Forces
Threat of new entrants – Moderate
The packaging industry contains significant barriers to entry due to the requirement of large capital expenditure, economy of scale, strict regulatory compliance and the need for advanced capabilities in R&D.  Any new entrants must place significant investment in manufacturing equipment, materials technology, certifications in sustainability and supply chain integration (Karakaya, 2002).  However, modern advances in technology such as digital printing, lightweight or low-cost materials and bio-based solutions have lowered the historical barriers, enabling smaller entrants focussed on niche sustainable products.
Start-ups who are specialising in compostable materials or circular solutions have gained investment interest, increasing the speciality competitors rather than scale competitors (Global Venturing, 2024).
The strategic implication is Amcor must leverage its scale and R&D investments to maintain larger scale barriers and avoid commoditisation of the product groups.

Bargaining power of suppliers – Moderate to High
Amcor is reliant on raw material suppliers for polymers, resins, aluminium, fibre, inks and adhesives.  These markets are dominated by a small number of chemical providers such as Dow, Exxon, Total.  This allows the suppliers moderate power, but the market is also driven by oil prices as the base material to produce the raw materials creating a commodity market.
Events such as geopolitical conflicts and energy price swings exacerbate supplier bargaining power.  Amcor are protected to a level from this due to scale and a diversified supply base.
Strategic implication for Amcor is to strengthen its vertical integration where possible and investment to recycled post-consumer resins.  This will reduce risk, increase resilience but also reduce cost long term.
Bargaining power of buyers – High
Amcor’s customer base is spread from SME’s to multinational corporations such as Mars, Danone and PepsiCo.  The bargaining power of the SME’s is small whilst the multinationals have significant power where they can switch suppliers with ease should Amcor fail to supply or comply with new regulation.  The packaging market is increasingly cost driven whilst still expectant of constant innovation and strong supply.
Modern research indicates that business to business (B2B) buyers are increasingly prioritising value co-creation and the customer experience, whilst still focused on price.  This increases pressure on Amcor to offer tailored solutions whilst maintaining scale and supply excellence (Pathak et al, 2022).
Strategic implications for Amcor are that differentiation though sustainability, customisation and strategic partnerships are crucial to reduce the buying power.

Threat of substitutes – High
Substitution threats exist to Amcor from alternative packaging formats such as glass, metal or paper solutions, refillable and reusable solutions and zero waste retail models. 
Consumer and regulatory pressure for sustainable alternatives accelerates substitution (Ellen McArthur Foundation, 2019).  Paper based substitutes have gained traction for many markets and several brands are substituting plastic with fibre-based packaging.  Amcor do however also operate in this market with several fibre-based product offerings.
Strategic implications for Amcor are that innovation in low-carbon, recyclable and circular solutions are key to remain competitive and reduce risk of substitutions in the market.

Competitive rivalry – High
Globally the packaging market is extremely competitive with major rivals to Amcor such as Sealed air, Mondi and Tetrapak, but also many smaller regional players supplying local markets.
The rivalry in the packaging market is heightened by the low costs to switch supplier, sustainability driven decision making for buyers, pressure on margins/cost and consolidation of suppliers by the customer.
Strategically Amcor must try and avoid differentiation on price alone and instead through R&D, customisation, service excellence and collaborative relationships.


