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[bookmark: _Toc511769653]Assessment 1: Individual Project
[bookmark: _Toc511769654]Stage 1: Selecting a Project
In the present world of globalization, the garment retailers are experiencing the need for creating a sustainable supply chain for competitive advantage against its competitors through value creation for customers (Christopher, 2016). According to the study conducted by Stadtler, (2015), it can be said that the Supply Chain Management (SCM) has a critical role in managing the risks, dynamism and complexities of global sourcing. One of the most important aspects of the Supply Chain Management is selecting the right sources of supply in the global business environment that can provide enhanced and efficient support to the corporate strategy. Thus, taking into consideration the rapidly changing business environment and market conditions where the customers seek the best value, the importance of developing long term relationship with the suppliers have become critical in the garment industry (Azadi & Saen, 2012). So, this is the reason why the garment retailers in UK are looking for the suppliers who can provide the best cost in the fastest way possible (Bruce & Daly, 2011). Such relationship between the suppliers and the business organizations can be referred to as partnership since it involves activities like information sharing, joint product design or sharing of the storage spaces.
Thus, taking into consideration the complexities of the contemporary globalized business environment and the market conditions in which the garment industry operates, the present project emphasizes on the advantages of supplier (Vendor) finalising issues and its connection to the supplier chain strategy and business performance of the small and medium scale enterprises like Asos.com operating the garment industry. Asos.com is a British online fashion and beauty store and its product offerings are mainly aimed at young adults. The business sells more than 850 brands and also its own range of accessories and clothing (ASOS, 2018). The business is not always a shop and it can manufacture merchandise across the globe and supply products to consumers that are situated overseas as well as locally. Thus, the success of organization and its efficiency in maintaining successful Customer Relationship Management is entirely dependent on the effectiveness of its Supply Chain Management. So, Asos.com also has to undergo the complex of complex process of Supplier (Vendor) selection that is the main focus of the project.
[bookmark: _Toc511769655]Stage 2: Carrying out the Research and Completing the Project
[bookmark: _Toc511769656]Introduction
Working as a consultant with Asos.com, I have been assigned the responsibility of analyzing the complexity of the process involved in selecting the suppliers at Asos.com where the effectiveness of the SCM is key to business success. In this context, the report has emphasized on exploring the complex decision making problems in Asos.com and discovering how Asos.com develops business and technical solutions to solve the complex issue of selecting the right suppliers for its business. The report also recommends a tool that can solve the complexity and the problems faced by Asos.com in decision making i.e. vendor selection.
[bookmark: _Toc511769657]1. What are the business decision making problems? 
With increasing global competition, the supply chain management operations of the business organizations are facing challenges in the form of irregular transportation & logistics infrastructure capacity, to increase the performance of inventory, achieving lower manufacturing costs, shortening of delivery lead time, trade regulations, a more encompassing distribution and over all, making the right decisions while selecting the supplier (Van Weele, 2010). This has driven the contemporary business organizations to undergo a shift in the paradigm to adopt a business model where the business organizations do not compete as single companies but rather as a supply chain unit. Thus, the firms have become more independent and the co-operative relationships between the business and its suppliers have become a source of advantage. So, when supply chain has become a source of competitive advantage, the decisions about supply chain is gaining importance (Johnson, 2014). So, making a decision within supply chain can be looked upon as the most complex and difficult task for the managers to comprehend while taking into account the highly completive global business environment. So, this leads to the importance of rational decision making for the managers so that they can logically arrange all data that needs to be considered while taking the decision. It has been proposed by Kannan et al., (2013) that the managers while making decisions in supply chain should concentrate to take into consideration regarding SCM.  
[bookmark: _Toc511769658]Why are they important to Asos.Com?
Asos.com is operating in a fast changing local and global business environment that demands an advance strategic supply chain management planning. It is also important since Asos.com can achieve efficiency in purchasing functions through strategic collaboration with its suppliers. SCM facilitates the business organizations like Asos.com to efficiently meet the demands of the customers by producing and offering the right products, in the right quantities, at the right place, in right condition (Ho et al., 2010). SCM assist the business organizations in achieving four major goals that include the minimization of waste, compression of time, flexible responses and unit cost reduction. So, these goals prove to be beneficial for the business like Asos.com to keep the costs minimum for a customer value. 
Thus, amidst the above mentioned importance of Supply Chain Management for business organizations, Asos.com faces a major issue of selecting the right vendor. Tayur et al., (2012) also advocated, selecting vendor is a tedious task for management of the business organizations. This is mainly because, suppliers are characterized with varied strengths & weaknesses that demand assessment of business organizations like Asos.com before ranking can be allocated to the suppliers. So, the decision in context to vendor selection should be related to trade off performance of the various suppliers at different stages (Boran et al., 2009). The garment industry in which Asos.com operates is characterized with several factors like shorter lifecycle, high volatility, high impulse purchase and low predictability. Thus, the retailers like Asos.com emphasize on leveraging portfolio of vendors. The Type 1 vendors offer long lead times, less flexibility and lower unit costs to the retailer and the Type 2 vendors provide shorter lead time, more flexibility and higher unit costs. Thus, vendor selection and developing a relationship with the vendor can be considered to be one of the most important factors for the stability of the firm.

