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[bookmark: _Toc213517151]1. Executive Summary
Brighton Lace is a UK-based ethical lingerie SME specializing in handmade, small-batch and sustainably sourced products. Its strategic positioning is built on local manufacturing, eco-certified textiles and inclusive brand values (Brighton Lace, 2025). This report evaluates the organization’s current direction and competitive context using SWOT, PESTEL and Porter’s Five Forces (Porter, 1980; 2008). It identifies opportunities for growth through market development and product development, assessed using the Ansoff Matrix (Ansoff, 1957). A stakeholder and RACI analysis (PMI, 2017) supports implementation planning, and SFA criteria (FourWeekMBA, 2025) are applied to evaluate strategic suitability. The report recommends a phased expansion into selected overseas e-commerce markets alongside the introduction of a complementary sustainable loungewear line, supported by strong communication, capacity planning and supplier partnerships. This approach balances growth with maintaining Brighton Lace’s ethical identity.
[bookmark: _Toc213517152]2. Organisation Overview
Brighton Lace operates primarily online, producing lingerie and loungewear made from OEKO-TEX and GOTS-certified and up-cycled fabrics (Brighton Lace, n.d.). Its made-to-order model reduces waste and supports transparent labor practices. This approach enhances brand authenticity and sustainability alignment, while also generating challenges typical of SMEs: higher per-unit costs, limited production scalability and restricted marketing budget (McKinsey, 2023). The organization positions itself within the ethical and inclusive fashion segment, appealing to customers who value slow fashion, body positivity and transparency.
[bookmark: _Toc213517153]3. Current Strategic Direction and Goals
Although Brighton Lace does not publish formal mission or vision statements, its brand strategy clearly emphasises sustainability, inclusivity and empowerment. The inferred mission is to produce comfortable and beautiful lingerie sustainably within the UK, supporting fair labour and community values. The inferred vision is to contribute to a more ethical and inclusive fashion sector (Brighton Lace, 2025). Strategic objectives include maintaining ethical sourcing, expanding audience reach, and growing without compromising identity or craftsmanship.
[bookmark: _Toc213517154]4. Environmental Scan and Competitive Positioning
The internal environment demonstrates several competitive strengths including strong sustainability credentials, niche brand identity and agility in creative decision-making. However, weaknesses include limited production capacity, higher unit costs, and comparably low marketing reach. Externally, rising consumer interest in sustainable and ethical fashion represents a key opportunity, while economic pressures and increasing competition from both mainstream brands and emerging ethical labels pose significant threats (Mintel, 2024; McKinsey, 2023). The PESTEL analysis highlights that post-Brexit trade regulation and inflation influence material costs and consumer spending power (Johnson et al., 2017), while social trends increasingly favour body inclusivity and conscious purchasing habits. Meanwhile, Porter’s Five Forces analysis indicates that competition and buyer power remain high, due to market saturation and ease of switching between brands (Porter, 1980; 2008). Supplier power remains moderate due to the specialised nature of eco-certified fabrics, meaning Brighton Lace must maintain strong supplier relationships to manage cost and continuity.
Environmental analysis combines internal (SWOT) and external (PESTEL, Porter’s Five Forces) assessments.
[bookmark: _Toc213517155]Table 1: SWOT Analysis
	Strengths
	Weaknesses

	Ethical sourcing and sustainable materials (Brighton Lace, n.d.).
	Limited production capacity and economies of scale.

	Strong niche identity and loyal customer base.
	Low marketing budget and limited brand visibility.

	Agility and innovation as a small enterprise.
	Reliance on UK suppliers with higher costs.

	Opportunities 
	Threats   

	Rising ethical fashion trends.

Increasing demand for sustainable and inclusive fashion (Mintel, 2024), scope for expansion into overseas e-commerce markets and adjacent product categories.

	 Increasing competition from larger brands (Porter, 1980).

Competition from mainstream brands developing “sustainable” lines, economic pressures on discretionary spending, supplier cost volatility (McKinsey, 2023).




[bookmark: _Toc213517156]SWOT Summary
According to the SWOT  analysis Brighton Lace company`s strengths include its commitment to sustainability and ethical production, use of a high-quality organic and deadstock materials, and a focus on comfortable non-padded designs that celebrate diverse body shapes. The weaknesses are likely related to the high cost of ethical production and potentially limited production capacity and product availability due to being a small, handmade business. The  opportunities include the growing demand for sustainable and ethically produced goods, strong brand identity built on empowerment and comfort , and the support for creative businesses in Brighton. Threats are primarily increased material and production costs, challenges with international sales due to trade barriers like Brexit, and the risk of not being able to meet ethical  standards while managing costs.

