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Week 8 – Sourcing & Transparency

We will look at possible sourcing routes available to retailers and 

regional strengths & weaknesses. Transparency is also becoming an 

important part of sourcing strategies. We will look at what is involved 

and how retailers are held to account for their sourcing behaviours.
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The buyer now has the “shopping list” of what they need to buy. All they need to do 

is buy at a good price….

Simple???

A buyer must consider multiple factors when looking for a good supplier
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It is likely that a high percentage of the range already has a suitable source.

A buyer will conduct an assessment with the trading team (merchandiser, designer and 

technologist) to decide if the current supply base is suitable. They will assess:

● Costings

● Sampling

● Product Innovation

● Critical Path management

● Adhering to policy

● Quality / Customer Returns

● Sustainable and ethical policies

● Factory Audits

● Future growth & alignment
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Once the assessment has been made, suppliers are allocated a red, amber, green status:

= Grow 

= Maintain

= Decrease or Exit
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Sourcing

Sourcing new suppliers is usually the job of  a sourcing team which is an 

independent team who support the buying team.



DMU Fashion Management

What is sourcing?

Sourcing: a set of business processes and activities by which businesses acquire and 

deliver components or fully finished products or services from outside of the 

organization, with the objective of:

Finding, evaluating, and engaging suppliers for appropriate goods and 

services to achieve long-term competitive advantages. 
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Critical Path

Sourcing a new supplier can happen at any point through the buying process and 

the need for a new supplier can be triggered by a number of different factors:
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Reasons for needing to source a new supplier:

● New product requirements

● Increasing capacity

● Political instability

● Increased costs (unfavourable exchange rate, increased labour costs, local yarn costs)

● Sustainability strategy

● Ethical policies

● Future proofing / product innovation

● Capabilities (digital printing, NFT development, DTC - Direct to Consumer)

● Lead times

● Suppliers producing for competitors

● Exiting/disengaging an existing supplier
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It is very important that the supply base case can:

● Achieve the right price

● Deliver the desired product

● Manage the required quantities

● Work within required lead times

● Provide transparency for any claims they make ie sustainability and factory audits
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Any Questions or Comments?
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Finding a Source

Sourcing objectives will differ depending 

on the buyers requirements
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Factories are specialists and vary in skills. 

A good supplier will invest in the future: products, sustainability, ethical sourcing and stable costs
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Price can be impacted by:

● Fibre & Yarn - a factory with it own spinning mill 

can offer lower prices than those who don’t

● Living wage / labour costs - directly impacts how 

much a factory owner must pay workers

● Procedures - a factory who has a highly 

automated & organised system can offer lower 

costs because they save on labour costs

● Duty - some countries do not have a free trade 

agreement with the UK and buyers are charged a 

% duty to import goods (ie India & Bangladesh)

● Supplier margin
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Suppliers are set up to manage different volumes of orders

Luxury fashion specialise in sourcing, 

innovation, detail & development
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In general, Bangladesh 

factories are set up to produce 

volume.
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Freight times are another key factor as this impacts lead times. Short lead times mean buyers can 

react quickly to trends

There are 3 methods of transport that 

are used by UK buyers:

1. Air

2. Truck

3. Sea
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Asia
● Domestic supply

Europe
● China

● Cambodia

● Mayanmar

● Vietnam

● Indonesia

● Sri Lanka

● India

● Pakistan

● Portugal

● Turkey

● Morocco

● Egypt

● UK

● Italy

USA
● Mexico

● Guatemala

● Honduras

● Asia
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Any Questions or Comments?
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Each country often has their own specialist product areas which usually evolve from its natural resources or social or political

structure. Eg, China: great innovation and huge breadth of sourcing capabilities from soft apparel to accessories, plus cotton 

and polyester fibres and fabric development. India & Pakistan has a rich crop of cotton. Bangladesh produces large volumes at

low prices. Europe has lower MOQ’s and shorter lead time to EU therefore useful for quick reaction and Open to Buy (OTB)

When choosing the right source for the range, buyers will take in to account the following:
● Factory capabilities

● MOQ’s

● Price

● Lead times

● Other customers (retailers)

● Relationship status

● Social & Ethical sourcing status

It is good practice to conduct a PESTLE analysis to help with the decision making. PESTLE is a mnemonic, which stands for:

● Political

● Economic

● Social

● Technological

● Legal

● Environmental
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PESTLE analysis - Examples of questions to ask:

● What is the country's political situation? Is it stable? How will it impact the business? What are the 

risks?

