Taking inspiration from Einstein’s quote, “we cannot solve our problems with the thinking we used to create them”
What could managers of fashion organisations do and not do to help to solve the world’s problems within the fashion industry?
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Introduction 

The quote from Einstein “we cannot solve our problems with the thinking we used to create them” is very philosophical in its nature. The term "philosophy" means, "love of wisdom". Philosophy is about thinking about the world, universe and society, by asking the very basic questions regarding the nature of human thought, the nature of the universe and the connections between them (What is Philosophy, 2018.). Epistemology, ethics and logic are all key components of philosophy and could be useful in creating different ways of looking at the problems the fashion industry has created, this is expanded upon in section 2. Managers within the fashion industry could look at some of the key components of philosophy to address wicked problems, understanding how we got to the current state of pushing the planetary boundaries will be covered in section 1, including the drive for consumerism and exponential growth. Section 3 looks at the opportunities for systems change and innovation to apply this new thinking. 

Wicked Problems 

“Do I get a coffee? A snack? Or something to wear?” - Elizabeth L. Cline, Overdressed (Cline, 2013).

As mass consumerism demands profit over the planet, nearly every developed country has gone through a “T-shirt phase, an economic period in which there are a significant number of farmers who, rather than toil on unproductive land, accept harsh work conditions and low wages in textile and apparel factories” (Davidson 2013). This has made many people wealthy over the decades but has exploited hundreds of thousands of people and impacted the planet in the process. The garment industry has done well in developing countries because it is characterised with low entry barriers to market and does not need skilled workers. In short, the ready-made garment revolution led to the fashion industry boom and eventually to the fast fashion crisis we now face. 

The history of ready-made clothing is closely aligned with Britain’s Industrial Revolution. At a time when people had to make and mend their own clothes, the desire for ready-made garments and consequently the market for mass production in Britain, showed it’s early signs of demand with the popularity of the slop shop. Slop shop was the common name for second-hand clothing stores of the time growing in popularity in the late 1600s and 1700s. They acted in a similar way to modern charity shops. Additionally, slop shops were located largely in urban areas, where there was a high concentration of working class people (Newman, 1952). Most of the shoppers were peasants and some middle class, who did not have the time or incomes to produce their own clothes (Lemire, 1984). 

The industrial revolution saw the ready-to-wear apparel sector boom, this alongside the development and study of marketing created a recipe for exponential consumerism and in turn a sustainability crisis that was foreseen by few and ignored by many. The fashion industry is locked into a cycle of self-justification, consumers see a rapid cycle of new products in stores at a pace of up to twelve seasons in constant replenishment (Anson, 2010). This is due to retailers competing on novelty. Consumers are then required to buy items increasingly often, because the garments’ inferior materials and construction means they fall apart quickly and need to be replaced (Fletcher and Tham, 2014).

Before fast fashion, retailers had to place orders large enough to meet an entire season’s demand, meaning large inventories that needed storage. This did not give enough time for consumer demand to be understood and often led to end-of-season markdowns and sales (Doeringer & Crean 2005). This meant fashion businesses lost lots of their mark-up profit but also gave people a sense that clothing, when sold to them at such low ‘sale’ prices, ultimately had a lower value, that they associated with that lower price point.

The fashion industry has one of the largest, if not the largest, chains of production and consumption. This many moving parts and increasing number of stakeholders is problematic for many obvious reasons. By today's estimates approximately one in six people work in some part of the global fashion industry making it the most labour dependent industry (Ross & Morgan 2015). Zara and H&M pioneered the accelerated seasons of fashion by having collections and productions shipped to stores in a matter of weeks. This was in part driven by the need to expand business growth but also to meet rising western consumer demand. 

The fast fashion market has a lot of competition not only amongst retailers but also within individual companies. Every retailer has networks within them that link parts of the company and the product. This is called the supply chain. The time it takes for a product to go through the whole chain right up to being purchased, is referred to as lead-time. This term and concept surrounding time sensitivity is extremely crucial to fast fashion. Fast fashion retailers' lead-times are sometimes made public; Zara can design, produce, and deliver a new garment in two weeks; Forever 21 six weeks, and H&M eight weeks (Cline, 2012). With this in mind, given that it is not in the individual companies financial interest to slow down, it then falls to the consumer to make a stand and mass change at that individual level, is much harder to orchestrate. “Consumer choice is historically determined and influenced by a broader – horizontal – social context, rather than being driven by consumer demand for a certain thing, or the presence of a single commodity chain or production network which stimulates consumer behavior” (Brooks 2015). Given the complexity of factors that drive a person’s purchasing choices, there is not one clear intervention that would change their behaviours.

