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DEVELOPING A MODEL TO COMPARE THE PERFORMANCE
ATTRIBUTES OF APPAREL RETAILERS USING SCOR MODEL AND
AHP: A CASE STUDY
SUMMARY
Varied companies in a growing number of industries should understand and manage
their role in a supply chain to remain viable and competitive. To succeed in today‘s
competitive environment, textile garment indusry must also become similarly adapt
at supply chain management, understand changes in the market and adapt rapidly to
meet and exceed their customers‘ requirements. Most of the leading firms in the
world have already realized the importance of a well-coordinated supply chain and
are renowned for their supply chain such as ZARA, Hennes & Maurity (H&M).
Especially, the competitive advantage of ZARA, a strategic unit of Inditex group, in
terms of its innovative marketing strategy and unique supply chain operation will be
examined.
As mentioned, in order to stay in today‘s competitive market, the firms need to adapt
to the innovations. They try new approaches and put the successful ones into
application. Recently, one of the widely used approaches is Supply Chain Operations
Referance (SCOR) model which was developed by the Supply Chain Council (SCC)
in 1996. SCOR model integrates most of the business processes of an organization in
a cross-functional framework which contains standard descriptions of management
processes. Nowadays, its usage and importance among firms and also the
academicians have been augmenting due to its benefits of the usage in manufacturing
and service systems of the industry and also its rich features which have been
developed continously according to the requirements. Ten major revisions have been
made until the time of the writing of this thesis. So, the discussion throughout this
thesis is based on version 10 ( Supply Chain Council, 2011) as this was the latest
released version which have been obtained when I was a member of the SCC
between year 2011 and 2012. It should be known that only registered members have
access to the SCOR-model.
The Analytic Hierarchy Process (AHP) is a well-known decision making support
method that addresses many problems such as comparing the retailers according to
their succeed. In this context, a questionnaire is prepared in order to ask to the
experts which have been working at the supliers of the mentioned retailers and the
results are evaluated by using AHP.
In this study, supply chain and textile supply chain management are described
briefly. Then benchmarking is mentioned incluiding its definition, processess,
benefits and also methodology. Followingly, the retailers which will be referance of
the application part, is given and especially ZARA is described in detail and then
SCOR model, one of the approach of the supply chain management is investigated.
As a project application, the adaptatıon of the SCOR-model to the textile garment
xix

supply chain in order to compare the retailers according to their performance
attributesusing AHP is made.
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HAZIR GĠYĠM PERAKENDECĠLERĠNĠN PERFORMANS
ÖZELLĠKLERĠNĠN SCOR MODELĠ VE AHP KULLANILARAK
KARġILAġTIRILMASI ĠÇĠN BĠR MODEL GELĠġTĠRĠLMESĠ: BĠR VAKA
ÇALIġMASI
ÖZET
Sürekli büyüyen endüstri sektöründe ki çoğu şirket, rekabet edebilmek ve hayatta
kalabilmek için tedarik zincirinde ki rolünü iyi anlamalı ve yönetmelidir. Günümüz
rekabetçi koşullarında başarılı olabilmek için, tekstil hazır giyim sektörü de aynı
şekilde tedarik zinciri yönetimine uyum sağlayıp, pazardaki değişimleri anlayıp,
müşteri istek ve beklentilerine hızlı bir şekilde cevap verebilmelidir. Ġşletme
yöneticileri en yeni ve en doğru stratejiyi belirlerken karşılarına çıkan en önemli
sorunlardan bazıları sürekli değişen müşteri istekleri, müşteriler tarafından beklenen
ürün çeşitliliğinin sürekli artması, yeni stratejilerin uygulama zorluğu ve
küreselleşme olarak sıralanabilir. Bu gibi engeller işletmeler tarafından aşılmalıdır;
aksi takdirde rekabetçi ortamda hayatta kalabilmesı, varlığını sürdürebilmesi söz
konusu olamaz.
Hazır giyim sanayi kavramı önceleri sadece gereksinim olarak karşımıza çıkarken,
günümüzde bu anlayış değişmiş ve her dönem kendini geliştirmiştir. Hazır giyim
sanayinin önemi, tasarımın, üretimin ve pazarlamanın sürekli yenilenmesi ve
gelişmesiyle özelllikle son yıllarda oldukça artmıştır. Günümüzde değişim ve farklı
ürünlere talebin sürekli arttığı müşteri isteklerine cevap vermek üzere hızlı moda
kavramı oluşmuştur. Hızlı moda, müşterinin mevcut veya gelecek dönem için olası
isteklerini belirleyerek, bu doğrultuda tasarım, üretim, pazarlama arasındaki ara
birimlerin müşteri baz alınarak düzenlenmesi ve her dönem değişmesidir. Bu anlayışı
özümseyip pazardaki varlığını sürdürebilen firmalar, başarı çizgilerini sürekli ileriye
taşımaktadırlar.
Küreselleşmeyi göz önünde bulundurursak hazır giyim sektörü de dahil olmak üzere
işletmeler, varlıklarını sürdürdükleri pazarda rekabet yapısının sürekli değişerek olası
şeklinden sapması işletmelerin ayakta kalabilmeleri için başarılı bir Tedarik Zinciri
Yönetimi (TZY) ile farklılaşmalarını gerektirmektedir. Bu bağlamda hazır giyim
sektörü de çeşitli alanlarda kendini geliştirmiştir. Müşteri isteklerine en kısa sürede
cevap verebilmek adına, geleneksel TZY olarak karşımıza çıkan itme sistemi (push
system) anlayışı yerini çekme sistemine (pull system) bırakmıştır. Ġtme sisteminde
odak noktası aracılar olurken, çekme sisteminde nihai müşteriler olarak
belirlenmiştir. Çekme sistemi sayesinde sürekli değişen müşteri isteklerine cevap
verebilme zamanı kısaltılabilmekte, aynı zamanda bu değişimlere esnek yanıt
vermeyi mümkün kılmaktadır. Az parti miktarı, sipariş artışına göre üretim oranını
yükseltme çekme sistemi ile düzenlenebilmekte, üretim de öncelikleri istenen
siparişlere göre belirlenebilmektedir.Bu faktörlerin hızlı giyim sanayi için önemleri
yadsınamaz.
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Tedarik Zinciri Yönetimi sistemi, işletmeler arasında hızlı ve esnek bir koordinasyon
sağlar. Tedarik Zinciri Yönetimi‘nin benimsenmesindeki en önemli etkenler rekabet
avantajı ve performans artışı sağlaması olarak belirtilebilir. Tedarik zinciri üyeleri
arasında işbirliği, tüketici talebinin daha hızlı karşılanması için kritik rol
oynamaktadır. Tekstil hazır giyim sektöründe, tüketici talebinin daha hızlı
karşılanmasının pazarda başarılı olma üzerinde çok önemli bir rolü vardır ancak bu
kritere gerekli önemi veren çok fazla sayıda şirket bulunmamaktadır. Üretim süresi,
koleksiyon hazırlama dönemi ve sıklığı, yeni gelişmeleri ve gündemi sürekli takip
etmek, depolama zamanı gibi kriterler hazrı giyim sektörü için özellikle son yıllarda
oldukça değişikliğe uğramıştır. Geçmişte kaliteli ürünler cazip haldeyken günümüzde
bu önemli kriter yerini tasarıma ve ürün çeşitliliğine bırakmıştır. Gündemi ve modayı
sürekli takip ederek bunu ürünleri ile buluşturabilen ve bu ürünlerini makul fiyata
satışa çıkarmayı başarabilen firmalar başarıya ulaşma yolunda önemli bir adım atmış
oluyorlar.
ZARA, Hennes & Maurity (H&M) ve Marks& Spencer (M&S) gibi dünyada önde
gelen bazı parekendeciler, profesyonel bir şekilde organize olmuş tedarik zinciri
öneminin farkındadırlar ve tedarik zincirleri ile isimlerini duyurmuşlardır. Bu
çalışmada özellikle ZARA şirketi detaylı olarak tanıtılacaktır. Inditex Grubu‘nun en
önemli zinciri olan ZARA‘nın rekabetçi avantajları, yenilikçi pazar stratejisi ve
benzerine nadir rastlanan tedarik zinciri yönünden irdelenecektir. Bu şirket
koleksiyonlarını iki hafta içerisinde tasarladıktan sonra üretip, mağazalarda satışa
sunabildiği için tüm dünyada başarısının ardında yatan etmenler konuşuluyor ve
çoğu şirket bu başarılı şirketi kendilerine referans olarak alıyorlar. Tezimde de
referans olarak seçilip, tedarik zincirinin irdelenmesinin altında yatan etmenler dünya
çapında çok başarılı bir şirket olmasıdır.
Bu çalışmada, seçilen üç başarılı hazır giyim şirketinin güçlü ve zayıf yönleri,
kıyaslama (benchmarking) yöntemi ile değerlendirilmiştir. Kıyaslama yönteminin
faydalarından bazıları işletme performansını iyileştirme,bir işletmeninrakiplerine
oranla güçlü ve zayıf yanlarını belirleyebilme olarak sıralanabilir. Aynı zamanda
işletmeler rakip şirketlerin güçlü yönlerini referans alarak kendilerini yenileyebilir ve
sürekli geliştirebilirler. Bu bağlamda bu çalışmada da kıyaslama yöntemi seçilmiş ve
seçilen işletmelerin Türkiye‘de bulunan tedarikçilerinin yorumları ile zayıf ve güçlü
yönleri analiz edilmiştir.
Önceden de bahsedildiği gibi, günümüzün rekabetçi pazarında hayatta kalabilmek
için, şirketler yeniliklere uyum sağlamaya ihtiyaç duyarlar. Yeni uygulamalar
deneyip, başarılı olanları uygulamaya koyarlar. Son zamanlarda, çok yaygın olan
uygulamalardan biri de Tedarik Zinciri Konseyi (Supply chain council) tarafından
1996 yılında geliştirilen, SCOR (Supply Chain Operations Referance ) modelidir.
SCORmodeli, tedarik zincirini bir bütün olarak dikkate almaktadır. Birbirinden farklı
işletme fonksiyonuna sahip firmalar göz önüne alındığında, bölümlerin birbiriyle
etkilesim içerisinde olmaları ve aynı dili konuşmaları Tedarik Zinciri Yönetimi‘nde
çok önemlidir. Dolayısıyla mevcut etkileşim yapısı, birbiriyle bağlantılı çalısan
departmanlar arasında titizlikle irdelenmeli ve değerlendirilmelidir. Bu anlamda,
Tedarik Zincirinin sürekli değisen yapısını ve karmasıklığını daha belirgin yapıda
sekillendirdiği için SCOR modelinin önemi yadsınamaz Modelin bütünselliği,
yöneticilerin tedarik zincirindeki karmaşıklık ile baş etmesine ve stratejik
düzeydekikararları almasına olanak sağlamaktadır. SCOR modeli bir organizasyonun
çoğu iş sürecini standart tanımlarla bütünleştirir. Bugünlerde, modelin şirketler arası
ve akademik dünyada kullanımı ve önemi, kullanımının üretimde sağladığı yararlar,
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sektörün servis sistemleri ve aynı zamanda ihtiyaçlara göre sürekli olarak geliştirilen
zengin içerik ve yararları sayesinde artmaktadır. Bu tez yazılana kadar Tedarik
zinciri Konseyi tarafından 10 versiyon ileri sürülmüştür. (Supply Chain Council,
2011) Dolayısıyla, bu tezde referans alınan model, 2011-2012 yılları arasında üye
olunan Tedarik Zinciri Konseyi‘nin sunmuş olduğu son sürüm olan 10. versiyondur.
Sadece üye olduktan sonra SCOR modeline erişim sağlanabildiği de bilinmelidir.
Analitik Hiyerarşi Süreci (AHP), parekendecileri başarılarına göre kıyaslama gibi,
bir çok soruna yön veren, son yıllarda popüleritesi artmış bir karar verme
programıdır.Bu program, karar hiyerarşisinin tanımlanabilmesi durumunda
kullanılan, kararı etkileyen faktörler açısından karar noktalarının yüzde dağılımlarını
veren bir karar verme ve tahminleme yöntemi olarak açıklanır. AHP‘ nin en önemli
özelliklerden biri, karar vericinin ‗çok kriterli karar verme‘ yöntemini görsel olarak,
hiyerarşi formunda görebilmesine imkan sağlar. Bu çalışmada, seçilen
parekendecilerin üreticilerinde çalışan, alanında uzman kişilerin yanıtlaması için bir
anket hazırlanmış ve sonuçlar AHP kullanılarak değerlendirilmiştir. Sonuçları
değerlendirmede AHP programının seçilmesinin nedeni, hem sonuçları matematiksel
değer olarak görme şansı yakalayabilme, hem de seçilen kriterleri ikili olarak
karşılaştırabilme olanağı sunmasıdır. Bu faktörlerin yanında, modelin yapısını
kurarken, ana amacı, kriterleri, alt kriterleri ve seçilen alternatifleri hiyerarşik olarak
kurabilme, karmaşık yapıları ve problemleri daha kolay anlaşılır bir yapıya
dönüştürmeye olanak sağlar. Ayrıca programın uygulama alanları çok çeşitli
olduğundan literatürde ki kullanımı da oldukça yaygındır ve her geçen gün
artmaktadır. Tekstil endüstrisi de bu uygulama alanlarından biridir.
Bu çalışmada, tedarik zinciri ve tekstil tedarik zinciri yönetimi kısaca anlatılmıştır.
Daha sonra tanımı, süreçleri, yararları ve aynı zamanda metodolojisini de içeren
kıyaslama konusu verilmiştir. Bu bölümü takiben, uygulama bölümüne referans
olması açısından 3 başarılı parekendeciden bahsedilip, özellikle ZARA şirketi detaylı
bir şekilde anlatılmıştır ve daha sonra tedarik zinciri yönetimi uygulamalarından biri
olan SCOR modeli incelenmiştir.
Ġşletmelerin bulundukları sektörde yüksek performans göstermeleri günümüz
rekabetçi ortamında hayatta kalabilmeleri için çok kritik bir rol oynar. Fakat bu
durum tahmin edilebileceği gibi işletmelerin sadece kendi performanslarına bağlı
kalmayıp tedarik zincirindeki her bir birimi ilgilendiren bir durumdur. Tüm birimler
gözönünde bulundurulduğunda, tedarikçiler tedarik zincirinin en önemli halkasını
oluşturmaktadır. Bu bağlamda uygulama olarak, uluslararasıpazarda önemli
konumlarda ki üç parekendeci seçilmiş ve bu parekendecilerin başarılarını kıyaslama
amacıyla SCOR modelinin tekstil hazır giyim sektörüne adaptasyonu
yapılmıştır.Uluslararası pazarda ki konumlarını her geçen gün sağlamlaştıran bu üç
başarılı şirketi değerlendirme yöntemi, bahsi geçen şirketlerin Türkiye‘de bulunan
tedarikçilerinin bakış açıları ile yapılmıştır. Alanında uzman bu kişilerin yanıtlaması
için bir anket oluşturulmuş ve sonuçlar AHP programı ile değerlendirilmiştir. Seçilen
parekendecilerin isimleri gizlilik açısından verilmemiş, ilgili yerlerde bu isimlerden
Parekendeci A, Parekendeci B ve Parekendeci C olarak bahsedilmiştir. Sonuç kısmı
gelecek çalışmalar için öneriler verilerek desteklenmiştir.
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1. INTRODUCTION
1.1 Project Motivations
The development of this project comes from the following reasons:
Interest in the fast fashion retailers, especially ZARA, one of the most
successful company in the world which is also examined closely during my
job experience 3 years.
Interest in the referance model SCOR, which has gained popularity
dramatically since it was developed initially in 1996 by Supply Chain
Council (SCC).
There existed a need for a benchmarking of the certain successful textile
retailers, investigate their weak and strong points. In this context, this study
has been conducted.
1.2 Organization of the thesis
To organize the above mentioned summary of the thesis, outline of the study is
presented as follows:
In the first chapter, the focus is given to the supply chain, supply chain management
and also their brief descriptions by the concept covered in this thesis and the related
literature. The next chapter is about benchmarking which involves the definition, the
processes, the benefits and the methodology of benchmarking. Chapter 4 presents the
ZARA case study and an overview of the Marks&Spencer and Hennes &
Mauritywhich will be referancein the application part of the thesis. Followingly, the
general information of the SCOR model and AHP which will be used in the
application part is described in detail. The thesis ends with the conclusions and
directions for future research.
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2. SUPPLY CHAIN AND SUPPLY CHAIN MANAGEMENT
2.1 What is a Supply Chain?
Before discussing supply chain and efficiency under Supply Chain Management
(SCM ) concept in more detail, a clear definition of supply chain may be useful.
Various definitions of a supply chain have been offered recently as the concept has
gained popularity.
According to Supply Chain Council (2011), The supply chain – a term increasingly
used by logistics professionals – encompasses every effort involved in producing and
delivering a final product, from the supplier‘s supplier to the customer‘s customer.
Four basic processes – plan, source, make, deliver – broadly define these efforts,
which include managing supply and demand, sourcing raw materials and parts,
manufacturing and assembly, warehousing and inventory tracking, order entry and
order management, distribution across all channels and delivery to the customers.
Quinn (1997) defines the supply chain as:
. . . all of the activities associated with moving goods from the raw materials stage
through to the end-user. This includes sourcing and procurement, production
scheduling, order processing, inventory management, transportation, warehousing
and customer services. Importantly, it also embodies the information systems so
necessary to monitor all of those activities.
According to Sawhney et al. (2006) supply chain is the sequence of activities and
agents that moves goods, services and information from source to delivery of
products and services. To innovate in this dimension, a company can streamline the
flow of information through the supply chain, change its structure or enhance the
collaboration of its participants.
From these definitions, a summary definition of the supply chain can be stated as:
Supply chain can be defined an integrated and collaborative network which involved
in delivering a product from raw material through to the customer including sourcing
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raw materials, manufacturing, warehousing, order management and distribution
across all channels. Supply chain focuses on managing the flow of goods, the
information and services in order to satisfy the customer‘s demands.