5. Internal Analyses
VRIO – Valuable, Rare, Inimitable, Organised
These analyses will evaluate whether Amcor’s resources fit with the four aspects of the VRIO model (Barney, 1991).
Technological and R&D Capabilities – Strong Competitive Advantage
Amcor invests significantly in its R&D capabilities with over $180million per year, over 1,500 R&D professionals and 10 innovation centres worldwide (Amcor, 2025).  Collaboration with global innovators such as the Alliance to end plastic waste and the Ellen McArthur foundation aid with expertise in recyclability, bio-polymers, lightweight materials and high barrier packaging offers a valuable and rare capability.  These are difficult for competitors to compete against as they are technologically complex and come with significant scale.
Organisational structure is also supported via the global innovation hubs making the capability of “Organised” effective.
This creates a positive outcome vs the VRIO analyses and shows sustained competitive advantage.
Global supply chain and Scale – Competitive advantage
Amcor’s global footprint provides significant economies of scale and customer proximities.  Scale is not only seen by Amcor but also within some competitors.  However, the combination of multiple factors such as global reach, standardised manufacturing processes and diversification of the supply chain cannot be quickly replicated.  This creates a sustainable competitive advantage for Amcor.
Customer relationships and collaborate value creation – Partially developed
Amcor works with several major consumer goods businesses but has historically focussed on product performance and innovative capabilities instead of personalised service.  Research shows that customers are increasingly focussed on customer experience and data-driven personalisation (Pathan, 2025).  Amcor’s rivals have embodied this trend by investing heavily in co-creation labs and digital customer tools (Mondi, 2025).
This makes the capability valuable for Amcor, but not sufficiently differentiated or rare.
Sustainability Credentials – Competitive but not unique
Amcor’s 2025 sustainability commitments and circularity agenda provide value to the business but are not differentiated to the competitors as many have similar targets.  Recyclability commitments are driven by regulatory change also, so not only individual targeting from packaging companies, but these have also become standard within the industry.  
This gives Amcor competitive parity in the market but no significant advantage.
Organisational Culture – Mixed impact
Academic research shows that organisational culture impacts and influences strategic agility (Teece et al, 2016).  Amcor’s culture has been overall operational, and efficiency driven which can at times limit speed of innovation. The business is undergoing a cultural transformation currently moving towards agility, customer centricity and cross functional collaboration.  However, this is still in construction and whilst showing strong early signs not yet fully implemented.
This shows that there is a potential future advantage but still currently developing.
Value Chain Analyses
Porters value chain analyses (1985) will be used to analyse where value at Amcor can be created or eroded.
Primary Activities
Inbound Logistics – Amcor has a diversified global sourcing model which mitigates risk to supply.  The model is however as per the rest of the industry vulnerable to volatility in the resin price market and geopolitical disruptions.
Operations – At Amcor manufacturing excellence is strong following internally created models of Operations+ and Performance Boost to drive machine efficiencies and the operating system of manufacturing.  There are several lean process tools and global quality systems in place to drive standardisation across the global business.  However, this model is at different stages of maturity in the various sites so full benefits are not yet realised.
Outbound Logistics – The globalised manufacturing base supports efficient distribution models where theoretically the distance from an Amcor site to various customers is reduced by scale of factories.  Amcor uses subcontractors for logistics primarily which leaves potential price impacts and disruption of the contracting business.
Marketing and sales – Sales have traditionally focussed on product performance rather than increasing the customer experience.  To drive this forward and ensure sales are not based only on cost attributes, a customer centric and solutions centric approach is required to build advantage in the market (Liu et al, 2023)
Service – Amcor required improvement in service offerings to customers.  In some business units the offering is strong with digital services and collaboration via the innovation centres.  However, in other business units this is distinctly lacking, and the model is focussed too much on price rather than customers as partners. 
Support Activities
Technological development – Amcor has a strong R&D presence with $180million invested annually into innovation and sustainability for products.  This contributes significant value for the business.
Procurement – Amcor has high expertise in leveraging its scale for procurement but must ensure in alignment with the R&D strategy that recyclable procurement is forefront to the strategy.
Human Resources – The talent pool is strong for operational and technical staff at Amcor.  To move forwards and maintain competitiveness talent in digitalisation, data analytics and AI must be brought into the business.
Infrastructure – Amcor’s governance and financial systems support the global operations; however, this can also slow down decision making as the organisation is complex as the amount of levels from C-Suite to the plants is significant with up to 6 levels from CEO to a plant manager.

6. SWOT Analyses
Strengths
· Global scale and a large, diversified manufacturing footprint
· Strong capabilities in R&D and sustainable materials
· Long term relationships with multinational customers
· Financial resilience enabling reinvestment for innovation
· Wide portfolio of products covering numerous sectors such as food, healthcare, beverages and personal care
Weaknesses
· Customer experience and personalisation not in line with other industry competitors
· Culture has been traditionally operationally focussed instead of customer
· Heavily dependent on virgin polymer raw materials
· Adoption of digital manufacturing not at pace of industry
· Complexity in organisational structure inhibiting agility
Opportunities
· Growth in demand for sustainable, recycle ready and low-carbon packaging solutions
· Digital personalisation for customer and smart packaging innovations
· Expansion into emerging markets where consumption is rising
· Increasing circular economy partnerships and further recycled feedstock integration
· Demographic trends giving increased demand in healthcare and pharmaceutical packaging
Threats
· Regulatory changes are increasing pressure on the plastics industry and especially waste generation
· Highly competitive industry with large price pressures
· Substitutionary materials removing the requirement for traditional packaging solutions
· Volatile raw material pricing driven by the oil commodity markets
· Customer switching to follow sustainability if Amcor is not at pace

