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0.0. Introduction
	Unilever is a well reputed and one of the largest brands in the FMCG market. In current macroeconomic environment and market volatility, an organization’s ability to sustain its competitive advantage relies on continuous strategic realignment and structural agility. This report provides a deep analysis of Unilever’s internal strengths and external external environment within the global FMCG domain and critically evaluates Unilever’s strategic management practices. Unilever is transitioning into a ruthless, performance-driven operational model under its ‘ 2024–2025 Growth Action Plan’.
To critically evaluate this major strategic pivot, the report examines company’s performance and competitive position using robust strategic frameworks such as PESTLE, VRIO, Porter’s five forces. It further examines the realignment of the company's Corporate Social Responsibility (CSR) objectives, translates its turnaround strategy into actionable metrics via the Balanced Scorecard, and utilises Ansoff’s Matrix and theories of corporate parenting to evaluate its recent strategic choices. It finally provides justified recommendations for Unilever’s future growth.







1.0. Organisational Context and Overview
Introduction and History
Strategic mangement is the process of analyzing and implementing long term plans to achieve sustainable competitive advantage and organizational goals by aligning internal resources with external market analysis (e.g. SWOT analysis).  This report’s core focus is on Unilever - one of the world’s largest Fast-Moving Consumer Goods (FMCG) corporations with an estimated 3.4 to 3.7 billion consumers daily. It is operating across the personal care, home care and nutrition sectors in over 190 countries from it’s global headquaters in London, UK. The organisation operates a massive global business model that includes regional supply chains and deep distribution networks (IE University, 2026). Historically Unilever is built upon a highly diversified, matrix-style corporate structure; but currently it is undergoing a massive strategic transformation to address it’s recent corporate problems of market stagnation and inflationary pressures.
[image: ](Source: https://matrixbcg.com/blogs/how-it-works/unilever)

Mission, Vision, and Market Position
Unilever’s enduring corporate vision of "make sustainable living a commonplace" aligns its ethical purpose with it’s commercial objectives (Unilever, 2024). Its mission focuses on 2 objectives : meeting everyday consumer needs for nutrition, hygiene and personal care while reducing its environmental footprint at the same time. Unilever is maintaining a dominant market position globally against stronng rivals such as Procter & Gamble and  Nestlé  in FMCG sector, which is highly saturated and competitive sector (IE University, 2026). While competitors like P&G have traditionally maintained tight and highly focused brand portfolios, Unilever has historically operated a broader and more complex brand ecosystem.
[image: ](Source: https://www.unilever.com/files/unilever-annual-report-and-accounts-2024.pdf)

Current Business Model and Strategic Shift
Unilever recently recognised that its bloated brand portfolio was causing strategic drift, and as the theoretical strategic management frameworks for dynamic capabilities and portfolio management emphasise : ‘an organisation must continually reconfigure its internal asset base to adapt to rapidly shifting external environments’ (Teece, Pisano and Shuen, 1997). Hence, Unilever has launched its 'Growth Action Plan' (GAP) to radically streamline its business model under CEO Hein Schumacher (Unilever, 2024; Unilever, 2025).
[image: ](Source: https://www.unilever.com/files/unilever-annual-report-and-accounts-2024.pdf)
Unilever’s new business is prioritising it’s best 30 power brands including Dove, Hellmann's and Magnum, rather than diluting capital across hundreds of smaller products. These brands account for over 75% of the company's total turnover (Unilever, 2024). Furthermore, the company is separating its low-margin, capital-intensive ice cream division by the end of 2025 – which shows aggressive corporate-level portfolio rationalisation by Unilever (MatrixBCG, 2026). Essentially the company is shifting from a volume-heavy, highly diversified conglomerate to a leaner, margin-focused enterprise; it highlights a crucial pivot in their organisational strategy.  In response to current volatility in the global economy, Unilever aims to  maintain its competitive advantage by consolidating its operations into five distinct business groups (Beauty and Wellbeing, Personal Care, Home Care, Nutrition and Ice Cream); This will  combine Unilever’s historical scale with the newfound divisional agility (MatrixBCG, 2026).
[image: ](Source: https://www.unilever.com/files/unilever-annual-report-and-accounts-2024.pdf)








