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[bookmark: _Toc225463906]1.0 Organisational Context: Unilever PLC
Unilever PLC is a leading British multinational company dealing with consumer goods, which is based in London. Founded in 1929, the resultant merger of a Dutch margarine manufacturer, Margarine Unie, with the British soap producer Lever Brothers led to the organization becoming a global giant (Lera, 2020). It is currently doing business in 190 countries, and its products are consumed by around 3.4 billion people every day (Unilever, 2025).
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[bookmark: _Toc225463897]Figure 1: Unilever
Source: (Unilever, 2023)
This expansion is characterised by the organisation's ability to grow through its Power Brands, including the iconic names Dove, Knorr, and Hellmann's, while remaining prevalent in new markets that now account for 58% of the organisation's total turnover  (Mali, 2021). Unilever is robust and can secure its position in a turbulent global market because in 2024, the company declared a turnover of €60.8 billion (Financial Times, 2025). With the new CEO, Hein Schumacher, in charge, the company started the recent transition into a so-called Growth Action Plan (GAP), which simplifies its organisational structure and becomes more focused on the high-performing segments such as Beauty and Wellbeing and Personal Care (Unilever, 2024).
[bookmark: _Toc225463907]1.1 Mission, Vision and Business Model
Mission: The main mission of Unilever is to make sustainable living a commonplace (Unilever, 2024). This mission is what motivates the company to fulfil daily nutritional, hygiene, and personal care needs using products that enable people to feel good and get more out of life.
Vision: Its vision is to be the world leader in sustainable business, meaning that a purpose-driven, future-fit business model can provide high performance and stable, competitive growth (Unilever, 2024).
Business Model: The model is designed with five different business groups: Beauty and Wellbeing, Personal Care, Home Care, Nutrition, and Ice Cream (Unilever, 2024). It is based on a value creation model that combines R&D innovation (annual investment of up to 949 million) with a digitally enabled supply chain to create unmissable brand superiority through global retail channels (Unilever, 2025).
[bookmark: _Toc225463908]1.2 Competitors and Industry Analysis and Position
Unilever is in the Fast-Moving Consumer Goods (FMCG) market, which is a high-volume, low-margin, and brand-competition market (Statista, 2024). The industry is even in the process of digital transformation, and the distribution channels of e-commerce are estimated to increase by 3.2 CAGR till 2029 (Technavio, 2025).
Key Competitors:
In addition to the main competitors mentioned earlier, Unilever operates in a highly fragmented global environment, where it faces intense competition from speciality conglomerates and local competitors. There are four other major competitors that pose a great threat to the market share of Unilever in its various product lines:
· Colgate-Palmolive: This is the nearest apples-to-apples competitor of Unilever in the oral and personal care segments. The global market share is highly robust, with a reported market share of 39.4 by Colgate-Palmolive in the toothpaste market as of the end of 2024 (Canvas Business Model, 2024). Although the Unilever Closeup and Pepsodent brands are strong in the emerging markets, the unmatched brand equity and the high margin of the Unilever division of pet nutrition (Hill’s Science Diet) offer a strong financial buffer to compete aggressively on price and innovation (Porter's Five Forces, 2025).
· Reckitt (previously Reckitt Benckiser): Reckitt is the main rival of the home care and hygiene units of Unilever. The rivalry is the most apparent in the so-called German War, in which Dettol and Lysol creations of Reckitt face the domination of the global market with the Lifebuoy and Domestos of Unilever (The Brand Hopper, 2025). The direct pressure of the 2025 strategic shift toward the so-called 'Health and Hygiene' by Reckitt puts a strain on the ability of Unilever to fast-track its own research and development into the so-called 'biomimetic and cleaner cleaning products' in order to safeguard its margins in Europe and North America (Financial Times, 2024).
· Kenvue (formerly Johnson and Johnson Consumer Health): Kenvue, a spin-off of J&J, is now a specialised competitor in essential health and self-care. Other brands such as Neutrogena and Aveeno are direct competitors of Dove and Vaseline, the two rival products of Unilever in the skin health sector (Tracxn, 2026). The extensive clinical background of Kenvue enables the firm to sell products with more medical distinctiveness which frequently appeals to older age groups, compelling Unilever to spend a significant amount of money on its Power of Science marketing campaign to preserve its premium image (Unilever, 2025).
· The Kraft Heinz Company: Kraft Heinz Company is a strong competitor in the segment Foods and Refreshment, specifically in the areas of condiments and dressings. In early 2026, a possible mega-merger between the food unit of Unilever and the condiments division of Kraft Heinz was discussed, which signified the high levels of consolidation pressure in the market (The Caterer, 2026). Such brands as Heinz Ketchup and Hellmann's (Unilever) are considered a duopoly in most Western markets, where the two companies struggle to secure the top positions due to their aggressive promotional expenses and social-first digital marketing to attract Gen Z customers (Forbes, 2023).


