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[bookmark: _Toc225125016]1. Introduction
 Innovation is essential for maintaining competitiveness in the fast-moving consumer  goods(FMCG) industry. The rapid technological development, the evolving consumer demands, and the increasing focus on sustainability require companies to adapt to this change. In this light, looking at how organisations organise and manage innovation is key to understanding their long-term strategic resilience. This portfolio examines Unilever’s innovation strategy using two frameworks namely the Innovation Ambition Matrix (Nagji and Tuff, 2012) and Customer Journey Mapping(Lemon and Verhoef, 2016). Together, these tools show how Unilever balances incremental and transformational innovation and how well it delivers value to customers. The innovation Ambition Matrix(see figure 1) reveals how Unilever strategically balances its innovation across core, adjacent, and transformational pursuits. Meanwhile, the Customer Journey Map(see figure2) uncovers both the bright spots and pain points in the customer experience. Also, in this portfolio, an overview of the firm Unilever will be produced. 
[bookmark: _Toc225125017]1.1 Unilever background
Unilever ranks among the world's largest Fast-moving Consumer Goods Companies. Established in 1929 through the merger of Lever Brothers and Margarine Unie( Unilever 2023a), Unilever currently operates in over 190 countries and reaches approximately 3.4 billion consumers daily with a portfolio of more than 400 brands, such as Dove, Persil, Hellmann’s, and Ben and Jerry’s (Unilever 2023b). The company employs around 127,000 workers globally and maintain a significant presence in the United Kingdom( Unilever 2023c; Unilever 2023d). The company’s  primary objectives include achieving long-term growth, enhancing digital capabilities, and generating value through innovation(Unilever 2023c). Major competitors, including Procter & Gamble, Nestle, L’Oreal, and Reckitt, are similarly investing in digital technologies and customer-centric innovation(Procter & Gamble 2023; Nestle2023; L’Oreal2023; Reckitt 2023). Analysing Unilever’s innovation strategy provides insight into the company’s response to competitive pressures and evolving market dynamics.
[bookmark: _Toc225125018]2. Innovation Ambition Matrix
The Innovation Ambition Matrix, developed by Nagji and Tuff, enables organisations to assess the balance of various types of innovation within their portfolio. This framework categorises innovation into core, adjacent, and transformational innovation, allowing firms to evaluate whether their initiatives contribute to both immediate outcomes and sustained long-term growth(Nagji & Tuff, 2012). As shown in figure 1, the matrix illustrates how activities can be distributed across incremental improvement, market extensions, and radical new offerings. 



Transformational
1. AI-driven consumer insights
2. Smart packaging
3. Digital manufacturing

        Adjacent
1. Plant-based product
2. Direct-to-consumer channels
3- New market  segment