2. External and Internal Environment Analysis
The Macro-Environment and PESTEL Factors
Unilever operates in FMCG domain, which is affected by numerous macro-environmental factors. It must systemetically evaluate these external factors and adapt accordingly in advance to sustain its competitive advantage. The PESTEL (Political, Economic, Sociocultural, Technological, Environmental, Legal) framework is a critical analytical tool for identifying these macro level threats and opportunities (Whittington et al., 2020). Unilever specifically requires acute strategic responsiveness regarding Economic, Environmental and Technological pressures because of it’s new vision.
[image: ](Source: https://medium.com/techno-preneurship/pestle-analysis-the-ceos-guide-to-future-proofing-a-business-877e6c4e20ea)

Political Factors: Unilever operates in 190+ countries, this vast global footprint heavily exposes the organization to geopolitical fragmentation and trade policy shifts such as protectionist trade policies and tariffs that can significantly effect supplychain and distribution strategies; particularly between Western markets and the emerging economies in recent times  (The Strategy Story, 2024). Unilever is forced to have localized sourcing strategies to maintain political compliance as well as maintain its operational continuity. This will provide much needed agility during supply chain disruptions.
	Government Policies
	Governmental policies related to health, safety, and quality standards can impact Unilever’s product formulations

	Geopolitical Issues
	Political relationships between countries can affect Unilever’s operations and even force complex exits from the markets

	Regulations on International Investment
	Influence critical decisions to set up factories and distribution networks



Economic Factors: The most severe external factor for Unilever is macroeconomic volatility. The global cost-of-living crisis and persistent inflation have severely impacted consumer purchasing power, as a result market has shifted towards cheaper ‘private label brands often owned by supermarket chains (Technavio, 2026). During such economic downturns, FMCG giants face immense pressure on their premium branded products, requiring them to aggressively leverage their scale to defend gross margins without resorting to destructive price wars (The Strategy Story, 2024).
	Currency Exchange Rates
	Governmental policies related to health, safety, and quality standards can impact Unilever’s product formulations

	Inflation Rates & Employment Rates
	Inflation effects raw materials, production and labor costs. 
Both also affects consumer purchasing power and ultimately sales.

	Competitive Landscape & Markets Dynamics
	Challenging times can introduce price wars, affect market share
and market dynamics provide opportunities for expansion



Sociocultural Factors: Consumer values are rapidly evolving along with consumer demographics. There is a rising demand for health, wellness and ethically sourced products globally (Panmore Institute, 2024).  This opportunity presents a strategic paradox: while the consumers desire sustainable products, they are not willing to pay a premium for them due to economic reasons like cost of living crisis and unemployment. Unilever must balance these sociocultural expectations by integrating purpose into its core brands while maintaining strict cost accessibility.
	Changing Consumer Preferences & Trends
	Unilever might loose market share if it doesn’t adapt to these preferences.


	Cultural Nuances & Education
	Education often increases demand of quality products
While cultural nuances dictate the acceptebility of products

	Demographics & Lifestyle
	Often decides what type/category of product could sell well



Technological Factors: Ditial transformation and E-commerce platforms are rapidly transforming the FMCG markets. While these technological advancements can persent some challenges for the established players, integration of Artificial Intelligence (AI) and other technologies offer massive strategic opportunities to offset operational costs and improve overall efficiency. Unilever is leveraging AI and data analytics for its dynamic pricing, and supply chain optimizations by  predicting consumer behaviour and purchasing patterns in advance. These changes are reflecting in its balance sheet as improved marketing Return on Investment (ROI) and service levels (Scribd, 2024).
Environmental Factors: Unilever is a massive consumer of agricultural commodities like palm oil, tea, cocoa for its raw material needs. Climate change and global weather is creating supply chain shortages of these raw materials and increasing the input cost. This makes Unilever highly vulnerable to environmental shifts (The Strategy Story, 2024). Apart from nature, environmental regulations ( on packaging, sustainability initiatives, carbon footprint) also directly or indirectly affects Unilever’s strategic decisions. These growing concerns signal that Unilever must take decisive steps to mitigate these risks and build strategic resilience. Unilever is making efforts to achieve a 100% deforestation-free supply chain and investing in satellite monitoring to track ecological impacts at the farm level (Unilever, 2024).
Legal Factors: Legal and complex regulatory compliance is always a concern for FMCG sector.  Consumer protection agencies are increasingly enforcing stringent greenwashing regulations. For instance, companies are legally required to provide traceability data and prove that their commodities do not contribute to the deforestation or even forest degradatio; under new EU Regulation on Deforestation-free Products (EUDR). These regulations anc compliance requirements add significant costs (European Commission, 2024).

