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The lingerie industry, once dominated by Victoria's Secret, has witnessed significant shifts in recent years due to changing consumer preferences and market dynamics. This report aims to analyze the impact of innovation (or lack thereof) on Victoria's Secret's journey, exploring how its products and strategies have influenced its trajectory. By employing frameworks such as the SCAMPER model, as discussed by Litemind (2015), and drawing insights from innovation theories by Schumpeter (1942) and decision-making techniques proposed by De Bono (1985), Trott's models of innovation, Tidd and Bessant’s principles of innovation management, concepts of disruptive innovation (Christensen, 1997), and the Innovation Matrix the report seeks to provide recommendations for the company's future direction. Through an examination of Victoria's Secret's historical context, product offerings, and responses to market challenges, this report aims to offer insights into the importance of innovation in sustaining competitiveness in the retail industry.
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Victoria's Secret & Co., a renowned specialty retailer based in Reynoldsburg, Ohio, has established itself as a prominent player in the lingerie and apparel industry, offering a diverse range of modern, fashion-inspired collections. The company's flagship brands, Victoria's Secret and Victoria's Secret PINK, cater to various segments of the market, providing signature bras, panties, lingerie, casual sleepwear, athleisure, swimwear, as well as award-winning prestige fragrances and body care products (Victoria's Secret, 2024).
Victoria's Secret is dedicated to empowering its more than 30,000 associates across a global footprint of approximately 1,360 retail stores in approximately seventy countries (Victoria's Secret, 2024).
Renowned for its glamorous and sensual lingerie collections, Victoria's Secret has cultivated a strong brand reputation synonymous with femininity, luxury, and aspiration. The brand's commitment to quality craftsmanship and innovative designs has earned it a loyal customer base globally. 
Despite facing challenges in recent years, Victoria's Secret & Co. remains a prominent player in the retail industry, with a strong presence in both physical stores and online platforms.
Victoria's Secret & Co. has historically been a market leader in the lingerie and apparel industry, leveraging its strong brand reputation and extensive product offerings to maintain competitiveness. The company's flagship brands, particularly Victoria's Secret, have contributed significantly to its market dominance. The volume of products sold per budget year reflects Victoria's Secret's enduring popularity among consumers, with net sales reaching $1.265 billion for the third quarter of 2023 (Victoria's Secret, 2024).
Chief Executive Officer Martin Waters highlighted the company's strategic initiatives aimed at driving growth and enhancing the customer experience. These include the introduction of a new multi-tender loyalty program, enhancements in the digital business, product innovations to strengthen the Victoria's Secret brand, a revamped merchandise strategy for PINK, and the highly anticipated return of the iconic fashion show with the Victoria's Secret World Tour '23 (Victoria's Secret, 2024).
The target customers of Victoria's Secret & Co. encompass a wide demographic of women with varying preferences and tastes. While Victoria's Secret appeals to customers seeking glamorous and sensual lingerie collections, Victoria's Secret PINK targets a younger demographic with its vibrant and trendy offerings.
