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1. [bookmark: _Toc228539540]Organisational Context and Overview
Shell plc is an integrated energy and petrochemical group that is headquartered in the United Kingdom and has strategic relevance in the tension between the profitability of hydrocarbons and the pressure of the energy transition. In the past, Shell has grown into a major player in the energy industry with operations in Integrated Gas, Upstream, Marketing, Chemicals and Products, Renewables and Energy Solutions and Corporate sectors, out of a trading-based company. Its mission is to drive progress collectively, and its vision is to be the best integrated energy company in the world in terms of its ability to bring energy and people together and balance supply and demand. This objective is operationalised by means of implementing a strategy of more value with less emissions, which means that Shell's business model will continue to be cash-generative, but it will be framed more around the requirements of portfolio discipline, decarbonisation and customer transition (Shell plc, 2025).
[image: ]
Figure 1: Shell plc Logo
Shell is a vertically integrated company. It is an oil and gas producer and explorer, liquid and natural gas trader, fuel and lubricant trader, chemicals and products trader, selective renewable power, hydrogen, and carbon capture and storage investor, and carbon credit and venture investments. This depth provides resilience since the earnings do not hinge on one activity, but it also puts Shell at odds with the expectations of conflicting stakeholders. Shell has a significant financial potential as in 2025, it reported income of 18.1 billion, adjusted earnings of 18.5 billion and operating cash flow of 42.9 billion, which is impressive despite a volatile environment in commodities (Shell plc, 2025). However, the same model poses the transition risk since a high percentage of capital spending is retained to be associated with Integrated Gas and Upstream. 
Shell is in the international energy business, competing with BP plc (2025) and Chevron, Exxon Mobil Corporation (2025) and Total Energies (2025), and is in tension with state-owned hydrocarbons companies, utilities and low-carbon energy experts. It has a good market standing due to its Liquefied Natural Gas (LNG) size, international trading capacity, brand, technical know-how and mobility/lubricants platforms. But this stand is tactically challenged. Cherepovitsyn and Rutenko (2022) insist that oil and gas companies should restructure strategic planning in such a way that decarbonisation is the focus of strategy, instead of viewing climate policy as a compliance matter. On the same note, Halttunen, Slade and Staffell (2023) find that the oil majors have an existential problem of diversifying as the existing efforts of transition might not be adequate to change into a climate-aligned transformation. Consequently, the organisational environment of Shell can be seen as a duality: it is financially strong and operationally diversified, but its long-term competitive advantage lies in whether it can turn legacy hydrocarbon competencies into plausible, scalable and profitable development of low-carbon development.
2. [bookmark: _Toc228539541]External and Internal Environment Analysis
2.1. [bookmark: _Toc228539542] External Environment: PESTEL Analysis and Strategic Impact
The external environment that Shell plc is operating within is volatile, with decarbonisation pressure and geopolitical fragmentation. The political environment has turned out to be materialistic because energy security has moved to the centre of government policy due to the Russia-Ukraine war and the unrest in the Middle East. According to the Annual Report by Shell, regional conflicts, sanctions, fiscal regulation and political intervention are some of the factors that can impact operations, investment approvals and profitability (Shell plc, 2025). This affects the strategic choices of Shell in terms of geographic portfolio discipline, selective investment in politically stable assets, and growth in LNG, where governments are turning to gas as a transition and security fuel. This, however, also puts Shell in a position to be criticised for energy-security arguments, which can slow down the process of deeper decarbonisation.
Table 1: PESTEL Analysis of Shell plc
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On the economic front, Shell is also very vulnerable to the oil and gas price cycles, refining margins, and exchange rate movements. Despite the company reporting an income of $18.1 billion and cash flow of operating activities of 42.9 billion in 2025, its adjusted earnings declined in comparison to 2024, which shows that the scale fails to eliminate a commodity-cycle risk (Shell plc, 2025). This, in effect, strategically forces Shell to capital discipline, cost cutting and short-payback or advantaged margin projects. However, prioritising the short-term returns might harm long-term positioning in case low-carbon markets deliver higher returns at a faster rate than foreseen.