Critical Success Factors and Strategic Challenges
Derived from the external analysis : Supply chain resilience, brand superiority and structural agility are the critical success factors of Unilever. Company’s management is juggling between two challenges at the same time. While it has to managing input-cost volatility dure to fluctuating prices for edible oils and petrochemicals, they are simultaneously reshaping the entire product portfolio (PortersFiveForce, 2026). Unilever has recently expanded its gross margins to 45% through stringent pricing and productivity gains. Now it must defend its volume and market share against aggressive private labels; that too without destructive price wars because that would erode its recently recovered gross margins (James Sharp & Co., 2025).
Internal Environment: Resources and Capabilities
An organisation’s capacity to utilize external opportunities and mitigate threats  is dictated by its internal environment. As per the Resource-Based View of strategy, any organization’s sustained competitive advantage is derived from its internal resources and it’s dynamic capabilities (Barney, 1991). Unilever’s core competencies include :  its global distribution scale, deep research and development (R&D) integration and formidable brand equity.
The company allocates approximately 2% of its turnover to R&D, primarily in categories like Home Care and Personal Care. This significant investment results in product formulations that are patent-protected (MatrixBCG, 2026; PortersFiveForce, 2026). Unilever derives nearly 60% of its sales from high growth emerging markets, This shows unilever’s extensive distribution capability to the last-mile. As a result, Unilever has a dominant presence in regions like India, Brazil, and Indonesia (MatrixBCG, 2026; PortersFiveForce, 2026).

VRIO Analysis and Competitive Advantage
The VRIO framework will help us critically evaluate whether these internal resources provide a temporary or sustained competitive advantage by assessing them through varios parameters. These include whether resources are Valuable, Rare, Inimitable, and Organised (Barney, 1991).
[image: ](Source: https://www.thestrategyinstitute.org/insights/vrio-framework-unlocking-competitive-edge-for-your-business )

Valuable: Unilever’s scale and centralized procurement are highly valuable. By leveraging its €60 billion turnover size, the Unilever can negotiate favourable terms with suppliers to lower its unit costs and protect its margins during tuff times like inflationary periods or pricewars (MatrixBCG, 2026). However, its primary competitors like Nestlé and P&G also have this advantage. So, scale alone is not rare, meaning this resource primarily provides competitive parity.
Rare: Unilever has established a deeply integrated local distribution networks and supply chains across the globe. Unilever’s deep penetration into emerging market supply chains is a rare capability. Unilever’s historic footprint and deeply integrated networks(in regions like South Asia) are incredibly difficult to establish for its competitors (MatrixBCG, 2026; PortersFiveForce, 2026).
Inimitable (Costly to Imitate): Brand equity is Unilever’s most robust competitive advantage. The company monetises 30 Power Brands (including Dove, Vaseline, and Rexona) which generate roughly 75% of its total turnover (MatrixBCG, 2026). Unilever has built this trust with consumers and loyalty for these heritage brands over decades.  While a competitor can easily replicate the chemical formulation of a bar of soap, they cannot easily or cheaply imitate the psychological equity of the Dove brand.
[image: ](Source: https://www.unilever.com/files/unilever-annual-report-and-accounts-2025.pdf )

Organised to Capture Value: A brand has to be structurally organised to translate available resources into a competitive advantage (Barney, 1991). Historically, Unilever struggled here because of its bloated matrix structure. Which has changed under its "Growth Action Plan 2024/2025", the company has radically reorganised. It is executing an €800 million productivity programme, creating a leaner and more accountable operation by cutting 7,500 primarily office-based roles and dividing into five highly focused Business Groups (James Sharp & Co., 2025). The firm is focusing on reallocating its capital to high-growth, high-margin categories like Prestige Beauty and Health & Wellbeing through the strategic divestment of its capital-intensive Ice Cream division (MatrixBCG, 2026).
[image: ](Source: https://www.unilever.com/files/unilever-annual-report-and-accounts-2025.pdf )