Despite challenges, Victoria's Secret & Co. remains optimistic about its prospects, with a focus on accelerating core strategies, igniting growth, and transforming the foundation of the business. The company's commitment to delivering long-term financial targets and returning value to shareholders underscores its determination to navigate market challenges and sustain its position as a leading retailer in the lingerie and apparel industry.
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Innovation plays a pivotal role in shaping the success trajectory of companies, and Victoria's Secret & Co. is no exception. The ability to innovate has both positively and negatively influenced the company's journey, reflecting a complex interplay of strategic decisions, market dynamics, and consumer preferences.
 Initially, the company's innovative marketing strategies, including its annual elaborate fashion shows featuring supermodels and celebrity endorsements, helped establish it as a dominant force in the lingerie industry. 
Through its flagship brands, Victoria's Secret and Victoria's Secret PINK, the company has introduced innovative product offerings that resonate with diverse segments of consumers. Renowned for its glamorous and sensual lingerie collections, Victoria's Secret has captivated audiences worldwide, setting trends and shaping perceptions of femininity and luxury. Moreover, Victoria's Secret PINK has successfully tapped into the preferences of younger consumers with its vibrant and youthful aesthetic, expanding the company's market reach (Victoria's Secret, 2024).
Innovative marketing strategies have also contributed to Victoria's Secret & Co.'s success, enabling the brand to connect with consumers on a deeper level. The iconic Victoria's Secret fashion shows, for instance, served as a groundbreaking platform to highlight the brand's collections and create buzz around its products. Additionally, the company's investments in digital platforms and customer experience enhancements have facilitated seamless shopping experiences, driving engagement and loyalty among consumers.
However, despite its early successes, Victoria's Secret & Co. has faced challenges stemming from its inability to innovate effectively in response to shifting market dynamics and evolving consumer preferences. Victoria's Secret maintained a narrow focus on a conventional standard of beauty, featuring primarily thin, sexy imagery - ''Caucasian models'' in its marketing campaigns and these standards of beauty has sparked criticism and backlash, leading to a decline in sales and brand relevance. Additionally, the brand's limited range of sizes and lack of diversity further diminished its appeal to a broader auditorium (Mzezewa, 2018). As a result, Victoria's Secret faced increased competition from more inclusive and diverse lingerie brands such as Aerie and Savage x Fenty (Hale, 2021). These competitors capitalized on changing societal norms and emphasized body positivity, offering a wider range of sizes, and featuring diverse models in their campaigns. In an era characterized by increasing emphasis on inclusivity, diversity, and authenticity, Victoria's Secret's failure to adapt its brand image and product offerings to reflect changing societal norms has resulted in missed opportunities and reputational damage (Rockeman & Bhasin, 2023).
The article "Victoria’s Secret Can’t Let Go of Its Angel Wings" by Olivia Rockeman and Kim Bhasin highlights the company's ongoing struggles. Victoria's Secret & Co. has experienced significant financial losses, with approximately $1.8 billion in sales lost since 2018 and a decline in revenue and net income (Rockeman & Bhasin, 2023). The company's shares reached an all-time low, reflecting investor concerns about its long-term viability and ability to adapt to changing market dynamics.
Despite its efforts to introduce new initiatives and revamp its merchandise strategy, Victoria's Secret's inability to innovate effectively has hindered its ability to regain momentum and reconnect with its target audience.













