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Executive Summary
Esprit has been one of the biggest apparel company in the world since 1970s. Nevertheless, After reaching its peak in year 2008, this company lost its track and on its declining pathway. I am assumed to be the board member of this company, in this assignment we are going to analyze the macro and micro environment of Hong Kong Casual wear industry, state the corporate and business strategies currently this company proposing, the effect of these strategies. Furthermore, I would recommend new strategies Esprit can try and how these recommended strategies being implemented effectively.
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Chapter 1

Introduction

1.1	Corporation Background Information

The brand Esprit was founded by Susie and Douglas Tompkins in year 1968. It started with the selling of homemade clothing. This then led to the ideation of the brand which was selling American west coast clothing which were relaxing and gave a feel of homemade. The brand entered Hong Kong in year 1981 and entered the mainland market in 1992 after ten years. Esprit’s global performance continued to advance by leaps and bounds, reaching its peak in 2008. However, since the outbreak of the financial crisis in 2008, Esprit’s global operations began to be affected. 

Esprit has shouted the slogan of ‘achieving break-even within two or three years and achieving a high percentage of basic business operating profit percentage in the fiscal year 2022-2023’. The slogan is slogan, as for the effect of this series of strategies of the new CEO, data and time are still needed to prove (Esprit Holdings Limited, 2019a)



























Chapter 2

Situation Analysis

2.1		Macro-environmental assessment: PESTEL Analysis 

The most important affecting factors are Economic factors, Political factors and Social factors. The other three factors are less important than them in PESTEL Analysis in Hong Kong Causal Wear Industry.

2.1.1.	Economic factors
The Hong Kong economic market has been on an upward trend. According to Census and Statistics Department of Hong Kong, in 2018, the per capita gross national income was $400551, compared to $289000 in 2012, which meant the CAGR was 5.5% (Table 1)































Table 1: Gross National Income (GNI), real Gross National Income (RGNI) , per capita GNI and per capita RGNI (Census and Statistics Department, 2019a)

	Year
	Quarter
	GNI
	RGNI
	Per capita GNI
	Per capita RGNI

	
	
	At current market prices
	In chained (2017) dollars @
	At current market prices
	In chained (2017) dollars @

	
	
	HK$ million
	HK$ million
	HK$
	HK$

	2016
	2,553,210
	2,626,527
	348,010
	358,003

	2017 r
	2,778,388
	2,778,388
	375,879
	375,879

	2018 r
	2,984,508
	2,889,420
	400,551
	387,790

	2018
	Q1 r
	710,527
	692,186
	-
	-

	
	Q2 r
	731,850
	708,562
	-
	-

	
	Q3 r
	768,078
	739,460
	-
	-

	
	Q4 r
	774,053
	749,212
	-
	-

	2019
	Q1 p
	737,045
	700,210
	-
	-




Hong Kong is usually acknowledged as liberal economics model, with the 3rd biggest financial center and the 10th biggest trading power in the globe.  Its GDP grew 3.8% in 2019, but 2019 estimates range from 2.9% to 3.8% and year 2020 estimates are projected at 3% (IMF data). Low inflation and tourism revenues work in Hong Kong’s favour (Coface). Nevertheless, trade wars around the globe, cooling Chinese economy and tighter credit conditions if and when FED policy forces the Hong Kong Monetary Authority (HKMA) to imitate rate hikes may slowdown the Hong Kong economy.
The unemployment rate remained stable in 2018 at 2.6% and is expected to remain in that range during 2019 and 2020.

Furthermore, the depreciation of the RMB in relation to the HKD and the slower economic growth in mainland China may cause dropping of tourism from China (75% of total Hong Kong visitors) in year 2019.

2.1.2	Political factors
On the Good side, Hong Kong government supports free market and takes neutral political position with foreign investment, there is weak barrier for foreign fashion chain company joins the industry (Kraemer, Dedrick and Jarman, 1994).
 
On the bad side, Hong Kong anti-extradition bill protests have lasted for over 90 days, the retail sales value has been falling on a YoY basis since early 2019, despite an increasing number of Total visitor arrivals. Furthermore the US China Trade War also made Hong Kong’s External Trade Value suffering since the Trade War heated up in late 2018.

