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[bookmark: _iz5xiqbqype]Executive summary
This report evaluates the place of Walkers 45% Less Salt Lightly Salted Crisps in the UK savoury-snack market. The presence of strong brand equity, distribution, innovation capability and healthier-product positioning, and threats of regulation, in-house label competition and evolving consumer expectations are identified with the use of balanced scorecard, PESTEL, VRIO and SWOT analyses. Two strategic alternatives, cost leadership and differentiation, are evaluated. The report recommends differentiation-led product development, using Ansoff and SAFe analysis, to promote organisational competitive advantage, its relevance to the market and improve long-term organisational performance. 
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[bookmark: _Toc237013195]Section A
[bookmark: _cqao5q5mwetz][bookmark: _Toc237013196]1. Introduction
Strategic management enables organisations to evaluate their competitive position, adjust to environmental changes and create sustainable long-term value. This report critically examines Walker's 45% Less Salt Lightly Salted Crisps, which is one of the PepsiCo brands in the UK savoury-snack market. In aid of strategic management models, like PESTEL, Balanced Scorecard, VRIO, SWOT and strategic choice models, the report delves into the external and internal environmental factors, as well as the competitive position and value proposition of the organisation and offers an appropriate business-level strategy as per which the competitive advantage of the organisation can be increased and further promote its sustainable growth. 
[bookmark: _xgzqpf5f3kpe][bookmark: _Toc237013197]2. Organisational Context and Overview
[bookmark: _4ihpv09idteg][bookmark: _Toc237013198]2.1 Overview of PepsiCo
In the UK, PepsiCo is one of the global food and beverage organisations that has operated for more than 40 years in more than 200 countries (Pepsico.co.uk, 2025). Walkers was founded in Leicester in the year of 1948 by Henry Walker and has developed into the UK’s leading crisp brand (PepsiCo, 2026). The mission of PepsiCo is “create more smiles with every sip and every bite”, and its vision is to “be the Global Leader in Beverages and Convenient Foods by Winning with PepsiCo Positive (pep+)”, enhancing growth along with sustainability (Pepsico.co.uk, 2026a). The business model of PepsiCo combines British potato sourcing, innovation in products, development of the brand, large-scale manufacturing and nationwide retail distribution.   
[bookmark: _pxk4gmcmrlbn][bookmark: _Toc237013199]2.2 Industry Overview
This report developed its focus on Walkers 45% Less Salt Lightly Salted crisps in the UK savoury-snack market.
[image: ] 
Figure 1: Ingredient values of the Walkers Crisps
(Source: Walkers.co.uk, 2026)
This specific product contains 45% less salt than the average regular salted potato crisps as well as is made from 100% Great British Potatoes (Walkers.co.uk, 2026). This product was launched in 2022 and has become a £30 million brand within about one year; it has reached more than 16% of UK households (Pepsico.co.uk, 2025). 
It has been observed that the UK savoury-snack market is intensively competitive and Walkers need to compete with Pringles, McCoy’s, Hula Hoops, Tyrrells and some supermarket own-label products. Besides this, Health regulation implementation is extremely important as restrictions have been applied on high-fat, salt and sugar-oriented products; this kind of product affects retail promotion and encourages reformulation (Wallis and Moore, 2023). Apart from this, Walkers remains a market leader, it has been shown that Walkers Masterbrand has 17.1% volume sales and 21.9% value share of the total savoury snacks market in the UK (Walkers, 2025). 
[bookmark: _4xoizrpfx5ol][bookmark: _Toc237013200]3. External and Internal Analysis 
[bookmark: _ixuue1tcty7x][bookmark: _Toc237013201]3.1 External Analysis
Social and legal trends are some of the external factors which offer the greatest strategic potential for Walkers 45% Less Salt Lightly Salted Crisps. This product is literally resting on the challenge of an increased number of consumers moving to consuming healthier food products instead of the old-time savoury snacks that are subjected to greater and greater regulatory restrictive measures. Food Safety Magazine (2025) observed that 73 per cent of UK consumers consider health in purchasing food, and this implies that the concept of health value no longer has the niche buying status but is a mainstream buying requirement. Moreover, Laja (2024) has concluded that despite inflationary forces, healthier snacking performs better than some of the traditional types of snacks; it follows that the market will still be viable in the future. Therefore, Walkers has a better competitive advantage than those brands that solely use the differentiation based on indulgence.
