S TITUTE




COPYRIGHT

Reimagining Outdoor Living: Letright's Solar Pergola and Sustainable Luxury
Published by the ACES Institute

Published on 15th November 2024

Serial Number: Al241115-CA106

Kuala Lumpur, Office Block #1-2, 48 Jalan Tun Mohd Fuad, TTDI, 60000 Malaysia
Copyright © 2024 ACES Institute. All rights reserved
Email: connect@acesinsittute.org  Website: www.acesinstitue.org

Timothy Benson
Senior Researcher, ACES Institute
E: benson@acesinstitute.org

Ager Freddy
Research Strategist, ACES Institute
E: freddy@acesinsitute.org

Dr. Fandy Tjiptono
Associate Professor of Marketing
Victoria University of Wellington, New Zealand

Dr. Chong Yit Sean (Esther)
Senior Lecturer, School of Business
Monash University, Malaysia

@ www.acesinstitute.org




TABLE OF CONTENTS

Reimagining Outdoor Living

Letright’s Solar Pergola and Sustainable Luxury

Introduction

Ensuring sustainable supplier practices

Market readiness and acceptance: Letright’s strategic options

Does Ombra provide value for money?

The Roads Ahead

Continuous Product Improvement

References

LIST OF FIGURES

Figure 1- Projected Growth of the Global Outdoor Furniture Industry

Figure 2- Total primary Forest Loss Between 2001-2023

Figure 3- iF Design Awards -Letright Entries 2020-2024

Figure 4- Ancient Egyptian Pergola

Figure 5- A tradition pergola from ancient Rome

Figure 6- A traditional pergola with a simple structure and crawling plants for shade

Figure 7- A modern pergola with lighting fixtures

Figure 8- A modern pergola with louvred, rotating roof and air circulation mechanisms

Figure 9- Main Features of the Ombra Solar Pergola

Figure 10- Ombra Smart pergola

Figure 11- The disassembled part of the Ombra smart pergola

@ www.acesinstitute.org

01
07
08
09
10
10
1

01

01

02
03
03
03
o4
04
06
06
06



INTRODUCTION

he concept of ‘sustainability’, as recognised in

contemporary societies, emerged in the late 20th
century following the Rio de Janeiro 1992 United Nations
Conference on Environment and Development [1].
Although the initiatives started in environmental
movements, primarily focusing on reducing the
consumption of natural resources, recycling, and
repurposing waste materials, sustainability has expanded
to encompass pre-design and pre-manufacturing stages
[2]. This expansion of sustainability-related practices is
associated with the increasing growth of industries and
the resulting pressure on natural resources, leading to
heightened environmental concerns [3], [4]. As such,
industries, particularly those dependent on natural
resources have been making conscious efforts to
preserve the environment, hence the emergence of more
comprehensive strategies towards sustainability.
The outdoor living industry, one of the industries
traditionally known and generally criticised for its heavy
reliance on natural resources [5]. has gained significant
importance in the sustainability discourse, especially due
to its continued and continued growth, which is expected
to endure due to rising demand for outdoor living
products [6]. For instance, outdoor furniture, valued at
approximately US$52.10 billion, is projected to grow by
about 3.6% annually between 2024 and 2029 [7](see
Figure 1). This growth presents sustainability concerns
such as deforestation (see Figure 2), compounded by
emerging trends like luxury outdoor products.

Figure 1- Projected Growth of the Global Outdoor
Furniture Industry
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Companies like Letright Industrial Corp and The Luxury
Pergola [8] have started incorporating luxury features in
outdoor products, particularly pergolas, while
simultaneously attempting to ensure sustainable
qualities, effectively introducing sustainable luxury in
outdoor living products. Sustainable Iluxury entails
producing and consuming high-quality, luxurious
products in @ manner that minimises environmental and
societal impact while considering future generations [9].
It represents a paradigm shift towards eco-friendly and
ethically responsible practices in producing and
consuming luxury products [10]. Although it is more
popular within the fashion industry [11], [12], it has
expanded to the outdoor industry as demonstrated by
the emergence of luxury pergolas claimed to be
sustainable. However, there remains a controversy
surrounding the luxury industry due to its association
with excessiveness and wastefulness, which often
conflicts with sustainability ideals [13]. Are the
manufacturers of sustainable luxury pergolas likely to
address this controversy, and how? Additionally, since
these products tend to cost a premium, is the world ready
for luxury pergolas yet?

