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INTRODUCTION

Background

Economic globalization has created many challenges for small and medium-sized enterprises (SMEs) due to the rapid increase in competition. Accordingly, SMEs need to adopt survival strategies and strategic methods in order to successfully address the various global challenges facing the SME sector.
A study by Sisira Kumar Narad Gamage (2020) identified critical global challenges for SMEs in the context of economic globalization, one of which is changing consumer preferences. According to Michael K. Kant (2014), choosing the right SBU to offer to the market is a complex and important task that requires understanding and understanding of the needs and desires of the customer. This task is even more important and crucial for SMEs, which in many cases have to rely only on the knowledge and feelings of the owner or manager in making these decisions. Therefore, it is important for SMEs to have a well thought out strategy when building their SBU portfolio. Medium-sized companies can no longer afford a wide portfolio of SBUs. They are trying to find a differentiation strategy in a focused segment.
For SMEs, portfolio management can be challenging, especially in today's market conditions with the impact of Covid-19 changing the political and economic environment. To overcome this, they must choose the path they should take, but this can be difficult when the information to be collected is not clear, leading to ad hoc processes and inconsistencies.
The goal of any business should be to satisfy the needs and desires of its customers by offering its products. Thus, the search for sustainability and competitive advantage is essential, as is the choice of strategic units and markets for doing business.
According to F.R. David (2001) Strategic management is the science of formulating, implementing and evaluating those decisions that enable organizations to achieve their long-term goals. So according to L.L. Byar (1990) Portfolio analysis decisions are closely related to corporate strategy, there is a level of corporate decision making when a company enters into multiple products and markets. However, small and medium enterprises have some peculiarities, because most of them work with one product in one market, but as they grow or as risks decrease, which is especially important in a turbulent environment, companies try to diversify their activities, so for SME it may be important to form your own methods of forming a business portfolio.
Choosing the right SBUs is important because the wrong choice can be critical to the existence of an SME. Thus, it is important for small and medium businesses to have the right strategy when building a portfolio of business units.
Consumer packaged goods companies are under intense pressure to balance their SBU portfolios, according to a PwC report (2019).
Undoubtedly, product line expansion through more SBUs is a sign of innovation, suggesting a favorable outlook for consumer products, but new products and options fall short of expectations if they are not used properly and are not subjected to careful analysis. When standard gross margin (gross sales minus standard cost) is positive, most consumer goods companies are willing to open new SBUs. Understanding the increase in net income and overall portfolio impact is critical to overall company's health and profitability, according to a 2019 PwC report.
Nowadays, according to PwC 2019 analytics, companies in the consumer goods segment are facing real problems. Thus, based on the analysis of the literature, we can conclude that there is a close relationship between modern problems of small and medium-sized businesses, the challenges of the FMCG sector and the corporate strategy of the company. In Figure 1, the place of the master's thesis is determined in accordance with the analysis of the literature.
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Figure 1 - the place of the master's thesis is determined in accordance with the analysis of the literature

FMCG companies need to find a proven and practical way to make their company's business portfolio more sustainable in order to gain a competitive edge, so let's analyze the existing methods of creating and managing a business portfolio and try to find suitable methodology that will be effective for small and medium business in the FMCG sector.
Research gap 
According to Agnes Bogat (2017), SMEs in most cases cannot invest time and effort into strategy development. For SMEs, building a portfolio of business units is a challenge as they are resource constrained and the wrong choice can be critical to their existence. It is typical for SMEs that they are hostages of a certain niche, and when they go beyond this niche, they need to look for where to develop and the approach to choosing SBU is important so that the portfolio of businesses works as a single system, this is especially important in competitive industries.
According to E. V. Arsenova, O. N. Pankova (2017), the FMCG industry is highly competitive in the industry and has a number of industry specifics. The existing portfolio matrices were focused on large companies without being tied to a specific sector.
There is a lot of research on F.R. portfolio methods. David (2001), L.L. Byar (1990) , there is an understanding of the characteristics of small and medium-sized businesses Agnes Bogat (2017), there are works on the strategies of small companies Emmanuel Tetteh (2001), but due to the fact that SMEs and the FMCG industry have their own characteristics, this master's thesis becomes extremely important nature, since when analyzing international databases, specific SBU management tools and methods for SMEs that take into account the specifics of the FMCG industry were not found.

Research questions and aims of the study 

In order to cover the above research gap, the following research questions need to be answered:
RQ1: Which method of building a portfolio of business units is suitable for SMEs in the FMCG industry?
RQ2: What matrix indicators should be considered when building SBUs portfolio for SMEs in the FMCG industry?
The purpose of the study is to develop a method for forming a portfolio of SBUs in medium-sized companies in the FMCG.
Research objectives: analysis of existing methods and the possibility of their use by SMEs in FMCG industry. The choice of factors to be taken into account when forming a portfolio of businesses. Conducting an empirical study for SMEs in the FMCG industry.



Research process 

The research questions set out in the introduction should be addressed using appropriate methods. Since one of the topics of the dissertation is to study which methods of building a portfolio of business units are most suitable for SMEs in the FMCG sector, it is necessary to expand the review of the literature and find possible suitable methods.
The main objective of the study is to identify and analyze the most appropriate business unit portfolio management methodology for SMEs in the FMCG sector and to test to what extent this idea can be used by these companies.
It is necessary to choose the tool that will be most suitable, develop a questionnaire, conduct interviews with company executives to determine how this tool will suit them and whether it needs to be somehow adapted to the current business environment. On fig. 2 shows the sequence of research steps.
In addition, holistic research should be used to understand how business units are analyzed by existing companies and how the chosen tool will help them form a better portfolio of business units.
To do this, case studies of SME companies in the FMCG industry will be conducted, interviews will be conducted with owners or top managers. The interviews will allow you to understand what tools and methods the surveyed companies use to manage their portfolios of business units. Comparing the interview results with the methods from the literature review will allow you to understand what criteria SME companies from the FMCG sector need to take into account when forming a portfolio of business units, as well as test the selected tool on the companies under study and give further recommendations.
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Figure 2 - the sequence of steps for research






1 THEORETICAL BACKGROUND OF PORTFOLIO MATRICES FOR SME IN FMCG INDUSTRY

1.1 Approaches to constructing matrices

In strategic planning and management, the most common method for evaluating campaign performance is portfolio matrix analysis. According to Yurlov (2010), the portfolio matrix is a two-dimensional graph that allows you to determine the strategic positions of each activity of a diversified company. The matrix is usually built using one or another pair of indicators of the company's strategic position. The most common indicators are: the growth rate of the industry, the company's market share, the long-term attractiveness of the industry, competitive strengths, the stage of evolution of the market product. However
According to Gomes et al. (2010), SBU solutions and strategies are developed differently in SMEs than in larger organizations. SMEs have fewer resources at their disposal, a limited number of people to make strategic decisions and a smaller budget for marketing activities. Therefore, such modern approaches as SBU portfolio optimization using hybrid artificial intelligence and robust optimization using the concepts of risk and return, described by the author of the article Alireza Golia (2019) for the FMCG industry, are completely irrelevant.
According to Gomes et al. (2010) Strategic decisions related to SBU portfolios in SMEs are made mainly by the business owner and are usually based on his opinion. Such decisions are more informal and focused on the short term, while decision-making in large companies is formal and usually based on complex models. Therefore, it is proposed to consider the general methods for building a SBU portfolio, as well as in more detail the features of small and medium-sized enterprises and the FMCG industry that are relatively easy to use, and try to determine the most appropriate tools.