Social and environmental pressures are also very important. Financial performance is not the only way oil majors are evaluated, but also the plausibility of transition strategies. Cherepovitsyn and Rutenko (2022) assert that decarbonisation has become central to strategic planning in oil and gas, and Halttunen, Slade and Staffell (2023) indicate that oil majors have a strategic decision to make of either resisting, hedging or materially diversifying in the energy transition. In the case of Shell, this poses a two-fold strategic issue: Shell needs to continue to generate hydrocarbon cash flows at the same time demonstrating that its transitioning portfolio is commercially viable. Green et al. (2022) caution that the transition activity of many oil majors is not a full transition but a form of hedging, which applies directly to Shell, or its current reliance on Integrated Gas and Upstream.
LNG expertise, trading analytics, carbon capture and storage, hydrogen, EV charging and digital optimisation enhance the strategic options of Shell in terms of technology. Technological opportunity is lopsided, however. LNG and trading are already profitable, but hydrogen, CCS and EV infrastructure need policy backing, customer uptake and economies of scale. According to Pickl (2019), the strategies of renewables adopted by oil majors vary, in part, due to the transition behaviour being determined by the legacy reserves and current asset base. This is the reason why Shell does not switch to renewables, as its technological approach is not comprehensive.
2.2. [bookmark: _Toc228539543] Critical Success Factors and Strategic Challenges
Financial resilience, quality of the portfolio, safety of operations, LNG size, trading abilities, technological competence, as well as regulatory legitimacy and stakeholders' trust are several of the critical success factors associated with Shell. The short-term success criteria are being able to make money on commodity cycles. Other rivals like Exxon Mobil Corporation (2025), BP plc (2025), and Total Energies (2025) also focus on advantaged portfolios, cash generation and lower-carbon solutions, indicating that Shell cannot afford to rely solely on size, but it should be more efficient, more reliable, and better-positioned in the market, such as LNG and mobility.
The contradiction between the creation of values and the reduction of emissions is the main strategic challenge. The idea of Shell providing more value by not causing all the emissions is commercially sound, but it is strategically weak in case the interested parties think that the concept of less emissions is a step forward, as opposed to a radical change. Morgunova and Shaton (2022) posit that the rhetoric of transition by oil and gas incumbent firms tends to be supportive, but guarded with regard to the business models at hand. This provides a risk of implementation to Shell: it needs to legitimise its operations by decreasing operational emissions and assisting in decarbonisation of its customers, yet profiteering will continue to rely on hydrocarbons. This challenge is intensified by legal and regulatory pressure since compliance costs and future investment options are restricted due to climate disclosure, litigation and carbon-pricing regimes. As Sharfman and Fernando (2008) demonstrate, environmental risk management can also enhance the cost of capital, hence implying that credible climate governance is not only economically tactical but also ethically tactical.  
2.3. [bookmark: _Toc228539544] Internal Environment and VRIO Capability Assessment
Competitive advantage internally is based on a collection of tangible and intangible resources: global reserves and infrastructure, LNG assets, trading capability, brand equity, technical know-how, capital allocation discipline, safety systems and relations with governments and industrial consumers. In terms of the resource-based perspective, sustainable advantage relies on such resources that are valuable, rare, hard to replicate and embedded in an organisation (Barney, 1991; Peteraf, 1993). The core competencies of Shell are not separate entities but are bundled together: upstream production, LNG liquefaction, shipping, trading, customer access and risk management.
Table 2: VRIO Assessment of Shell’s Strategic Capabilities
[image: ]
According to the VRIO analysis, the LNG and trading capabilities of Shell are the strongest sources of advantage that can be defended by the company. The value of LNG lies in the fact that gas is still the heart of energy security and the decarbonisation of industries in most markets; the small number of companies that have integrated LNG value chains; and the fact that it is hard to replicate due to its capital requirements, infrastructure, technical ability, access to shipping, and established customer relationships. Shell also structures itself to capitalise on this capacity through its Integrated Gas business segment and global trading model. This complements the dynamic capabilities argument of Teece (2007) that states that firms maintain performance by feeling the changes in the market, grabbing opportunities and restructuring assets.