Figure 2- Total primary Forest Loss Between 2001-2023
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Despite the controversy between sustainability and
luxury, some outdoor product makers believe that
economic and environmental goals can co-exist. Based on
this premise, they incorporate sustainable considerations
in products featuring luxurious designs. Outdoor
products like solar pergolas now feature materials
considered durable and highly recyclable, both of which
denote sustainability. More recently, pergola
manufacturers have incorporated louvred roofs instead of
the traditional slates [8], [14] and introduced additional
features such as solar panels, LED lighting and partial or
complete enclosures (walls), which provide additional
protection from outdoor conditions and enhance the feel
of luxury. An example of such a product is the Ombra
Smart pergola, an ultra-modern solar pergola developed
by Letright Industrial Corp. (an outdoor products
company headquartered in Hangzhou, China) in 2023.
Briefly known as Smart Solaryard in some non-China
markets, the Ombra Smart pergola has sustainable
materials and smart control features. It embodies the
company’s philosophy of eco-consciousness, typically
characterised by its non-reliance on non-sustainable
materials such as wood and timber. Although Letright
started by tapping into the then-booming wood furniture
industry in 1999, its CEO, Mr Ren Li stopped the
production of wood-based products barely two years
later and switched to sustainable materials such as
aluminium, steel and plastic-wood composite.

The Ombra thus features a fully enclosable structure with
an aluminium-steel alloy frame, glass walls and smart
controls among other features. It also has a smart control
system that automatically regulates temperature and
other operations. Despite these features making it a
luxurious product, the company has faced significant
challenges in their pricing strategy and market expansion
potential. Although the company has attained remarkable
success with its other product ranges, especially in the
domestic market, the business prospects for the Ombra
range in both local and international markets are still
uncertain. Currently, the product has been marketed in
some European and North American markets. Other
regions, such as the Middle East and Sub-Saharan Africa,
have been targeted for the next market entries. While the
CEO is confident that the product will be well received
worldwide, he is keen to explore how to orchestrate
strategic moves to navigate the specific challenges in
different international market contexts.
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LETRIGHT INDUSTRIAL CORP: AN
OUTDOOR LIVING SOLUTION PROVIDER

etright Industrial Corp. is a Chinese company
|_ specialising in outdoor furniture and structures. It
offers a wide range of products, including outdoor
furniture, solar lights, beach products, dining sets,
parasols, and pergolas. Its birth was influenced by the
growth of the outdoor furniture industry in China and
globally in the late 20th century. This company was
founded in 1999 by Ren Li, an outdoor enthusiast who
capitalised on the then-increasing market share of
outdoor products markets. In addition to the growing
demand for wooden furniture in China, the country joined
the World Trade Organisation (WTO) in 2001, opening the
country up to internationalisation and increasing demand
for products. During this period, the furniture industry
was dominated by wooden products [15]. Expectedly,
Letright initially thrived in the outdoor furniture market,
heavily reliant on wood—a material popularised for its
aesthetic appeal but also associated with increased
environmental degradation.
However, two years after its establishment, Ren Li
witnessed the significant environmental impact of
deforestation caused by his wooden furniture business.
This made him feel guilty and created an urge to take
more mindful actions to reduce environmental
degradation. It sparked an internal battle as he grappled
with the demands of maintaining a competitive and
profitable business in a booming market versus his sense
of responsibility toward environmental responsibility.
After some reflection, he initiated a major change at
Letright by instructing his staff to no longer use wood or
timber in their production, opting instead for more
sustainable materials. In an interview, Ren Li stated that

‘ ‘ | ordered my factory ...don’t use any timber,

don’t use anything which will pollute the

environment like PVC..| said no PVC,

cadmium, or cutting of the trees. We will do

as much as possible to be recyclable

because if something is recyclable... So, we

stopped the purchasing department from

buying any wood... We stopped our sales

company from trying to sell any wooden
products.

In an industry that was deeply rooted and thriving in
wood furniture production, this decision was very
unpopular. There was internal opposition from investors
and other stakeholders who considered the decision
misguided, as well as potential loss of revenue due to
clients departing to seek wooden alternatives elsewhere.
At the time, legal frameworks regarding environmental
protection, especially in China, were still shaky and
sustainable products were still not widely accepted as
wood was still the most preferred material.

Nevertheless, Ren was determined to align his business
with his principles and stood steadfast in his decision to
run an eco-conscious business despite the risks. He
restructured Letright to integrate a dedicated Research
and Development (R&D) wing that reports directly to the
(his) CEQO’s office, the board, and other key shareholders.
The R&D focuses on innovative materials and
technologies that could replicate the aesthetic qualities of
wood without negative environmental impacts. One of
the breakthroughs from these R&D initiatives was the
heat transfer technology, which allowed Letright to
produce outdoor furniture with the look and feel of wood
while using sustainable materials like aluminium and
reusable ocean waste.

