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Abstract 
Globalization has led to that companies’ within the textile industry, now source 
manufacturing overseas. Supply chains are therefore now ultimately longer, with a lot of 
activities and people involved. Control and implementation of strategies is now something 
that companies need to considerate in the supply chain, in order to reduce lead times, meet the 
unpredictable demand of today’s consumers and compete against other retailers. One 
important task in this is for retailers to have an efficient PD and sample process, due to the 
fact that it's in this stage where the retailers still have time to make changes and prevent 
problems along the supply chain.  

The Conceptual Framework; describes that the textile industry is not high represented in the 
use lean even if the strategy doesn’t need large investments in technology or training. A great 
part of succeeding with lean lies in the development phase, and to build a well developed and 
thought out system to be able to create future products.  

In the methodology chapter the authors have chosen to perform a case study on a branded 
retailer. By conducting interviews, observations and value stream mapping, the researchers 
can approach the study from different angles in order to double check the results, which tends 
to increase the validity and reliability of a study.  

The study's empirical materials are based on seven semi-structured interviews with employees 
at the case company, two observations on fittings and a Value stream mapping (VSM) of 5 
different styles. This was done in order to create a deeper understanding of the sample process 
and the activities involved and identify non-value adding activities.  

Discussion; the researchers have noticed that depending on the production country and 
product type, the sample process looks very different. This can be a result of that people 
working in the process don’t have a standardized way in handling problems and instead do it 
in their own way. The results that case company generated could be concluded that there are 
several problems in sample process, which is further discussed in the analysis chapter, where 
there are a number of lean tools that can eliminate the identified problems.  

The conclusion that the researchers made is that working with Lean PD can help the company 
to improve their capabilities and do more with less, by sorting out the unnecessary activities 
with a focus on standardizing. The literature say that VSM and 5S are most common in textile 
companies, but the researchers have seen, through this research, that other lean tools are 
applicable and appropriate in the PD as well. 
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1 Introduction 

This chapter introduce the reader to the Master’s thesis, starting with a background that 

introduce the reader to globalization in the textile industry and the impact it has on textile 

companies and their product development process. Thereafter, the purpose, research 

questions and delimitations of the thesis will be presented. 

1.1 Background 

For decades the textile industry have been an integral part of the globalization. Due to this 

globalization the textile companies have started to source, produce and manufacture overseas 

(Bruce, Daly and Towers, 2004; Burns, Mullet and Bryant, 2011). This can be crucial for 

companies in this new hyper competitive market that wants to meet the consumer demand fast 

and also to a low cost (Kurt Salmon, 2012). Rapid changes in consumer’s preferences and 

buying behavior are a fact. Hodge et al. (2011) mean that instead of standardized products 

consumers are now demanding a wider selection of product choices, higher availability and 

better quality, which results in an increase in seasonal collections, shorter lead-time, shorter 

product lifecycles and smaller minimum orders. Nordås (2004) explains that the consumer are 

becoming more price-conscious, spending less money on clothing but consume more often. 

 

There are different factors that have encouraged fashion retailers to move parts of their supply 

chain overseas to developing countries. This could be to achieve increased market saturation, 

meet the competitors, lower the costs and have better control of the supply chain 

(Macgillivray and Hann, 2003). Lennartsson and Lindholm (2012) further discuss that these 

factors together with the changes in consumer demand have forced companies to outsource 

production to developing countries. Kwok and Wu (2009) discuss that the creation of a 

garments in a global supply chain can mean that fibers that are manufactured in one country, 

spun into yarns in another, woven into fabrics and made into garments in a third country, so 

that they ultimately can be sold in another part of the world, brings other issues to the supply 

chain. The fashion markets now include complex open systems according to Čiarnienė and 

Vienažindienė (2014), and are now longer, with loads of activities and people involved. This 

makes the companies face a lot of problems and exposure of risks in their supply chains 

(Jones, 2002; Christopher & Towill, 2002). Therefor Margaret (2003) explains that 

considerate control and implementation of strategies in the supply chain is crucial in order to 

reduce lead times, meet the unpredictable demand of today’s consumers, and compete against 

other retailers. To be able to stay competitive in the textile industry, many manufacturers are 
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therefore implementing lean strategies into their processes to remove non-value adding 

activities and drastically cut cycle time to increase their competitive edge (Čiarnienė and 

Vienažindienė, 2014). In response Tyagi et al. (2014) also implied that retailers can look into 

the product development (PD), which has also emerged as an area of improvement, and 

surprisingly many organizations consider improving this process as a primary tool to beat the 

competition. One way, according to Kurt Salmon (2012), is to implement a lean approach in 

the PD which will help to identify and minimize non-value adding activities, while making 

sure a more efficient process that keeps the costs down. By using lean tools in PD processes 

could generate more value for companies and ultimately have huge effects on the consumer. 

According to Hodge et al. (2011) lean approach is used by many companies in different 

industries but not much in the textile sector. It’s only in recent years that textile companies 

have started to discover the lean concept but are not frequent users. 

1.2 Problem description 

The growing consumer demand is leading to short product life cycles; time has therefore 

become a crucial factor for branded retailers. They constantly have to deliver quickly with 

new and innovative products while cutting cost (Kurt Salmon, 2012). This has become a 

problem for branded retailers, because it is difficult and costly to always be able to meet the 

consumer demand (Strömquist, 2008). Therefore, it is crucial for retailers to have an efficient 

PD and sample process, due to the fact that it's in this stage where the retailers still have time 

to make changes. PD is complex in a way because it involves iterative loops with information 

going back and forth, forming a complicated web of activities and creative minds, which 

makes it extra challenging to handle.  

 

The researchers have in this study received information from a branded retailer that the 

sample processes have problems with efficiency regarding high cost, long lead times and 

unnecessary transport. They also do not have a standardized way of working, which results in 

that they never know how the process will look like and how to make it more efficient. This 

could, according to the case company, be a result of unstandardized ways of working, 

communication problems, lack of trust and knowledge. The problems that go hand in hand 

with the globalization is in accordance with Čiarnienė and Vienažindienė (2014) for retailers 

to be able to handle responsiveness and flexibility, which is something that can lead to long 

lead times and high costs in the supply chains. Thereby, it’s crucial to implement an 

appropriate strategy to take control over this sample process and the involved activities, which 

many retailers find as a problem in a global supply chain.  
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1.3 Purpose 

Based on the problem description in section 1.2, the purpose of this research is to map the 

product development process of a branded retailer, identify non-value adding activities and 

see if improvements can be done with a lean approach. In order to do this, a case study is 

performed, involving both a qualitative and quantitative data collection, from a Swedish 

branded retailer and analyze it through value stream mapping.  

 

This thesis contributes to the broadening of the knowledge about the applicability of lean 

towards improved efficiency in sample processes, and provides industry practitioners with 

additional input for future decisions regarding the product development. Anyone who desires 

to engage in branded retailing in Sweden’s clothing sector could benefit from this study’s 

results.  

1.4 Research questions 

1.4.1 Main Question  

ü How can a branded fashion retailer get an effective product development with lean 

strategies? 

1.4.2 Sub questions 

ü What are the identified non-value added activities in the sample process? 

ü How can these be eliminated? 

1.5 Delimitations 

The research is limited to Swedish branded retailers acting on a global market. It specifically 

examines their product development process, by looking at non-value adding activities with a 

Lean approach.  
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2 Conceptual Framework 

This section presents the theoretical concepts related to the purpose of the thesis. The concept 

of lean, lean in product development, lean tools and non-value adding activities will be 

covered. Finally, we have gathered the conclusions from all our findings in a Summary of the 

chosen lean tools. 

2.1 Lean concept 

The concept of ‘Lean production’ was initially introduced to the broader public in the book 

“The machine that changed the world” written by Womack et al. (1990). The term is also 

recognized as ‘Lean manufacturing’ or just ‘Lean’, and refers to a business strategy with the 

objective of continuously minimize waste and maximize the flow of information and products 

(Liker, 2004; Ohno, 1988). 