2.1.3	Social factors
Hong Kong causal wear industry target group is young people and looking for fashionable items so it is important to understand the lifestyle trends which support demand for fast fashion.

2.1.4	Technological factors
Online shopping changed the buying culture. We can have the products delivered quickly, pick the wanted size online, and surf through the internet to look at the whole series, instead of personally visiting the shops and looking for fashion that you like. It saves time and simplifies the whole buying process.

The internet has set off the intelligence to come up with everyone’s peculiar shop and retail their own products. Anyone can be a fashion designer. This has a positive impact on Hong Kong casual wear industry.

Technology is boosting designers to build up their works with bright designs and helping the customers to access the fashion they desire.

2.1.5	Environmental factors
Clothing industry has a bad impact on the environment. Many denims are sewn and manufactured from cotton, being sorted out and carried all over the world. Hazardous chemicals could be soaked into the customer’s wearing jeans through processing the cotton. Furthermore, all methods of transportation including trains, jets and cars releases smoke and gases into the environment. During the trip the jeans arriving the store from the manufacturing factory, massive amount of pollution has been created. Moreover, the landfills will be full of plastic bags with the clothes typically packed inside and later casted there. Conservation Groups urged the government to launch certain restraint to these companies to be environmental friendly.



2.1.6	Legal factors
It includes improving labour standards in emerging countries to reduce cost advantage and the control of chemicals utilization as Esprit’s clothes are heavily polluted.


Table 2: PESTEL analysis of Causal Wear Industry in Hong Kong

	Political 
-Free Market (good)
-Anti-extradiction bill continues (bad)
-US China Trade war (bad)
	Economic
-Trade war around the globe (bad)
-Cooling Chinese Economy (bad)
-Depreciation of RMB (bad)
-Dropping of Chinese Tourism (bad)

	Social
-Continuous growing demand of fast fashion (good)
	Technological
-online shopping continuously growing (good)
-more consumers get their favourite fashion (good)
-More designers can meet their potential client (good)

	Environmental
-this industry causes severe pollution (bad)
-Conservation group urging restraints (bad)
	Legal
-improving labour standards in emerging countries (bad)




The macro environment of Hong Kong Causal Wear Industry is different from Mainland China (Kwan, Yeung and Au, 2003), Foreign investment played the most important role in Mainland China, and continuous changing governmental policies affect investors’ confidence, this is different from Hong Kong governmental policies, which supports free market and not too frequent changing.















2.2		Micro-environmental assessment: Porter’s five forces analysis 

2.2.1	Medium to High Competitive Rivalry

There are companies selling apparels with nonsensical rates with their brand concept. Nevertheless, there are still a big counts of retailers selling resembling products. The market is quickly becoming saturated with very similar products, which means there is little innovation in this area. In this situation, the causal wear industry is very difficult to get into, which is not a good news for retailers, as it is almost becoming a ‘race to the bottom’.


2.2.2	Low to Medium Threat of new entry 

This force is relatively small as there is not too much new elements which is unique in this well developed industry.. Nonetheless, new entrants can build novel brands if they can find special ways to disseminate their designs (though the ways might not even be explicitly extraordinary) through clever use of social media. The current state of causal wear industry is ‘high risk, high return’ for new entries. The biggest challenge is acceptance of these new designs and products by the market, although it is relatively easy to  It is easy to get an opportunity to join this industry and mirror others.
 
2.2.3	High Power of buyer 

This force is absolutely high as buyers can switch retailers, choose not to buy the products and push down the prices. Furthermore, little consideration to stay with one peculiar brand and many alternative locations to shop for clothes give they plenty of indirect bargaining power.

2.2.4	Low to Medium Power of suppliers 

The third world manufacturers can only receive small proportion of profits from most apparel companies originate their products from them. The supplier power is a relatively insignificant and small force, they can be easily swapped out and dispensable, which implies suppliers have little control over the causal wear industry. Unless the global development gap closes up significantly, the input prices for causal wear industry will keep on relatively low.