3. CSR and Sustainability Objectives
Critical Evaluation of CSR Strategy and Business Alignment
Corporate Social Responsibility (CSR) is no longer just a philanthropic activity;  and aligning CSR with core business objectives requires acute strategic balance. Unilever has historically believed in creating shared value. According to Porter and Kramer’s (2011), sustainable competitive advantage is achieved when a firm generates economic value in a way that simultaneously produces value for society. Historically, Unilever pioneered this approach, deeply embedding environmental and social metrics into its corporate DNA through its renowned 'Sustainable Living Plan' (Unilever, 2024).
[image: ](Source: https://socialnomics.net/2023/02/07/csr-meaning-all-you-need-to-know/)
Unilever recently faced a critical inflection point when Prior leadership attempted to enforce an abstract "brand purpose" upon every single product within the portfolio. This provoked severe backlash from institutional investors, who argued that manufacturing a social purpose for utilitarian products obscured fundamental financial performance and operational execution (Financial Times, 2022). Analysed through the lens of Stakeholder Theory (Freeman, 1984), this illustrated a critical strategic misalignment: prioritising abstract social narratives temporarily alienated primary financial stakeholders during a period of severe inflationary pressure.
Consequently, under its 2024 strategic reset, Unilever has radically realigned its CSR strategy to be highly functional and synergistic with bottom-line business objectives. The organisation has pivoted away from broad marketing purposes and narrowed its sustainability focus to pragmatic, measurable pillars: climate, nature, plastics, and livelihoods (Unilever, 2024; Reuters, 2024). By investing capital strictly into supply chain decarbonisation, agricultural resilience, and plastic reduction, Unilever is not merely engaging in ethical CSR; it is actively mitigating future regulatory taxation and raw material scarcity. This strategic correction successfully reunites CSR with core commercial objectives, ensuring that sustainability initiatives directly contribute to long-term margin resilience and risk mitigation, rather than distracting from financial execution.

4. Comprehensive View via Balanced Scorecard
Strategic Alignment through the Balanced Scorecard
To execute a complex turnaround strategy, an organisation must translate its high-level vision into actionable, measurable operational metrics. The Balanced Scorecard (BSC) developed by Kaplan and Norton (1992), provides a comprehensive framework that prevents executives from over-indexing on lagging financial indicators by balancing them with leading operational drivers. For Unilever, successfully implementing its 2024–2025 "Growth Action Plan" (GAP) requires a rigorous application of the BSC across its four core perspectives: Financial, Customer, Internal Business Processes, and Learning and Growth (Unilever, 2024).
[image: ](Source: https://www.researchgate.net/figure/Balanced-Scorecard-Theoretical-Model-Source-Adapted-from-Kaplan-and-Norton-1992-71_fig1_325481090)

1. Financial Perspective
The financial perspective dictates the ultimate economic outcomes required by shareholders. Financially, Unilever under its current leadership aims to reverse recent volume declines and achieve aggressive margin expansion (James Sharp & Co., 2025). The critical Key Performance Indicators (KPIs) are Underlying Sales Growth (USG) of 3–5% and expanding Underlying Operating Margin (UOM) to a sustained 16–17% (Reuters, 2024). The most significant initiative driving this change is the corporate divestment of the €7.9 billion from its Ice Cream division (MatrixBCG, 2026). This is because the frozen supply chain is highly capital-intensive and this move immediately reduces if not eliminates a structural drag on the group's overall operating margin and relieves immense capital to fund higher-return divisions.


