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1. [bookmark: _Toc224748786]Introduction
Companies operate in markets that are constantly changing due to economic conditions, technology, or customer behaviour. To remain competitive, organisations must understand changes and manage resources effectively (Kafoe, 2024). Strategic analysis helps businesses evaluate current position and identify potential opportunities and challenges. 
This report analyses the strategic capability of TOAST, a British fashion brand known for its focus on sustainability, craftsmanship and slow fashion. The purpose of this report is to evaluate the organisation’s current strategic position and identify potential directions for future development.
Report provides an overview of the organisation, including its main activities, markets, and recent strategic developments. The external environment is then examined using the STEEP framework and Porter’s Five Forces to identify key opportunities, threats, and industry pressures. Stakeholder analysis is also conducted to understand the interests and influence of groups affecting the organisation.
The report then evaluates TOAST’s internal strategic capability using the VRIO framework to identify key resources and sources of competitive advantage. Finally, the organisation’s current strategy is assessed and potential strategic options for the future are proposed and evaluated using the SAF framework.
[bookmark: _Toc224748787]2. Organisational Overview
TOAST is a contemporary British lifestyle and fashion brand operating within the premium clothing and homeware sector. Founded in the 1990s in the United Kingdom, the company has developed a reputation for producing timeless, functional, and ethically minded products (TOAST, 2026). Since 2018, TOAST has been owned by the Danish fashion group Bestseller A/S and operates as a private limited company in the United Kingdom (FasionNework.com, 2018). This acquisition can be seen as a strategic decision because it allows the company to gain access to new resources and business opportunities (Kim and Davis, 2019).
The organisation operates a main warehouse in Neath, where picking, packing, processing customer returns, and preparing products for stores take place. Currently, the company has 20 stores in the United Kingdom and 8 stores in the United States. The head office is in London, with a second office also based in Swansea.
The company’s strategy focuses on producing simple but high-quality products designed to last for many years. The core activities of TOAST focus on the design, sourcing, marketing, and retailing of clothing, accessories, and homeware. Its product range includes womenswear, menswear, footwear, alongside homeware items such as textiles, ceramics. The organisation also provides e-commerce services, allowing customers to purchase products online. In addition, the company runs a repair and circular service, which enables damaged TOAST items to be repaired and extends the lifespan of products. TOAST targets middle- and upper-income customers who value high-quality, sustainable, and ethically produced products (TOAST, 2024).
Over the past three years, TOAST has undertaken several strategic developments to strengthen its competitive position. Organisations that fail to respond to environmental change are more likely to lose competitiveness over time (Regnér et al., 2020). One of significant development has been continued expansion on US market. Although TOAST had previously operated an e-commerce platform serving US customers, the company has increasingly focused on establishing physical retail stores to enhance brand visibility and international recognition. International expansion represents a strategic growth initiative and according to Grant (2022) expansion into new markets and diversification are essential for sustaining competitive advantage in dynamic industries. TOAST market diversification includes expanding from the United Kingdom into the United States reduces reliance on one market. This helps lower financial risk and creates new opportunities for growth.
Sustainability has also become a central part of the company’s strategy. TOAST has expanded its circular initiatives across both retail stores and e-commerce platforms, introducing repair services and garment longevity programmes. This approach shows a focus differentiation strategy, where a company targets a specific market segment and creates competitive advantage through creative ideas such as sustainability and product quality (Porter, 1998).
TOAST has rented a warehouse in the United States so that returns from US stores and customers can be processed locally. It also reduces customs costs because products do not need to be sent back to the United Kingdom. 
TOAST now operates a bonded warehouse, meaning it does not pay VAT and customs duties until items are sold. This reduces upfront costs and improves cash flow. In a period of rising inflation and supply chain uncertainty, this supports financial stability. Renting a warehouse in the United States reflects TOAST’s international strategy. Companies expanding into other countries must adapt operations to fit local markets to work efficiently and respond quickly to customer needs (Regnér et al., 2020).