[bookmark: _Toc213517157]Table 2: PESTEL Analysis
	Political
	Post-Brexit trade regulations affect materials (Johnson et al., 2017).

	Economic
	Inflation impacts consumer purchasing power.

	Social
	Growing demand for sustainable, ethical fashion.

	Technological
	Social media and e-commerce enable direct brand engagement.

	Environmental
	Sustainability drives material innovation (UK Gov, 2024).

	Legal
	Compliance with environmental and labor regulations.



[bookmark: _Toc213517158]External Environment – PESTEL
PESTEL is a management framework used to identify and analyze external macro-environmental factors that can impact on organization. This factors for Brighton Lace Company includes: Political and regulatory factors, including post-Brexit trade conditions, affect manufacturing and imports (Johnson et al., 2017). Economic factors like the Inflation reduces purchasing power (McKinsey, 2023). Social trends strongly favor body inclusivity and sustainability, while technological developments support direct-to-consumer marketing. Environmental expectations demand verifiable sustainability claims (UK Government, 2024). Legal requirements enforce labor and material transparency standards, which align with Brighton Lace’s ethos.
[bookmark: _Toc213517159]Table 3: Porter’s Five Forces
	Threat of New Entrants
	Moderate – low entry barriers but reputation and ethics take time to build.

	Supplier Power
	Moderate – limited sources of sustainable materials increase dependency.

	Buyer Power
	High – customers can switch easily among brands.

	Threat of Substitutes
	High – alternatives in fast fashion and mainstream brands.

	Competitive Rivalry
	High – strong competition in lingerie industry (Porter, 2008).



Competitive rivalry is high because the lingerie market is crowded and switching is easy (Porter, 2008). Supplier power is moderate due to the specialist nature of eco-certified fabrics. Buyer power is high as ethical consumers compare across many brands. Threat of substitutes is high, particularly from mainstream brands offering lower-cost alternatives. Overall, Brighton Lace operates in a niche but competitive environment defined by strong authenticity and resource limitations.
[bookmark: _Toc213517160]5. Strategic Growth Choices and Proposed Strategy
Porter’s Strategic Matrix for Brighton Lace
Porter’s Generic Strategies outline four strategic positioning options: Cost Leadership, Differentiation, Cost Focus and Differentiation Focus. The strategy a business chooses reflects how it competes in its market (Porter, 1980). For Brighton Lace, the key competitive factors include sustainability, ethical production, artisanal manufacturing, higher unit costs, niche positioning and strong brand authenticity. 
Because Brighton Lace is a small, ethically-focused handmade lingerie brand, it cannot compete on cost against large mainstream brands. Instead, it competes through unique value and emotional brand connection.

Porter’s Strategic Matrix Applied to Brighton Lace
	Strategy
	Characteristics
	Relevance to Brighton Lace
	Assessment

	Cost Leadership (lowest cost producer)
	High volume, mass-production, price competition, economies of scale.
	Not suitable. The brand uses handmade production, ethical UK labor, and eco-certified fabrics, which increase costs. 

	Not viable

	Differentiation (unique value to broad market)
	Innovation, brand experience, quality and distinctiveness justify premium pricing.
	Brighton Lace already differentiates through sustainability, inclusivity, small-batch craftsmanship and body-positive identity. 

	Highly relevant

	Cost Focus (low cost within niche)
	Target a narrow segment with competitively low prices.
	Even within the ethical fashion niche, Brighton Lace cannot reduce prices without compromising its identity and material quality.
	Not recommended

	Differentiation Focus (unique value for a niche customer segment)
	High quality & emotional branding aimed at a specific demographic willing to pay more for alignment with values.
	This aligns directly with Brighton Lace’s strategy: ethical consumers who value sustainability, craftsmanship, community and inclusive aesthetics. 

	Best Strategic Fit 




Using the Ansoff Matrix (Ansoff, 1957), diversification represents high risk due to Brighton Lace’s limited resources. Market penetration could strengthen domestic performance but may be constrained by scale. The most viable strategic direction combines:
Market Development: expanding into targeted overseas markets (e.g., EU or North America) where demand for sustainable lingerie is rising.
Product Development: launching sustainable loungewear or sleepwear to complement the existing range and increase customer lifetime value. This combination enables controlled growth with manageable operational adjustments.
[bookmark: _Toc213517161]Brief explanation: What is the Ansoff Matrix and what is it used for:
	Market Penetration
	Increase brand visibility through digital campaigns.

	Market Development
	Expand into European and North American e-commerce markets.

	Product Development
	Launch sustainable sleepwear and loungewear lines.