1.1.1 General approach to portfolio building SBU

While strategy has a wide range of definitions in the academic literature, most definitions of strategy include elements such as setting a goal or mission, formulating plans, setting directions, and taking action.
The business unit is a strategic setting, according to Chandler (1966), many corporations have moved to an organizational structure consisting of several business units, each with its own business strategy. In the mid-1970s, the system of planning a portfolio of business units became widespread in American companies.
Miller and Wollmann (1984) define a business unit as a subsidiary, division, or product line of a company that: produces a well-defined set of related products; serves a well-defined set of customers and competes with a well-defined set of competitors.
According to this concept, a business unit is the smallest division of a company for which it is advisable to develop a separate strategy. A business portfolio is a set of strategic business groups or individual businesses that exist within a single company. The primary goal of every company that manufactures a certain product or engages in a certain type of activity is to create an optimal business portfolio that is most compatible with the company's advantage and can help in the study of industries or markets that are most attractive to it. Portfolio analysis of a business gives a clear idea of the scope of the company and the relationship of parts of the business, presenting it as a whole. With its help, economic activity is identified and evaluated, the most promising areas are determined. Portfolio analysis is closely related to the company's strategy, since the purpose of portfolio analysis is to harmonize strategies and make the most efficient use of available investment resources between individual divisions of the company and achieve a sustainable marketing position of the company. According to I. Ansoff (1999) “the goal of portfolio analysis is to assess the company's product and market opportunities beyond its current activities and make a final decision: should the company change the boundaries of its portfolio through diversification, internationalization, or both.” 
There are main approaches to the formation of a SBU portfolio, which include portfolio analysis tools (portfolio analysis-oriented approach), as well as concepts with an emphasis on the management process, according to Paletta, Matthias (2019).
The classification of SBU portfolio management concepts is presented in fig. 3 with examples of strategic management.
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Figure 3 – general classification of SBU portfolio management concepts
Source: Own figure based upon Wendt (2013)

Portfolio analysis tools can be used both at the company level and at the SBU level. As mentioned above, at the company level, the objects of investigation are the SBU. At the level of the SBU, the products are under investigation. As the term implies, portfolio analysis tools are focused on diagnostics and analysis. However, most portfolio analysis tools also explicitly or implicitly contain (strategic) recommendations and thus go beyond simple analysis.
However, according to the authors of Wendt, Susanne (2013), portfolio analysis tools almost never describe what the future target portfolio should look like, and do not affect the implementation or even control stage (they indicate how to get there and how to check the realized result).
According to Wendt, Susanne (2013), portfolio analysis tools can be further divided into market, resource and value approaches. In line with the development of strategic management since the 1960s, different points of view have emerged over time. A strong market perspective was introduced in the 1960s with a focus on resources added from the late 1970s and then on value from the 1980s.
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Figure 4 – Development phases of portfolio analysis tools
Source: Paletta, Matthias (2019)

On fig. 4 shows the stages of development of portfolio analysis tools over time. Since each portfolio instrument belongs to the so-called "portfolio era", in Fig. 4 shows the relationship between the development phases of strategic management and the development of portfolio analysis. becomes obvious.
According to the author Wendt, Susanne (2013) it becomes obvious that despite the huge number of portfolio analysis tools, they are all quite similar in terms of methodological approach. The main prerequisite for portfolio analysis is the most precise separation and segmentation of SBUs or products.
Also, for a deeper understanding, it is necessary to select two criteria for describing SBUs or products (qualitatively and / or quantitatively).
In most cases, internal and external criteria are used for this. These criteria are selected based on a causal relationship that is of strategic importance to the SBU. For example, the BCG matrix, which is described in the chapter 1.2.1, below uses market growth as an external criterion and relative market share as an internal criterion.
There are many methods for building an SBU portfolio, but as part of the study, we need to determine the best one that will take into account the characteristics of SMEs in the FMCG sector.

1.1.2 Features of SME and FMCG industry

When choosing a suitable tool for a business portfolio, one should take into account the characteristics of the FMCG sector and the characteristics of SMEs. According to E. V. Arsenova, O. N. Pankova (2017), the FMCG sector has a number of features, for example, FMCG goods are purchased every day or every week, in relation to these goods, buyers have formed an established consumption model, which is characterized by high product turnover.
Since consumer goods tend to be sold at low prices and have low margins and low net margins, there is a constantly high level of demand for consumer goods, so companies from the FMCG sector can use economies of scale. There is also a low degree of consumer involvement. Purchasing FMCG goods is a routine activity, the buyer does not show attention and interest, often seeks to reduce the time for such purchases and acquires them out of habit. Very often, goods are interchangeable, so the industry markets offer a large number of products that do not have significant differences, as a result, the market is oversaturated, it is easier to replace one brand with another.
According to Agnes Bogat (2017), SMEs are often unable to invest time and effort into strategy development. This fully applies to the period of launching and scaling the business. Here much of the planning at the operational level is feasible and necessary. SME is distinguished by the fact that strategic decisions are made at the level of the owners of the enterprise or business partners.
SMEs often work in a resource constrained environment so they cannot spread out and need to improve the quality of their decisions and need an approach to make the relationship between their businesses defined and understandable when building a portfolio of businesses.
Another feature is that according to Agnes Bogat (2017) most of the SMEs work with one product in one market. Since business portfolio planning is carried out without a specific structure, the content is therefore often inconsistent. Therefore, such enterprises could be interested in developing a business unit analysis tool, since as they grow or as risks decrease, which is especially important in a turbulent environment, companies try to diversify their activities, so this may be important for SMEs.
According to Van De Weerd et al. (2006) the three key objectives of strategic business unit portfolio management are portfolio value maximization, strategic fit, and portfolio balance. Value maximization is related to the monetary profitability of the portfolio. Existing elements, as well as business units added to the portfolio, must be feasible in terms of KPIs such as projected business value, sales turnover, gross margin and net present value (NPV). Existing business units and efforts to develop new SBUs should be integrated into corporate strategy in terms of strategic fit.
To get a good idea of managing a portfolio of business units, it is necessary to consider the various approaches that exist.

1.2 The most popular matrices

Existing portfolio analysis tools for strategic planning are based on a matrix approach, according to Yurlov (2010). The matrixes used with this matrix are not without drawbacks and do not provide real guidelines for the implementation of the strategy. This section justifies the trend of using a multi-criteria approach based on more than two criteria, which are often contradictory, for all types of portfolio matrices.
The most widespread are the following portfolio matrices: growth-share matrix (BCG matrix); industry attractiveness matrix - company strengths (matrix proposed by General Elektrik), industry life cycle matrix according to Yurlov (2010).