[bookmark: _Toc160793021]Victoria's Secret's Innovation Puzzle: Exploring SCAMPER to Decode Failures and Illuminate Paths to Recovery


The SCAMPER brainstorming technique, proposed by Alex Osborn and later organized by Bob Eberle, offers a structured approach to problem-solving and idea generation. It prompts individuals or groups to consider a series of directed questions aimed at resolving issues or seizing opportunities, thereby stimulating creative thinking and innovation (Serrat, 2017). Through this method, even tired or conventional ideas can be revitalized and transformed into novel solutions.
In the realm of problem-solving, a problem is defined as a situation or condition that remains unresolved and poses a barrier to achieving desired objectives. Problem-solving involves a systematic process of analyzing the situation, identifying potential solutions, and taking corrective action (Serrat, 2017). Key milestones in problem-solving include defining the problem, analyzing its causes, generating alternative ideas, assessing these alternatives, making decisions, implementing solutions, and evaluating outcomes.
The SCAMPER technique employs a mnemonic acronym to guide the brainstorming process, encouraging individuals to consider different avenues for innovation. The acronym represents various strategies: Substitute, Combine, Adapt, Magnify/Modify, Put to other uses, Eliminate, and Rearrange/Reverse. Each strategy prompts individuals to explore diverse ways of modifying existing ideas, products, or processes to generate new and improved solutions (Serrat, 2017).
Furthermore, the SCAMPER technique integrates with other problem-solving approaches to enhance creativity and generate original ideas. These approaches include Affinity Diagrams, Ansoff Matrix, Appreciative Inquiry, Cause-and-Effect Diagrams, SWOT Analysis, and more. By combining SCAMPER with these techniques, organizations can foster awareness, drive, fluency, flexibility, and originality in problem-solving efforts (Serrat, 2017).
Effective application of the SCAMPER technique requires an enabling environment that supports creativity and innovation. Entrepreneurs, leaders, and the supervisors play a crucial role in fostering creativity by encouraging risk-taking, embracing half-developed ideas, and promoting a culture of experimentation. Additionally, they must help sell innovative ideas to senior management by assessing their "sell ability" and developing persuasive arguments (Serrat, 2017).
Using the SCAMPER model, we can critically evaluate why Victoria's Secret faced challenges in innovating and remaining competitive, as well as suggest innovative approaches the company could have taken to navigate these challenges.
Applying the SCAMPER model to Victoria's Secret prompts to generate innovative ideas by questioning various aspects of the products: Substitute, Combine, Adapt, Modify, put to another use, Eliminate, and Reverse (Luenendonk, 2019).
Substitute: Victoria's Secret could have substituted its conventional marketing approach with a more inclusive and diverse one. Instead of exclusively featuring thin, Caucasian models in its campaigns, the company could have substituted them with models representing a broader range of body types, ethnicities, and backgrounds. By doing so, Victoria's Secret could have appealed to a more diverse audience, tapping into new markets, and enhancing its brand relevance (Mzezewa, 2018).
Combine: Victoria's Secret could have combined its lingerie offerings with other related products or services to create a more holistic customer experience. For example, the company could have collaborated with fitness brands to offer activewear collections or partnered with beauty companies to provide complimentary products such as skincare or makeup. By diversifying its product range, Victoria's Secret could have attracted a wider range of customers and differentiated itself from competitors (Jones, 2019).
Adapt: Victoria's Secret could have adapted its brand image and messaging to align with changing societal norms and consumer preferences. Instead of adhering to traditional standards of beauty, the company could have adapted its marketing strategies to promote body positivity and inclusivity. By embracing diversity and authenticity, Victoria's Secret could have connected with consumers on a deeper level and fostered a more positive brand perception (Mzezewa, 2018).
Magnify/Modify: Victoria's Secret could have magnified its efforts to enhance the customer experience both online and offline. By investing in technology and digital platforms, the company could have modified its e-commerce capabilities to offer personalized recommendations, virtual fittings, and interactive shopping experiences. Additionally, Victoria's Secret could have magnified its physical stores presence by creating immersive retail environments that engage and inspire customers (Hale, 2021).
Put to Other Uses: Victoria's Secret could have explored new ways to leverage its brand equity and cultural influence. Instead of solely focusing on lingerie, the company could have put its brand to other uses by expanding into adjacent categories such as loungewear, athleisure, or lifestyle products. By diversifying its product portfolio, Victoria's Secret could have capitalized on its strong brand recognition and extended its reach into new markets (Jones, 2019).
Eliminate: Victoria's Secret could have eliminated barriers to entry and enhanced accessibility for customers. Instead of maintaining a limited range of sizes and styles, the company could have eliminated size exclusivity and embraced a more inclusive approach to sizing. By offering a wider range of sizes and catering to diverse body types, Victoria's Secret could have removed barriers to entry and fostered a more inclusive shopping experience for all customers (Mzezewa, 2018).
Rearrange/Reverse: Victoria's Secret could have rearranged its internal processes and organizational structure to foster a culture of innovation and creativity. By encouraging cross-functional collaboration and empowering employees to voice their ideas and suggestions, the company could have fostered a more dynamic and adaptive work environment. Additionally, Victoria's Secret could have reversed its top-down approach to decision-making and embraced a more agile and responsive organizational model (Hale, 2021).
In Table1, can be seen the questions that can be asked for each element of the SCAMPER model as applied to Victoria's Secret.