[bookmark: _Toc224748788][bookmark: OLE_LINK1]3. External Environment and Stakeholders
[bookmark: _Toc224748789]3.1 Steep 
To analyse the external environment of TOAST, the strategic planning framework STEEP will be applied (Worthington, 2006). This framework helps organisations understand macro-environmental influences before making strategic decisions.
Social Factors
Clients’ preferences influence the fashion industry. McKinsey & Company (2025) highlights that the sector is shaped by evolving customer behaviour. Customers now place greater awareness on sustainability and product quality (McKinsey & Company, 2023). Ethical production and concerns related to modern slavery are also becoming more significant (Lusty and Richards, 2024). These trends create opportunities for TOAST because the brand focuses on slow fashion, craftsmanship and repair services. However, economic uncertainty may encourage clients to choose cheaper alternatives (Colasante et al., 2025).
Technological Factors 
Technological developments such as e-commerce, digital marketing and data analytics are transforming retail operations (Verhoef et al., 2021). Customers increasingly expect integrated online and offline shopping, fast delivery, and easy returns. Retailers therefore need to invest in digital systems and logistics technologies to remain competitive (Slack and Brandon-Jones, 2019). While TOAST has expanded its warehouse operations, some logistics processes may still rely on manual work, which could limit efficiency. Greater investment in digital warehouse systems could improve operational performance and support future growth.
Economic Factors 
Post-Brexit regulations increased trade complexity for UK companies (Office, 2023). TOAST’s bonded warehouse and US warehouse help reduce customs costs and improve cash flow.
Environmental Factors 
Environmental regulations and customers’ expectations are increasing in the fashion industry (Weber, 2025; Lu et al., 2022). TOAST responds through repair services, reduced overproduction, and biodegradable packaging.
Political Factors 
Brexit has affected labour availability in the UK logistics sector. The end of free movement reduced the number of EU workers in warehouse and distribution jobs, which has increased labour shortages and labour costs (Sumption, 2022). In addition, TOAST must prepare for stricter sustainability regulations in the European Union, such as the Digital Product Passport and rules against greenwashing (Karabulut, Çalıkoğlu and Bulut, 2025).
[bookmark: _Toc224748790]3.2 Porter Five Forces 
As Porter (2008, p. 25) argues, “The essence of strategy is coping with competition.” Consequently, Porter’s Five Forces framework will be applied to evaluate TOAST’s competitive position and its potential for long-term profitability.

1. Competitive Rivalry 
TOAST operates in a highly competitive fashion industry where rivalry is high. At the same time, fast fashion brands like Primark and Zara create significant price pressure by offering similar styles at lower prices. Similar designs are widely available; customers can easily switch to cheaper alternatives. This increases buyer power and may negatively affect long-term profitability (Regnér et al., 2020).
2. Threat of New Entrants 
Barriers to entry in the fashion industry are moderate. One of the key factors influencing entry is the increased availability of online sales channels. Following COVID-19, a sizeable proportion of product sales shifted to e-commerce, creating great conditions for new start-ups to enter the market (Laudon and Traver, 2022). In addition, social media platforms make it easier to promote products and build brand awareness. However, this also increases the threat of new entrants, as lower financial requirements to start a business increase competition within the industry (Kapanowsk, 2020).
3. Supplier Power 
Supplier power for TOAST is moderate even to high. Organisation works with around 170 suppliers worldwide (TOAST, 2026). The company relies on textile manufacturers, where production often involves handcraft and specialised skills, which increases dependency on certain suppliers. In addition, TOAST’s commitment to ethical sourcing raises supplier power, as not every manufacturer is able to meet ethical labour standards or use sustainable materials. As a result, TOAST cannot easily switch to alternative suppliers. When suitable options are limited, supplier bargaining power increases within the industry (Zheng, Ang and Yang, 2024).
4. Buyer Power
Customers in the fashion industry have many alternatives; therefore, buyer power is high. Customers have many alternatives, including online brands and second-hand platforms. Buyers also have easy access to price comparison. Due to inflation and rising living costs, many customers are more careful with their spending (Caisl et al., 2023). For TOAST, customers need to perceive additional value to justify the higher prices; otherwise, they can easily switch to another brand.