Figure 2.1 : The supply chain process (Stefanovic, 2008).
Figure 2.1demonstrates a sample of general flow. Within this flow and network, the
following processes are taking place: purchasing from suppliers, supplier delivery,
reception of the raw materials and semifinished products and their storage,
production, storage of the finished goods, delivery through distribution network to
the final customer and reverse logistics(Stefanovic, 2008). These processes are
performed as shown in Figure2.1, derived from Min and Zhou (2002), Stefanovic
and Stefanovic (2008).
A typical supply chain may involve a variety of stages. These supply chain stages
include:
• Customers
• Retailers
• Wholesalers/Distributors
• Manufacturers
• Component/Raw material suppliers
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Figure 2.2: Supply chain stages (Chopra and Meindl, 2007).
The stages illustrated in Figure 2.2 are not essential to every supply chain. The
structure of such a chain depends clearly customer's needs and the respective
importance of the stages described. For example Dell, a manufacturer may fill
customer orders directly since they build-to-order; i.e. customer order are tailor made
to specification. They cut out the middle man since there is no retailer, wholesaler, or
distributor in its supply chain. In other cases, such mail order companies, such as L.
L. Bean, they keep inventories of products from which they fill customer orders.
Compared to Dell, the L. L. Bean supply chain fulfils an extra role (the retailer, L. L.
Bean itself) between the customer and the manufacturer. Other retail stores, however,
may

also

encompass

wholesale

or

distribution

between

stores

and

manufacturers.(Chopra and Meindl, 2007).
2.2 The Goal of a Supply Chain
The goal of a supply chain should be to maximize overall supply chain profitability.
Supply chain profitability is the difference between the revenue generated from the
customer and the total cost incurred across all stages of the supply chain. Supply
chain decisions have a large impact on the success or failure of each firm because
they significantly influence both the revenue generated as well as the cost incurred.
Successful supply chains manage flows of product, information, and funds to provide
a high level of product availability to the customer while keeping costs low (Chopra
and Meindl, 2007).
2.3 Supply Chain Management (SCM)
In addition to defining the supply chain, several authors have further defined the
concept of supply chain management. We can say that current literature about supply
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chain management describes several meanings of supply chain management (SCM).
It becomes clear that there is not an explicit or unified description. For example,
Mabert and Venkataramanan (1998) describe supply chain management as a series of
units that transform raw materials into finished products and deliver the product to
the customers. This is a typical ‗push‘ approach, pushing the raw materials into the
next processes of the chain, towards the end market.
A more holistic approach is given in the definition of Harland (1996) who describes
supply chain management as managing business activities and relationships within
an organization, with immediate suppliers, with first and second tier suppliers and
customers along the supply chain. However, the descriptions of supply chain
management remain vague since it is not clear what is meant by ‗business activities‘.
Cohen and Lee (1988) succeeded in defining a clear description of supply chain
management. They clarify that supply chain management consists of both intra- and
inter related business activities of a (focal) company. The intra-related part refers to
the raw material or component procurement by independent suppliers, through
manufacturing and distribution (inter-), and concluding with successful delivery of
the product to the retailer or a customer.
From the definitions it is understood that for an effective management, the firms
must coordinate all the different pieces of the chain as quickly as possible without
losing any of the quality or customer satisfaction, while still keeping costs down.
2.4.The Supply Chain in the Textile Industry
The supply chain in the textile and clothing sector is illustrated by Figure 2.3
(Abernathy et al. 1999). The dotted lines represent the flow of information, while the
solid lines represent the flow of goods. The direction of the arrows indicates a
demand-pull-driven system which will be discussed in the following chapters in
detail. The information flow starts with the customer and forms the basis of what is
being produced and when. It is also worth noticing that information flows directly
from the retailers to the textile plants in many cases. The textile sector produces for
the clothing sector and for household use. In the former case there is direct
communication between retailers and textile mills when decisions are made on
patterns, colors and material. In the second case textile mills often deliver household
appliances directly to the retailers (Abernathy et al, 1999).
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Figure 2.3: The supply chain in the textile and clothing sector(Abernathy et al. 1999)
2.4.1 The Retail Sector
While the retail sector has always been very competitive, especially in the last
decade, the competitive nature of the field has increased dramatically. Globalization
and liberalization in the market place are important drivers for the growing
competition together with the changing demand of the consumer. Retailers have
responded by increasing the variety of their products, becoming more price
competitive and utilizing advances in computing capabilities and information
technologies to improve their supply chain efficiency.
Companies view supply chain as a key element of their business strategy. Excellent
retail supply chain management revolves around understanding and balancing three
key dimensions of availability, inventory and cost. Managing these trade-offs
efficiently can result in supply chains that improve business performance and drive
competitive advantage. One example: Spanish retail giant Zara. At Zara the supply
chain is the business model. Rapid growth and profitability are clearly linked to an
uncompromised approach to supply chain management that has delivered a world
class three week "design to shelf" capability and fueled the company's 20% annual
growth and profit margins (Url- 1).
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2.4.2 Clothing
The basic production technology of the apparel industry has not changed much over
the past century, and is characterized by the progressive bundle system. Work is
organized such that each worker is specialized in one or a few operations. The fabric
is first cut and then grouped by parts of the garment, tied into bundles (preassembly)
and then sewed together. The individual sewing tasks are organized in a systematic
fashion and specialized sewing machines have been developed for the individual
tasks. A worker receives a bundle of unfinished garments, performs her single task
and places the bundle in a buffer. A buffer of about one day's work has been
common at each operation. It takes about 40 operations to complete a pair of pants,
which implies that there is about 40 days of in-process inventory. For men's blazers,
however, it takes as much as 100 operations. Although a number of improvements in
terms of systematizing the operations and reducing the time at each individual
operation has taken place over time, the basic system has remained the same. One
explanation for this is that technology changes cannot be implemented in a partial
fashion involving only a few operations. This would unbalance the system and any
major technological change therefore needs to involve the entire system (Quinn,
1997).
In the early days of industrial development in Europe and the United States, the
bundles of unfinished garments could either be sewn together in a factory, or workers
took the bundles home to sew them together there, after which they were returned to
the shop or factory for finishing. The latter arrangement dominated in the early days
and is still a feature of the apparel industry in developing countries today. Even
though the basic technology and the sequence of operations have not changed much,
new innovations have improved efficiency at each stage of production and not least,
improved coordination between stages and provided a more seamless interface
between them. One major innovation was the automatic cutting machine introduced
in 1969. This machine has made it possible to cut increasingly thick layers of cloth
accurately. Moreover, cutting machines, pattern layouts and other functions are
computer-assisted and in many cases designs can be transformed to patterns which
are directly fed into cutting machines via electronic networks. These innovations are
mainly related to the so-called pre-assembly phase of production, where
technological developments have been more prominent than at the assembly stage.
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Preassembly is also the most capital intensive stage in the clothing sector and where
quality and precision is the most important. If, for example the fabric is not cut
precisely, the quality of the finished garment can be seriously damaged. Preassembly is therefore the stage in the production chain that is most likely to be done
in-house by major clothing firms (Abernathy et al. 1999).
2.4.3 Textiles
The textile industry is usually more capital intensive than the clothing industry and it
is highly automated, particularly in developed countries. It consists of spinning,
weaving and finishing, and the three functions are often undertaken in integrated
plants. Traditionally, and in many markets, it is still the case that lead time in the
textile sector is quite long and the capital intensity of the industry results in relatively
large minimum orders. The textile industry is therefore less flexible in terms of
adjusting to consumer tastes during a season than the clothing and retail sectors. The
textile sector is thus in many ways the bottleneck in the supply chain(Bair and
Gereffi, 2001).
In industrial countries, notably the United States, an increasing share of the textile
sector produces household appliances and other industrial fabric e.g. for the furniture
and car industries. This is a more R&D intensive segment of the industry and subject
to less frequent changes in patterns, material and colors. Only about a third of US
textile production was used for clothing in the late 1990s.
The textile sector is less unskilled labor-intensive than the clothing sector. We notice
that the import share is in general quite high but some of the richer and larger
countries such as China; Hong Kong, China and India rely mainly on locally
produced inputs for textiles as well as clothing(Bair and Gereffi, 2001).
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3. BENCHMARKING
3.1 Definition Of Benchmarking
Like many other terms in management literature, benchmarking has been defined in
widely different ways. Some of the most popular definitions are provided in Table
3.1 as below.
Table 3.1: Definitions of Benchmarking
Source

Spendolini

Definition
Benchmarking is a continous systematic process for
evaluating the products, services and work processes of
organisations that are recognised as representing best practices
for the purpose of organisational improvement.

Barker

A reference point or standard of excellence against which
similar or subsequent marks are compared.

Benchmarking,2002

The process of identifying the best practice in relation to
products and processes, both within an industry and outside it,
with the object of using this as a guide and reference point for
improving the practice of one's own organization.

Although different definitions exist in slightly different forms, we can generalize
benchmarking as a continuous process and also a process to measure one‘s
performance against someone who performs better.
Benchmarking has emerged as an increasingly popular technique used in strategic
management. According to a recent survey among Fortune 1000 companies, 65% of
the organizations used benchmarking as a management tool to gain competitive
advantage (Foster, 1992).
3.2 The Benefits of Benchmarking
Successful benchmarking, results in significant tangible benefits that are needed in
the public sector, such as step changes in performance and innovation; improving
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quality and productivity; and also improving performance measurement.
According to Hurmelinna et al.(2002), although each benchmarking process and the
achieved results are unique, the general advantages achieved from the benchmarking
process can be summarized as analyzing the operation, knowing the best of the best
(BOB), incorporating the world-class performers, and gaining superiority. A
company that is using benchmarking study in developing critical areas of business
should not expect any ‗‗quick fixes‘‘. Development in the benchmarking should
follow the ‗‗thinking is out of the box‘‘ approach where benchmarking results take
the company closer to the world class performance level, shown in Figure 3.1
(Hurmelinna et al.2002).The benchmarking gives an insight where the company
should focus its development actions in order to reach better conditions for surviving
in its business.