2.2.5	Low to Medium Threat of substitutes 

Competition is approximately all substitution in the causal wear industry, this force is nearly negligible. The only substitute we can think of is sportswear. Sportswear is fighting for a location in the world of fashion. Wearing a yoga pants, leggings with heels, suit with casual shoes at work have become common. There are brands targeting these new costumers who believes athletic living. The fashion can change quickly, with what is common now might turn out not to be, Leggings can replace Jeans to match any outfit in every colours (Escales, 2017).




Table 3: Porter’s five forces analysis of Hong Kong Casual Wear Industry (Porter, 2008)


[image: ]



In conclusion, the Porter’s Five Forces Analysis has shown the causal wear industry has two forces favourable to and three forces not favourable to it. The suppliers bargaining power is low and there are few new entrants threats, which are favourable. Nevertheless, the bad sides are the company difficult to preserve a position in this industry because of big number of competitors, buyers have plenty of choices and they have abundant volume of indirect bargaining power. Furthermore, the causal wear market is effectively nearing saturation, with high intensity of competitive rivalry. The overall profit potential is low (Porter, 2008).











Chapter 3

Current strategies

3.1	Current Esprit business strategy 

For Esprit’s business strategy, Esprit wants cooperation between their international subsidiaries and the company’s headquarters, with a flexible and speedy process occurring in the supply chain of its fast fashion business. We can see Esprit wanted to follow the fast fashion benchmark Zara’s strategy.

The ‘Zara model’, which is well-known, can be designed to be as short as 7 days, and generally 12 days, which is incredible for the clothing industry and no other industrial competitors can reach this level. Since the Zara coach Haosi team entered the Esprit team, the company’s vertical reform, the fastest can only be from design to ready-to-wear for 2-3 months, still far from forgetting Zara. We can see this as a failure, as the difference is mainly due to the fact that 50% of Zara’s products come from their own factories and are heavy-asset companies, so they have absolute initiative in product source control . However, as a light asset company, Esprit is unable to achieve the true ‘Zara speed’ anyway.

3.2 	Current Esprit corporate strategy

From the statement the Esprit’s CEO announced to the shareholders in Esprit Annual Report 2017-2018, there are several keywords related to its corporate strategy: Brand image, Products, Wholesale business, ESHOP, International footprint and Employees. The CEO employed both growth strategies and defensive strategies in multiple area.

3.2.1	Growth strategy

Esprit has been very effective in using growth strategy to expand their business by retail franchising (Sanghavi, 1991). On the brand image, Esprit focuses its own target audience on the younger generation of consumers, through cooperation with Opening Ceremony, launching Esprit original, organizing ImPerfect activities in products, stores and markets through young people’s preferences. Upgrading the products to enhance the effort to attract new consumers. Furthermore, Esprit has taken the lead in merging its two brands, Esprit and EDC, into one team for management, which is to avoid the consideration of two brands with similar style design.

It is undeniable that after a brutal shuffle, Esprit has lost its brand vitality and is abandoned by young people.

In order to make the brand image more youthful, Esprit invited Korean star Song Hye Kyo to serve as the spokesperson for the new season in 2016 (Catherine, 2017). Because of starring in "The Descendants of the Sun", Song Hye Kyo's popularity has once again made the brand get a lot of exposure in the youth group.
In September 2016, Esprit, which has long been insulated with fashion, and the New York buyer fashion brand Opening Ceremony launched an Esprit by Opening Ceremony series, hoping to regain the brand's vitality.

On the products, Esprit used product development (Verona, 1999). From the beginning of the design to the sale, often take more than 9 months. After the team of Ma Haosi entered the company, Esprit began to carry out vertical reforms. The specific measures include reducing one-third of suppliers, reducing styles, and passing the past. The 12-month product line has become a four-season product, and some products have been reduced from design to shelf time to two to three months, optimizing inventory.

Moreover, Esprit has also set its own ’fast’ positioning to the end, setting up a separate product that has been responsible for rapid response. In order to cater to the tastes of Asia Pacific market consumers, Esprit also offers specific needs to them. In line with the new brand image, Esprit unifies the style of online retail and offline stores, introduce innovative modern elements, play digital screens and experience spaces. Nonetheless, these reforms seem to be very relevant to marketing channels and products, have not been working well to revive Esprit.

