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COVID-19 pandemic affected the global supply chain significantly with its persisting impact on various industries. As far as the global fashion industry is concerned, during the closure of shopping malls, retail stores, and other distribution channels, the fashion industry faced significant challenges in terms of inventory management and sales. Despite the challenges, the pandemic provided new opportunities to the players of the fashion industry as well. this study critically analyses the uncertainty of the current global business industry in which the fashion industry is operating. After conducting environmental analysis, the opportunities and threats for the key players of the fashion industry have been identified and finally how some firms like Zara proved to have adapted to the changes in the business environment. 
[bookmark: _Toc65884178]Impact of the pandemic and the major forces that have shaped the business environment of the fashion industry
The primary impact of the COVID-19 on the fashion industry is related to the closure of manufacturing plants and stores across the globe due to statutory restrictions. Another challenge is related to the steep decline of consumer demand, which caused adverse impacts to several fashion brands worldwide. Apart from these, the adverse impact is also related to the cancellation of several important fashion shows and other events. Nevertheless, as scholars like Yanget al. (2020) have noted, along with the adversities, it offers the global fashion brands opportunities that make them shift in making fashionable face masks. 
PESTLE analysis of the global business environment
	Factors
	Remarks

	Political
	· Closing of international borders to cope with COVID curve
· Closing down of manufacturing plants
· Fashion companies and other retails are encouraged to close down
· Export and Import activities have come to a halt

	Economic
	· All provisions of international trade were shut down
· No scope for a profit via export activities
· Consumer demand declined due to loss of employment
· Financial discrimination in the workplace due to furloughing and other schemes

	Social
	· Demand dried up as they are aware of the lethal consequences
· Boycott of fashion events and other shows to avoid gathering (Almila, 2020)
· Opportunities unveil as the demand for fashionable masks increased

	Technological
	· Several companies have decided to go completely online to drive demand and profit
· Several branded company conducted their shows and other events through online streaming service
· Offer substitutes to the growing traffic of online customers

	Legal
	· The barrier of international trade is a legal obligation that the companies have to comply with
· The legal obligation of inflation costs

	Environmental
	· No significant environmental impact
· PETA boycott continues with those companies that still use animal fur
· As the entire operations shifted to online; shipping and travelling costs became significant overheads



Porter’s five forces
Porter's five forces analysis of the global fashion industry is as follows:
Bargaining power of the suppliers
The bargaining power of suppliers is high, as, despite the closing of the manufacturing plants and stores, the demand is still stable in the online segment. Moreover, due to low penetration cost, it is somewhat obvious that several companies will throng to the online platform. 
Bargaining power of the buyers
In the case of apparel, the bargaining power of the buyers is moderate, as it is informed by both shrinkage of choices and emerging new outlets in the online platforms. Moreover, as disposable income has reduced due to unemployment and other reasons, the buyers are left with no choice but to accept the offerings that are affordably-priced (Black, 2020). 
Competitive rivalry
Competitive rivalry is also a moderate force, as it mostly depends on the type of company we are aiming for. For Zara, with such efficient inventory and loyal customer base (though premium), the force is moderate to less. However, if we consider the mass market, it is just to call the force moderate. 
The threat of new entrants
The threat of new entrants, in the case of the apparel industry, is high. It is primarily because the physical stores are closed and new companies will easily found the opportunity to open an online-only outlet with almost zero penetration cost (Sen et al. 2020). However, along with the shipping and travelling overheads, positioning and targeting is also a crucial question for them. 
Threat of substitute
In the post-pandemic fashion industry, the threat of substitutes is moderate, as the shrinkage of choices is for those consumers who have to survive on affordably-priced clothes. Apart from pricing, the existence of a loyal customer base will also determine the thrust of substitutes as a dominant market force. 
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From the analysis of the external environment, it is revealed that globally, governments in different countries closed down the manufacturing plants temporarily and it led to increased cancellation of the orders. The key challenges that have been identified are fluctuating consumer demand, maintaining the workforce, loss of jobs resulting in reduced productivity, lack of fabric availability, closure of the retail stores, decreased footfall in the retail stores, and reduced sales (Kohan, 2021). On the other hand, from the industry analysis using Porter's five forces, it is identified that both the power of the buyer and suppliers increased, along with that threat of substitution also increased due to switching of the consumers to online fashion retail and local brands due to availability. The level of competition became lower as the majority of the players could not adapt to the changes and generated a huge loss. The threat of new entrants became higher as the local number of online fashion boutiques increased. 
SWOT analysis 
	Strengths 
	Weaknesses 

	· The integrated supply chain of the global fashion brands 
· Availability of resources 
· Financial stability 
· Global presence 
· Brand loyalty 
· Ability to generate revenue from different channels
· Digitalised sales channels  
	· Lack of adaptability 
· Lack of value chain resilience 
· Increased lay-off of employees
· Decreased sales 
· Temporary closure of production
· Cancellation of orders and Fashion weeks 
· Decreased demand
· Reduced consumption power of consumers due to loss of jobs and reduced income 

	Opportunities 
	Threats 

	· Adapting to e-commerce 
· Use of digital technology 
· Introducing new technology to supply chain management
· Improving demand and forecast system 
· Online operation through the new distribution channel 
· Increased use of social media for customer relationship management 
	· The bankruptcy of the fashion retail players 
· Inability to adapt to the new business environment
· Losing loyal customers 
· Not being able to introduce a flexible business model
· Lack of understanding of the changing customer needs 
· Not being able to sell the already manufactured products 