Market Position:
In 85% of its markets, Unilever holds a dominant role (usually number 1 or 2 in the world) (Unilever, 2024). It is the global leader in deodorants and skin cleansing and has a strong market share in the global market of food solutions. The recent market instability notwithstanding, the Unilever "Power Brands" increased by 5.3% in 2024, much more than smaller niche brands referred to as challengers (Financial Times, 2025). Its geographic shift to the US and India, two of its biggest growth platforms, makes it a leader in the Masters category of global supply chain excellence for seven years in a row (Gartner, 2025).
[bookmark: _Toc225463909]2.0 External and Internal Environment Analysis
[bookmark: _Toc225463910]2.1 PESTEL Analysis of Unilever PLC
Unilever is facing a high volatility in the external environment, where strategic agility is needed. The table presented below critically addresses the influence of the PESTEL factors on the strategic choices of the organisation, based on the Annual Report and Accounts 2024 and the recent research in the industry.
	Factor
	Impact on Strategic Decisions

	Political
	Geopolitical fragmentation and trade tensions (e.g., potential US tariffs and Middle Eastern conflicts) have led Unilever to adopt a "localization" strategy. The decision to nearshore manufacturing hubs (e.g., in Mexico) aims to bypass volatile trade routes and minimize tariff exposure (Unilever, 2025; DCFmodeling, 2025).

	Economic
	Persistent global inflation and currency headwinds (estimated -6.0% impact on 2025 turnover) have forced a strategic pivot toward "Premiumisation". By shifting the portfolio toward higher-margin products, Unilever aims to protect gross margins against rising input costs (Unilever, 2024; Financial Times, 2025).

	Social
	A radical shift in consumer demand for transparency and health-conscious products has driven the Growth Action Plan (GAP). Strategic investment is now focused on "Power Brands" that possess an explicit social or environmental purpose to maintain brand equity (Unilever, 2024; StrategyPunk, 2024).

	Technological
	The rapid advancement of Generative AI and digital commerce (d-com) has led Unilever to invest €9.4 billion in brand and marketing, emphasizing "social-first" demand generation and AI-driven R&D to accelerate innovation cycles (Unilever, 2025; IJARIRE, 2024).

	Environmental
	Stricter EU mandates, such as the Corporate Sustainability Due Diligence Directive (CSDDD), have made deep supply chain mapping a non-negotiable operational cost. This has accelerated Unilever’s transition to regenerative agriculture and virgin plastic reduction targets (Unilever, 2024; DCFmodeling, 2025).

	Legal
	Increasing complexity in international patent laws and food safety regulations requires continuous compliance monitoring. Unilever has intensified its legal risk management to protect its IP and navigate diverse labor laws across 190 countries (The Strategy Story, 2024).


