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Evaluate whether Marks and Spencers’ method of push production or Zara’s method of pull production is best. (16 marks)
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@ Case study: Comparison between Marks and Spencer
& andZara
; V’ /"" Marks and Spencer represents the traditional,
§ 2 - large-scale approach to fashion retailing.
= - Zara, a Spanish company, is an example of lean

production in this trade.

Marks and Spencer buys in large quantities

and enjoys the benefits of economies of scale.
However, because it is ‘pushing’ garments into the
stores, it is taking a risk that its idea of this year’s
fashion may differ from its customers’ views. For
this reason, Marks and Spencer has been most
successfulin providing high-quality items where
fashion has been less important (such as socks
and underwear). If fashion changes quickly, Marks
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and Spencer struggles because its high-quality, high- to its European shops. A few copies of each item, in
price strategy becomes irrelevant. Marks and Spencer a limited range of sizes and colours, are delivered to
tried to change into a more fashion-focused store, but each store. The decisions on whether to order further
has met resistance from both existing and potential stock are made by shop managers, who can identify

customers. Its strategy of targeting the teenage which items are selling well. Thus there is less risk
fashion market was withdrawn within six months. of unsold stock - a major problem for Marks and

In contrast, Zara's approach is based on speed SpElcEs

and economy. Zara's designers are crucial to the For Zara, quality is not the main priority, but with
company'’s success. They must decide on the stock new stocks in the shops every two to three weeks it is
to be produced, although this is mainly choosing unlikely that the garments will be worn long enough
which items to copy from the popular designer items  for quality to become a problem. Zara has also found
in fashion shows and celebrity events, and then that customers visit its stores more frequently,
simplifying them so that they can be made quickly because they know that a completely new batch of

and cheaply. This is a demanding role, as designers  stock will have arrived. In addition to empowering
need to combine a sense of fashion with considerable the designers and shop managers, Zara has given
understanding of the manufacturing process. Design  more independence to its workshops, which deliver
time is minimised and production and distribution directly to the shops in most cases. The differences in
take about five days. Zara manufactures 76 per cent  approach between Zara and Marks and Spencer are
of its clothes in Europe, which ensures fast delivery ~ summarised in Figure 13.1.
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(emphasising quality of garment)
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(if stock is not selling)

copy designs from fashion shows or
celebrities
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Manufacture
(emphasising speed rather than quality)
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Distribute limited numbers and sell

|

Further distribution and sale, pulled
by demand from shops
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Replace with new stock
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(if stock is not selling)
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A Figure 13.1 The fashion cycles at Marks and Spencer and Zara

Zara has been flattered by the number of businesses

seeking to copy its approach. Visits from senior biggest fashion retailer, with over 6,390 stores in 88

managers of businesses such as Marks and Spencer different countries, including 67 Zara fashion stores
are a testament to the success of Zara's approach to  in the UK.

fashion retailing. From its formation in La Coruna in

Spain in 1975, Zara has grown to become the world's

Sources: various, including www.inditex.com and www.marksandspencer.com.
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