	Diversification
	Introduce ethical swimwear – higher risk.



The Ansoff Matrix (also called the Product/Market Expansion Grid) is a strategic planning tool developed by Igor Ansoff (1957) that helps organizations identify growth options by combining two dimensions: products (existing vs new) and markets (existing vs new). The four growth strategies are:
Market Penetration – selling more of existing products in existing markets (lowest risk) 
Market Development – selling existing products into new markets (moderate risk)
Product Development – introducing new products into existing markets
Diversification – new products into new markets (highest risk).
The matrix is used to generate and evaluate possible growth routes, assess their risk levels and resource implications, and guide strategic decision-making. 
Available strategic growth choices for Brighton Lace
Using the Ansoff Matrix, Brighton Lace has several growth paths:
Market Penetration: Increase share of the current UK sustainable lingerie market by deeper marketing, loyalty programs, referral incentives, increasing order frequency, bundling, improving online conversion.
Market Development: Expand geographically (EU, US, Australia) or into adjacent segments/demographics (e.g., non-binary, inclusive sizing, maternity, plus-size) using current product range.
Product Development: Introduce new sustainable lines such as loungewear, sleepwear, accessories (scarves, bralettes) or up-cycled cashmere winter lingerie (they already hint).
Diversification: Enter completely new product/market spaces (for example, sustainable swimwear, or expand into sustainable activewear) or launch a sub-brand aimed at a different segment (e.g., male underwear) – higher risk and resource heavy.
[bookmark: _Toc213517162]Proposed New Strategy & Why It Is Sustainable for the Long Term
Given Brighton Lace’s niche, resource constraints (typical SME) and sustainability positioning, I propose a combined strategy of Market Development + Product Development with a phased approach:
Short-medium term (1–2 years): Market Development – expand online marketing into key overseas markets (EU and US) while leveraging existing sustainable product range. This leverages existing product lines, limiting product development risk, but opens new higher-growth markets.
Parallel/next phase: Product Development – introduce a complementary sustainable product line (e.g., luxury sustainable loungewear or sleepwear made from up-cycled materials) for the existing target market. This builds on the brand’s credibility, keeps manufacturing moderately aligned, but allows revenue growth from higher margin.
Why this is sustainable:
The brand’s strong sustainability credentials and niche position give it credibility for new geographies and adjacent product lines.
Avoids the highest risk quadrant (Diversification) initially, which an SME may struggle with due to limited resources and high uncertainty.
Hence this strategy aligns with the company’s core strengths, addresses growth needs, and mitigates typical SME constraints.
[bookmark: _Toc213517163]6. Stakeholder Analysis and Strategic Evaluation
Key stakeholders include founders, employees, customers, suppliers and potential investors. Founders hold strategic authority and shape brand identity. Employees are central to product quality and continuity. Customers seek transparency and inclusivity, while suppliers influence cost and resource availability. Investors may support growth but must align with sustainability values.
[bookmark: _Toc213517164]Brief on RACI Matrix and its use
	Stakeholder
	Responsible
	Accountable
	Consulted
	Informed