The Shell brand, mobility platform and technical expertise are also a source of competitive advantage, but are more vulnerable. Other energy majors can emulate retail fuel networks, and EV charging and convenience retailing are becoming competitive by utilities, technology companies and special-purpose infrastructure providers. Hence, the latter resources will be beneficial only in case Shell incorporates them with the customer data, location quality and supply of low-carbon energy. Low-carbon solutions like CCS and hydrogen are also not yet rare and profitable. According to the natural-resource-based perspective of Hart (1995), the environmental capabilities might shift to a source of advantage when they no longer focus on compliance but pollution prevention, product stewardship, and sustainable development. Shell has the opportunity then to transform environmental capability into commercial differentiation, but at present, the evidence points towards this being still in developmental mode as opposed to the mode of being fully established.
2.4. [bookmark: _Toc228539545] Internal Strengths and Competitive Advantage
Internal strengths at Shell bring about a competitive advantage by facilitating integration, options and resilience. Through integration, Shell can gain value in the exploration, production, LNG, refining, chemicals, trading and retail. The optionality will enable the company to flow capital across business lines when the market conditions vary. Operating cash flow, disciplined investment and global risk management will help to support resilience. Russo and Fouts (1997) suggest that the environmental performance can be additive to the profitability in the case of being embedded in the firm-specific capabilities, which means that the long-term advantage of Shell will be determined by the extent to which transition capabilities are operationally embedded in the LNG and trading capabilities. 
Shell has a good yet competitive position. Its scale of LNG, its sophistication and platform of trade have defensible advantages, though this long-term strategy is subject to a structural challenge: can the company retain returns as it lowers its emissions and builds scalable low-carbon businesses? Environmental forces do not then pose a mere threat to Shell; they reshape the concept of strategic advantage. Historically, the benefits were primarily due to reserves, scale and operational efficiency. A combination of those legacy strengths with believable decarbonisation, technological adaptation and stakeholder legitimacy will become an asset of Shell in the future.
3. [bookmark: _Toc228539546]CSR and Sustainability Objectives
The Shell CSR and sustainability strategy is anchored on the claim that the company can create more value using less emissions, that help to connect the shareholder returns, energy security and decarbonisation in a single strategic story (Shell plc, 2025). This convergence is business-wise rational as long-term legitimacy of Shell will rely on its ability to sustain profitable energy provision and react to climate controls, shareholder examination and expectations of stakeholders. The sustainability goals of the company are also implementing a net-zero emission target by 2050, cutting down operational emissions, developing lower-carbon energy options, enhancing safety performance, and social investing in the communities in which it functions (Shell plc, 2024). Nonetheless, the plan is still disputed since Shell still over depends on oil, gas and LNG as its primary profit drivers. As such, its CSR is not an isolated act of charity; it is a management tool of reputational risk control, regulatory risk and pressure to transition to alternative markets.
Critically, the CSR strategy of Shell shows both partiality to its business goals and also exposes a structural contradiction. Cherepovitsyn and Rutenko (2022) note that decarbonisation needs to be maintained as part of oil and gas strategic planning as opposed to an attempt at compliance, so the idea of Shell trying to incorporate a set of emissions targets into corporate strategy is not in vain. However, Halttunen, Slade and Staffell (2023) caution that these diversification efforts by oil majors cannot be currently climate-appropriate to transform and point out that low-carbon investments by Shell might not be as large as its hydrocarbon reliance. This gives a gap of credibility between ambition and the reality of the sustainability portfolio.
On the whole, Shell's CSR strategy is not transformational but is rather sophisticated. It assists in achieving business goals by ensuring a licence to operate, enhancing stakeholder confidence and the ability to capitalise on energy-transition opportunities. However, by adhering to the natural-resource-based perspective of sustainability as proposed by Hart (1995), Shell can only attain sustainable sustainability-led benefit when environmental capabilities start shifting beyond the risk management context, but rather form embedded sources of innovation, product stewardship and long-term competitive differentiation.