● Clothing, Textiles & Bags are Myanmar's 2nd 

biggest export

● Since the take over by the military in 2021, 

retailers and brands have been concerned 

about being connected with suppliers whose 

manufacturing practices do not reflect their 

CSR policies.

● The WTO may review its current duty-free, 

quota-free access for all exports (except arms 

and ammunition)

● Retailers are starting to find other sources

Myanmar coup will hamper apparel sourcing (textiletoday.com.bd)

https://www.textiletoday.com.bd/myanmar-coup-will-hamper-apparel-sourcing/#:~:text=As%20a%20result%2C%20at%20the%20time%20of%20the,orders%20from%20the%20country%20because%20of%20political%20risk.
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Sourcing from a country who’s ethical policies may differ from UK sourcing 

requirements

What is SMETA?

SMETA (Sedex Members Ethical Trade Audit) is an audit method used across 150 countries to evaluate all aspects of 

responsible business practice in global supply chains. Specifically, the 4-pillar SMETA encompasses labor standards, 

health and safety, the environment, and business ethics. The Supplier Ethical Data Exchange (Sedex) developed SMETA 

for suppliers to share ethical practices and reduce audit duplication, saving time, money, and resources.
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A SMEETA audit looks at the following aspects of a supplier:

Environment

● Management Systems and Training

● Greenhouse Gas Emissions and Energy Usage

● Air Emissions

● Water Management

● Waste Management

● Packaging

● Pollution Prevention

● Other Raw Materials

● Transportation
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Social

● Workplace Management

● Health and Safety

● Emergency Management

● Forced Labor

● Child Labor and Young Workers

● Discrimination

● Freedom of Association and 

Collective Bargaining

● Harassment and Abuse

● Compensation

● Hours of Work

Governance

● Accountability

● Grievance and Remediation

● Supplier Management

● Stakeholder Engagement
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After the SMETA

● Review the SMETA report for recorded non-compliances (e.g. failing to meet local and national regulatory requirements), 

raised observations (e.g. no system in place to monitor performance), and good examples or exceptionally good 

performance of the four key pillars.

● Implement the corrective action plan and validate its effectiveness.

● Perform SMETAs annually or biennially to continuously optimize your supply chain and improve your demonstration of 

responsible business practice.

Further Reading

Free SMETA Audit Checklist | PDF | SafetyCulture

https://safetyculture.com/checklists/smeta/#:~:text=A%20SMETA%20checklist%20is%20used,the%20environment%2C%20and%20business%20ethics.
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PESTLE analysis - Examples of questions to ask:

● Are there any new or pending legislations which may impact the industry?

A free trade agreement 

(FTA) between UK & 

India will see the end 

to the current 7.6% 

duty which buyers add 

to their cost prices from 

the India factories

UK Trade with India | Deloitte UK

https://www2.deloitte.com/uk/en/pages/tax/articles/uk-trade-with-india.html
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PESTLE analysis - Examples of questions to ask:

● How stable is the cost of living? Are wages stable?

Rise in cost of living will 

put pressure on factory 

owners to increase their 

wages. 

Workers wages are a 

direct component when 

costing a product. So an 

increase in wages will 

therefore mean an 

increase in garment cost.
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PESTLE analysis - Examples of questions to ask:

● How stable is the cost of living? Are wages stable?
Cost of living increase in the 

UK forces Dr Martens to 

increase their retail price.

This contributed to the drop in 

share value.