[bookmark: _Toc511769659]2. Information Systems used by Asos.com to collect, process, store and distribute information 
According to Laudon & Laudon, (2011), an information system assist the business organizations in gathering, storing, processing and delivering vital information to the organization. It serves the purpose of making the information available to all the level of the business management as well as to the environment of the business system. (Galliers & Leidner, 2014)

Transaction Process System (TPS)
The TPS assists Asos.com by supporting its current business and transaction and it mainly operates at the operational level of the business. At Asos.com, TPS performs the preparation, processing, sending and receiving orders from the customers, invoicing, payroll processing, maintaining a record of the products and services sold and debts (Bernstein & Newcomer, 2009). Even though TPS cannot do make direct contribution to the business decision making at Asos.com, the outputs of TPS represents the input of other types of information systems. 
Management Information System (MIS)
MIS operates at the middle level management and facilitates the middle level managers with synthesized and categorized information that are obtained from the transaction part of an Information system (Weske, 2012). 
Collective systems that provide support across all the decision making levels at Asos.com is referred to as MSS and it includes the following:


Decision Support System (DSS)
It provides support to semi-structured and non-structured decision problems and are suitable for middle and top level of management (Power et al., 2015).
Expert Systems (ES)
It is related to AI and supports expert level issues.
Group Decision Support Systems (GDSS)
GDSS makes use of comm tools to provide support to the decision making managers (Turban et al., 2011).
Office and Administration Systems (OAS)
 OAS emphasizes on providing help to all the levels at Asos.com and also supports all the activities of the business that are conducted generally in the office (Galliers & Leidner, 2014). It involves a wide range of technologies that can be classified into document processing that includes text processing, copying and picture processing, communication that includes email and telex, teleconference that include video and audio conferences and support systems that includes support to job organizers and group work.
[bookmark: _Toc511769660]3. Problem Solving Process of Complex Business Decision Making at Asos.com
Asos.com amidst the highly competitive business eneivornment together with changing market conditions is facing a complex issue vendor selection to develop relationships with an efficient supplier that can contribute to the business success and lead Asos.com to achieve competitive advantage by meeting the specific needs of customers while keeping the costs of the business at minimum (Melo et al., 2009). So, the problem solving process that is adopted by Asos.com involves the following steps:
Step1: Defining the problem
In this stage, the business emphasizes on defining the desired and the existing state for avoiding ambiguity and provides a complete description of the decision situation (Taylor, 2013).
The business is experiencing the need to enhancing its capacity to manage the increasing demand of the products and services in the market. The business feels that the present suppliers are not able to supply as per the demand and so Asos.com is facing a complex issue of selecting the right supplier with which it can plan its future growth. 
Thus, in order to summarize the problem of Asos.com, it can be said that the existing state of Asos.com is that it is failing to meet increasing demand in the market since the capacity of its existing suppliers has reached its limits. The expected state of Asos.com is to have select the right supplier that can supply enough supplies to meet the future requirement. 
Step2: Identifying connected supply chain members
In this stage, Asos.com needs to identify all the affected supply chain members. The business would select the key people representing the concerned stakeholders to collect the perspective of the stakeholders regarding the decision (Proctor, 2010).
The supply chain of Asos.com includes the suppliers, third party logistics partner, distributors, management, purchase managers and end consumers. Among the identified stakeholders, the key people that Asos.com contacted involved the potential suppliers who can in future become the permanent supplier, the management, the purchase manager and the third party logistics partner’s management team (Freeman, 2010). Asos.com discussed the issue of meeting the future demand of the market by working in a collaborative manner with an efficient supplier that can meet the criteria standards of Asos.com. The discussion was aimed at gaining objective recommendations.
Step3: Identifying the decision criteria
This is the stage where it becomes important for the business organizations to meet SC objectives are perfectly in line with the corporate strategy in accordance with the supply chain objectives (Frensch & Funke, 2014).   
The alignment between the corporate strategy and supply chain objectives of Asos.com was achieved as follows:
	Corporate Strategy
	Supply chain Objectives