1.2.1 BCG matrix 

The Boston Consulting Group (BCG) developed the standard SBU portfolio inquiry technique, which is widely used since it is simple to prioritize items and distribute resources. The BCG Item Portfolio Examination Demonstrate or BCG Product Portfolio Network, according to the strategy's creator, Hendersen, is a SBU portfolio examination show that was created specifically for the BCG to assist an enterprise make asset assignment decisions related to SBU portfolio techniques.
The BCG framework is based on a two-dimensional network with four cells that the corporation uses to classify all of its SBUs according to two dimensions: 
1. The horizontal line represents relative market share and serves as a measure of the product's power (competitive advantage). The market share of a product is determined by its competitors and the overall product/category;
2. The vertical line depicts the product's rate of development, which shows the market's attractiveness. 
The product's market share is an internal indicator of a company's market power, while the growth rate of the company's product market is an external measure of market attractiveness. 
According to Henderson, the growth rate of the market for a company's product determines the amount of a market opportunity. Sales growth or market size within a certain client base over time might be considered a factor.
A marketing measure is used to estimate the percentage of a company's SBU market share in a certain market or industry in order to determine the relative market share of its product. You can see the relative market share by looking at the product's position on the market and how successful the company's product is. A company with a declining relative market share may be deemed undesirable from an investment standpoint; nevertheless, a company with a growing market share reflects the company's competitive advantages.
Henderson distributes the matrix into four quadrants and distinguishes four types of strategic market positions, as indicated in Table 1: star, problem kid, cash cow, and dog. 
It analyzes a portfolio of strategic business units using two inputs: market growth rate (MGR) and relative market share (RMS), and then provides judgments about how resources (e.g. talent, capital) should be distributed across the portfolio. The Relative Market Share axis is given on the horizontal (x) axis, and the market growth rate is shown on the vertical (y) axis. The range is arbitrary in nature. A product's MGR and RMS allow it to be classified into one of four market product position categories.
The four main resource allocation options that aid in the realization of the four SBU categories are as follows: 
1. Investment strategy: grow market share (e.g., to maintain Star status or change Question Mark into Star); 
2. Retention strategy: keep things the same (do nothing) in order to keep relative market share. 
3. Harvest strategy: lower investment (enjoy positive cash flow and maximize Star or Cash Cow rewards); 
4. Sell or liquidate the company since the resources might be put to better use elsewhere. Get rid of Dogs, for example, and use the money to invest in Stars.

	Strategic product position
	Marketing growth rate (MGR)
	Relative market share (RMS)

	Star
	Good
	High

	Cash Cow
	Bad
	High

	Problem Kid
	Good
	Low

	Dog
	Bad
	Low



Table 1 – BCG growth share matrix

A SBU with a large market share in a fast-growing industry is referred to as a star. The primary goal of STAR companies is to protect their market shares and hence get a larger percentage of market growth than their competitors. 
In a slow-growing or diminishing industry, a Cash Cow is an SBU with a large market share. The unit is known for its excellent profit margins and cash flow. Typically, it creates more income than is required to keep the business running. Cash Cow should be milked as often as possible with as little investment as feasible, as such an investment would be squandered in a low-growth industry.
Problem In a fast-growing industry, Child is SBU with low market share. Because the market is fast increasing, it spends a lot of money, but because the unit has a little market share, it doesn't make much money. As a result, the unit generates little income and has a large liquidity requirement. 
In a mature, slow-growing sector or a depressed, decreasing industry, Dog is SBU with a large market share. Frequently produce poor earnings, and cash demands are frequently more than revenue generated. Firms should reduce the quantity of their assets they own, harvesting by decreasing expenses and maximizing cash flow through disposal or liquidation, to improve overall performance. Worse, the unit should be decommissioned.
The BCG matrix can be a helpful starting point for resource allocation decisions, because it is based on an understanding of the difficulties faced by companies in the CPG sector. This is a universal approach; it can be used to evaluate the SBU portfolio; and it is widely used in other market segments due to its many benefits, according to Martin Reeves (2014) it has not lost its relevance. This model is simple to use because it rapidly aids in the tracking of prospects for the firm as well as the understanding of how best to employ corporate financial resources to maximize the company's future growth and profitability.
The BCG matrix serves as a framework for allocating resources across various SBUs. Allows you to quickly compare lines, determine why a specific SBU is successful, and how to solve difficulties with those who are having problems. 
You can use it to determine which category each product belongs to. And consider all of the factors that have an impact on his position. This will provide you with a more complete picture of the SBUs and their market position, allowing you to focus on those that are worth your time and investment. In addition, the company may discontinue certain unprofitable SBU in order to invest in others.
However, it has advantages and disadvantages, just like any other planning tool. According to ND Boafo (2018) the BCG matrix uses only two market dimensions, and these are not the only indicators of success; it ignores products synergy and excludes all external factors that affect SBU characteristics. 
This approach provides unambiguous recommendations without considering the details. SBUs labeled as dogs can sometimes help a company gain a competitive advantage.
The main problem of the matrix is that it does not take into account the fact that sometimes one SBU/product helps another to succeed. For example, one of the SBUs/products - a typical dog - may be the reason for the success of another. And if a company stops investing in seemingly unpromising products, it could hurt its core profitable assets, that is quiet necessary for FMCG industry according to ND Boafo (2018).
By its very nature, the BCG matrix is focused on the markets of standard goods, and since the FMCG market sector and the consumer market have recently included value-added goods, it turns out that the markets break up those where many types of SKUs are sold and into markets consisting of product segments according to ND Boafo (2018), therefore in fragmented markets, the BCG matrix does not work well.
Therefore, it is proposed to consider the GE/McKinsey Business Screen Approach, which is based on the BCG method.
1.2.2 GE/McKinsey Business Screen Approach

This approach is based on the business portfolio matrix, which consists of nine blocks and displays strategic business areas according to the following parameters: "relative competitiveness" and "industry attractiveness". These criteria were developed in the early 1970s and can be interpreted as an attempt to overcome the shortcomings of the BCG approach.
The GE/McKinsey Business Screen approach focuses on an empirical study of the key success factors of companies, as expressed in terms of ROI and cash flow.
Instead of the classic use of 2 criteria "market growth" and "relative market share" developed about 50 years ago, the GE/McKinsey approach includes several factors for the evaluation of the objects under study (SBU).
According to Paletta, Matthias (2019), among 450 companies, a PIMS study was conducted that identified 37 success factors that explain approximately 80% of the differences in ROI.
McKinsey has divided these success factors into internal and external factors. Internal influence or ultimately shape relative competitiveness. External factors affect the attractiveness of the industry. Both of these groups themselves contain several factors.
At the next stage, a scoring model is applied: first, all internal and external factors are weighted according to the degree of their influence on the success of the company. Each SBU is then assessed against these factors. The total scores for each SBU allow them to be placed in the matrix. The total scoring bandwidth is divided by three, resulting in 3 thirds of each axis totaling 9 fields. Finally, the bubble size displayed is equivalent to the market size, and the displayed share reflects SBU's share of that market. Figure 5 shows an illustrative option.
For each box a strategy recommendation is provided. Typically these “standard strategies” are grouped into 3 area, which are indicated as green, yellow and red in Figure 6:

1. Offensive strategies (growth/expansion/investment) (green) 
2. Selective strategies (yellow) 
3. Defensive strategies (phase-out/divestment)(red) 
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Figure 5 - GE/McKinsey Business Screen example
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Figure 6 – Strategic recommendations of GE/McKinsey Business Screen Approach
Source: Own figure according to Schepp, Herold, Schmahl (2009)

Based on the analysis of approaches, it can be concluded that the GE McKinsey matrix is a more complex tool for analyzing a product portfolio. However, according to Wendt, Susanne (2013), it has an advantage over the BCG matrix as it allows more flexibility in terms of the elements it can include. In this model, instead of four, nine criteria for evaluating a portfolio of products are used.
In order to evaluate a portfolio of products in the consumer goods sector, it is important that the GE/McKinsey matrix take into account a composite measure of industry attractiveness and a composite measure of business strengths, which can be obtained by listing the attributes of the two dimensions. and evaluation. As well as various strengths of the business, in addition to market share, and other aspects of market attractiveness, in addition to market growth.
Although the GE McKinsey matrix is an improvement on the BCG matrix as it recognizes that the use of univariate measures is an oversimplification.
However, the GE McKinsey matrix is also incomplete, as it has two aspects of management effectiveness - people orientation and task orientation. Wendt, Susanne (2013)
According to recent studies by Mithun Sridharan (2022), the GE McKinsey matrix is most suitable for businesses that have a low competitive position, are active in an unattractive industry, which means that the matrix is not suitable for SMEs in the FMCG sector, as this sector is one of the most competitive . 
Similarly, there is a flaw in the GE/McKinsey matrix - it takes into account the attractiveness of the industry and the strength of the business, but pays little attention to the turbulence factor.
Therefore, it is proposed to refer to the matrix of managerial effectiveness proposed by Reddin. In his article, Reddin (1970) argued that in addition to people and task orientation, there is also a third dimension, namely the situation. 

1.2.3 Proctor matrix model

To find the optimal matrix for building SBU portfolio for SMEs in the FMCG industry, there is proposed to consider the "new matrix model", which was proposed by R.A. Proctor and J.S. Hassard (1990). This model includes the basic functions of the GE McKinsey matrix, which indicates that industry attractiveness and business strength are key components of the analysis SBU portfolio.
However, it is considered according to R.A. Proctor and J.S. Hassard (1990), these parameters are better called "corporate potential" and "industry potential". In the first case, it is believed that corporate potential is a broader term that implies a set of capabilities and competencies. In the latter case, the potential of the sector is considered to be the most suitable, as it reflects the potential for growth and demand.
The model also suggests that there should be a third dimension that represents environmental change, which is very important for the FMCG sector. Therefore, instead of creating a two-dimensional graph, as the GE McKinsey matrix does, the "new model" represents the product or SBU in a three-dimensional vector space.
Since the discussions above have dealt with the first two dimensions in sufficient detail, the focus is now on the third dimension, the "environmental shift".
According to the authors of the article, a firm's marketing environment can be seen as consisting of a number of sectors:
1. The socio-cultural sector, which includes the beliefs, values, and attitudes of the various segments of the firm's population.
2. Political/legal sector - consists of laws, government agencies and pressure groups that restrict the firm.
3. The technology sector, which includes new advanced technologies in science and technology that are relevant to manufacturing processes and product specifications.
4. The physical sector, including the availability of raw materials, the cost and availability of energy sources, and pollution limits.
5. Demographic Sector - which shows population growth, age composition of the population, changes in family structure, geographic shifts in the population, changes in educational attainment, and in the ethnic and racial composition of the population.
According to R.A. Proctor and J.S. Hassard (1990) all 5 elements of turbulence are important and must be taken into account when constructing a 3D matrix.
At one extreme are stable environmental sectors, and at the other are rapidly changing environmental sectors that create new situations and are characterized by major technological breakthroughs or socio-political upheavals.
The effects of ecological shifts are minimal under stable conditions and maximum under unstable conditions. It goes without saying that environmental conditions can have a decisive influence on a firm's ability to maximize the match between its business opportunity, industry or market requirements, and the portfolio of market opportunities it exploits.
Several criticisms have been made of the use of matrixes for SBU portfolio analysis for SMEs in the FMCG industry, and the 3D model proposed above is expected to provide a means to address these criticisms.
In the first case, it is usually assumed that cash cows should be able to fund stars and problem children. The model assumes that there is no such effect. It is assumed that with low environmental turbulence, cash cows and even dog businesses may well provide enough money to fund troubled children and stars. However, it is argued that in a highly volatile environment this is unlikely and other sources of funding are likely to be required.
Second, portfolio models generally assume that dairy cows can be milked with impunity because of their established market position and because they are in mature markets. Firms operating in consumer goods markets are often subject to strong environmental influences from the socio-cultural and technological sectors. According to McKinsey's report, consumers are willing to switch brands, change fashion or buy products that showcase the latest technology because their preferences are easily influenced by the benefits of promotional items. As a result, many consumer goods market leaders face significant competitive challenges for their leadership positions, and profitability goals are often subordinated to the goals of maintaining market share in the short term.
Third, portfolio models recommend investing in stars and problem children to increase market share for these products. Of course, there is no guarantee that this will actually lead to
increase in market share. Such an increase depends not only on the availability of adequate resources, but also requires maintaining a competitive advantage. It is clear that with high turbulence in the external environment, there is a high probability that the company will not be able to maintain its competitive advantage. In recent years, many firms in the FMCG sector have faced this problem. However, the 3D model presented above will clearly draw attention to the problems associated with such environmental changes.

1.3 Author's approach to SME portfolio planning in FMCG industry

The Proctor method was originally developed for the analysis of a firm's product portfolio using a three-dimensional matrix, but for the analysis of a business portfolio, it requires significant modernization.
B Therefore, based on Proctor's three-dimensional model, I propose to create an author's approach and highlight the necessary criteria that are most rationally used to assess the SBU portfolio, based on those features from Chapter 1 that were identified and that SMEs in the FMCG sector need to take into account:
In calculating the level of competitiveness of the company's product and the attractiveness of the market segment, it is necessary to use an integral assessment indicator. The integral indicator increases the credibility of the assessment, as it uses the weight (or importance) of the criteria.
Thus, criteria with a higher weight (in other words, criteria that have the greatest impact on indicators) contribute more to the total score.
Next, a step-by-step method will be described, which includes detailed instructions consisting of several steps.
Step one: it is necessary to determine the corporate potential. The criterion for assessing the competitiveness of a product (the product has a unique advantage (a special manufacturing recipe, unique taste, unique properties, unique technologies).
The marketing strategy of a business depends on how firmly a product occupies a position in the market and how confidently it can compete with similar products. Competitiveness criteria include an assessment of the strength of the product and brand, resource and investment opportunities of the company, as well as an assessment of the level of intra-industry competition.
The developed criteria in the author's method are presented in Table 2., which include important aspects for SMEs in the FMCG sector.
After listing all the criteria, give each criterion a level of importance so that the sum of the importance of all criteria = 100%. The most important factors in the competitiveness of a product are its uniqueness and ability to meet the needs of the target audience as fully as possible.