Nonetheless, there are major threats to the economy and the environment that balance these benefits. The same food inflation has increased the costs of manufacturing across the UK, as BBC (2025) documented that food costs are still significantly higher than they were before the pandemic, with low disposable income leading to less desire to spend high costs on healthier food. In contrast, own-brand products in supermarkets are witnessing the addition of more products with little salt and low prices that amplify the price pressure. 
The opportunities are moderately good in terms of political and technological aspects. Salt-reduction programs in governments drive reformulation, but compliance does not provide a competitive advantage anymore as other manufacturers are seeking equivalent tactics. Walkers, in its future distinction, will not be based on regulation standards, but instead on its excellent flavour, nutritional creativity and sustainability [Refer to Appendix 1]. 
[bookmark: _g1wzwuo7unx7][bookmark: _Toc237013202]3.2 Internal Analysis
Valuable Resources
The ability of PepsiCo to accomplish product reformulation and consumer confidence is the greatest internal strength of Walkers 45% Less Salt Lightly Salted Crisps. Unlike smaller healthy-snack manufacturing companies that may not always have the resources to manufacture their goods on the scale of large-scale manufacturing, Walkers can leverage PepsiCo's nine years of extensive research and development (R and D), national manufacturing and marketing to produce a lower-salt version of its product without significant tradeoffs in taste. As per a recent estimate of (Washington, 2025), PepsiCo has spent about US $ 813 million on research and development in 2024, as it contributes to its unending product innovation and healthier recipe creation. This is a competency that will create value where consumers in the UK are now more demanding healthy products, yet they would prefer to retain their familiar flavours. 
Rare Resources
The most unique internal resource of Walkers is brand equity. Despite the existing competitive climate full of transformations, in which the majority of the competitors are offering lower-salt crisps, hardly any of them are as far-standing as the consumer recognition and loyalty. According to YouGov (2023), Walkers has been one of the largest FMCG food brands that consumers think of and has brand recognition in the UK, which presents an enormous competitive advantage regarding their purchases. 
Inimitable Resources
The fact that Walkers is a part of a global supply chain that is operated by PepsiCo puts Walkers in a position to succeed in something very difficult to copy by its rivals. State-of-the-art supplier relationships, advanced manufacturing factories, flavour-building processes and mass purchasing reduces operation risks and guarantee the consistency of the products. As per Macrotrends (2025) data, PepsiCo reported net revenue of the US dollar 91.9 billion in the year 2024, which is indicative of financial strength allowing it to tirelessly invest in manufacturing efficiency, sustainability and product improvement beyond what small competitor organisations can. 
Organisational Capability
Walkers is well aligned in its organisation since it really aligns innovation, marketing and distribution to the UK retail industry. PepsiCo has an extensive distribution network of its products since PepsiCo products are stocked literally in all supermarkets and convenience stores in the UK, as well as online groceries. According to World Branding Forum (2026), Walkers dominated approximately 56 per cent of the UK crisp market, which is an indication of the optimal ability to organise resources to dominate the market [Refer to Appendix 3]. 
Overall Strategic Strengths and Weaknesses
Overall, the VRIO analysis indicates that, still, Walker's 45% Less Salt possesses some valuable, well-organised, and even inimitable resources, which nevertheless allow it to keep a competitive advantage in the UK savoury-snack market. It has the strongest strategic capabilities in the form of trusted brand equity, wide distribution, financial support and ability to innovate. However, the invasion of the labels by rivals of the own-label business, the rapidly changing consumer expectations, and the growing number of healthier products with the same nutritional positioning are slowly undermining these strengths.  
[bookmark: _ih1lel18lv3][bookmark: _Toc237013203]3.3 SWOT Analysis
	SWOT
	Factors
	Strategic Impact