On ESHOP, Esprit used market penetration (Glass, 1997). Online retail is a business launched by Esprit in the second half of 2016. Although it started late, it also achieved good results. In contrast, the performance of retail stores was greatly reduced. According to management, the German retail business has been affected by the Group’s progress in optimizing the network, the net sales area is decreasing, and the number of stores is also decreasing. Nevertheless, from the new reform plan proposed by Esprit, it is not difficult to see that the focus of the management adjustment in the three to five years is still in the Asia-Pacific market. It is obviously not wise for Germany’s online retail to show its potential but to abandon it.

On the International footprint, Esprit used market penetration (Glass, 1997). Before 2007, it was regarded as the golden decade of Esprit Global. At that time, the Chinese market was not eroded by fast fashion. The competitiveness of similar apparel brands was relatively weak, and e-commerce was in its infancy. Esprit was lucky enough to earn a lot of money. It became the first enlightener of the western aesthetic taste of the Chinese middle class. In 2003, Xing Liyuan was listed on the Forbes Global $1 billion rich list for the first time with a value of 1.8 billion US dollars, ranking 310th. This glory continued until 2006, and after the competitors fast fashion Zara, Uniqlo, H&M and other brands continued to force the Chinese market, Esprit's peace of mind ended. The fast fashions with diverse styles, low prices and fast updates have gradually replaced Esprit's position in the eyes of young Chinese consumers.

With the new round of brutal reshuffle in the fashion world, Esprit, still at the bottom of the valley, chose to continue to bet on the Chinese market.

Anders Kristiansen, the new CEO who will replace Ma Haosi, left New Look last September, and his biggest role during his tenure was to dominate New Look's expansion strategy in the Chinese market. However, the new management of New Look said that the expansion of the brand in the Chinese market is too blind and radical, and the expansion of the brand in China will be suspended in the future (Finet HK, 2018).
3.2.2	Defensive strategy

On wholesale business, Esprit used related diversification (Shayne Gary, 2005). Its reliance on the traditional business model of retail and wholesale to become a major drag. After each season of new product design, Esprit often needs to go through two or three months of fabric procurement period, and then handed over to each factory for production. During the period, an order meeting will be held to adjust the production according to the order of each branch and agent, and finally to the distribution and replenishment stage.


On employees, the new CEO focused on retrenchment (Robbins and Pearced, 1992). He has also begun to work hard on the open source and throttling, such as further streamlining the staff, non-store employees are expected to reduce by 35% to 40%. Among them, Ratingen’s five offices will be one, and the size of the Hong Kong office will be further reduced. Even in the brand and Zara’s scratch’ boundaries, reduce the proportion of high-end high fashion, strengthen the basic style.

To evaluate the effectiveness of the above strategies, taking the latest performance as an example. The major sales region of Esprit, Germany, also experienced a 17.36% decline in customer revenue. The share of income in the Asia Pacific region has also declined further. In the first half of the fiscal year 2018-2019, the Group closed 91 stores, and together with 50 stores closed for six months, the net retail sales area decreased by 12.2% year-on-year. In the future, the company will continue to phase out loss-making stores to increase sales revenue (Esprit Holdings Limited, 2019a) (Esprit Holdings Limited, 2019b).

As of the first quarter of 2018, Esprit’s overall revenue decreased by 16.8% to 3.334 billion HK dollar, excluding online revenue, retail business and wholesale business decreased by 18.4% and 16.3% respectively. Online retail sales fell 15.2%, the offline retail stores sales is the most tragic one among all three major business, in terms of regions, sales in Germany, Europe and other regions (including the Americas) and Asia Pacific fell by 17.2%, 15.3% and 20.8% respectively (Esprit Holdings Limited, 2019a).

The offline retail business in the Asia Pacific region has been the main reason for Esprit’s negative revenue growth in the past four years. In the past few years, the company has been closing some loss-making physical stores, although some achievements have been made. For example, the gross profit margin has continued to rise slightly since the beginning of financial year 2014, but the side effects have followed – the income scale has dropped significantly. They recorded a 36% decline in revenue between financial year 2014 and year 2017.