Figure: 3.1 : Thinking is ‗‗out of the box‘‘
We can classify the benefits of the benchmarking into 2 main categories such as
industry and academia as below.
3.2.1 For the industry
The perceived benefits of benchmarking are summarised by Büyüközkan (1999) and
Elmuti and Kathawala (1997) are listed below:
• Identification of real strengths, weaknesses and positions
• Identification of beneficial, ambitious and reachable objectives for improvement
• Quick identification of objectives with minimum risk
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• Implementation of best practices used by the industry
• Creation and/ or change of a culture with a technological breakthrough
• Development of creativity for operational staff under a controlled environment
• Reach of consensus on the steps taken for improvement
• Overcome disbelief and enhancement of learning
•Development of learning of new knowledgeable technology or organization.
3.2.2 For academia
For research in universities, benchmarking allows researchers to collect real data
from the industry, which enhances their industrial knowledge to enable better
mathematical models to be built.
3.3 The Goal of Benchmarking
The goals for the benchmarking process are
1) To identify key performance measures for each function of a company‘s
operations
2) To measure the internal performance levels of the company as well as the
performance levels of the competitors
3) To compare performance levels in order to identify areas of competitive
advantage and disadvantage
4) To implement programs for closing the gap between the intemal operations and
the other companies. (Furey, 1987).
3.4 The Reasons For Using Benchmarking
Spendolini (1992) argues that organizations use benchmarking for a variety of
purposes. For some companies, benchmarking is a part of an overall problem-solving
process with a clear aim for organizational improvement whereas others consider
benchmarking more a proactive mechanism for keeping themselves aware of stateof-the-art business practices. Spendolini identifies the following reasons for using
benchmarking:
1) Gathering relevant information to be used in strategic planning,
2) Forecasting trends in relevant business areas, like the business directions of the
key players in the market
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3) Generating new ideas and functional learning by exposing individuals to new
products, work processes, and ways of managing company resources, i.e., by
thinking ―out of the box,‖
4) Collecting and using information about the products or processes of competitors
or excellent companies for setting standards of comparison for similar products or
services, and
5) Setting performance goals in relation to state-of-the-art practices.
3.5 Why Benchmarking Works?
Although many organizations initiate benchmarking projects because of some
dubious reasons; for practical purposes the only reason to benchmark is because you
recognize that somewhere, somehow you are not as efficient or as capable of
satisfying your customers as your competition – whether currently or because you
have spotted a trend in the market that you need to exploit, follow or respond to.
There are two key drivers for an organization – profitability and revenue growth (the
former being a function of the latter after costs) and there are many variables that
impact on these. The key to maximizing both is to understand where competitors are
better than you – where customers value it. It is of little value having the best process
for selling insurance if what customers really want is an easy to use claims process
and yours isn‘t! Similarly it is no good having an extremely slick sales process for
commodities if the delivery is poor, patchy and unreliable (Craig et al. 2004).

Figure 3.2 : Drivers and contribution to growth/profit
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As the figure 3.2 shows (Craig et al. 2004) processes, although an ephemeral
component of an organization (as opposed to more durable items such as hardware
and fixed assets) because they change easily, are critical for profitability as delivery
of products/services is crucial to customer satisfaction, payments and ultimately
profit. Similarly reputation (ephemeral) is critical to growth but can be lost all too
easily – especially if processes/people do not deliver.
Although benchmarking is a measurement process and does generate comparative
performance measures, it also about attaining exceptional performance. The practices
that lead to exceptional performance are called enablers. Thus the process of
benchmarking results in two types of outputs: benchmarks, or measures of superior
performance, and enablers. Process enablers are developed to meet a specific
business need within the context of a specific business environment and company
culture. This is why it is of little value to ‗steal‘ from others because you will not
have explored whether and where their business practices are relevant or transferable
to yours (Craig et al. 2004).
3.6 Methodology of Benchmarking
Several authors have proposed various steps to carry out benchmarking. Although
their proposals vary, they can be generally grouped under four generic steps of
benchmarking, namely Planning, Data Collection, Data Analysis and Plans of
Actions as shown in Table 3.2 (Desodt et al. 2006).
3.6.1 Planning
During this phase, the study focus area, key measures, and definitions are established
and clearly documented. Additionally, the data collection tools are refined and
finalized, and research is conducted to identify the best-practice organizations to
study. Representatives from the sponsoring organizations select the best-practice
organizations to be visited.
3.6.2 Collection
This step involves gathering information on best practice companies and their
performances. Before a company identifies best practice companies, they should first
identify their own processes, products, and services. This step will allow a company
to fully realize the extent of improvements available. Site visits are also an important
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factor in collecting data because they allow for a more in-depth understanding of the
processes(Matters and Evans, 1997).
Table 3.2 : Processes of benchmarking (Desodt et al. 2006).

3.6.3 Analyze
Key activities during this phase include analyzing trends and identifying practices
that enable and hinder superior performance. The study team presents a final report
containing key findings and insights at a knowledge transfer session. At this
concluding meeting, the sponsors discuss the key findings and have an opportunity to
interact with each other and the best-practice organizations (Tezel, 2007).
3.6.4 Adapt
Adaptation and improvement resulting from the best practices identified throughout a
consortium benchmarking study occur after the participants take the findings back to
their organizations. For an additional fee, APQC staff is available to help study
participants create action plans tailored to their organizations based on the study
findings (Tezel, 2007).
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3.7 Types of Benchmarking
In literature there are 4 different types of benchmarking. We can classify them as
internal

benchmarking,

competitive

benchmarking,

functional

or

industry

benchmarking, and process or generic benchmarking.
3.7.1 Internal Benchmarking
This is benchmarking against operations. It is one of the simplest forms since most
companies have similar functions inside their business units. Determining the
internal performance standards of an organization is internal benchmarking‘s main
objective. This enables the sharing of a multitude of information. The benefit of
immediate gain comes from identifying the best internal procedures and being able to
transfer them to other portions of the organization. Unless it is later used as a
baseline for external benchmarking, companies implementing this type can often
retain an introverted view (Matters and Evans, 1997).
3.7.2 Competitive benchmarking
It is a type used with direct competitors. Done externally, competitive
benchmarking‘s goal is to compare companies in the same markets which have
competing products, services, or work processes. An example would be McDonald‘s
versus Burger King. Under this type of strategy, it is advantageous to see what a
company‘s related performance is. Only under certain conditions with direct
competitors, information would be easy to reach. Particularly information in the
public domain would be the most accessible. Competitors may choose to make it
very difficult to obtain their priceless information (Finch and Luebbe, 1995).
3.7.3 Functional or industry benchmarking
Functional or industry benchmarking is performed externally against industry leaders
or the best functional operations of certain companies. The benchmarking partners
are usually those who share some common technological and market characteristics.
They also seem to concentrate on specific functions. Because there are no direct
competitors involved, the benchmarking partner is more willing to contribute and
share. A disadvantage can be the cost and scheduling of the already overwhelmed
benchmarked companies (Matters and Evans, 1997).
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3.7.4 Process or Generic Benchmarking
It focuses on the best work processes. Instead of directing the benchmarking to the
business practices of a company, the similar procedures and functions are
emphasized. This type can be used across dissimilar organizations. Although it is
thought to be extremely effective, it is difficult to implement. Generic benchmarking
requires a broad conceptualizing of the entireprocess and a careful understanding of
the procedures (Finch and Luebbe, 1995; Matters and Evans, 1997).
Table 3.3 :Benchmarking partner characteristics (Fitz-Enz, 1993).

3.8 Benchmarking Process
The benchmarking process, as described in Balm (1994) and as shown in Figure 3.3
gives a representation, is divided into 15 steps regrouped in five phases:
(1) Self-analysis:The first three steps are devoted to self-analysis. They measure and
analyze the internal performance of the enterprise as a baseline to compare to others.
(2) Pre-benchmarking: The three steps of this phase prepare the benchmarking by
determining the major objectives, its partners, the relevant elements that will be the
subject of a benchmarking study and bringing the information into play.
(3) Benchmarking: This phase contains the benchmarking data and information
collection (partner enterprise), their comparison with the current enterprise
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performance and the study of specific practices and operating principles to achieve
the partner‘s superior performance.
(4) Post-benchmarking:This

phase

corresponds

to

the implementation of

improvement actions suggested by the previous phase and being able to lean on the
best practices suggested by the knowledge base. The fruits of an organization‘s
benchmarking efforts begin to pay off during this phase.
(5) Observation and adjustment: These last three steps estimate the improvements
which are realized and, if necessary, reactualize and adjust the improvement
objectives (Balm, 1994).

Figure 3.3 : The steps of the benchmarking process (Balm, 1994).
3.9 Practical Difficulties
Some of the more important obstacles have been explored by Buyukozkan (1992)are
as below.
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3.9.1 Certain subjects may not be suitable for benchmarking
Some subjects of interest, for instance, the design process in the automobile industry,
are considered as vital for the survival or to gain competitive advantage, it is
understandable that companies are not willing to share information on this area.
Some of the important information, such as financial data, is difficult to obtain for a
similar reason stated above.
3.9.2 Lack of confidence to obtained information
Managers often doubt the information obtained from benchmarking projects, not to
mention the possibility to carry out re-engineering projects based on the
benchmarking data. They usually have two reasons: first, the data collection process
is not transparent to them; second, their benchmarking partners may be their direct
competitors, therefore their competitors may not answer the questions trustfully.
3.9.3 Too much time and manpower
There is always trade-off between resource and expected outcome. In benchmarking,
the resource is the time and staff involvement and the expected outcome is the
usefulness of the obtained information. For the company, the single most important
question is ―What do we get out of this?‖. If the expected results do not live up with
their expectations, there is not a lot of chance that they are willing to participate.
3.9.4 Lack of culture in sharing information
The idea of benchmarking originated from the United States and it existed there for a
relatively long time. Therefore, a culture of information sharing has been created and
companies in this country are more willing to participate in benchmarking projects in
comparison with those from other parts of the world. It is difficult from the point of
view of the organizer to change the mentality of the potential participants unless
substantial and solid results are offered to the companies.
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4. ANALYZING THREE IMPORTANT RETAILERS ZARA, MARKS &
SPENCER AND HENNES & MAURITY
This chapter aims to study in detail, from every point of view, the features of Zara
which is ranked in the first position in Spain and the third in the whole world among
apparel retailer. In particular, I will give detail about its strategy, which made it one
of the companies more competitive globally and that made it successful within such a
short period of time. We can say that there are a lot of reasons behind of Zara which
made it one of the most succesful retail chain such as efficient organization
managament, the ability of being understand the customers‘ demands and also the
application of efficient supply chain system which helped them reducing the lead
time.
Also, an overview of the two other retailers –M&S and H&M- will be made.
4.1 ZARA Case Study
4.1.1 Company profile
Inditex, also known as Industria de Diseño Textil, S.A, is one of the largest
Spanishcorporation and known as the world's largest fashion group. It is a clothing
and accessories retailer which is founded by Amancio Ortega in 1975. It is based in a
small industrial town in Arteixo in northern Spain as seen in the Figure 4.1.
The 1998 Annual Report defined the principles of Indıtex as: ‗creativity, pain-staking
design, innovation, fast response to the market, special attention paidd to the interior
design of the shops and flexible management‘.
The group now comprises eight established retail clohting chain which will be
discussed late rin detail, the flagship brand Zara, accounts for %70 percent of
salesand 76 per cent of operating profit. Zara is the most popular flagshipchain store
of the Inditex group; the fashion group also owns brands such as Massimo Dutti, Pull
& Bear, Oysho, Uterqüe, Stradivarius, Zara Home and Bershka. Such brands are
targeted different ages, different cultures.
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We can classify the brands as below:
ZARA is the flagship chain. Originally aimed at the mass-market,
fashionable womenswear segment, a menswear range has since been added.
The values of the brand are defined by the Indıtex website as:
ZARA is in step with society, dressing the ideas, trends and tastes that
society itself has created. This is the key to its success among people, cultures
and generations that, despite their differences, all share a specila feeling for
fashion.
Pull & Bear's clothing, accessories perfume are targeted at the young ages in
the 14 to 28 age group at acceptable prices like Trafaluc (TRF). It should be
known that TRF is the subrand of ZARA and is separeted in ZARA shops.
Young people who have a casual dress sense, who shun stereotypes and who want to
feel good in whatever they are wearing. To meet their needs, Pull&Bear takes the
latest international trends, mixing them with the influences that are seen on the street
and in the most fashionable clubs, and reworks them according to their style thus
turning them into comfortable and easy to wear garments, always at the best prices.
Pull&Bear evolves at the same pace as its customer, always watching out for new
technologies, social movements and the latest artistic or musical trends. All of this
can be seen reflected not only in its designs but also in stores. With a vintage air and
welcoming and warm a tmosphere, the collection is being constantly updated. All
stores worldwide receive new merchandise twice a week. (Url-2).
Massimo Dutti is the first of Indıtex‘s acquired brands which is founed in
1985.The highlights of the chain are more elegant, classic and studied
designs, for daily and formal clothes for cosmopolitan men and woman in
Most of their items are more expensive than the prices of ZARA
Bershka offers music, art and street fashion to youths, although not as urban
as Pull & Bear. The concept is aimed at the younger female market in 13-23
target market.
Stradivarius offerings include the latest international fashion trends in the
fabrics, design and accessories to the young women to the young women in
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the 15- 27 age. The product range is positioned at a slightly higher quality
and price point than Bershka.
Oysho offers a wide range of women's undergarments and lingerie, casual
outerwear and informal clothes.
Zara Home is engaged in home furnishings and also offers cutlery, tableware,
decorative items and glassware.
Uterque stores offer fashionable accessories as well as range of textile and
leather garments. The prices of Uterque is the most expensive one in Indıtex
fashion chain group. It is the latest addition to Inditex.
Zara is based in Arteixo and the other one of the oldest brands Pull&Bear is based in
Galicia, while Massimo Dutti, Stradivarious and Bershka have their headquarters in
Barcelona. (Url-2)
Indıtex also owns the sub-brands such as Kiddy‘s Class, Bretto‘s, N&B and Lefties.
Over the last decade these brands have been trialled but most of these are found as
concessionary brands within Zara outlets, with the exception of Kiddy‘s Class which
is now being rolled out as a store brand.
As seen above, the fashion chain group offers to its customers varied garments with
varied prices. To illustrate, they sell women's, men's, and children's apparel and also
maternity lines to clothe its larger customers.
Zara offers reasonably priced, radical clothing, however, not of the top quality.

Figure 4.1 : Zara, Artexio (Lopez, 2011).
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4.1.2 Stores
Figure shows that Inditex runs over more than 5000 stores all over the world
according to datas of the year 2011 and Zara runs about 1723 stores in major cities
worldwide, while Bersha runs about 720 stores in 52 countries.