	Strengths
	· Walkers is the market leader in terms of crisps in the UK, which is backed by the robust manufacturing, marketing and national retail system of PepsiCo.
· In 2024, PepsiCo generated revenue of US $ 91.9 billion, which will provide it with the financial capacity to invest in developing healthy products and marketing (Macrotrends (2025). 
	Positive

	Weaknesses
	· The product is yet to be viewed as a classic potato crisp and not as an adequately healthy snack, which cripples the market with the already incredibly health-conscious consumer.
· The thriving UK grown-up savoury-snack market permits no consequential growth in the volumes. 
	Negative

	Opportunities
	· Fanzo et al. (2023) states that over 60 per cent of consumers in the UK are keen to seek healthier snack substitutes, which present a reformulation potential to products.
· Product differentiation can be enhanced by developing functional, high-protein and clean-label snack products.
	Positive

	Threats
	· Siegner (2025) report indicates that the sale of privately-labelled snacks continued to rise, with consumers looking into cheaper options in light of the cost-of-living crisis.
· Popchips and Proper Chips health-snack brands will be attractive to consumers who are less-processed and who consume healthy snacks. 
	Negative


Table 3: SWOT Analysis
(Source: Self-developed)
As the SWOT analysis reveals, Walkers 45 per cent Less Salt Lightly Salted Crisps possesses highly strategic resources, particularly through the support of financial capability with the support of PepsiCo and its associated companies spearheading the brand and having a wide distribution system. The advantages that come with these resources cannot be imitated by several smaller competitor healthy-snackers. However, as Hurst et al. (2022) demonstrated, in the competitive environment, the competitive environment has become highly competitive, unlike in the past, where the competitive environment was being differentiated through reduced-salt reformulation alone. 
The best opportunity is to develop the healthier snack offer further beyond the reduced salt to higher-end areas of wellness. As Shaw et al. (2023) demonstrated, consumers are more willing to purchase those snacks that offer multiple health-related advantages as opposed to single ones. Conversely, the increasing speed of strategic risk is presented by the rising levels of supermarket own-label healthier snacks because they directly compete based on price, but offer the same nutritional claims. 
[bookmark: _5zo1um8gcu8b][bookmark: _Toc237013204]4. Comprehensive and Holistic View of the Organisation 
[bookmark: _ccidh8utqh3a][bookmark: _Toc237013205]4.1 Corporate Social Responsibility Strategy
The present CSR approach of PepsiCo includes PepsiCo Positive (pep+), end-to-end transformation on the basis of Positive Agriculture, positive value chain, and mostly positive choices. This kind of approach is strategically significant as the mission of PepsiCo helps to address customers, employees, the planet, communities and stakeholders rather than treating social responsibility as individual philanthropy (PepsiCo.co.uk, 2026a). In the context of the UK market, this kind of alignment is highly relevant to Walkers as this business depends on agricultural raw materials, packaging, changing consumer expectations regarding nutrition aspects and energy-intensive manufacturing. Additionally, PepsiCo describes pep+ as placing sustainability as well as human capital at the main point of value creation as well as long-term growth (PepsiCo.co.uk, 2024). 
Walkers 45% Less Salt Lightly Salted has the highest direct link with Positive Choices. The product has 45% less salt compared to the average regular potato crisp, which has about 0.17 g of salt per 25 g of product (Walkers.co.uk, 2026). Thus, it translates PepsiCo's health commitments into a concrete proposition for a product. PepsiCo has also hosted a meeting with the UK Health Ministers to explore strategies for healthy snack partnerships, with 59% of its snack sales value coming from non-high-in-fat, salt and sugar (HFSS) snacks or portions of no more than 100 calories in January 2026, beating its initial target of 50% by the end of 2025 (Pepsico.co.uk, 2026b). This is aligned with commercial strategy as healthier reformulation can help increase competitiveness as the UK food legislation moves towards placing responsibility on businesses to provide healthier retail environments (Muir et al., 2023). UK food promotion and placement rules are further moving greater responsibility for healthier choices to businesses, as found by Dhuria et al. (2025).
Resilience of the supply chain is also boosted by environmental responsibility. PepsiCo works with over 290 farmers in the UK, such as those growing potatoes, and supports farmers in adopting regenerative agriculture methods, which are designed to enhance soil health and minimise impacts on water and carbon (PepsiCo, 2024). The new electric ovens, which are powered by renewable electricity, will cut down on greenhouse gas emissions by around 1,500 tonnes every year at the Leicester factory (PepsiCo.co.uk, 2025).
But PepsiCo's CSR strategy is not to be taken at face value. The company updated its sustainability targets for the world in 2025, which included moving the company's net zero ambition from 2040 to 2050 and also changing packaging commitments (Pepsico.com, 2025). These changes were attributed in part to infrastructure, technology and market constraints by PepsiCo. However, target changes lead to credibility issues unless they're reported openly. Furthermore, a reduced-salt crisp remains a discretionary snack; therefore, “healthier” should not automatically be interpreted as “healthy” (Wilson et al., 2023). So the credibility of CSR is more about measurable nutrition, packaging and emissions results than about mere promotion (Sharma and Trikha, 2026).
[bookmark: _n5qcspl9cxyr][bookmark: _Toc237013206]4.2 Balanced Scorecard
The Balanced Scorecard (BSC) developed by Kaplan and Norton (1992) translates strategy into financial and non-financial performance measures for four perspectives: Financial, Customer, Internal Business Processes and Learning and Growth. Recent studies have added weight to the idea of embedding sustainability within the BSC as it can enhance the strategic integration of CSR with organisational performance (Chehimi and Naro, 2024). Hristov and Searcy (2024) also highlight the need to incorporate measurable sustainability indicators into systems of performance management for enhancing governance and managerial decision-making.