2. Customer Perspective
Financial success is impossible without delivering superior customer value. Unilever is loosing customer base to cheaper private labels of supermarket brands, this is because of macroeconomic factors like cost of living crisis and unemployment. Unilever’s primary customer objective is to combat this threat by re-establishing ‘unmissable brand superiority’ (Unilever, 2024). Unilever management is targeting 12-month rolling KPI of Business Winning Market Share (BWMS) consistently above 50% (James Sharp & Co., 2025). The core idea is to reallocate the disinvestment capital saved from icecream into targeted advertising and promotional investments for their top 30 power brands. This will ensure that perceiveed value of those brands justify a premium price point, which is higher than cheaper private labels (Marketing Week, 2024).
[image: ](Source: https://portersfiveforce.com/blogs/how-it-works/unilever)
3. Internal Business Processes Perspective
Unilever’s iternal processes must be exceptionally agile to deliver this customer value. Unilever is radically simplifying its portfolio to eliminate bureaucratic complexity and accelerate speed to market. The core KPIs are the reduction in total Stock Keeping Units (SKUs) and the measurement of gross productivity savings. The company has set an aggressive target to deliver €800 million in gross productivity savings by 2025 and to achieve this, it will actively cull 20% of underperforming, localised SKUs (Reuters, 2024). To achieve these abitious goals, the organization is transitioning from a complex global matrix to a five distinct and highly accountable business groups, supported by the AI driven supply chain and forecasting optimizations to reduce manufacturing waste and optimise the inventory (MatrixBCG, 2026).
4. Learning and Growth Perspective
Human capital is the foundation of the entire organisation. Unilever’s learning and growth objective is to remove the complacent culture responsible for recent stagnation and embed a highly accountable, performance-driven culture (The Guardian, 2024). The primary KPIs are the successful transition metrics of the GAP restructuring and link compensation (particularly long-term incentives) for executives to company performance and shareholder value creation. Crucially, The difficult target is to reduce 7,500 largely middle-management roles globally without triggering severe operational disruption or loss of critical digital talent. The driving initiative is a fundamental overhaul of incentive structures. Management bonuses, which were previously tied heavily to broad ESG (Environmental, Social, and Governance) metrics, have been strictly realigned to financial delivery and market share growth, ensuring the workforce's objectives are entirely synchronised with the financial turnaround (Unilever, 2024)

5. Strategic Choices and Implementation
Evaluating Business and Corporate-Level Strategic Choices
An organisation’s strategic direction is defined by the choices it makes regarding how to compete and where to compete (Whittington et al., 2020). It’s business level strategy decided how to compete and corporate level strategy decided where to compete.
[image: ](Source: https://www.unilever.com/files/unilever-annual-report-and-accounts-2025.pdf )
At the business level, Unilever faces a critical juncture. According to Porter’s Generic Strategies (1980), Unilever must choose between cost leadership and differentiation to avoid being stuck in the middle. Unilever’s low cost competitors (super market private label brands) are very agile, so during severe macroeconomic inflation, Unilever cannot sustainably compete on pure cost leadership against them (e.g., Aldi and Lidl). Therefore, Unilever is focusing on differenciation by strategically pivoting its portfolio towards 'premiumisation' (Unilever, 2025). Unilever is engineering products that combine mass-market accessibility with prestige and science-backed formulations (such as advanced Dove skincare). For that, it is heavily investing R&D and marketing capital into its Beauty & Wellbeing division.  This differentiation justifies a premium price point, thereby protecting gross margins from inflationary pressure.
At the corporate level, strategy dictates the scope of the organisation. Historically, Unilever pursued the strategy of broad horizontal diversification, which resulted in a bloated portfolio that was hard-to-manage. Currently, the company is strategically divesting. In early 2024, the board announced the separation of its massive Ice Cream division into a standalone entity. This division includes brands like Magnum and Wall's and it is valued at €7.9 billion (Reuters, 2024). accoring to the "Corporate Parenting Advantage" theory (Goold, Campbell and Alexander, 1994), a parent company should only retain business units where it adds distinct value. The Ice Cream business operates on a fundamentally different and highly capital-intensive frozen supply chain. It is not in synergy with Unilever's core personal care and home care manufacturing capabilities.

