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Summary Executive 

Mulberry Group plc (Mulberry) should focus on full-price handbag growth, a staged ready-to-wear relaunch, and franchise-led overseas expansion. PESTLE and Porter's Five Forces are used for the external environment (Rothaermel, 2024, pp. 83, 91) and Value Chain Analysis, Resource-Based View (RBV), and VRIO for the internal environment. SWOT analysis synthesises findings (Hunger and Wheelen, 2014, p. 90). Strategic alternatives are compared to intensity and diversification (David, David and David, 2023, p. 163). 
Weak luxury demand, rising UK employment costs, and increased resale compete with external provenance and sustainability interest. Within Mulberry, its British brand and Somerset manufacturing are unusual and hard to copy, but its scale and finances are poor. In FY26, revenue rose 4% to £125.5m, gross margin rose to 72%, and pre-tax loss fell to £8.9m (Mulberry Group plc, 2026; Fashion United, 2026a). Luxury brands that are losing money should avoid unrelated diversification.
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1. Introduction
1.1 Relevance and benefits of strategic management
Goals, resource allocation, and decision consistency are all part of strategy, which helps businesses achieve their goals (Grant, 2018, pp. 14). Barney and Hesterly (2019, p. 4) describe strategy as a firm's competitive advantage theory. Strategic management links environmental scanning, strategy formulation, implementation, and control to long-term performance (Hunger and Wheelen, 2014, p. 12). Formal planning begins with a mission and objectives before examining external and internal environments. 
Better strategy comes from reasonable and systematic decision-making. The process makes organisations proactive (David, David and David, 2023, p. 44). Mulberry, mid-turnaround and low-resource, needs these benefits.
1.2 Background to Mulberry
Mulberry is the UK’s leading designer and manufacturer of luxury leather goods. Founded in Somerset in 1971, it has almost 1,000 employees, two factories in Somerset and around 100 shops and runs a digital flagship (Mulberry Group plc, 2026). The company is quoted in London, and interests associated with the Challice and Ong family are majority owners. Frasers Group is a major shareholder and had its late-2024 takeover approach rejected (Kalkine, 2026; Alliance News, 2025). Revenue dropped 21% to £120.4m in FY25 as luxury demand weakened (Kalkine, 2026). In January 2025, Chief Executive Andrea Baldo launched the 'Back to the Mulberry Spirit' turnaround, and in March 2026, Christopher Kane took over as ready-to-wear creative director, returning Mulberry to a category it had exited in 2020 (Alliance News, 2025; FashionUnited, 2026b, 2026c).
1.3 Vision, mission and objectives
As per Rothaermel (2024, pp. 43, 51), in the strategic management process, a vision defines an organisation’s purpose and ultimate goals, while a mission explains what it does, including its products and markets. Mulberry defines itself as 'Progressive British Heritage' with an emphasis on family, community and craft (Mulberry Group plc, 2026). The report is based on company materials and concerns its directions as followed. 
• Vision: a British-born, global luxury brand with a British soul, a progressive brand. 
• Mission: to make and make available high quality British luxury goods that are grounded in craft, community and responsible practice. 
• Goals: sustainable profitability; medium-term revenue above £200m with a 15% adjusted EBIT margin; and a stronger full-price, direct-to-consumer model (FashionUnited, 2026a).