Financial perspective: Profitable growth for Walkers 45% Less Salt without compromising margins should be the objective. The Key Performance Indicators (KPIs) that are relevant to this are annual sales growth, gross margin, return on marketing and reformulation investment and revenue per retail outlet. A management target is 8-10% annual sales increase, with margins not to fall short of the Walkers portfolio benchmark. Targeted retailer promotions, pack-price optimisation and investment in consumers who are looking for lower salt alternatives should be included in the initiatives. With previous success to back up its potential, PepsiCo said the 45% Less Salt range had become a £30m brand in about one year from launch (Pepsico.co.uk, 2025).
Customer perspective: The goal is to enhance consumer preference without making consumers feel the product is losing in taste through lower salt content. Household penetration, repeat-purchase rate, customer satisfaction, brand consideration and taste-test scores are some of the KPIs that should be included. The range reached over 16% of UK households before, and 8 out of 10 consumers who were part of the testing said it went beyond expectations (Pepsico.co.uk, 2025). The proposed goal is to achieve penetration of more than 20% and taste ratings of 80% or more. Product sampling, digital communication, and a clear nutrition message without making exaggerated health claims should be included in initiatives (Silva et al., 2023).
Internal Business Processes perspective: The goal should be to achieve uniformity of product and a reduced environmental footprint. Sodium per serving, quality-rejection rates, energy consumption, greenhouse-gas emissions, potato waste and packaging material are examples of KPIs. The goal will be to keep salt at or less than 0.17 g/25 g serving while making year-on-year developments in the context of production emissions and virgin-plastic use (Walkers.co.uk, 2026). This should involve research into flavour technologies, sustainable potato production via renewable energy methods, sourcing of potatoes from regenerating potato fields, waste minimisation and redesign of potato packaging.
Learning and Growth perspective: The goal is to sustain the innovation capacity and skills of employees in creating healthier and more sustainable snacks. Additionally, KPIs may include Research and Development (R&D) projects, employee nutrition and sustainability training, improvement ideas implemented and the time taken to get the products to market. The targets are to have an annual cross-functional training of relevant manufacturing and product-development teams, and to conduct at least two major trials in healthier snacking and sustainable packaging per year. These are targets that consultants have recommended, not PepsiCo commitments [Refer to Appendix 2].
The overall picture from the four perspectives is a clear cause-and-effect link between stronger employee capabilities and better product innovation and manufacturing processes, better consumer value and trust, and better consumer outcomes that lead to profitable growth. A comprehensive evaluation of these indicators therefore needs to be done by management. Too much cost-cutting may affect taste and/or sustainability, and too many innovations in nutrition may be rejected by consumers and hurt the business. The BSC therefore offers a more comprehensive, strategic evaluation rather than just that of sales or individual CSR measures.
[bookmark: _h4x63y1hw0sy][bookmark: _Toc237013207]5. Strategic Choices and Implementation 
[bookmark: _j6vl0hk4dckn][bookmark: _Toc237013208]5.1 Strategic Choices at the Business Level
According to the above PESTEL, VRIO and SWOT analyses, Walkers 45% Less Salt Lightly Salted Crisps has a good competitive position in the UK savoury-snack market, but it is exposed to the threat of the proliferation of own-label brands, health-oriented competitors and the growing trend in consumer preference. Thus, the organisation has to decide whether it should focus on cost leadership, differentiation or differentiating the product.
The exclusive cost leadership approach would enable any business enterprise to compete on lower prices since PepsiCo is equipped to leverage its economies of scale, manufacturing economies and the capacity to buy in bulk. As shown by Williment (2026), PepsiCo is already enjoying the economies of scale that go into producing in large quantities, and a longer-term relationship with suppliers that not only assists in lowering the unit cost. This would protect the market share against own-label brands of supermarkets against the backdrop of the current cost-of-living-challenging climate in the UK. However, among the key areas of competition is price, which is very harmful. The bargaining power of the retailers (Aldi, Lidl and Tesco) is high based on their own branded products and outprices branded manufacturers very easily. 
On the other hand, as Jerab and Mabrouk (2023) argued, differentiation provides a greater strategic potential in the long run. Walkers 45% Less Salt already differentiates itself based on reduced sodium content, reputed British sourcing and brand name. However, competitors are also launching similar products with healthier options, and reduction of salt is insufficient to cause a sustainable advantage. As a result, Stewart et al. (2026) opined that differentiation needs to change to a bigger health claim that employs clean-label ingredients, reduced processing, improved nutrition and pro-eco packaging. Differentiation is far more difficult to imitate by a privately-labelled product than a cost leadership one, as brand trust, continual new product innovation and consumer loyalty are harder to duplicate.
[bookmark: _omrwijpsif5i][bookmark: _Toc237013209]5.2 Evaluation of Strategic Options Using Ansoff's Matrix
Ansoff's Matrix provides a useful framework for evaluating future strategic growth opportunities.
	Strategic Option
	Evaluation for Walkers 45% Less Salt