4. [bookmark: _Toc228539547]Comprehensive and Holistic View of the Organisation
4.1. [bookmark: _Toc228539548] Balanced Scorecard Logic for Shell
Balanced Scorecard suits Shell since it does not allow the strategy analysis to be narrowed down to the immediate financial results. The model by Kaplan and Norton (2005) connects the relationship between strategy and the vision with the financial and non-financial output indicators to enable managers to evaluate how the current outcome is reinforced by customer value, quality of internal processes and organisational learning. It is specifically applicable to Shell since its strategy aims at providing more with less emissions, i.e. performance should be evaluated not only by profitability but also by safety, reduction of emissions, reliability and transition ability in its operations. The Shell 2025 Annual Report is an annual report covering the financial, operational, strategic, and sustainability performance, as of 31 December 2025, which is why it can be evaluated based on the assessment of a balanced performance.
Table 3: Balanced Scorecard for Shell plc
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4.2. [bookmark: _Toc228539549] Financial and Customer Perspectives
In financial terms, Shell has the goal of creating a high cash flow and being capital disciplined. Shell had reported 2025 incomes of $18.1 billion, adjusted earnings of $18.5 billion, operating cash flow of $42.9 billion, free cash flow of $26.1 billion and capital expenditure of $18.9 billion. This demonstrates high financial strength, although it also indicates that there is pressure due to reduced adjusted earnings relative to 2024. Thus, a financial scorecard of Shell must not just be able to reward profit and shareholder distributions like its own $13.9 billion share buyback programme, but it must also challenge the ability of capital allocation to promote long-term competitiveness and not the short-term investor appeasement.
The customer viewpoint must be evaluated in terms of Shell's capability of providing dependable energy as well as assisting customers in their transition requirements. This is in line with the vision of Shell to assist in fulfilling energy demand in a fractured and intricate world and reduce emissions in the long run. Nonetheless, the customer value is no longer based on the availability of fuel or the convenience of the brand; it is now encompassing lower-carbon products, open climate promises and low costs. According to Shell's Energy Transition Strategy 2024, the company intends to make its operations and energy products net-zero in terms of emissions by 2050, and actively facilitate the interim shift towards low-carbon energy solutions, which is expected to support the idea of balanced transition. This renders net carbon intensity, customer decarbonisation solutions, LNG reliability, and EV charging access and mobility service quality to be pertinent customer KPIs.  
4.3. [bookmark: _Toc228539550] Internal Process and Learning-and-Growth Perspectives
The internal process school of thought is important since the competitive advantage of Shell lies in safe, efficient and reliable operations. Shell reported a rate of 2.1 fatalities and permanent impairment in 2025, compared to 89 in 2024, and Tier 1 and Tier 2 incidents of process safety were 62 in 2025 compared to 89 in 2024. This is a sign of operational improvements, and yet this sign does not exclude serious safety threats, so the process excellence should stay at the core of strategy implementation. Indicators of environmental processes are also significant: Shell has 53 million tonnes of Scope 1 and 2 emissions in 2025, compared to 58 million tonnes in 2024, and its net carbon intensity stood at 71 gCO2e/MJ.
The learning-and-growth perspective will measure the ability of Shell to develop capabilities that could provide it with an advantage in the future. Figge et al. (2002) posit that a sustainability balanced scorecard links non-financial activities of sustainability to long-term strategy, and Mooraj, Oyon and Hostettler (1999) see the scorecard as a strategic control tool, but not a mere measuring device. In the case of Shell, it entails reskilling of the workforce, digital analytics, CCS, hydrogen, EV infrastructure, trading intelligence and low-carbon partnerships should be considered as strategic capability indicators. In general, the Balanced Scorecard used by Shell must gauge the ability of today to transform the cash flows of hydrocarbons into the ability to transition into the future. In the absence of such a connection, good financial performance can mask strategic under-preparedness.
5. [bookmark: _Toc228539551]Strategic Choices and Implementation
5.1. [bookmark: _Toc228539552] Business- and Corporate-Level Strategic Choices
The strategic decisions by Shell should be tested in terms of maintaining hydrocarbon cash flows and developing credibility in the energy transition. On the business level, Shell would be able to seek cost leadership by means of efficient operation, rigorous capital management and portfolio streamlining. This is a strategic requirement since the markets of oil and gas are cyclical and price-sensitive; the 2025 Annual Report of Shell focuses on competitiveness, resilience and value creation in a fragmented energy environment (Shell plc, 2025). Nevertheless, a cost-leadership approach alone would be inadequate since Shell is competing with other integrated major and national oil companies that can also seek scale efficiencies. Porter (1996) states that strategic fit and trade-offs are a determinant of competitive advantage, instead of operational effectiveness by itself; cost discipline should, then, be treated as enabling capability, not as a strategy, by Shell.
