REDUCING FOREVER 21’S LEAD TIME



Revised this essay, 
1. Have to FULLY respond each question from the content
 (1. What can you do to change the lead time above? 2. How can you achieve this?  3. What impact will this have on the supply chain? 4. What compromises may need to be made? 5.Make a recommendation to the CEO about how this might be mitigated in the future)

2. don’t need to write as build point, change to as one paragraph and logically —more effectively use headings and bullet points in your report 

3. Focusing on how to cut the lead time( the short time strategy , but also mention  the long term strategy and see the different, ex.business sustainability) /
Please do ensure you demonstrate your understanding of the difference between short term tactical solutions and long term strategic recommendations. But focus on short term solutions.



[bookmark: _GoBack]Executive Summary
	Following H&M’s partnership with Balmain, there has risen a need to improve the company by introducing a new product into the market. The target was to do this in 10 weeks, but the logistics show that this target may not be reached in the time needed. With an estimated 16 weeks needed to complete the production process to the final product, time is a factor that has created a problem. The importance of this project is further instigated by the fact that the company is reducing the number of stores it has in the UK, with plans to do the same in the USA.  A fresh new approach is needed, and a new clothing collection has been created to uplift the company’s fortunes. The report will look into the details of how the change can be implemented to reduce the time needed to achieve the objective of the project and look to create alternatives that will enable us to change the process to become shorter. 
The H&M – Balmain partnership
· The partnership between the two companies is a common trend that has been occurring in the fashion industry, where players in the fashion industry are joining up to create projects that benefit both of them in the fashion scene (Brooks, 2016). An example is the Gap and GQ partnership which included a global talent search for designers (Kennedy, 2017; Carvell, 2017). 
· H&M will offer more outreach in the deal, since they have thousands of stores in many countries, while Balmain will offer more exclusive clothing designs that attract a larger market (H&M Group, 2018). 
Forever 21 Production Process
	Procedure
	Duration

	Product development
	3 weeks

	Sourcing Fabric
	4 weeks

	Garment production
	5 weeks

	Shipping
	4 weeks

	TOTAL
	16 weeks



· Sourcing the fabric and garment production is carried out in India. This part of the process has the most time-consuming. 
Using the Beckhard-Harris Model in Analysis
· The model was created to show the features needed for change to occur effectively by simplifying them into a mathematical equation (Gleicher, Beckhard & Harris, 2014). It is  
Dx V x F > R
where D =dissatisfaction, V= vision, F=first steps, R=resistance
· Dissatisfaction – this element seeks to see why the change is needed in a scenario, showing the features that need to be changed(VanBalkom and Qasim, 2009). The length of the production period is far from the target intended, meaning that a part of the process requires being changed to do so.
· Vision – this feature shows the objectives that a process seeks to achieve. The purpose of the project is to provide the new collection produced in 10 weeks to boost profits and compete with the H&M – Balmain partnership. 
· First steps –the feature of the model creates ways in which the problem can be solved simply. Creation of achievable objectives is paramount. To decrease the time needed, each procedure should have a first step that would enable us to shorten the time needed (MGMT425 Organizational Change, 2018). 
· Resistance – these are the forces that inhibit change. For the time to be shortened, the profit margins of the company may have to be lowered in case of extra costs. The changing of the production process may also lead to unwanted change, such as loss of clients or contacts. 
Reducing the Lead time
The lead-time is the duration needed for a part of finalizing the production process (Cavinato, 2000). The additional 6 weeks that are projected from the target require to be shortened, and the procedure involving outsourcing needs to be increased. To do this, the outsourcing parts of the process which involve the creation of the garments need to be shortened. It takes up the most time and is also a procedure not controlled directly by Forever 21. This can be done by;
· Increasing the output value of the procedures by looking for more producers of the garments. This can be done by looking for more contacts in India and Asia who produce at a fast rate (Asprova Corporation, 2018; Beron, 2014). 
· Seeking a smaller production point locally can also help handle the time problem. By seeking a local producer or one that is near the market, it is possible to create a small part of the garments for promoting it during its inception. 
· It is also possible to cut up the process, creating two processes that runs concurrently. The producer will produce a certain amount of the garments then send them over to the market as they continue producing more clothes (Curry, 2016). This will enable the company to test the market reaction to the product as they buy time for the additional products to come in. 
The company may also consider beginning a new partnership with another fashion industry player to promote the new collection (Bernazzani, 2016). This would arguably lead to the timeline being increased, thus enabling the production process to continue undisturbed. The extra activities needed to boost the project can be incorporated before the goods arriving to ensure that the implementation is smooth sailing, leading to success. 
Consequences of Reducing the Process
Each of the alternatives presented provides a change to the normal production process. They include
· By adding more producers to the Indian ones currently used, more time is needed to discuss deals and agree to terms if they do not accept the usual ones used. It may also require more research investment to show the logistics of increasing outsourced producers. 
· Local producers are hard to find, and the procedure is also time-consuming. The use of local resources also means that the products will end up being more expensive since labour will have higher costs.
· Most outsourced companies prefer to work exclusively as the only producers of a garment. Unless they initiate the increase of the output value, they will see the entry of new producers as a threat (Greaver,1999). 
· The creation of a new partnership would most likely take a long time, making the purpose of the collection be ignored. It would have to be a strategic union that would suit the clothes, such as with a magazine. It would be advisable to look for socialites who have grown in number with the increasing connectivity in the world. They are found on social media sites such as YouTube, Facebook and Twitter which have a huge number of users. 
Compromises needed
	In order to achieve the objective of realizing a brand that can rival the Balmain clothing collection, there needs to be more investment in the production process. The Balmain collection is a luxury garment one, meaning that they deal with expensive materials and fabrics (Nguyen, 2016). The quality of Forever 21’s new clothing may have to have more investment in time and money to realize its success in the market. 
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