	Market Penetration
	Expand marketing, online collaboration and in-store in the existing UK market. Not too much risk and less growth in the long run because the crisp market is comparatively established. 

	Product Development
	As per Squeo et al. (2023), offering high-protein, baked, natural ingredients, as well as functional and healthier snack versions labelled Walkers Less Salt. Medium risk and high consistency to changing consumer needs.

	Market Development
	Expand the healthier Walkers brand to select markets in Europe where the trend towards healthier snacking is increasing. Attractive yet requires a lot of advertising expenses and adapting to local preferences.

	Diversification
	Boukid et al. (2022) suggested introducing new healthy products to the market such as snacks and convenient foods with a nutrition focus. Maximum strategic risk since it does not lie within the transmission of Walkers's core competence. 


Table 4: Ansoff's Matrix 
(Source: Self-developed) 
Of these options, product development has been observed as the most suitable strategic option. Unlike in market penetration, where the primary focus area is on increasing sales in an already competitive market, product development will assist Walkers to leverage existing brand equity as well as appeal to consumer tastes head-on according to their changing trends.  
[bookmark: _4da1h2q03ozg][bookmark: _Toc237013210]5.3 Suitability of the Recommended Strategy (SAFe Framework)
The proposed product development strategy can be evaluated using the SAFe framework.
Suitability. The approach is a direct reaction to perceived external opportunities in the PESTEL analysis, such as increasing inclination to healthier foods, limiting HFSS laws and increasing sustainability pressures. Simultaneously, it reacts to internal weaknesses that are identified in the SWOT analysis and develops further differentiation beyond cutting back salt in disorder. 
Acceptability. The stakeholders have reaped good returns from the strategy. The consumers are able to enjoy healthier product options, without compromising on taste; the retailers enjoy the advantages of premium branded innovation, and PepsiCo gains increased long-term profitability due to higher-value product groups. Unlike price-based competition, Atento and Atento (2025) argued that premium positioning could be able to hold higher margins than the high costs of research and development in the initial stages. 
Feasibility. According to Williment (2026), PepsiCo is financially able and capable of innovation and a manufacturing system to implement this strategy satisfactorily. The VRIO analysis demonstrated that a high level of R&D capability, countrywide distribution and organisational resources are already established, which reduces the risk of implementation as compared to small competitors [Refer to Appendix 4].
[bookmark: _wk04pvqot0ml][bookmark: _Toc237013211]5.4 Delivering Sustainable Competitive Advantage
The proposed model would increase a competitive edge, combining the differentiation strategy as suggested by Porter and the Resource-Based View. Instead of merely adopting elements of price reduction, Verma (2026) suggested that Walkers could leverage important organisational assets like built brand equity, better product innovation, comprehensive retailing networks and the financial strength of PepsiCo in developing healthier high-end snack products that cannot be readily replaced by rivals.
The approach has already been successfully tested in other food sectors. In the case of Nestle UK, the company has increased its portfolio of both healthier confectionery and snacks by continually reformulating and innovating its products since 2022 (Nestle, 2026), which has made its way into a more competitive market and responds to changing consumer expectations. 
Also, the nutritional benefits of lowering sodium will be distributed by increased healthier products as more products with higher levels of fibre and lower amounts of saturated fats and natural ingredients will be offered by Walkers. 
[bookmark: _pimoscqgw0eh][bookmark: _Toc237013212]5.5 Implementation Challenges and Mitigation Strategies
Although strategically attractive, implementation presents several challenges.
The initial challenge is consumer acceptance. According to Onyeaka et al. (2023), reformulated healthier products can alter the flavours, which are resistant to existing users. In contrast to regular Walkers crisps, its healthier versions have to retain their tastes and meet the demands of healthy eating. The conflict can be alleviated by resorting to slow reformulation, intensive consumer tests, and marketing campaigns that are based on flavour and health advantages.
The second threat is the higher development and production costs. As observed by Sasounian et al. (2024), the cleaner formulations and more natural ingredients make the manufacturing of these ingredients more expensive and consequently increase the price of production. Rather than price competition, Walkers should not be concerned about price competition, but must be concerned with value-based pricing by offering product quality, nutrition and sustainability attributes, in order to fortify the premium positioning.
Lastly, competition imitation is an ongoing strategic threat. As Aprilia and Kim (2022) argued, competing manufacturers can easily introduce substitute products with other lower-salt products relatively quickly. To that end, Walkers needs to embrace constant innovation, as opposed to a single instance of product reformation, by investing in research, consumer insight analysis and online activities. 
[bookmark: _rwpa7x5s6d30][bookmark: _Toc237013213]6. Conclusion 
The analysis concludes that Walkers 45% Less Salted Lightly Salted Crisps has high strategic potential based on the brand equity of PepsiCo, an innovator, financial resources and a wide distribution network. Nonetheless, increasing health awareness and the transformations of regulations and the competition necessitate the all-time strategic adaptation. The combination of product development, which is underpinned by differentiation, can be discussed as the most appropriate tool to enhance competitiveness in the long term through the development of healthier snack products as well as by using the organisational possibilities that are already available.
[bookmark: _3a2amj1dzbn3]