[bookmark: _GoBack]Table 4: BCG Analysis of Esprit Market by Region (Hambrick, MacMillan and Day, 1982)
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In addition, the company’s asset turnover rate has remained at a relatively stable level in the past five years. During the latest results period, the inventory balance decreased by 12.7% to 2.44 billion HK dollar. However, the number of turnover days increased to 132 days, an increase of 7 days compared with the same period last year. And profitability is also deteriorating, grow profit decreased by 16.9% year-on-year to 3.471 billion HK dollar. In terms of gross profit margin, due to the higher discount level, it decreased by 1.6% to 51.3% compared with the same period of last year (Finet HK, 2018).

However, compared with the deterioration of the above data, the biggest performance highlight for Esprit is ‘no debt’ and the cash holdings are still abundant. According to the latest data, the company currently holds a cash of 3.636 billion HK dollar, which is its biggest margin of safety. This money may provide the company with the basic soil for the turnaround (Esprit Holdings Limited, 2019a).

In conclusion, Esprit stuck in the middle , the company is not the cost leader of fast fashion industry; it also did not create differentiation advantage. Furthermore, Esprit failed to target the expensive niches of fast fashion market, which also means its focused cost leadership strategy and focused differentiation strategy are both non-effective. 










































Chapter 4

4.1	Recommended strategies

We need to have summarize the basic input information needed to formulate new strategies, the Strengths-Weaknesses-Opportunities-Threats (SWOT) Matrix (Ghazinoory, Esmail Zadeh and Memariani, 2007) of Esprit is forumulated as below:

The strengths of Esprit is it has an employee strength of over 15000 worldwide, it has strong brand awareness and positioning in over forty countries. Furthermore, it has more than 800 apparel stores globally, and a clever portfolio setup concentrating on men, casual and kids market.

The weaknesses of Esprit are intense competition gives customers options of frequent brand switching, and their brand image is too old to youngsters.

The opportunities of Esprit are low production and manufacturing costs in various international markets, continuously growing casual wear market, the kept on growing earning population in the emerging countries, and large amount of cash on hand. 

The threats Esprit facing are threat of cheap/fake imitations in the market, product substitution with local brands, and intense competition from leading brands.

Table 5: current SWOT analysis of Esprit

	Strength
-employee strength of over 15000 worldwide
-strong brand awareness and positioning in over 40 countries
-more than 800 apparel stores globally
	Weakness
- intense competition gives customers options of frequent brand switching
-brand image is too old to youngsters

	Opportunity
-continuously growing casual wear market
- low production and manufacturing costs in various international markets
-growing earning population in the emerging countries
- large amount of cash on hand
	Threat
-intense competition from leading brand
-product substitution with local brands
-threat of cheap/fake imitations in the market








It is better for Esprit to use weaknesses-opportunities (WO) strategies to overcome its weakness, aim at improving internal weakness by taking advantage of external opportunities, Esprit should diversify its product lines and optimize its supply chain.

Esprit has no rich brand matrix, no high-discrimination products and no local brand advantage. Esprit has positioned itself as a fast fashion brand. The target competitors are Inditx (Zara parent company), H&M, Fast Retailing and Gap.

On the diversification of brands, Esprit is far less than the other four groups. They face one to three brands in different consumer groups and product categories. Take Inditex as an example, the group has a total of nine retail brands with different product styles. In addition to Zara, which is characterized by its fashion and richness, Bershka, Pull & Bear and Stradivarius are among the low-priced brands; Oysho, which sells underwear products, Massimo Dutti, which has a department stre, and Zara Home, which has department stores. A number of listed brand matrices share their Inditex fashion empire.

In contrast, Esprit’s Esprit and edc brands are relatively thin. In year 2016, the management has handed over the two brands to the same design team and supervisor. The income of these two brands in the financial report is not listed separately, but is classified by women’s wear and men’s wear. In fast fashion competition, they are competing fast enough, stylish, scale of retail expansion, brand matrix and the designer’s speed. From the product display of Esprit’s official website, the degree of differentiation of the apparel categories it sells is not high enough.

This is one of the missteps of Esprit’s global product strategy. The second is the problem of the advance and retreat of its target market. Before year 2012, Gap, which was positioned at high, medium and low prices and covered the American leisure brand group, experienced a 10 year long Waterloo. Due to the expansion of overseas markets and the lack of online channel sales, Gap was forced to retreat to the local market. Focusing on the efficiency optimization of the North American layout, unlike Esprit’s frequent closing of the store, Gap chose to accelerate the layout of the Asia-Pacific market, and chose to develop a joint model with new designers to increase the exposure, so as to play a beautiful turnaround.