While challenging at first, prioritising sustainability
eventually led to product innovations that embody
commitment of responsible practices while meeting
evolving customer expectations. Today, Letright has
grown to become one of the few manufacturers of smart
solar pergolas in the world. Its journey of dedication to
eco-friendly practices and innovation culminated in the
creation of Ombra, a smart solar pergola first created in
2023 and officially launched in April 2024. Ombra's
integration of solar technology with sleek design
addressed customers' aesthetic needs and aligned with
the global push toward renewable energy and sustainable
living. Letright's journey from a crossroad to innovation is
reflected in the company's growth, with over 4,400
patents [16] and global recognition, including the
prestigious iF Design Award for 2020-2024 [17] (see
Figure 3). Ren Li's early struggles and the promise of
eventual triumph (as indicated by Ombra’s initial
favourable outcome) underscore the company's name
philosophy: to "do things right and do the right things”,
ensuring that business is built on environmental
responsibility. The Ombra solar pergola was founded on
this principle and years of research to provide a
prestigious product that ensures an improved outdoor
lifestyle. Letright’'s CEO (Ren) strongly believes in the
potential success of the product and thinks of its
availability in other foreign markets. Considering it is a
relatively new entrant, do the current market dynamics
favour its initial success?

Figure 3- iF Design Awards -Letright Entries 2020-2024
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LETRIGHTS SMART SOLAR PERGOLA:
BRINGING SUSTAINABLE LUXURY TO

OUTDOOR LIVING

riginally, pergolas were more basic structures, mostly

just wooden covers providing shade, a concept that
dates back to Ancient Egypt, around 1400 B.C. [18].
Ancient Rome also embraced pergolas, incorporating
them into their lavish gardens and courtyards, often made
from stone and adorned with grape vines, providing
shade and enhancing the aesthetic of outdoor spaces
[18]. However, incorporating the Centennial Hall in
Wroclaw as a World Heritage site sparked the
modernisation of pergolas in the 21Ist century [19] (see
Figures 4-8 for illustrations).

Figure 4-Ancient Egyptian Pergola

Figure 6-A traditional pergola with a simple structure
and crawling plants for shade

“A journey of a thousand miles begins with

a single step”.
Lao Tzu, Chinese Philosopher

Following continuous research and innovation, modern

pergolas now incorporate advanced materials and
technologies, transforming them into multifunctional
structures that offer a range of outdoor living needs, from
shading and ambience to integrating with smart home
systems. For example, contemporary pergolas have
additional functionalities that include louvred roofs,
electricity supply, and structural sophistication that goes
beyond traditional wooden components. Outdoor
structures, particularly those that offer shelter while
allowing individuals to enjoy the outdoors, have become
increasingly important due to their growing demand [22],
[23]. Assuming the traditional production of pergolas was
something to go by, the growing demand for outdoor
living spaces [23], would put significant pressure on the
environment due to increased production. The growing
demand and the environmental consequences of wood
usage highlight the need for a broader discussion on
sustainable practices within the industry. How can
pergola makers meet this increasing demand while
ensuring minimal negative environmental impact?

In this era of growing demand for outdoor living products
and increased awareness and acceptance of sustainable
products, Letright aimed to seize the opportunity and
create a product that fills the gap. The Ombra, an
ultramodern solar pergola first created in 2023, attempts
to integrate the elements of luxury in outdoor living
structures while maintaining the CEO’s passion for
sustainability and environmental protection in outdoor
living. Letright takes pride in the environmental
consideration approach in its design, as Meo, the Design
Director, reveals: "Environmental protection has been our
core focus for the past decade, and our understanding of
it has evolved. We closely follow these changes and strive
to incorporate them into our designs.” Rather than
incorporating sustainability practices post-production or
as an afterthought, Letright integrates these
considerations in the inception and design phase,
embodying the concept of sustainable design. Moreover,
Ombra is marketed as a luxury product that targets the
affluent through its functional, emotional (prestige) and
environmental values.