Figure 4.2 : The concepts-stores of Zara(Lopez, 2011).
Store location: The company always tries to find the perfect location and ensure its
brand is visible to as many people as possible. Today Inditex's stores can be seen in
places like New York's Fifth Avenue, Milan's Corso Vittorio Emanuele II, London's
Regent Street and Oxford Street, Frankfurt's Zeil, Shanghai's Nanjing West Road,
Tokyo's Shibuya, Istanbul's Nişantaşı, Seoul's Myeong-dong, Sydney's Pitt Street
Mall and Singapore's Orchard Road
Store window: The first meeting point with the customer and the place where Zara
advertises the next season's look.
Interior design and store image: Has to be right every time. Zara renews this image
every six to eight months in all of its stores. For trying to maximize customer spends
products are not displayed by line ( skirts, jackets). Also, the design of the furnitures
of the stores are changed every two years to ensure a fresh look for the customers.
Goods display: A dedicated team of co-ordinators display the collections by showing
off the best trends, fabrics and colours.
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Customer service: Something Zara believes it's excellent at. The aim is to have as
much personal contact with the customer as possible.
Zara adopted three modes of operation in its global expansion drive. A majority of
stores were company owned. The rest were operated as joint ventures (in Japan,
Mexico and Germany) and franchises (all outside Spain, in high-risk countries where
ownership is impossible or too inconvenient). Once the franchisees began operating
successfully, they were likely to be withdrawn by the company. In Singapore Zara is
operated as a franchise because Singapore is a small market and serves as a fashion
hub for Southeast Asia. Stores get shipments from Spain twice a week. The
franchiser keeps constant contact with product managers and provides feedback
every day. Singapore franchiser has 6 product managers:three are respectively in
charge of women, children and men‘s wear; three are for shoes. They are
international coordinators, and also head of franchiser. Franchisers have to keepgood
relationships with the product managers so that they can get information about what
are finishing and what are continuing in the warehouse. Thus, franchisers will order
more successfully. Product managers come down to notice if something is wrong.
Franchiser and product manager communicate by telephone, email and coming
(Carugati et al. 2008).
4.1.3 Design and sourcing
4.1.3.1 Design
Zara, for the most part, copies the creative design (idea generation for new products)
and show collections, draft designs from the most successful fashion houses like its
competitors. Some of their designers attend runway fashion shows such as Haut
Couture in Paris and examine color, materials, cut and style. The most-preferred
fashion shows for the designers of Zara are Bread& Butter and also Premiere Vision.
These are the trendshows for selected brands. Also they attend ready-to wear ready
shows in Paris, New York, London, and Milan, referred to catalogs of luxury brand
collections, and worked with store managers to begin to develop the initial sketches
for a collection close to nine months before the start of a season. Furthermore the
designers pay close attention to the fashion preferences of movie stars. Moreover,
during the season, some of the designers travel around the world for ―shopping‖ for
not to keep away from the last trends and sometimes they take pictures the people at
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the college campus, nightclub, coffee shops or restaurants as shown below in figure
4.3.

Figure 4.3 :The street fashion.
Young designers (26 average) of ZARA draw the design sketches, make slightly
some changes to convert into their own materials and then discuss it with market
specials and planning staff. As mentioned above inspirations are copied from
different sources (trade fairs, catwalks, magazines etc.) from all around the world.
Meanwhile, the buyers throughout the world purchase analyze the fashion products
and send the samples rapidly to the headoffice to the reference of designers.
Via information system, each shop of ZARA feedbacks the sales and inventory
information to the head office where makes analysis and conclusions about the
features of products which are salable or unsalable in order to perfect the old styles
or to provide reference for new designing. Each shop is responsible for feeding back
to the head office the customer opinions in sales process, the ideas and suggestions
from the shop assistants about the pattern, fabrics, color and even all kinds of
information related with elements which could be imitated from what the customers
wear. All the above information will soon be sent to the head office, and the
designing team of ZARA will work instantly to reorganize the fashion elements or
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will make overall changes in pattern for production of its own new fashion series.
(Zhang, 2008). Figure 4.4 presents the flow of design.

Figure 4.4 : Flow of design (Zhang, 2008).
It is worth to mention that out of 40,000 designs only 10,000 are approved. This
illustrates the flexibility of ideas generation and on the other hand the huge number
of designs reflects the ability to meet almost all the fashion requirements by
customers of all ages (up to 55).
While many fashion houses create designs for the public, Zara's deigns are created by
the public. Zara further hones their portfolio of designs by constantly checking sales
data as well as informal interactions with customer, who happily divulge to sales
clerks the style they like. Zara limits each design to 3 sizes and 3 colors. The
designers are also updating, mixing and matching popular styles rather than flooding
the market with a single item. Also for the best seller styles in the shops they make
some changes in the garment accessories, pattern, quality etc. in the following season
and present to the customer again.
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4.1.3.2 Push vs pull
In the last twenty years the supply chain has undergone drastic changes. The
traditional push system, in which consumer demand outweighed supply, has
transformed into a pull system or what some have coined—the demand chain. The
consumer is now empowered and they are demanding a continuous supply of new
innovative products at low prices(Yim, 2003).
A.Push Strategy
With a push-based supply chain, products are pushed through the channel, from the
production side up to the retailer. The manufacturer sets production at a level in
accord with historical ordering patterns from retailers. It takes longer for a pushbased supply chain to respond to changes in demand, which can result in
overstocking or bottlenecks and delays (the bullwhip effect), unacceptable service
levels and product obsolescence.
Applied to that portion of the supply chain where demand uncertainty is
relatively small
Production & distribution decisions are based on long term forecasts
Based on past orders received from retailer‘s warehouse (may lead to
Bullwhip effect)
Inability to meet changing demand patterns
Large and variable production batches
Unacceptable service levels
Excessive inventories due to the need for large safety stocks
Less expenditure on advertising than pull strategy (Url-1).
B.Pull Strategy
In a pull-based supply chain, procurement, production and distribution are demanddriven rather than to forecast. However, a pull strategy does not always require
make-to-order production
Applied to that portion of the supply chain where demand uncertainty is high
Production and distribution are demand driven
No inventory, response to specific orders
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Point of sale (POS) data comes in handy when shared with supply chain
partners
Decrease in lead time
Difficult to implement (Url-1).
The difference between push and pull strategy schematically is shown as in the figure
4.5.

Figure 4.5 : Pull and push strategy (Yim, 2003).

Figure 4.6 :The traditional model and inditex model(Lopez, 2011).
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As seen in the Figure 4.6, ZARA differs from the traditional competitiors by
choosing demand driven than to forecast.The market- pull, demand chain approach
dives the whole ‗ZARA system‘.
4.1.3.3 Purchase and Production
When the designing plan is decided for production, the commercial decides whether
each product is manufactured by ZARA itself or by the suppliers. There are many
factors that affects this decision such as the complexity of the production,
requirement for quantitiy and speed. If the goods must be sent to the stores as soon as
possible, the company perfers to choose the supplier which is very close to the
distrubution center, such as Portugual.
If the production is made by the suppliers, the suppliers send a sample to the buyers
and to the designers to get the approval for the quality, accessories, pattern etc. The
samples must be sent to the head office for approval within one week. Generally, the
buyers choose the quality from the fabrics which are in stock. Since the fabrics and
garment accessories in stock, the production time is shortened distinctly.
For the fashion ‗basic‘ styles, the group prefers Asia to obtain lower cost on simple,
standardized products, whereas for the more complicated garments they prefer
Europe. Sometimes they receive the fabric as undyed until the the last color trends
are confirmed. Once the the color trends become definite, the fabric is dyed and cut
in the Indıtex factories and then sent to the sub contractors for sewing. The
assembled garments are then returned to the Indıtex owned factories for final
finishing, quality control, price tagging and packing, before being sent to the
distrubution centre.
This network of sub-contractors, allied to daily feedback from store managers on
how ranges are performing, allows industry beating flexibility. The production
pipeline can be turned on or off as the market dictates, as Jose Maria Castellano (the
former CEO) comments: ‗we have the ability to scrap an entire production line
overnight if it is not selling‘.
4.1.4 Distribution
Zara has a centralized distribution system that gives the chain a competitive
advantage by minimizing the lead-time of their goods.
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The main warehouse of Zara is 130,000-square-meter close to corporate headquarters
in Arteixo, outside La Coruña, and an advanced telecommunications system to
connect headquarters and supply, production, and sales locations. Development of
logistical, retail, financial, merchandising, and other information systems continued
through the 1990s, much of it taking place internally. For example, while there were
many logistical packages on the market, Zara‘s unusual requirements mandated
internal development (Url-3). On the other hand, there are much smaller satellite
centers in Argentina, Brazil, and Mexico that consolidated shipments from Arteixo as
shown in figure 4.8

Figure 4.7 :The flow of purchase and production (Zhang, 2008).
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Figure 4.8 : Logistics centers of inditex groups (Cachon and Swinney, 2011).
In an attempt to increase capacity, Zara began construction of a second distribution
center, at Zaragoza, northeast of Madrid. This second major distribution facility, to
be started up in summer 2003, would add 120,000 square meters of warehouse space
at a cost of €88 million close to the local airport and with direct access to the railway
and road network as well (Url-3).
Until 1st of june, 2010 there were 2 delivery addresses namely Artexio and Zaragoza
for some of the brands of Zara including TRF. Since that day, the goods have been
sent to the main distribution center Artexio. Also, the delivery address for Conosur
(Inditex-Sur) orders have been changed. Since the 29th of April, 2011 Conosour
orders should be delivered to the main distribution center in Arteixo.
Shipments from the warehouse are made twice a week to each store via third-party
delivery services, with shipments two days a week to one part of the store network
and two days a week to the other and observers claim that over a two week period
around 70 per cent of merchandise in the stores will be changed. Director Luis Blanc
says: ‗We want our customers to undertstand that if they like something, they must
buy it now, because it won’t be in the shops the following week. It is all about
creating a climate of scarcity and oppurtinity‘ (Zhang, 2008).
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Compared with its competitors, Zara has a higher global average of 17 visits per
customer per year.Consequently, the items are only available within the store for a
four-week period. Flexibility in supply and the ‗fast fashion‘ approach also provides
some protection against other suppliers copying Zara products by the time
competitiors respond the item may already be out of the Zara range. (Burt et al.
2003).
Zara is able to change its displays twice a week throughout the year. The mystery
about Zara‘s fast speed is that the logistics of products are made during shipment,
either on flight or on board ship. Approximately 75% of Zara‘s merchandise by
weight was shipped by truck by a thirdparty delivery service to stores in Spain,
Portugal, France, Belgium, the United Kingdom, and parts of Germany. The
remaining 25% was shipped mainly by air via KLM and DHL from airports in
Santiago de Compostela (a major pilgrimage center in Galicia) and Porto in Portugal.
Products were typically delivered within 24–36 hours to stores located in Europe and
within 24–48 hours to stores located outside Europe (Url-3).

Figure 4.9 : The distribution centers (Lopez, 2011).
Each chain has its own logistical centre:
Zara Logistical Centres in Arteixo, A Coruña (Zara Logística) and Zaragoza
(Plataforma Europa).
Pull & Bear Logistical Centre in Narón, A Coruña.
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Massimo Dutti, Bershka and Oysho Logistical Centre in Tordera,
Barcelona.
Stradivarius Logistical Centre in Sallent de Llobregat, Barcelona.
Tempe Logistical Centre in Elche, Alicante. This centre distributes the
footwear that can be found in all the brands' stores (Url-2).

Figure 4.10 : A highly efficient logistic system(Lopez, 2011).
4.1.5 Sales
By the help of the advanced communicaion system between the shops and the head
office, sales information from the shops is sent to the head office immediately and
according to this information the commercial team make judgment about that
whether the related kinds of products are salable or unsalable. If the product is
salable and they have corresponding materials in stock then a new production is
started rapidly for purpose of keep the sales likewise. If one of the important raw
material (eg. fabric) is not in stock, the commercial team search alternative qualities
similar to the orginal one and select one of them in order not to loose time.
Moreover, the products similar with the quick sellers may be made with the existed
fabrics. During this operation, the most important factor is time for the company.
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4.1.6 The reasons for succes
4.1.6.1 Vertical integration
Vertical integration, a distinctive feature of Zara‘s business model, has allowed the
company to successfully develop a strong merchandising strategy (Herreros). This
strategy has led Zara to create a climate of scarcity and opportunity as well as a fastfashion system. By owning its in-house production, Zara is able to be flexible in the
variety, amount, and frequency of the new styles they produce. Also, 85% of this
production is done through the season, which allows the chain to constantly provide
its costumer with very updated products (Url-1).

Figure 4.11 : Zara‘s Vertical Supply Chain (Url-1).
The core competence is the implementation of rapid reaction, just-in-time principles
in the fashion industry.
4.1.6.2 Short Lead Time
Short lead times are enabled through a combination of localized production,
sophisticated information systems that facilitate frequent inventory monitoring and
replenishment, and expedited distribution methods (Cachon and Swinney, 2011).
In an industry where lead times of many months are still the norm, Zara has reduced
its lead-time to a level unmatched by any of its European or North American
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competitors (Christopher,1998). Lead times vary with the producer‘s country/region.