	Competitiveness Criteria
	Evaluation of criteria (100%)

	The company's product has a unique advantage (unique properties, unique taste, unique business model)
	0-100%

	The company's product satisfies the needs of the target audience from the use of the product
	0-100%

	The strength of the brand under which the product is sold is comparable or higher than that of competitors (the brand has a good image, a high level of knowledge, audience loyalty)
	0-100%

	The company has sufficient resources to operate in the new market (financial, labor, temporary, qualifications)
	0-100%

	The company is flexible and can quickly adapt to market changes
	0-100%

	Slow reaction from competitors to the company's activities
	0-100%



Table 2 - Corporate Potential

To perform the second step, it is necessary to determine the criteria for assessing the potential of the FMCG sector, which are presented in Table 3.
The attractiveness of the segment for business is the second key parameter of the matrix. The attractiveness of the segment affects the feasibility of high investments in the development of goods in this market, is an indicator for obtaining excess profits in the segment. Market attractiveness criteria include assessment of intra-market factors, assessment of demand and market trends.
Attractiveness of the segment for business. The attractiveness of the segment affects the feasibility of high investments in the development of goods in this market, is an indicator for obtaining excess profits in the segment.


	Segment attractiveness criterion
	Evaluation of criteria (100%)

	Sales volume in the segment is high
	0-100%

	There are opportunities to expand the range in the segment
	0-100%

	There are unmet and hidden needs in the market
	0-100%

	Segment sales are high
	0-100%

	Investments in advertising in the segment are absent or at a low level
	0-100%

	The number of players in the segment is negligible
	0-100%

	Long-term growth of the segment is predicted
	0-100%

	The growth rate of the segment is high or exceeds the growth rate of the market
	0-100%



Table 3- determine criteria for Assessing the Potential of the FMCG sector

To perform the third step, the turbulence factors presented in Table 4 were developed. In conditions of turbulence, it is necessary to create a product that will bring more profit than the previous one, it is possible to satisfy the needs of the target audience as much as possible.

	Turbulence factor Criteria weight
	Evaluation of criteria (100%)

	Assess the political risks for your SBU
	0-100%

	Assess the economic risks for your SBU
	0-100%

	Assess technology risks from competitors for your SBU
	0-100%

	Assess the risks for the risks associated with the physical factor (supply interruptions, raw material shortages, power outages, etc.) for your SBU
	0-100%

	Assess the demographic risk for your SBU
	0-100%



Table 4 – turbulence factors

To perform the fourth step, it is necessary to assess the attractiveness of the segments and the competitiveness of products.
The assessment is carried out by assigning each factor a score from 1 to 10, where 1 is the lowest score, which means that this factor determines the low attractiveness of the market and the company's competitiveness in the segment, and 10 is the maximum score, which means that the segment is very attractive for this factor. and the company's competitiveness in this segment is potentially high. The final score is calculated using the formula below:

Final score = all factors * factor severity score

After the final scores have been obtained according to the criterion of segment attractiveness and the criterion of the company's competitiveness in the segment, we proceed directly to the construction of the author's matrix based on the Proctor method.
Arrange the analyzed segments and products in the matrix according to the number of points scored
Depending on what final score the product received in terms of competitiveness and the market in terms of attractiveness, its position in the matrix depends.
Interpretation of the received values:

• from 0-3 points: low
• from 4-7 points: average
• from 8-10 points: high

Identify key business areas and develop areas of work
The marketing strategy depends on the position of the product or market segment in the matrix.
• the higher the competitiveness of the product, and the higher the attractiveness of the market - the higher the potential for success in this area of business;
• the weaker the company's product relative to competitors, the lower the attractiveness of the industry - the lower the opportunities for business growth in this direction



























2 EMPIRICAL STUDY

2.1 Methodology

One of the main objectives of this study was to form indicators for the SBU portfolio matrix that take into account the characteristics of small and medium-sized businesses in the FMCG sector. These criteria were developed and demonstrated at the end of Chapter 1. The developed indicators for the matrix should be tested empirically. Therefore, it is necessary to adhere to a qualitative research approach. In particular, the case study methodology was chosen because, according to Tellis (1997), case studies are a multifaceted analysis that serves as a tool for analyzing complex issues in real life. Compared to individual case studies, multiple case studies have an advantage when it comes to the logic of generalization. Thus, the multi-case study design according to Yin (2014) was followed.
Numerous studies have shown that the case study method can be successfully used to understand the essence of a situation and provide a rich context for understanding the phenomena being studied.
Multiple case studies are needed for a deeper analysis of the author's methodology, the use of multiple cases has been considered effective for theory development, and the underlying logic of replication increases the likelihood of a more robust and generalizable theory (Eisenhardt and Gröbner, 2007).
As part of the study, it is necessary to interview the leaders of 4 SMEs in the FMCG sector in order to understand how important risk consideration is for the matrix.
To do this, a questionnaire was prepared, presented in Appendix 1, Appendix 2 including questions about what methods companies currently use to manage a portfolio of business units, as well as questions that will allow the assessment of the author's methodology.

2.2 Data collection for empirical research

The sample in this study included SMEs from Russia, and the search and selection of suitable SMEs was based on a theoretical sample (Eisenhardt and Graebner, 2007). As part of the study, a list of 40 SMEs in the FMCG sector that could be contacted was created and the response rate was 10%, 4 companies were interested in the author's methodology and showed interest in cooperation. Table 5 presents companies interested in the study. 

	Case company
	Company type and size
	Product type
	Interviewed managers

	Salnikov
	Medium
	Pelmeni
	Maxim Kryuchkov
Owner

	Gellert
	Medium
	Beer
	Sheviakov Alexandr Viktorovich Owner

	Anrih
	Medium
	PCG
	Payu Richard Victorovich Owner

	Turshu
	Medium
	Tea
	Konstantin Turshu
Owner



Table 5 – case companies

These companies are suitable for the study because they are medium-sized enterprises in the FMCG sector, are limited in resources, are focused on one business segment and are interested in improving the quality of their management decisions.