7. Strategic Option Analyses
Based on the external and internal analyses, Amcor must pursue a strategy that delivers Agility, Sustainability and Customer value creation whilst in a volatile global environment.  Strategic management theory emphasises companies facing uncertain market conditions must adopt a multifaceted approach, balancing existing strengths with the opportunities brought by innovation (Tushman et al, 2013).  This section evaluates with potential strategic pathways utilising established frameworks and research.
Ansoff’s Matrix – Growth Options
Ansoff (1957) identifies four primary strategies for growth, Market penetration, Product development, Market development and Diversification.  This model is widely used in strategic planning for evaluating risk to growth (Johnson et al, 2023).

Market Penetration – Lower Risk
Amcor can strengthen its existing market leading position by offering innovative improvements to their current product offering, increasing market share in fast moving consumer goods (FMCG) sectors and enhancing operational excellence in the manufacturing plants.  Market penetration in the packaging industry is however limited by commodity style competition, shifts in customer preference for sustainable products and increasing rivalry on price from competitors (Colwill et al, 2022).

Product Development – High Potential
Product development aligns with Amcor’s vast R&D capabilities.  Opportunities for Amcor are as follows:
· Recycle ready packing in the flexibles segment
· Mono-material packaging solutions
· Bio based polymers
· Lightweight / downgauged packaging materials
· Smart packaging for traceability and consumer engagement
Recent research confirms that packaging innovation gives superior differentiation and enhances likelihood for customers to switch suppliers, especially when the customer is involved in the development (Zaefarian et al, 2025)

Market Development – Moderate Potential
Amcor has potential to grow into new emerging markets within Southeast Asia and Africa, or different industries such as electronic packaging.  Emerging markets present an opportunity for high growth, however risks including regulatory uncertainty in new markets and existing local suppliers offer risks (Simmons et al, 2020).

Diversification – Higher Risk
Diversification poses a risk for Amcor as moving away from its core competencies in materials science, packaging engineering and B2B relationships.  Prahalad (1990) argues this could destabilise the business by diverting focus and capital to a new area losing focus on the core business.  Amcor should only consider diversification where it supports the core sustainability and personalisation capabilities.

Porter’s Generic Strategies: Competitive Positioning
Porter (1985) identified three core strategies: Cost leadership, differentiation and focus.  Modern research confirms relevance to current challenges but require adaptation to include aspects such as digitalisation and sustainability trends (Grant, 2021).
Cost Leadership – Limited long-term benefit
The scale of which Amcor operates offers multiple cost advantages that appear alongside scale.  However, several mitigating factors must be considered such as raw material price volatility, competitors in low-cost regions eroding margin and customers valuing sustainability and innovation alongside price constraints.  This indicates it should be a supporting aspect of the strategy and not the core position.

Differentiation – Strong strategic fit
Differentiation in strategy could be seen at Amcor though aspects such as:
· Sustainable materials leadership
· Customisation of packaging designs
· Superior R&D capabilities in comparison to Amcor’s competition
· Digital modelling tools
· Value creation via customer collaboration
These align with the market trends Amcor faces and aligns with existing capabilities.  Research indicates that differentiation via sustainability creates lasting economic advantages (Porter et al, 2011).  This is a high strategic fit for Amcor and should be the core aspect of the future strategy.


Focus Strategies – Niche opportunities
Focus strategies are relevant to Amcor for:
· High value pharmaceutical packaging
· Premium segment personalised packaging
· Sustainable niche segments such as luxury eco-packaging
This can be a complementary strategy but not overarching the main strategic direction of the business.

Bowmans Strategy Clock: Value Positioning 
Bowman and Faulkner (1997) provided a more nuanced model vs Porter, which emphasised customer perceived value.  For Amcor two positions are most strategically relevant in these analyses:
Differentiation (Position 4)
Differentiation emphasises high perceived value whilst maintaining moderate pricing strategy, For Amcor it means working on low-carbon recyclable packaging, collaborative innovation alongside customers, smart packaging features and personalised design platforms.  Research shows that B2B customers value suppliers which collaborate for solutions and reduce the total cost of ownership vs purely unit cost (Baxter et al, 2004).
Focussed Differentiation (Position 5)
This value position is especially relevant for Amcor’s premium segments such as Pharmaceuticals, Premium FMCG brands and emerging personalised product lines.  These segments place value on traceability, quality and uniqueness of customer experience.
Bowmans model reinforces the need for a differentiation-based strategy with emphasis on sustainability, innovation and customer collaboration.