As a major, upcoming player in sustainable luxury
pergolas, Ombra’s design reflects thought leadership
combining comfort, prestige, aesthetics, and
eco-consciousness. The name "Ombra" is derived from
the ltalian word for “shadow” or “shade” [24], symbolising
the product's ability to provide shelter from varying
weather conditions while promoting sustainable outdoor
living. It combines technology and aesthetics to create an

@ www.acesinstitute.org

03



all-weather outdoor life, providing users with a
comfortable modular independent space for living,
working, leisure, and entertainment. It is crafted to ensure
serenity, ultimate comfort, weatherproofing, temperature
control, and an immersive yet protected outdoor
experience. Combining recyclable aluminium fittings and
glass walls, solar panels for green energy, smart home
systems, temperature control, and lighting, Ombra offers
a luxurious and aesthetically appealing outdoor
experience that minimises environmental impact.
Letright's design approach is based on research showing
that the development of outdoor spaces is part of a larger
transition toward sustainable communities with a more
flexible work-life, including health and
wellbeing-promoting practices [25]. Unprecedented
weather changes limit human's ability to enjoy the
serenity of the outdoors, which is why Ombra came to
solve this problem and serve as a status symbol to its
uptown clientele. Nevertheless, a pertinent question
remains unanswered: Does an eco-conscious approach to
outdoor furniture design ensure the product's market
success?

Inspired and motivated by Ren Li’s love for outdoor
lifestyle and a passion for environmental protection and
powered by a strong R&D team, the company
incorporates eco-friendly materials and green energy to
promote sustainable luxury in outdoor living, prioritising
luxury and pleasure for high-end clients. The purchasing
director highlights the company’s focus on luxurious
outdoor experiences, stating that: "...from the company's
perspective, we focus on outdoor furniture, promoting a
leisurely lifestyle initiated by the company’'s founder.”
One client who uses it for customers who want to sit
outdoors at his restaurant stated “I needed something like
this, but | was always concerned about the
price..[however], judging by the final usage, it's indeed
been very popular... guests at this table have always
wanted to sit here.” He added that “the last time | met a

Figure 7-A modern pergola with lighting fixtures

Figure 8-A modern pergola with louvred, rotating roof
and air circulation mechanisms

customer, he looked around and then said to me, ‘the
craftsmanship of this observation pergola is quite
exquisite’™.

In addition, it incorporates solar energy generation and
storage for use when there is no sunlight. Instead of the
conventional fixed solar panels, this product uses several
small solar panels fitted into the rotating louvres. This
maximises the ability to generate energy across a longer
duration of the day since the rotating louvres can track
the sun’s rays. This innovation maintains the aesthetic
appeal of traditional pergolas and introduces energy
efficiency by harnessing solar power. The energy
generated can be used to power ambient lighting, air
conditioning, and other devices or even integrate with the
home's electrical system, reducing reliance on the grid
and thereby saving energy costs. Ren Li describes it as “a
good item in terms of conventional outdoor living
because [which] you can block the sunshine from
whatever angle and direction.” The solar louvres are
paired with lithium batteries that store any excess energy
generated during the day, allowing consumers to use the
pergola at night without the need to connect it to the
grid. However, there is a version that does not come with
the solar generation capacity but has a provision for
connecting it to the grid. Does this arrangement
contradict the eco-friendliness purpose of Ombra?

To create an all-rounded product that meets the client’s
aesthetic and functional needs as well as adheres to
international standards for sustainable or green products,
Letright uses materials that meet specific criteria. These
materials are carefully selected to enhance Ombra’s
structural integrity, longevity, elegance, and reduced
environmental impact. It features a frame made of
aluminium-steel alloy and coated with a special tiger
plastic powder. The alloy ensures it is strong yet
lightweight, making it withstand considerable weight
without breaking. Additionally, the alloy is highlight
durable and projected to last for at least 20 years. The
surface coating is also made of highly durable plastic
powder which enhances both the Ombra’s beauty and
insulation properties. It mimics the wooden appearance
of traditional pergolas, increasing its appeal to
wood-loving clientele. The Ombra also features mortised
transparent glass walls which slide open or shut as the
user intends. This feature enhances user experience while
maintaining environmental friendliness, since glass is a
material considered sustainable due to its high recycling
potential [26]. The transparent glass walls also facilitate a
clear view of the natural surroundings, enhancing user
experience.

It also has a roof made of rotating louvres which carry
solar panels for green energy generation and can open or
shut down according to the prevailing weather conditions
or user preferences. It also has motor-controlled blinds
for additional environmental protection protecting the
user from harsh environmental conditions such as UV
radiation and other unfavourable weather conditions. The
blinds can also be fully closed for enhanced privacy if
need be. Finally, the Ombra feature a state-of-the-art
sensing system which automatically detects weather
conditions and deploys any of its automated mechanisms
as needed, such as shutting the louvres or the glass walls,
deploying a humidifier or switching on the air
conditioning system. These features make Ombra an
environmental- and user-friendly product. The key
features of Ombra are summarized in Table 1and shown in
Figures 9-11

@ www.acesinstitute.org
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Table 1. A deeper look: Ombra’s technical and functional properties

Section

Frame
material

Specification

Aluminum-steel alloy

Functionalities

Strong, lightweight, supports over 2.8 tons,
withstands strong winds and snow loads, durable
and resistant to environmental factors.

