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[bookmark: _Toc211439834]1. Executive Summary 
The report carries out a strategic analysis of a UK-based sustainable brand-named Lucy & Yak, which offers colourful, eco-friendly and inclusive clothing products to customers. Its strategic direction displays strong commitment towards circular initiatives (such as Re: Yak), ethical sourcing and transparent supply chain practices, which helped develop its brand identity in the UK market. Although environmental and competitive analyses suggest strengths in its sustainability leadership and brand loyalty, the brand still faces struggles due to high production costs, over-dependency on limited ethical suppliers and supply chain scalability. From the stakeholder analysis, regulatory bodies, suppliers and customers are identified as primary influencers, thus highlighting the importance of transparent communication and co-governance. Two strategic recommendations proposed to improve Lucy & Yak’s resilience and sustainable competitiveness are: digital supply chain integration by adopting AI and blockchain, and circular product innovation and localised production to ensure zero-waste and recycled materials. Through these strategies, the firm can ensure its ethical growth, global expansion and operational flexibility.
[bookmark: _Toc211439835]2. Brief Introduction 
Founded in 2017, Lucy & Yak is a UK-based sustainable brand which focuses on offering ethical, colourful and comfortable clothing products, especially dungarees and casual wear for young, eco-conscious customers (Lucy & Yak, 2025a). The stores are located across Bristol, Cambridge, Brighton, Norwich, Cardiff, Nottingham, Castleford and Exeter. Headquartered in Barnsley, UK, the brand caters to numerous customers through its 11 stores. Lucy &Yak has gained a strong brand position in the sustainable fashion market in the UK. It has built its brand visibility and identity through digital platforms, circular initiatives and an ethical business model (Lucy & Yak, 2025b). As a result, eco-conscious and ethical consumers display strong loyalty towards this brand. Lucy & Yak depends on ethical sourcing to utilise recycled polyester, organic cotton, and eco-friendly viscose to manufacture its clothing products, such as dungarees, jumpsuits, bottoms and tops, outerwear and accessories (Lucy & Yak, 2025a). It has a sustainable business model with various circular initiatives such as Re: Yak, which encourages customers to return their old clothes and avail discounts on new purchases. The brand’s strong commitment towards sustainability and inclusivity, alongside playful designs, has strengthened its identity in the UK market (Lucy & Yak, 2025b). Additionally, it depends extensively on social media platforms, influencer marketing and collaborations with artists to encourage consumers to adopt ethical fashion.
[bookmark: _Toc211439836]3. Current Strategic Direction and Goals 
The strategic direction of Lucy & Yak focuses on applying ethical and sustainable practices, which not only helps increase community engagement but also reduces the potential harmful impact on the environment. In this regard, it offers fashionable and comfortable clothing items made from eco-friendly and organic materials, which are sourced from ethical and sustainable suppliers in the market (Lucy & Yak, 2025c). This strategy helps attract eco-conscious customers willing to engage in sustainable consumption.Since the core values of the brand focus on developing a sustainable community, enhancing consumers’ confidence and manufacturing comfortable clothes, it utilises three strategies of “responsibly new”, “recycling old items” and “reinvest for good”. These values are embedded within the strategic direction of the firm, which helps in delivering high-quality and premium sustainable clothing. Lucy & Yak expands its presence through both offline stores and digital platforms by focusing on eco-conscious consumers through its recycled fabrics, circular initiatives and strong ethical commitment (Lucy & Yak, 2025c). Applying this strategic direction aligned with its core values and objectives, the brand ensures its long-term competitive advantage and sustainable growth, which can provide numerous opportunities to expand into new markets.

[bookmark: _Toc211439837]4. Environmental Scan and Competitive Positioning Analysis
[bookmark: _Toc211439838]Internal environment 
[bookmark: _Toc211439839]SWOT
This strategic model focuses on analysing internal strengths and weaknesses and identifying external threats and opportunities affecting the business operations of a firm (Benzaghta et al., 2021). Table 1 demonstrates the application of the SWOT model in the case of Lucy & Yak.