5. Substitutes 
[bookmark: _Toc224748791]The threat of substitutes is also high. TOAST focuses on a sustainable approach; however, similar sustainability standards can also be found on second-hand platforms such as Vinted, as well as through clothing rental services or alternative brands. If substitutes are widely available, price sensitivity increases, and it becomes more difficult for the company to maintain high profit levels (Cai et al., 2025).
3.3 Stakeholder Analysis 
Stakeholder analysis identifies groups that influence or are affected by organisational decisions. To identify the level of power and interest of TOAST stakeholders, Mendelow’s Power–Interest Matrix will be used , according to Gianotti and Damião da Silva (2021) it provides a structured framework for assessing stakeholder significance and identifying suitable management approaches ,however, the model relies heavily on managers judgement, which may introduce bias or lead to important information being overlooked . 
High power / High interest
Stakeholders with High power and high interest must be closely managed, according to Azzahra et al. (2023) ongoing communication with high-power, high-interest stakeholders is crucial to build trust and address challenges. For TOAST, Bestseller falls into this category because it owns the organisation and can influence major strategic decisions. 
High power / Low interest
Stakeholders with high power but lower interest should be kept satisfied, as mentioned by Olatunde (2024) through appropriate but limited communication. For TOAST, this includes employees working in stores, warehouses, and offices. Maintaining effective communication with employees is important because performance and engagement influence operational efficiency and customer service (Philomena Ify, 2024). Also, government regulators, logistics organisations, and retail property owners, as can influence operations through regulations, distribution systems, or lease agreements. Suppliers are most important here as well as the company heavily depends on suppliers who can meet sustainability and ethical production standards. 
Low power / High Interest
Stakeholders with high interest but lower power should be kept informed. Customers are an important group for TOAST because they are highly interested in product quality, sustainability, and ethical production. If customers are not properly informed or engaged, needs and expectations may be overlooked, which can weaken trust and reduce customer loyalty. As noted by Mendis et al. (2024) when stakeholders with high interest but low power are not involved in decision-making processes, perspectives may be excluded, which can weaken engagement and collaboration.
Low power / Low interest
Stakeholders with low power and low interest require minimal monitoring. For TOAST, this may include the public, who are not directly involved in the organisation but may still influence brand reputation through social and environmental concerns.
[bookmark: _Toc224748792]4. Internal Strategic Capabilities 
According to Muneeb et al. ( 2019) internal strategic capability means a company’s ability to use its resources and skills effectively to achieve its goals and stay ahead of competitors. Without it the business may become disorganised, less competitive, and financially unstable (Muneeb et al., 2025).
To examine internal strategic capability of TOAST VRIO framework will be utilised, Lin et al. (2012) emphasised that VRIO framework is a strategy tool that helps a company assess its resources and strengths to see whether they can create and maintain a competitive advantage.
Brand Reputation 
[bookmark: _Hlk223537739]TOAST’s brand reputation is one of its main strengths. The company is known as a premium lifestyle brand that focuses on high-quality products, craftsmanship, and sustainability.
It is valuable because customers are willing to pay higher prices, increasing loyalty and enhancing the perception of high quality and sustainability. It is considered rare because many fashion brands focus on fast production and low prices (Hall, 2018), while TOAST focuses on slower, more sustainable fashion. It is difficult to imitate because building a strong and trusted brand takes time (Jailos and Magasi, 2025). Even if other companies copy sustainable ideas, they cannot quickly copy years of reputation and customer trust. Finally, TOAST is organised to support its brand through consistent design, marketing, and sustainability communication, which helps maintain its strong market position.
Sustainability and Repair  
[bookmark: _Hlk223537967]TOAST’s repair service and commitment to product longevity strengthen its slow-fashion positioning. It is valuable because more customers care about sustainability, and there is increasing pressure on fashion brands to reduce waste and environmental impact (Brydges, Henninger and Hanlon, 2022). Offering repairs shows responsibility and meets these expectations. However, it is not rare because other brands can also start offering repair services or similar sustainability programmes. It is imitable, meaning competitors can copy the idea. But building real trust and credibility in sustainability takes time, so it cannot be copied instantly. TOAST is organised to support this service through its circular model and clear sustainability communication, which helps it run effectively. Overall, this gives TOAST a competitive advantage, but it is likely to be temporary or moderate because competitors can introduce similar initiatives.