Surface coating

Reflects sunlight, conserves energy, reduces heat
absorption.

Austrian tiger plastic powder surface coating

Long-lasting, enhances beauty and longevity,
mimics wood appearance, resists environmental
damage for over a decade.

Roof system

Multidirectional rotating louvres

Allows for direct sunlight interaction, ensures no
leaks, features automatic rain detection and
closure.

High-efficiency aluminium alloy solar panels

Generates energy for lighting, temperature
control, and smart control mechanisms, paired
with 14KWh lithium iron phosphate batteries for
energy storage.

Ultra-clear tempered glass (12mm thick)

Provides 360° view, immersive outdoor
experience, strong and durable, integrates sliding
mechanism for easy opening/closing.

Fibre-glass core with UV protection

Provides wind and UV protection, automatic
operation during high wind, ensures privacy.

Glass walls
Motor-controlled privacy blinds Enhances privacy, can be drawn or undrawn for
light and view control.
Transparent glass walls Maximises light transmittance, connects interior
with nature, enhances the outdoor experience.
Energy Lithium iron phosphate batteries (14KWh Provides energy for night-time use, stores solar
storage capacity) energy generated during the day. Up to 5 hours
system of use after the sun disappears.

Environmental
impact

Recyclable aluminium and energy-efficient
systems

Environmentally friendly, reduces energy
consumption, minimises waste and
environmental damage.

Smart control
system

Energy management systems

Ensures optimal operation and energy efficiency

Built-in air conditioning and misting system

Operating between -20°C and 55°C, ensures
comfort in a wide range of weather conditions.

Integrated wind detection system

Automatically raises sunshades during strong
winds.

Automatic rain sensors

Detects rain and automatically closes the
louvres, prevents water leakage.

Source: Solar Yard Pergola (2024)
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Figure 10- Ombra Smart pergola use near a swimming pool

Figure 9- Main Features of the Ombra Smart pergola Figure 11- The disassembled part of the Ombra Smart
pergola
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To source these materials in accordance with the
company principles, Letright follows some laid down
strategies to select and collaborate with trustworthy
suppliers. For instance, their suppliers must possess
certain  certifications that show conformity to
environmental requirements, such as the GRS. Parson, the
Director of the Purchasing Department, explained that
© TIGER COATING “during supplier admission, we require them to meet
environmental requirements, such as basic wastewater

e SRR Lo treatment”. Furthermore, the Director of the Design
|| Jspdahnzinnd,eon el Department revealed that in creating the air conditioning

system, they “co-developed it with suppliers and
registered relevant patents.” Such strategies helped
Letright build a sustainable supply chain system.

B CREEN-POWERED DRIVE

@ www.acesinstitute.org 06



ENSURING SUSTAINABLE

SUPPLIER PRACTICES

he quality and characteristics of the final product

significantly depend on the materials chosen during
design and used during production. Ethical sourcing is
critical in securing materials and products from suppliers
who align with an organization's sustainable goals and
objectives and employ a holistic approach, ensuring that
it considers the environmental and social responsibilities
of its supply chain strategies and activities [28]. Such
practices go beyond Corporate Social Responsibility
(CSR) to ensure adherence to the formal channels of
accountability imposed by local government, the wider
industry, and international standards. Letright's
procurement process involves a comprehensive supplier
management system that includes initial audits,
continuous performance evaluations, and regular
follow-up assessments. This system is crucial in
maintaining the integrity and sustainability of the supply
chain [29]. The supplier audit process involves
inter-departmental collaboration to facilitate the effective
selection of the most suitable suppliers, which involves
production, research and development, and financial
departments in conducting internal evaluations of factory
manufacturing capabilities, quality control capabilities,
processes, and environmental facilities. Jay, the Director
of Planning, Warehousing and Transport revealed the
following:

‘ ‘ We mainly rely on suppliers and service
providers, such as Ningbo Port, which has a
comprehensive internal monitoring system.
Our company also has a system that
records the routes and logistics data
departing from each location annually.
With this data, we can account for energy
consumption and evaluate its impact on
sustainability goals. These data are also
detailed in cost settlement, providing us
with accurate environmental performance
assessments.