Figure 4.12 : Lead time (Url-4).
Typical lead-time
 China: 6 months
 Bangladesh: 3 months
 Turkey: 1 month
 Spain: 2 weeks
As mentioned before all the organization is made according to the customer demand
from the shops and the distrubition is from the distribution center. They can not
shorten the production process but their whole supply chain simplifies the processes
hence respond speed to the customers will be shortened.
4.1.6.3 Lower quantities and more styles
The company avoids mass production. Although some stock is replenished, its
clothing, for both men and women, is deliberately made in small batches. This helps
create a scarcity value: better buy now in case it is gone tomorrow. It also keeps
shops looking fresh and reduces markdowns. In Zara shops, there are two new
collections every week, and the company manages to design, produce, distribute and
sell each of its collections in just four weeks. In contrast, its competitors take several
months (Url-1).
4.1.6.4 Target pricing
Prices, which were determined centrally, were supposed to be lower than
competitors‘ prices. However percentage margins were expected to hold up not only
because of the direct efficiencies associated with a shortened, vertically integrated
supply chain but also because of significant reductions in advertising and markdown
requirements.
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4.1.6.5 Target market
Zara‘s target market is very broad because they do not define their target by
segmenting ages and lifestyles as traditional retailers do. Its target market is a young,
educated one that likes fashion and is sensitive to fashion. Today, people around the
world through various communication devices have more access to information
about fashion. Therefore, fashion has become more globally standardized and Zara
uses this to their advantage by offering the latest in apparel. For that reason, 80- 85%
of the products that the company offers globally are relative standardized fashionable
products. The international strategy of this fashion chan is excellent because it
adopted a balanced mixture of standardization and customization(Url-1).
4.1.6.6 Advertising
A further difference from traditional behavior within fashion retailing is a very low
spend on marketing. Zara‘s advertising investment is claimed to be 0.3% as
compared to traditional retailers who expends 3 – 4%. Zara‘s cuts in advertising
investments reduce total expenses, which make the international expansion more
economical. This also signifies that Zara relies mainly on its stores to project their
image. Agreat deal of attention is given to product presanttaion and window display.
For that reason, Zara has a department, which exclusively works in acquiring global
prime real estate locations. In addition, this department is responsible for the frequent
refurbishing of store layouts, as well as the creation of a common window display for
Zara‘s global stores. The display positions Zara in the industry with a prestigious and
elegant image.
4.1.7 The lessons from ZARA
Various products
To accelerate process of purchasing and production by adopting the
standardized semi-finished products method after dying the white piece goods
Small batch production
From the point of age, it ranges from 0-55
From the point of target user, it covers men‘s wear, ladies‘ wear and
children's wear
To accelerate distribution process by using perfect logistics system to stop
production of unsasable goods
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Accurate response to sales information for result of great reduction of
bullwhip effect and problems of demand forecasting and inventory in the
whole supply chain
Position of the stores
Boasts a significantly lower percentage of unsold items
4.2 An overview of Marks & Spencer
The company was founded by a partnership between Michael Marks, a Lithuanian
Jew from Slonim, Poland (now in Belarus), and Thomas Spencer, a cashier from
Yorkshire. On his arrival in England, Marks worked for a company in Leeds, called
Barran, which employed refugees. In 1884 he met Isaac Dewhurst, the owner of a
Leeds warehouse, which resulted in him opening his own stall on Kirkgate Market,
in Leeds (Url-5).
The next few years saw Michael Marks open market stalls in many locations around
the North West of England. In 1894, Thomas Spencer invested in Marks' activities
and they opened their first store, in partnership, at 20, Cheetham Hill Road,
Manchester (Url-5).
Marks and Spencer, known colloquially as "Markies", or "M&S", made its reputation
in the early 20th century on a policy of only selling British-made goods (a policy
eventually discontinued in 2002). It entered into long term relationships with British
manufacturers, and sold clothes and food under the "St Michael" brand, that was
introduced 1928. The St Michael honours Michael Marks. It also accepted the return
of unwanted items, giving a full cash refund if the receipt was shown, no matter how
long ago the product was purchased, which was unusual for the time.It adopted a 90day returns policy in 2005 but on 12 April 2009 the refund policy changed once
again to 35 days (Url-5).
By 1950, virtually all goods were sold under the "St Michael" label. M&S lingerie,
women's clothes and girls' school uniform were branded under the "St Margaret"
label until the whole range of general merchandise became St Michael. Simon
Marks, son of Michael Marks, died in 1964, after fifty-six years' service. Israel Sieff
took over as Chairman and in 1968, John Salisse became the company Director. A
cautious international expansion began with the introduction of Asian food in 1974.
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M&S opened stores in continental Europe in 1975 and in Ireland four years later
(Url-5).
The company put its main emphasis on quality, including a 1957 stocking size
measuring system.But for most of its history it also had a reputation for offering fair
value for money. When this reputation began to waver, it encountered serious
difficulties. Arguably, M&S has historically been an iconic retailer of 'British
Quality Goods' (Url-5).
All international shops are operated under franchise, with the exception of those in
the Republic of Ireland and Hong Kong which remain in company ownership.
M&S expanded into Canada in 1973, and at one point had forty seven stores across
Canada. Despite various efforts to improve its image, the chain was never able to
move beyond its reputation there as a stodgy retailer, one that catered primarily to
senior citizens and expatriate Britons. The shops in Canada were smaller than British
outlets, and did not carry the same selection. In the late 1990s, further efforts were
made to modernise them and also expand the customer base. Unprofitable locations
were closed. Nonetheless, the Canadian operations continued to lose money, and the
last 38 shops in Canada were closed in 1999 (Url-5).
Expansion into France began with shops opening in Paris and Lyon in 1975,
followed by a second Paris shop in 1977. Further expansion into other French and
Belgian cities followed into the 1980s. Although the Paris shops remained popular
and profitable, the whole of the Western European operation did not fare as well and
eighteen shops were sold in 2001. However in April 2011, M&S has changed
directions again with an announcement to reopen a store that will not only sell
clothing but food as well. In addition the group will also open several food outlets
throughout the French capital.
Marks & Spencer launched an online shopping service in 1999. In February 2007,
M&S announced the opening of the world's largest M&S shop outside the UK at
Dubai Festival City (Url-5).
On 2 October 2008, M&S opened its first mainland China shop in Shanghai.
Problems with the supply chain for the first few months of opening led Stuart Rose,
M&S chairman, to describe failures in basic shopkeeping (Url-5).
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Marks & Spencer Group Plc has market share of 23 percent for women aged 55 to
64, but drop significantly to 12.1 percent for women a decade younger as they seek
more fashionable frocks and workwear.
4.3 An Overview of H&M
4.3.1 Corporate strategy
H&M is a global fashion company operating in 22 countries with its fully owned
1193 stores (Annual report, 2005). The headquarters is in Stockholm/Sweden.
Clothing collections for women, men, teenagers and children are created in house by
more than one hundred designers, working together with buyers and pattern makers
in order to offer the latest fashion.
The global business concept of H&M is to offer fashion and quality at the best price.
In order to achieve this objective, H&M applies policies such as using few
middlemen, buying in large volumes, having a broad & in-depth knowledge of
design and textile technologies, buying the right products from the right market,
being cost-conscious at every stage and having efficient distribution. The company is
capable of delivering new goods the stores daily. H&M also supports the brand
image and reputation with being deeply ethical in terms of relations with its
suppliers, employees and staff.
4.3.2 Global Marketing Strategy
The growth target of the company is to increase the number of stores by 10–15 per
cent per year besides increasing the sales at its existing stores. The major decision
factor in company‘s global expansion rate is the availability of attractive business
locations. International expansion of a corporate brand will create economics of scale
eventually and companies such as H&M can bloom from economic synergies of
global marketing efforts. Supporting the theory, the company‘s vision is expanding
globally thanks to its financial strength. The strategy is to grow whilst maintaining
high profitability and control. Having increased its turnover by 100 per cent, the
number of stores by 75 per cent and earnings per share by 262 percent in the past five
years is an indicator that the company‘s expansion has been entirely self-financed.
(Annual report, 2005)
H&M‘s primary expansion markets are Germany, US, UK, Poland, Spain, France,
Italy and Canada with Germany being the biggest. The company pursues an entry
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strategy with wholly-owned subsidiaries worldwide except the franchise agreement
signed with one of the Middle East‘s leading retailers for opening stores in Dubai
and Kuwait (Annual report, 2005).
The marketing strategy of H&M is in accordance with the corporate strategy.
Offering fashion for affordable prices through more detailed, higher quality tailored
garments for the entire family. Selecting partners with desirable associations that
harmonize the vision and values of the brand is a rational choice for a corporate
brand willing to work in the direction of a future vision. H&M corporate brand
signed up German designer Karl Lagerfeld and British designer Stella McCartney in
order to keep the level of high fashion and global future vision. (Annual report,
2005)
Another feature of H&M‘s strategy is using the competitors‘ experiences in new
markets. H&M never attempts to set new trends by being the ―first‖ manufacturer to
market a new product to meet changing consumer taste. Instead, the group's strategy
is focused on being the ―second‖ manufacturer to market new products with offering
the cheapest prices in the market for similar items. This shows that volumes are more
important than prices to the group earnings (Annual report, 2005).
4.3.3 Suppliers
The company doesn‘t have its own production facilities: instead, the products are
sourced from a wide variety of geographical regions from around 700 carefully
selected and managed independent suppliers in primarily Asia and Europe. H&M has
more than 50,000 co-workers around the world (Annual report, 2005). Considering
the fact that two of H&M‘s main competitors; Zara and Mango have vertically
integrated production facilities which give them the advantage of flexibility and more
control, H&M makes a trade off between the speed & control of vertically integrated
facilities and reducing costs through switching between the suppliers. The company
also gains advantage by purchasing in large volumes directly from the suppliers
without middlemen and the flexibility to get the clothes manufactured in the cheapest
location at any given time. H&M not only becomes the vertical competitors of the
manufacturers; besides, having more control over value chain, but also becomes
vertical competitors of the vendors both in production, distribution activities and
product design (Annual report, 2005).
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The quality of products and requirements of H&M‘s code of conduct are being
controlled by the company‘s 22 production offices around the world, nine in Europe
and eleven in Asia and one each in Africa and Central America (Annual report,
2005). These offices help the buyers to find the right contacts, markets and the right
suppliers, planning, chasing production, inspecting working conditions and quality in
the factories. This allows H&M oversee the quality of its products in the production
beforehand and shorten lead-times. New goods are delivered to the stores daily and
most popular items can be sourced quickly and supplied to all the stores within
weeks. (Annual report, 2005)
Two of the support activities of H&M have significant distinctive elements: Human
resources management and purchasing. The brand has a reputation of being strongly
ethical which allows it to differentiate from the competitors in terms of recruiting
high quality staff & suppliers and attracting customers.
4.3.4 Customers
H&M defined its customers as ―fashion-conscious women from 18 to 45 years of age
– or who feel that they belong in that age range in the annual report of 2000.
However 3 years later the target customer was broadened as ―fashion-conscious and
fashion-aware women of all ages‖ and clearly mentioned the range of sub-segments:
woman willing to wear most up-to-date international fashions and woman who
prefers classic fashion; pregnant women and ―plus-sized‖ women. (Annual Report,
2005) A Dutch survey revealed that H&M‘s consumer could be characterised as
women below 50, two-person households or young families in higher education,
higher income and higher social class groups.
By opening new stores, H&M widens its customer portfolio around the world.
Fashionable men, teenagers and children are also customers for brands menswear
and childrenswear lines. (Annual Report, 2005)
4.3.5 Distribution Channels
H&M can use both distribution channels between nations or channel within nation
directly in Turkey as most the production of the garments are also made in the same
country therefore can shorten ―manufacturer to store‖ times and eliminates transfer
costs. This is possible by investing in a warehouse and directing the correct amount
of the desired merchandise from the factories straight to this warehouse. For the
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goods that are not produced in Turkey channels between nations and channels within
Turkey model should be used as seen in Table 4.1.
Table 4.1 : Whole channel concept for international marketing (Annual report,2005).
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5. SCOR AND AHP
The Supply Chain Operational Reference Model (SCOR-model) has been selected as
the base model to be adapted to the benchmarking project in the textile-garment
supply chains. For the evaluation of the results, AHP is used.
5.1 About Supply Chain Council (SCC)
Supply Chain Council (SCC, supply-chain.org) is a global nonprofit organization
whose framework, improvement methodology, and benchmarking tools help member
organizations make dramatic and rapid improvements in supply chain performance.
SCC established and maintains the supply chain world‘s most widely accepted
framework for evaluating and comparing supply chain activities and their
performance: the Supply Chain Operations Reference (SCOR®) model. The SCOR
framework makes it possible for organizations to quickly determine and compare the
performance of supply chain and related operations within their organization and
against other organizations. SCC and its member volunteers continually advance
these tools and provide education on how to leverage them for achieving superior
supply chain performance.
A consortium of 69 organizations founded SCC in 1996. Nowadays, the SCOR
model is used by thousands of organizations worldwide. SCC membership is open to
all organizations interested in applying and advancing the state-of-the-art in supply
chain management systems and practices. The members represent a broad crosssection of industries including manufacturers, distributors, retailers, and service
providers as well as technology solution providers, business consultants, academic
institutions, and government organizations. SCC has also chapters in Australia/New
Zealand, Greater China, Europe, Japan, Latin America, Middle East, North America,
Southern Africa, and South East Asia. Also developing chapters in India and the
Middle East. As below in Figure 5.1 the member distribution and member affiliation
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are shown. The figure presents the global scope with over 800 member organizations
(SCC, 2011).

Figure5.1 : Global scope (SCC, 2011).
Figure 5.2 shows member affiliation of the SCOR model all around the
world.