Dynamic Capabilities: Agility and Adaptation
The dynamic capabilities theory (Teece, 2007) argues that companies must develop the ability to sense opportunities, seize them via targeted investment and reconfigure the organisational assets as required.  This framework is particularly relevant to industries such as packaging where it is fast changing and sustainability driven.
Sensing Capabilities
Amcor must partake in environmental scanning and predictive analyses.  This fives the ability to detect potential regulatory changes, sustainability driven demand changes, emerging technologies and customer preferences for customisation.  

Sensing capabilities are essential to gain early innovation advantage over the competition via first mover benefits (Teece, 2018).

Seizing Capabilities
For Amcor to benefit from seizing capabilities it must target specific investment in materials innovation hubs, digital customer platforms, circular economy partnerships and personalised packaging technologies.  This shows the requirement for flexible resource allocation giving cross functionality and agility in governance.
Reconfiguring Capabilities
Reconfiguration for Amcor would require restricting the organisational set-up for agility, integration of digital tools for industry 4.0 into operations (Hermann et al, 2016), cultural change towards experimentation and upskilling of the existing workforce to data analyses to drive customer centric designs.

8. Evaluation of Options
Strategic Option 1 - Sustainable Innovation Leadership
This strategic is focussed on positioning Amcor as the leading global provider of sustainable, circular and low-carbon packaging.
Key components:
1. Accelerated R&D in recyclable mono-materials
2. Investment in advanced mechanical and chemical recycling partnerships
3. Expansion of compostable and bio-based product lines
4. Lifecycle carbon modelling ability for customers
5. Supplier collaboration to secure recycled feedstock 
Advantages:
· Strong alignment with current regulatory and consumer trends
· Builds upon Amcor’s existing strength in R&D
· Creation of long-term differentiation for major customers
· Reduction in risk of substitution by paper, glass and other reusable models
Disadvantages:
· High investment costs in innovation and potential asset changes
· Long development cycles for product creating
· Requires cross industry partnerships creating dependency risks



Strategic Option 2 – Customer Collaboration & Personalisation Strategy
This strategic option focusses on transforming Amcor into a customer-centric innovative partner, offering personalised packaging and digital services.
Key components:
1. Digital customer collaboration platforms enabling real-time design, fast prototyping, cost simulation and sustainability modelling
2. B2B personalisation via variable data printing, short run capabilities and rapid design integration
3. Utilisation of co-creating labs at Amcor’s innovation centres
4. Smart packaging solutions utilising QR codes, track and trace with engagement features
5. Service excellence initiatives with predictive inventory management, digital order visibility and customised logistics options.
Advantages:
· Reduction in buyer bargaining power
· Enhanced customer loyalty and lock-in effects
· Enablement of premium pricing strategy for customised solutions
· Alignment with global trend of mass customisation (Pine et al, 2013)
Disadvantages:
· Large scale cultural and capability changes required
· High digitalisation investment, consideration required on data security
· Operational complexity during integration across global footprint

Strategic Option 3 – Integrated Circular Economy Strategy
This strategy is centred on entering upstream and downstream segments of the circular value stream.

Key Components:
1. Investment in recycling capabilities
2. Joint ventures with chemical recyclers
3. Collection and sorting partnerships with local authorities
4. Reverse logistics and material recovery systems

Advantages:
· Security of feedstock supply
· Reduction in dependence on virgin raw materials
· Strengthens sustainability credentials
Disadvantages:
· Extremely high initial capital requirements
· Regulatory and technological uncertainty
· Not a core part of Amcor’s current business

Evaluation of 3 options
Utilising criteria from Johnson et al (1997) the options are measured against three factors: Suitability, Acceptability and Feasibility 
Suitability
· Sustainable innovation leadership – Highly suitable
· Customer Collaboration & personalisation – Highly suitable
· Integrated circular economy – Moderately suitable

Acceptability
· Sustainable innovation leadership – Highly customer support
· Customer Collaboration & personalisation – Highly customer value
· Integrated circular economy – Moderately due to high risk

Feasibility
· Sustainable innovation leadership – High feasibility
· Customer Collaboration & personalisation – Moderate feasibility due to capacity building required
· Integrated circular economy – Low feasibility
Result
The strongest strategic direction can be seen as a combination between Sustainable innovation leadership and Customer collaboration & personalisation.
The two are mutually beneficial and support each other by increasing differentiation, reduction buyer power and building of long-term competitive advantage.