International Warehouse 
They are valuable because they reduce customs costs, improve cash flow, and make returns processing faster and smoother. This supports daily operations and improves overall efficiency. However, having warehouses in different locations is not rare, since many competitors can set up similar facilities. It is also easy to imitate if competitors have enough financial resources to invest in similar logistics systems. Although TOAST is organised to use these warehouses effectively, they improve operational performance rather than creating something unique in the market. Overall, this gives TOAST competitive parity or only a temporary advantage, rather than a long-term competitive edge. As noted by Barney (1991) competitive parity exists when a firm has resources that are valuable but not unique, there resources help company compete but do not provide competitive advantage. 
Retail Stores and Circle Integration
TOAST’s 20 retail stores across the United Kingdom represents an important strategic resource. The stores are valuable because improve brand visibility and provide direct customer engagement (Sachdeva and Goel, 2024). In addition, support the company’s circular programme by allowing customers to return or bring garments for repair.
While physical retail stores are not rare in the fashion industry, the integration of stores with a slow-fashion and repair model strengthens TOAST’s differentiated positioning. TOAST instead of competing only on price, company offer unique service that distinguish it from fast-fashion competitors. TOAST uses its stores not only to sell products but also to support its sustainability strategy, such as allowing customers to return or repair garments.
The store network is not highly inimitable since competitors can open stores. However, combining retail presence with a strong sustainability model may be more difficult to copy quickly. Organisation is organised to use its stores effectively, as support both selling products and supporting sustainability but the effectiveness of the stores in supporting sustainability depends on customer participation in the repair and circular programme.
Although the stores help strengthen TOAST’s brand and build customer loyalty, loyalty in the fashion industry is not always strong (Ferreira, Rodrigues and Rodrigues, 2019). Customers can easily switch to other brands, especially when prices rise or during economic uncertainty. Therefore, the store network gives TOAST some advantage, but it may not last long.
[bookmark: _Toc224748793]5. Strategy and Competitive Position
[bookmark: _Toc224748794]5.1 Porter Generic Strategies 
According to Porter (1998) organisations can gain a competitive advantage by using three main strategies: cost leadership, differentiation, and focus. A company must decide which customer segment the strategy will target and do it well. It can focus on a broad market, offering products to a wide range of customers, or on a narrow market, which allows the company to concentrate on specific customer groups. TOAST promotes a differentiation strategy. The company offers products that are different or unique compared to its competitors (Alipoor and Khodaparasti, 2024). Because the product is distinctive, customers are willing to pay a higher price. In contrast, a cost leadership strategy requires a company to maintain the lowest cost structure in the industry while still ensuring that product quality meets market standards (Prajogo, 2007). In comparison Toften and Hammervoll (2010) mentioned that a focus strategy targets a niche market rather than the entire market.  A focus strategy has two types: cost focus, where a company offers the lowest price to a specific customer group, and differentiation focus, where a company offers a unique product to a specific group. 
[bookmark: _Toc224748795]5.2 TOAST Strategic Approach 
TOAST differentiate using product features, focuses on high-quality materials, craftsmanship, sustainability, and timeless design. As a result, the company can charge premium prices and attract middle- to upper-income consumers who appreciate durable and ethically produced products. In contrast to fast-fashion retailers that compete through speed and low cost, TOAST prioritises product durability and brand authenticity. This differentiation strategy responds to the growing awareness of social and environmental issues in the fashion sector.
TOAST focuses on a specific group of customers who care about ethical production and durable products. This suggests that the company also follows a focused differentiation strategy by targeting a niche market interested in slow fashion and sustainability.
