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Preambic

This report is perhaps the only cne in the course of this project

to be prepared mere for the information of members of (he rescarch

team than outside bodies. Hence Lhe author apologiscs for anything

herecin which might secem to members of the industry as a truism.

Care has been taken to ensure that 1o person or organisalion is

identifiable.

Finally, the autbor would like to thank all those who gave thein

time to help with these interviews.

David F Midgley
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A

SUMMARY

From 20+ interviews with retailers, manufacturers, and other
members of the menswear industry, the following major points have

been extracted,

1 Selection of garments and demand forecasting is carried out by a

single Tunction - a merchandise functioln,

2 Siyle and colour are selected on the basis of cxpericnced

Judgement.

3 Influcnce on colours is perceived as predominantly from the
Continent, whilst design influence is mainly {rom the London
’ 2

high Tashion and boultique industry.

b Demand estimation is achieved by extrapolation of past sales
trends, sometimes coupled with trials of new styles in sclecied

outlets.

5 JForccasting demand i1s seen as a problem, the more fashionable

the market the grcater the problem.

6 Most retailers sell both to a fashionable and a conventional

mass market.

7 Within these markets the consumers are seen as:
(i) becoming more fashion conscious, particularly tThe young;

and (ii) wearing more casual and infTormal garments,

The evidence gathered on these points supports tlhie contention that
the fashion process is similar to the thecry of the diffusion of

innevation. The supporting evidence falls in two main categories.

1 Stvles originate and filter into the mass market in a manncer

consistent with the tencts of diffusion theory.

2 The characteristics of consumers in the various market segments

mateh those of the various catepgorices cmbodied inn the theory.



€ In short, this small study encourages us to continue along the lino

of rescarch described in Re »orl No 1.,
I



INTRODUCTTON

This report was prepared as a briefl summary of the results of
preliminary interviews conducted prior to, or during, the formu-

lation of the research objectives.
The aims of these interviews wero:-
(i) To gain background information

(ii) To poinl out viable lines of regearcl

(iii) To establish personal contact with these organisations

willing {to asgsist

(iv) To establish whaf Lype and Tevel of statistics exisl, and

what would be available to the projcct.
(v) 7o determine how forecasting is conducted in the indusiry

(Vi) To ascertain if forecasting was perceived as a problem by

Llhe industry.

To these ends 20+ interviews were arranged and conducted by informal
unstructured technigues. A checklist of arceas to discuss was used,
thus ensuring that all the interviews covered the same ground and
were therefore comparable. The results of these interviews, in

note Torm, were then analysed to form the basis of this reportl, and
to assist in the formulation of research objectives. However, with
the aims of thesc interviews and the nature of the discussions being
as they were, it was not {hought appropriate to analyse the resultis
too rigorously. Thus the main conclusions have been extracted and
summarised, and the net results of this admirably t'ulfil the purposc

of this small study.
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TE SAMPLE
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Opranisatlions Interviewed

OF the 204 organisations covered, 50% were menswear retailers, some
ovning manuflacturing facilities and some buying-in mosl of their
merchandise from outside. The retailers inberviewed accounted for

the majority of the menswear market, 25%

were manulacturers selling
sclely to retailers, 10% were cloth manufacturers {woven and

knitted) and the remaining 15%% fell into other catcgories.

Those Intorviewed

. . . . R . i v,
50% of the interviews were at dircctor level and predominantly with

ithie Managing Director.

33% were with style and fashion controllers, merchandisc managers,
buvers, etce. That is, these people concerned with selting style

Line and/or estimating purchase quantities,

The romainder of the interviews were willtlhh other categories such as

market rescarch managers, etc.

Tn 50% of the inlerviews the project was discussocd with more than

onc member of the orpganisation.



INTERVIEW RDSULTS

lere the results have been divided into two rough scctions: (i)
those dealing wilh retail organisatfions, and (ii) all other
interviews. Also the problem of defining the term 'fashion' has
been avoided., This point will be discussced in the seciion on

conclusions.

(i) RETAIL ORGANISATIONS

Oreandsation Structure

All those intervicwed had an essentially similar method of

purchasing (or deciding what to produce).

This method might be termed a "merchandise Tunction', though the
person performing it is not always called a merchandise manager.
Essentially it means that one man, with or without a small attendant
team, is responsible for buyving or selecting garments. The sizc¢ of
any team would seem, as might be expected, to depend on the market

size and range of garments sold.

There are, however, variatlions on this basic function. For instance
in seme organisations one person selects the garment desipgns to be
sold, and another estimates the numbers of each style to be purchasad

X
or produced .