          Core
1. Packaging improvement
2. Product reformulation
3. Customer services






                          
Figure 1Innovation Ambition Matrix
Unilever’s innovation  strategy fits well with this model(Nagji& Tuff 2012; Unilever 2023c). The company works in many product categories and markets, using a balanced approach to stay competitive in established segment while also looking for new opportunities. Placing Unilever’s activities on the matrix shows how wide its innovation portfolio is and highlights where it could grow further. 
[bookmark: _Toc225125019]2.1 Core innovation
Core innovation is improving what already works. At Unilever, this includes making products more sustainable, using more efficient packaging, and improving customer service. For example, research has shown that sustainable supply chain innovation, including eco-friendly packaging, reduce negative environmental impacts and promote long-term competitiveness (Raut, Narkhede & Gardas, 2017). For instance, Unilever’s ongoing R&D efforts have developed a more sustainable form of packaging for their Dove and Persil products which decrease the negative environmental externalities associated with plastic packaging( Unilever,2023c).
By keeping Unilever’s brands competitive within the dynamic consumer goods market, core innovation provides a less complicated pathway towards growth. However, long-term growth may be more difficult to achieve since technology and consumer needs change rapidly, therefore, in some instances, more drastic changes are required.
[bookmark: _Toc225125020]2.2 Adjacent Innovation
Adjacent Innovation capitalises on Unilever’s areas of strength to enter new markets- an example of this is the launch of The Vegetarian Butcher in the niche plant-based market (Unilever 2023c), which spreads risk through appealing to multiple demographics and market segments. Through direct-to-consumer channels and effective customer service, the relationship between Unilever and its consumers is strengthened, improving brand loyalty and guaranteeing success in the consumer goods market.
This aligns with the Chesbrough (2003) open innovation principles that focus on partnerships with external firms to boost innovation, such as with universities and technology partners which already have the resources and capital to fund R&D and minimise costs, allowing Unilever to maximise its productive efficiency and respond more rapidly to customer needs.
[bookmark: _Toc225125021]2.3 Transformational Innovation
This form of innovation encourages substantial changes to products and business models, which can be done through investing in digital manufacturing and conducting primary research to obtain customer insights. Through this, how products are made is changed as well as Unilever’s way of running its supply chain. 
Liedtka’s (2015) theory that altering design and breakthrough innovation is aligned with this form of innovation, however, with the large reward of growth and added value comes huge risk if unsuccessful. This means that thorough research must be conducted to ensure that transformational innovation is the best course of action. As noted by O’Connor and Rice (2013), technological and market risks pose the hugest threat to growth if following this method, therefore Unilever must be confident in its ways of achieving this form of innovation.
[bookmark: _Toc225125022]3. Challenges in Managing Innovation
Whilst there are many benefits when it comes to innovation, there are still challenges associated with product change. These include cultural resistance to change within firms (Kanter, 2006; Beer, 1984), loss of economies of scale associated with previous specialisation in way of producing their goods( Nagji & Tuff, 2012 ), and lack of effective communication within large firms when approaching new product design and innovation (Bharadwaj et al., 2013). As Beer (1984) argues in his Viable System Model, effective innovation management requires coordination, adaptability, and robust information flows across organisational subsystems. 
To address these challenges, it is essential that Unilever encourage experimentation within their company operations( Kanter, 2006), strengthen leadership support and focus ( Bharadwaj et al., 2013),  sets clear goals and plan efficiently by applying causal mapping techniques to identify barriers to success( Beer, 1984), and increasing collaboration across different departments to capitalise on separate strengths ( Stickdorn et al., 2018). Additionally, embracing digital tools and platforms can help overcome organisational silos and enhance knowledge sharing( Davenport & Ronanki, 2018).
[bookmark: _Toc225125023]4. Metrics for Evaluating Innovation Performance
Measuring performance along the way allows Unilever to effectively pinpoint the steps they need to take to further encourage growth and innovation, particularly if certain methods fall short of expectations set at the beginning. Three types of metrics can be used to monitor the success of their innovation: input, output and impact metrics.
Input metrics consist of measures of R&D investment and number of ideas generated to ensure that Unilever are doing enough to facilitate their innovation. Output metrics include number of products launched and the obtained revenue from these new products to deduce the effectiveness of their methods. Impact methods focus on customer satisfaction, operational efficiency and return of innovation investment to make sure all stakeholders involved are satisfied and that the company do in fact experience growth.
[bookmark: _Toc225125024]5. Customer Journey Mapping
Customer Journey Mapping ( CJM) is an effective method of monitoring consumer behaviours and their interactions with Unilever- it pinpoints customer requirements and highlights possible areas for improvement that would yield the most beneficial outcomes for the firm. Due to having such a broad customer base and appealing to multiple demographics, it is essential for Unilever to utilise CJM.
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Figure 2 Generic Customer Journey Map(Adapted from Lemon&Verhoef,2016)

[bookmark: _Toc225125025]5.1 Theoretical Foundations of Customer Journey Mapping
As argued by Lemon and Verhoef (2016),  partner interactions and external influences such as social media, advertisement and peer reviews are pivotal in determining the impression customers form on Unilever as a company. The non-linear and unpredictable nature of consumer behaviour as demonstrated by the McKinsey Consumer Decision Journey( figure 3 bellow) further supports the idea that consumers are taken through a journey through all stages of consumption. As emphasised by Stickdorn et al. (2018), being able to determine consumer emotions and potential pain points aligns with effective design thinking  which encourages co-creation, empathy  and iterative improvement so that Unilever  can truly connect with their customer base. 
[image: mckinsey-consumer-decision-journey-1]Figure 3 Decision Making Model by McKensey& Company(2009)