 

The ‘Lean approach’ originated after the Second World War in Japan when the Japanese 

companies understood that it was impossible for them to afford the big investments necessary 

to build the same facilities as in the US, according to Liker (2004). The author continues 

saying, the Japanese realized that in order to be able to reach greater heights they have to 

choose the unconventional way, so they began to investigate and questioning the basic 

manufacturing and business assumptions of that time. The starting point of this was to do an 

extensive practice of refining and developing manufacturing processes to reduce waste in all 

parts of the organization (Liker, 2014; Rachna and Ward, 2007). The result came to be “The 

Toyota production system” (TPS), which was the success of the Japanese car manufacturer 

Toyota (Holweg, 2006; Shingo, 1989; Shah and Ward, 2007). TPS aim to remove wastes 

internally and focused on improving the productivity rather than quality, this is because back 

then it was debated and still are today that “improved productivity leads to leaner operations 

which help to expose further wastes and quality problems in the systems” (Seth & Gupta 

2005). Toyota used the benefits of lean to create operational excellence with scarce resources, 

and thus became the world’s most profitable auto company (Hines et al., 2008). 

 

The basic principles of lean and its objective is that the concept is built upon the value 

creation processes, which means that each activity, internal or external, that does not favor the 

end customer, is identified as waste, and will be eliminated from the process (Liker 2004; 

Hodge et al. 2011; Shah and Ward, 2007). The work should be done continuously so that all 

activities can be carried out efficiently and with the highest possible quality and ultimately 

bring value to the customer (Shah and Ward, 2007). Hodge et al. (2011) means that in the 
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creation of the most value to the customer you also need to consume the least amount of 

resources in the process of designing, building and sustaining the product. According to 

Womach & Jones (2003) lean is one way to do “more and more with less and less”. Important 

in the context is what we mean by value creation and value. Value creation can be 

summarized as the end what makes the customer happy or what makes the process work 

optimally. Value is something that ultimately can only be determined by the customer and 

which the manufacturer will work on to achieve (Womach & Jones, 2003). 

2.1.1 The “4P model” for the Toyota Way 

To give an overall picture of a lean strategy, Liker (2004) divided the “TPS” into four main 

parts, which then includes 14 principles. The four main parts are (1) philosophy, (2) process, 

(3) people/partners and (4) problem solving. Liker (2014) illustrates these parts in a pyramid, 

where the previous step forms the backbone for the next step, as shown in figure 1. 

 

Parallel to when Liker started writing his book “The Toyota Way”, published in 2004, Toyota 

exposed their internal teaching materials to the public, revealing five additional applications 

to the 4P model, which are (1) Genchi genbutsu, (2) kaizen, (3) respect, (4) teamwork and (5) 

to accept challenges. Liker then took Toyota's five applications, and applied them in relation 

to the four main parts, in the various steps, of his pyramid, as shown in figure 1 (Petersson et 

al., 2009). The publication of Liker’s book “The Toyota Way” later became a central part in 

giving the western countries an idea of different Lean concepts, Holweg (2006). 

 

Figure 1: Liker’s TPS pyramid (Liker, 2004), based on Toyota’s 4P model 
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2.1.2 The fourteen principles and five applications  

“Genchi Genbutsu” in Japanese means that you need to find the "source" of the problem and 

observe to be able to get the right information about what has gone wrong in the first place. 

Thus, the right decisions can be made based on the facts and in that way errors can be quickly 

corrected (Liker, 2004). Toyota learned a lot from the American quality pioneer Deming who 

encouraged the Japanese to attack the problem in a systematic way, which came to be known 

as the Deming Wheel or PDCA (Plan, Do, Check and Act). The Japanese term for these 

continuous improvements is “Kaizen” (Liker, 2004; Ortiz, 2006). “Respect” is about 

respecting others and employees must do their best to understand each other, take 

responsibility and create a collective trust. “Teamwork” is all about stimulating personal and 

professional development and to award the possibilities for development and maximize 

individual- and group performance (Liker & Hoseus, 2008). The fifth, and final, application 

described in Toyota's teaching material is “to accept challenges”. Toyota creates a long-term 

vision and meets on the way, the challenges they face with courage and creativity to realize 

corporate objectives. 

 

Moving beyond Toyota's five applications, Likers (2004) also describes the 14 principles 

divided in the four stages in Figure 1.  
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Table 1: Liker´s 14 principles 
 

Philosophy Employees and Partners 
Principle (1)  
Base your management decisions on long-term 
thinking, even when it occurs at the expense of 
short-term economic goals. 

Principle (9)  
Develop leaders who truly understand the work, 
live the philosophy of Toyota and teach them to 
others. 
Principle (10)  
Develop exceptional people and teams who 
follow your company's philosophy. 
Principle (11)  
Respect the expanded network of partners and 
suppliers by challenging them and helping them 
get better. 

Processes Problem Solving 
Principle (2) 
Create continuous process flow to bring 
problems to the surface. 
Principle (3) 
Let the demand control to avoid overproduction. 
Principle (4) 
Level out the workload. 
Principle (5) 
Build a culture where you stop the process to 
solve problems, so that the quality is right from 
the beginning. 
Principle (6) 
Add standardized approach as the basis for 
continuous improvement and employee 
involvement. 
Principle (7) 
Use visual control, so that no problems remain 
hidden. 
Principle (8) 
Use only reliable, thoroughly tested technology 
that supports staff and processes.	  

Principle (12)  
Go and see with your own eyes to truly 
understand the situation. 
Principle (13)  
Make decisions slowly by consensus, consider 
all options carefully and execute quickly. 
Principle (14)  
Become a learning organization through 
relentless reflection and continuous 
improvement. 

 

2.1.3 5s 

5S is a philosophy that teaches a structural system in organizing and managing the workplace. 

It is a tool that enables stability in the workflow, as it improves the efficiency of the 

workplace by removing wastes that could mislead the work and cause error, defects or 

injuries.  

(S1) Sorting: is concerned with prioritization of materials and tools that are necessary to 

perform the job, and by that sort what was found not useful, which ultimately will reduce 

problems and annoyances in the work environment. The found materials and tools that don’t 

serve any value in the process should be put in a red tag area for a short period of time. This 

area with unnecessary products will be evaluated, and not long after a decision must be made 
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to either keep, relocate or dispose. Every organization has different red tag criteria based on 

their needs, which they have in mind when the decision takes place.  

(S2) Set in order: Is a storage principle in which everything that is needed for the job should 

be organized and have a specific place when not used. This makes everything easy to find and 

all employees are then able to replace them after use. Tools with multiple functions can 

eliminate several tools. Having a clean workspace with tools in order can eliminate a lot of 

waste including: human energy, excess inventory, motion, using wrong tools and searching. 

When storing, the items must be located according to their frequency of use in the workday, 

and items used together should be stored together and in the sequence that they will be used 

(Hirano, 1996).  

(S3) Shining: This step does the cleaning work. A focus on periodical cleaning and 

maintenance of the work environment should be done. By cleaning during the work enables 

the process to stay organized and helps maintain equipment value (Hodge et al., 2007). A 

clean workings pace can decrease the social stress of the employees and increase process 

flow.  

 

(S4) Standardization: this method helps to standardize the activities and practices in the 

process. By identifying the work of each person in the workplace, the best suitable person is 

chosen for a particular position and people in the workplace should know who is responsible 

for what. Time is measured and maintained for each work that has to be done in the process. 

This will help to improve efficiency in a process or a workplace. Standardization creates a 

consistent way that procedures and tasks are carried out so that absolutely anyone understand 

the work.  

(S5) Sustaining: When all the previous 4S are implemented some rules and guidance are set to 

sustain, making a habit and following the right procedures and continuously repeating the 

steps of the 5s the practice. (Hirano, 1996; Hines et al., 2008; Liker, 2004; Saleeshya and 

Raghuram 2012)  
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Figure 2: 5S - Work organizations plan, Hines et al. (2008). 