In other organisations one man is responsible for both tasks, and
this latter system seems to be favoured by the majoritly of those

visited.

Thie overall effect is that selection and demand estimation are
groupced within one Ffunction. Any other fTunction such as computing

or market resecarch acts as an information service Lo merchandisings.

Although here we arc discussing ready to wear garments, the probleoms
of forecasting bespoke sales are somewhat shimilar. No stocks of
carments are held but stocks of eloth, and lhiese produce forecasbing
preblems. The retailer must also match sales to production, and
although the problems of forecasting the sales of individual gtyles
disappear, lhe forccast for the bespoke range must be rightl.



Relatively few organisations appear to have cestablished market

rescarch departments, though many utilize outside surveys.

Forecaslting Methods

In this area there was an even greater similarity of approach wilh
ail those spolken to using a mixture of extrapolation of past sales

trends and experienced judgement.

Hlowever, we must Tirst separate forecasting into two distinct

stages.  The Tirst is the selection of style and colour, and the

second the estimation of quantities,

(i) Stvle and Colour Selection

This is mainly performed by expericenced Jjudgement. All {lhose con-
cerned travel extensively both in England and the Continent, attena
cexhibitions and watch (lie boutique trade carelfully for any cmerging

trends.

The general opinion was that experienced buvers usually selected
the right goods on this basis, buat one or two views were given that

marketl research could improve on individual flair.

Most thought that experienced buyers were completely objcctive, and
indecd went to great pains not to let personal prefercnce cloud
their Jjudgement. The facl remains, however, that this process is

largely a subjective intuitive one.

In some respects colour is seen as less of a problem than style. Iy
a process which will be discussed later some measure of consensus on
a scason's colours is arrived at, and this lessens forecasting

problems to some extent at least.

Thus in this whole area selcctions are arrived at mainly on the basis

of an individual's knowledge of the fashion scene and his markcef.

(ii ) Demand Pgtimat bon

Here therce are some differences of approach. All those interviewed



keep records of wnit sales from which they extrapolate

diffTercences lice in the detail of the statistics and iho’uav in \lfPh
trends are extrapolated. There are organizations wniéh“wnrf?

keep aggregated unit sales din set price ranges and, on the other

hand, there are thosc that keep sales with complete detail of style,

colour, size and price on every product line sold.

On trend oxtrapolation the majority appear to use fairty straight-
forward techniques, merely projecting past fipures or moving
averages, Most of those dealing with the mass markets use this
technigue and contend that, with trends only changing gradually,

this method is sufficiently accuratce.

There were a Tew opposite views here, {rom people who said such
technigues did not show growth rates accurately enougsh and did not

spol when lines were about to go into decline.

A few organisaticns do use more sophisticated techniques, utilizing
the compuler to estimate demand and control stock levels. At the
uppermos! extreme ol sophistication past sales patterns are cate-
gorized and used to project future sales of similar goods. Also
differing views were obtained here; Trowm those who said these morce
advanced techniques were infinitely better than the best expert
Judgement, Lo scme who said that alihough these Ctechnigues worked
for conservative mass market garments, they were useless for more
fashionable products. These techniques were also all adaptive
control mechanisms adjusting stock leovels as actual sales resulfis

were contrasted agains{ forecasts.

Another major technigue used by all organisations, regardless of the
sophistication of ftheir forecasting techniques, was that of tryving
new garnients in selected shops. This was seen as a useful exercise
giving better estimates of likely demand, though again the level of
technique applied ranged from the 'will sell/won't sell! level to

prediciions of sales curves.

This is onc obvious area for further research, as this {ype ol

product lends ilsclf ideally to store testis,



d)

The Teportance of Estimation

Witk very few exceptions, all those spoken to considered forecasting
a problem, The extent of the problem depending on how !fashionabloe!
tle article was. JIndeed several pointed out that the higher fashion
a garment was, the harder it was to forecast demand and the grealor

risk the organisation ran.

The problem was almost exclusively seen as that of Torecasting
quantities so far in advance of saleg. The retail organisations
interviewed had lead times from design to shop of 0 to 18 months,

the majority falling in the 9 to 12 month bracket.

With the mass conservative market, the cost of mistakes was not secn
as too great. Overproduction could casily be sold Ly price cutiing
and underproduction was catered Tor either by contingency plans or
by shopping around for supplementary supplicrs. lowever, the larger
the organisation's market, and hence production, the more difficult

it becomes 1o adjust.