2.3 Results 

The Anrikh LLC group of companies was founded in the city of Sochi and distributes CPG in the territory of the Southern Federal District of the Russian Federation. The company has 3 modern warehouse complexes, more than 30 trucks, and the company employs 120 employees. Anrikh LLC group of companies includes several business units: Wholesale direction, Retail trade, Alcohol direction, tender direction.
When forming a portfolio strategy, the company's management considers the portfolio of businesses as a whole. The company has a clear development strategy, which includes:
1. Increased coverage of the territory and sales markets
2. Expansion of the product range by attracting strong brand contracts
3. Improving the quality of service
According to the CEO, the development of the company is the solution to the issue of business survival. One of the main challenges is that consumers' taste preferences change over time, which is exactly the same as the challenges described in Introduction, which forces them to expand their product range and open up new directions.
However, the management lacks a clear strategy and methodology for the formation of new business units. All key decisions are made at the CEO level and, in his opinion, the current portfolio of business units is sufficiently diversified, which allows the company to keep the company afloat in times of crisis, for example, during Covid-19, since if one direction shows worse results, it receives funding from other areas of the company. From this it follows that the company has a complete financial relationship between all areas.
At the same time, the procedure for making decisions on the creation of a new business unit is not formalized, and at the moment the company rarely reviews its current portfolio of businesses.
Based on the previous experience of opening new business units, the management of the company focuses on return on equity, they want to get a large margin, so the company focuses on the net profit indicator. Therefore, the author's method based on the Proctor matrix is relevant for implementation in the company. The most important criteria for business success for a company is constant cooperation with key customers.
The Salnikov group of companies was founded in 2002 in the Siberian city of Kamen-on-Obi and is engaged in the production and distribution of dumplings, dumplings, khinkali, pancakes and cabbage rolls.
The product line, produced under the Salnikov brand, is designed to cover several categories of customers and includes both budget and classic products, as well as unique positions, as well as premium products. This allows for a more confident presence of the brand in retail chains of different levels of social orientation.
The company has a wide range of products in its segment, today the company produces more than 450 tons of products per month and the production area is 2500 square meters. The company employs more than 350 people. The Salnikov group of companies includes two business units - production and distribution.
One of the main challenges of the company is the struggle for "shelf space" especially aggravated in the market with the advent of network retailers, which introduce and tighten the rules of the game between manufacturers and those who sell products.
All key decisions on strategic development are made at the level of the CEO and, in his opinion, the current portfolio of business units covers all areas of activity in which the company is interested.
When forming a portfolio strategy, the company's management takes into account all business units in the aggregate. The company has a clear development strategy for each business unit. For the production area, this is the improvement of technological processes, the increase in production volumes, and the expansion of the product line. To direct distribution, expansion of sales markets, the presence of the company's products in all regions of the Russian Federation.
The management does not have a clear strategy and methodology for the formation of new business units, and the procedure for making decisions on the creation of a new business unit is not formalized, and now the company rarely reviews its current business portfolio.
The company focuses on the return on equity, so the author's method based on the Proctor matrix is relevant for implementation in the company. The most important criteria for business success for a company is to increase the performance of its products, as well as to increase the sales markets for products.
The group of companies united by the GELLERT brand includes 4 business units: Bogatoe LLC, INTEZA LLC, Astrakhan Drinks LLC, Gellert Bar LLC, which includes manufacturers and sellers of high-quality low-alcohol and non-alcoholic drinks.
The factories are equipped with modern and high-performance equipment from the Czech Republic, Italy, Germany and Russia. The holding produces more than 35 types of products - classic beer, craft beer, cider and naturally fermented kvass, soft drinks.
Draft drinks plant LLC "Bogatoe" was founded in 2009 in the village. Khilkovo, Krasnoyarsk district, Samara region, produces craft beer and naturally fermented kvass.
In 2016, the production site of INTEZA LLC was put into operation, specializing in the production of cider, poire, as well as soft drinks. In June 2017, the construction of a new brewery in Astrakhan, LLC Astrakhan Drinks, which produces classic and seasonal beers, was completed. When forming a portfolio strategy, the company's management considers the portfolio of businesses as a whole. The company has a clear development strategy, which includes:
1. Increase in output
2. Increase in the number of retail outlets
3. Increase in sales markets for products
According to the head of the company, the main challenge for the company is that the taste preferences of consumers change over time, which fully coincides with the challenges described in Chapter 2, as well as challenges for the company Anrikh, this forces the company to introduce seasonal beers, as well as expand the line non-alcoholic products. All key decisions are made at the CEO level and, in his opinion, the current portfolio of business units is sufficiently diversified, the company has a very loyal audience that loves Gellert products for their quality and unique taste. At the same time, the procedure for making decisions on the creation of a new business unit is not formalized. When opening new business units, the company's management focuses on return on equity, which is similar to that of previous companies. The most important criteria for business success for a company is the constant loyalty of regular customers to the company's products.


Turshu`s Group of Companies is the largest enterprise in the tea-growing industry in Russia, uniting 2 business units Matsesta Tea Factory LLC and Matsesta Tea JSC, which dates back to 1947.
The high quality of tea products allowed the Matsesta Tea Factory to join the British Guild of High-Quality Food Producers Fine Food. The Matsesta tea factory was the first Russian enterprise to join this guild.
Turshu`s group of companies is a full-cycle enterprise that is engaged in organic cultivation of tea leaves, processing and production of finished products, as well as distribution.
The enterprise produces more than 100 types of tea products of the following trademarks: Matsesta Chai, Krasnodar Tea, Kuban Cossack, Russian Custom.
When forming a portfolio strategy, the company's management considers the portfolio of businesses as a whole. The company has a clear development strategy, which includes:
• Increasing the collection of tea leaves by increasing the collection areas
• Increase in production volumes
• Increasing the volume of product distribution
All key decisions are made at the CEO level and, in his opinion, the current portfolio of business units is sufficiently diversified, since the company is the largest tea producer in the Russian Federation and owns a full production cycle. The geography of the presence of Matsesta tea is expanding every year. Tea can also be found in small shops from St. Petersburg to Khabarovsk. However, one of the company's main challenges is limited growth opportunities, as Sochi tea is the world's northernmost tea and requires unique environmental conditions. When opening new business units, the company's management focuses on return on equity, which is similar to that of previous companies. The most important criteria for business success for a company is the constant loyalty of regular customers to the company's products.
After a final analysis of the interviews conducted with the owners of organizations in all the companies studied, common features were found. The management of companies considers all business units collectively as a portfolio of businesses, but management does not have a methodology for managing a portfolio of business units that would take into account the characteristics of SMEs from the industry. Thus, the statement of Agnes Bogat (2017) from Chapter 1, which states that the provision that business portfolio planning for SMEs is carried out without a specific structure, the content is often inconsistent. According to the owners of the companies, the current portfolio of business units is quite diversified, and all key decisions are made at the level of CEOs.
All the studied companies are guided only by the return on equity, without taking into account the criteria for the company's competitiveness, the criteria for the attractiveness of the segment, as well as the turbulence of external factors.
The company's management became interested in introducing the author's methodology based on the Proctor matrix for analyzing the portfolio of business units, since as they grow or reduce risks, which is especially important in turbulent conditions, companies try to diversify their activities.
 Therefore, all owners of the studied companies were asked to complete the Questionnaire (Appendix 1,2) in order to better understand the impact of the company's competitiveness criteria, segment attractiveness criteria and turbulence factors on the development of the company's portfolio strategy and to better understand whether the author's method suits the companies and whether it should then be adapted for small business and medium-sized businesses from the FMCG sector.
From the analysis of the questionnaires, it can be concluded that the management of companies, when analyzing the criteria for the competitiveness of the company and the attractiveness of the segment, considers all the criteria proposed in the author's method. However, when assessing turbulence factors for each SBU, companies do not consider all risks. As a result, there is a research gap. Based on the literature presented in Chapter 2, according to the Proctor model, all 5 factors of turbulence must be considered, and in fact companies do not do this. Companies do not consider all five risks when compiling a portfolio of business units, and in fact use only 2 of the proposed ones. Insufficient consideration of risk factors and uncertainty leads to a decrease in the quality of management decisions made for a portfolio of business units. For example, for the Anrich company, it is shown in Appendix 3 (Figure 1), from the analysis of which it can be concluded that all the studied business units are in the low-risk zone, which reduces the Proctor model to the classic McKinsey matrix, which is a two-dimensional model and does not give a complete assessment what is happening. In such a situation, the owner of the company may make the wrong strategic decision. If we turn to Introduction, we can see that now the global challenges of the FMCG sector are closely related to the impact of Covid-19, which leads to political and economic instability, as well as demographic risks associated with mortality. Introduction chapter also shows the challenges associated with changing consumer preferences, which also see an increase in competition. Company owners ignore the technological risks associated with the emergence of new technologies on the market, which also reduces the quality of decisions made at the strategic level.
After analyzing the information received, the owners of the companies under study were explained the importance of considering the risks associated with modern challenges, they were asked to complete the Questionnaire (Appendix 1, Appendix 2) again, but this time considering all turbulence factors.
It is proposed to consider an example of calculating the matrix for the case of the company Anrich for a better understanding of the author's method.
This case clearly shows an example of a calculation for the Anrich company under study with step-by-step instructions for a more detailed analysis of the author's method.
For the convenience of calculations, Microsoft Excel software was used. Figure 1 shows a table in which the completed Questionnaire (Appendix 1, Appendix 2) of the Anrich company is displayed, which consists of an Evaluation of the criteria and the Weight of the factor. The name of the strategic business unit for which the questionnaire was filled out by the owner of the company is indicated in brackets and a unique color is assigned for the convenience of visual perception.
In the Total column, the sum of the evaluation of the criteria was calculated in order to make sure that the total value is 100%.
The final score is calculated by the formula:

Final grade = (Evaluation of criteria * Weight of factor)/100

The Total column under Final grade shows the total sum of all final scores. It is these values that are final for this table and will be used to build the 3D Matrix for the Competitiveness Criteria axis.
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Figure 7 – an example of calculation competitiveness criteria

The method for assessing the attractiveness of a segment is similar to that for assessing competitiveness criteria. Figure 7 shows a table that displays the completed Questionnaire (Appendix 1, Appendix 2) from Anrich, which consists of an Evaluation of the criteria and Factor Weight. The name of the strategic business unit for which the questionnaire was filled out by the owner of the company is indicated in brackets, and a unique color is assigned for visual convenience.
In the Total column, the sum of the criteria scores was calculated to ensure that the total value is 100%.
The final score is calculated by the formula:

Final grade = (Evaluation of criteria * Weight of factor)/100

The "Total" column in the "Final Grade" section shows the total sum of all final scores. It is these values that are final for this table and will be used to build a 3D Matrix for the segment attractiveness axis.
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Figure 8 – an example of calculation of the segment attractiveness criteria

The method for Turbulence criteria is similar to previous one. Figure 8 shows a table that displays the completed Questionnaire (Appendix 1) from Anrich, which consists of Criteria Score and Factor Weight. The name of the strategic business unit for which the questionnaire was filled out by the owner of the company is indicated in brackets, and a unique color is assigned for visual convenience.
In the Total column, the sum of the criteria scores was calculated to ensure that the total value is 100%.
The final score is calculated by the formula:

Final grade = (Evaluation of criteria * Weight of factor)/100

The "Total" column in the "Final Grade" section shows the total sum of all final scores. It is these values that are final for this table and will be used to build a 3D Matrix for the Turbulence criteria axis.
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Figure 9 – an example of calculation of the turbulence criteria

Based on the results of the calculations, the data necessary to fill in the 3D matrix were obtained, the matrix axes represent a scale from 0 to 10. Each business unit is assigned a unique color, similar to the one in Figures 7, 8 and 9. On the upper plane of the matrix there are symbols that symbolize D - dogs, СС - cash cows, S - stars and PC - problem children.
For the sector attractiveness axis, the value 0 is on D and the value 10 is on CC. For the competitiveness criterion axis, 0 is on CC, 10 on S&PC. For the tubulence sector, the value 0 is on the S&PC, the value 10 is at the bottom of the axis.



After analyzing the constructed matrices that consider all the risks from the Proсtor model indicated in Chapter 1, company management can get a more detailed assessment of the portfolio of business units.
Since if you pay attention to the Figures from Appendix 2, which considers all the proposed risk factors, you will notice that some business units are highly susceptible to external factors, from which it follows that the company's management should pay attention to reduce external risk factors and change strategic decisions in relation to its SBU portfolio. And if this is not possible, then try to minimize them.
As environmental turbulence levels increase, firms need to be aware of the challenges this creates. Where the turbulence of the external environment is high, there is a high probability that the company will not be able to maintain its competitive advantage, which can be critical for a medium-sized business, since it is limited in resources and the wrong choice can be critical for its existence.
When analyzing matrices that consider all the proposed turbulence factors, management should reconsider its strategy. Cash cows (CC) remain cash providers only if turbulence is at a low level. However, where turbulence is high, dairy cows tend to have a shorter life and the amount of cash generated will be comparatively less than in low turbulence conditions.
In conditions of high environmental turbulence, Problem Children and Stars (PC and S) will be much more demanding on resources and again they will have a shorter life cycle.
If a firm's entire portfolio is in highly turbulent markets, it may find it difficult to finance problem children and stars with cash from cash cows—other sources of funding may well be in order.
In such circumstances, the business of dogs (D) should be quickly removed from the portfolio of business units.











3 DISCUSSION AND CONCLUSION

Discussion 

In accordance with the modern challenges described in the introduction, companies operating in the consumer goods markets are often exposed to severe environmental turbulence.
In chapter 1.3, a set of indicators was proposed for small medium-sized enterprises in the FMCG industry, which include competitiveness criteria, segment attractiveness criteria and environmental instability factors. From the analysis of the empirical study, it can be concluded that the management of companies, when analyzing the criteria for the company's competitiveness and the attractiveness of the segment, takes into account all the criteria proposed in the author's methodology.
 However, when assessing turbulence factors for each SBU, companies do not take into account all risks. In the conclusion of Chapter 2.3, it is shown that for companies operating in a turbulent environment, full consideration of risks is important. After analyzing the cases of indicators proposed in the author's approach, we can conclude that if companies take into account all the risks, the quality of decisions made will be higher. The classic portfolio models discussed in Chapter 1 recommend investing in "stars" and "difficult kids" to increase market share, but such an increase depends not only on the availability of adequate resources, but also requires maintaining competitive advantage. Where the turbulence of the external environment is high, there is a high probability that the firm will not be able to maintain its competitive advantage, which is critical for SMEs in the FMCG industry, as they are very limited in resources.
Portfolio models generally assume that dairy cows can be milked with impunity due to their established market position and because they are in mature markets.
It is assumed that with low environmental turbulence, cash cows and even dog businesses may well provide enough money to fund troubled children and stars. However, this is unlikely in a highly turbulent environment and other sources of funding are likely to be needed.
For SMEs in the FMCG sector, in terms of investment portfolio, all business units will be less attractive in terms of generating cash flow, but will require more cash to be invested in them.
However, the key feature is that all the indicators proposed in the author's method can help firms operating in an unstable environment improve the quality of decisions made in the management of a portfolio of business units by realizing a number of advantages of investing in business units in an environment with low turbulence. For example, among these low turbulence investments were several cash cows that could be used to fund troubled children and stars sold in high turbulence.
Therefore, for small and medium businesses in the FMCG sector, it is necessary to use a complete model that includes all indicators of the author's method presented in Chapter 1.3 and this tool does not require additional adaptation.