This multi-dimensional evaluation ensures that suppliers
meet Letright's internal standards and comply with the
environmental and social responsibility requirements
expected by European and American markets, as Meo, the
Director of Purchasing stated: “currently, we have
obtained GRS certification. Three factories, including
suppliers related to our product, are GRS-certified.”
Letright uses public bidding processes and centralized
bidding systems to ensure fair competition among
suppliers, with sustainability and compliance being
critical evaluation criteria. These evaluations cover
aspects such as product quality, timeliness of deliveries,
and adherence to environmental standards. This rigorous
oversight ensures that the supply chain remains
transparent and that the materials used in their products,
like the solar pergola, continue to meet the company’s
sustainability goals.

Furthermore, the company conducts performance
reviews to determine whether to continue, reduce, or
terminate relationships with suppliers, and as pointed out
by Parson (the Director of the Purchasing Department),
they "conduct annual performance evaluations [to] have
clear seasonal delivery cycles. At the end of each season,
we evaluate supplier performance.” By ensuring all
suppliers meet stringent environmental and quality
standards, Letright can confidently produce eco-friendly
products like the Ombra Solar Pergola, aligning with their
vision of sustainable outdoor living. Despite all these
production-based initiatives, the company still needs to
ensure that its products could meet customer
expectations and preferences. Although the company
seems to be committed to ensuring sustainable practices,
it must also balance it with profitability since that is the
only way it can ensure its business sustainability or
longevity as a venture. A business or product’s
profitability depends largely on its market acceptance
and the corresponding sales, which begs the question: is
the world ready for the Ombra, considering its sophistry
and market price?

@ www.acesinstitute.org
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MARKET READINESS AND ACCEPTANCE:
LETRIGHTS STRATEGIC OPTIONS

Previous studies have shown an increasing demand

for outdoor space and the willingness to pay more
due to various factors, such as outdoor thermal comfort,
spatial comfort, and accessibility (Bowman & Thompson,
2009). Designed to bridge the gap between the human
desire to spend time outdoors and the constraints
imposed by adverse weather conditions [30], Ombra
offers a unique blend of functionality, sustainability, and
luxury. However, while Ombra’'s design may address a
clear need, an important question remains: Is the world
ready for this product?

The discussion surrounding the market readiness for
Ombra requires a critical evaluation of its product
positioning, consumer attitudes and preferences, and the
broader industry trends shaping the outdoor living
industry. Besides the motivation to expand its global
footprint, Letright, through Ombra, could address
domestic circumstances that would drive such scalability.
For instance, urban and residential areas in China feature
high-density and high-rise developments with limited
outdoor space. In big cities where plot ratios exceed 2.0
than that of residential areas, outdoor space is under
significant pressure compared to rural regions [31]. In
their study focusing on Nanjing, Wuxi, and Hangzhou
(where Letright’s headquarters are located), Yang et al.
[31] reported common complaints from residents, such as
the lack of rest areas for adults, scarcity of green spaces,
and insufficient sunshades or rain shelters. Grace, a lawyer
in Shanghai and an Ombra customer echoed similar
concerns, stating, “The only challenge is... China’s
government doesn’t allow us to build freely, even on our
land.” These constraints present an opportunity for
Letright to explore foreign markets, expand its customer
base, and ensure the sustainability of the broader Ombra
vision.

A unique selling proposition offered by Ombra is its
ability to extend outdoor living regardless of weather
conditions. Such capacity resonates with both local and
international markets of pergolas [30]. According to
Letright’s R&D study in the Hangzhou area, adverse
weather limits outdoor activities to 108 days per year. As
one customer noted, it "solves both problems” of rain and
intense sun, allowing guests to enjoy outdoor spaces
without interruption. However, while the product’s ability
to meet functional needs is evident, consumer
acceptance may depend heavily on regional variations in
purchasing power, cultural attitudes, and environmental
awareness. Letright’s Director of the American Market
expressed optimism, highlighting that "customers
increasingly expect products with recyclable materials
and sustainable designs and do not mind paying more for
such preferences”. Similarly, in the UK, where there is a
growing demand for solar energy use [32], the product's
energy efficiency and eco-friendliness position it as
market-ready, as indicated by the Letright’s UK Market
Director who noted that such features "are what
customers are looking for.”

Despite these promising signals, the global market for
luxury sustainable products is complex. In markets like
China, where status-driven consumption dominates,
Ombra’s luxury appeal is significant. As Jay Qiu
(Letright’s Director of Planning, Warehousing, and
Transportation) pointed out, “smart pergolas have some
unique features in China... they embody the concept of
environmental protection, which is not too sensitive to
price for those high-consumption groups”. However, this
may differ in other regions where price sensitivity is a
more pressing concern. A Shanghai lawyer who
purchased the Ombra for his home acknowledged that
while the product offers convenience and aligns with her
green energy values, its high cost made it a “let’s try it”
purchase to see whether it has acceptable value for
money. This sentiment echoes the broader challenge
Letright faces in balancing the product’s luxury status
with accessibility, particularly among groups where
environmental consciousness may not outweigh cost
considerations.