Figure 5.2 :Member affiliation (SCC, 2011).
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5.2 SCOR Definition
SCC describes Supply Chain Operations Reference-model (SCOR) as a process
reference model that has been developed and endorsed by the Supply Chain Council
as the cross-industry standard diagnostic tool for supply chain management. SCOR
enables users to address, improve and communicate supply chain management
practices within and between all interested parties.
SCOR is a management tool. It is a process reference model for supply chain
management, spanning from the supplier's supplier to the customer's customer. The
SCOR-model has been developed to describe the business activities associated with
all phases of satisfying a customer's demand. By describing supply chains using
process building blocks, the Model can be used to describe supply chains that are
very simple or very complex using a common set of definitions. As a result, disparate
industries can be linked to describe the depth and breadth of virtually any supply
chain. The model has been able to successfully describe and provide a basis for
supply chain improvement for global projects as well as site-specific project (SCC,
2011).
5.3 Why SCOR Model?
The advantages of SCOR model has been widely publicized by Supply Chain
Council with illustrative case histories. The condensed generalized achievements of
SCOR implementation in wide range of industries worldwide can be cited as follows
(Huanga et al. 2005).
Cost reduction and customer service improvement, offering on average 3%
rise in total operating income.
Within 12 months of project implementation, almost 2–6% improvement in
return on investment (ROI).
Noticeable improvement in return on assets (ROA) because of cognizant
decisions in capital investment.
Standard supply chain definitions and interpretations facilitating use of
standard features of IT systems, reducing the operating costs drastically.
1–3% profit step up through continuous improvements in supply chain
management.
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On the business side, the SCOR-model has clearly demonstrated its usefulness. A
number of multi-natinational companies have been reported to have benefited from
the SCOR-model.
Alcatel increased its on-time delivery from 10% to 50% in nine months and
reduced its material acquisition costs by a third.
Mitsubishi Motors reduced the number of vehicles in ports from 45 thousand
to zero, saving the organization more than US$ 100 million in costs.
United Sapce Alliance, a partner between Boeing and Lockheed Martin,
improved several aspects of its parachute refurbishment process, including its
on time delivery performance and productivity (Desodt and Lo, 2006).
Similarly, many other organizations like Avon, LEGO, Siemens Medicals to name a
few, pursued SCOR methodology and road map to achieve significant improvements
in their supply chains.
According to the SCC, SCOR helps to solve the top 5 supply chain challenges.
Economic cycles, whether markets are growing or contracting, always force
organizations to take an intense look at their supply chains, question their
assumptions, root out inefficiencies, and plan for growth. Such analysis and
restructuring are an ongoing requirement for effective supply chain management. As
below there is a brief summary of how SCOR aids this work and helps solve five of
the never-ending supply chain management challenges (SCC,2011).
Superior Customer Service determines effective supply chain management is all
about delivering the right product in the right quantity and in the right condition with
the right documentation to the right place at the right time at the right price.
The SCOR model provides a framework for measuring and understanding current
supply chain conditions and performance and creates a foundation for improvement.
It can help supply chain managers evaluate cost/ performance tradeoffs, develop
strategies for meeting new customer expectations, and respond to domestic and
global market growth (SCC, 2011).
Cost Control determines supply chain operating costs are under pressure from rising
freight prices, global customers, technology upgrades, rising labor rates, expanding
healthcare costs, new regulatory demands, and rising commodity prices. To control
such costs there are thousands of potential metrics that supply chain organizations
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can and do measure. Managers need to zero in on the critical few that drive total
supply chain costs within their organizations.
SCOR metrics provide the basis for an organization to measure how successful it is
in achieving its desired objectives. SCOR metrics are designed to be used in
conjunction with supply chain performance attributes, making it easier to compare
different supply chains and different supply chain strategies.
Planning And Risk Management determines supply chains must periodically be
assessed and redesigned in response to market changes, including new product
launches, global sourcing, new acquisitions, credit availability, the need to protect
intellectual property, and the ability to maintain asset and shipment security. In
addition, supply chain risks must be identified and quantified.
Organizations in all sectors have found that using SCOR as a planning and risk
management foundation leads to faster implementation, more comprehensive
identification of potential risks, and easier coordination with customers, suppliers,
and other stakeholders. SCOR helps users establish rules and strategies, assign
responsibilities, coordinate responses, and monitor current conditions(SCC, 2011).
Supplier / Partner Relationship Management determines different organizations, even
different departments within the same organization, can have different methods for
measuring and communicating performance expectations and results. Trust begins
when managers let go of internal biases and make a conscious choice to follow
mutually agreed upon standards in order to better understand current performance
and opportunities for improvement.
SCOR provides a common language for supply chain classification and analysis.
Using a common language and framework makes it easier for teams to communicate,
speeds benchmarking efforts, and enhances the evaluation of best practices (SCC,
2011).
Talent determines as experienced supply chain managers retire—and organizations
scale up to meet growing demand in developing markets—talent acquisition,
training, and development are becoming increasingly important. Supply chain leaders
need a thorough understanding of the key competencies required for supply chain
management roles, specific job qualifications, methods for developing future talent
and leaders, and the ability to efficiently source specific skills.
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Some SCC members have organized the capabilities of their global supply chain
organizations around the SCOR framework. The SCOR skills management
framework complements process reference, metrics reference, and practice reference
components with baseline skills, experience, aptitudes, and training (SCC, 2011).
5.4 The SCOR-Model Version 10
Ever since the SCOR-model was introduced in 1996, ten major revisions have been
made until the time of the writing of this thesis. The discussion throughout this thesis
is based on version 10, as this was the latest released version which have been
obtained when I was a member of the SCC between year 2011 and 2012. It should be
known that only registered members have access to the SCOR-model.
There are lots of benefits to be a member of SCC as can be classified as below. But
the most important one for this study was to be able to access to the last researches
about SCOR.
•Regional Meetings and Briefings
•Training and Certification –SCOR-P/SCOR-S
•Working Groups –Framework Definition
•Industry Groups
•Access to the Frameworks & Research
•SCORMark Benchmarking Services
5.5 The Contents of SCOR Model
5.5.1 The processes of the SCOR model
The Model itself contains several sections and is organized around the five primary
management processes of Plan, Source, Make, Deliver, and Return as shown in
figure 5.5. By describing supply chains using these process building blocks, the
Model can be used to describe supply chains that are very simple or very complex
using a common set of definitions. As a result, disparate industries can be linked to
describe the depth and breadth of virtually any supply chain. The Model has been
able to successfully describe and provide a basis for supply chain improvement for
global projects as well as site-specific projects.
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It spans: all customer interactions (order entry through paid invoice), all physical
material transactions (supplier‘s supplier to customer‘s customer, including
equipment, supplies, spare parts, bulk product, software, etc.) and all market
interactions (from the understanding of aggregate demand to the fulfillment of each
order). It does not attempt to describe every business process or activity. Specifically,
the Model does not address: sales and marketing (demand generation), product
development, research and development, and some elements of post-delivery
customer support.

Figure 5.3 :Five major management processes of SCOR model (SCC, 2011).
It should be noted that the scope of the Model has changed and is anticipated to
change based on Council member requirements. With the introduction of Return, the
Model was extended into the area of post-delivery customer support (although it does
not include all activities in that area)(SCC, 2011).
5.5.1.1 Plan
The Plan processes describe the activities associated with developing plans to operate
the supply chain. The Plan processes include the gathering of requirements, gathering
of information on available resources, balancing requirements and resources to
determine planned capabilities and gaps in demand or resources and identify actions
to correct these gaps.
5.5.1.2 Source
The Source processes describe the ordering (or scheduling of deliveries) and receipt
of goods and services. The Source process embodies the issuance of purchase orders
or scheduling deliveries, receiving, validation and storage of goods and accepting the
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invoice from the supplier. With the exception for Sourcing Engineer-to-Order goods
or services, all supplier identification, qualification and contract negotiation
processes are not described using Source process elements.
5.5.1.3 Make
The Make processes describe the activities associated with the conversion of
materials or creation of the content for services. Conversion of materials is used
rather than ‗production‘ or ‗manufacturing‘ as Make represents all types of material
conversions: Assembly, Chemicalprocessing, Maintenance, Repair, Overhaul,
Recycling, Refurbishment, Remanufacturing and other common names for material
conversion processes. As a general guideline: These processes are recognized by the
fact that 1 or more item numbers go in and 1 or more different item numbers come
out of this process (SCC, 2011).
5.5.1.4 Deliver
The Deliver processes describe the activities associated with the creation,
maintenance and fulfillment of customer orders. The Deliver process embodies the
receipt, validation and creation of customer orders, scheduling order delivery, pick,
pack and shipment and invoicing the customer. The D4 Deliver Retail process
provides a simplified view of Source and Deliver processes operated in a Make-toStock-only retail operation.
5.5.1.5 Return
The Return processes describe the activities associated with the reverse flow of
goods. TheReturn process embodies the identification of the need to return, the
disposition decision making, the scheduling of the return and the shipment and
receipt of the returned goods. Repair, recycling, refurbishment and remanufacturing
processes are not described using Return process elements (SCC, 2011).
5.5.2 Levels of the SCOR model
As shown in Figure 5.6, the Model is designed and maintained to support supply
chains of various complexities and across multiple industries. The Council has
focused on three process levels and does not attempt to prescribe how a particular
organization should conduct its business or tailor its systems/ information flow.
Every organization that implements supply chain improvements using the SCOR-
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model will need to extend the Model, at least to Level 4, using organization-specific
processes, systems, and practice.
The Model is silent in the areas of human resources, training, and quality assurance.
Currently, it is the position of the Council that these horizontal activities are implicit
in the Model and there are other highly qualified organizations that are chiefly
concerned with how an organization should train, retain, organize, and conduct their
quality programs. Just as the Council recognized the requirements for marketing and
sales in commercial organizations, the Council is not minimizing the importance of
these activities, but they are currently out of scope for SCOR (SCC, 2011).
Figure 5.6presents the Model‘s hierarchical model with specific boundaries in regard
to scope.
5.5.3 Metrics
A metric is a standard for measurement of the performance of a process. SCOR
metrics arediagnostic metrics. SCOR recognizes three levels of pre-defined metrics:
• Level 1 metrics are diagnostics for the overall health of the supply chain. These
metrics arealso known as strategic metrics and key performance indicators (KPI).
Benchmarking level1 metrics helps establishing realistic targets to support the
strategic directions.
• Level 2 metrics serve as diagnostics for the level 1 metrics. The diagnostic
relationshiphelps to identify the root cause or causes of a performance gap for a level
1 metric.
• Level 3 metrics serve as diagnostics for level 2 metrics.
The analysis of performance of metrics from level 1 through 3 is referred to as
decomposition.Decomposition helps identify the processes that need to be future
studied. (Processes are linked to level 1 and level 2 metrics).SCOR recognizes 5
performance attributes(SCC, 2011).
5.5.3.1 Reliability
The Reliability attribute addresses the ability to perform tasks as expected.
Reliability focuses on the predictability of the outcome of a process. Typical metrics
for the reliability attribute include: On-time, the right quantity, the right quality. The
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SCOR key performance indicator (level 1 metric) is Perfect Order Fulfillment.
Reliability is a customer focused attribute.

Figure 5.4 : Hierarchical model of SCOR (SCC, 2011).
5.5.3.2 Responsiveness
The Responsiveness attribute describes the speed at which tasks are performed.
Responsiveness addresses repeated speed of doing business. Agility describes a
different speed, the speed to change the supply chain. Example metrics are cycle time
metrics. The SCOR key performance indicator is Order Fulfillment Cycle Time.
Responsiveness is a customer focused attribute.
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5.5.3.3 Agility
The Agility attribute describes the ability to respond to external influences; the
ability to change. External influences include: Non-forecastable increases or
decreases in demand, suppliers or partners going out of business, natural disasters,
acts of (cyber) terrorism, availability of financial. tools (the economy), labor issues.
The SCOR key performance indicators include Flexibility and Adaptability. Agility
is a customer focused attribute.
5.5.3.4 Cost
The Cost attribute describes the cost of operating the process. Typical cost includes
labor cost, material cost, transportation cost. The SCOR key performance indicators
are Cost of Goods Sold and Supply Chain Management Cost. These two indicators
cover all supply chain spend. Cost is an internal focused attribute.
5.5.3.5 Assets
The Asset Management Efficiency (‗Assets‘) attribute describes the ability to
efficiently utilizeassets. Asset management strategies in supply chain include
inventory reduction and in source vs. outsource. Example metrics include: Inventory
days of supply, capacity utilization. The SCOR key performance indicators include:
Cash-to-Cash Cycle Time, Return on Fixed Assets. Asset Management Efficiency is
an internal focused attribute.
5.6 Introduction to Analytic Hierarchical Process (AHP)
In this part, the information about Analytic Hierarchical Processwhich will be used in
the application part of the thesis in the following chapteris given.
AHP is a specific technique which was developed by a mathematician, Thomas L.
Saaty in the 1970s, as a decision making technique to solve complex and
unstructured problems with multiple attributes. AHP was applied in a variety of areas
including education.
This method is a comprehensive framework that is designed to cope with the rational
and the irrational when we make multi-objective and multi-criterion with or without
certainty for any number of alternatives. The basic assumption of AHP is that it can
be used in functional independence of an upper part or cluster of the hierarchy from
all its lower parts and the criteria in each level (Meade and Sarkis, 1999).
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According to the Allameh,there are also several advantages of the AHP as below
(Allameh et al. 2011).
Unity Model: AHP is a unique, simple and flexible model to solve a wide range of
issues without a structure that is easily understandable for everyone.
Complexity: AHP uses both hierarchical and detailed analysis techniques to solve
complex problems simultaneously.While people tend to generalize in analysis or
emphasize details and neglect essentials, AHP takes both approaches.
Interdependence: AHP considers dependency linear never the less it can be used for
solving issues of non linear dependent elements.
Hierarchy structuring: AHP organizes system components into a hierarchical
system. This kind of organization that categorizes components in to different levels
matches the way human think.
Measurement: AHP scale for measuring quality criteria and method for preparing
estimates and provides priorities estimation.
Consistency: AHP adaptation reasonable calculates the judgments used in the
priorities determination and presents them.
Synthesis: AHP lead to estimation of final ranking of each option.
5.6.1 Hierarchic design and its evaluation
AHP breaks down a decision problem in a hierarchical way, and each level in the
hierarchy consists of interrelated decision elements. The top level is made up of the
goal of the decision problem; criteria, sub-criteria, and alternatives of the problem
are represented at lower levels as shown in figure 5.7. By structuring a complex
problem as a hierarchy, not only is the analysis made more manageable, but also
interrelationships among the decision variables can be identified.
According to Saaty, deciding on which factors to include in the hierarchy is probably
the most creative task in the process. The hierarchy should be structured so that there
must be enough detail to represent the problem. When the goals, environment, and
participants of the problem are defined very well and the hierarchy is arranged
accordingly, complex relationships within the decision process can better be
identified.
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Figure 5.5 : A three level hierarchy of AHP (Saaty,1996).
5.6.2 The pairwise comparision matrix
Once the hierarchy is described, the elements at each level are compared pairwise,
considering their relationship to a particular element in the next higher level.
Beginning from the top of the hierarchy and working down, at each level, square
matrices called comparison (or preference) matrices are created by pairwise
comparisons. An ordinal scale of 1-9, recommended by Saaty (1996), is used in this
process, and shown in Table 5.1 as below.
For example, if two elements are assumed equally important, the comparison will
have a scale of 1. If one element is strongly more important than the other, the
analysis will have a scale of 5. Subsequently, scales 7 and 9 are used to describe very
strongly more important and extremely more important respectively. The
corresponding reciprocals 1, 1/2, 1/3… ,1/9 are used for the reverse comparison.
where aij ¼ 1 and aij ¼ 1=aji; i; j ¼ 1; 2; . . . ; n. In matrix A, the problem becomes
one of assigning to the n elements C1, C2, . . . , Cn a set of numerical weights W1,
W2, . . . , Wn that reflect the recorded judgements. If A is a consistency matrix, the
relations between weights Wi and judgements aij are simply given byWi=Wj ¼ aij
(for i, j ¼ 1, 2, . . . , n) and matrix A is as follows (5.2).
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5.2
Table 5.1 : The fundamantel nine-point scale and its description (Saaty,1996).
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5.6.2.1 Obtaining the weights (priorities) of the criteria
The next step consists of the computation of a vector of priorities from the constructed matrix.
According to the AHP methodology, the eigenvector of the comparison matrix with the largest
eigenvalue provides the priority ordering, and the eigenvalue is a measure of consistency of the
judgment
Computation of the exact Eigen vector of a matrix is complex and costly process. However,
there are four approximate methods presented to compute the eigen vector of a matrix by Saaty
(Saaty, 1996).

1) Sum the elements in each row and normalize by dividing each sum by
the total of all the sums, thus the results add up the unity.

2) Take the sum of the elements in each column and form the reciprocals
of these sums, and divide each reciprocal by the sum of the reciprocals.

3) Divide the elements of each column by the sum of that column, and
then add the elements in each resulting row, then divide this sum by the
number of elements in the row.