         

2.1.4 (JIT-PD) Just-In-Time product development  

The just in time in product development (JIT-PD) is a system, where each design task is 

supplied with the required information, knowledge, or decisions, in the required form at the 

required time. JIT-PD removes sources of product development waste by making the right 

decisions, at the right place, at the right time in an organization (Gershenson and Pavnaskar, 

2003; Goforth, 2007). In a traditional process, design decisions related to product features are 

decided beforehand, at the start of the product development process. In JIT-PD, design 

decisions related to product features are not made until the product enters; say the detail 

design phase, which contains tasks that need those decisions as inputs. JIT-PD should expand 

profits and return on investment by reducing designs in progress levels, reducing unnecessary 

information, refine product quality, reducing design lead times, and reducing product 

development costs such as the holding and storage costs of information, costs incurred due to 

lost or misplaced information or decisions (Gershenson and Pavnaskar, 2003). 
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2.1.5 (QC) Quality circle 

Concerns employees in an organization, which is considered as one of the most fundamental 

factors when doing improvement of product quality and productivity in a process. Indicating 

the improvement of skills, confidence, competences and creativity of the employees through 

continuous education, exercise, work knowledge and involvement. This concept of quality 

circle has three major features, such as: It is a form of participative management, it is a 

human resources development technique and it is a problem solving technique. 

In practice the method involves a group of employees, at least 3 and maximum 12, which are 

doing related work in an organization. Under the leadership of a chosen supervisor, they meet 

frequently to discuss and identify problems, agree upon priorities and find reasons for why 

problems arise and propose solutions for them. Depending on organization and chosen 

department these meetings might concern product quality, process flow and control or safety 

issues (Saleeshya and Raghuram, 2012). 

2.1.6 Value Stream Mapping 

A product experiences several value-added and non-value-added activities, processes and 

steps before it’s in the possession of the customer. All these non-value-added and value-added 

activities put together comes under the term value flow or stream. Value stream mapping 

(VSM) is a lean tool that help you to visualize an entire production process, including 

information and material flow, to improve processes by identifying waste and its resources 

(Saleeshya and Raghuram 2012; Wee and Wu 2009). With the help of VSM a company can 

identify the cycle times, stock buffers, manpower placement, availability and use of resources 

and information flow (Womack & Jones, 2000). 

Seth and Gupta (2012); Jones and Womack (2000) define (VSM) as “the simple process of 

directly observing the flows of information and materials as they now occur summarizing 

them visually and then envisioning a future state with much better performance”. The method 

catches the entire transformation in the process from raw materials to finished product and 

highlights both value-added and non-value-added activities. The authors describe the 

importance of understanding the principles of Lean before one start mapping the process, as it 

forms the backbone of VSM. The principles are: state the value from customer´s perspective, 

distinguish the value stream, eliminate wastes, and make the workflow, pull the work rather 

than push it and follow to excellence level (Rohac & Januska, 2014). 
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The method has been used widely in manufacturing and production areas, but is not quite as 

common in product development and can therefore be difficult to apply (Morgan and Liker, 

2006). Most often, the physical materials are measured with a linear flow in manufacturing. 

However, in product development, simulated data are measured with nonlinear and 

multidirectional flows. PD is complex in a way because it involves iterative loops with 

information going back and forth, forming a complicated web of activities and creative minds, 

which makes it extra challenging to measure. Tyagi et al. (2014) and Morgan & Liker, (2006) 

states that VSM is a particularly great tool in product development, maybe even more 

powerful than in manufacturing. 

To identify the value stream is according to Hodge et al. (2011) essential and the first thing to 

understand to be able to implement lean. All steps in the process that occurs should be 

mapped either if they add value or not (Stuart, 2010). Namely VSM is of two varieties, 

current state map (CSM) and future state map (FSM). CSM collects the complete workflow, 

as it is, with information and data within a process, so that the process can be looked at from 

an improvement point of view. The purpose is to track bottlenecks and remove waste to make 

more lean improvements. With the CSM a brainstorming can help in the creation of a future 

state map (FSM) (Wee and Wu, 2009). The future state map starts from where current state 

map ends. This map improvises the current state map by identifying waste and its sources and 

eliminating them with essential tools (Saleeshya and Raghuram, 2012; Hodge et al., 2011; 

Wee and Wu, 2009). Here can the value added percent (%) and the processing time that the 

customer is willing to pay for, can be calculated as the ratio of the total lead time to value 

added processing time. Ultimately, problems in the process are identified and goals for 

improvement are made and placed on the future state map, which represents the ideal situation 

of the process (Hodge et al., 2011). 

This can be used in all types of lean implementation and strive towards Leans goal with 

customer satisfaction. But based on earlier studies VSM it’s not always the first tool to begin 

with according to Hodge et al. (2011). The main purpose for VSM is to identify bottlenecks in 

all different processes and can also see the potential in this processes (Rohac & Januska, 

2014). Hodge et al. (2011) also claims that the value added time is equivalent to the cycle 

time (C/T) and this makes the VSM a suitable tool for measuring the total efficiency. 
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2.2 Summary of Lean Tools 

Table 2: A summary of the conceptual framework chapter with the chosen lean tools. 
 

Lean Tools Explanation 

14 Principles Long-term thinking, eliminate waste, respect and challenge employees and 
continuous improvements and learning. 

Toyotas 5 
Applications 

Find the source of the problem, continuous improvements, respect, teamwork 
and to accept challenges. 

5s Sorting, set in order, shining, standardization and sustaining 

JIT-PD Eliminates sources of product development waste by making the right 
decisions, at the right place and at the right time. 

QC A form of participative management, a human resources development 
technique and a problem solving technique. 

VSM Helps to visualize an entire process, including information and material flow, to 
improve processes by identifying value adding and non-value adding activities. 

 

2.3 Lean in Textile Companies 

According to Seth and Gupta (2005) has the last years been interpreted by that many 

manufacturers in all different production areas want to start using lean strategies. Companies 

started to use Lean techniques to be able to fulfill customer satisfaction, to remove 

unnecessary waste and to have a more efficient stock-keeping unit. This made it easier to 

handle concurrence and also to satisfy the actual consumer demand (Hodge et al., 2011). The 

textile industry is not high represented in the use Lean even if the strategy doesn’t need large 

investments in technology or training (Christopher et al., 2004), but according to Hodge et al. 

(2011) a few in textile companies in the US applied Lean implementation. The goal for this 

textile companies was to understand and find out if this principles that was helping them in 

the striving towards eliminating non value adding activities and to get customer satisfaction. 

The textile manufacturers in the US during this time were facing hard concurrence on the 

global market and oversea manufacturers. This was the starting point for the willing to try the 

implementation of Lean to be able to survive this hard concurrence by working in a more 

efficient way. The Lean strategy is not dependent on company size and has for aim in all 

business to set the customer satisfaction first (Hodge et al., 2011). According to Hodge et al. 

(2011) and Holweg (2006) was the Toyota way one of the most cited references in 

manufacturing operations strategies, and in the textile area are the 5S and VSM the most 

common use.  Companies started to use Lean techniques is according to be able to have a 
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more efficient stock keeping unit and this made it easier to handle concurrence and also to 

satisfy the consumer demand (Hodge et al., 2011). 

2.4 Lean in Product Development 

Lean Product Development (LPD) is an “application of Lean principles to the product 

development process to eliminate waste” (Wang et al., 2012). Gautam & Singh (2008) define 

LPD as a method that aims to focus on the customer, striving to catch the voice of the 

customer to be able to define and maximize the perceived value of the customer. When 

maximizing value there are two parts to consider; eliminate waste and increase value, making 

a greater effort by the value added processes for the customer. To achieve the added value in 

the process a thoroughly investigating the customer needs can be done. According to Tyagi et 

al. (2014) are value added activities events in the process that bring the product forward and 

ultimately create values that the end customer are willing to pay for in order to get their job 

done. Examples of common waste in product development processes can be found in Kurt 

Salmon (2012) article and includes; wasted time, wasted motion, wasted transportation, 

excess inventory, over-processing and overproduction, defects and knowledge disconnect 

(extended explanation in non-value added activity). These common wastes should be 

minimized or if possible eliminated. 

