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Fashion Retailing 
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Fast Fashion is the new Paradigm 

Source: Caro & Martínez-de-Albéniz “Operations Management in Apparel Retailing: Processes, Frameworks and Optimization” (2013) 
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A Change of Paradigm 

• Main differences between traditional model and fast fashion 

Traditional Fast Fashion 

Channel Multibrand, franchises, own retail Retail with direct control 

Product Collections Model-color 

Process 
All ready at beginning of the 

season 

Initial push and then 

pull/responsive 

Customer 

perception 

Fixed assortment and discounts at 

the end 
Dynamic assortment 

Source: Caro & Martínez-de-Albéniz “Operations Management in Apparel Retailing: Processes, 

Frameworks and Optimization” (2013) 
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A Change of Paradigm 

• Different inventory profiles 

Traditional Fast Fashion 

January 2013 July 2013 January 2013 July 2013 

Loading of DCs 

and stores 

Discounts 
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Sourcing Choices 
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We Need to Forecast… 

• “However, the reality that is now 
gradually being accepted both by 
those who work in the industry 
and those who study it, is that the 
demand for fashion products 
cannot be forecast.” 

– Christopher et al. (2004) 
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... But Accuracy is Low… 
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… and Commitments are Early 
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… and Commitments are Early 
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production is done 

before the season 

even starts 
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Only 20% can be used to react to market trends 
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Sourcing Choices 
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Quick Response Suppliers 

Designers 

Prototypes 

Purchasing 

Thread 

Supplier 

Cloth 

Producer 

Garment 

Producer 

Other 

Suppliers 

Zara 

Comdipunt 

Supplier 

Customer 

Outsourced 
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Quick Response Suppliers 

Zara/ 

Inditex 

Design 

Cloth 

Production 

Thread 

Supplier 

Garment 

Production 

Garment 

Distribution 

Prototype 

Creation 

Purchasing 

Other 

Suppliers 

Days 0 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 

Zara grants approval 

After Zara approval, 

design, prototype 

and materials 

purchasing can 

proceed instantly 

and simultaneously 

Scale, autonomous 

nature of garment 

producer relationship 

and direct ship to Zara 

then greatly reduce 

production time 
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Operations Strategy 
SO

U
RC

IN
G 

Buy cheap early  Inventory 
risk  Basics 

Buy expensive at the last minute  
Trend 

Off shore low cost – 

Asia 

Local – Europe and 

North Africa 
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Source: Marshall Fisher 

Operations Strategy: 
Match Supply Chain with Product Type 
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An Empirical Study 

• What is the improvement due to Quick Response? 

– What does “improvement” mean? We need indicators 

– What is the improvement rate? We need to compare offshore vs. QR 

– Where is the improvement more significant? We need to understand interactions 
with environment 

• Evidence: one chain, Fall Winter 2008 

Source: Lago, Martínez-de-Albéniz, Moscoso & Vall “The Role of Quick Response in 

Accelerating Sales of Fashion Goods” (2013) 
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The Company in 2008 

• 7 countries 

• 140 points of sale 

• Initially multibrand but by 2008 
only vertically controlled brands 
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Fall Winter 2008 

• Sales of 16m€ 

• 671 SKUs (Model-Color) 

• 985,000 units sold 

• Average price 15.9€ 

• 16% of sales and 24% of SKUs: T-
shirts 

• Suppliers in 14 countries 
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What Indicators? 
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What Indicators? 

• We must take into account 

– Purchase quantity 

– Introduction time 

 

 

 

 

– And the shape of the curve? 
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Speed of Sales 

• A good fit to the curve is the exponential function 

– Goodness of fit high 

– Consistent with disaggregated marketing models (sales are proportional to 
inventory on sale) 

Parameter: speed of sales α, 

% of inventory sold in a 

week 
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Product 2: Bulgaria Estimate 2 
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Speed of Sales 
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Lead Times by Supplier 

• 5 regions 

– W & E EUROPE, N AFRICA, S & E ASIA 

 

• Response times 

– E ASIA: 4-6 months 

– S ASIA: 3-4 months 

– N AFRICA: 1 month 

– E EUROPE: 1 month 

– W EUROPE: 2 weeks 
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Speed of Sales 
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Speed of Sales 
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Controls 

• Quick Response from N AFRICA seems very different to QR from W 
EUROPE: real or an illusion? 

• To evaluate the effect of QR, control by product characteristics: 

– Price/cost 

– Volume 

– Family 

– Color 
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Results 

• Increase in speed of sales compared to E ASIA: 

 

 

 

 

 

 

• Speed of sales are also more stable in QR origins compared to Asia. 

SOUTH ASIA 6% 
NORTH AFRICA 148% 
EAST EUROPE 101% 
WEST EUROPE 86% 

Offshore 

Quick Response 
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Other Factors to Consider 

• Why is QR beneficial? Better products: we cannot guess the right trends 3-
6 months before, but perhaps 2-4 weeks before we can. 

• Impact of the time of introduction? Impact of the time of design? 



Prof. Martínez de Albéniz - valbeniz@iese.edu 

IESE Business School, Univ. of Navarra 

9/10/2014 

p. 29 



Prof. Martínez de Albéniz - valbeniz@iese.edu 

IESE Business School, Univ. of Navarra 

9/10/2014 

p. 30 

Results 
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Results 

• QR is especially useful at the beginning of the season 

– More uncertainty with respect to trends  better to think about “continuous 
seasons” to get the start right 

• At the end of the season, products from Asia have the information about 
the right trends. 
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Conclusions 

• Lead time has a large impact on product success. 

• We quantify the advantage of QR: we can use it to optimize which 
product should go to which supplier/source. 
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Opportunities 

• We need more empirical work to identify the key drivers of product 
success 

– Other indicators that are relevant: traffic, cross sales? 

– Other drivers of success: “Trendiness” (age), variety, availability (inventory depth), 
display? 
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Diamonds 

We Found Love 

Where Have You Been 

Princess Of China 

Stay Feat. Mikky Ekko 

Only Girl (In The World) 

Where Have You Been (Hardwell Edit) 

Rude Boy 

S&M 

Weeks 

Appearances on 40 radio 
stations in Spain (plays/week) 
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