	Asos.com must grow to survive
	Enhancing availability/flexibility/growth

	Creating differentiation to achieve a defendable market position  
	Enhancing the level of customer satisfaction by meeting their specific needs

	Achieving excellence in whatever Asos.com does 
	Cost and capital efficiency by minimizing waste and minimizing the cost of operation


        
Thus, to assess whether the supply chain objectives are perfectly according to corporate strategy, the analysis of links have been made.
· Asos.com must grow to survive
Asos.com to stay competitive must increase its sales (David, 2011). Thus, the strategy to grow is visualized in the objectives.
· Creating differentiation to achieve a defendable market position  
In order to maintain its position in the market, it is important for online retailers like Asos.com to maintain a strong supply chain with efficient suppliers who can assist the business in fulfilling the varying needs of the customers.
· Achieving excellence in whatever Asos.com does
It is important for Asos.com to be best in everything it does to achieve profit maximization. The objective of the supply chain i.e. cost and capital efficiency can be derived from the excellence (Eden & Ackermann, 2013). 
Thus, on the basis of the above aspects, it is concluded that the objectives of Asos.com are perfectly according to corporate strategy. Following are the objectives:
· To achieve growth, the supply chain of Asos.com should grow that makes efficient vendor selection important.
· The major requirement for customers is short lead times. So, to enhance satisfaction level, Asos.com should make partnership and develop relationship with suppliers that can supply the materials with much shorter lead times so that Asos.com can supply products to its customers with shorter lead times.
· To achieve cost and capital efficiency, it is important for Asos.com to minimize their cost of operation by selecting suitable vendors.
Step 4: Developing the Alternatives 
This is the stage where the businesses emphasize on generating alternatives in resolving the problem (Klein, 2009).
Taking into consideration the issue of achieving increased capacity, Asos.com consulted with its purchase managers, its supply chain manager, existing suppliers and management and thus came up with two alternatives:
· Making and offering the products as in-house brands to meet the increasing and varying demands of the customers that would assist in minimizing its cost of suppliers.
· Hiring efficient suppliers who can supply the products to Asos.com at the right time, at the right place, in right quantities at right price so that it can offer the products to its customers with much shorter lead times and capable of meeting the varying demands of the customers to enhance customer satisfaction.
Step5: Evaluating the Alternatives
This is the stage where the alternatives are evaluated to select the most suitable and feasible one (Wheelen et al., 2017).
Through the meetings and discussions, Asos.com came up with two alternatives to continue with its strategic objective of business growth. The alternatives include either producing products in-house to meet the predicted increase in demand in the market or source the products by selecting the right vendor (Bajec & Jakomin, 2010). So, in this context it becomes important for Asos.com to compare the costs under both the alternatives by taking into consideration the relevant costs and irrelevant costs have been ignored in the evaluation since they cannot be changed. 
Let us assume that Asos.com in order to produce the garments in-house would require particular type of materials. On the other hand if the company purchases the products from the suppliers, it would cost Asos.com £5 per unit. It has been anticipated that in the coming year, the business would have to source approximately 10,000 units. However, if the company produces the products internally, it would involve the following costs:
Direct Labour = £1/unit
Direct material = £2/unit
Variable overhead = £0.5/unit
Moreover, the manufacturing process for products would need Asos.com to purchase tools within a year. The cost for producing 10000 units would be £20000.
Thus, on the basis of the above information, the following analysis has been performed:
[image: ]
However, if the products are sourced by hiring an effective supplier, the total costs that would be incurred by Asos.com would be: £50000