The fashion supply chain should be flexible and fast. Zara is a good benchmark in fast fashion industry. Zara is famous of being flexible and fast, as a Spanish retailer of accessories and clothing, it attains these dual objectives by having its supply chains de-averaged, near-sourcing by conducting around half of its manufacturing in close-by countries.

Esprit can also learn from Adidas, famous manufacturer of sports clothing to exemplify the lean operation. By merging central pooling, effective material selection and late ordering, Adidas is successful to reduce Manufacturing lead times for apparel and footwear to two months.

Strategic line planning (O'Shannassy, 2003) is a common denominator to meet the consumers’ needs in order to form a successful supply chain. Each season Esprit should use strategic line planning to construct a common strategy and vision for relative economic performance like margin and price, planned volumes, targeted consumers, product lines and the brand. 

The strategies should allow Esprit to have streamlined operations, lower costs, shorter time to market and finally allowing the company to execute more competing in the market. There are seven best practices to optimize Esprit supply chain.

4.1.1	De-averaging supply chain, product design and development

Go-to-market approaches should help Esprit segmenting the processes and speed of their product launching. Firstly, Esprit fast fashion marketing should be segmented (Dickson and Ginter, 1987) into:

Customer type- retail or wholesale
Category-children’s, women’s or men’s
Geography-local, regional or global
Product-image-building, fashion, essential or permanent

Secondly, Esprit should determine each strategic objectives and product’s type, develop the collection of products with appropriate interfaces, and cycle process and time. Thirdly, Esprit should identify their priorities of their supply chain: reducing after-sales discounts or inventories, ensuring fast replenishment, limiting out of stocks or defending margins. 

4.1.2	Diminish the time to retail

Esprit should accelerate the delivery and development time as the fashion cycle is collapsing. It needs to wholly grasp the flow of their process and information in order to reduce their own time to market, then from the ground up to build a comprehensive and optimized procedure.

By optimizing the use of various freight options, minimizing lead times, optimizing reserved capacity, improving validation processes, streamlining their handoff processes. 

4.1.3	Minimize the cost of end-to-end sold goods 

Esprit can reduce costs of running the supply chain by doing a systematic and broad analysis of the end-to-end process.. It should implement and identify opportunities for trimming costs by using pull-based store replenishment, reallocating product across stores based on demand, optimizing sourcing, reducing the number of sample rounds.

By making its stores more uniform and reducing unnecessary supply-chain costs, Esprit can realize both annual cost savings and growth through developed plans, defined guidelines for new store concepts, introduced a fabric-rationalization process and trimmed its collection.

4.1.4	Better the visibility of the end-to end product 

Making the steps of process more transparent and coordinate are key factors for excellence in operation. New technologies such as radiofrequency identification can help in this matter. Macy’s worked with as integrating radiofrequency identification into the Universal Product Code tickets with the suppliers, Li & Fung is using ‘source-to-store’ radiofrequency identification with its factories complex through tagging the products at each product’s origin with radiofrequency identification.

Leaner operations, improved business abilities, a greater understanding of inventory levels can be achieved by more transparent product history and location.

4.1.5	Integrate online and retail channels

By fully integrating the online and retail inventory models, Esprit can boost profit margins and drive down costs. By locating the distribution facilities and warehouses in centralized regions and sites, utilizing common performance metrics, bringing together inventory and merchandising management capabilities, Esprit can achieve multichannel integration.

The key profits drivers of this delivery mode are linked to:
1. Inventory Depth: E-commerce is difficult for discount players to play with as intending a 2 to 3 weeks product turn and working with very compact inventory are challenging.
2. Positioning of fashion: Low fashion cannot be justified with the delivery from the store. Although there are more time to sell for less fashion-reliant and permanent collections, they become not profitable enough with this delivery mode
3. The Product’s Price Points: lower price points cannot be justified by the delivery from the store.