Businesses have been taught historically to grow year upon year with no upper limit in sight, this kind of growth is pushing the world beyond its planetary boundaries, Kate Raworth explains, “Humanity’s 21st century challenge is to meet the needs of all within the means of the planet”. In other words, to ensure that no one falls short on life’s essentials (from food and housing to healthcare and political voice), “while ensuring that collectively we do not overshoot our pressure on Earth’s life-supporting systems, on which we fundamentally depend – such as a stable climate, fertile soils, and a protective ozone layer” (Raworth, 2017). Kate Raworth’s Doughnut Economy (2017) of social and planetary boundaries is a visually easy to see but serious approach to framing that challenge, it also acts as a compass for human progress this century. As demonstrated visually, the environmental ceiling consists of nine planetary boundaries, as set out by (Rockstrom et al, 2009) beyond which lie unacceptable environmental degradation and potential tipping points in Earth systems. The dimensions of the social foundation are derived from internationally agreed minimum social standards, as identified by the world’s governments in the Sustainable Development Goals in 2015. Between social and planetary boundaries lies an environmentally safe and socially just space in which humanity can thrive (Raworth, 2017).

Our resources are finite and we can’t continue to exploit earth’s resources for profit just to throw away, yet the fast fashion phenomenon is without question exacerbated by an out-of-control human consumption problem. Garret Hardin’s “The Tragedy of the Commons” has the reader imagine a pasture open to all herdsmen with as many cattle as they want to showcase that “Freedom in a commons brings ruin to all” (Hardin, 2009). The Environment protection agency (EPA) has found that on average Americans throw away 68 pounds of textiles per person a year (Cline, 2012). Another source estimates that Americans buy an average of 64 items of clothing a year (Cline, 2012). 

The fast fashion industry contributes towards significant depletion of natural resources. In fact, issues of resource depletion begin at the beginning of textile production, throughout the lifecycle of the clothing, to the point in time at which the products are wasted or disposed of entirely, there is no such circularity in most businesses, “When used apparel products are disposed of in a landfill, large quantities of valuable materials and resources are lost” (Gam et al, 2011). Waste generated from fast fashion is an extremely problematic by product of the industry. This throwaway culture has resulted in landfills as the final destination for clothing.
Fast fashion has a large carbon footprint that is not addressed nearly enough in academic literature. For example, there are many natural resources that go into fiber production each year, including 145 million tons of coal and approximately 2 trillion gallons of water (Siegle, 2011). 

Marketing of fashion has always played a part, advertising utilises social constructs to appeal to the human need to ‘fit in’ or being seen as ‘in fashion’ or ‘on trend’. The marketing tool is a driving force in the social acceptance of our behaviours of mass consumerism. Human behaviour and interaction, from an enterprise point of view, is that like it or not we're all pretty much alike. The way we respond to situations is predictable. History, psychology and our anthropological hard-wiring make us easy to read, but only when viewed by the objective researcher (Ashton, 2012). This makes a marketer's dream come true and selling things like fast fashion can be very easy, even though we know the implications upon our planet when we carry on consuming the way we do. Our own emotions can cloud our ability to see the context of the challenges we face as a human race. 

Tim Curtis of the University of Northampton calls these conundrums “wicked issues”. “A wicked issue,”; he says, “is a social problem in which the various stakeholders can barely agree on what the definition of the problem should be, let alone on what the solution is”; He goes on to say that, “social issues and problems are intrinsically wicked or messy, and it is very dangerous for them to be treated as if they were ‘tame’ and ‘benign’. Real world problems have no definitive formulation; no point at which it is definitely solved; solutions are not true or false; there is no test for a solution; every solution contributes to a further social problem; there are no well-defined set of solutions; wicked problems are unique; they are symptomatic of other problems; they do not have simple causes, and have numerous possible explanations which in turn frame different policy responses (Ashton, 2012).