Owner believes customers will 

not be put off by this move.

https://www.dailymail.co.uk/money/marke

ts/article-11467183/Surging-costs-falling-

demand-boot-Dr-Martens.html
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PESTLE analysis - Examples of questions to ask:

● How stable is the exchange rate?
Buyers have the option of trading in any of the 

following currencies:

● Local currency

● USD

● GBP

● EU

A currency which fluctuates too much poses a 

risk because of the time delay in booking an 

order and paying a cost.
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PO 

raised 
Retailer 

pays 

factory

Manufacturing Shipment & Supplier invoices 

retailer

May June July DecOctSeptAug NovJune

$1= £0.68 $1= £0.92

Example of UK retailer trading with a supplier in USD:

If a buyer negotiates a price for a t-

shirt for $1 and places 500,000 

units. The order value is the 

equivalent of $500,000 or £340,000 

(£0.68 x 500,000). £340,000 is the 

agreed cost price.

With movement in rate of 

exchange, the cost in GBP 

is £460,000
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What's the impact to the business??

Let's say that the range of t-shirts has been signed off to sell at £3.50 each. 

The cost is £0.68 at the time of placing the PO. 

Gross profit is £2.82 (£3.50 - £0.68)

Total profit is £1,410,000 (£2.82 x 500,000)

If at the time of payment a change in rate of exchange means the pound is worth £0.92:

Gross profit is £2.58 (£3.50-£0.92)

Total profit is £1,290,000 (£2.58 x 500,000)

The difference in exchange rate means the buyer is delivering £120,000 less than what was signed off 

by the business (£1,410,000 - £1,290,000)

In this case, the retailer may choose to increase selling prices which could mean the number of t-shirts 

sold at full price is less than planned.
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PESTLE analysis - Examples of questions to ask:

● Where is the country positioned in the global sourcing trend?

“The Old Silk Road” was a the first 

trading route established 5th Century BC 

stretching from Persia to Europe. It later 

included India and Africa. This laid the 

foundations for a bridge between East & 

West trading routes. 

Initial trade was with tradesmen in the 

west swapping cotton & horses for silk & 

jade from the east.

As empires rose & fell, each nation 

ensured they were protected as it was a 

valuable route for economic trade.
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As global economics and politics change, so does the dynamics of global sourcing.

● Hong Kong was once a focus 

for China apparel sourcing. This 

is now more widespread across 

China.

● China owned businesses are 

expanding in to other countries 

where the cost of living is lower.
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PESTLE analysis - Examples of questions to ask:

● What are the cultural and demographic trends? Holiday periods which may impact lead times.
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PESTLE analysis - Examples of questions to ask:

● What micro changes are happening? Changes within individual factories can impact supply routes:

○ Change in management

○ Competitor changes

○ Improved machinery

○ “Downtime” advantages
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PESTLE analysis - Examples of questions to ask:

● What are the technological advances are being made and how will this affect the structure of 

supply? Machinery, automation. Print processes ie digital printing

Lay plan A Lay plan B
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PESTLE analysis - Examples of questions to ask:

● What consumer laws need to be taken in to account. What other policies need to be considered? Ie 

retailers workers rights policy. Buildings safety
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In cases such as consumer safety, it is vital that suppliers can 

demonstrate they follow due process and regulations required by the 

retailer and are open and transparent with their processes, testing, 

recording and monitoring their production line.

Retailers often conduct unannounced audits on suppliers or issue 

spot-check requests on audit or testing documentation. Failure to 

comply in a timely manner and fulfil the requirements can mean the 

supplier is immediately disengaged and stock must be destroyed.
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Retailer Test Requirements
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PESTLE analysis - Examples of questions to ask:

● Which suppliers have the most vertical route? A vertical route offers stability, visibility & control
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Any Questions or Comments?
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Once a new supplier has been identified, the buyer can begin the onboarding process.