[bookmark: _cd1m02wby3id][bookmark: _Toc237013214]Section 2
[bookmark: _ugpcp3pbta80][bookmark: _Toc237013215]Reflection
Applying Gibbs' Reflective Cycle enabled me to critically evaluate the process of researching, analysing and developing this strategic management report on Walkers 45% Less Salt Lightly Salted Crisps in the UK savoury-snack market.
Description
The initial step of my work was to choose an organisation and focus the scope to one product of one of the geographical markets. I chose Walkers 45% Less Salt Lightly Salted Crisps since it is a firm operating in a highly competitive and ever-changing environment which is driven by health policies, sustainability requirements and diversifying consumer behaviour. By limiting the analysis to a single product, I was able to conduct a more focused strategic assessment, instead of generating a general discussion of PepsiCo in general. Throughout the research process, I gained information based on academic publications, annual reports of business organisations, governmental publications, area reports and industry databases. This method allowed me to relate theoretical ideas with real evidence in organisations, which is believed to be crucial towards effective strategic analysis (Boselie and Van der Heijden, 2024). 
Feelings
First, however, I was confident that I would apply the use of strategic management theories in the assignment, but I knew that it was not going to be easy to gather up-to-date and credible evidence. Firstly, I had a hard time differentiating information that was relevant to PepsiCo at the international level, and information that was relevant and attractive to Walkers in the UK savoury-snacks market. I was worried that there would be dilution of the strategic recommendations when I used generic company information. However, I was more likely to base my findings on the primary evidence available on the selected product as I was reading annual reports, publications issued by the UK government, and recent market statistics.  
Evaluation
One of the most effective attributes of my work was the combination of academic theories with the latest business research. I applied the present market statistics, industry reports and company publications to justify strategic decisions instead of following the theoretical clarifications. This rendered this report far more realistic and reflected how external environmental changes impact business strategy. I also believe that the analysis in chronological order made a logical presentation of the analysis of the report. PESTEL analysis was capable of illustrating external opportunities and threats that were utilised in the SWOT analysis, and the VRIO framework demonstrated internal capabilities that could help in sustainable competitive advantage.
I also realised, though, that it has its faults. Gathering product-level data in recent years was quite challenging as compared to collecting company-level data since a large number of the market reports dealt with the overall success of PepsiCo in the market, but not the success of the Walkers product. Furthermore, it consisted of different strategic concerns that touched a range of structures comprising health trends and sustainability programs. I should have taken care not to be critical of my analysis and not to import irrelevant repetition. 
Analysis
Through reflection on the assignment, I came to understand that strategic management involves more than merely implementing theoretical models. Both of these frameworks ought to assist in addressing a particular strategic question yet cannot be delegated as an analytical exercise on its own. An example I took was that I thought that SWOT analysis was a strength and weakness summary at first. However, after completing all the external and internal analysis, I realised that SWOT was to extrapolate the above findings and make decisions about future strategies. This has enhanced my capacity to relate evidence in various parts of the report logically.
The assignment also helped me to gain more information about evidence-based decision-making. A study by Obeidat et al. (2021) brings out the fact that sustainable competitive advantage is based on valuable organisational resources, which cannot easily be imitated by other competitors. The use of the VRIO framework revealed how the brand name of PepsiCo, its financial ability and innovation assets aid the competitive stance of Walkers. Similarly, Porter's (1985) standpoint on the subject of competition narrated the long-term advantages of differentiation over competing in the battle for lower prices in the flourishing UK savoury-snack market. 
Besides, I possessed better critical thinking due to my capability to juxtapose opposite views in the scholarly literature and industrial analyses. Instead of assuming that the presence of lower-salt food is the only sure way to win the competition, I weighed the counter-arguments of how the presence of the own-labelled competition influences the situation, attitudes towards ultra-processed foods, and increasing requirements for sustainability. This reflective practice helped to add more weight to my strategic advice. 
Conclusion
Overall, this assignment has enabled me to better understand strategic management as a decision-making process, which is based on evidence and not a theoretical model. I also increased my capabilities in critically evaluating business environments, integrating theoretical and empirical knowledge in the business and developing tangible strategic recommendations. Although I had to put more effort into obtaining product-specific data, it enabled completion of the task and overcome the challenge, which contributed to improving my research ability and confidence in analysis. 
Action plan
	Development Area
	Action
	Expected Outcome
	Timeframe