6. Strategic Evaluation and Recommendations
Evaluating Current Strategy: Ansoff’s Matrix and the BCG Matrix
Ansoff’s Matrix (Ansoff, 1957) provides a robust framework for assessing corporate growth directions; which can be used to critically evaluate Unilever’s current trajectory.
[image: ](Source: https://boolkah.com/ansoff-matrix/)
Historically, Unilever pursued the strategy of overly broad Diversification by acquiring and managing hundreds of different brands across various supply chains. This strategy has created strategic problems at multiple levels in the organization. Consiquencely, the company’s strategy has aggressively pivoted towards Market Penetration and Product Development rather than diversification (Unilever, 2024). Under the 2024–2025 'Growth Action Plan', By concentrating marketing capital exclusively on its top 30 "Power Brands," Unilever is executing a textbook market penetration strategy: defending and expanding the market share of existing products in existing markets against the threat of cheaper supermarket private labels (Marketing Week, 2024).
Simultaneously, we can evaluate Unilever’s strategic disinvestment from the €7.9 billion Ice Cream division using the Boston Consulting Group Matrix (BCG) (Henderson, 1970). Ice Cream segment generates high revenue for Unilever's portfolio, but this revenue has characteristics of a low-margin cash cow and it requires a highly capital-intensive frozen supply chain and its vulnerability to inflation is increasing because of rising input-costs (e.g., dairy and sugar) (AJ Bell, 2026). By divesting this unit, Unilever drastically improves its overall operating margins and balance sheets. This highly strategic move will realign its corporate portfolio to focus solely on high-growth products with better margins, such as its Prestige Beauty and Health & Wellbeing divisions.
Strategic Recommendations
After critical evaluation of Unilever’s business model and current performance, the report suggests following strategic recommendations to ensure Unilever maintains and improves its competitive advantage in a volatile, rapidly chaning consumer goods market. Proposed recommendations are also justified by theoretical frameworks and empirical data:
· Unilever must aggressively invest the capital into engineering and product development for ‘masstige categories’. The capital from icecream disinvestment can be reallocated into this initiative. These are the products that combine mass market accessibility and prestige with science backed formulations. According to a well known consumer psychology phenomenon ‘ The Lipstick Effect’ -  consumers restrain their spending on basic goods during longer cost of living crisis but often treat themselves with affordable luxuries (Unilever, 2025).  Unilever will be deploying a clear differentiation strategy  by elevating its heritage brands through premium product development (e.g. advanced Dove serum body care lines). Unilever can insulates the firm from costly price wars of private labels and command higher gross margins this way.
· While Unilever’s massive scale provides a VRIO competitive advantage in global distribution, it lacks the agility required for rapid organic R&D. Hence, Unilever should use targeted ‘Bolt On Acquisitions’ strategy to overcome this innovation lag. It can  acquire high-growth ‘indie" beauty and wellness brands’ present primarily on the digital space, plug their innovative and established products directly into its global supply chain to leverage Unilever’s core competency (Distribution). This conclusion can be drawn through previous Resource based view analysis. Unilever can achieve rapid market development without bearing the initial, high-risk R&D costs associated with creating new brands from scratch (MatrixBCG, 2026).
· Finally, Unilever must permanently detach its CSR strategy from pure consumer marketing and embed it within Green Supply Chain Management (GSCM) theory (Srivastava, 2007). This formal institutionalization of GSCM will setisfy its financial stakeholders and grant a competitive advantage. Unilever should treat sustainability as an operational efficiency and risk-mitigation tool by investing in AI-driven traceability to ensure compliance with the strict EU Deforestation Regulation. Unilever can directly reduce waste, lower energy consumption, avoid regulatory taxation, and align itself to a highly regulated future.

Section 2 : Reflective Account
Strategic evaluation of Unilever required regirious process of preparation, reseaching, Analyzing and writing the report in academic manner. Thoughout this process, I experienced multiple difficulties and enhanced my skills. I am using Gibbs’ Reflective Cycle (1988) to critically reflect upon personal and academic aspects of this process.