[bookmark: _Toc225463902]Table 1: PESTEL Analysis
[bookmark: _Toc225463911]2.2 Strategic Challenges and Critical Success Factors
Critical Success Factors (CSFs)
The capability of Unilever to maintain a competitive advantage is dependent on three major CSFs. First, there is Emerging Market Dominance, where the turnover produced by these areas is half of the total; Unilever takes advantage of intensive local distributive systems that cannot be easily recreated by the challenger brands (Unilever, 2024). Secondly, brand superiority, which is gauged in terms of merchandise, packaging, and pricing, assures that its 30 Power Brands (75 per cent of turnover) are not forgotten in an oversaturated market (Unilever, 2025). Third, there is the sustainability integration, which serves as a differentiator. In contrast to companies in which CSR is marginal, the Unilever Compass strategy integrates ESG in its R&D, and hence, it can tap into the emerging green premium segment (SkyQuest, 2024).
Strategic Challenges
The organisation has tremendous challenges amid its strengths. The business transformation risk is also high because Unilever is currently carrying out the separation of its ice cream business and a leaner organisational model; that type of large-scale restructuring has the risk of disrupting operations and losing talent (Unilever, 2025). Moreover, supply chain resilience is also a challenge. The shortage and price of raw materials, including palm oil and tea, are increased due to geopolitical risk and physical risks, including droughts causing agricultural harvests (Unilever, 2024; Financial Times, 2025). Lastly, digital disruption is a menace to old-fashioned advertising. Since the focus of consumers moves to discontinuous social networks, Unilever needs to quickly transform its social-first potential to avoid losing its brands to the subconsciousness of younger generations (IJARIRE, 2024; StrategyPunk, 2024).
[bookmark: _Toc225463912]2.3 Internal Environment: Resources, Capabilities and Core Competencies
Resources: Unilever has its internal environment pegged on a strong portfolio of both tangible and intangible resources that move its international operations. One of the main physical assets is its vast manufacturing and distribution system consisting of hundreds of factories and a footprint in more than 190 countries (Unilever, 2024). With this scale, Unilever is able to reach more than 3.4 billion consumers per day. Moreover, its economic capacity, which was started by the turnover of 60.8 billion in 2024, gives it the funds to make colossal R&D investments, which were almost 1 billion a year in 2020-24 (Unilever, 2024, 2025).
Capabilities: The company has capabilities of advanced supply chain management and online marketing. Unilever successfully shifted to a more digital-first strategy and leverages AI-driven consumer insights to speed up the innovation processes (IJARIRE, 2024). The fact that it can operate a large, decentralised supply chain and stay highly ESG-orientated is often referred to as an example of sustainable operations (Hu & Zeng, 2024).
Core Competencies: The most important core competencies of Unilever are the distinctive sets of resources and skills that allow the organisation to have a competitive advantage, which focus on brand equity management and sustainability integration. Using the so-called Power Brands (e.g., Dove, Knorr), which have strong consumer trust and a defined social mission, Unilever can develop a differentiation advantage that cannot be copied by smaller, local competitors (Unilever, 2025). Such a synergy of the profit and purpose enables the firm to seize the increasing share of ESG-sensitive consumers (Michalski, 2024).
[bookmark: _Toc225463913]2.4 VRIO Analysis of Unilever's Strategic Capabilities
The table below analyses the strategic capabilities of Unilever based on the VRIO (Value, Rarity, Imitability, Organisation) model to establish their ability to allow the company to maintain a competitive advantage.
	Strategic Capability
	Value
	Rarity
	Imitability
	Organisation
	Competitive Implication

	Global Brand Portfolio (Power Brands)
	Yes
	Yes
	Hard
	Yes
	Sustained Competitive Advantage

	Sustainability (Unilever Compass)
	Yes
	Yes
	Moderate
	Yes
	Temporary to Sustained Advantage

	Emerging Market Distribution
	Yes
	Yes
	Hard
	Yes
	Sustained Competitive Advantage

	Digital R&D & AI Integration
	Yes
	No
	Moderate
	Yes
	Competitive Parity / Temporary Advantage