2. Strategy Analysis
2.1 External audit: PESTLE
PESTLE is used by firms to scan, monitor and evaluate trends in their macro-environment (Rothaermel, 2024, p. 83). 
Politics. Legal change is often preceded by political pressure and firms should keep an eye on it (Rothaermel, 2024, p. 84). Mulberry is an international seller, so trade policy, post-Brexit friction and geopolitical tension influence costs and demand. Management describes the backdrop as economically and geopolitically challenging (FashionUnited, 2026c). Spring Fair (2025) reports that labour shortages in the post-Brexit UK have reduced the EU workforce in UK wholesale and retail by approximately 103,000. 
Economic. Growth, employment and interest rates impact demand (Rothaermel, 2024, p. 84). Inflation reduces purchasing power (Rothaermel, 2024, p. 86). Luxury is cyclical: the sector contracted in FY25 and deflated UK consumer confidence (Kalkine, 2026). Employer National Insurance increased from 13.8% to 15% in April 2025, and UK retail jobs decreased by approximately 97,000 in the year to June 2025 (Spring Fair, 2025). Offsetting this, UK apparel is projected to increase by around 3.4% a year to 2029 (Spring Fair, 2025). 
Social. Companies that adapt to sociocultural trends find opportunities (Rothaermel, 2024, p. 87). Three in five Britons value sustainability in fashion and 48% bought second-hand clothing in a year (Spring Fair, 2025 citing Mintel). Provenance favours a brand that can show who makes its products, as Mulberry’s Rookery campaign featuring its craftspeople does (The Industry Fashion, 2026). 
Technological. Technological factors incorporate new processes and products like artificial intelligence (Rothaermel, 2024, p. 87). Online accounts for around 73% of UK fashion sales and social commerce for 23% (Spring Fair, 2025), so Mulberry’s digital flagship is central to full-price selling. 
Legal. Mulberry must comply with the UK GDPR, consumer law, the Modern Slavery Act 2015, and listed-company disclosure, including climate-related financial disclosures (Mulberry Group plc, 2026). 
Environmental. Ecological factors, including climate change and sustainable development, have now become inseparable from business strategy (Rothaermel, 2024, p. 89). Mulberry sources from tanneries that are environmentally accredited and is a certified B Corp (The Industry Fashion, 2026). The UK resale market, valued at over £3bn, is a threat to new sales but a support to repair and circular services (Spring Fair, 2025).
2.2 External audit: Porter's Five Forces
The five forces model helps leaders understand an industry's profit potential (Rothaermel, 2024, p. 91). For premium handbags and accessories:
• New entrants (moderate): Incumbents have advantages not based on size, such as brand loyalty, proprietary technology and access to raw materials and distribution channels (Rothaermel, 2024, p. 95). Brand loyalty is a known barrier to entry (Hill, Schilling and Jones, 2020, p. 45). 
• Supplier power (low to moderate): suppliers have power when they provide differentiated inputs with few substitutes (Rothaermel, 2024, pp. 97-98). Its factories’ accredited leather and craft skills are specialised, but reduce Mulberry’s dependence. 
• Buyer power (moderate to high): buyers pressure margins by requiring lower prices or better quality (Rothaermel, 2024, p. 98). Mulberry’s FY26 margin gain from reduced promotion indicates this force is at the heart of its turnaround (FashionUnited, 2026a). 
• Substitutes (Moderate to High): Outside the industry substitutes can satisfy customers’ needs (Rothaermel, 2024, p. 99). Reselling and renting are examples (Spring Fair, 2025). 
• Rivalry (high): rivalry based on price alone transfers value to customers and destroys profitability (Rothaermel, 2024, p. 105), therefore, Mulberry must compete on brand and design. 
“The industry is attractive at the top end but tough for small luxury players. Differentiation insulates firms because loyal customers are less sensitive to price increases (Hitt et al., 2024, p. 99).
2.3 Internal audit: Value Chain Analysis
The advantage of a firm lies in how its activities are configured and coordinated (Porter, 1985, cited in Ateljević et al., 2023, p. 93). Porter's value chain separates primary and support activities (Grant, 2018, p. 117). It shows the source of advantage in the unique activities of the firm (Rothaermel, 2024, p. 157).
	Activity
	Mulberry position
	Assessment

	Sourcing
	Leather from accredited tanneries (The Industry Fashion, 2026)
	Strong provenance, limited scale

	Operations
	Two Somerset factories (Mulberry Group plc, 2026)
	Core strength, high fixed cost

	Marketing and sales
	Craft-led campaigns, full-price focus
	Improving; gross margin 72% (FashionUnited, 2026a)

	Channels
	About 100 stores, digital flagship, growing wholesale and franchise
	Adequate and widening

	Support
	Skilled workforce, new finance chief, concentrated ownership
	Valuable but dependent on key people


Value is created in design, manufacturing and brand; the weaknesses are scale and fixed costs. Operating expenses fell 10% to £96.2m, yet an £8.9m pre-tax loss remains, so more full-price volume is needed (FashionUnited, 2026a).
2.4 Internal audit: Resource-Based View and VRIO
The RBV views a firm as a unique bundle of resources, capabilities and competencies (Rothaermel, 2024, p. 140) and resources and capabilities form the basis for strategy formulation (Grant, 2018, p. 108). VRIO asks whether a resource is valuable, rare, costly to imitate and organised for exploitation (Barney and Hesterly, 2019, p. 68). A valuable but not rare resource provides parity, whereas a valuable and rare resource that is easy to imitate provides only a temporary advantage (Barney and Hesterly, 2019, p. 80). Poorly organised firms, even with valuable and rare resources, will fail to achieve success (Rothaermel, 2024, p. 145).
	Resource
	Valuable
	Rare
	Costly to imitate
	Organised
	Implication

	Heritage British brand
	Yes
	Yes
	Yes
	Partly
	Sustained advantage

	Somerset factories and craft skills
	Yes
	Yes
	Yes
	Yes
	Sustained advantage

	B Corp status, accredited sourcing
	Yes
	Partly
	Partly
	Yes
	Temporary advantage