	Research skills
	Access a wider range of industry databases, consultancy reports (McKinsey, Deloitte, Mintel) and financial datasets at the start of future projects.
	Improve the quality, credibility and depth of evidence used to support strategic analysis and recommendations.
	Before starting future assignments

	Time management
	Prepare a detailed research and analytical framework before collecting information and set weekly milestones.
	Identify information gaps early, improve organisation and complete assignments more efficiently.
	Throughout each assignment

	Critical thinking
	Compare multiple strategic frameworks and evaluate their strengths and limitations instead of relying on a single model.
	Develop more balanced, evidence-based and critical strategic evaluations.
	Over the next academic semester

	Theory into practice
	Apply academic theories to real organisational cases by reviewing recent business reports, industry examples and market developments.
	Strengthen the ability to produce practical and realistic strategic recommendations for academic and professional consultancy work.
	Ongoing


Table 5: Action plan
(Source: Self-developed)
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[bookmark: _Toc237013218]Appendix 1: PESTLE Analysis
	PESTEL
	Factors (Context to Walkers 45% Less Salt Lightly Salted Crisps – UK)
	Impact

	Political
	· As observed by Gressier et al. (2021), The Government of the UK continues to encourage a back-to-health reformulation of foods and to keep down on salt voluntarily through salt reduction goals as part of the Food Strategy, which pressures producers of snacks.
· Nevertheless, Walkers have reduced salt variants like Walkers 45% Less Salt, which are placed in a better position compared to the conventional crisps.
· The post Brexit policies on agriculture and imports still influence the cost of potato and sunflower oil and packaging material.
	Positive

	Economic
	· As per Laja (2024), although the UK food inflation remains high in 2023-2024, it increased the production and distribution costs of PepsiCo UK by two-fold.
· People are seeking products with value-for-money more and it is causing competition to be based on the goods under a private label.
· Less price sensitive to increase in demand for healthier products are healthier snacks.
	Negative

	Social
	· The increased fear of obesity, high blood pressure and heart diseases amongst consumers has contributed to the increased demand for snacks that contain lower salt content.
· According to Food Safety Magazine (2025), most consumers in the UK, approximately 73 per cent of these, are also health conscious and, therefore, when purchasing food that opts towards reformulated food, they consider the health factor.
· Snacks are becoming healthier and younger consumers are demanding more varieties of the same product without having to lose the flavour.
	Positive