Table 4: Strategic Choices Available to Shell plc
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The better business level option is differentiation since the business strengths of Shell hinge on the integrated LNG capacity, international trading, brand presence, technical skills and energy solutions to customers. According to the Energy Transition Strategy 2024, Shell considers that by 2050, the company will deliver secure and affordable energy and become a net-zero emissions energy business; it will invest in low-carbon energy solutions and expand LNG ( Shell plc, 2024). This helps in a differentiated position in terms of reliability, scale and transition capability. However, differentiation should be plausible: Halttunen, Slade and Staffell (2023) caution that oil majors are under pressure to shift to further diversification, otherwise they are likely to become unsustainable in a sustainable energy shift.
At the corporate level, Shell ought to engage in the related diversification, rather than unrelated expansion. Pickl (2019) demonstrates that the choice of renewable strategies of oil majors depends on their legacy assets, reserves and pre-existing capabilities, i.e. it is easier to change successfully when new activity is developed based on their existing strengths. In the case of Shell, it would be a priority of LNG, biofuels, EV charging, carbon capture and storage, hydrogen, and customer decarbonisation services in which it can leverage trading, project management and industrial-customer relations. Another approach to international expansion would also not be a scale-based expansion but selective on advantaged LNG markets and politically manageable upstream assets, as opposed to high-risk geographic expansion. This is in line with the dynamic capabilities logic of Teece (2007): Shell needs to feel the transition opportunity, respond to commercially viable opportunities and re-arrange assets without demolishing its cash-generating foundation.
5.2. [bookmark: _Toc228539553] Change Management and Strategic Implementation
Shell has been fairly successful in strategically changing financially and organisationally, but not conclusively in terms of transformation. Its performance, discipline and simplification have enhanced the focus of the strategy through lessening the complexity and prioritising high-return activities. This facilitates implementation since change implementation is more likely to be successful in cases where strategic decisions are converted to capital, operating targets and portfolio decisions. The 2025 financial and operational performance that Shell reported shows that the company still has the potential to create a massive amount of cash in the process of shifting its portfolio (Shell plc, 2025).
The change management in Shell, however, is a contested area. The transition strategy of the company is business-realistic and business-disciplined, yet could be considered incremental since oil, gas and LNG continue to be the nexus of revenues. According to Cherepovitsyn and Rutenko (2022), oil and gas strategic planning should be prepared for decarbonisation as a component of the strategic plan, and not an additional compliance concern. Shell has started this embedding by setting emissions targets, low-carbon investment and portfolio decisions, but there is a risk of implementation. Shell risk: unless low-carbon businesses can scale profitably, this may continue to give Shell short-term returns at the cost of undermining long-term legitimacy. Hence, the strategic course of action, which is recommended, is a differentiated transition-oriented energy strategy that is anchored by cost discipline, selective related diversification and strict change governance.
6. [bookmark: _Toc228539554]Strategic Evaluation and Recommendations
6.1. [bookmark: _Toc228539555] Strategic Evaluation Using SWOT
The present strategy of Shell is strategically consistent yet vulnerable to a two-level paradox of transition, where Shell has to reap the best out of hydrocarbons and develop plausible low-carbon development.
Table 5: Strategic Evaluation of Shell Using SWOT
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SWOT analysis reveals that Shell has the best opportunities on the basis of its LNG volume, worldwide trading, unified asset foundation, financial power and technical skills. By 2025, Shell had reported a revenue of 18.1 billion and an operating cash flow of 42.9 billion, which depicts a high financial power to pay back shareholder dividends, renewal and transition investments of the portfolio. But this strength is also a weakness as Shell is still substantially reliant on oil, gas and LNG, and its approach is subject to carbon regulation, climate litigation and stakeholder scepticism.
6.2. [bookmark: _Toc228539556] Strategic Evaluation Using Ansoff’s Matrix
According to the Matrix developed by Ansoff (1957), Shell cannot afford to do random diversification but rather develop related products and a selective market. Its Energy Transition Strategy 2024 will facilitate a balanced transition, with both secure energy supply and lower-carbon products and a 2050 net-zero ambition. However, it is not that Shell has transition language that is the critical matter, but that it has scalable transition economics.