[image: ](Source: https://www.simplypsychology.org/gibbs-reflective-cycle.html )

1. Description
The objective of this assignment was to produce a comprehensive, Level 7 strategic management report with complete evaluation of the internal and external environments, company’s CSR alignments and strategic choices of Unillever (My chosen Organisation in FMCG sector). I was required to provide my assessment with a deep, critical synthesis of strategic management issues under a strict 5,000-word limit and support it with 15 to 20 credible academic and industry sources.
As per the publicly available information from first party sources, Unilever is currently undergoing a radical structural transformation under its 2024–2025 "Growth Action Plan". This transformation includes huge divestments, elimination of jobs and much more. My first hurdle was understanding this corporate restructuring from holistic point of view and then mapping it against multiple well established theoretical frameworks (including PESTEL, the VRIO framework, the Balanced Scorecard, Porter’s Generic Strategies, and Ansoff’s Matrix). Moreover, I had to critically understand the ‘why’ behind each move, justify why these strategic choices and actions were made and evaluate their consequences, instead of merely discribing this transition in real-time.
2. Feelings
Unilever is a €60 billion FMCG conglomerate, so the sheer volume of data (financial, operational, and marketing) was staggering and the data itself looked complex. Initially, I felt overwhelmed and anxious about synthesising this decades of complex corporate history and current market volatility into a strictly capped word limit; that too without losing the critical depth. Another concern I had was particularly about the external and Internal environment analysis; I feared my writing would seem like a descriptive list of macroeconomic trends rather than a sharp, analytical synthesis.
However, I went through this chaotic data and started corelating it with  specific academic frameworks. This was the moment when my anxiety turned into excitement. Everythign became even more clear when I discovered(using those frameworks) that Unilever was historically enforcing a social purpose on everybrand, which was highly criticised CSR aproach; then it transitioned to a new financially disciplined strategy. I felt like high level corporate consultant while structuring this newly discoveredturnaround strategy in the balanced scorecard section.
3. Evaluation
The most positive aspect of this research process was currently relevance of the subject matter and chosen company, specifically in the current volatile market. Because Unilever is currently executing a massive structural overhaul in real time, finding high-quality, peer-reviewed literature and elite financial reports was easy. This abundance of widely available and up to date data allowed me to construct highly relevant arguments back them with hard evidence. This was particularly useful in the management changes and corporate divestment sections.

The 5000 word limit forced me to discard some fascinating data points and insights I discovered. As a result, It was incredibly difficult to demonstrate my comprehensive understanding. I spent significantly more time editing, refining, and sometimes deleting entire arguments to ensure every single sentence is packed with theoretical value. This was very frustrating but ultimately it made me ralize the refinement needed for my academic writing skills.
4. Analysis
I realised that strategic management frameworks are not merely academic checklists; they are provide critica lens to look through the pubilc noice and evaluate the conditions in structured manner.
For example, intentionally loosing a world famous icrecream brand is highly  counterintuitive, but when looked through BCG matrix and  theories of corporate parenting, many revelations emerge. Like frozen supply chain friction, immense capital required to maintain those supply chain logistics when compared to standard personal care products; these are key drivers behind much needed strategic pruning for margin improvments.
Unilever is moving towards a rigorous Green Supply Chain Management. By critically evaluating Unilever’s CSR correction at an executive level, I learned that strategy is rarely about choosing between good and bad. Instead, management has to carefully navigate highly complex trade-offs between ethical purpose, shareholder profit, and operational agility.
5. Conclusion
When I reflect on the entier process, my project scope and gathered literature were inefficient in the initial phase. I spent too much time going through Unilever’s historical data about acquisitions and marketing campaigns without paying much attention on their current divestments and structural reorganisations. Instead, I should have applied the Balanced Scorecard framework during the initial research phase itself. This would have helped me with targeting the specific financial and operational KPIs and focus my reading much more effectively to save my valuable time.
I could have engaged more deeply with Kolb's Experiential Learning Cycle during the actual research phase. I could have treated each draft as a concrete experience and iteratively test my hypotheses about Unilever's strategy against their 2024 financial reports; This way i would have created much sharper drafts in the initial phases.
6. Action Plan
In future, I would make following changes in my master's programme and into my wider professional career. I will implement a much stricter framwork first methodology when approaching complex business problems. Rather than drowning in unstructured research data, I will immediately deploy tools like the VRIO framework or Ansoff's Matrix to categorise information as I read it, creating an immediate analytical hierarchy.
To improve my writing in future professional reports, I will adopt a more rigorous outlining process. I would explicitly defining the thesis statement at the top and overarching argument for each section before writing the actual report. This will also resolve my concerns about descriptive writing, and ensure that my work consistently maintains the critical depth, and strategic rigor expected at a postgraduate and executive level.
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7 STRATEGIC GROWTH PRIORITIES
We are sharpening our focus on seven strategic growth
opportunities to support long-term value creation:

Categories Proposition Geographies

Beauty United States

Channels

Wellbeing Digital Commerce

Personal Care
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Our business model leverages our organisational structure,
deep operational know-how and industry-leading expertise to create value for:
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Power Brands Focus

Unilever monetizes via 30 Power Brands' that generate
roughly 75% of turnover, concentrating marketing and
R&D to drive premiumization and margin expansion.

