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Sustainability is one of the vital issues associated with the supply chain of the global fashion industry. Firms within the industry contribute largely to carbon footprint, emission, and waste due to unsustainable use of raw materials. COVID-19 has increased consumer awareness regarding the use of sustainable clothing and products which has influenced the fashion industry as well. The concept of fast fashion and increased production of clothes using cheap labour also raised the issues of unethical labour practices and corporate social responsibility issues. Considering these issues, in the past few years, fashion houses across the globe have changed their business models for enhancing sustainability. This study focuses on Alexander McQueen which is one of the popular British fashion brands and has a global presence for analysing the changes made in the company and the way those changes have enabled the company to form a competitive advantage. Finally, a significant recommendation has been provided for further improving organisational management.
[bookmark: _Toc71232605]Critical analysis of the recent changes in Alexander McQueen
Designer Alexander McQueen established the fashion house in 1992 and the fashion house joined Kering in 2001. As far as the business model is concerned, Alexander McQueen initially operated as a high-end fashion boutique luxury retail store with selected clients and focussed on fashion shows and runaways for displaying the new designs. In the past years, Alexander McQueen implemented online selling and digital platform which made the business model hybrid from retail. Over the decade Alexander McQueen was limited within high fashion British couture. However, in recent years significant changes have been made in terms of business model and supply chain. It is important to conduct a SWOT analysis of McQueen to understand their strengths related to the emerging environmental concerns and the opportunities that might lead McQueen further in the path of sustainable fashion. 
SWOT 
	Strengths 
	Weaknesses 

	· Targets niche market
· High-quality modern designs 
· Exclusive positioning 
· Financial stability and status
· Established brand image 
· Global presence 
· Strong market position 
· Multi-channel distribution 
· Dedicated to the central steps to ensure sustainability i.e. use of eco-responsible materials, energy efficiency, and engagement with suppliers (Kim, 2015)
· High financial resources
· Unique designs – not easily imitable
· Diverse product line
	· Lack of accessibility through stores 
· Premium price and not affordable for mass market 
· Limited customer segments 
· Serves only premium-end customers – not accessible to mass market
· Outdated website design that detracts customers
· Responding to immediate demands might harm the signature style of McQueen
· Relatively less global presence

	Opportunities 
	Threats 

	· McQ brand can enhance its market share by targeting the mass market 
· Use of digital channels and social media 
· Technological innovation in designs and production
· Exercising social media management
· Penetrating the mass market by acquiring flexibility
· Opportunities of international expansion
· The opportunity for growth globally 
· Repositioning the brand as sustainable 
· Use of sustainable materials, fabrics, and recycled materials 
	· The reduced purchase power of the consumers can affect the sales 
· Emerging fast-fashion brands can increase competition in terms of pricing 
· Consumer awareness for sustainable brands can affect their brand image 
· Waste management practices can affect its brand image 
· COVID-19 restrictions pose impediments to international expansion



Analysis 
Currently, Alexander McQueen has significant strengths in terms of financial position, brand identity, market position, and exclusive positioning. However, external factors such as consumer awareness and increased need for sustainability are posing threat to the organisation. Pedersen et al. (2018) noted that in recent year consumers are increasingly preferring sustainable fashion, cruelty-free products, and clothing made from ethically sourced materials. Caniato et al. (2012) noted that business models do not include a component of considering end-use of product or dealing of waste. Alexander McQueen also does not focus on effective waste management which indicates their business model lacks sustainability. Lack of sustainability is one of the weaknesses of the firm. However, there is a significant opportunity of enhancing the sustainability of the business model and supply chain through changing business practices. 
Changes made in recent years
Considering the changes in the external business environment and the trends, Alexander McQueen has made changes in the business model. The first change is introducing a low-priced brand McQ which was manufactured and distributed worldwide by SINV SpA through a license agreement. In terms of business model, it introduced licensing for global distribution and it also enhanced its presence in e-commerce. As the stores had limited accessibility, it has implemented a new multichannel distribution system which includes e-commerce, direct-to-consumer, and retail. The official website of the brand is used for distributing directly to the consumers and offline in the physical stores. Apart from that resellers like Net-a-Porter, Flannels, Farfetch are also used for distributing the products (Forrester, 2021). 
According to Caniato et al. (2012) consumers globally are choosing sustainable fashion brands over fast-fashion brands. It has affected Alexander McQueen as well. As a part of Kering-owned brands, this brand has considered becoming fur-free as the industry is turning to vegan alternatives (The Business of Fashion. 2021). PETA is one of the powerful stakeholders which as a special group influences fashion houses due to the unethical practice of using fur and mink-skins. By changing the materials to fur-free, the brand has addressed the concern of the stakeholders. 
Thorisdottir and Johannsdottir (2019) noted emission is a key concern of the fashion supply chain is the environmental impact of the global fashion supply chain and the emission generated from its operations. Alexander McQueen has used a science-based target for reducing greenhouse gas emission generated from its operations and supply chain (Directory.goodonyou.eco. 2021). It has reduced chromium and other hazardous chemicals from the leather tanning process but it has not started using eco-friendly materials.
As per Sbs-zipper.com (2021), technological innovation and the use of digital technology proved to be vital for fashion brands in terms of enhancing the design and manufacturing of clothes. Technological innovations including state-of-the-art 3D printer, laser cutting machine, and digital printers have provided designers with the scope of realising brilliant ideas. Using technological innovation, the McQueen fashion house implemented digital print technology for making futuristic designs (Sbs-zipper.com, 2021). 
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It is evident from the SWOT table that McQueen's commitment to developing an ethical supply chain and moving towards eco-sustainable design is on par with the chief concerns of the current essay. As Knox (2010) have noted, McQueen believes that the future of fashion lies in 100% recycling of the existing products. In a response to that, as the previous scholars have noted, McQueen launched their eco-responsible looks in the Spring/Summer 2020 show (Le Drezen, 2020). Another instance of their commitment can be found from their reworking/reusing efforts with existing fabrics to address waste generation. Moreover, McQueen is convinced about using biodegradable fabrics to limit producing hazardous wastes. In a somewhat charitable move, McQueen attempted to help aspiring designers with their fabric while making the industry more sustainable. For Gwilt (2009), it can be read as their efforts for corporate social responsibility (CSR) since helping aspiring designers freely will aid them in involving participants from economically and socially diverse backgrounds. Another important aspect of their changes is reinforcing supplier engagement, which will be highly helpful in the phase of the pandemic. To put it briefly, as they aim to highlight and sustain British craft, they tend to employ artisans and local technicians with the aim of mutual benefits.  
Critical analysis of changes
It is evident from the SWOT analysis that, as far as environmental issues and sustainability are concerned, McQueen is committed to developing supplier engagement, reuse excess stock, use biodegradable fabrics, and encourage aspirant designers to acquire diversification in inventory. However, as Ozdamar-Ertekin (2019) has brilliantly pointed out, COVID-19 entails the emergence of a prominent middle-income customer segment, which every fashion entity with the aim of survival must serve. However, as McQueen is a premium-end entity, it has no prior experience of serving the mass market. It also comes with the threat of dissolving their signature style, which will be tantamount to a compromise with their competitive advantage. This situation is exacerbated by their limited global presence and virtual visibility. 
[bookmark: _Toc71232607]Explanation of competitive position
Product Life cycle
It is pointed out by Ivan et al. (2016) that Product Life Cycle if employed in the fashion industry can be an ideal tool for identifying the inherent propensity of fashion products of developing hazardous waste and flout the environmental norms. It will be evident that premium fashion brands like McQueen are not free from that. Briefly, this tool registers five phases of the life cycle of a product and those are: 1) Development, 2) Introduction, 3) Stabilisation, 4) Maturity, and 5) Decline. Scholars like Williams and Earley (2013) have noted that, as far as fashion products are concerned, the emergence of Fast Fashion as an influential determinant has conditioned the existing brands to introduce new products far before the existing products have reached their maturity phase. The scholars have also noted that this situation is aggravated by the non-sustainable purchase of premium-end customers and resulted in a tremendous pile of wastes. The prime, material reason behind it is that, as the brands are deprived of the rewards from the stabilisation and maturity stage (characterised by average and low demands), they always want to compensate it by introducing new products. However, it is optimistic to note that McQueen is aware of this fact and oriented their philosophy towards recycling/reusing as the future of fashion. 
Porter’s Five Forces
	Factors
	Remarks