With high Tashion goods it was impossible to sell ofi because of
changing etvles, and usually too late to correct any underproduciion.
Organisations dealing with such goods delayved buying (or production)
as long as possible, some working on one month lead times. Indeed
these organisations tended to separate their management systems, one
dealing with conservative mass fashion and the other wiitli 'high!

Tashion.
In conclusion then, forecasting demand is seen as a problem, parti-
cularly with more 'fashionable! garments, and any improvement in

technigues is seen as being of benefit.

e Markets of Thease Retail Organisations

O those interviewed, most saw their markets as being part of the
mass, counservative, 'middic—-of-the-road' market. Within this some
had attempted to capture a more 'fashionable! market in addition to
the mass, while a few sold only to a more expensive and fashion

conscious market sepment.
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The mass market was secn as middle to lover social class (CLEDDET,
lower priced and ot older age provps than the high fashion market.
Those dealing with the latber saw Lheir markets as younger (helow

30), higher nriced and in the upper to middie classes (ABCi).%

Of course these are over generalisations and what is really meant is
that a greater percenlape of young people buy high Tashion and so on.
A detailed study of the profiles of high Tashion und mass Tashion

consumers 1is obviously a key area of rescarch for The future.

In the mass market style trends alter slowly, gradual]y fjltﬁfiﬂf
. N i

through from the boutiques so that the styles of the bullk of the
population change at a relatively slow rate.

Naturally enough the large organisations concenirate their cffTorts
on the mass market, though perhaps there are other reasons for this

as woll.

These are best summed up in the comment "multiples are followers not
leaders". With 9 to 12 month planning/production ecycles the large
organisations cannot cope with the velatile high frashion/bouiiaque
market to the same extent that smaller organisations can. This is
preswning that they would Tind ithis a viable market scgmoent, and
that returns us to the problem of defining high fashion and mass

market, This will be discussed later.

This, as well as being consisteni with diffusion theory (discusscd
later), has somc similarity to the 'trickle-down' theory of Nystrom
(Economics of Fashion, 1928). ITere high {ashion was seen as a
pursuit of the uppeirr classes, whose influence eventualilly changed
the stvles of the masses. This theory, however, should be reointer-
preted in the ltight of modern society (Nystrom discusses the period
1790—1920) whoere class is relatively less important.

These results would, superficially at least, contradict the views
of Professor J Ironside who conitends that ffashion' originates in
tlie younger clements of the working classces and 'trickles-up' to
other social groups.

‘Although not expressed in any detail here, there was also some
evidenece for the views cof Amies (What Mokes PFashion, Journal of the
Royal Socicty of the Arts, 112, June 1964) that the large mul Liples
prodice mass lasbhions withtoul reference to Thaute couture'! as he
dofined it. This may well be true as at present the boutique trade
wvould seem to be of more influence., Indeed, this mirrors Anmics'
vievws that designers were increasingly being influcnced by the
yvounger consuner.,
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Nonetheless several people pointed out that what they soiakwas a #
constant compronisc between !fashion', the market, and }.’Jr."()t“{:ict-i()ri.’-
times. Another point is tha! the organisations the aulthor has been
deseribing as dealing in more 'fashionable' goods are not in the
extreme high fashion/boutique market. They are somewhere belween

this and the mass market, a point that will be returned to later.
When we view this market picture in the light of diffusion theory it
will become remarkably coherent, but first the comments on fashion

and design influence will be discussed.

Fashion and Design Influence

Taking colour first, wviews were advanced that the influence mainly
comes from the Continent. There manufacturers, dyers, Tibre
producers and designers get together to promote certain colours
cach season. This then secems to reach England via the ibre
producers and ithe reguests of designers, retailers, ete. There is
no such clear cut range appearing in England, though organisations
such as the Menswear Association promote colours, and some attempts
are being made {o get together the relevant people as on the

Continent.

llowever, in the short time available for thesce interviews, and the
wide range of topics to cover, the author was not able 1o collect

sufficient information on this subject to form any clear views,

On the subject of design influence, the majority (80%) of those
spoken to were of the opinion that this chicefly came from the London
boutiques and high fashion houses. 1t then gradually percolated

inte the mass market.

However, whether this sector of the industry is in turn influenced
by the Continent is another matter, and one on which conflicting
opinions wore given. Some said that the Continent influenced the
Uk, evidence of this beding the links bebtween many multiples and '"big
name® Contincntal designers, and the increasing sales of Continental
imports. Others said that we influenced the Continent, particularly

on suit design.

10



It is obvious that there are numerous interactive factors at work
bere, and again in the Lime avaitable (he antlior has not managed Lo
wiravel them. The comments gathered on colour, as well as design,

nonechieless form a good basis for Tulure rescarcl.