This can be lengthy depending on individual retailers requirements

● Buyer raises a business case to justify onboarding a new supplier

○ New product

○ Sales value

○ Long / Short term partnership

○ Sample assessment

○ Factory audits

○ Factory visit
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Any Questions or Comments?
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For a supplier to be signed off they must:

● Provide profitable costings

● Work to a compatible lead time (time takes from PO raising to shipment)

● Good communication skills

● Pass factory audits

● Have adequate production capacity

● Have future plans & policies which align with the retailer
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Once signed off, a factory will usually be introduced slowly to minimise any risk to sales whilst they are 

getting used to working together. The sourcing team will often conduct unannounced factory visits to 

check their compliance. Buyers will aim to grown the business steadily to mitigate any risk.
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Any Questions or Comments?
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How does this apply to me?
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As Primark work on a tight margin, 

they haven’t been able to absorb the 

difference in cost between factories 

so have had to pass this on to the 

customer.

This makes their price architecture 

(pricing range) confusing to the 

customer.
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The equivalent coat from H&M is made in China (so no risk). H&M have been able to 

maintain a stable retail price throughout the season.
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My recommendation would be for Primark to quickly establish a source for AW24, this 

may mean that they are unable to place the volume they usually would in “downtime”. 

This could have an impact on cost. To mitigate cost impact, they could focus on design 

and product development which would offer the customer value for money.
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Any Questions or Comments?
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The Rana Plaza Disaster in 2013 was the start of change… 
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8 Stories - Rana Plaza Video

https://vimeo.com/79092132

https://vimeo.com/79092132
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https://hmgroup.com/sustainability/standards-and-policies/code-of-ethics/

https://hmgroup.com/sustainability/standards-and-policies/code-of-ethics/
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https://corporate.primark.com/en-gb/a/primark-cares/sustainability-report/our-ethical-approach

https://corporate.primark.com/en-gb/a/primark-cares/sustainability-report/our-ethical-approach
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https://globalsourcingmap.primark.com/
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https://www.balenciaga.com/en-gb/sustainability-3

https://www.balenciaga.com/en-gb/re-sell-program

https://www.balenciaga.com/en-gb/re-sell-program
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https://www.ysl.com/en-us/sustainability-standards

https://www.ysl.com/en-us/sustainability-standards
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https://sheingroup.com/code-of-

ethics/#:~:text=All%20employees%2C%20contractors%2C%20suppliers%2C,accepting%20improper%2

0payments%20and%20benefits.&text=We%20are%20committed%20to%20creating,respect%20individu

als'%20dignity%20and%20values.

https://sheingroup.com/code-of-ethics/#:~:text=All%20employees%2C%20contractors%2C%20suppliers%2C,accepting%20improper%20payments%20and%20benefits.&text=We%20are%20committed%20to%20creating,respect%20individuals'%20dignity%20and%20values
https://sheingroup.com/code-of-ethics/#:~:text=All%20employees%2C%20contractors%2C%20suppliers%2C,accepting%20improper%20payments%20and%20benefits.&text=We%20are%20committed%20to%20creating,respect%20individuals'%20dignity%20and%20values
https://sheingroup.com/code-of-ethics/#:~:text=All%20employees%2C%20contractors%2C%20suppliers%2C,accepting%20improper%20payments%20and%20benefits.&text=We%20are%20committed%20to%20creating,respect%20individuals'%20dignity%20and%20values
https://sheingroup.com/code-of-ethics/#:~:text=All%20employees%2C%20contractors%2C%20suppliers%2C,accepting%20improper%20payments%20and%20benefits.&text=We%20are%20committed%20to%20creating,respect%20individuals'%20dignity%20and%20values
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Forming an opinion can be difficult as the definition of ethic and sustainability 

can be subjective. Use credible websites to research and challenge your 

findings.

https://goodonyou.eco/

https://goodonyou.eco/
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https://goodonyou.eco/news-edit-14-august-23-2/
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It is easy for a retailer or brand to make 

claims of sustainability or ethical policies, 

but it’s key to understand how they 

measure their actions and how transparent 

they are. 