[bookmark: _Toc225125026]5.2 Current Customer Journey for Unilever Consumers
Personal care products such as Dove, Vaseline and Tresemmé have had their customer journey maps analysed to again determine how product reviews and comparisons can influence consumer behaviour.
[bookmark: _Toc225125027]6. Pain Points and Gain Points across the Journey
[bookmark: _Toc225125028]6.1 Awareness Stage
To gain awareness of the true customer experience, exploring the impact of touchpoints such as social media, influencers and brand website is essential in looking at the factors that influence customer engagement and decisions they choose to make (Kannan & Li, 2017). Pain points such as overwhelming product choice and information failure indicate weaknesses in a firm’s approach(lemon & Verhoef, 2016)  and can help guide future courses of action. To gain points when looking at awareness stage include establishing a strong and coherent brand reputation and identify (Brodie, Glynn & Little, 2006), allowing Unilever to stand out amongst competitors, and the delivery of sustainable messages, which satisfy Corporate Social Responsibility objectives( DU, Bhattacharya & Sen,2010).
[bookmark: _Toc225125029]6.2 Consideration Stage
When looking at practical applications and considerations of the customer experience, touchpoints such as reviews, mobile apps and email marketing are important to monitor (Verhoef et al., 2015), as well as pain points such as limited personalisation and unclear policies which hinder consumer accessibility( Bleier, Harmeling & Plmatier,2019). Another source of friction is the uncertainty of generic reviews, particularly when appealing to a market containing many demographics such as the hair care market( Chevalier & Myzlin,2006). Gain points Unilever should consider are loyalty rewards, which secure brand loyalty amongst consumers, and provide them with an incentive to further support the organisation’s activities( Dorotic et al., 2014). 
[bookmark: _Toc225125030]6.3 Purchase Stage
Touchpoints associated with purchasing are e-commerce and in store platforms, which must be refined and improved to ensure best possible consumer experience ( Rigby,2011). Pain points such as complex checkout and unclear delivery fees can negatively impact customer retention and may result in cart abandonment resulting in lost sales due to this friction ( Kukar-Kinney& Close, 2010). Gain points such as promotions and fast delivery options act as a source of added value for Unilever ( Kumar & Reinartz, 2016).
[bookmark: _Toc225125031]6.4 Post- Purchase Stage
At the post-purchase stage, confirmation emails and tracking enable consumers to feel confident and reassured during their entire journey( Homburg, Jozic & Kuehnl, 2017 )whilst pain points such as delivery delays, complex returns, and receiving no replies from the customer service sever trust between customers and the firm revealing a lack of operational transparency ( Rosenbaum et al., 2017). Reliable product quality and after-sales content such as future discounts act as gain points for customers buying from Unilever ( Lemon & Verhoef, 2016).
[bookmark: _Toc225125032]7. Opportunities for Digital Innovation
· AI-driven personalisation
Capitalising on opportunities for digital innovation such as AI-driven personalisation is incredibly effective in providing customers with tailored support which is relevant and updated. This reduces the time needed to be spent on decision making by Unilever, and allows them to focus on other aspects of operation such as physical product making.
· Unified product information across channels
Through unified product information, consistency is guaranteed across all platforms and minimises the risk of confusion of consumers when switching between channels, further cultivating confidence in the Unilever brand (Verhoef et al., 2021).
· One-click checkout
Digital innovation can be implemented through multiple methods such as one click checkout. This will  reduce purchase friction by streamlining and shortening the purchase experience.
· Real-time delivery tracking
 Real-time delivery tracking - instilling consumers with certainty through providing minute-by-minute updates and improving customer visibility and control, supporting positive impressions of Unilever’s reliability (Davenport and Ronanki, 2018).
· Automated returns
Automated returns which allows consumers to solve issues independently and with ease.
· AI enabled customer support
 AI-enable customer support, which through the use of chatbots and automated triage systems improve the efficiency of response to consumer inquiries.
[bookmark: _Toc225125033]8. Challenges Associated with Customer Journey Mapping
There a some challenges brought by the CJM, including difficulties in pinpointing all the relevant touchpoints, the unreliable nature of buyer emotions, the breadth of global customer segments and the rapid evolution of technology. 
Because customers encounter multiple recurring pain points: Limited personalisation, inconsistent product information, checkout friction, unclear delivery fees, limited delivery transparency, slow customer service, complex return
1 Why


Because  Unilever’s digital touchpoints, such as website, app, retailer platform customer service systems, are not fully integrated

2 Why



Because different brands and channels operate using separate systems, data sources, and content management processes
3 Why




Because Unilever’s  digital infrastructure has developed in silos over time, with limited cross- functional coordination and inconsistent data governance
4 Why



Because the organisation lacks a unified digital platform that consolidate customer data, standardises processes, and support seamless end-to-end customer experience
5 Why