Another critical factor in the global readiness for Ombra is
its positioning as a one-of-a-kind product with few direct
competitors since smart pergolas are just beginning to
emerge. While the Letright’s Director of the European
Market confidently stated, "With this item, you can enjoy
whatever you want... This is why we believe this item will
lead the market and change the style of outdoor living,”
the question remains whether Letright can effectively
communicate this uniqueness to a broader audience.
With this blue ocean strategy, the product's integration of
solar panels, adjustable shading, and green energy can be
viewed as forward-thinking. Still, its success will depend
on Letright's ability to emphasise its long-term value,
both environmentally and economically. For example, its
potential to reduce energy costs, as noted by customers
in China who highlighted the savings from using solar
energy, will need to be one of the key selling points in
regions where sustainability preferences highly affect
consumption practices.

While Ombra's design and concept align with current
market trends toward sustainability and luxury, its success
will ultimately depend on Letright’s ability to navigate the
complexities of global consumer behaviour. The product's
appeal to eco-conscious, status-driven consumers may
drive initial adoption, but widespread success requires a
nuanced marketing strategy emphasising its practical and
environmental benefits. As Letright moves forward, the
challenge will be to ensure that the product’'s premium
price point does not alienate potential customers. The
question might be beyond whether the world is ready for
Ombra but whether Letright can successfully position
Ombra as the solution consumers did not know they
needed. One key issue to overcome is the trade-off
between the benefits (i.e.,, functional, economic,
emotional, and environmental values) gained by
customers versus the costs (i.e., premium prices) they
need to pay.
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DOES OMBRA

PROVIDE VALUE FOR MONEY?

arketed as a sustainable luxury product, Ombra
M offers significant improvements to outdoor living
and promises durability that is believed to justify its
premium prices. Although the product seems highly
relevant to mostly the upper class, where affordability is
rarely an issue, it still faces the complexity surrounding
consumer adoption of new products, particularly due to
factors like value perceptions, consumer scepticism,
expected product wusability, attitudes, habits, and
willingness to buy [33], [34]. Brand recognition, client
trust, and pricing play critical roles in shaping consumer
purchase decisions. These variables contribute to the
complexity, difficulty, and uncertainty in predicting
consumer behaviour for new product adoption, especially
for high-risk and high-involvement products such as solar
pergolas. Setting a price that aligns with consumer
expectations and profitability remains a significant
challenge for businesses like Letright, especially when
introducing innovative solutions to the market [35].

While Ombra addresses a clear market need, the
willingness of consumers to pay the associated premium
price remains in question. Its design and advent can be
considered a timely solution; however, this does not
necessarily mean that consumers want the provided
solutions or are willing to pay for the price it attracts.
Priced between £30,000 (US$39,894.3) and £60,000
(about US$79,999) depending on the size, this amount
seems to attract some tensions from clients, as reflected
in the feedback by some early adopters. For instance, Mr.
Shun, a villa owner in Hangzhou, stated, “This decision [to
purchase the Ombra] was quite simple... | thought the
appearance was nice, a bit more upscale, you know? | felt
it was a bit more high-end compared to others.” Despite
high price concerns, he decided to "try it", noting that its
features and the prestige Ombra presents would compel
him to go beyond his usual spending habits. Similarly, a
restaurant owner expressed hesitation before purchasing
the product, citing concerns about the price, though
ultimately deciding that the value justified the cost. "I'm
quite satisfied with everything else. The only concern was
the price.” These suggest that despite some positive
reflections on Ombra’s values, the price remains a
consistent concern among these early users.

Ren Li, Letright’'s CEO, remains steadfast in his belief that
Ombra’s pricing is justified. He asserted that "it's tough to
have this concept and try to make it happen at an
affordable price, great aesthetic, and value.” However, the
recurring concerns among the early adopters may signal
a broader issue. Despite their satisfaction, these
customers are the first to use Ombra, and their feedback
suggests potential resistance from future buyers due to
the perceived high price. This raises a critical concern for
Letright as they aim to penetrate various new markets:
how can the company effectively communicate the value
and quality of Ombra to potential customers who have
yet to experience the product? Furthermore, how can the
marketing strategy be crafted to avoid alienating clients
who may view the product as prohibitively expensive?
Balancing the perception of premium prices with the
promise of value will be essential to Ombra’s broader
market success. As such, Letright needs to institute
strong strategies to secure Ombra’s competitive position
in the market.
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THE ROADS AHEAD

Continuous Product Improvement

he Ombra’s potential for further improvement lies in

its energy production and storage capabilities. While
the current system is adequate for limited use, the battery
capacity may fall short for extended overnight operation,
particularly for users who wish to enjoy their outdoor
space throughout the night. Recognizing this, Letright's
design team is actively exploring ways to improve and
extend the product. Ren Li, the CEO, has indicated that
future iterations of Ombra will feature increased battery
capacity to better meet customer demands.