[bookmark: _Toc224748796]5.3 Competitors 
Fast-fashion companies such as Zara or H&M have adopted a cost leadership approach. According to Arianpoor and Moghaddampoor (2024), firms applying cost leadership optimise sales per inventory ratio to improve supply chain performance. These companies compete by offering low prices and introducing new collections very quickly. This strategy focuses on speed and high production volumes to follow short-term trends. However, this model is often criticised for creating large amounts of waste and contributing to environmental problems (Santa Rosa Lana and Duarte, 2025). 
In contrast, TOAST instead of competing on price, the company focuses on high-quality materials, durability, and sustainability. Its slow-fashion model, together with repair services and circular initiatives, allows TOAST to differentiate itself from fast-fashion competitors and target customers who value long-lasting and ethically produced clothing.
[bookmark: _Toc224748797]5.4 Strengths and Weaknesses 
Although differentiation allows TOAST to charge higher prices and build a strong brand identity, it also creates risks. Premium products may become less attractive during periods of economic uncertainty when costumers prioritise lower prices. In addition, changing customer behaviour, including growing demand for convenience, fast delivery, and lower prices (Cui et al., 2024) may make it slower and more sustainable fashion models to compete with fast-fashion brands. 
The slow fashion model is based on customers buying fewer but higher-quality products. While this approach supports sustainability goals, it may also limit sales volume compared to fast-fashion retailers that rely on frequent purchases and rapidly changing trends. Producing larger quantities of clothing often reduces production costs and increases turnover, giving fast-fashion companies a competitive advantage (Williams, 2022). 
Increasing pressure related to sustainable practices has encouraged even fast-fashion companies to introduce more environmentally responsible initiatives. For example, Zara allows customers to return old clothing so it can be resold or recycled (ZARA, 2026). This approach reflects a circular economy strategy, where companies encourage customers to return used products so they can be reused, repaired, or recycled, extending the product life cycle (Geissdoerfer et al., 2017). For TOAST there could be potential risk of drift. According to Whittington, Scholes and Johnson (2012) strategic drift happens when a company’s strategy no longer fits changes in the market or external environment. This usually happens when organisations continue using the same strategy even though the market and competitors are changing. It may occur because companies become overconfident or are afraid of making changes.
Increasing competition and changing customer expectations mean that TOAST must continuously adapt its strategy to maintain its competitive advantage.
[bookmark: _Toc224748798]6. Strategic Direction
[bookmark: _Toc224748799]6.1 Strategic Alignment 
 As noted by Koopman (1999) Organisational strategy, leadership decisions, company systems, and culture should all work together and be connected to the same goal to achieve strategic alignment. If these elements are missing, the organisation becomes weaker because employees may work hard but not towards the same objectives. In this situation, it is important for the company to effectively use its resources and capabilities to work more efficiently and direct effort towards the same goals. 
TOAST’s current strategy is aligned with its mission and brand values, which focus on slow fashion and sustainability. In addition, TOAST has developed circular initiatives such as TOAST Circle, which includes repair services, clothing exchange events, and the resale of used garments. These initiatives support the company’s sustainability values while also increasing customer. However, as more fashion brands adopt similar sustainability initiatives, TOAST may need to continue improving its strategy to stay different from competitors.
TOAST also publishes a Social Conscience Report, which provides information about material sourcing, environmental impact, and ethical supply chains. This increases transparency and helps customers understand how the company operates. In addition, TOAST supports craftsmanship through initiatives such as the New Makers programme, which supports emerging artisans and helps them develop their careers. (TOAST, 2026) The company also organises workshops and publishes creative content that connects the brand with customers who are interested in culture and sustainability. However, focusing on slow fashion and lower production volumes may also limit the company’s potential for rapid growth compared to fast-fashion competitors.
[bookmark: _Toc224748800]6.2 Organisational Inertia 
As noted by Teofilus et al. (2022) organisational inertia happens when companies are slow to change strategy despite changes in the environment. This can happen because companies are afraid of change, become overconfident in current strategy, or have systems that are too rigid to adapt. As a result, organisations may struggle to respond to new market trends and could lose competitiveness over time (Whittington , Scholes and Johnson, 2012).
In the case of TOAST, the strong focus on slow fashion and sustainability is an important part of the brand identity. However, this commitment may also reduce flexibility if market conditions change. For example, if competitors offer cheaper sustainable products or increase production speed, TOAST may struggle to adapt without changing its core strategy.