There are a number of corporations which 

exist to help retailers measure and employ 

more sustainable & ethical policies…
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https://sdgs.un.org/goals

https://sdgs.un.org/goals
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https://apparelcoalition.org/tools-programs/higg-index-

tools/#:~:text=The%20Higg%20Index%20is%20a,and%20measuring%20areas%20of%20improveme

nt.

https://apparelcoalition.org/tools-programs/higg-index-tools/#:~:text=The%20Higg%20Index%20is%20a,and%20measuring%20areas%20of%20improvement
https://apparelcoalition.org/tools-programs/higg-index-tools/#:~:text=The%20Higg%20Index%20is%20a,and%20measuring%20areas%20of%20improvement
https://apparelcoalition.org/tools-programs/higg-index-tools/#:~:text=The%20Higg%20Index%20is%20a,and%20measuring%20areas%20of%20improvement
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https://www.patagonia.com/social-responsibility/

https://www.patagonia.com/social-responsibility/
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Patagonia Video

https://apparelcoalition.org/tools-programs/higg-index-

tools/#:~:text=The%20Higg%20Index%20is%20a,and%20measuring%20areas%20of%20improve

ment.

https://apparelcoalition.org/tools-programs/higg-index-tools/#:~:text=The%20Higg%20Index%20is%20a,and%20measuring%20areas%20of%20improvement
https://apparelcoalition.org/tools-programs/higg-index-tools/#:~:text=The%20Higg%20Index%20is%20a,and%20measuring%20areas%20of%20improvement
https://apparelcoalition.org/tools-programs/higg-index-tools/#:~:text=The%20Higg%20Index%20is%20a,and%20measuring%20areas%20of%20improvement
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https://makeitbritish.co.uk/opinion/rana-plaza-ten-years-on/
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Homework

Choose 3 retailer and research their ethical & 

sustainability policies available on their website

1. Luxury Brand

2. High Street Brand

3. Discounter / Fast Fashion

Lets discuss in next weeks lecture
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Next week we will run through examples 

of past papers and discuss the 

preparation needed for the online tutorials 

on 8th & 15th Dec
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Thank you & have a great 

weekend!


	幻灯片 1
	幻灯片 2
	幻灯片 3
	幻灯片 4
	幻灯片 5
	幻灯片 6
	幻灯片 7
	幻灯片 8
	幻灯片 9
	幻灯片 10
	幻灯片 11
	幻灯片 12
	幻灯片 13
	幻灯片 14
	幻灯片 15
	幻灯片 16
	幻灯片 17
	幻灯片 18
	幻灯片 19
	幻灯片 20
	幻灯片 21
	幻灯片 22
	幻灯片 23
	幻灯片 24
	幻灯片 25
	幻灯片 26
	幻灯片 27
	幻灯片 28
	幻灯片 29
	幻灯片 30
	幻灯片 31
	幻灯片 32
	幻灯片 33
	幻灯片 34
	幻灯片 35
	幻灯片 36
	幻灯片 37
	幻灯片 38
	幻灯片 39
	幻灯片 40
	幻灯片 41
	幻灯片 42
	幻灯片 43
	幻灯片 44
	幻灯片 45
	幻灯片 46
	幻灯片 47
	幻灯片 48
	幻灯片 49
	幻灯片 50
	幻灯片 51
	幻灯片 52
	幻灯片 53
	幻灯片 54
	幻灯片 55
	幻灯片 56
	幻灯片 57
	幻灯片 58
	幻灯片 59
	幻灯片 60
	幻灯片 61
	幻灯片 62
	幻灯片 63
	幻灯片 64
	幻灯片 65
	幻灯片 66
	幻灯片 67
	幻灯片 68
	幻灯片 69
	幻灯片 70
	幻灯片 71
	幻灯片 72
	幻灯片 73
	幻灯片 74
	幻灯片 75
	幻灯片 76
	幻灯片 77
	幻灯片 78
	幻灯片 79