 

Therefore, the LPD strive for a highly profitable and efficient, customer focused product 

development process. It encourages an integrated structure with good communication and 

close collaboration between different departments, suppliers and investors. This integration 

refers both to the steps and activities in the process and to the functionalities within the same 

process step (Morgan & Liker, 2006). 

 

The first step according to Womack and Jones (2003) is a model for the implementation of 

Lean is to define the value of the product, (Tyagi et al., 2014) which is achieved by 

thoroughly investigating the customer needs and what the customers are willing to pay for the 

products. The customers are the ones that define the value of the product and it is up to the 

company with partners to create such a product for that price. Finding out this information can 

be difficult, however with the help of research such as interviews and questionnaires it is 

possible to find out more about the customer requirements and needs. A combination of 

minimizing the waste and the integration of different steps help to create a good flow through 

the development process, which helps reduce the lead-time without adding more resources 

(Tyagi et al., 2014). Morgan and Liker (2006) also underline the importance of creating an 
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efficient resource flow, done by investing in more resources early in the development process, 

because then it is cheaper and much easier to change and modify the product. The people 

within the development process are another part of the LPD. A constant learning and 

development should be a natural part of the development process, since both the people and 

the process will benefit from a motivating and stimulating environment (Morgan and Liker, 

2006). This involves both the employees’ impact and a working information sharing system 

that guides them to keep challenge their competences and make progress and reach their goals 

over time. Which will require a strong commitment as well as extensive and long-sighted 

planning. As described before this means that organizations sometimes have to put aside the 

short-term economic goals, to be able to reach a long-lasting quality (Gingnell, Ericsson & 

Sörqvist, 2012). However, this is only possible if the top leaders in the organization are 

dedicated to the idea and are willing to put in investments for continuous improvements to 

succeed over time. 

 

A great part of succeeding with lean lies in the development phase, and build a well 

developed and thought out system to be able to create future products (Liker, 2004). So far, 

mainly manufacturing companies have carried out lean, which goes under different names 

depending on in which process it is applied, such as lean manufacturing and lean production. 

However, lean has in recent years also spread to other parts of organizations, for example to 

product development and service (Kennedy, 2003). Product Development processes is very 

complex, and so is the waste that can occur within these processes (Oehmen & Rebentisch, 

2010). 

2.5 Non-Value Adding Activities in Product Development 

Kurt Salomon (2012) identified six common lean wastes those need to be modified in the 

product development process at retailers, which will ultimately allow companies to cut costs 

and save time. The resulting six categories of waste are similar to those of lean production, 

but not identical. These are shown in figure 3. 
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Figure 3: Waste in PD 

 

2.5.1 Wasted time 
According to Kurt Salmon (2012) several retailers waste considerable time creating 

information too hasty or waiting for information that’s unavailable or created too late. 

According to Morgan and Liker (2006) no value is added while people wait for a product to 

process or the opposite where the product waits for the people. An example of wasted time 

could be waiting on materials, or when leaving a too big of a time gap between when a 

product is developed and launched. They also lose time between when a product is adopted 

when a style is accepted and the production order is placed, they tend to make the decision 

much earlier than necessary and are then drawn to go back and correct unnecessary small 

things. Morgan and Liker (2006) mean that this type of wastes is rather easy to identify and 

even improve. Kurt Salmon (2012) describe that the key to cut out lost time is to design the 

decision process with a focus on the longest elements of a product cycle. For example waiting 

for materials might be the longest part of the product cycle and big problem for some retailers 

that decide upon materials late in the process. One solution that could save considerable time 

for the retailer could be to adjust the process to a material first method (Kurt Salmon, 2012). 

2.5.2 Wasted motion  
According to Morgan and Liker (2006) wasted motion is any process that involves an 

unnecessary movement of people. Kurt Salmon (2012) explain that in the product 

development process examples of this could be lack of communication between divisions that 

leads to unnecessary changes of a style, poor organizational structure, a risk of creating too 

many designs that may not be adopted or ordering too many samples. This can result in an 
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inefficient and complicated way of working that according to Hines et al. (2008) could be 

made much simpler with good work environment, in order to be more efficient. Another 

common example is the considerable time that is wasted in unnecessary meetings. Where 

employees may not be prepared on beforehand, every meeting therefor needs one or two 

additional meetings and by cutting this amount of meetings and instead ensuring that each 

meeting has a clear goal and includes only decision-makers with knowledge of the topic 

retailers will save considerable time. But there are still waste to cut, several retailers order 

samples for each milestone even though there are any changes to be made that would need an 

additional sample. If a retailer would reduce the number of samples they would save both cost 

and time (Kurt Salmon, 2012). 

2.5.3 Wasted transportation 
Wasted transportation is defined as unnecessary movement of materials, people and 

information that the customer does not want to pay for (Morgan and Liker 2006; Hines et al., 

2008). Several retailers wait on samples to be shipped from developing countries for 

approving the samples, wasting a lot of time. Instead, retailers could train employees’ locally 

on quality standards and trust them to approve the sample at the factories. Technology is also 

a way to go, like sending 3D images of the sample or videoconferencing to make a feel of the 

style and approve from distance (Kurt Salmon, 2012). According to Barrie (2015) retailers 

can save a lot of money by using 3D fit for prototyping because this is cutting the lead times 

and also reduce the amounts of samples in the product development process. 

2.5.4 Excess inventory, over processing and overproduction 
Each person working in an organization can be very lonely in his/her role and is likely to 

breed over processing. Over processing stands for unnecessary processing steps to fulfill 

customer requirements, which is the most challenging type of wastes to expose (Tapping & 

Shuker 2003). For instance, most often a designer work on collections for a month or longer 

before the buyer put a plan together. This lack of communication most often results in major 

modifications on the styles later on. A solution to this problem could be so that the retailer 

makes a rough cost plan for the style and then hand over it to the designer who then starts 

designing the prototype. In this way one can ensure that the designer not will use materials 

that the retailer cannot afford. Another fix to this problem is for the buyer to, before the 

designer selects the fabric, convert the line plan into a target price per yard and in that way 

also make sure that the designer would not use fabrics that the retailer couldn’t use (Kurt 

Salmon, 2012). 



 

 17 

According to Hines et al. (2008) overproduction may result in an indifferently flow of 

information and products by producing too much or start producing too early. According to 

Trent (2008) this is the biggest enemy in lean since it is the foundation for all the other 

wastes. The author further means that it’s better to have idle production capacity than 

overproduction. Overproduction will also result in higher cost and poor customer satisfaction. 

Excess inventory is often an outcome of overproduction, which stands for the remaining of 

products in the process. The extra product may become obsolete and ultimately take extra 

resources in production and preservation (Morgan and Liker, 2006). 

2.5.5 Defects 
Defects and errors stand for defective work in meeting customer requirements, force putting 

extra resource for modification or redesign (Liker, 2004). This can according to Hines et al. 

(2008) be caused by incomplete information, quality problems and delivery ability. People 

say that any product that is not completed nor bought by the customer is a waste. Defects on 

styles are most often a result of a lack of communication and arrangement between the vendor 

and retailer concerning quality and design standards. One way to curb these defects could be 

to empower the vendors with a well-defined understanding of the quality standards that the 

retailer has, this will enable the vendor to identify and fix defects before sending the style 

(Kurt Salmon, 2012). 

2.5.6 Knowledge disconnection  
Working with too many vendors or a too big of a team with a lot of different opinions can 

create unnecessary complexity to the product development process and poor relationship with 

them are often a great source of wasted knowledge. The author means that in order to make 

improvements on the product development process a stable vendor base is required. This 

statement is supported by Tapping & Shuker (2003) who believes that it is beneficial to have 

a smaller supplier base and instead focus on closer business relationships. It has never been 

more essential for retailers to ensure that their product development processes are as lean as 

possible. A leaner product development will save both money and time, it will enable staff to 

focus on where they can add the most value and ultimately create impeccable quality and 

innovative styles (Kurt Salmon, 2012). 
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3 Methodology 
In this chapter the researchers describes the choice of method and why the chosen method is 

relevant to this study. It also describes how the study's empirical data was collected, analyzed 

as well as how the interviews and observations were conducted and why these are important 

to the investigation in terms of validity, reliability and relevance. 