Table 6: Strategic Evaluation of Shell Using Ansoff’s Matrix
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Halttunen, Slade and Staffel (2023) believe that oil majors must diversify more convincingly in the sustainable energy transition. Pickl (2019) demonstrates that in the renewable strategies of oil majors, it is the current asset base and capabilities that play a key role. This justifies a targeted approach: Shell needs to diversify where it has an advantage rather than pursue trends in renewables in general.  
6.3. [bookmark: _Toc228539557] Recommendations to Enhance Competitive Advantage
To begin with, Shell needs to concentrate on its energy-transition strategy that is differentiated towards LNG, carbon capture and storage, biofuels, EV charging and industrial decarbonisation, instead of diversifying capital in unrelated low-carbon markets. It is based on the resource-based perspective (Barney, 1991): sustainable advantage is founded on resources and capabilities which are valuable, rare, imitable, but organisationally embedded. The best way Shell can go, however, is not a sudden dumping of hydrocarbons, but changing LNG, the trading, project-management and customer-access into a transition-oriented competitive advantage.
Second, Shell needs to make its sustainability strategy more credible by more transparently aligning executive compensation, capital allocation and divisional KPIs with the reduction of emissions and low-carbon profitability. According to Cherepovitsyn and Rutenko (2022), decarbonisation should not be isolated from the oil and gas strategic planning process and should be incorporated into it. In the case of Shell, this implies that sustainability metrics could not be placed next to strategy, but must discipline investment decisions, project approval and portfolio exits.
Third, Shell ought to keep tight cost and portfolio discipline, yet not to operational efficiency as a strategy per se. Porter (1996) makes the argument that operational effectiveness is required and does not replace a unique strategic position. The future benefit of Shell ought to then be based on a simple strategic trade-off - focus upon high returns integrated energy businesses and transition technologies where Shell can be structurally advantaged, and get out of areas where it is not scale advantaged, differentiated or getting satisfactory returns. This would safeguard the existing competitiveness as well as optimise long-term strategic legitimacy. 
7. [bookmark: _Toc228539558]Reflective Account Using Gibbs’ Reflective Cycle
7.1. [bookmark: _Toc228539559] Description
This reflection paper is an assessment of the method used in the research, analysis and writing of the strategic analysis of Shell plc. The reflective cycle of Gibbs was chosen as it is a well-organised method of analysing experience by description, feelings, evaluation, analysis, conclusion and action plan (Gibbs, 1988). The evaluation needed a Level 7 strategic management report that had to synthesise the external and internal environment, critically assess the competitive and development strategies, and evaluate elements of implementation. Thus, my procedure started with understanding the short passage thoroughly, locating the frameworks needed and making sure that the process was not purely descriptive. Shell was chosen due to the fact that it provided enough data to be used in PESTEL, VRIO, CSR, Balanced Scorecard, strategic options, implementation and recommendations. The primary sources of evidence were the official Annual Report and Accounts 2025 of Shell, Shell Energy Transition Strategy 2024, and scholarly literature on strategic management that relates to resource-based advantage, dynamic capabilities, sustainability and oil-major transition strategy. 
7.2. [bookmark: _Toc228539560] Feelings
Initially, I found the task challenging as Shell is a complicated organisation which works in the fields of hydrocarbons, LNG, marketing, chemicals, trading and low-carbon energy. I knew that a shallow report might so easily be a general overview of Shell activities, as opposed to a critical strategic review. I also had some doubts concerning the balancing between the good financial performance and the controversial sustainability situation of Shell. But it was this complexity that proved beneficial since it enabled the report to respond to the strategic contradiction: Shell is financially robust and capable on a global scale, but it cannot legitimise itself in the long run in the manner in which it is persuasive with regard to the energy transition. This assisted me in getting out of the high and low praise or criticism and forming a more balanced academic assessment.