Step6: Selecting the Best Alternative 
Thus, from the above analysis, it can be said that it would cost £55000 for Asos.com to produce 10000 units. At the same time, if Asos.com hires a vendor to source the required products, it would cost £50000. Thus, it can be suggested that Asos.com should chose the alternative of selecting the right vendor to source it products by taking into consideration other aspects like credit limit, lead time, quality and flexibility in the process of vendor selection.
[bookmark: _Toc511769661]4. The Techniques Used by Asos.com for Complex Decision Making
On the basis of the chosen alternative of selecting the right supplier, it can be said that selecting a vendor is a very important part of stage of purchasing of the forms like Asos.com. So, vendor selection can be considered to be a strategic decision when the purchasing organization makes an attempt to become a sustainable business for a long term in business relationship with its suppliers (Sanayei et al., 2010). The vendor selection problem at Asos.com is solved with the Multiple Criteria Decision Making (MCDM). In MCDM, the problem are highlighted due to conflicts during selection of vendor that makes it important for the purchasing manager to evaluate the trade relations of certain criteria. The MCDM technique assists decision making by evaluating a set of alternatives. On the basis of the purchasing situations, the importance of the selection criteria that makes it important to weigh the criteria. In context to the MCDM model, the tool that is used by Asos.com in the process of vendor selection is the Analytic Hierarchy Process (AHP). AHP can be defined as a decision making tool that helps in decomposing a major issue into a multi-level hierarchical structure of criteria, objectives, alternatives and sub-criteria (Chai et al., 2013). Thus, it paves the path of framework to efficiently manage the multi-criteria stages that involve both the tangible and intangible together with both the qualitative and quantitative aspects. 
In context to vendor selection by Asos.com, three vendors have been identified in the options for producing clothes. The aim is pick a vendor which will help to select the best cloth selected by the strategies of Asos.com. Then the criteria are identified for achieving the goal that leads to the development of the secondary hierarchy. The third hierarchy in the AHP tool includes the sub-criteria that are chosen regarding the success factor for vendor. Considering the shorter life cycle in fashion, speed is important in the process of vendor selection. The speed involves both the sampling turn time and production lead time (Wu et al., 2009). The experience in selecting vendors to change quantity and the mixed items on the basis of colour, size and style are important aspects in fashion industry. Another important factor is the ability of the vendor to handle quick response orders. Moreover, in context to the trust between the vendor and the firm, the dimension of customer service involve the ability of the vendor in handling the complaints and following up the orders and financial ability of vendor is also an important aspect in the vendor selection process (Lee, 2009). The typical model for supplier relationship management can be illustrated with the help of the figure below:
[image: ]
[Source: Lee, 2009]
Thus, taking into consideration the above aspects, the criteria and sub-criteria that has been developed for evaluating the three vendors in the process of vendor seduction include the following:



	Cost

	Delivery

	Reliability

	Flexibility 

	Quality


 (
Performance criteria of the textile garment suppliers
)
 
The criteria and sub-criteria developed for evaluating the three vendors in the vendor selection process has been presented below:
	Criteria for vendor Selection
	Sub-criteria for Vendor Selection

	Cost
	Selling price of supplier

	 
	Ordering and invoicing 

	 
	Internal cost

	Delivery 
	Geographic location of the vendor

	 
	Total order lead time

	 
	Freight terms

	 
	Trade restrictions 

	Quality
	Customer satisfaction

	 
	% of on time shipment

	 
	Continuous improvement programme

	 
	Certifications

	Flexibility 
	Inventory availability 

	 
	Capacity

	 
	Negotiability

	 
	Customization

	 
	Information sharing 

	Reliability  
	Political situation

	 
	Feeling of trust

	 
	Warranty policies

	 
	Price fluctuation



On the basis of the above criteria at all levels, the AHP model that involved the following levels: the goal and its criteria. Asos.com based of the considerations emphasized on determining the importance of all criteria’s at all levels. The firm used a pair based comparison judgements for finding the important criteria (Lin et al., 2010). This proved to be beneficial in depicting the level of its importance starting from equal, moderate, strong, very strong, to extreme level by 1,3,5,7 and 9 respectively. The intermediate values between the two adjacent arguments were represented by 2,4,6,8. The final score were defined as:
FSk = Adk*Ak
Where,
FSk denotes the final score of the sub-criteria k
Adk denotes the relative importance weight of criteria (d) of the sub-criteria (k)
Ak denotes relative importance weight of sub-criteria (k)
The pair wise comparison scale for preferences by Asos.com has been presented below:
	Preference of Asos.com
	Rating 

	Extremely preferred
	9

	very strongly to extremely
	8

	very strongly preferred
	7

	strongly to very strongly
	6

	strongly preferred
	5

	Moderately to strongly
	4

	moderately preferred
	3

	equally to moderately 
	2

	Equally preferred
	1

	Intermediate values of the two adjacent judgement (for compromise)
	2,4,6,8



The next phase involved the development of a pair based matrix using comparison. The criteria for matrix 2 are checked regarding importance. The above index values are used i.e. 1 to 9. If the A criteria is equally important as criteria B, the pair is awarded 1 as index. If A is more important than B, the pair is awarded an index of 9. Moreover, in case of less important relationships, the fraction of 1/1 to 1/9 is used. For example, if A is less important than B, the index awarded is 1/9 and the values are entered row by row in the cross matrix (Bruce et al., 2009). Again, if relationship between A and B is rates as (n), then relationship between B and A must be rated as (1/n). 
The next step involves calculating the criteria weights. In this process, the values within matrix are divided/sum of its column. In order to evaluate individual criteria, the mean of each row of the second matrix is determined (Velasquez et al., 2013). The weights are normalized and their sum is 1.
 The Pair wise comparison matrix has been presented below:
	vendor Selection Criteria 
	Delivery 
	Flexibility 
	Quality
	Cost 
	Reliability