	Technological
	· PepsiCo is still continuing to invest in technologies in product reformulation so as to cut on sodium without compromising on flavour and texture.
· As suggested by Sajja et al (2025), demand forecasting and digital retail analytics based on AI can be used to enhance inventory control as well as the effectiveness of promotions.
· Data on the loyalty of supermarkets and e-commerce will also allow selling healthier snack lines in particular.
	Positive

	Legal
	· The UK HFSS advertising and promotion laws have restricted the promotion and marketing of traditional crisps but have been more positive to the reduced-salt products.
· The availability of mandatory nutritional labelling and food safety has to comply with ensuring that there will always be compliance, but it also provides the consumer with greater confidence in healthier food (Food Research Lab, 2024).
	Positive

	Environmental
	· The commitment to reducing greenhouse gas emissions and sustainable packaging improvement puts PepsiCo UK under higher pressure to invest than before.
· Climate variability has an impact on the yield of potato harvests and the prices of raw materials.
· Increasing consumer demands when it comes to recyclable packaging present compliance costs and differentiation opportunities.
	Negative



(Source: Author)
[bookmark: _le3zj4ycynft][bookmark: _Toc237013219]Appendix 2: Balance Scorecard for Walkers 45% Less Salt Lightly Salted Crisps 
	Perspective
	Strategic Objectives
	KPIs
	Target
	Key Initiatives

	Financial
	Increase profitable growth of the 45% Less Salt range
	Sales growth, gross margin, revenue per retail outlet, return on marketing investment
	8–10% annual sales growth while maintaining healthy margins
	Retail promotions, pack-price optimisation, targeted marketing and wider distribution

	Customer
	Increase consumer preference, satisfaction and loyalty
	Household penetration, repeat-purchase rate, customer satisfaction, brand consideration, taste-test scores
	Increase household penetration to above 20% and maintain ≥80% positive taste evaluation
	Product sampling, digital campaigns, clear lower-salt messaging and customer feedback

	Internal Business Processes
	Improve product quality, operational efficiency and environmental performance
	Salt per serving, quality rejection rate, energy use, greenhouse-gas emissions, potato waste and packaging use
	Maintain salt at ≤0.17 g per 25 g serving and achieve year-on-year reductions in emissions, waste and virgin plastic
	Flavour technology, renewable-energy production, regenerative potato sourcing, waste reduction and packaging redesign

	Learning and Growth
	Strengthen employee skills, innovation and sustainability capability
	Number of Research and Development (R&D) projects, employee training, improvement ideas implemented and product-development time
	Annual training for relevant staff and at least two healthier-snacking or sustainable-packaging trials each year
	Nutrition and sustainability training, cross-functional innovation teams, R&D investment and employee idea programmes


 (Source: Author)
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	Key Resource / Capability
	Valuable (V)
	Rare (R)
	Costly to Imitate (I)
	Organised to Exploit (O)
	Competitive Implication

	Strong Walkers brand reputation and consumer trust
	✓
	✓
	✓
	✓
	Sustained competitive advantage

	PepsiCo R&D capability for healthier product reformulation
	✓
	✓
	✗
	✓
	Temporary competitive advantage

	Extensive UK retail and distribution network
	✓
	✗
	✓
	✓
	Strong competitive advantage

	PepsiCo financial resources and investment capability
	✓
	✗
	✗
	✓
	Competitive parity / strong market support

	Reduced-salt product formulation (45% Less Salt)
	✓
	✗
	✗
	✓
	Competitive parity

	Supply chain and manufacturing efficiency
	✓
	✗
	✓
	✓
	Strong competitive advantage

	Consumer loyalty built through long-term market presence
	✓
	✓
	✓
	✓
	Sustained competitive advantage

	Sustainability and responsible sourcing initiatives
	✓
	✗
	✗
	✓
	Competitive parity


(Source: Self-developed)
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[bookmark: _Toc237013221]Appendix 4: SAFe Framework 
	SAFe Criteria
	Evaluation for Walkers 45% Less Salt Lightly Salted Crisps
	Assessment

	Suitability
	The strategy responds to increasing consumer demand for healthier snacks, UK HFSS regulations and competitive pressure by expanding healthier product innovation beyond reduced salt.
	High

	Acceptability
	The strategy creates value for customers through healthier choices, supports retailer demand for innovative products and offers long-term revenue growth for PepsiCo, despite higher initial R&D and marketing costs.
	High

	Feasibility
	PepsiCo possesses the financial resources, R&D capability, manufacturing facilities, supply chain and nationwide distribution network required to successfully implement the strategy.
	High
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