Table 1
	Element
	Questions


	S 

Substitute
	- What other lingerie styles can be substituted for its traditional offerings? - What alternative materials can be substituted for current fabrics? - What alternative design aesthetics can be substituted for its current style? - What other themes or inspirations can be substituted for its marketing campaigns? - What other messaging or brand positioning can be substituted for its current image?

	C 

Combine
	- What other fashion trends can be combined with its lingerie designs? - What complementary products or services can be combined with its lingerie offerings? - What alternative marketing channels can be combined with its traditional advertising methods? - What other brands or influencers can be combined with its marketing partnerships?

	A

 Adapt
	- What innovative technologies or materials from other industries can be adapted for lingerie production? - What elements of diverse cultures or communities can be adapted for its design inspiration? - What emerging fashion movements or subcultures can be adapted for its brand identity? - What sustainable practices or initiatives can be adapted for its supply chain operations?

	M 

Modify
	- How can the sizing range and fit options be modified to cater to a broader audience? - How can the design elements and embellishments be modified to reflect changing fashion preferences? - How can the production processes be modified to improve efficiency and reduce environmental impact? - How can the pricing strategy be modified to offer more competitive options for consumers?

	P 

Put to other uses
	- What other lifestyle or wellness products can be developed using Victoria's Secret's brand equity? - What experiential offerings or events can be created to engage consumers beyond traditional retail? - What community or social impact initiatives can be launched to leverage the brand's influence?

	E 

Eliminate
	- What outdated design elements or product lines can be eliminated to streamline the brand's offerings? - What inefficient processes or practices can be eliminated to improve operational efficiency? - What ineffective marketing strategies or campaigns can be eliminated to focus resources elsewhere?

	R 

Reverse
	- Can the brand's traditional marketing approach be reversed to prioritize inclusivity and diversity? - How can the brand's historical focus on a narrow standard of beauty be reversed to embrace body positivity? - Can the emphasis on celebrity endorsements be reversed to highlight real customer stories? - How can the brand's perception as exclusive and unattainable be reversed to foster inclusivity?
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To remain innovative, Victoria's Secret can draw insights from Joseph Schumpeter's concept of creative destruction, which emphasizes the importance of constant innovation in maintaining competitiveness (Schumpeter, 1942). Additionally, employing Edward De Bono's Six Thinking Hats technique can facilitate structured decision-making by considering various perspectives, thereby fostering creativity and innovation within the company (De Bono, 1985).
Models of innovation proposed by Tidd and Bessant provide a framework for managing innovation processes effectively (Tidd & Bessant, 2015). By implementing these models, Victoria's Secret can streamline its innovation efforts, from idea generation to market implementation. Embracing disruptive innovations, as described by Clayton Christensen, can enable the company to challenge existing norms and create new market opportunities (Christensen, 1997).
Furthermore, utilizing innovation matrices can help Victoria's Secret categorize its innovation projects based on risk and reward, allowing for strategic resource allocation (Tidd & Bessant, 2009). By embracing a portfolio approach to innovation, the company can balance incremental improvements with breakthrough innovations, ensuring continuous relevance in the dynamic lingerie market.
By integrating all listed insights, Victoria's Secret can establish a robust innovation strategy. This strategy should prioritize continuous experimentation, collaboration, and adaptation, allowing the company to anticipate and respond effectively to changing consumer preferences and market dynamics.
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In summary, this report delves into Victoria's Secret's journey, analyzing its products, the impact of innovation (or lack thereof) on its fortunes, and the application of decision-making techniques like SCAMPER. The company's traditional lingerie offerings and marketing strategies once propelled its dominance, but a failure to adapt to changing consumer preferences and market dynamics led to decline. The SCAMPER model revealed potential avenues for innovation across product design, marketing, and brand identity. Drawing from Schumpeter’s disruptive innovation theory and De Bono's decision-making framework, recommendations emphasize embracing inclusivity, diversifying product lines, and leveraging brand equity for experiential offerings. Moving forward, Victoria's Secret must prioritize innovation to regain relevance and sustain competitiveness in the dynamic retail landscape.
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