The SWOT table suggests the key strengths that can be beneficial for the key players of the fashion industry to deal with the uncertainties of the pandemic. However, Ilchiand Ilchi (2021) noted that the majority of the fashion brands such as Abercrombie & Fitch Co., American Eagle, Bldwn, and Burberry's sales decreased significantly which even led to significant fashion brands entering into bankruptcy processing. However, fashion brands like Zara despite their initial losses could recover through aggressive overhauling of their network. According to Sorescu (2017), the competitiveness of the internal resources proved to be effective in dealing with the uncertainties of the pandemic. Firms which flexible business models, vertical integration, investment in digital technology and R&D, and effective data analytics system could effectively deal with the pandemic. 
According to Kohan (2021), the COVID-19 pandemic provided a significant scope of digitalisation for the global fashion brands as the key players could increase sales through online channels. McMasteret al. (2020) noted that due to the pandemic, the designers were able to adopt digital platforms for producing and displaying fashion products. For instance, Shanghai and Moscow fashion weeks took place digitally that provided scope to the designers to exhibit their creation through new channels. Ilchi and Ilchi (2021) noted that various key players used product development strategy and manufactured fashionable masks which proved to be a lucrative business opportunity for the high fashion brands. 
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Using the case study of Zara, it can be stated that Zara has been able to adapt to the changing business environment more than its key competitors. For understanding the reason for Zara's adaptability, it is important to evaluate the situation of Zara in the global fashion market and its value chain. 
Product life cycle 
[image: ]
Figure 1
(Source: Thirdeyesight.in. 2021)
The above figure provides an example of the classic fashion product lifecycle which indicates that for targeting the leading edge, it is important for the companies to target the early adopters and define the fashion trends early for translating the trends into sales. Zara targets the early adopters and the early majority of the customers. As Zara’s strategy is to quickly built around the fashion trends, it could adapt the new trends and fashion ideas for the target customers. This strategy increased its sales significantly during the post lockdown period. Brydgeset al. (2020) noted that depending only on the creation of the new products can lead to failure and thus extensive research and design capability are significant. As reported by BloombergQuint (2021) Zara scaled back the purchasing when the pandemic was developing and in May it increased its speed for ensuring that the trendy playsuits and the flimsy blouses are stocked for June and July. It proved to be an important strategy for the company as other fashion retailers dealt with unsold spring and summer garments. Using its technological resources such as RFID technology the company could track every maxi dress and balloon-sleeve blouse for fulfilling the online orders from the stocks including the warehouses and the stores. 
Porter's Value Chain
	Primary activities 
	Inbound logistics 
· The majority of production sites are based in Spain
· Tight control over its logistics (Berbicheet al. 2020)
· Production facilities are based on close corporate headquarters 
· Employs a vast designer team 
	Operation
· The central production unit is based in Galicia 
· It operates through online and offline stores 
	Outbound logistics
· Just-In-Time demand-based system
· The integrated supply chain for location-based sales of specific products (Crofton and Dopico, 2007)
	Marketing and sales 
· Zero investment in advertising 
· Marketing is based on the quality, and design of the products (Sorescu, 2017)
· Online and offline sales 
· Store manager deal with upstream activities

	Support processes 
	Administrative coordination 
	Collaborative workflow
Vertical integration 
Matrix organisational structure 
Effective financial management

	
	Human resource management 
	Training and development 
Store managers equipped with hand-held devices
Designers are equipped with new technology 
Employees are focussed on identifying the latest trends 

	
	Technology 
	Digital infrastructure 
RFID
Data analytics 
Graphic designing of the products 

	
	Procurement of the resources 
	The vertically integrated business model
Limited stock saves inventory cost
Efficient design, distribution, and sales process
Zara operates its own cloth factor and employs in house designers 



From analysing the resources and capabilities of the firm, it can be stated that Zara has able to generate value through its cost-effective business model which is highly flexible. Following the Just-in-time approach proved to be beneficial for the company during the pandemic. Zara's business model is speed-based and it has focussed on online sales. LaReine (20121) noted that Zara is capable of creating virtual demand and it enabled the brand to identify a post-Covid fashion and other trends. The automated production approach of the company has helped in efficient inventory management and produce clothes based on the request of the company. Zara tends to produce limited quantities in the factories and move the supply to the stores at regular intervals (Sitaro, 2020). The centralised warehouse management and the stock inventory management are two main competitive advantages that enabled the company to deal with the fluctuating demand during the pandemic. Zara uses a push-based business model and the lean approach has helped the company to survive the pandemic significantly and it could quickly respond to the changing business environment. 
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This study focused on the fashion industry at large to study the impact of the COVID 19 pandemic on its operations. It seems that, despite the pandemic endowed them with both adversities and threats, the former outweighs the latter. However, technology appears to come up as the only ray of hope since, despite stabilising the demand in online segments, it also aided fashion giants like Zara to conduct their events and fashion shows. From the findings of the study, especially the insights from the product life cycle and Porter's value chain, it appears Zara is more adaptable to this adverse situation than others due to their highly efficient inventory and loyal customer base of premium variety. 
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