	Delivery 
	1
	2
	4
	5
	5

	Flexibility 
	0.5
	1
	2
	4
	4

	Quality
	0.25
	0.5
	1
	2
	2

	Cost 
	0.5
	0.75
	0.5
	1
	2

	Reliability
	0.2
	0.75
	0.5
	0.5
	1

	

	
	
	
	
	



The priority weights have been presented in the table below:
	Vendor Selection Criteria 
	Average 
	Rank Allocation

	Delivery 
	0.142
	3

	Flexibility
	0.041
	5

	Quality
	0.467
	1

	Cost
	0.291
	2

	Reliability
	0.061
	4



The next step involves checking the other suppliers on the basis of all criteria developed to select the best supplier. The vendors have been evaluated factor by factor to get a total score. Based on the collected data of three suppliers, the entire weights of all options were calculated. After obtaining the entire weights of every option, the entire weight of each alternative in each level has been calculated (Zavadskas & Turskis, 2011). The global weights of each criterion have been obtained. Thus, the comparison of the three vendors on the selection criteria developed has been presented below:
	vendor Selection Criteria
	Rating/Global Weights
	Suppliers



	 
	 
	A
	B
	C

	Quality
	0.467
	0.470
	0.501
	0.432

	Cost
	0.291
	0.243
	0.342
	0.289

	Delivery
	0.142
	0.121
	0.161
	0.145

	Reliability
	0.061
	0.051
	0.056
	0.078

	Flexibility 
	0.041
	0.027
	0.037
	0.061


    
Thus, from the above table, it depicts the Supplier A has the highest weight and thus, Asos.com should select the vendor A and develop a long term relationship with the Supplier A for future growth.
[bookmark: _Toc511769662]5. Recommendations for Further Improvements
From the analysis of vendor selection process of Asos.com, it can be suggested that the organization should keep the processes supporting its work should be updated and defined efficiently. The analysis revealed issues in daily work of Asos.com in context to its current processes and that need to be improved. The current process has certain strengths like logical sourcing process description; knowledge sharing and they take into account the legal and environmental aspects into account in the sourcing process. However, the current practices also suffer from certain weaknesses. The main weakness includes a complex sourcing procedure that makes the selection process a difficult task. In actual practice, Asos.com tend to skip some processes that have been mentioned in the procedures and has adopted an ad-hoc style of working where the given processes are not used or implemented as has been described in the daily work. 
Thus, it can be recommended that Asos.com should emphasize on refining its current sourcing process. It can also be recommended that Asos.com should emphasize on streamlining its vendor selection process. Thus, to summarize, it can be recommended to Asos.com to achieve a better linking between the processes and procedures, efficiently refine the processes and take into account the strategy of the sourcing organization. 
[bookmark: _Toc511769663]6. Justifying the Recommendations
Through refining the current processes involved in vendor selection, Asos.com can get a complete overview of all procedures and outcomes and would be able to efficiently mention the roles and responsibilities of the purchase companies and it would also facilitate the important stakeholders with an enhanced outlook of procedure used by firm. It would provide a logical flow to the vendor selection process and provide information in context to how to do and what do in each step of the vendor selection process. 
Asos.com can refine the vendor selection processes through complete procedure attributes and thus it may work like a tool and lead direction of the tasks related to vendor selection.
Asos.com should empower its purchasing function to encourage them to be creative and innovative in efficiently identifying the specific needs of the firm and act proactively to select the right vendor to meet the specific requirements.

[bookmark: _Toc511769664]7. Limitation of recommended Models and Direction for Model Improvement
Limitations of AHP
· The AHP tool makes use of an addictive scale. Thus, if the scale is changed then the end results also change. The 9 grade linear rating scale does not always reveals marginal differences of the importance (Shahanaghi & Yazdian, 2009).
· In the AHP tool, rank reversal take place when the ranking of other selected by AHP is modified by other options. 
· [bookmark: _GoBack]The number of comparisons in the AHP model is lengthy and difficult since the model utilises redundant data for its consistency.
For minimizing the subjective errors in the traditional AHP model, the improved AHP model with orthogonal experimental design can be used (Wang et al., 2013). This would prove to be beneficial in combining both the AHP and orthogonal design principles in making decisions.
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