 
Figure 4: Research Strategy 

 

3.1 Research Strategy 

The purpose of this thesis is to examine the possibilities to provide recommendations, from a 

lean perspective, on how to improve the efficiency of a Swedish branded retailer´s sample 

process by removing non-value adding activities. The study strives to answer the following 

main research question, also mentioned in the introduction chapter (section 1.4). 

3.1.1 Abduction 

According to Bryman (2012) choosing the right research approach is an essential step in the 

search for an answer to the given research question. According to Patel and Davidson (1991) 

abduction is a mix of the inductive and deductive approach. This thesis includes therefore 

abduction. According to Kovács & Spens (2005) abduction is also in line with research of 

logistics because it’s the overriding choice of method in different business logistic researches 

and for testing existing theories.  

 

The starting point of this research was when the researchers met with the case company and 

identified a problem, which was an inefficient sample process in terms of high cost and long 

lead times. They wanted to see if improvement could be made from a lean perspective. With 
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this information, the researchers started to look into the different theories in form of previous 

research within the area of the study to create an understanding of the subject. Furthermore, 

the researchers examined and evaluated what information was missing in the theory to 

understand what kind of empirical data that should be collected. Collecting the empirical data 

started with semi-structured interviews being conducted with employees at the company, as 

well as observation of the fitting in the sample process, to be able to get a practical 

understanding of the process and compare with the initially found theories. The researchers 

then came to realize that the theory needed to be expanded and complemented with new areas 

of research. Theories were found and compared with the empirical data. The researchers went 

during the progress of this research, in between the empirical and theoretical data, along the 

project, to be able to create a framework that could generate a well-structured analysis and 

conclusion. 

 

Figure 5: Abduction process, Kovács & Spens (2005)  

 

 

3.1.2 Case study 

The thesis analyses the sampling process of a branded retailer in the Swedish fashion 

industry, which is according to Yin (2006) referred to as a case study design. According to 

Yin (2006) a case study is used in situations where researchers want to bring forth knowledge 

and experience from the real world. In this way, the researchers can through a case study, see 

the real situation of a sample process of a branded retailer and compare this to the conceptual 

framework in order to answer the research questions. The researchers have therefore used a 

single case study, which Bryman (2012) means will gain a greater understanding of the 

specific issue in order to add knowledge or strength from existing theories. Yin (2006) agrees 

and states that a case study is most often used in the empirical research of a modern 

phenomenon and its environment through aiming on one particular part. The design also 

refers to a situation where the researchers need to learn more about a specific case that could 

be a problem in a particular work situation.  
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3.1.3 Mixed method approach 

According to Bryman (2012) the research strategy concerns the distinction between 

quantitative and qualitative research, and derives from the way the data is gathered and 

analyzed.  

 

Mixed methods are an advantage with a given problem. Therefore, due to the nature of our 

purpose together with the case of exploring the current sample process of a branded retailer, it 

will require a quantitative research approach when looking at lead-time, amount of samples 

and costs. Without this there is a risk of low validity (Rajasekar et al. 2013). Considering that 

this kind of study entails a thorough investigation of five different sample processes by 

comparing and mapping the non-value adding activities, it highlights the quantification in the 

collection and analysis of data, rather than words (Bryman, 2012). However, to combine this 

method with qualitative research it can support and create a greater understanding of the 

meaning of the numbers found by quantitative research. This in sense of observations at the 

branded retailer, received documents from the company concerning the sample process as 

well as from the semi-structured interviews with experienced staff members working within 

the sample process. When it comes to studying the strategies behind the flow of samples, a 

qualitative research will also give a better foundation to determine the why's and how´s of the 

process (Farquahr, 2012). 

 

Since qualitative research is very resource intensive to structure, process and interpret 

(Bryman & Bell, 2008), we took this into consideration when the study´s execution was 

planned. The timeframe was very limited, which contributed to why we narrowed the research 

according to the study's delimitations.  

3.2 Data collection 

The collections of data were performed during two months in the spring of 2015. The 

researchers had three initial meetings with their contact person working as a Buyer at the 

branded retailer. In this way they got an introduction to the topic of the thesis as well as 

information regarding the problems of the sample process that the retailer experience today. 

The data collection continued further during these two months with seven semi-structured 

interviews, two participating observations and received documents all concerning the sample 

process. 
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3.2.1 Interviews  

The first interview were conducted as an introduction, to get familiarized with the sample 

process, with an assistant buyer, who has been involved in the sample process and actively 

worked for new and better ways of improving the process process. The interviews were 

conducted as an open interview without fixed questions. The main purpose with this type of 

approach were to let the interviewee in that way talk about the sample process without being 

stimulated by the researchers opinions and concerns (Bryman, 2012). Correspondingly it was 

a great opportunity for the researchers, in the initial stage of the thesis, to get a clearer picture 

of how the process looks like and its difficulties. 

 

The researchers conducted a total of seven interviews with the branded retailers’ employees 

working in different areas of the sample process. Since a part of this research is of qualitative 

research method, the researchers intention was to make a qualified analysis with a semi-

structured approach on the rest of the interviews. According to Bryman (2012) the objectives 

of semi-structured interviews are for the researcher to work out a suitable guideline for how 

the interview will be made and what areas should be brought up. During the interviews the 

researchers had a set of questions that was asked with continuous follow-up questions. Flick 

(2009) and Bond (2006) reason that this method lets the interviewee talk freely, ease the flow 

of the conversation and uncover experiences which are very important for the respondent. All 

the interviews started with the researchers introducing themselves and the subject together 

with the purpose. The respondents were also informed that the interviews were recorded as 

well as that they will be anonymously referred in the thesis work. This was informed to make 

the respondents feel comfortable and talk freely during the interviews. The researchers also 

received documents with information regarding each of the styles mapped and also with 

general information concerning the sample process, to be able to, complement the work if 

needed. One of the interviews were conducted via Skype, due to distance while the other 

interviews were led in a meeting room at the head office in Gothenburg. The conducted 

interviews are attached in Appendix.  

 

Since the sample process is a central part of the study, the researchers interviewed employees 

who are related to this process, in order to collect the most relevant and extensive information 

as possible within the area. All respondents had specialized knowledge working in different 

positions in the process were selected as respondents to the study. They were chosen for 

interviews to create an overall understanding for each of the five-sample processes and also to 

see these processes from different angles. All respondents received the same questions at the 
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beginning of the interview that dealt with the same areas. However, some of the questions 

were adapted to the respondent's position in the company. The researchers had in mind that 

there is a risk of influencing the respondent in some ways, this may in turn influence the 

response and information can be misleading. Therefore, the researchers paid extra attention to 

ask neutral questions during the interview to not lead the respondent in any direction.  

 

During the interviews the same areas were covered in the same order, which makes it easier 

for the researchers to later on sort, code and analyze the results. After that the researchers 

introduced themselves, the respondents were asked to give a short presentation of their own 

background in the profession and which part of the sample process they work in today. In the 

interviews, the respondents gave their view on the chosen sample process and later a more 

general picture of problems in the process and how these can be solved.  

 

Bryman and Bell (2008) argues that if the interview questions are sent in advance to the 

respondents, there could be a risk that the respondents do not leave any spontaneous response, 

and that the discussion will be limited. Therefor the researchers decided to not send the 

questions in advance, but informed the respondents about the specific process and style that 

the interview was concerning. This was, so that the respondent could bring related documents 

and other type of information regarding the process. 