4) Multiply the n elements in each row, and the take the nth root.
Normalize the resulting numbers.
5.6.2.2 Consistency test
The essential idea of the AHP is that a matrix A of rank n is only consistent if it has
one positive eigenvalue n =

while all other eigenvalues are zero. Further,

Saaty developed the consistency index (CI) to measure the deviation from a
consistent matrix (5.3).

5.3
The consistency ratio (CR) is introduced to aid in deciding whether to revise the
matrix. It is defined as the ratio of the CI to the so-called random index (RI), which is
a CI of randomly generated matrices (5.4).
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5.4
For n = 3, the required CR (CRGoal) should be less than 0.05; for n = 4, it should be
less than 0.08; and for n 5, it should be less than 0.10 to achieve a sufficient
consistentnmatrix. Otherwise, the matrix should be revised (Saaty, 1996).
To sum up AHP can be summarized as below.
The AHP main steps include (Wang et al. 2007).
(1) Hierarchy design step: All the elements interfering into the decision-making
problem must be determined and structured into levels as a family tree. The first
level consists of the primary or main objective while the following ones are devoted
to the secondary aims, etc. In the lowest level are the alternatives, i.e. the possible
solutions of the multicriteria problem (and so, in the case considered in the study, the
non-dominated solutions provided by the Pareto sort): this phase allows clarifying
the problem components and their interaction.
(2) Development of judgment matrices: One of the main features of the AHP
technique is its pairwise comparison working mode, for all the criteria (or
alternatives) belongingto the same hierarchical level. Judgment matrices can then be
defined from these reciprocal comparisons. The pairwise comparisons are based on a
standardized evaluation schemes (cf. next subsection).
(3) Computing of local priorities: Several methods for deriving local priorities (i.e.
the local weights of criteria or the local scores of alternatives) from judgment
matrices have been developed, such as the eigenvector method (EVM), the
logarithmic least squares method (LLSM), the weighted least squares method
(WLSM), the goal programming method (GPM), etc. Consistency check should be
implemented for each judgment matrix.
(4) Alternative ranking: An aggregation procedure accounting for all local priorities
(thanks to a simple weighted sum) then enables to obtain global priorities regarding
the main objective, including global weight of each criteria or global scores of each
alternative. The final ranking of the alternatives is determined on the basis of these
global priorities.
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6. AN APPLICATION: ADAPTATION OF THE SCOR-MODEL TO THE
TEXTILE GARMENT SUPPLY CHAIN IN ORDER TO COMPARE SOME
SUCCESSFUL RETAILERS ACCORDING TO THEIR SUCCEED USING
AHP
As mentioned at the beginning part of the thesis, there existed a need for a
benchmarking of the certain successful textile retailers. So, this study has been
conducted in order to investigate the retailer‘s weak and strong points.
To determine a company‘s success is a very complex process and it contains various
important steps. In this thesis, a methodology was developed to compare three
successful textile retailers (which have been renamed Retailer A, Retailer B and
Retailer C to protect confidentiality). Initially, SCOR model was used to determine
the performance criteria and then a case study form of methodology involving
Turkish clothing manufacturers was conducted. AHP which is a multi-criteria
decision making technique to solve complex and unstructured problems with
multiple attributes was used to evaluate results. The reasons for choosing AHP for
evaluating the results are to be able to see the results as numerical values and also to
present the determined criteria, sub-criteria and the objective in a hierarchy structure
which makes the complex problem more apprehensible.As a result of the study, three
successful retailers were compared according to their performance attributes.
6.1 The Goal and The Content of The Study
The goal of the prepared survey is to obtain enough information from the suppliers of
the mentioned retailers in order to compare them according to their performance
attributes and also evaluate their weak and strong points.
The content of the study can be listed in order as below.
1) To determine the goal of the study as comparing some retailers according to their
performance attributes and also to evaluate their weak and strong points. Hence,
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three different successful retailersare selected as alternatives and given in the study
as Retailer A, Retailer B and Retailer C.
2) To identify the performance criteria that influence the behaviour of the system
based on an extensive literature review, SCOR model, with the help of the
supervisors and my job experience.
3) To investigate the SCOR model‘s organization and limitations in order to be able
to give the criteria‘s final shape and to change some criteria in terms of the model‘s
limitations.
4) To select AHP as a decision-make programme and structure the model.
5) To make the judgements.
6) To check the consistency index.
7) To make the sensitivity analysis.
8) To evaluate the results.
6.2 Methodology of The Study
The research design for this study consisted a case study form of methodology
involving 20 Turkish clothing manufacturers. Qualitative data were gathered via a
questionnaire which was distributed to members of the top-level management teams
of each of the selected clothing firms in Turkey. Because AHP evaluation is based on
expert opinions, the number of questionnaires conducted depends on the study
content. In this study, efforts were focused on especially getting information from the
right experts who were capable of answering comprehensive questions and also must
have experience with all three retailers currently or previously to obtain reliable
information. It was very difficult to achieve this point, because especially Retailer C
do not have common manufacturers with Retailer A and Retailer B. Table 6.1 gives
the general information about the experts and companies. Also, as it seen from the
Table 6.1, all the interviewers were selected from different types of manufacturers
which is important to capture an unbiased approach during performance criteria
evaluation.
The mentioned study was described in detail to each interviewer by phone, e-mail or
face-to-face.Application part of the thesis with AHP include 7 stages.
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a. Determine criteria in order to evaluate retailers‘ performance.
b. Adaptation of the criteria to the SCOR model in terms of the model‘s limitation
and give the criteria for final shape.
c. Structure the hierarchy, which is one of the most important steps as making the
complex problem more apprehensible.
d. Performance evaluation of pair-wise comparisons. Each element in a particular
level is compared with another element in the same level and they are evaluated on a
numerical scale.
e. Checking the consistency index
f. Make the sensitivity analysis for the main criteria
g. Obtain the results and decide which alternative is prefarable
These seven stages belonging to AHP method were followed through
Table 6.1 : General information about the experts and the companies
Manufacturer type

Number of employees

Business position

Fabric

1000

Customer representative

Knitting

370

Customer representative

Denim

317

Denim production chief

Accessory

100

Sale and Marketing management

Knitting&Weaving

250

Customer representative

Knitting&Weaving

120

Merchandiser

Fabric

1000

Customer representative

Accessory

105

Sale management

Knitting&Weaving

50

Marketing management

Knitting&Weaving

194

Customer representative

Knitting&Weaving

550

Customer representative

Knitting

46

Production coordinator

Knitting&Weaving

205

Merchandiser assistant

Knitting&Weaving

200

Customer representative

Knitting&Weaving

130

Merchandiser assistant

Weaving

98

Merchandiser

Knitting

150

Merchandiser assistant

Denim

770

Senior merchandiser

Weaving

1000

Merchandiser

Weaving

85

General manager
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6.3 Determining Criteria and Adaptation of the Criteria to the SCOR model
It is obvious that defining the right criteria is very important for achieving the main
goal. Moreover, since the criteria will be used in a quastionnaire, they must be wellunderstood by the interviewers and also they must be based on objective. So, a
sensitivestudy must have been made to determine the criteria accordingly.
After the identification the criteria, some modifications are needed in terms of the
SCOR model‘s organization and limitations. Followingly, the criteria and also subcriteria got its final structure. The main criteria can be listed as Production &
Quality,Speed,Marketing & Innovation, Asset Management andCost which are also
can be seen in Table 6.2. All three retailers selected are known in the market for their
speed, variety product scale, lower cost, irregular supply chain. Therefore, the
criteria were selected in order to be able to show the weak and strong points of the
mentioned retailers.
In chapter 5, the SCOR model is discussed in more details. So, for the general
structure of the SCOR model, please review the chapter 5. This part will directly start
with the adaptation of the criteria to the SCOR model as can be seen in Table 6.2.
6.4 Structuring Hierarchical Design
The problem was hierarchically structured into different levels; the goal, main
criteria, sub-criteria and alternatives and a four level hierarchical model was devised.
The whole hierarchy of the assessment can be easily visualised in Figure6.1. The
goal was to compare the mentioned retailers according to their performance attributes
which was located at the top level of the hierarchy. The criteria and sub-criteria
contributing to the decision were represented at the intermediate levels which were
followed by the alternatives or selection choises at the bottom of the hierarchy.
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Table 6.2 : Adaptation of the criteria to the SCOR model
PERFORMANCE
ATTRIBUTE

Reliability

Responsiveness

Agility

Costs

Asset Management

DEFINITION
The ability to perform
tasks
as
expected.
Reliability focuses on
the predictability of the
outcome of a process.
Typical metrics for the
reliability
attribute
include: On-time, the
right quantity, the right
quality.
The speed at which
tasks are performed.
The speed at which a
supply chain provides
products
to
the
customer.
Examples
include
cycle-time
metrics.
The ability to respond
to
external
influences,the ability to
respond to marketplace
changes to gain or
maintain
competitive
advantage.
SCOR
Agility metrics include
Flexibility
and
Adaptability

ADAPTATION OF SCOR MODEL
TO APPAREL INDUSTRY
PRODUCTION & QUALITY
1. Defective production ratio
2. Percantage of quantity that can be
delivered on time/ customer order
3. Green production
4. Quality
relative
to
competitors(material and accessories
quality)
5. Variety of the goods (Color and
product variety)
SPEED
1.Lead time
2. The number of collection per year
3. Percantage on-time for rush orders

MARKETING & INNOVATION
1. The number of fairs attended
(frequcency)
2. Flexibility and Adaptability
3. Strong market image and good
marketing techniques
4. Ability to offer new and innovative
products
5.Fashion follow- up speed

The cost of operating COST
the
supply
chain 1.The ability to reach to the target price
processes.
This of the customer.
includes labor costs, 2. The cost of operations and supply
materialcosts,
chain processes.
management
and
transportation costs. A
typical cost metric is
Cost of Goods Sold
The ability to efficiently ASSET MANAGEMENT
utilize assets. Asset 1. Inventory days of supply
management strategies 2. Capacity utilization.
in a supply chain
include
inventory

reduction
sourcing

and

in-

vs.outsourcing. Metrics
include: Inventory days
of supply and capacity
utilization.
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Figure 6.1 : Hierarchic design.
6.5 Pairwise Comparision
Priorities of Main Criteria
After forming the hierarchical structure shown in Figure 6.1, the next step in the
application process is to find pair wise comparison matrix of the relative criteria.
One-to-one comparisons of factors correlatively, were carried into effect, and Saaty‘s
(2003) 1-9 scale was utilized to gauge answers which is explained in the previous
chapter.
Taking the basis of geometric mean of 20 expert‘s views about binary comparisons,
the generated comparison matrixes were calculated. Once the components were
compared pairwise, the whole pairwise comparisons were collected in a matrix called
a pairwise comparison matrix.Another point that should be determined was the
inconsistency index which is useful for identifying possible errors in judgements. In
general, the inconsistency index should be less than 0.1 or so to be considered
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reasonably consistent. In the study, this ratio was never exceed 0.1. Accordingly it
can be said that the feedbacks of decision makers were consistent. So, the assessment
of the quastionairre was not needed to repeat.
Table 6.3 shows the data entrance of the main criteria. The number in the matrix is a
dominance judgment. To illustrate, blue colour indicates the element listed at the left
is dominant (more important, more preferred) than the element listed at the top. Red
colour indicates that the element listed at the top is dominant. The arrow points to
dominant element.
Table 6.3: Pair wise comparisons of main criteria.

Also the programme offers different views such as verbal, graphic and
quastionnaire. In the Table 6.4 the quastionnaire view is shown.This table shows the
pair wise comparision for the main criteria as quastionnaire view. To illustrate, if we
compare first criteria ‗speed‘ with fifth one ‘asset management‘, first criteria has
moderately more important than fifth one. For displaying this comparison, we use 2
which is closer to the first criteria.
Figure

6.2

represents

the

priorities

of

five

main

(speed,

marketing&innovation, production&quality, cost and asset management) criteria.
According to the data obtained from the quastionairre, the most important three
criterion were marketing & innovation, cost and production & quality which were
extremely close to each other. Marketing innovation had the value of 0.262 whereas
cost got the value of 0.257 and production & quality had 0.217. On the other hand,
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the other two criteria speed and asset management got lower significance levels of
0.160 and 0.102 respectively.
Table 6.4 : The quastionnaire view of the main criteria.

Figure 6.2 :Priorities of the main criteria.
Figure 6.3 shows the priorities of the main criteria on a percantage basis.
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Figure 6.3 : Priorities of the main criteria on a percantage basis.
Priorities of Sub-Criteria
Table 6.5 presents the overall weighting information for each sub criteria related to
main criteria.
For Marketing& Innovation, according to the results obtained from research findings,
marketing&innovation is the most important main criteria. For this criteria, the most
important sub-criteria was‗strong market image and good marketing techniques‘
which was followed by ‗flexibility and adaptability‘ (Figure 6.4).
Table 6.5 :Weights of sub-criteria under each criterion.
SPEED

Priority

Lead time

0,390

Percantage on time for rush orders

0,505

The number of collection per year

0,103

MARKETING & INNOVATION
Ability to offer new and innovative products

0,208

Fashion follow- up speed

0,186

Flexibility and adabtability

0,243

The numbers of fairs attended

0,071

Strong marketing image and good marketing techniques

0,289

PRODUCTION & QUALITY
Defective production ratio

0,217

Percantage of quantity that can be delivered on time/ customer order

0,317
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Green production

0,100

Quality relative to competitors(material and accessories quality)

0,181

Variety of the goods (Color and product variety)

0,183

COST
The ability to reach to the target price of the customer.

0,741

The cost of operations and supply chain processes.

0,258

ASSET MANAGEMENT
Capacity utilization

0,653

Inventory days of supply

0,346

The following table 6.6 shows the the priorities of the alternatives with respect to sub
criteria of marketing&innovation. For the most important sub-criteria, Retailer A was
the second preffered brand while Retailer B is the most-preferred one. But for the
ability ‗to offer new and innovative products‘, ‗fashion follow-up speed‘ and also for
the ‗flexibility and adaptability‘ Retailer A was the well ahead of Retailer B.

Figure 6.4 :Priorities for the marketing&innovation measures.
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Table 6.6 : The calculation of the priorities of the alternatives under the sub-criteria
marketing&innovation.