Table 1: SWOT Analysis
	Strengths
	Weaknesses

	· A sustainable and ethical brand image is attractive to eco-conscious consumers.; this is primary asset.
· It allows premium pricing, but transparency must be ensured to prevent reputational damage.
· An inclusive sizing approach caters to various customers (Lucy & Yak, 2025a).
	· Focus on dungarees and casual wear limits product variety.
· High production costs with limited scalability (Lucy & Yak, 2025a).
· High costs show authenticity and decrease risks of overproduction.
· Lowering unit costs with localised micro-factories and process efficiencies is essential.

	Opportunities
	Threats

	· Increasing consumer demand for ethical and sustainable fashion (Bumin and Bumin, (2024).
· High growth potential, thus product diversification is justified with targeted digital marketing for increased share.
	· Intense competition and greenwashing strategy of rivals (McKinsey & Company, 2025).
· This can reduce profit margins and confuse consumers; thus, the firm must focus on traceable supply chains and comparative transparency.
· Supply chain challenges due to limited flexibility compared to fast-fashion brands (Perry and Wood, 2019). 




[bookmark: _Toc211439840]Value Chain Analysis
This analysis determines how a firm creates value for its stakeholders through sustainable and ethical practices (Lasserre and Monteiro, 2022). Table 2 shows the value chain analysis of operations undertaken in Lucy & Yak.

Table 2: Value Chain Analysis
	Primary Activities
	Analysis

	Inbound Logistics
	Organic and recycled fabrics are sourced from ethical suppliers (Lucy & Yak, 2025a). This enhances credibility, but there is an excessive dependency on these limited suppliers.

	Operations
	Quality and ethical compliance from small-batch and hand-made production, but limited scalability.

	Outbound Logistics
	Recyclable packaging is aligned with brand image, but sustainable materials cause premium pricing (Shao et al., 2022).

	Marketing and Sales
	Influencer campaigns and storytelling enhance loyalty, but heavy reliance on digital channels is risky due to algorithm changes (Banker and Khetani, 2019).

	Service
	Circular fashion and customer retention through repair and after-sales services, but increased resources are required.

	Support Activities
	Analysis

	Procurement
	Brand integrity from ethical supplier selection and sustainable material sourcing, but it is complex in nature (Kim, Colicchia and Menachof, 2018).

	Technology Development
	Digital marketing tools, e-commerce platforms, and supply chain tracking improve efficiency but require significant investment (Agus et al., 2020).

	Human Resource Management
	Inclusive policies and employee engagement foster an ethical culture.

	Firm Infrastructure
	All activities are aligned with sustainability, but slower decision-making due to a limited hierarchy.




[bookmark: _Toc211439841]External environment 
[bookmark: _Toc211439842]PESTEL
This strategic model has been chosen to analyse various external forces affecting the operations of Lucy & Yak.
Table 3: PESTEL Analysis
	Factors
	Impact

	Political (low to medium)
	International and UK regulations can disrupt ethical sourcing and contingency sourcing; thus, regional production is required to reduce exposure to these risks.

	Economic (high)
	High inflation, currency exchange rates and increased shipping costs, leading to premium prices, thus need for localisation and inventory optimisation (Lasserre and Monteiro, 2022).

	Social (highest)
	Increasing demand for ethical fashion ensures growth due to increased literacy, which drives circular offerings and product transparency (Bumin and Bumin, 2024).

	Technological (medium to high)
	Improved efficiency, brand visibility and increased customer engagement from the use of digital platforms and investment required to reduce supply chain risks (Agus et al., 2020).

	Environmental (medium)
	Sustainability goals are accomplished through recycled fabrics and stricter regulations increase costs but increase entry barriers, while production methods are affected by regulations (Kim, Colicchia and Menachof, 2018).

	Legal (low to medium)
	Mandatory compliance with labour laws, product safety regulations and sustainability certifications, but non-adherence results in legal issues and damage to brand reputation.




[bookmark: _Toc211439843]Porter’s Five Forces Analysis 
This model has been used to analyse the competitive intensity in the market where Lucy & Yak operates.
Table 4: Porter’s Five Forces Analysis
	Forces
	Analysis

	Buyers’ Power
	High bargaining power since consumers can switch to alternatives, thus loyalty programs, reuse services and circular initiatives must be undertaken (Lasserre and Monteiro, 2022). 