3.2.1.1 Value Stream Mapping 

The quantitative part of the research was a value stream mapping of five different sample 

processes from the idea of a new style to the start of production. The mapping of the 

processes gave the researchers a good overview of the current state in order to find the non-

value added activities (Liker, 2004). For the mapping the researchers used post-its in different 

colors to be able to visualize the processes and its activities during the interviews. Hodge et 

al. (2011) claims, that through VSM, the researchers can calculate the value added time by 

dividing the cycle time with the number of samples in the process (Lead time/number of 

samples = value added time). This could be to produce one sample by dividing the lead-time 

by the number of samples for different samples in the process. This will give the researchers 

the value added time. The researchers were aware of that this value added time will be 

approximate because of that the transport and other factors are not value added time, which is 

included in the lead time. The awareness of this will minimize the chance to not draw the 

wrong conclusions, since the purpose of the study is to understand the non-value added 

activities. The table below shows the different steps when mapping the five sample processes:   
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Step 1:  Selection of company and supervisor 

Step 2:  Select process - Sample process 

Step 3:  Identifying all different sub processes in the sample process 

Step 4:  Map the lead time and amount of samples  

Step 5:  Identify the non-value adding activities 

Step 6:  Calculate total lead-time 

Step 7: Comparison of result 

3.2.2 Observations 

The researchers combined participating unstructured observations and interviews in order to 

get a good overview of the sample process (Aspers, 2011). The researchers made participating 

unstructured observations with the purpose of studying the fitting of samples. This was done 

to get a greater understanding of the process and the people involved. The researchers wanted 

to investigate the normal situation that occurs during the fitting, with a paper and pen, to note 

down what's happening in the fitting room. This was done so that the researchers could look 

back and remember the situation through the written notes. According to Bryman (2012) the 

participant observation method can give the researcher a full picture of the situation. This 

method is good when studying a group or an organization because it shows the contexts and 

the conduct around it. Aspers (2011) describes that sometimes this method is better than 

doing an interview, this because the researcher can act in the real field and in this way get a 

better understanding of the area. The researchers are during the observations participating in 

the real situation, which is normal for the employees and this is according to Aspers (2011) 

creating an understanding of the activities and situations that occurs.  

 

The researchers did not use an observation schedule, due to the fact that they didn't want to 

limit the observation and this can be related to Bryman (2012), who means that an 

unstructured observation is a way of studying a phenomenon without given frames. After the 

observations the researchers were noting down the impressions of the fitting to not forget 

important details later on.  
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3.3 Data analysis 

The data analysis stage is fundamentally about data reduction according to Bryman (2012), 

meaning that it is concerned with reducing the large scope of information that the researchers 

have collected so that they can make a conclusion in the end. 

 

All data gathered from the respondents during the interviews was recorded; in this way to 

ensure a higher reliability of the empirical data, to have a record of what is said from each 

respondent and for the conversation to be as casual as possible. Subsequently after the 

interviews, the researchers transcribed and discussed the gathered data in order to identify 

themes and areas that have a connection to the research purpose. The gathered data from 

interviews and observations was transcribed and the additional documents received were used 

to double-check the answers. The researchers then used different colors to sort the data into 

different groups to be able to easier handle the data. This is according to Bryman (2012) 

called coding, and is a good way to analyze the gathered data.  

 

The case study will be more valid with a use of data from different sources (Yin, 2006). Since 

the researchers conducted both interviews and observation together with additional documents 

regarding the different processes, Farquhar (2012) means that this combination of different 

sources that is analyzed is called triangulation. This could be valuable in a case study research 

because the different sources provides wide base for the research. Triangulation will also give 

the researchers the ability to draw conclusions in the analysis of the data with input from 

different sources. This will strengthen the validity of the study if the different sources support 

each other and point in the same direction. By using more than one approach the researchers 

will also strengthen the conclusions because it makes it easy to check with the different 

sources (Peterson, 2012).  

  



 

 25 

3.4 Research Quality 

Collins and Hussey (2009) discuss the challenge that lies when you investigate research and 

how theories and models are reliable and consistent with the empirical observations, for 

instance, placing and transferring theory into real life. In this context, the validity and 

reliability are key concepts. 

3.4.1 Reliability and Validity 

Reliability means the absence of random error and is connected to the contribution, if the 

study could be made again and gets the same findings. If the study is replicable this shows 

how reliable the method is (Bryman, 2012). The study will by performing a value stream 

mapping identify the current state of each of the five processes and thereby find the non-value 

adding activities. But the researchers will have in mind that there will always be continuously 

improvements or changes in the processes and the mapping of the processes will represent a 

current state. By understanding the current state of the processes the researchers will be able 

to find out deeper information from the interviews and know what to look for in the 

observations. These findings also represent the current state of the branded retailer. The 

research will be able to get the same findings by replicate the study of the current state and 

this gives the research high reliability of the current situation. 

 

According to Bryman (2012) people tend to say that they do something that in reality looks 

very different. Therefor this case study contains observations, interviews and a value stream 

mapping to be able to minimize the chance of getting the wrong information. By triangulation 

the researchers can understand the reality easier. 

 

According to Bryman (2012) and Yin (2006) validity has to do with if the study measures 

what it aims to measure and fulfill the purpose. This is something that could be a problem, but 

to solve this the study will focus on understanding the problem by looking at how five of the 

sample processes looks today to be able to remove unnecessary waste by a value stream 

mapping. By understanding the current state the study will have easier to understand how to 

improve the non-value adding processes by the support from the conceptual framework. It´s 

also necessary to understand if there are explanations to the given result of the study that the 

internal validity express (Bryman, 2012). The researchers of this thesis have taken this into 

consideration while constructing the interview questions in order to understand why people 

answer in a specific way. This was also considered during the observations to not disturb the 

normal activity. If the research could be generalized in the studied field the research could 
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also prove the external validity (Bryman, 2012). The researchers believe that the research 

could be generalized to other retailers to some extent because of that the PD look similar in 

other companies. But this needs to be tested in accordance to Yin (2006), because 

generalization is not automatic.  

3.4.2 Relevance 

The authors see that the research is important in the field because of that lean strategies are 

not high represented in textile companies and within the area of product development. 

Bryman (2012); Collins and Hussey (2009) are mentioning relevance as the contribution of 

the topic to the scientific and managerial field. The authors think that this research can 

encourage further research in the area that can cover the research gap that exists today of lean 

not being high represented among textile companies and in their product development. The 

researchers also believe that they can, by this research, improve the knowledge regarding 

efficiency in the sample process both at the case company as well as in the research field.  
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4 Empirical Findings 

In this chapter the researchers introduce the collected empirical data from the case company. 

Starting with an introduction to the case company with information regarding the sample 

process and its activities, the 5 mapped processes and end with generic problems that have 

been found in the process.  

4.1 Company Information 

The researchers have chosen to look at a Swedish branded retailer. The company's 

headquarters are stationed in Gothenburg where the purchasing teams are working. The 

buying teams include a buyer, buyer assistant, designer, design assistant, pattern designer and 

garment technician and further more each team is supported by a product manager, which has 

the overall responsibility of the assortment. Other departments such as IT, finance, logistics 

and marketing are also located at the head quarter. All communication and systems are 

consistent throughout the company and the teams communicate through a program called 

Quest as well as e-mail with the production offices (PO) to work together towards meeting the 

customer demand. The PO is mainly oversea but also nearby in Turkey. The production 

offices have the overall contact with the suppliers that also are located in the different 

countries below. 

 
Figure 6: Production Offices, Internal data from company report (2015).  

  

4.1.1 The sample process 

During the last year a transformation of the overall sample process has been implemented for 

a more effective process, but according to Buyer assistant 2 (2015); Buyer 2 (2015) this is not 

practiced by all employees and has not been monitored or followed-up by the management. 

Buyer 2 (2015) believes that there is a lack of commitment from the employees because of 

different reasons, one example is laziness and some are stuck in old routines. The 
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development process for a new product starts according to Buyer 1 (2015) with an idea, rough 

price and quality direction. After that the Designer sketch simple measurement, based on 

already existing basic pattern or create new ones. The value drivers are in focus at this stage 

and are discovered by the designer and the buyer. The value drivers “Indicates the most 

important thing that gives the style the correct look and right appearance in order to make it 

valuable for our customers” (Sourcing manager, 2014). The value driver is very important to 

communicate to the suppliers and the production office so they don’t compromise on these 

aspects for the style.  Examples on value drivers could be: quality, width in skirt, washed and 

worn out look or a print. The designer then sends the information of the new style to the PO 

through Quest in the chosen production country.  