	Digital flagship
	Yes
	No
	No
	Partly
	Parity

	Ready-to-wear capability (Kane)
	Potentially
	Partly
	Partly
	Not yet
	Unproven

	Financial resources
	Yes
	No
	No
	No
	Disadvantage


The brand and craft are Mulberry’s sustained advantage, and the two are intertwined because the ‘British’ claim rests on the Somerset factories. The turnaround itself tests dynamic capabilities, the ability to create, modify and reconfigure resources over time (Rothaermel, 2024, p. 152), which sit at the top of the capability hierarchy (Grant, 2018, p. 118).
2.5 SWOT analysis
SWOT synthesises internal strengths and weaknesses with external opportunities and threats to find strategic fit (Hunger and Wheelen, 2014, p. 90; Rothaermel, 2024, p. 160).
	
	Key points

	Strengths
	Heritage brand and craft credibility; own Somerset manufacturing; gross margin of 72%; revenue up 23% in the 13 weeks to June 2026 (Mulberry Group plc, 2026; FashionUnited, 2026a)

	Weaknesses
	£8.9m pre-tax loss; small scale; reliance on handbags; concentrated ownership may limit financing options (Kalkine, 2026)

	Opportunities
	Ready-to-wear relaunch (FashionUnited, 2026b); franchise and wholesale revenue up 56% in the same period (FashionUnited, 2026a); demand for provenance and circular services (Spring Fair, 2025); EU like-for-like growth (FashionUnited, 2026c)

	Threats
	Weak luxury demand; rising employment costs (Spring Fair, 2025); resale and accessible-luxury substitutes; better-capitalised rivals and takeover pressure (Alliance News, 2025)


3. Strategic Options and Selection
Market penetration, market development and product development are intensive strategies, which suit firms sticking to what they do best (David, David and David, 2023, p. 163).
	Option
	Assessment
	Verdict

	A. Market penetration: more full-price sales to existing customers
	High fit with brand and margin gains; low risk
	Core priority

	B. Product development: ready-to-wear
	High fit with creative reboot; execution risk
	Staged

	C. Market development: franchise and wholesale
	Capital-light growth; brand-control risk
	Via partners

	D. Diversification: unrelated categories
	Dilutes luxury positioning; stretches finances
	Reject


Differentiation is successful when the value created exceeds that of competitors (Rothaermel, 2024, p. 215), and its viability is threatened when competition shifts to price (Rothaermel, 2024, p. 230). Luxury differentiation is founded on perceived prestige and status (Hitt et al., 2024, p. 99), thus uncontrolled expansion is dangerous. 
The Burberry experience is instructive. Its Japanese licensee sold a wide range of cheaper products, diluting the brand and Burberry terminated the licence to regain control of its image (Hill, Schilling and Jones, 2020, p. 261). Franchising lets firms grow fast and cheaply as franchisees take on the costs and risks, but quality control is a major drawback (Hill, Schilling and Jones, 2020, p. 262); franchising distributes costs amongst numerous operators (David, David and David, 2023, p. 161). 
A focused, craft-led premium strategy that combines A with staged B and C is therefore the most appropriate. VRIO suggests advantage through brand and craft, which growth should build on. The loss-making position demands low-capital moves first and any partners must be subject to strict brand controls.
4. Conclusion and Recommendations
Mulberry is a tough environment with scarce and valuable resources but is not yet profitable. Initial results are promising: higher margins, lower costs and double-digit recent growth (Mulberry Group plc, 2026; FashionUnited, 2026a). The challenge is to convert momentum into sustained profit, without brand dilution.
1. Protect full-price growth (0 to 12 months): Protect full-price growth (0 to 12 months): Control discounting, invest in clienteling and the digital flagship and track full-price sell-through and gross margin.
1. Stage the ready-to-wear relaunch (6 to 24 months): Treat Kane's collections as brand-building capsules and only expand when sell-through and margin targets are met.
1. Expand through partners (6 to 36 months): use franchise and wholesale in markets with returning demand, with tight quality and brand controls (Hill, Schilling and Jones, 2020, p. 262), to move towards £200m revenue without heavy store investment.
1. Use sustainability as an advantage: Benefit from B Corp status with repair and care services (Spring Fair, 2025) use sustainability.
1. Keep strategy adaptive: invest in craft skills and review results regularly to build dynamic capabilities (Rothaermel, 2024, p. 152).
1. Avoid unrelated diversification until the core is profitable.
The analysis is based on published secondary sources and does not have access to internal category data; given the recent turnaround, findings should be updated as results are published.
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