Figure 4 The Five Whys


[bookmark: _Toc225125034]Explanation of the Five Whys figure 4
The Five Whys analysis identifies the underlying cause of Unilever’s customer journey pain points. The root cause is originated from the fragmented digital infrastructure and siloed systems, which prevent the organisation from delivering a seamless, consistent, and personalised customer experience( Naveh & Marcus, 2005; Leeflang et al., 2014).
[bookmark: _Toc225125035]8.1 Strategies to Strengthen Customer Journey Mapping
Unilever can make use of multiple strategies to maximise the effectiveness of CJM, for example by carrying out extensive customer research to truly get to know their consumers, and this can be further refined by using multiple data sources to reduce the risk of unreliable data. Other methods include customer segmentation to be able to focus on the needs of certain segments at a time, the frequent updating of journey maps to establish a clear consensus across the entire organisation and the capitalisation of digital tools to improve this collaborative mapping and communication.
[bookmark: _Toc225125036]9. Challenges in managing innovation at Unilever
Despite its established reputation as an innovative organisation, Unilever faces several significant challenges in managing innovation across its global operations. One of the obstacle is the cultural resistance to change, particularly in large, long-standing companies(Beer,1984; Nagji and Tuff,2012).Employees and management in such environment often cling to established processes and mindsets, making it difficult to embrace new ideas or disruptive technologies(Kantar,2006). Another challenge arises from tensions in resource allocation, as Unilever must balance the ongoing demands of short-term performance and profitability with the need to invest in long-term innovation projects that may not yield immediate returns(Nagji and Tuff, 2012; Bharadwaj et all., 2013). To sheer complexity of Unilever’s global operations further compounds these difficulties. Coordinating innovation initiatives across diverse markets, product categories, and functional areas introduces layers of complexity, especially in the context of rapidly emerging digital technologies, adds another dimension of risk(Davenport and Ronanki, 2018). Adopting new tools and platforms requires significant investment and comes with the uncertainty of whether these technologies will deliver the anticipated value( Davenport and Ronanki, 2018).  
These interconnected challenges reflect a system-thinking perspectives, notably Beer’s (1984) Viable System Model, which emphasises coordination, adaptability, and information flow across organisational subsystems.
To address these obstacles and strengthen its innovation capability, Unilever can adopt several proactive strategies, Fostering cross-functional collaboration, and adopt agile methodologies to speed up product development( Kanter, 2006; Bharadwaj et al., 2013; Stickdorn et al., 2018). Using causal mapping can help identify innovation barriers(Beer,1984), while strong leadership support is vital for driving change( Kanter, 2006). Together, these strategies support continuous Improvement and align with design thinking principles, helping Unilever remain competitive(Stickdorm et all., 2018).