	Suppliers’ Power
	Moderate to high power due to over-reliance of Lucy & Yak on limited ethical suppliers; thus, diversifying certified suppliers, investing in local partnerships and upskilling local production must be ensured.

	Threat of Substitution
	Moderate threat from mainstream fashion retailers but high trust barriers. Thus, transparency reports can be used to enhance trust and prevent entry of substitutes (Heuer and Becker-Leifhold, 2018).

	Threat of New Entrants
	Moderate threat as entry barriers are reduced from e-commerce, thus durability, resale partnerships and repairability can be used as position offerings.

	Competitive Rivalry
	High as numerous international and local sustainable fashion brands offer similar products in the UK market, but it strengthens differentiation of the firm (McKinsey & Company, 2025).



[bookmark: _Toc211439844]5. Available Strategic Growth Choices and Long-Term Strategy Proposal 
Based on the environmental and competitor analyses, various strategic growth choices have been evaluated in this section.

[bookmark: _Toc211439845]Porter’s Generic Strategies 
Through Porter’s model, three strategic options are available for Lucy & Yak, which have been analysed in Table 5.

Table 5: Application of Porter’s Generic Strategies
	Strategy
	Application
	Assessment 

	Cost Leadership
	Reducing production costs to compete with others through a low pricing strategy (Islami, Mustafa and Topuzovska Latkovikj, 2020). 
	Since Lucy & Yak uses ethical sourcing and small-batch production, this strategy is not feasible as it can compromise its brand values and sustainability vision. 

	Differentiation
	Unique sustainable clothing, transparent practices, playful designs, and inclusive sizing. 
	It can strengthen brand loyalty and allow a premium pricing strategy, which is the current mission and vision of the firm (White, 2017). 

	Focus
	Focusing on eco-conscious and fashion-forward customers to build a niche market. 
	Tailored marketing strategies for a specific target market can drive high engagement and customer retention rates. 



By utilising a differentiation focus strategic option, Lucy & Yak can acquire a sustainable competitive advantage in the market. This strategy will enable the brand to target eco-conscious and style-driven consumers. Cost leadership is not a feasible option as it can hamper its sustainability focus through ethical sourcing and small-batch production (Heuer and Becker-Leifhold, 2018). Instead, including unique designs, maintaining supply chain transparency and inclusive sizing can result in increased brand loyalty, ensure long-term profitability and offer a strong competitive position.

[bookmark: _Toc211353116][bookmark: _Toc211439846]Ansoff Matrix 
The Ansoff matrix provides a strategic framework for analysing growth options through market penetration, market development, product development, and diversification (Kalogiannidis and Mavratzas, 2020). Lucy & Yak should use product development as the most sustainable strategy by focusing on expanding eco-innovative product lines such as modular clothing, circular denim, and zero-waste accessories. The company has a strong supplier network that is both GOTS and SMETA certified, which supports this strategy. Innovation in circular products can enhance the perceived value while maintaining affordability, which is crucial for differentiation. Approximately 87% of the items use organic cotton, while other materials like packaging are constantly innovated to align with the brand’s identity and sustainability goals (Lucy & Yak, 2024). Product development is a sustainable strategic option because it aligns with the company’s low-carbon, purpose-led identity and fosters competitiveness. 

[bookmark: _Toc211353117][bookmark: _Toc211439847]Bowman’s Strategic Clock
Bowman's Strategic Clock points toward several positioning options with perceived value and product price (Desai, 2019). Lucy & Yak should implement the hybrid-differentiation values strategy as shared pricing for increased emotional and ethical value, which satisfies ethically conscious customers, thereby supporting Ansoff's product development. Hybrid differentiation increases the perceived value of new products while keeping them affordable. This, however, does not make focused differentiation an alternative because it implies exclusivity while contradicting its values of accessibility and community. The company should be affordable for all and transparent in increasing the product's value by reporting through Greenly and SEDEX, wherein sustaining brand loyalty. This mitigates supply chain risks while leveraging cost efficiency, supporting sustainability. 