For Cost, as shown in figure 6.5.It was found that ‗the ability to reach to the target
price of the customer‘ had more weight than the other sub-criterion. It means that the
interviewers believe that to be able to reach the target cost is very critical in their
firm and will try their best to shape their supply chain to improve this ability.
Similarly pairwise comparisions of the alternatives with respect to the sub-criteria
cost were made and the weight results of the alternatives were shown in the Table 6.7

Figure 6.5 : Priorities for the cost measures.
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Table 6.7 : The calculation of the priorities of the alternatives under the sub-criteria
cost

Like marketing&innovation, for also cost sub-criteria Retailer A was the most
preferred brand.
Another type of measure evaluated was the production&quality which was the third
important one among main criteria.Priorities for the production&quality measures
was shown in Figure 6.6.
When the sub-criteria of the production&quality was investigated, it was found that
the most important criterion was the ‗percantage of quantity delivered on time‘ while
the least important one was ‗the green production‘ surprisingly. Although the
importance of green production has been increasing over the past few decades, both
the interviewers that participated to the quastionnnaire and the mentioned suppliers
does not give weight sufficiently. On the other hand, more and more consumers are
taking into account a company‘s social and environmental policies when making
purchasing decisions. However, at least in the apparel sector, it seems that the
companies‘ strategies have not been changed enough and they are not taking into
account green production flow of the products.

Figure 6.6 :Priorities for the production&quality measures
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Another point that should be evaluated was that the quality relative to the other
competitors. Because Retailer C attaches importance to that point, it got the first rank
for three sub-criteria as seen in Table 6.8.
Table 6.8 : The calculation of the priorities of the alternatives under the sub-criteria
production&quality.

When the sub-criteria for the speed were examined it was found that the most
important criterion was ‗percantage on-time for rush orders‘ which was followed by
lead time (Figure 6.7).

Figure 6.7 : Priorities for the speed measures.
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As it is well-known, Retailer A is well-known for its speed in the market. Here in the
Table 6.9 it was emphasised one more time that Retailer A was well ahead brand
among its competitors when speed considered.
Table 6.9 : The calculation of the priorities of the alternatives under the sub-criteria
speed.

The last criterion was under the name of asset management. ‗Capacity utilization‘
was selected as the first criterion and inventory days of supply was the second one
(Figure 6.8).

Figure 6.8 : Priorities for the asset management measures.
Followingly pairwise comparisions of the alternatives with respect to the sub-criteria
asset management were made and the weight results of the alternatives were shown
in the table 6.10. Retailer B came at first, Retailer C came second and Retailer A was
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chosen as a last according to the data obtained from the research findings for thesubcriterion ‗capacity utilization‘.
Table 6.10 : The calculation of the priorities of the alternatives under the sub-criteria
asset management.

Retailer A is scarely the third brand among its competitors for the sub-criteria
capacity utilization.The company is extremely weak for this criteria.
6.6 Checking Inconsistency Index
As explained before, the inconsistency index is useful for identifying possible errors
in judgements. In general, the inconsistency index should be less than 0.1 or so to be
considered reasonably consistent. In the study, this ratio was never exceed 0.1.
Accordingly it can be said that the feedbacks of decision makers are consistent. So,
the assessment of the quastionairre was not needed to repeat.
6.7 Sensitivity Analysis
6.7.1 Goal node: speed
The priority of speed is plotted on the x axis and the priorities of the alternatives are
plotted on the y axis. When the point for the speed show us 0.5, Retailer A is about
48, Retailer B is about 32 and Retailer C is about 20. What this graph is telling us,
Retailer A is the best alternative for speed without any doubt. (Figure 6.9).
6.7.2 Goal node: marketing& innovation
Like speed criterion, for the criteria marketing&innovation, Retailer A is the best
alternative among its competitors. Under no circumstances, neither Retailer B nor
Retailer C can reach to Retailer A for this criterion. (Figure 6.10).
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Figure 6.9 : Sensitivity analysis for speed.

Figure 6.10 :Sensitivity analysis for marketing&innovation.
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6.7.3 Goal node: production & quality
The production&quality criterion was investigatedin Figure 6.11. It is seen from the
Figure 6.11 that there is a sensitivity between Retailer A and Retailer B. If the value
of the production & quality criterion was above 81%, Retailer C could place at a first
range but this is not probable.
6.7.4 Goal node: Cost
In Figure 6.12, for cost criterionRetailer A was the best alternative among its
competitors. Under no circumstances, neither Retailer Bnor Retailer C can reach to
Retailer A for this criteria.

Figure 6.11 : Sensitivity analysis for production&quality.
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Figure 6.12 :Sensitivity analysis for cost.
6.7.5 Goal node: asset manegement
When we investigate the sensitivity analysis for the asset management, we
see in figure 6.13 that there is a sensitivity among Retailer A and Retailer B.
If the value of the asset management is above 60%, Retailer Bwould be at a
first range but this is not probable.

Figure 6.13 :Sensitivity analysis for asset management.
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6.8 Synthesis and Results
After pairwise comparisions, next step of the application is evaluating performance
of suppliers regarding relative criteria and classifying the suppliers according to their
performance attributes.
The Normals column in Figure 6.14 presents the results in the form of priorities.
This is the usual way to report on results. The Ideals column is obtained from the
Normals column by dividing each of its entries by the largest value in the column.

Figure 6.14 Results of the most prefarrable brands.
These results showed that Retailer A was selected as the best choice considering
multi-criteria decision making process.

The ―Ideal‖ column shows the results

divided by the largest value so that the best choice has a priority of 1.0. The others
are in the same proportion as in ―Normals‖ and are interpreted this way: Retailer B is
77% as good as Retailer A and Retailer C is 56% as good as Retailer A.
These results also present that Retailer A, with 43% percentage, became the primary
brand among its competitors which was followed by Reatiler B with 33%. The third
preferable brand was selected as Retailer C with a proportion of 24%.
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7. CONCLUSION
7.1 Conclusion
All companies, including apparel textile sector, must bring into line their supply
chains with the demands of the markets in order to remain competitive over their
competitors. Companies who excel in supply chain performance have a competitive
advantage in the market. In a world full of changes, which also changes consumer
buying behavior and the fashion products, it‘s very important that the company is
equipped with a flexibility that allows it to adjust and adapt to changes very quickly.
For this reason, companies in the fast fashion, like Zara, operate in the pull system,
which tend to produce only as requested by customer. Accordingly, to determine the
customers‘ neeeds correctly is extremely important to be able to respond in a short
period of time.
By using the SCOR model, a common supply chain framework, standard
terminology, common metrics with associated benchmarks can be provided.
Therefore, it generates major cost savings, cycle-time and quality improvements. The
model has also valuable benefits such as comparing the performance of supply chain
and related operations within the company or against other companies. In this thesis
the purposewas to compare some successful brands, according to their performance
attirubutes. Initially, the criteria were determined and adapted to the SCOR model
based on version 10. AHP approach was applied to help to construct the hierarchical
structure of the model and to determine the priorities of the criteria. The findings of
this study presented that Retailer A is in the first place for most of the criteria and
also sub-criteria. Especially for the criterion Marketing & innovation, Cost and
Speed, the company was selected as a leader brand among its competitors. On the
other hand, for the sub-criteria ‗quality relative to its competitiors‘, ‗green
production‘ and ‗defective production ratio‘ Retailer C was selected in the first place.
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Qualitative data were gathered via a questionnaire which was distributed to members
of the top-level management teams of each of the selected clothing firms in Turkey.
Because AHP evaluation is based on expert opinions, the number of questionnaires
conducted depends on the study content. In this study, efforts were focused on
especially getting information from the right experts who were capable of answering
comprehensive questions and also must have experience with all three retailers
currently or previously to obtain reliable information. It was very difficult to achieve
this point, because especially Retailer C do not have common manufacturers with
Retailer A and Retailer B
7.2 Future Works
For the future works below subjects can be evaluated;
1. The importance of the Turkish suppliers in the textile and clothing industry
among its competitiors can not be deniable, however the role of the far east
suppliers have increased over the past decade. This study aimed to provide textile
scientists and academicians a create a comprehensive and valuable database for
comparing some successful retailers according to the performance attributes with
the view of the retailers‘ suppliers in Turkey. Nevertheless, the results presented
in this paper are only a preliminary study using the views of the Turkish suppliers
of the retailers. Therefore, the views of the experts such as Chinese, Thai,
Vietnamese that work with the mentioned retailers, can be received and the
results can be evaluated according to their views.
2. The retailers choosen for this study are well-known brands in the market for their
high-fashion product scale with affordable prices and also for their irregular
supply chains.I believe that in the future, the authors from different countries
would like to compare their own successfull retailers in their countries to specify
their successful and weak points.
3. The retailers can be choosen among Turkish successfull retailers, one of which
can be KOTON. This will provide an opportunity for benchmarking in the turkish
textile sector.
4. The design of the distribution network of the some turkish retailers can be made.
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APPENDIX A
Dear Sir,
Below questionnaire form titled ―Developıng A Model To Compare The
Performance Attrıbutes Of Apparel Retaılers Usıng Scor Model And Ahp: A
Case Study‖ was prepared to get information for a master thesis conducted at
Istanbul Technical University.
Thank you for your valuable contribution and interest to our study.

Prof. Dr. Fatma
KALAOĞLU
I.T.U. Textile
Technologies and
Design Faculty
Textile Engineering
Department
e-mail:
kalaoglu@itu.edu.tr

Y. Doç. Dr. Selin Hanife
ERYÜRÜK

I.T.U. Textile
Technologies and
Design Faculty
Textile Engineering
Department
e-mail:
eryuruk@itu.edu.tr

NAME:
THE NUMBER OF EMPLOYEE:

Serra DEMĠRAL

I.T.U. Textile
Technologies and Design
Faculty
Textile Engineering
Department
e-mail:
serrademiral@itu.edu.tr

BUSINESS POSITION:
COMPANY:

Evaluation Method
On the following pages you will be asked to evaluate the effects of factors that could
affect ―The performance attributes of the retailers‖. During the evaluation process;
paired comparision are made and below scale will be used according to their
importance levels.
Score Ratings And Explanations
If one criteria is too much important than the other criteria give 9
point.
If one criteria is too much important than the other criteria give 7
point.
If one criteria is more important than the other criteria give 5 point,
If one criteria is slightly more important than the other criteria give 3
point.
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If the two criteria have equal importance give 1 point.
According to your preferred degree of importance 2, 4, 6 and 8 intermediate scores
can also be used.
Evaluation Samples
Which of below factors affect more the “The Evaluation Of Success Of The Retailers”?

If you think that ―Marketing&innovation‖ and ―Speed‖ have equal effect on the―The
―The Evaluation Of Success Of The Retailers?‖, you must sign 1.
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
Marketing&innovation 9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9 Speed

If you think, the effect of ―Marketing&innovation‖ is too much important than the
effect of ― Speed‖ on the ―The Evaluation Of Success Of The Retailers? ‖, you must
sign 7 point on the left side.
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
Marketing&innovation

98765432123456789

Speed

NOTE: Please put “X” and evaluate all the criterion
When you consider comparing the retailers according to their succeed, which ―Main
Criteria‖ is more important than the other
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1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
98765432123456789
Speed
Speed
Speed
Speed

Marketing&innovation
Production&Quality
Cost
Asset management

Marketing&innovation
Marketing&innovation
Marketing&innovation

Production&Quality
Cost
Asset management

Production&Quality
Production&Quality

Cost
Asset management

Cost

Asset management

Which of the following criteria is more important when “Speed” is considered?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
98765432123456789
Percantage on-time for rush
orders
The number of collection per
year
The number of collection per
year

Lead time
Lead time
Percantage on-time for rush
orders

Which of the following criteria is more important when “Cost” is considered?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
98765432123456789
The ability to reach to the
target price of the customer.

x

The cost of operations and
supply chain processes.

Which of the following criteria is more important when ―Production&quality‖ is
considered?
1=Equal 3= Slightly more important 5=More important 7=Too much important
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98765432123456789
Defective production ratio
Defective production ratio
Defective production ratio

Delivered on time quantities
Green production
Quality relative to
competitors
Variety of the goods

Defective production ratio
Delivered on time quantities
Delivered on time quantities

Green production
Quality relative to
competitors
Variety of the goods

Delivered on time quantities

Quality relative to
competitors
Variety of the goods

Green production
Green production
Quality relative to
competitors

Variety of the goods

Which of the following criteria is more important when ―Asset Management‖ is
considered?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important

98765432123456789
Inventory days of supply

Capasity utilization

Which of the following criteria is more important when ―Marketing&innovation‖ is
considered?
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1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
98765432123456789
Ability to offer new and
innovative products
Ability to offer new and
innovative products
Ability to offer new and
innovative products
Ability to offer new and
innovative products

Fashion follow-up speed
Flexibility and Adaptability
The number of fairs attended
Strong market image and
good marketing techniques

Fashion follow-up speed
Fashion follow-up speed

Flexibility and Adaptability
The number of fairs
attended
Strong market image and

Fashion follow-up speed

good marketing techniques
Flexibility and Adaptability

The number of fairs
attended
Strong market image and

Flexibility and Adaptability

good marketing techniques
Strong market image and
The number of fairs attended

good marketing techniques

The Evaluation Of Alternative Companies
Three retailers were selected as alternatives
SPEED
Which of the following candidates has greater impact on ―lead time‖?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C
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Which of the following candidates has greater impact on ―The number of collection
per year‖?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C

Which of the following candidates has greater impact on ―Percantage on-time for
rush orders‖?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C

COST
Which of the following candidates has greater impact on ―The ability to reach to
the target price of the customer‖?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C

Which of the following candidates has greater impact on ―The cost of operations
and supply chain processes‖?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
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9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C

PRODUCTION&QUALITY
Which of the following candidates has greater impact on ―Defective production
ratio‖?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C

Which of the following candidates has greater impact on ―Percantage of quantity that
can be delivered on time/ customer order‖?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C

Which of the following candidates has greater impact on ―Green production‖?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C

Which of the following candidates has greater impact on ―Inventory days of
supply‖?
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1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C

Which of the following candidates has greater impact on ―Capacity utilization‖?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C

MARKETING&INNOVATION
Which of the following candidates has greater impact on ―The number of fairs
attended (frequcency)‖?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important

9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C

Which of the following candidates has greater impact on ―Flexibility and
Adaptability ‖?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C
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Which of the following candidates has greater impact on ―Strong market image and
good marketing techniques‖?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C

Which of the following candidates has greater impact on “Ability to offer new and
innovative products‖?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C

Which of the following candidates has greater impact on ―Fashion follow- up
speed‖?
1=Equal 3= Slightly more important 5=More important 7=Too much important
9=Extremely more important
9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9
Retailer A

Retailer B

Retailer A

Retailer C

Retailer B

Retailer C
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