	Founder/Director
Lou Crosby
	Strategy
	Business Vision
	Suppliers
	Staff

	Employees:
Seamstresses and staff
	Production
	Supervisors
	Founder
	Customers

	Suppliers
	Fabric Supply
	Procurement Lead
	Founder
	Team

	Customers
	Feedback
	N/A
	Marketing
	Management

	Investors
	N/A
	Finance
	Director
	Stakeholders



The RACI matrix is a responsibility assignment tool used in project or change management to clarify roles and responsibilities: Responsible (who does the task), Accountable (who approves), Consulted (who gives input), Informed (who is kept informed). It helps in aligning stakeholder expectations, avoiding confusion and ensuring ownership.
[bookmark: _Toc213517165]Stakeholder Identification & Expectations
A critical analysis of Brighton Lace’s stakeholder landscape reveals a complex set of interests, power dynamics and potential tensions that must be managed carefully for the proposed strategy to succeed. The founders occupy a central and highly influential position, holding both strategic and cultural authority within the organisation. Their personal values shape operational priorities, particularly regarding sustainability, local manufacturing and fair labour practices. This close alignment between leadership identity and brand identity strengthens strategic coherence; however, it may also create constraints if the founders are risk‐averse or resistant to organisational scaling. 
Employees, particularly the in-house seamstresses and production team, represent both a core strength and a potential vulnerability. As an SME with handcrafted production, Brighton Lace relies heavily on a small set of highly skilled workers. Their engagement, job satisfaction and stability are essential to maintaining product quality and brand authenticity. However, the business’s ability to scale may be limited by labour capacity. Increased production demands could lead to work intensification or outsourcing pressures, which risk undermining the brand’s ethical labour positioning. 
Customers represent a stakeholder group with moderate but critical power. As conscious consumers, their loyalty depends on trust in the brand’s sustainability claims and authentic representation of diverse bodies and identities. However, this consumer segment is also highly informed and increasingly sceptical of marketing rhetoric, particularly in the context of rising concern about “greenwashing”. Brighton Lace must therefore maintain transparent communication and demonstrate verifiable sustainability performance to retain credibility
Suppliers of eco-certified fabrics hold a moderately strong bargaining position due to the limited availability of OEKO-TEX and GOTS certified materials. Their reliability directly affects Brighton Lace’s production continuity and cost structure. Any disruptions in supply availability, price instability or certification changes could materially affect the organisation’s risk profile. 
Potential investors introduce the most significant source of strategic tension. While external finance may be necessary to support expansion into new markets or product lines, investors often prioritise profitability and scalability, which may conflict with the organisation’s commitment to small-batch production and localised labour ethics. If not carefully selected, investment partnerships risk diluting the brand’s ethical positioning and alienating its core customer base. 
Overall, the stakeholder environment indicates that strategic implementation must prioritise high levels of communication, expectation alignment and participatory decision-making. The RACI framework helps clarify operational accountability, but it must be supported by relational trust and shared ownership of the brand’s identity. Brighton Lace’s success depends on its ability to balance growth with authenticity, scale with craftsmanship, and profitability with ethical purpose. 
[bookmark: _Toc213517166]7. Strategic Recommendations and Implementation
The proposed dual strategy is evaluated using SFA criteria (Johnson and Scholes, 1999; FourWeekMBA, 2025):
Suitability: aligns with sustainability identity and growing ethical consumer segment.
Feasibility: manageable through phased expansion and selective product line development.
Acceptability: likely supported by stakeholders if ethical principles and craftsmanship are preserved.
Implementation requires leadership alignment, phased capacity scaling, supplier negotiation, targeted digital marketing and customer reassurance that sustainability commitments remain unchanged (SME Strategy, 2024).
A practical roadmap involves:
Phase 1: Pilot entry into one overseas region and begin product concept design.
Phase 2: Expand international marketing and launch the new product line.
Phase 3: Review performance and refine product/market mix based on customer feedback.
[bookmark: _Toc213517167] 8.SFA Matrix and the 8 Key Elements of Successful Strategy Implementation
	Strategy Option
	Suitability
	Feasibility
	Acceptability