[bookmark: _Toc225463903]Table 2: VRIO Analysis
Critical Analysis: Although the digital tools of Unilever are useful, a lot of competitors are following suit, and the competition is even in that particular sphere (You et al., 2023). Nevertheless, deep distribution in emerging markets (e.g., India, Indonesia) and a trusted brand portfolio are very hard to copy because they take decades of capital and cultural investments (Unilever, 2024; Barney and Li, 2025).
[bookmark: _Toc225463914]2.5 Internal Strengths and Competitive Advantage
These internal strengths of Unilever make it have a Sustained Competitive Advantage (SCA) through the establishment of high barriers to entry and consumer loyalty. The Resource-Based View (RBV) assumes that firms attain SCA after having resources that are hard to replace, unique, and valuable (Barney and Li, 2025). Unilever has a strategic plan merging these resources by leveraging 30 "Power Brands" that generate 75% of the total turnover as the Growth Action Plan (GAP) that guarantees capital concentration in areas that have the widest competitive moat (Unilever, 2025).
The internal strength that is critical is the merger of the ESG in core business processes. In contrast to the companies that consider CSR as a secondary marketing instrument, Unilever makes use of its Sustainable Living plan and Compass strategies to enhance operational efficiencies, including waste and energy reduction, which directly enhance profit margins (Hu & Zeng, 2024). This assimilation develops a differentiation advantage, with an increasing number of consumers liking brands that use ethical supply chains (Michalski, 2024).
Moreover, the adaptive leadership enables Unilever to navigate the unstable environment of the world, as the company has high organisational stability (You et al., 2023). As an illustration, in the COVID-19 pandemic and the following periods of inflation (2020-2024), Unilever used its international size to achieve better terms with suppliers and quickly shifted its lines of production to satisfy the new needs in hygiene and food products that could be prepared at home (Unilever, 2024). This dexterity, together with its unparalleled market penetration in developing markets, makes Unilever continue to be a powerhouse in spite of increasing rivalry between it and the local nimble players (Van Rensburg et al., 2023).
[bookmark: _Toc225463915]3.0 CSR and Sustainability objectives
The Corporate Social Responsibility (CSR) sustainability policy of Unilever is inherently connected with the core business model in the system, which is called the Unilever Compass. In contrast to the old-fashioned philanthropic CSR, Unilever employs the concept of shared value, according to which social and environmental development is considered as the direct cause of financial success and risk avoidance (Unilever, 2024). Such alignment is supported by the fact that the company has strategic focus of its own Power Brands, which are specially selected to solve specific social problems, like in the case of Dove, its Real Beauty campaign that promotes self-esteem, thus increasing brand equity and consumer loyalty (Forbes, 2023). This is supported by the fact that the company has its sustainability objectives that are not only based on the three pillars but also specific to a particular social problem, such as the case of Dove and its Real Beauty campaign that preaches self-esteem, thus increasing brand equity and consumer Most importantly, the approach is not only ethical but also defensive; the pledge to use 100% sustainably sourced key agricultural products and cut the usage of virgin plastic by 50% positions Unilever as having a secure supply chain against the growing physical risks of climate change and changing global regulations (Financial Times, 2024). According to academic debate, the so-called purpose-led model helps to establish a green premium, which enables Unilever to keep high prices in a competitive market but lowers operational expenses through energy savings and waste management (Michalski, 2024). Yet, as recent shifts of the strategy under the leadership of Hein Schumacher hint, the objectives are going through a pragmatic transformation. In 2024, Unilever replaced its targets with more realistic and impactful ones, which include near-term targets like reducing Scope 1 and 2 emissions by 39% in an absolute manner by 2025 (Unilever, 2025). Some critics believe that this is a dilution of CSR ambition, but the company claims that this refocusing will make sure that sustainability is embedded in a deeper way without undermining the action plan of growth (GAP) that is needed to keep the shareholders satisfied (The Economist, 2024). Finally, the CSR strategy of Unilever is a strategic skill that can turn the environment and social stewardship into a sustainable competitive advantage.
[bookmark: _Toc225463916]4.0 Comprehensive and Holistic View: The Balanced Scorecard of Unilever PLC
To present a comprehensive analysis of the operations and strategic performance of Unilever, the Balanced Scorecard (BSC) model of Kaplan and Norton (1992) is used. The model does not rely on traditional financial indicators but incorporates non-financial forces of the future value, making sure that the strategy of the Unilever Compass is well translated into workable operational terms (Michalski, 2024).
[bookmark: _Toc225463917]4.1 Discussion of the Four Core Perspectives
The four core perspectives of the Balanced Scorecard discussed in the given table apply to the strategic management practices at Unilever.
	Perspective
	Strategic Focus and Discussion

