A simple analogy'is wrth an oil pipeling.’ Imagine a plpellne from. & refinery to a
port thatis-500 kitometres long. 4n.normal conditions there will be'500 kilometres ™
equivalent of oil-in the pipeline. [t there is.a- change in‘requirement at the end of-the;’
pipeline {say, for a different grade of oil) then 500 kilometres of the ‘original grade
has to be pumped through before the changed grade reaches the point of demand.

In the case of the logistics pipeline, time is consumed not just'in slow-maoving
processes but also in unnecessary stock holding — whether it be raw materialg;
work-in-progress, waiting at a bottleneck or finished inventory. By focusing on
improving key supply chain processes companies can dramatically improve their
competitiveness, as the case of Johnstons of Eigin (see box below) illustrates. -

Many trad:tlonal manufacturers were not able fo: wrthstand thls competmon and

steady decllne in the' UK knltted garment mdustry ‘which: had been evrdent for.’
Bars.— Iooked set o contlnue : 7
‘ohnstons of Elgir.was not. immune-from thls competltlon pressure and’in 2006 .
aw lts prct“ ts fall from-£2.2m to ESSES 000.

a4 shrft af facus

i ‘any years Johnstons had been predomlnantly a menswear busrness with
ghly: stable. products with leng life cycles (e.g. suiting fabrics), but over time the
'ccmpany has become predomiinantly a-womenswear business. with a higher fash-
content and with much shorter life ¢ycles. At the same. time, there had been a
ansition from a-business: producing mainly standard products on  repetitive basis
'afmuch more customised product base, often made ag own- -abels for major
fashion houses such.as Hemmnes.

As.a result, des:gn had-become-a-much more critical element in the product
evelopment process. |t'was aiso recognised that becoming a design-led company
Id-provide a powerful platform for competing against low-cost country sources.
“However, it was not sufficient to be innovative in‘design if new. products could not
=] |ntroduced rapldly and production adJusted qwckly to-match uncertain demand

Johnstons of Efgin
Johnstons of Elgrn can trace.its hlstory back tc 17'97 when Alexander Johnston
took a lease ona woclien factory at: Newmlll in Aberdeenshlre Scotland Owvi
hundred years later, the mill of Johnstons of. Elgin is still on the same site and.is the
UK's last remaining vertlcally integrated: woollen il the only m;ll il to: carry out all
the processes from the receipt of raw. materlals to fi nlshed product at a'single locatlon :
In the mid-nineteenth century. the company. developed a successful busm
producing Estate Tweeds’, Estate tweeds are a derivative of ‘tartans., Tartan ,
distinctive plaid tradltlonally wom by Scottrsh hlghlanders to:dencte their clan “Th
* patterns-of Estate Tweeds were specmc toran’ |ndl\r|dual estate an estate’b
a-(usuatly) large house.or castle with S|gnn‘|cant land attached The people: ‘WA
worked on that estate would often wear clothes made from the custom -designe:
and produced tweed This: proved to be avery successful line for Johnstons an
still produced. today to specmc customers orders o ‘ ;
At the' same time the company . had begun to lmport cashmere and slc
developed a range: of fine woven cIothes made from this fibre. Much later, in197 :
Johnstons entered the cashmere knlttlng |ndustry through a separate factor r
HaW|ck in‘the Scottlsh borders. : :

4 -based campetrtmn '

s common in the textile and apparel imdustry, generaliy the time from desrgn to
arket was often | engthy at' Johnstons, Partly this was caused by the lanelelllty
tradltlonal production’ and finishing processes, but aisc a significant cause
elay was the need to produce samples of the finished fabric for clients and
A to make frequent changes to the design of the preduct at the request of
those clients,

Not-only did these delays add significantly to the- Cost (the cost of a sample
ight -be in the region of £80 a. metre) but also it meant that the time-to-market
as extended As Johnston's traditional markets became much mere fashicn-
|ented with shorter life cycles, timing becomes criticat and hence there was a
owing recognltlon in the busmess that there was a pressing need to reduce
Iead -times.

5 competition increased and as many-of the praduct categories {e.g. a plain
cashmere scarf) had become, in effect, commodities, it was recognised that desrgn
an increasingly important source of differentiation.

There was an -emerging view that the current design process might be an |nhlb|—
or.to' greater. agility. Whilst a number of inncvations.had occurred in manufactunng,'
g; the introduction of late-dyeing of yarn and the- purchase of new eqguipment that
can produce in sma!ler batches, design still tended to follow a fixed cycle.

5Fcr their awn range of products (as distinet from those manufactured for other
customers) their design process followed a regular cycle work on‘new designs and.
lour ideas beglns in February, June is the deadline for the first review of new
product ldeas w:th a'sign off at the end of August. Tnese products would appear

The rmpact of low-cost campe tition

For many years cashmere-based products had tended to be highly prlced and
aresult bought only by a more affluent custormer, However, with the | increasing: glo
balisation of markets, partly influenced by the reduction or removal of trade barners
new saurces of low-cost competition began to emerge as the twentieth conti)
moved to a close. Products labelled as ‘cashmere’ vere now selllng in supermar
kets in western countries for-a fraction' of the price that traditional manufacturer
and retailers were charging. Admittedly many of these low-cost |mports were.nof
the same quality and contained only enough cashmere wool to enable them Ieg b
to be labelled as cashmiere; however they: very quickly had a severe impact.on th
sales of UK—produced cashmere products For example; in 2008 a cashmere pa
-mina could be bought in Tesco for'e29 compared to as. much as E2OD in a depa
ment store such as l-larvey Nlchols :
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