7.3. [bookmark: _Toc228539561] Evaluation
The best aspect of the process was the applied integrated evidence. The data presented in the annual report by Shell gave us current data about the organisation, whereas the theoretical perspective on the data was given by the academic sources. As an illustration, the resource-based view, as formulated by Barney (1991), was useful in the assessment of the Shell LNG, trading and technical capabilities, whereas the dynamic capabilities framework by Teece (2007) was valuable in the analysis of how Shell needs to sense and seize and reconfigure opportunities in evolving energy markets. The Balanced Scorecard created by Kaplan and Norton (2005) also assisted in expanding the aspects of performance assessment beyond the financial outcomes by incorporating customer value, internal process quality and learning-and-growth ability. This was significant due to the fact that the strategy of Shell cannot be evaluated solely in terms of income or cash flow: the safety levels, emissions, innovation and transition preparedness are also pertinent. One of the weaknesses of the process was the control of word limits. The critical discussion in each section had to be of a high level, yet the word count was an issue that had to be prioritised. Other areas that might have been useful, like competitor benchmarking on a region-by-region basis and regional market analysis, had to be eliminated to secure focus.
7.4. [bookmark: _Toc228539562] Analysis
The experiment revealed that Level 7 strategic analysis demands a synthesis and not an independent model use. PESTEL was beneficial in the identification of political, economic, social, technological, environmental and legal pressures, but its true worth was found in the connection of the pressures to strategic decisions of Shell. As an example, the geopolitical instability and energy-security issues justified another investment in LNG by Shell, whereas the regulation of climate and pressure from the stakeholders questioned the plausibility of its hydrocarbon addiction. This proved right an assertion made by Moon (2013) that reflection enhances learning when the experience is linked to conceptual learning as opposed to being narrated.
There was also the internal analysis, which had to be considered. VRIO could have been applied mechanically, but a more powerful way was to evaluate whether the resources of Shell were actually valuable, rare, inimitable and embedded in the organisation. This disclosed that Shell does not have a single asset as its strongest strength but rather is a conglomeration of systems: LNG, trading, global infrastructure, technical expertise and capital allocation. Nonetheless, using the natural-resource-based perspective of Hart (1995) demonstrated that environmental capability only turns into a source of competitive advantage when it transcends into compliance and is integrated into innovation, product stewardship and sustainable development. This was among the major lessons, as it brought to the fore the reality that Shell's sustainability strategy is not yet transformational enough, but is considered to be strategic.
The judgment was also necessary in the strategic choices part. The difference between operational effectiveness and strategy that Porter (1996) made came in handy as the cost discipline at Shell helps the company become more competitive, but not necessarily occupy a unique strategic niche. Thus, the suggested course was distinguished, gradual development with the aid of selective close diversification. The energy-transition literature supported this conclusion by indicating that the pressure charged to oil majors to diversify is not that they should do so in ways consistent with their capacity, as opposed to expanding without focus on low carbon (Pickl, 2019; Halttunen, Slade and Staffell, 2023).
7.5. [bookmark: _Toc228539563] Conclusion
In general, the process of research and writing helped me to enhance my knowledge of strategic management as an evidence-based and integrative field. The key takeaway was that models like PESTEL, VRIO, Balanced Scorecard, Ansoff, and SWOT in themselves are not helpful, and that is, until they are applied to produce judgment. The case of Shell showed that competitive advantage is dynamic, rather than fixed. Its existing strengths are high, and the same will determine how the company will be in the future, as it will be dependent on whether or not the company will be able to transform its hydrocarbon cash flows to support credible transition capabilities. Another lesson of the process was paying much attention to the quality of the sources since the official reports were up-to-date sources of information, whereas the peer-reviewed literature allowed for interpreting the data critically.
7.6. [bookmark: _Toc228539564] Action Plan
When writing a future strategic report, I would start by making my source matrix that would distinguish official company evidence, academic theory, competitor reports and critical commentary. This would facilitate easier synthesis and help lessen the chances of over-dependence on a single type of source. Another thing I would do is to set the central strategic tension earlier in the process, which would enable me to have a consistent argument throughout the various sections. Lastly, I would also consider the allocation of the word stricter at the planning phase with a sufficient amount of space left to evaluation and recommendations, as opposed to letting the descriptive background take preeminence. This would help to enhance stronger Level 7 performance through the enhancement of clarity, criticality and strategic focus.
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