Philosophy and managerial approaches

Ethics as a managerial approach to sustainable fashion is complex but could provide surprising results. Niinimäki discusses that “sustainability is a wide concept and environmental ethics raises deep questions; who counts morally and why, how should human beings act in the nonhuman natural world?” (Niinimäki, 2015) . Environmental ethics can be applied in other fields for example in design and fashion (Light and Rolston III, 2003). Values and ethics are fundamental grounds for a move towards sustainable fashion. European regulatory policy and institutional changes have to do with the political developments within individual EU countries. Environmental pioneer 1995 argues that “ethics are the philosophical basis for making choices about morals and values”. He further continues that “to think dispassionately about what we design and why, and what the eventual consequences of our design intervention may be, is the basis of ethical thinking” (Jordan and Adelle, 2012). 

This point of view shows the value in understanding and pursuing sustainable fashion and its design and industrial processes based on environmental ethics. Niinimäki states “it is important to understand the consequences of our design practices; e.g. how current design, manufacturing and business practices affect unsustainable consumption patterns. Products actually configure consumers’ needs and use patterns and hence design can be said to be ‘practice-oriented’, which leads to certain everyday consumption habits” (Niinimäki, 2015). With this in mind, all stakeholders are responsible for the environmental impacts of the fashion industry and the unsustainable consumption behaviour of the consumers and increasing landfill. Philosophical knowledge concerning environmental ethics and values is under-researched as a topic.

Managers can look towards using philosophy and the topic of ethics to answer individually and as part of a business, considering questions such as;
· What is good? What makes actions or people good?
· What is right? What makes actions right?
· Is morality objective or subjective?
· How should I treat others?
Another important aspect of the study of philosophy are the arguments or reasons given for people's answers to these questions. To this end, philosophers employ logic to study the nature and structure of arguments. Managers can ask such questions as:
· What constitutes "good" or "bad" reasoning? 
· How do we determine whether a given piece of reasoning is good or bad? 
“New radical business thinking is needed to create change” states Niinimäki (Niinimäki 2013). The economic and industrial systems of the fashion industry are currently based on extremely fast cycles of production, fast-changing trends and planned obsolescence of the products. As garments’ prices fall, producers must maintain profitability by increasing the amount of sold units, which has led to a huge amount of fashion products on the market and extremely saturated markets. We must find new radical ways to create a win-win situation for both consumers and manufacturers – for all stakeholders – and for sustainable development. We need more knowledge about consumers and the consumption side to create a sustainable transformation process inside the fashion industry and business that leads to sustainable consumption practices. We also need to develop foresight and new systemic thinking on how to move towards sustainable societies, in order to see sustainable practices as an opportunity to design and not to think that sustainability is an obstacle to doing business. Very often the green business approach is feared to mean degrowth, but it can also be seen as a new challenge and opportunity to do things creatively and differently (Niinimäki 2013).
Sustainable business logic is based on fundamentally different logic than traditional fashion business and not on the growth logic alone (Fletcher and Grose, 2012). If managers use a guided set of philosophical and ethical frameworks this could influence a shift towards a new way of thinking. Vezzoli argues that radical innovations are needed which do not only depend on technological development and innovations but also stimulate new interaction and partnerships between different stakeholders as well as new sustainable relationships between consumers and products, if we want to change the fashion system towards a new kind of balance, we need new kinds of radical design and business thinking (Vezzoli, 2007)
We have to change the current economic paradigm and we have to do business differently than we do today. Business and industry have to redefine their tasks more radically in order to usher in significant eco innovations and most importantly all-new business strategies (Ottoman, 2011). As Kemp reports, a fundamental change is needed to reach systemic change, but transition faces resistance and it takes time to emerge. When we talk about eco-innovations we mean products, services or processes that offer value both for business and customer, but also to the environment through significant decrease in environmental impact. Sustainable innovation is a larger systemic approach where sustainability thinking is integrated in all levels of the business (products, technologies, services, new business thinking, organisation model and relationship with stakeholders) (Kemp 2008). 
Tischner and Charter (2001) identify four approaches to sustainable design that could easily be adapted for managers to adopt for new ways of thinking: repair, refine, redesign and rethink. The fourth approach is the one we should aim for. A rethink requires a radical change in our mindset, and it can offer breakthroughs for new lifestyles, ways of living and doing things, as well as approaches to fulfil consumer needs in a more sustainable manner (Tischner & Charter, 2001). This approach needs strategic innovations that lead to new business models. As Tukker et al (2008) argue, these new practices often stay in niches for a long period until a window of opportunity opens and their breakthrough is possible.
For this radical and strategic innovation approach, we need a much more creative way of conducting the business of fashion. Strategic innovation questions who the customer is, what products or services should be offered, and how to offer those products and services (Markides, 1997). It is not merely about rethinking the fundamentals on the supply side, but also about redesigning the business on the demand side, e.g. in the form of the user experience and rethinking value creation moving from product design to systems thinking (e.g. designing product-service systems). Several companies acknowledge that market competition is driven by products’ meanings: why people need a product rather than what they need in a product. As Verganti argues, people use things for profound emotional, psychological, and socio-cultural reasons as well as utilitarian ones, and this understanding is most important in creating successful sustainable innovations for business. This deep understanding of consumers also lays the ground for transforming business models and creating, for example, sustainable product-service systems to fulfil the actual needs behind product use in a less materialistic way (Verganti, 2009) 
When embarking on fundamental change, one consideration for managers in their approach to challenging their practice, considering their philosophical questions and imagining new ways of working, is where they are garnering support or influence. It is important to create networks of sustainable-oriented companies. These networks of like-minded managers can support a company’s own values-based practices and offer help in reaching their goals. (Ottoman, 2011) proposes five strategies for eco-innovation:
· innovate at the system level; 
· develop new materials; 
· develop new technologies; 
· develop new business models; and 
· restore the environment.