	Financial
	This perspective evaluates how Unilever appears to its shareholders. It focuses on profitable growth, cash flow, and capital allocation. Under the "Growth Action Plan," Unilever prioritizes Underlying Sales Growth (USG) and margin expansion to ensure long-term shareholder value (Unilever, 2024; Financial Times, 2024).

	Customer
	This focuses on market share and brand equity. Unilever aims to deliver "unmissable superiority" across its 30 Power Brands. Success is measured by the company’s ability to meet evolving consumer needs for sustainability and health, thereby driving brand loyalty and penetration (Forbes, 2023).

	Internal Business Processes
	This assesses the operational excellence of the supply chain and R&D. Unilever focuses on digital transformation and "future-fit" operations, ensuring that internal processes are optimized for speed, agility, and minimal environmental impact (Unilever, 2025; Hu and Zeng, 2024).

	Learning and Growth
	This perspective examines the intangible assets: human capital, culture, and technology. Unilever invests heavily in employee upskilling and a "performance-driven culture" to foster the innovation required to sustain competitive advantage (Unilever, 2024).


[bookmark: _Toc225463904]Table 3: Four Core Perspectives
[bookmark: _Toc225463918]4.2 Objectives, KPIs, Targets, and Initiatives Analysis
Using the Balanced Scorecard enables Unilever to harmonies the actions of its departments with its purpose, which is to make sustainable living a new standard (Unilever, 2024).
Financial Perspective:
The main goal of Unilever is to provide peer-group performance in the top third in line. One of the KPIs is Underlying Sales Growth (USG), and they are planned to grow 3 to 5% annually during the multi-year period. To do this, the move will entail the strategic disposal of low-growth business units, including the Elida Beauty portfolio, to reinvest the capital into high-margin businesses such as Prestige Beauty (Unilever, 2024; The Economist, 2024).
Customer Perspective:
The aim is to expand brand strength and market share. The KPI applied is Percent Business Winning Market Share, and its target is to stay in the lead in 80% of its major markets. Some of these initiatives include social-first marketing campaigns and the use of AI to forecast customer trends, ensuring that products like Dove and Magnum remain relevant to Gen Z consumers (Forbes, 2023; Unilever, 2025).
Internal Business Processes Perspective:
The goal is to build a stronger and more resilient supply chain. The percentage of the virgin plastic reduction is a vital KPI, and the updated target will be a 30-40% reduction by the year 2026 (Unilever, 2024). Such initiatives launch the digital transformation of customer operations, a project that uses real-time information to minimise waste in logistics and enhance the availability of shelves (Hu and Zeng, 2024).
Learning and Growth Perspective:
Unilever seeks to have a future-proof workforce. The KPI is employee engagement and skill development scores, which will aim at 100 of its employees possessing a future-fit skill set by 2025. The programmes, such as the U-Work programme and a vast range of digital training platforms, have been implemented to make sure that the staff members are able to operate within the AI-driven FMCG environment (Unilever, 2024; Michalski, 2024).
[bookmark: _Toc225463919]5.0 Strategic Choices and Implementation.
[bookmark: _Toc225463920]5.1 Business and Corporate Level Strategic Choices
On the business level, the main strategy used by Unilever is a broad differentiation strategy (Unilever, 2024). This is a strategy aimed at establishing the unmissably superior products in its 30 Power Brands, including Dove and Liquid I.V., to charge premium prices and shield the company against low-cost rivals (Panmore Institute, 2024). Unilever can make a differentiation by utilising its science-led innovation and sustainability, which it is able to produce due to its 949 million investments in R&D design and its growing consideration of the modern consumer (Unilever, 2025).
On its side, Unilever has moved to strategic portfolio optimisation and international expansion at its corporate level, instead of broad diversification (Financial Times, 2024). The company is also actively selling non-core or slower-growing ones, including its Elida Beauty collection and the Dollar Shave Club, and investing in high-growth Health and Wellbeing and Prestige Beauty categories (Unilever, 2024). Moreover, its emphasis is extremely concentrated on the development markets, which should now provide 58% of turnover, which offers a crucial hedge against the low growth in Western economies (Unilever, 2025).
Recommendation:
A focused differentiation decision along with the continued corporate restructuring (demerger) of the ice cream business is what I would recommend. Why? The capital intensity and seasonality of the ice cream division do not provide synergy with the personal care and nutrition sectors (Ceres Shop, 2024). This unit can be demerged into an independent organisation, and the resultant enterprise is that Unilever can be considered a leaner organisation where the management can focus the resources on the high-margin and high-frequency Power Brands. This decision directly responds to the so-called Complexity Tax that has been historically crippling the agility of Unilever in comparison with its competitors such as Procter & Gamble (The Economist, 2024).
[bookmark: _Toc225463921]5.2 Change Management and Strategic Implementation
With the current CEO Hein Schumacher (2023–2025) in office, Unilever has experienced a massive reset of its change management. This transformation is accomplished through the implementation of the Growth Action Plan (GAP) that aims at doing fewer things better (Unilever, 2024).