On fashion, all the sample made the comment that male consumers were
becoming more fashion conscious, particularly the younger clements.
Generally (his was thought to he due Lo a number of factors such as
better cducation, wider travel, more afflucnce and the inflluence of
the media, particularly cinema and television. One. person also
added the comment that desirn generally was improving not only in
clothes but architecture and other consumer products. Some others

also thought that the increased Tashion consciousncss off the yvoung

was beginning to infiuence the older generations.

1he other major point te arise was the growth in casual, informal
clothing, again scen as being due to social Tactors, which is

paralleled by the growth in knitted fabrics.

(ii) GARMENT MANUFACTURERS, CLOTH PRODUCERS AND OTIIER CATEGORIES
‘the comments gathered here tend to mirror those of the retailers.

Once again colour influence was seen as largely coming from the

Continent, and design influence (for garments ) from London.

Regarding estimation, these organisations do not have quite the
same depth of problems as retailers. On fashionable, and lience
risky, lines they malke only to order, thereby eliminating stock-
holding problems. (Both garments and cloth are sold on the two
scasons a year system, fthough attempts are being made to change

this ).

The only items produced for stock are the classical lines on which

there is a high probability of continued sales.
This whele arca is more suited to the project's technologmical

rescarch than its consumer work, though obviously the two inter-

relate closely.

11



CONCLUISTONS

In Reporl No 1 the aunthor stated that when these interview resultis

were vieved in (he light of diffusion theory an extremely cohercont

piclure emerged. ln the remaining pages an altempt will be made to

illustrate this.

Diffusion theory was brieflly outlined in Researech Report No 1, so

instead of repeating this exercise we will lool at it in the confexti

Ko

ol an imaginary fashion innovation.

I we were to take an innovation in the styling of male clothing,
¥
and for the sake of brevity we shall call il X , we could then

advance the following scheme for its introduction and spread.

Suppuse X eriginates in the mind of & bouiigue designer who immecdia-
tely manufactures and tries it on his customers. I we take the
categorics of consuwiers given in Report No 1 (Figure 1), the bouliqguce
cusliomers would be Lhe imnovators, who Ly definition try X because

it is new. Once they have purchased, two things would happen

simultancously.

Fipure 1

w > >
= + +
c 0 - -rd n
o ¢ Lo o 8 j#
] 3 @
Number 7 £ oo o2 a2 3
ol people o ~ © oo T @ &
Co g o O OB ~ B old
adopting o gv% g
~ time . g e .
pe:{. ém I} L
perio o \\1
/'//V \
/ = e

J\’..
To do this in terms of an actual cexample might be dangerous as

people would immediately conceptuatise it in itls own terms and
thus obviate the aim of the exercise.
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Mirstly, the inneovators would talk about and visually display ihe
innovation amongst their friends and socinl contocis. 1 some of
these were convinced enough they too would purchase X (from i
houtiquo) and inlClucence their friends and social contacis. Tihius the

process starlts to snowball,

Let us digress slightly here. It is not likely thai they would buv
the identical garment bat another incorporating X, This is a slight
difTerence between fashion and innovation in other areas. Noir does
a I'ashion innovation remain in the samc [orm, nor is it produced by
the same agency. For instance, a new delergent would remain largely
the same thowvghout and the innovating company would scll it in
sequence from the innovators through the other categories, to the

laggards.

In clothing there is almost a parallel process of diffusion amongal
the consumers and the retailers, This brings us Lo the seccond bthing
which would happen in the spread of X. 7The other boutiques would
notice the success and be persuaded to introduce X, thus giving the
process further impetus. The success of X in the boutiques would
then arouse the interest of the multiples with more 'fashionabloefd

markets and they would try it.

Concurrently the process of social influence would have reached the
people forming these markets, perhaps the early adopters and the

early majority. Some of these would be persuaded to purchase X and

spread the word and imgg AMORF VIGLL POOID)

To digress slightly again, and to clarify a previous point of diffi-

ULy, 1t 18 not possible to categorise retailers as 'fashionable!

or 'conservative' - at least in the majority of cases.

Most have either fashionable product lines, or departments, as well
as their meore conservative lines. Thus a better distinction would
be to split up the market infto three segments. As working defindi-

tions we might arvive at (1) the conventional mass market, (2) the
fashionable mass markel and (3) the high fashion/boutique market.
Farther, if we attempt to place those on the previcus curve it weuld

look something similar to Figure 2.