[bookmark: _Toc211353118][bookmark: _Toc211439848]6. Stakeholder Analysis
[bookmark: _Toc211353119][bookmark: _Toc211439849]Mendelow’s Matrix 
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Figure 1: Mendelow’s Matrix analysis of Lucy & Yak
(Source: Created by the learner)
[bookmark: _Hlk211343786]Mendelow’s Matrix is a strategic tool that classifies stakeholders to determine the way an organisation should approach them (Mints and Kamyshnykova, 2019). It is significant for Lucy & Yak because the company has a mission driven by sustainability considerations and an ethical supply chain. 
In the context of Manage Closely, key stakeholders such as employees, customers and suppliers are categorically placed. For example, RMX Joss, Pearl Apparels and HC Organise influence production while having GOTS and SMETA certifications (Lucy & Yak, 2025). The brand would therefore need to handle this through regular cooperation, open reporting, and shared responsibility to preserve credibility and trust. Nevertheless, pressure from ethically conscious consumers, in turn, followed by price-sensitive suppliers, can result in a governance challenge where the brand needs to balance financial viability and transparency commitments. 
The Keep Satisfied group stakeholders have significant power but may not be immediately involved in the day-to-day operations (Mints and Kamyshnykova, 2019). For Lucy & Yak, this includes investor regulation certification organisations such as Ethical Trading Initiative and Fair Wear Foundation. These institutions have regulatory and structural influence that can affect strategic choices and compliance, still may not have an interest in the operations of the company. Their contentment must be maintained through compliance reports or audits to ensure congruence with ethical standards to prevent reputational hazards. 
Keep Informed stakeholders have low power but great interest in the ethical activities of the company. Some examples include NGO partners and supplier platforms like SEDEX and initiatives like Fior Di Loto (Lucy & Yak, 2025d; Lucy & Yak, 2025e). The stakeholders obtain a normative effect because they participate in advocacy activities. The company utilises social updates and collaborations to keep these players informed. Finally, Minimal Effort concerns general media, peripheral customers and non-partner suppliers whose opinions can indirectly affect reputation. It is also imperative to continually monitor the perceptions of this group because of the reputational risks they present. Lucy & Yak should prioritise collaboration with powerful stakeholders and effective communication with supportive partners. Thus, the model emphasises the necessity of balancing communication within different organisational levels and applying ethical corporate governance.

[bookmark: _Toc211353120][bookmark: _Toc211439850]RACI Framework
	Stakeholder Group
	R (Responsible)
	A (Accountable)
	C (Consulted)
	I (Informed)

	Supplier Partners (RMX Joss, Pearl Apparels, HC Organize)
	✅
	⚠️ (Shared)
	
	

	Internal Production Teams
	✅
	
	
	

	Sustainability and Executive Teams
	
	✅
	
	

	Certification Bodies (GOTS, SMETA)
	
	⚠️ (Shared)
	✅
	

	Greenly, Sedex, Small Brands Working Group
	
	
	✅
	

	Investors and Regulators
	
	✅
	✅
	

	Local Communities & Charity Partners (e.g., Fior Di Loto)
	
	
	
	✅

	Customers
	
	
	
	✅

	General Media & Non-Partner Suppliers
	
	
	
	✅


Table 1: RACI Matrix for Lucy & Yak 
(Source: Created by the learner)
[bookmark: _Hlk211343796]RACI Framework categorises stakeholder roles into responsible, accountable, consulted, and informed to establish decision ownership and communication channels (Hirmer et al., 2021). Responsible parties in the framework include supplier partners and in-house production teams that work together with operational delivery (O'Connor and Mock, 2020). Their responsibility is guided by standards such as GOTS and SMETA, which guarantee material alignment with sustainability promises. However, there is room for conflict if audit fatigue and cost pressures can erode supplier compliance to the detriment of revealing a structural weakness, where the responsibility can be shifted onto Lucy & Yak. 
Responsible parties uphold accountability by way of sustainability, and executive leaderships need to align brand ethics with commercial sustainability. Their strategic impact is dependent on focusing on feasible and acceptable options, for example, 27% of the suppliers who procure material from renewable sources and 1.3% of whom increased deadstock usage (Lucy & Yak, 2024). 
Recommended stakeholders are Greenly, SEDEX, and the Small Brands Working Group, who consult on expertise and industry benchmarking (Lucy & Yak, 2025d). Their contribution involves applying technical rigour to decision-making and the inhibition of agility, whereby extreme reliance on external endorsement results in delays to innovation.
Informed stakeholders comprise customers and local communities who judge authenticity using transparent channels of communication such as social media reports, CSR publications, and store updates (Oguntegbe, Di Paola, and Vona, 2023). Thus, both RACI and Mendelow's frameworks reveal internal tensions between external legitimacy and common accountability, which require an adaptive governance mechanism that guarantees integrity, responsiveness, and transparent responsibility across supply chain levels. 