Importantly, the organisation has been successful in dealing with the structural shift that was necessary to convert the matrix model into five separate business groups. This has made accountability very clear and has also cut back on the decision-making cycles, which is seen through the 2.9% growth of volumes in 2024 – a reversal of the stagnation before (Food Ingredients First, 2025). Nevertheless, there has been no smooth sailing in implementation. The move to eliminate about 7,500 positions worldwide to cut down on the €800 million spending by 2026 points to the ugliness of the concept of efficiency-driven change (Financial Times, 2024). Although it guarantees financial stability, it poses a threat of short-term drops in employee morale and cultural unity (PwC, 2024).
Pragmatic change has also been exhibited in the organisation through refinement of sustainability targets. The shift in the long-term and broad goals to short-term and measurable ones (e.g., precise 2026 plastic reduction goals) has made Unilever more credible when it comes to the implementation strategy in the eyes of sceptical investors (The Economist, 2024). Critics claim that it dilutes their social purpose, but the alignment of ESG to productivity implies a more sustainable and realistic path of implementation that creates more balance between the purpose and profit (Unilever, 2025).
[bookmark: _Toc225463922]6.0 Strategic Evaluation and Recommendations
[bookmark: _Toc225463923]6.1 Strategic Critique of the Present-day Strategy
In order to access the strategic stance of Unilever, the Matrix of Ansoff and the BCG Matrix are key to comprehending the growth and the state of the portfolio. At present, Unilever pays much attention to market penetration and product development (Matrix of Ansoff). The company is also intensifying its efforts with 30 Power Brands as part of its Growth Action Plan (GAP) to increase market share in established territories by investing more in marketing (Unilever, 2024). At the same time, it is on the path of product development with science-supported and high-quality health and wellness products, including the introduction of the Liquid I.V. brand into new markets (Forbes, 2023).
Unilever is also experiencing a high level of rationalisation of its portfolio according to a BCG matrix perspective. It is investing the majority of its capital in its stars, high-growth, high-share brands such as those in the Prestige Beauty and Health and Wellbeing divisions (Unilever, 2025). On the other hand, the ice cream business (along with Ben and Jerry's), which exhibits high capital intensity and whose growth rate is lower than that of personal care, has been found worthy of demerger. This is an effective step to shift a once-proven and successfully operating cash cow that was turning into a dog (strategic fit) out of the core portfolio to be as agile as possible (The Economist, 2024; Financial Times, 2024).
[bookmark: _Toc225463924]6.2 Strategic Improvement Recommendations
According to the internal and external analysis performed in the foregoing sections, the following are the recommendations that are offered to strengthen the position of Unilever in terms of competitiveness:
· Faster Digital Transformation by Hyper-Personalisation: In response to the findings on the topic of digital disruption (Section 2.2), Unilever ought to transition towards mass-market advertising to hyper-personalised consumer engagement. The firm is able to capture the attention of fragmented social media demographics by making use of generative AI in its digital marketing and commerce hubs and therefore generate real-time and localised content that can be featured in its power brands (Unilever, 2025).
· Implement intensive market penetration in new economies: In line with the results of the report on "Emerging Market Dominance" (Section 2.3), Unilever will need to protect its moat by specifically reaching out to the next billion consumers in South Asia and Africa. The suggestion is to introduce market development with the help of affordable, sustainable packaging types (e.g., plastic-free, biodegradable sachets) to anticipate low-price local competitor brands (Wahyuni, 2025).
· Home Care: Institutionalise a Circular Economy: To address the sources of environmental and legal pressures stated in the PESTEL analysis (Section 2.1), Unilever ought to go beyond plastic reduction and adopt a completely circular "refill-at-home" concept for its home care brands such as OMO and Persil. This puts the organisation in the position of reactive CSR to proactive structural sustainability (Michalski, 2024).
[bookmark: _Toc225463925]6.3 Justification of Recommendations
The Resource-Based View (RBV) supports the recommendation of AI-driven personalisation. Proprietary consumer data is a unique and inimitable resource, as discovered in the VRIO analysis (Section 2.4). The use of AI to manage such data will enable Unilever to create a differentiation advantage that cannot be matched by the local competition (Barney and Li, 2025). This claim can be backed up financially with the number of digital-first brands increasing 1.5x as fast as traditional brands in 2024 (Unilever, 2025).
The emphasis on market development is explained by the five forces of Porter. Since the threat of the new entrants is large in developing countries, by building strong-rooted, environmentally friendly distribution channels, an insurmountable barrier to entry is formed (Wahyuni, 2025).
Lastly, stakeholder theory helps to justify the change to a circular economy. In the Balanced Scorecard analysis (Section 4.2), consideration of the demands of the regulators and of the consumers concerned with the environment is no longer an optional cost but a strategic requirement. Through the matching of the business model to that of the triple bottom line, Unilever is guaranteed of profitable and stable competitive advantage in the future as a result of climate variability (The Economist, 2024; Michalski, 2024).