	Bargaining power of buyers
	Moderate, mostly due to the closure of several brands and McQueen operates in premium circuit

	Bargaining power of suppliers
	Moderate, due to the ambiguity of associating with premium bidders and uncertainty of the situation

	Threat of substitutes
	Low, relatively fewer alternatives with such corporate image as McQueen's

	The threat of new entrants
	High, new entrants can occupy the mass market with their e-commerce presence

	Competitive rivalry
	Moderate, identical offerings though the signature style of McQueen is not imitable



Analysis
Premium-end customer, which is the central base of McQueen, will attempt to stay with the staple brands and, thus, do not influence the switching costs much. McQueen’s involvement with local technicians and artisans will help them negotiate the suppliers’ influence (Coste-Manière et al. 2018). However, a strong social media presence is required for McQueen to cope with the new entrants. 
Product Value Chain
	Support Activities
	Remarks

	Firm infrastructure
	· British craft – brand identity
· Innovative capability
· Task-based infrastructure
· Matrix structure

	HRM
	· Recruitment of local technicians/artisans
· Free access to the aspiring designers – diversity
· Multicultural team

	Technology development
	· Online stores and e-commerce
· Innovative technology
· Digital prints
· Social media for marketing communication 

	Procurement
	· In-house materials, designers, and tailors



	Primary activities
	Remarks

	Operations
	· In-house design
· Retail and e-commerce 
· Multi-channel distribution 

	Inbound logistics
	· Local and global suppliers
· Procures fabrics and materials locally 

	Outbound logistics
	· Products are on display 
· Operates through online retailers
· E-commerce platforms, e-commerce, direct to consumers 

	Marketing, sales, and services
	· Posters, hoardings
· Social media 
· Press release and public relations 
· Use of social media and official website 



Analysis
The value chain confirms that the competitive position of McQueen is owed to their commitment to British craft and the involvement of local technicians. It also confirms their reliance on traditional media such as poster and hoarding for marketing. 
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Considering the current competitive advantages of Alexander McQueen, it is evident that relative to the firm capability, the brand can increase the sustainability of the supply chain. As it does not operate as a fast-fashion brand and targets a niche market, currently, the brand needs to make a shift in terms of the use of materials. Working closely with the local British suppliers for sourcing cruelty-free materials, organic fabrics, and recycled fibres can help the brand to become more innovative and sustainable at the same time. 
It has been identified that the brand does not have effective waste management and an ethically informed supply chain. The management needs to focus on ethical sourcing and positioning the brand as cruelty-free and sustainable fashion couture. Along with reducing emission focus on digital platforms and online channels would be effective in strengthening its business model further. 
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It is evident from the study that Alexander McQueen is committed to the sustainability and environmental issues akin to the fashion industry and responds to them in terms of reusing excess stock, making biodegradable fabrics, and encouraging aspirant designers. However, given their premium-end position and uses of traditional media for marketing, McQueen requires going through a positive repositioning to be flexible in addressing the emerging demand. 
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