[bookmark: _Toc211353121][bookmark: _Toc211439851]Comparative discussion
Freeman's Stakeholder Theory argues that firms owe an obligation to take care of the interests of all their stakeholders and not just shareholders in value creation (Freeman, Phillips, and Sisodia 2020). Therefore, at a macro level, Mendelow’s Matrix will provide insights into stakeholder interest in power while RACI translates this influence into micro-level accountability. For Lucy & Yak, customers and suppliers are identified as dominant actors by the matrix, who need to be managed closely, whereas RACI determines operational tensions emanating from shared accountability between executives and certified partners. This offers strengthening co-governance and transparent communication systems as the most suitable strategic option at the level of interest. Hence, bringing out co-governance transparency as an essential factor in managing conflicting interests and maintaining resilience both economically and ethically. 
[bookmark: _Toc211353122][bookmark: _Toc211439852]7. Strategic Recommendations 
Lucy & Yak must build a digitally connected supply chain with AI-based demand planning and blockchain-based transparency. The Resource-Based View theory denotes that sustainable competitive advantage comes from distinctive internal resources that are rare, inimitable, valuable, and non-substitutable (Collis and Anand, 2019). Based on this theory, conjoining these technologies will enable audit verification while avoiding supplier fatigue resulting from repeated SMETA and GOTS audits. Nevertheless, SMEs are confronted with an ongoing dilemma of insufficient capital, which led to the decline of 60% of startups in the EU, UK, and USA in 2022 (OECD, 2023). SMEs may experience structural issues, such as a shortage of resources, barriers to adoption, and governance limitations, leading to failure (Blackburn, Díaz-García, and Moreno, N. D.). Even though phased adoption of blockchain is capital-intensive, Lucy & Yak can mitigate it through cooperative digital connections with SEDEX and Greenly, which satisfy the expectation of traceability and accountability. This can thus help to ensure a highly competitive advantage in the sector. Lucy & Yak need to institutionalise circularity through scale-up of regenerative materials and repair initiatives based on the Triple Bottom Line framework. Micro production sites integrated in the UK can mitigate carbon-intensive transportation while improving responsiveness and lowering supply chain disruptions worldwide. Localisation, however, affects short-term profitability as it incurs increased costs due to labour with lower economies of scale (Naradda et al., 2020). In addition, SMEs usually experience compliance and regulatory stress when dealing with numerous small-scale production facilities, which stretch operational capacity while hampering innovation (Dempere, Udjo, and Mattos, 2024). The brand can tackle such problems through integrated systems of compliance management as well as standardised sustainability procedures to provide uniform audits without relaxing environmental and ethical standards. These suggestions are appropriate for sustaining the purpose-driven nature of Lucy & Yak, acceptable to stakeholder groups found via RACI and Mendelow, and viable through phased and circular digital transformation.

[bookmark: _Toc211439853][bookmark: _Toc211353123]8. Conclusion 
Lucy & Yak has developed a very strong market position through a differentiation focus strategy by exploiting its inclusivity and ethical identity, with circular initiatives. SWOT and PESTEL analysis validated this fact by demonstrating that true competitive advantage lies in sustainable brand image and strong customer loyalty despite supply chain rigidity, high costs, and competition. The analysis of Mendelow’s Matrix and RACI model shows that customers and certified supplier partners have substantially high power, requiring clear accountability policies and co-governance strategies. The brand needs to strategically expand through product development or circular innovation and digital integration, or supply chain resilience and traceability. These three interrelated models clearly defined the strategic path that Lucy & Yak should undertake to ensure that ethical differentiation and the adaptive governance model would remain at an adequate level in the future. 
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