[bookmark: _Toc225463926]Section 2
[bookmark: _Toc225463927]Reflective Report of the Research and Analytical Process
[bookmark: _Toc225463928]1 Introduction: The Study Process
The aim of the foregoing section was to carry out a critical strategic review of Unilever PLC in relation to its competitive positioning and sustainability practices. This was initiated by choosing an organisation with enough public data that could be used to write a high-level academic report. Although Tesco PLC was the first possibility, I chose Unilever, which has a complex global supply chain and pioneered its business model by implementing the ESG (Environmental, Social, and Governance) strategy.
The study stage was a multi-layered study:
· Primary Data Collection: I used the Annual Report and Accounts 2023 of Unilever and the prelim 2024 results to obtain the financial KPIs and official strategic mandates, such as the “Growth Action Plan.
· Secondary Academic Research: I used databases to identify peer-reviewed journals (e.g., Sustainability, Journal of Management) to implement such theoretical frameworks as the Resource-Based View (RBV) and VRIO.
· Market Intelligence: I also used industry-based reports from Statista and The Economist to compare Unilever with other competitors such as Procter & Gamble and Nestlé.
[bookmark: _Toc225463929]2 Feelings: Problems and Discoveries
Initially, the volume of data required was daunting for a multinational like Unilever. I experienced a kind of analysis paralysis in trying to balance the high sustainability rhetoric of the company with the recent news reports of their practicalist reduction of ESG (Environmental, Social, and Governance) targets. I grew stronger, however, when using the PESTEL and Balanced Scorecard models. These models served as filters, which enabled me to sort the raw data into strategic insights. I was especially pleased that I managed to associate the theoretical concept of differentiation advantage with the real financial performance of Unilever in the 2024 fiscal year.