Depending on chosen country and type of style, the office in Gothenburg hears back from the 

production office within a couple of weeks and a development sample arrives for approval. 

The designer and buyer then decide if they want to drop the style or continue the process and 

keep the style in the assortment. When the product decision is taken the inquiry is created. 

The inquiry contains a sketch and information about the artwork (color, details, measurement 

list, quality, quantity, size range, value drivers, delivery date, and target price). If the 

information is available the inquiry should also contain a style reference, pattern, campaign 

and sample. The order is the contract between the company and the supplier according to 

Sourcing manager (2014). This order agreement should contain price, quantity, delivery date, 

updated details, delivery and payment terms and the standard terms. With all information on 

one place this helps the process to become faster, find correct price and find the right supplier 

for the work. It also prevents the process from double work and misunderstanding. “Missing 

information means supplier will keep buffer margin bigger just in case and when they receive 

the exact information they will get back to us if they are losing money, but never in the 

opposite situation” (Sourcing manager, 2014). The process continues with that samples are 

sent for approval. The different sample stages are: 

 

Figure 7: Company´s sample process, Internal data from company report (2015). 
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4.1.2 All different samples 

Development sample: The designer makes a sketch of a style together with the buyers’ 

information of something new that they want to see in the assortment or it can be an 

improvement from a previous style. There are always three development samples produced so 

that the supplier, PO and buying office have the same reference. 

 

Collection sample: This sample is developed by the supplier, and is only produced in one 

sample and is handled in the same way as a development sample. 

 

First sample: This sample is created to see the right style and fit. Everything should be 

correct, with exception from color and artwork. 

 

Size set (S/S): This is a sample that represents each size or a couple of sizes of the style, which 

should be made in correct quality or as close to it as possible. This sample is normally made 

after first sample approval. 

 

Strike-off: This is a sample of the different prints that is sent before the production start. This 

sample is normally made after first sample approval. 

 

Counter sample (C/S): This sample should be approved before production starts and 

everything should be perfect, since the testing will be made on this sample. If this style comes 

in different colors all this will be send (Buyer 4). 

4.1.3 Fitting of sample 

The fitting of samples takes place three times a week in a small room of approximately 6 m2. 

For the entire fitting except for children’s wear they have a model that always is there. The 

fitting starts with that the team start the computer and go through each style to update each 

other on what have happened with the style at the previous steps and if the production office 

have any comments on the sample. The fitting then starts and the model tries each sample. 

The GT and designer look at the fitting and talks to everybody about the fit and the design and 

buyer assistant takes notes of everything that is mentioned. The fitting of each sample takes 

between 2-12 min /sample (Observation 1; Observation 2). 
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4.2 Current state of five styles 

The reader gets the understanding of five specific products during sample processes in 

connection to different production markets. 

4.2.1 Sample process 1: Ladies wear - Top  

According to the Buyer 1 this development of Sissela Top started with an inspiration picture 

of the style, which they brought to the fitting room together with the garment technician for a 

discussion of how they could make good measurements from the picture. An inquiry of 

measurements together with the quality instructions was the send to the production office 

(PO) for approval. The answer and approval from the PO came the same day. Less than a 

month later, the head office in Gothenburg receives the first development sample from 

Bangladesh. The PO sends an email to let the head office now that the sample is on the way. 

Due to Christmas holiday the team at the head office decide to wait with the fitting of the 

sample until after the holiday. The fitting of this sample was made in the beginning of January 

and approved immediately because of the well-prepared measurement and picture that was 

sent earlier, so this development became a first sample directly. The Buyer 1 describes that 

this is very unusual to go from development to first sample immediately, but believes that this 

happened because the decision was clear from the beginning with what they wanted with the 

product. After the fitting approval the Buyer1 send an email to PO with a confirmation that 

the sample is approved and also starts to price negotiate. The PO is just a middleman and 

takes care of the negotiation towards the supplier. The PO responds to the head office in the 

end of January with the price information, that the Buyer confirms the next day. The style is 

then booked in the end of January when the Buyer 1 received the price information. During 

this time the Buyer 1 also thinks about adding a new print with stripes to the style. This 

because of that the print was so popular in another style. The order is then sent in the 

beginning of February to get the delivery in the right time. 

 

The strike off for the print arrives to the head office in the end of February and the Buyer 1 

then decides to also include this in the order. However the strike off for the solid black also 

decides to be improved. The new and improved strike off is confirmed received and 

confirmed in the end of March. The Designer 1 discussed that this instead could have been 

approved at the production office to save some time and cost. The counter sample arrives to 

the production office in the beginning of April and is confirmed for production with some 

small changes that same day. In the picture below, a total lead-time is divided by the total 
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amount of samples, which results in an approximately value added time (C/T) for this sample 

process. 

 

Figure 8: Sample process 1  

 

 

 

 

4.2.2 Sample process 2: Children wear - T-shirt  

According to Buyer 2, the team including, designer, buyer, concept designer and product 

manager met in the beginning of March, 2015 to have an assortment meeting and plan the 

style. The designer made a sketch of the style and the others approved immediately. As a 

result, the inquiry was saved in Quest and then sent by email the next day to the merchandiser 

at the PO. During the next three days, the merchandiser at the production office negotiates 

with different suppliers that are potential manufacturers for the order. The buyer then receives 

information regarding price and the supplier confirm this at the same time via email. A few 

days later the design file is sent to the PO, which in their turn sends it to the supplier. 

 

In the end of March the team decided to change the style on the t-shirt, this because of an 

inspiration trip where they saw this upcoming trend and really wanted to try it out in one of 

their styles. Buyer 2 describes that this is not common this late in the process, but even until 

the counter sample is approved changes can be made. But that is of course something that will 

increase the price. After discussing the changes, the assistant buyer contacts the production 

office, by email, asking if it’s possible to make any changes and still hold the deadline. They 

receive respond immediately with information that the PO stops the first sample and the 

supplier confirms the changes and deadline. During the next day the designer send the new 

artwork of the style with new fitting and print to the PO that further sends it over to the 

supplier. In the beginning of April the first sample is sent to Gothenburg and during the next 

day the fitting of the style takes place. The day after that the buyer assistant confirms the 

sample with improvement on measurement through email. At the same time they also receive 

the new cost breakdown after the changes of the style and has been negotiated by the PO 

earlier, so they approve this. Five days later the PO receive the counter sample and approve 

this locally but also send one as a reference to Gothenburg. The counter sample arrives in 

Gothenburg the next day and the assistant gives an ok in Quest on the sample. In the picture 
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below, a total lead-time is divided by the total amount of samples, which results in an 

approximately value added time (C/T) for this sample process. 

 

 Figure 9: Sample process 2  
 
 
 
 
 
 

4.2.3 Sample Process 3: Children wear - Dress 

Development with a sketch and further information are sent to the PO in India in the 

beginning of September. According to the Product Technician 1 (PT1) the first sample was 

send to the PO in the beginning of September. A couple of weeks after the buyer went to 

India and sees the sample locally. The buyer then notice that the price is too high and the 

amount of frills are too many on the dress, therefor they decide to remove some of the frills 

and by that also the price will decrease. In the end of October they send the inquiry from the 

office in Gothenburg to PO and receive the 2nd sample in 2 sizes in the beginning of 

December and five days after they send their comments to the PO and reject the sample. 3rd 

sample was rejected locally at the PO and this information was not communicated to the head 

office in Gothenburg, but updated in Quest. The PT mean that this information is no use for 

the headquarter in Gothenburg, it’s only in exceptional cases if they’re waiting, they can 

include comments in Quest. In the beginning of January the 4th sample in 2 sizes are received 

at the PO and immediately sent to Gothenburg for approval. The samples are then approved at 

the head office a few days later with some corrections and a counter sample are ordered at the 

same time with approval at the PO through Quest. The counter sample in 2 sizes arrives to the 

production office in the beginning of February and approves locally the same day, also with 

some further corrections. 2 counter samples are sent to Gothenburg for reference. In the 

picture below, a total lead-time is divided by the total amount of samples, which results in an 

approximately value added time (C/T) for this sample process.  