[bookmark: _Toc224748801]6.3 Strategic Options for the Future 
To assess the proposed strategic options, the SAF framework will be applied (Lynch, 2018) to evaluate whether the strategy fits the external environment, is acceptable to stakeholders, and can be realistically implemented by the organisation. 
[bookmark: _Toc224748802]6.3.1 Increase Brand Awareness
 Possible strategic option for TOAST is to increase brand awareness through stronger marketing and community engagement. Although the company has a strong brand identity and loyal customers, many customers are still not familiar with the brand compared to larger fashion retailers. As noted by So et al. (2018) increasing brand visibility could help TOAST attract new customers and expand its market expansion. 
Expanding workshops together with stronger digital marketing and social media presence, could help increase brand recognition and strengthen customer relationships. Customer relationships are important because they increase loyalty, encourage repeat purchases, and help build long-term trust with the brand (García-Nieto, Ramón-Jerónimo and Flórez-López, 2025).
In terms of suitability, this option fits TOAST’s sustainability-focused brand goals. Acceptability is likely to be high because stronger brand awareness may improve customer loyalty and support long-term growth. Feasibility is also realistic since the company already has experience with creative content and community engagement. However, increased marketing investment may raise operational costs. 
[bookmark: _Toc224748803]6.3.2 Introduce a More Affordable Product Line
  Another possible strategic option for TOAST is to introduce a more affordable product line while maintaining its sustainability values and use of responsible materials. Currently, TOAST targets middle- and upper-income customers due to its premium pricing strategy. Demand for sustainable clothing is increasing among customers, but price often stay a key factor influencing purchasing decisions (Kaur et al., 2026). Introducing a slightly more affordable range could help TOAST reach a wider customer segment. By offering sustainable clothing at slightly lower prices, TOAST could attract a wider market while still differentiating itself from fast-fashion brands.
In terms of suitability, this option responds to growing demand for sustainable fashion and could help TOAST reach a wider customer segment. Acceptability may also be high, as more affordable sustainable products could attract new customers. Feasibility is realistic if the company simplifies designs or adjusts production processes to reduce costs. However, lowering prices may weaken the premium brand image or require reducing craftsmanship elements because of high production costs, which are an important part of what differentiates the company in the market.

[bookmark: _Toc224748804]7. Conclusion
This report analysed the strategic capability of TOAST by examining both its external environment and internal resources. The analysis showed that the company operates in a highly competitive fashion industry influenced by changing customer behaviour, technological development, environmental pressures, and economic conditions. However, economic uncertainty and price sensitivity may also create challenges for premium brands.
Porter’s Five Forces analysis showed that the fashion industry is highly competitive due to fast-fashion retailers offering lower prices and rapid product turnover. Buyer power and substitutes such as second-hand platforms also increase competitive pressure. Despite these challenges, TOAST maintains a differentiated market position based on sustainability, craftsmanship and product durability.
The VRIO analysis showed that several internal resources contribute to TOAST’s competitive position. Brand reputation and sustainability initiatives support the company’s differentiation strategy and help attract customers who value ethical and high-quality products. However, some resources, such as warehouse operations and retail stores, provide operational support rather than a long-term competitive advantage.
The analysis also highlighted potential strategic risks. As sustainability becomes more common in the fashion industry, TOAST may face strategic drift if competitors introduce similar initiatives or offer more affordable alternatives. In addition, organisational inertia could limit the company’s ability to adapt quickly to changing market conditions.
Two strategic options were proposed for the future. Increasing brand awareness through stronger marketing and community engagement could help attract new customers and strengthen relationships with existing ones. Introducing a more affordable sustainable product line could also expand the customer base, although this may involve risks related to brand positioning. Based on the analysis, increasing brand awareness through stronger marketing and community engagement seems to be the most suitable option for TOAST. This approach supports the company’s sustainability values while helping attract new customers without damaging its premium brand image. Overall, maintaining strategic adaptability will be important for TOAST’s long-term competitiveness in a changing fashion industry.
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