[bookmark: _Toc225125037]10. Future Trends in Customer Journey Mapping
The emerging trends that will determine how Unilever manages customer journeys in the future are: AI-driven personalisation, omnichannel integration, predictive journey mapping, voice-activated shopping and sustainability driven journeys.
[bookmark: _Toc225125038]11. Digital Transformation Initiative
[bookmark: _Toc225125039]11.1 Identifying the Core Problem
The Customer Journey Map identified many of the consistent pain points within the awareness, consideration, purchase and post-purchase. These are: limited personalisation and genericness of options, inconsistent product information, checkout friction, unclear delivery fees, limited transparency in delivery tracking, slow customer service responses and complex returns processes.
[bookmark: _Toc225125040]11.2 Proposed Digital Transformation Initiative
An AI-driven initiative called the Unilever Unified Customer Experience Platform (U-UXP) can act as a digital ecosystem to streamline customer interactions and improve personalisation across all channels. This consists of multiple core components: an AI driven personalisation engine, one-click checkout functionality, real-time delivery tracking, automated refunds and returns, AI-enabled customer support and unified customer profiles across all Unilever brands.
This abides by the principles involved in design thinking, which use empathy and experimentation to fuel innovation.
[bookmark: _Toc225125041]11.3 Components of the Digital Transformation Initiative
[bookmark: _Toc225125042]11. 3.1 AI-Driven Personalisation Engine
Machine learning is used to analyse browsing behaviour, purchase history, demographics and sustainability. This creates tailored product recommendations and predictive replenishment reminders, which align with Lemon and Verhoef’s (2016) argument that customer expectations of personalised experiences across digital touchpoints are increasing. 
[bookmark: _Toc225125043]11.3.2 One-Click Checkout Functionality
The U-UXP introduces features such as saved payment methods, auto-filled delivery details, transparent delivery fees, instant order confirmation. This  enhancements reduce cognitive load for consumers and are supported by research showing that streamlining the online purchase process improves conversion rates( Frambach, Roest & Krishnan,2007).
[bookmark: _Toc225125044]11.3.3 Real-Time Delivery Tracking
Customers can track orders in real time and receive delivery notifications in order to view delivery windows. This significantly reduces post-purchase anxiety and enables consumers to maintain trust in the brand.
[bookmark: _Toc225125045]11.3.4 Automated Returns and Refunds
Returns are simplified through implementing one-click return initiation, automated refund processing, QR-code-based return labels and drop-off point locators. This works accordingly with Stickdorn et al.’s (2018) emphasis on streamlining services processing to enhance the customer experience.
[bookmark: _Toc225125046]11.3.5 AI-Enabled Customer Support
AI chatbots have the ability to directly answer product questions, resolve delivery issues, process returns and provide personalised advice.
Customer profiles across Dove, Vaseline, Tresemme, Persil and other sub branches of Unilever are unified through this initiative, which further enhances Unilever’s presence in the market.
[bookmark: _Toc225125047]11.3.6 How the Initiative supports Unilever’s Strategic Objectives
Unilever’s strategic objectives are supported through an increase in customer satisfaction through streamlined interactions, reducing system fragmentation and modernising its digital infrastructure, the promotion of eco-friendly products, reductions in service costs to enhance operational efficiency and unified data to improve forecasting and product development.
[bookmark: _Toc225125048]11.3.7 Desirability, Viability, Feasibility Assessment
To determine whether the initiative would be successful strategically, its important to also consider the fact that customers expect seamless and transparent digital experiences. Unilever’s long term strategic goals and financial potential can also be forecast through this assessment, and it can be said that Unilever also havs the capital and resources to implement the platform on a digital level.
The enhanced customer journey also shows how the initiative gets rid of friction and increases customer engagement on multiple levels.
[bookmark: _Toc225125049]12. Metrics for Assessing Customer Journey Effectiveness
[bookmark: _Toc225125050]Customer Satisfaction Metrics
[bookmark: _Toc225125051]Key Performance Indicators
A set of well defined Key Performance Indicators are instrumental in capturing the customer experience, monitoring operational efficiency, financial performance and innovation outcomes whilst also considering customer focussed metrics to encapsulate the overall consumer journey. Operational KPIs like delivery accuracy, customer service response times and return processing times truly show the effectiveness of automation at Unilever, and its internal efficiency. Financial metrics such as average order value monitor the financial success of the firm and its commercial impact. Innovation related KPIs like engagement with personalised features and return on innovation allow Unilever to gauge its success in the market. This framework provided by the KPIs fuels further development and continuous improvement, which, again is important in such a dynamic market.
· Customer Satisfaction Score monitors the customers satisfaction with the services provided and their interactions with individuals of the firm.
· Net Promoter Score assesses customer loyalty and considers the customer’s willingness to promote Unilever’s brand to others.
· Customer Effort Score determines the ease of the customer experience and how difficult it was to solve a problem and complete tasks.
[bookmark: _Toc225125052]Behavioural Metrics
· Conversion rates act as a measure of the percentage of consumers that complete an action after interacting with Unilever touchpoints.
· Repeat purchase rates indicate the level of consumer retention and success of customer experience, showing ongoing satisfaction and loyalty.
· Cart abandonment rates highlight friction points in the checkout process which push customers to not complete their purchases.
[bookmark: _Toc225125053]Operational Metrics
· Customer service response times show the effectiveness of response of Unilever when solving customer inquiries or support requests.
· Delivery accuracy measures the quality of Unilever’s delivery services through looking at the percentage of orders delivered correctly and on time.
· Cost to serve shows the total cost of delivering a product, which helps Unilever monitor and determine the steps needed to maximise operational and productive efficiency.
By enabling Unilever to quantify performance improvements, constant development is guaranteed since areas requiring further innovation can be identified much more easily.
[bookmark: _Toc225125054]Conclusion
By adapting to technological change and investing in multiple forms of innovation, Unilever remains dynamic amongst strong competitors and can handle sustainability and consumer pressures effectively. By utilising the Innovation Ambition Matrix (Nagji and Tuff,2012) and Customer Journey Mapping (Lemon and Verhoef, 2016), Unilever’s added value could be quantified and assessed through identifying pain and gain points across the awareness, consideration, purchase and post-purchase stages, particularly concerning friction in experiences.
The digital transformation initiative proposed tackles the weaknesses identified in Unilever’s current way of operating, through the integration of an AI-driven platform to speed up processes such as checkout processes, delivery and returns. This also aligns with design thinking principles and once again satisfies the desirability, viability and feasibility criteria to support organisational integration. This allows Unilever to maintain a long term competitive advantage in an increasingly digital consumer facing market.
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