Systems Change and Innovation 

We have to change the current economic paradigm, and we have to do business differently than we do today. Business and industry have to redefine their tasks more radically in order to usher in significant eco-innovations and most importantly all new business strategies (Ottoman, 2011). As (Kemp, 2008) reports, a fundamental change is needed to reach systemic change, but transition faces resistance and it takes time to emerge. On the other hand, system level changes can be based on paradigms, understanding how ideas relate to each other to form accepted models (Meadows, 1997). Fletcher argues ‘if we influence things at the level of a paradigm, then a system can be totally transformed’. This system level transformation leads to questioning current practices and understanding, and further, it needs a new way of seeing and understanding (Fletcher, 2008).

A possible systems change management tool is Intervening in a System by Donella Meadows, an environmental scientist who published the essay “Places to Intervene in a System” (1997). She describes what types of interventions in a system are most effective and which are the least. Meadows identifies these places of intervention as leverage points, which she defines: “These are places within a complex system where a small shift in one thing can produce big changes in everything” (Meadows 1997). 

She goes on to define nine places to intervene from highest to lowest: 
9. Numbers (subsidies, taxes, standards) 
8. Material stocks and flows 
7. Regulating negative feedback loops 
6. Driving positive feedback loops 
5. Information flows 
4. The rules of the system (incentives, punishment, constraints) 
3. The power of self-organization 
2. The goals of the system  
1. The mindset of paradigm out of which goals, rules, feedback structure arise

This type of analysis could be helpful in identifying if there is a way to make the fast fashion industry more environmentally friendly besides through the consumer. The places that make the most sense would be number one or zero; paradigms are the source of systems. The source of fast fashion, as we have previously discussed, is the consumers themselves. This idea of finding a place to intervene in a system just proves once again that the power lies with the consumers on the surface, however managers can utilise the list of places to intervene in a system to develop new thinking to solve wicked problems. Once fast fashion consumers change what they want or what they prefer the fast fashion industry will have to transform.

The unforeseen side effects of mass consumerism by consumers is increasingly becoming highlighted and confronted as consumers become more conscious, with the urgent need to act this isn’t enough to halt or reverse some of the planetary boundaries that have already been crossed. We need businesses to look beyond profit and embed sustainability throughout the very core of the business model, for existing and new businesses there are a number of ways managers can revise this such as looking at a sustainable business canvas model, for example, one illustrated by Competencies for a Sustainable Socio-economic Development (CASE) shows beyond the inevitable economic criteria of a business canvas model, it concentrates on the ecological and social consequences of the business, also aiming at increasing the positives and decreasing the negative impacts on society at large, this means that sustainability is integrated into the core of the business. CASE also offers other free resources that may be useful to managers of businesses such as the Sustainability Performance Tool which focuses more on the business and the Sustainability Competencies Tool which focuses more upon the individual and self reflections. Managers within the fashion industry could use resources to develop new paradigms and slow down or reverse the ways of thinking that got us into these wicked problems within the fashion industry.

Conclusion 

Mass consumerism and the rise of fast fashion post industrial revolution has pushed the planetary boundaries beyond repair. Fast fashion is highly demanded by consumers and thus the onus relies heavily on the consumer behaviour changing, however managers within the fashion industry can look towards philosophical and ethical questions to create new ways of thinking to develop systems change and innovation to solve the world's problems within the fashion industry.
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