Conclusion

This chapter summarizes the results for each of the research questions. In addition, the reliability of the study is discussed. The overall success and contribution of the study is also assessed, and possible topics for further research on the subject are suggested.
The main focus of this study was on the analysis of existing strategic business unit portfolio planning approaches and the selection of matrices that are most appropriate for a portfolio of SME business units in the FMCG sector. The analysis showed that such a classic tool as the BCG matrix has disadvantages that are critical for SMEs in the FMCG sector. According to N. D. Boafo (2018), only two market dimensions are used in the BCG matrix, and these are not the only indicators of success.
This approach gives unambiguous recommendations without regard to details. SBUs labeled as dogs can sometimes help a company gain a competitive edge.
The main problem with the matrix is that it does not take into account the fact that sometimes one SBU helps another to succeed. For example, one of the SBUs - a typical dog - can be the reason for the success of another. And if a company stops investing in seemingly unpromising SBUs, it could hurt its core profitable assets, which is absolutely necessary for the FMCG industry, according to N. D. Boafo (2018).
An analysis of the GE/McKinsey matrix showed that this tool, although it covers the shortcomings of the BCG matrix, recognizes that the use of one-dimensional indicators is an oversimplification. According to recent research by Mithun Sridharan (2022), the GE McKinsey matrix is best suited for businesses that have a low competitive position, are active in an unattractive industry, which means that the matrix is not suitable for SMEs in the FMCG sector, as this sector is one of the most competitive.
Similarly, there is a flaw in the GE/McKinsey matrix - it takes into account the attractiveness of the industry and the strength of the business, but pays little attention to the turbulence factor.
 Therefore, when analyzing existing approaches, the Proctor method described in Chapter 1.2.3 turned out to be the most suitable, and indicators for the three-dimensional Proctor matrix presented in Chapter 1.3 were developed as the main result of the study. These indicators were developed on the basis of the Proctor matrix and take into account the characteristics of SMEs and the FMCG industry, which is the most optimal method for building a portfolio of business units for small and medium-sized businesses in the FMCG sector. This is due to the fact that decisions made at the strategic level in relation to the portfolio of business units take into account the need to use a multi-criteria approach based on more than two criteria, in contrast to the classical matrices discussed in Chapter 1. The author's methodology takes into account the important for small and medium-sized businesses in the FMCG industry criteria such as competitiveness criteria, segment attractiveness criteria, as well as external turbulence factors.
Step-by-step steps for small and medium-sized businesses in the FMCG sector were developed and tested on the companies under study. According to the results of the analysis, this method is self-sufficient and does not require additional adaptation, therefore it is recommended for use for small and medium-sized businesses in the FMCG sector, since in the conditions of instability of the global economy and the impact of Covid-19, it allows taking into account risk factors and uncertainties.
The studied companies did not have a method of managing a portfolio of business units and, as a result, introduced this method into their practice. This allowed the management of the companies to reconsider the strategy of their business portfolio. Company management now has an understanding that when turbulence is high, the life of dairy cows tends to be shorter and the amount of cash received will be relatively less than when turbulence is low.
In a highly turbulent environment, Problem Children and Stars will be much more demanding on resources and, again, will have a shorter life cycle. Therefore, the author's method helps to realize the benefits of a number of investments in business units in low turbulence conditions. For example, among these low turbulence investments were a few cash cows that could be used to fund troubled children and stars traded in high turbulence.
The study has its limitations, however, the study does not include a study of the impact on small businesses, as only 10% of the 40 companies dropped out, which are medium-sized enterprises. Therefore, it is possible to further study the author's methodology for small enterprises, as well as enterprises from another FMCG segment, such as household chemicals and tobacco products.
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APPENDIX 
Appendix 1 - Questionnaire

	1) What lines of business does your company consist of?

	2) Do you consider the portfolio of businesses when including, excluding new directions?

	3) How differentiated is your portfolio of business units?

	4) Who decides that the company will be engaged in a new line of business?

	5) Why do you have several lines of business with an average company size and what does it give you?

	6) To what extent is the procedure for making decisions on the creation of a new business unit formalized?

	7) How often do you review business units and directions in your portfolio of businesses?

	8) What methods are used to evaluate the attractiveness of new directions?

	9) By what criteria do you determine which lines of business to add to the portfolio?
10) By what criteria do you determine which business units to remove from your portfolio?

	11) How often do you add new lines of business to your portfolio?

	12) How much do you plan to invest and how much to get when investing in a new line of business?

	13) By what methods do you evaluate the effectiveness of business lines?

	14) What are the most important business success criteria for you?

	15) What is the most important for you when forming a portfolio of business units?
For example, profitability, available resources, orders from customers

	16) What methods does the marketing department use to evaluate whether a business is profitable or not?

	17) What makes you add new directions to your business portfolio?












Appendix 2 – Indicators for Proctor’s matrix

	Competitiveness Criteria
	Evaluation of criteria (100%)
	Weight of factor (0-10)

	The company's product has a unique advantage (unique properties, unique taste, unique business model)
	0-100%
	0-10

	The company's product satisfies the needs of the target audience from the use of the product
	0-100%
	0-10

	The strength of the brand under which the product is sold is comparable or higher than that of competitors (the brand has a good image, a high level of knowledge, audience loyalty)
	0-100%
	0-10

	The company has sufficient resources to operate in the new market (financial, labor, temporary, qualifications)
	0-100%
	0-10

	The company is flexible and can quickly adapt to market changes
	0-100%
	0-10

	Slow reaction from competitors to the company's activities
	0-100%
	0-10













	Segment attractiveness criterion
	Evaluation of criteria (100%)
	Weight of factor (0-10)

	Sales volume in the segment is high
	0-100%
	0-10

	There are opportunities to expand the range in the segment
	0-100%
	0-10

	There are unmet and hidden needs in the market
	0-100%
	0-10

	Segment sales are high
	0-100%
	0-10

	Investments in advertising in the segment are absent or at a low level
	0-100%
	0-10

	The number of players in the segment is negligible
	0-100%
	0-10

	Long-term growth of the segment is predicted
	0-100%
	0-10

	The growth rate of the segment is high or exceeds the growth rate of the market
	0-100%
	0-10















	Turbulence factor Criteria weight
	Evaluation of criteria (100%)
	Weight of factor (0-10)

	Assess the political risks for your SBU
	0-100%
	0-10

	Assess the economic risks for your SBU
	0-100%
	0-10

	Assess technology risks from competitors for your SBU
	0-100%
	0-10

	Assess the risks for the risks associated with the physical factor (supply interruptions, raw material shortages, power outages, etc.) for your SBU
	0-100%
	0-10

	Assess the demographic risk for your SBU
	0-100%
	0-10






















Appendix 3 - 3D matrixes for LLC Anrich
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Picture 1 – 3D matrix for LLC Anrich case 1
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Picture 2 – 3D matrix for LLC Anrich case 2
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