4.1.6	Balance global, regional and district responsibilities

Esprit is a company with global team helps protect the brand and gain scale. The global team usually coordinate with company’s district teams of design to imbue lines of product with district trends and fashions elements. A better alignment among the global, regional and district tiers can be achieved by adjusting the global processes to be more synchronic with the regional and district team.

The team structure can be reorganized to help improving the integration, one master global calendar can help coordinating all production calendars, a good team structure can help recommending and evaluating key technology improvements, increase communication and coordination.

Esprit can have greater vertical integration and able to achieve scale benefits by enhancing global, regional and district liabilities along all areas of end-to-end supply chain. The company can enjoy better brand consistency, enhanced control and increased purchasing power with suppliers.

4.1.7	Align the trend collection plan in competitive offerings and purchasing

The overall supply-chain strategy aligns with fashion collections is of utmost importance to fashion. It can provide direction to designers, identify potential bestsellers, estimate each segment volumes. Furthermore, while setting profit margin and price expectations, the strategic vision of the range of product can also be developed by this plan (Abtan, Bellaïche and Vahle, 2013). 
By implementing an in-season reordering process, Esprit can be more malleable in acknowledging customers new concerns. It can reduce its lead times, increased sell through and reduced customer inventory levels (Stalk and Butman, 2008).

Esprit should create a retail inventory integrated view, across e-commerce along with all stores, to support distribution from inventories. It can boost profit margins although this delivery mode incurs extra costs. The advantage of this mode is at the season end, Esprit can reduce out of stocks and markdowns, together with a higher sales volume.






































Chapter 5

Implementation of new strategies

5.1	Strategy Implementation

There are several steps when implementing new strategy (Raps, 2005):

Step one:  Yearly objectives establishment, the mission is to survive in this competitive causal wear industry. The strategic goals are faster supply chain and better product development. We have to coordinate resources to the yearly objectives and goals. If there are budgetary limitations and constraints, the implementation mode should only be launched totally after those problems solved. Furthermore, everyone in Esprit must understand and know the mission and goals of the company, disregarding their post in the hierarchy of organization.
 
Step two: Development of an implementation structure, it includes establish a coordination mechanism among different departments, divisions and units, which can facilitate the delegation of responsibility and authority. Moreover, codify the work procedures and plans to be supported in the strategies tactics implementation. Furthermore, actuate the main managerial or operational responsibilities and tasks to be complied, and state the requirement of qualifications of the personnel who are responsible for them. Then assign the appropriate departments of the organization with the tasks.

In this step, we also need to check out the structure of present staffing, include when carrying out the tasks the staff have enough competencies and adequate manpower. Esprit may eventuate to some reshuffling or reorganization of staff. In some situation, Esprit may have to employ new workers with the needed competencies and skills, or require additional training for current staff members. Esprit also needs to determine if some of their projects needed to be outsourced. In the form of guidebooks, manuals and model, Esprit needs to interact with the company’s stakeholders.

Step three: Development of implementation-support policies and programs, which also called constant improvement programs. By establishing a system of monitoring and tracking of performance, we can monitor the rate of accomplishment of results. Esprit needs to develop an assessment system to quantify every employee performance. Furthermore, create a system which can assemble the data of results and feedback is also important, as it can help evaluating the strategy effectiveness.

Step four: Allocation of resources and budgeting, allocating the capitals to the assorted divisions, determined by the financial assessment results as to their requirement of budgets. Sustain a check and balance system to audit the divisions, ensuring they are conducting within their limits of budget. Research and Design Department should get more resources than the other department to design better products; human resource department focuses on employing new employees who are equipped with new needed skills. For the time frame of the first four steps, we hope Esprit can finish all the first step within the first year.

Step five: Discharge of activities and functions, this step we activate the strategies, supported by leadership styles, strategic leadership and utilizing participatory management. Moreover, Esprit has to ensure everlasting obligation of staff by arranging training and reorientations. In the tasks performance Esprit has to enforce the applicable control measures. Also, Corrective and adjusting actions can be taken when their performance are evaluated at every stage with identification of their gap of performance.  Contingency plan is also needed in case of severe market changes, which allow corrective actions take place in the established structures, programs and policies. For the time frame of this last step, we hope Esprit can finish it within five years in order to survive in this causal wear industry.
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