	Market Development
	High
	Medium
	High

	Product Development
	High
	Medium
	High

	Diversification
	Low
	Low
	Low



The SFA Matrix (Suitability-Feasibility-Acceptability) is a tool developed by Johnson & Scholes that helps organizations evaluate strategic options by three criteria: Suitability (does the option address the situation and fit the environment?), Feasibility (can the organization deliver the option given resources and capabilities?), and Acceptability (will stakeholders accept the option and are the risks/returns acceptable?). 
The “8 Key Elements” of successful strategy implementation (drawing on implementation literature) typically include: leadership commitment; clear communication; allocation of resources; alignment of people/skills; organizational structure & systems; culture & behavior; monitoring and control; continuous improvement and adaptation. Implementation is often the hardest phase of strategy. 
[bookmark: _Toc213517168]9.Recommendation summary
The recommended course of action is to undertake a structured SFA (Suitability, Feasibility and Acceptability) evaluation to validate the proposed market and product development strategy. This direction appears suitable, as it aligns with Brighton Lace’s sustainability-led identity and niche positioning, while offering clear potential for growth. However, feasibility depends on an accurate assessment of current UK manufacturing capacity, the financial resources required for market expansion overseas, potential risks associated with sourcing certified fabrics, and the internal capability needed to introduce a new product line. Acceptability must also be assessed by ensuring that owners, employees, customers and investors support the strategy, and that the balance between expansion costs and anticipated returns is clearly understood. 
Successful implementation will require strong leadership commitment. The founders must maintain visible strategic ownership, allocate resources appropriately and safeguard core brand values. A small strategic steering group, including the founder, a production lead and a marketing lead, should be established to oversee progress through regular review sessions. Clarifying responsibilities through tools such as a RACI framework will be essential to ensure accountability and shared ownership across teams.
Clear communication with stakeholders will be critical. Internally, all employees should understand the purpose and implications of the new growth direction, and how their roles contribute to it. Externally, communication with customers should reassure them that the brand’s core principles of sustainability, local manufacturing and limited-run design remain unchanged.
Resource planning and capability development will be necessary to support expansion. Investment in marketing activity, particularly targeted international e-commerce and social media engagement, will help drive overseas growth. Manufacturing capacity may need to be scaled incrementally, potentially through local partnerships, while new product development capabilities will require careful planning around design, sourcing and lead times. 
To enable effective execution, organisational structures and systems must be aligned with strategic demands. This may involve the creation of new operational roles, development of systems to manage international fulfilment, and enhancing inventory, CRM and workflow processes to accommodate increased product diversity. Maintaining the ethical and sustainability-focused culture is essential throughout this process. Staff training, open communication and aligned incentive structures will help reinforce the brand’s values while supporting strategic change.
Finally, clear performance metrics and monitoring systems should be established to track the effectiveness of both market expansion and product innovation. Regular reviews, combined with a continuous improvement approach, will allow the strategy to evolve responsively. Recognising the constraints typical of SMEs, risks should be mitigated through phased expansion, small pilot product runs and disciplined cost management. Partnerships may also support capacity gaps, provided they do not compromise brand integrity.
[bookmark: _Toc213517169]10.Implementation Roadmap (High Level)
The implementation of the growth strategy can be structured across three progressive phases, with each stage building operational capability while maintaining alignment with Brighton Lace’s sustainability-led identity. In the first twelve months, the business should focus on a market development pilot in a single overseas region, for example a selected EU mainland market. This controlled entry will allow the company to test international shipping logistics, customs processes and returns handling, while also evaluating the performance of localised digital marketing campaigns. During this period, an internal audit of current manufacturing capacity and supplier agreements will be essential to determine the extent to which production volumes can be increased without compromising craftsmanship or ethical standards. Negotiations with fabric and packaging suppliers should begin early to secure stable volumes and pricing. Concurrently, the initial design and conceptual development of the new product line should commence, incorporating research, sourcing feasibility and prototyping activities. To ensure disciplined execution, monitoring dashboards and key performance indicators should be introduced while a steering group meets at regular intervals to review progress and guide decision-making.
During the second phase, covering approximately months twelve to twenty-four, insights gathered from the pilot market can be used to refine and expand overseas operations. This may include wider market roll-out to regions such as the United States and Australia, adjusting pricing or promotional strategies in response to observed purchasing behaviours and logistical cost structures. The new product line, for example a capsule loungewear or sleepwear collection, should be launched to both existing customers and new international audiences. Uptake and profitability will require close monitoring in order to optimise the range and discontinue underperforming variants. Manufacturing capacity may need to increase incrementally during this stage; if internal facilities become constrained, the company may explore values-aligned outsourcing partners that maintain ethical and quality standards. Internal cultural reinforcement continues to be important in this phase to ensure that growth does not dilute brand identity, with training, communications and leadership visibility supporting organisational cohesion.
In the final phase, approximately months twenty-four to thirty-six, the firm should consolidate its overseas presence and evaluate further opportunities for product range extension, such as expanded inclusive sizing or maternity options. Any consideration of diversification should only proceed if resources and market conditions indicate readiness, avoiding unnecessary strategic stretch. 
The use of the BCG matrix provides an analytical lens to guide product and market prioritisation throughout these phases. Existing lingerie products with strong brand recognition and consistent domestic sales may be classed as “Cash Cows,” providing stable revenue that sustains investment into growth initiatives. New overseas markets, still in early development, would be positioned as “Question Marks,” requiring further investment to determine whether they will evolve into high-growth “Stars” or be discontinued if performance remains weak. The proposed loungewear or sleepwear line initially enters as a “Question Mark” as well, with its long-term position dependent on market reception, margin performance and alignment with brand identity. Limited-edition or seasonal designs that generate niche demand but lack scalability may sit within the “Dogs” quadrant, and thus should be monitored for potential rationalisation to ensure resources are directed toward strategic growth priorities.
Overall, this phased approach, supported by strategic product portfolio evaluation through the BCG matrix, enables Brighton Lace to grow in a controlled and values-consistent manner. It balances exploration with stability, ensuring that expansion is guided by performance evidence rather than assumption, and that the company’s ethical identity remains central to both operational decisions and brand evolution.
[bookmark: _Toc213517170]11.Conclusion
Brighton Lace holds a strong niche in sustainable, inclusive lingerie. Growth is feasible and desirable but must be paced to avoid compromising ethical identity. A combined market development and product development strategy offers a balanced path to increase visibility, relevance and revenue while retaining brand authenticity. With careful stakeholder management and phased implementation, the company can expand sustainably within the growing ethical fashion sector.
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