Geographic Revenue

Emerging markets supply roughly 58% of total turnover,
mitigating slower growth in developed Western markets
and shaping Unilever's market segmentation strategy.

High-Margin Health & Wellbeing

The Health and Wellbeing collective leverages
subscription models and pharmacy channels to
diversify away from traditional shelf-based
monetization.

Segment Mix

Nutrition contributes about €13.2bn, Home Care €12.2bn
and Ice Cream €7.9bn, forming a diversified FMCG
portfolio across categories.

Direct-to-Consumer Growth

DTC digital channels and subscriptions—notably in
Health and Wellbeing—supplement retail sales and
support recurring revenue models via pharmacy
partnerships.

Supply Chain & Price/Volume

Monetization combines price increases, mix
improvement from premium lines and volume growth
supported by an optimized Unilever supply chain and
brand portfolio prioritization.
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Financial Perspectives
To succeed financially, how should we appear
10 our stakeholders?

Customer Perspectives
To achieve our vision, how
should we appear to our

customers? Strategy

Internal Processes
Vision and Perspectives

To satisfy our shareholders and
customers, what processes must
we excel at?

Learning and Growth Perspectives
To achieve our vision, how will we sustain
our ability to change and improve?





image11.png
86 Portfolio sharpening

since 2023 Unilever prioritized Power Brands that now
represent roughly 75%+ of tumover, divesting slower-
growth assets and adding premium/science-backed
names like Paula’s Choice (2021) and Nutrafol (2022) to
boost high-growth adjacencies.

86 Supply chain resi

nce

After 2022 inflation and logistics shocks, Unilever
expanded local sourcing, reformulated SKUs to manage
commodity exposure (oils, resins, surfactants) and
scaled concentrates/refill formaits to lower costs and
plastic use.

86 Organizational reset

2024-2025 programs target productivity savings of
several hundred basis points through simplification of
layers and end-to-end business groups to accelerate
decision-making and innovation cycles.

O+

Innovation milestones
00

Product advances include clinical-grade deodorants,
sensorial upgrades for Dove and Lux, enzyme-rich
laundry capsules in select markets, and functional
hydration scaling (Liquid LV.) in the US with international
rollouts.
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3 FUNDAMENTAL SHIFTS

g Unilever’s transformation in three key ways:

We are accelera

Desire at Scale

Play to Win

Fit for Al Age

Brands

SASSY brands

Elevating brands through
Science, Aesthetics, Sensorials,
being Shared by others, Young-
spirited and relevant n culture.

Winning culture

Building a culture where
our people Play to Win and
where performance is rewarded

Organisation

Al & technology

Powering creativity,
growth and margin expansion
throughout our business.

Frontline machine

Delivering execution

excellence through marketing

and sales across all consumer
and customer touchpoints.

Uncompromising on talent

Attracting, accelerating and
developing the best talent
in value-driving roles

Productivity & simplicity

Rewiring our organisation
to be simpler, faster and
more agile
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Driving majority of turnover (>75%) through our unmissably superior Power Brands.
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Rigorous focus on our top 24 markets under eight geographies, representing around 85% of our tumover.*

NORTHAMERICA  INDIA EUROPE NORTHASIA GREATERASIA PTAB.
United States India United Kingdom  China. Korea Pakistan
Canada Netherlands Japan Turkey
LATINAMERICA  Belglum INDONESIA Philippines Arabla
Brazil Germany Indonesia Thalland Bangladesh
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CATEGORY-FOCUSED ORGANISATION TO ACCELERATE GROWTH
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*Formerly known as Nutrition
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