13
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It is difficult 1o arrive at an estimate of the conventional market
versus the Tashion market (defined as unconventional as there are no
generally accepled criteria with which to make the distinclion
belween fashion and mass). One given is that 25% of male cloching
purchases (excludimg workwear) are of fashion goods, and this might
well fit in with the usual proportion of innovators and early
adopters in other innovations. These proportions are usually defined

as being in the order ol 2.5% and 15.5% respcctively.

1T we now refurn to our example, the spread of X, by now ii has
gained a foothold in the market and has been discusscd or secen by a
high proportion ol the poepulation. It then begins to influence the
conventional market, and those designing for this market, and thus
makes its appearance in these. Finally it reaches most of the
population and becomes an accepted conventional clothing style,
though it may have changed from its original conception. Some
examples of this process which spring to mind are trousers without
twrnups, flared trousers, floral ties, coloured (ie non-white)

shirts and so on.

To take a closer look at some of the issues raised here, it would
seem lThat as the design element in any innovation is reinterproted
soeveral times during the process, it becomes modified and generally
less pronounced or extravagant. IFlared trousers selling in the mass
maritet of 1971 were not tlre same as those originally introduced,

This immediately raises the problem of instantly defining and

1h



retaining a [ix on any innovation. The examples given so far are
nore in the nature of "general innevations'. They take the form of
binary absence/presence iypes more than quantitative measures, and
this migcht Corm a very useful working definition leading us Lo study

such innovations as flared/parallel, turnups/no turnups etc.

This is not to sey that dirfusion theory treats only such general
innovations. It has been successfully applied to study specilic
products, though in the fields where this was done there was a much

smaller variety of choice than in fashion.

As a first speculative thought on clothing it is unlikely thal
diffusion would normally operate down to the level of a specific
pgarment . Reasons for ihis could lie in personality - dindividual
expression factors coupled with the wide range of choice. Diffusion
would thus be more likely to operate on a higher level of generality

such as those ulready mentioned.

To continue with the main theme of this scction, an assessmenl now

neceds to bhe made of the evidence Tor this scheme.

Ffirstly, all the evidence from extant work would suggest that there
would be a hiigh level of aciivity atl bthe innovative stagoe, particu-
larly with the requirement for this wider varieiy of garments.
However, therce would be a very high rate of attrition at this stage,
only leaving relatively few to filter through to the carly adopters.
The above would be consistent with the activity in the boutique

trade.

Those innovations that arce adopted by the early categories would
then spread slowly throughout the population, though perhaps more
would be rejected at the early adoption stage. This would explain
the gradual evolution of a relatively small number of styles into

the mass market.

Secondiy, difTusion theery would alsoe explain the observations on
retall marlkets. Regrettably we have at this time no information oh
boutiqgue castomers, buil looking at the next stage the theory suggests

that carly adoplters and the ecarly majority will, proportionatcly

15



speaking, be younger, more alfluent and of higher social class than
Fhiter cateporioes,

These are precisely the characteristics obscerved in the more fashion-
able markets of some retailers, Similarly the other, later adopter
cateporices have characteristics matching those of the conventional

mass market, and would react in the same wvay To new ideas.

Thus, in the author's opinion, the theory would seem to explain at

an cxploratory level all the features which have boen extracted Trom
tlic interviews., IL would also suggest a large number ol other
measurable characteristics which have not previously been investigated

in this market.
The one proviso to this is that the theory requires slight modifi-
cation (Specjfic intorprotation) to account for the unique features

of the fashion process. Tentatively thesc would seem to be:-

1 The varicely of choice available to the consumer in the clothing

field;
2 The large number of designers influenced by each other;

3 Different retailers scrving different stages of the diffusion

process; in turn leading to -

4  Styles being reinterpreted for different markets and at different

stages in the process;

Individual and group factors relating to consumers; these are

L%

SCCN 45—
(i) Individuality ~ clothing as an extension of personality
(ii) Display - clothing as a method of attracting the opposite sex
(iii) Group influcnce - the need to conform to the nerms ol a
social group

(iv) Cultural lCactors -~ clothing as an aspect of Westlern culture.

Nevertheless thoe basic mechanism would appear to be the same and in

the author's judgement this study, albeit subjective and small
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seale, provides cnough evidence to encourage us to pursue the linc
of research outlined in Report No L., Here, it will be recalled, we
argued that diffusion theory provided numerous testable hypotheses,
and as such gave the rescarch a firm base from which to start. Weo
also argued that cven if this theory of consumer behaviour was not
onerating in the menswear market, the very act of disproving it
woald provide more information than starting from no knovledge base

and inductively building a new theory.

17