With an expanded battery capacity and additional
solar-powered louvres, the Ombra could generate enough
electricity to support a household, with any excess power
stored for later use. This improvement could lead to
indirect cost savings, especially in regions like China,
where electricity rates are lower at night. Users could
charge the larger batteries during off-peak hours and
utilise the stored energy during the day, potentially
reducing overall power costs, even marginally. Energy
efficiency is a crucial factor Letright must continue to
prioritise. Soon enough, the Ombra could not only
enhance outdoor living but also contribute to powering
nearby facilities, such as homes, for lighting and other
low-energy functions or even contribute to the national
grid for some countries.

Letright may also consider exploring more affordable, yet
sustainable materials, which may positively impact on
Ombra’s pricing. Additionally, the company may also
consider scaling up their business and materials supply to
achieve economies of scale, consequentially leading to
lower cost per unit. Although considered “worth the
price” by consumers, some users felt that the current
price could benefit from a downward adjustment.
Working on the pricing can benefit the company even in
their ambition to market the product in other parts of the
world.

Letright faces a pivotal moment as it eyes the global market

with its innovative product, Ombra, a smart pergola
representing a new frontier in outdoor living.

Market Expansion: Wading the Uncharted Waters

inding new markets and customers can be costly and

time-consuming [36]. Letright faces a pivotal
moment as it eyes the global market with its innovative
product, Ombra, a smart pergola representing a new
frontier in outdoor living. The first major challenge it faces
is the uncertainties surrounding all innovative and new
products, which have always been daunting, even for
seasoned organisations. Despite innovation being one of
the major avenues for growth and competitive
advantages, studies have highlighted that new product
development (NPD) faces high failure rates during the
initiation or subsequent commercialization phases, even
after all the testing work (Cooper, 2019). Most innovation
projects have 40-90% failure rates, while NPD initiatives
have reported estimated failure rates between 30% and
90% [37].

Moreover, Letright has to carry the baggage of a first in
the market, first to fail' situation coming from unproved
demands, high initial costs, challenges in gaining access
to the distribution system, and the burden of educating
consumers [38]. However, Letright, like other larger
corporations, might possess superior innovation
management skills that small businesses would struggle
with [39]. Strategies like market research, delaying the
launch, and learning from others have been
predominantly used in market entry, but none is perfect.
Yet, it is widely acknowledged that aligning with
customer needs and desires remains one of the best
defences against market failure [40]. Letright must
consider these issues as it seeks to expand to new
markets, considering that Ombra targets an exclusive,
premium customer base: the affluent, who can afford a
luxurious and leisurely lifestyle.

As the CEO revealed, in addition to cementing its
presence in Western regions like Europe and the North
America, the company is also eyeing other markets like
Africa and the Middle East, regions that bring both
exciting prospects and inherent difficulties. Both markets
(Africa and the Middle East) have unique circumstances
that make them good markets for expansion [41], but
there are some challenges persist, such as Africa’s
developing nature characterised by majorly low-income
countries. Additionally, MENA (Middle East and North
Africa) countries experience some concerns related to
Foreign Direct Investments (FDI), including political and
international relations issues [42]. Letright must carefully
consider these issues as it plans to penetrate these new
markets which could potentially boost its globalisation
dream. In other words, how can Letright best strategize to
successfully penetrate new markets for Ombra and which
other regions would be ideal; why?

Yet, the question remains: Which countries should be
targeted for Letright’s next market entry, and how do they
choose the right business partner in the target country?
As much as identifying the target country is important,
ensuring the business is profitable to realise sustainability
is what will determine its long-term success. Therefore,
how will Letright effectively communicate the value and
intricacies of this new product to a customer base
unfamiliar with such a luxury item? Considering that other
outdoor product manufacturers have also ventured into
sustainable luxury products (including one company
called The Luxury Pergola), there is bound to be
competition in the future. How can Letright position
Ombra to be competitive both in the current markets and
the new uncharted ones? The journey ahead is marred
with uncertainty, but the rewards could be monumental
depending on the strategies adopted.
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