Case Study: EcoTech Solutions – A Strategic Leap into Organic Baby Food
EcoTech Solutions, a respected U.S.-based company, has spent the last decade building a loyal customer base through its eco-friendly cleaning products. Known for biodegradable detergents and plant-based surface cleaners, the company has thrived on growing environmental awareness, achieving steady annual growth of 8–10%. Its products are sold through organic supermarkets and a successful e-commerce platform, and its brand is synonymous with sustainability and trust.
But the market is changing. The eco-cleaning niche is now crowded, with big corporations launching green sub-brands and startups pushing innovation. EcoTech’s profit margins have dropped from 18% to 12%, and its market share has stalled. With a current net profit margin of just 6%, the leadership team is exploring new growth avenues.
Their proposed strategy? A bold diversification into high-end, organic baby food.
The rationale is compelling. The organic baby food market is booming, growing at 15–20% annually, and premium brands enjoy significantly higher margins, often between 15–25%. EcoTech believes its reputation for sustainability and transparency could resonate with health-conscious parents. They also see a gap in the market for ethically sourced baby food with clear, honest packaging and production practices.
However, the shift is far from simple. EcoTech’s facilities are designed for chemical formulations, not food. Their R&D team consists of chemists, not nutritionists. Their supply chain is built around surfactants and recycled packaging, not organic produce. Entering the baby food market would require a $20 million investment over three years, while the company currently holds $5 million in cash reserves and maintains a conservative debt-to-equity ratio of 0.7.
Marketing and distribution would also need a rethink. EcoTech’s current messaging focuses on environmental benefits, but baby food demands a different tone—one that builds parental trust and emphasizes safety. Distribution would require cold chain logistics and compliance with strict FDA and USDA Organic regulations.
Internally, the shift could disrupt the workforce. Retraining, restructuring, and hiring new specialists would be necessary, potentially affecting morale. Stakeholders, including shareholders, employees, and loyal customers, may have mixed reactions. While some may welcome the move as a natural extension of EcoTech’s values, others may see it as a risky departure from its core business.
The organic baby food market is also fiercely competitive. Established players like Gerber Organic and Plum Organics dominate shelf space and consumer trust. Breaking into this space would require not just investment, but a compelling brand story and flawless execution.

Your Task
As a strategic advisor, evaluate EcoTech’s proposed diversification using the Suitability, Acceptability, and Feasibility (SAF) framework. Use the following questions to guide your analysis:
	SAF Dimension
	Guiding Question
	Evaluation

	Suitability
	Does the strategy address challenges in the cleaning market?
	 

	Suitability
	Does it exploit the growth potential in organic baby food?
	 

	Suitability
	Can EcoTech’s brand image transfer to baby food?
	 

	Suitability
	Is there a unique value proposition beyond “organic”?
	 

	Suitability
	Can EcoTech build a competitive advantage?
	 

	Acceptability
	Would shareholders accept the financial risk and returns?
	 

	Acceptability
	How might employees respond to retraining and restructuring?
	 

	Acceptability
	Will customers embrace or resist the brand’s shift?
	 

	Acceptability
	Are there ethical or reputational risks?
	 

	Feasibility
	Can EcoTech fund the $20M investment?
	 

	Feasibility
	Does EcoTech have the necessary expertise?
	 

	Feasibility
	Can existing facilities and supply chains be adapted?
	 

	Feasibility
	Can marketing and distribution be repurposed?
	 


Final Verdict
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