9. Conclusion
This report has undertaken a comprehensive strategic analysis of Amcor, examining its external environment, internal resources and strategic options within the context of a volatile and rapidly evolving global packaging industry.  The findings indicate that Amcor’s business landscape is increasingly complex and characterised by tightening sustainability regulations, geopolitical uncertainty, technological transitions and shifting consumer expectations.  There are macro-environmental pressures especially from political and environmental aspects, which are re-shaping the industry requiring agility and increasing circularity, digitalisation and customer centricity. 
The internal analyses reveal that Amcor possess several strong defensive capabilities, most clearly in global scale, R&D leadership and supply chain integration.  These assets support long term competitive advantage and provide a foundation for future growth.  However, weaknesses in digital maturity, customer experience, cultural agility and reliance on virgin raw materials can constrain performance if not proactively actioned.  The competitive analyses further highlight that buyer bargaining power and the threat of substitutes are reasonably high.  This reinforces the need for differentiation focussed strategy.
Strategic frameworks applied within this report consistently point toward two high potential strategic directions: Sustainable innovation leadership and Customer collaboration & personalisation.  These strategies are well aligned to Amcor’s core competencies and address the market demands present and future.  The third strategic option where diversification into large scale circularity carries a significantly higher risk and lower strategic fit against core competencies.
The integration of sustainability alongside customer experience presents a compelling opportunity for Amcor to position itself as a value partner rather than a simple supplier customer relationship of purchase and receipt.  This is aligned with research showing B2B customers preference for collaboration and innovation support giving an enhance customer service experience. 
To successfully execute the recommended strategy, Amcor must develop dynamic capabilities to successfully sense emerging opportunities, seize them via targeted investment and effectively reconfigure for agility.  This requires cultural transformation, digital capability development, new governance structures and cross functional integration.  Furthermore, investment in digital collaboration platforms, smart packaging and customer cooperative designs are essential.
Overall Amcor is well positioned to capitalise on future growth opportunities if it can accelerate transformation in sustainability and personalisation.  The recommended strategy is balanced between leveraging existing strengths and building new capabilities to drive resilience, competitive advantage and innovation.




10. Recommendations
Based on the analyses and evaluation, the following recommendations are proposed for senior management at Amcor.  These are aligned with the combined strategic direction of Sustainable innovation leadership and Customer collaboration & personalisation.

Accelerate sustainable innovation leadership:
· Invest in advanced materials R&D
· Prioritise mono-material solutions, recyclable laminates, high barrier recyclable films and bio-based polymers
· Expand partnerships with universities, start-ups and sustainability leaders
· Increase funding to Amcor’s global R&D hubs to focus on circularity possibilities
· Form long-term supply contracts for recycled resins to remove risk on virgin materials
· Offer carbon footprint modelling, recyclability analyses and packaging minimisation strategies as value added services
· Integrate sustainability scorecards with customer dashboards
These actions reinforce the differentiation strategy, reduce regulatory risk, strengthen competitive positioning and create high costs for customers to switch when seeking integrated sustainability solutions (Nidumolu, 2009).
Build world class customer collaboration and personalisation
· Launch digital collaboration platforms
· Create a platform for real-time design prototyping
· Simulation systems for cost and sustainability
· Virtual testing environments for product performance
· Digitalised artwork submission and approval 
· Establish co-creation labs at Amcor innovation centres
· Expand personalised packaging capabilities
· Invest in advanced digital printing and variable data
· Develop configurable packaging templates
· Offer short-run premium products for high value categories
These actions reduce buyer bargaining power, enable premium pricing models whilst improving loyalty via an enhanced customer experience.
Furthermore, Amcor should invest in the digitalisation of its operations.  Implementation of smart technologies in the manufacturing sites will support the strategic direction by reducing costs, removing inefficiencies and upskilling the workforce (Frank et al, 2019, Sony et al, 2020)
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