[bookmark: _Toc225463930]3 Evaluation: What Succeeded and What Failed
What went well:
· Application Framework: The application of the VRIO framework was very successful, as it enabled me to go beyond a mere list of strengths and critically analyse why some of the resources (such as the emerging market distribution network) offered a sustained advantage, while others (such as AI technology) were only able to offer competitive parity.
· CSR integration: The direct connection of the Unilever Compass to business was successful. This demonstrated that profit is no longer the primary concern of modern strategy; instead, shared value has taken precedence.
What was challenging:
· Information Filtration: It took a great deal of critical thinking to contain the difference between marketing rhetoric in annual reports and strategic reality.
· Citing Constraints: It was meticulous work to follow the UWTSD Harvard Style of citing sources in 20202025, particularly in the pursuit of the original authors of particular industry statistics.
[bookmark: _Toc225463931]4 Analysis: Theoretical Synthesis
It was identified that dynamic capabilities were important based on the analysis phase. Barney and Li (2025) state that a firm's ability to reorganise its internal and external competencies is essential in unstable markets. I found out that the change from Unilever to five business groups, as opposed to a decentralised matrix, was a simple implementation of this theory.
Moreover, using the matrix developed by Ansoff, it is obvious that now Unilever is at the stage of consolidation, with the emphasis on penetrating the markets with power brands, rather than taking risks by diversifying. It is in line with the theory of Porter, who argues that the most feasible course of action in a red ocean FMCG market is to have a clear focus on "differentiation" as a premium-brand incumbent.
[bookmark: _Toc225463932]5. Conclusion: Learning Outcomes
Through this process, I have come to know that strategic management is not a fixed set of rules but an ongoing process of scanning and realigning the internal environment. I am now aware that an effective strategy is a strategy that generates a balance between the Financial Perspective and the Learning and Growth Perspective of the Balanced Scorecard, which is a strategic planning and management system used to align business activities to the vision and strategy of the organization. The former is not sustainable without investing in the latter. I also learned that sustainability is no longer a fringe CSR practice but a fundamental part of the 21st-century risk management operational needs.
[bookmark: _Toc225463933]6 Action Plan: Future Practice
In the event that I am asked to repeat this task, I would:
Speak to primary analysts sooner: I would seek additional investment analyst calls (e.g., Bloomberg transcripts) with the view to a more candid look at the issues that the company has.
Enhanced Mapping: More visual mapping would be used in the analysis of the value chain to adequately demonstrate the correlation between the R&D and consumer delivery.
Expand Scope: Next time I write a report, I will apply the Diamond Model of Porter to the task of addressing the Home vs. Global setting challenge described in the brief more thoroughly.





[bookmark: _Toc225463934]Conclusion
Unilever PLC has a strong capability to sustain a sustainable competitive advantage due to its "Growth Action Plan" and advanced differentiation strategy based on the concept of Power Brands. The organization has gained value in its traditional CSR by addressing global volatility effectively and adopting ESG principles as one of its key business models. Although structural demergers and digital changes involve the risk of implementation, Unilever has high VRIO capabilities and is gaining dominance in the emerging market, which presents it with a long-term survival capacity. Finally, drawing on its financial rigour and social purpose, Unilever can definitely be regarded as a credible case study of contemporary strategic management in a turbulent global environment.
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