 
Figure 10: Sample process 3   
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4.2.4 Sample process 4: Underwear - Panties 

The idea of a new improvement of a style was sent to the PO in the end of September. The 

buyer assistant 1, mean that this style with a laze has been in the assortment before, and now 

they decided to do the same style more basic and in another quality. About a month later the 

development sample is made and sent to the office in Gothenburg. The fitting takes place in 

the middle of November, and they also take the decision that they want to have a first sample 

with some correction sent to them. The inquiry is sent to the PO in the end of November with 

measurement, price and quality instruction. The first sample was sent from PO in the middle 

of December and a couple of days after the office in Gothenburg had a second fitting of the 

panties, where they decided that the measurements was not complete, they needed to reduce 

the waste line, and therefore ordered a revised sample. This was communicated by email to 

the PO that same day. According to the buyer assistant, this can happen when you change the 

model of a style even if you use the same fabric, the fabric can behave differently depending 

on model. The second sample arrived to the office in Gothenburg in the beginning of January. 

The team had a third fitting of the style after one week and then decided to approve the style 

with some corrections and leave the next sample approval to the PO in Hong Kong. The PO 

receives the third sample in the middle of January; a few days after they revise even this 

sample due to the wrong measurements and therefore a fourth sample is ordered. This sample 

arrives in the end of January and responds to this in the beginning of February with approval 

and orders a counter sample so that they can confirm the different colors. The order is made in 

the end of February. The counter sample doesn’t arrive until the end of march and are a few 

days after approved by the PO, even though the color of the seam is not correct, the buyer 

assistant says that this is not common to approve when corrections need to be made, but in 

this case it's done anyway in Hong Kong who also send a sample as reference to the office in 

Gothenburg. In the picture below, a total lead-time is divided by the total amount of samples, 

which results in an approximately value added time (C/T) for this sample process. 

 

Figure 11: Sample process 4  
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4.2.6 Sample process 5: Underwear – Bra 

The idea of this development started from the designer, who sent out the development with 

measurements, quality and design in the beginning of September to the PO. A product 

developer at the PO in Hong Kong receives this information by email and decides upon a 

supplier that can do the job for the right price. The development sample arrives to the PO in 

the beginning of October and three days later to the office in Gothenburg and at the same time 

they receive price information via email from the supplier. 

The team at the office in Gothenburg decide to include the diva stripe bra in the assortment 

during that same week and a month later the inquiry is sent to the PO because then they have 

decided how the stripes should be. In the end of November they are trying out the 

development sample and the fitting is ok with only a few adjustments. So they indicate that 

they want the first sample sent to the PO via email, also they specify what order date, 

quantity, size range and other information in the email. The merchandiser at the PO sends 

therefor this information to additional 3 suppliers to get a sample from them and a price 

quotation. When PO receives the different samples from the suppliers they choose the best 

one, which is then sent to the office in Gothenburg in the end of December. In the beginning 

of January the PO get new samples from a new supplier that did not do the first sample as 

good as the others but this 2nd sample is send to Gothenburg as reference. In the beginning of 

January the order is booked at the new supplier due to the good price and the next sample 

should be send and approved at the PO. In the end of January the new sample is approved by 

the PO and sent to the office in Gothenburg as a reference. The PO ask for a size set and 

receives this in the next month in three different sizes and have some comments, but say that 

if the supplier change this they can send the counter sample next. In the middle of April the 

counter sample is sent to the PO, where they approve the sample and send one sample to the 

office in Gothenburg as a reference. In the picture below, a total lead-time is divided by the 

total amount of samples, which results in an approximately value added time (C/T) for this 

sample process.  

Figure 12: Sample process 5  
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4.3 Observations 

4.3.1 Fitting 1 – Knitted women’s wear 
Buyer assistant explained to all team members about each style that was tried, by looking in 

the program Quest, to refresh everyone regarding the styles. The team looked at a total of four 

styles during the first fitting. During the first style there were a fitting of three pair of sport 

tights, the team noticed that the changes that they asked for at the latest fitting not have been 

corrected. With these pair of sport tights the team was working directly with the supplier and 

this is harder than working towards the PO. This was an improvement of a style and all three 

samples were revised. The second style that the models were trying was a pink sweater that 

was a 2nd first sample. The team discussed the measurements, fit, color and then approved the 

sample, which the buyer assistant noted done in Quest. The third style was two skirts that was 

made in two different colors and also produced in different countries. This was because that it 

was a big order and the buyer didn’t want to put all the risk in one production country. Both 

samples were revised because of the length of the skirt and the inquiry must be updated with a 

measurement list. The buyers were the only decision maker of this style. The fourth style was 

a black dress that the team changed to a white and blue striped dress in a totally different 

model. 

4.3.2 Fitting 2 – Weaved women’s wear 
During this fitting there were one model and four people from the team. The first style was a 

red pair of trousers that was produced in Turkey. The supplier was not fulfilling the team’s 

expectations, they realized that a lot of changes have to be done and the trousers should be in 

stores within a week. There was a misunderstanding of the style between the head office and 

the supplier due to lack of information in Quest. The second style that the model tried on was 

a printed blouse that also here didn’t quite fulfill the team's hopes. The designer expressed 

that she was sure that the supplier would understand what she meant and wanted in her 

instructions in Quest. Therefor the team decided to include more details in the inquiry for the 

revised sample. The third style was a development of a dress from China. Everyone in the 

team was involved with new ideas. The sample was revised with some new measurements. 

The final style was also a development, a pair of black flair Jeans. These jeans were approved 

immediately because of the good fit. 
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4.4 Generic challenges in the sample process 

General question were also asked to the respondents regarding problems in the whole sample 

process beyond the 5 mapped sample processes. 

4.4.1 Uncertainty and Obscurity 
A big problem is decision making, one may want to go in one direction and another in the 

opposite direction with a style. When there is uncertainty in the team regarding a specific 

style this could lead to either to changes later on, or that they send out a request on a 

development but when the sample arrives they drop the style. It’s a lot of opinions and 

thoughts that are going in different directions and this could make them lose the red thread 

(Designer 1). 

 

Buyer Assistant 1 mean that the managers need to have clearer directives and dare to decide 

upon things, sometimes this could be a result due to lack of knowledge and experience. The 

team should be more clear and sure in the beginning on what they want when sending a 

development style. Sometimes changes are made late in the process that could have been done 

from the beginning at the development stage and not after first sample (PT). A reason for this 

could be the collections meetings that they have, where they bring up a lot of changes in the 

middle of the sample process. A solution could be clearer product decisions in all parts of the 

processes. This means in the team, in the planning stage and in the collection meeting. In 

these meetings they decide upon the overall assortment and determines the major trends, 

frames, colors, patterns and it's also there the decisions should be established, which buyer 

assistant 2 feel that’s not really true. Because even if something is determined at that stage, it 

might still be changed later, and will then come down on them. Further buyer assistant 2 also 

mean that they must become clearer about how they work with the developments, that it 

would be beneficial if they could have a better process initially.  

4.4.2 Drop a style 
When products are not well planned this could be the result Buyer Assistant 2, it happened 

four times during the previous six months that they dropped a style at the same stage as the 

counter sample. This happens when the whole team aren’t synchronized and don’t know what 

they want with the style from the beginning. PT describes that same styles could be places in 

different countries but they have to start from scratch in one country on a style that already is 

made. The price is according to Designer 1 also one thing that could make the team drop a 

style. This could happen late in the process if the communication of the price is lacking from 

the beginning, the right quality that they want to produce indicates what price level this 
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product should fit into. This information guides the process and if the style drops in the end 

this could be extremely expensive. Buyer 3 discuss that when they have to cancel a far gone 

order, one option is to buy themselves out from the order, which results is a waste in 

transportation, samples, working effort and money. 

4.4.3 Time 
One reason for canceling an order could be that a problem occurs at a late stage in the process 

and they don’t have the time to find a solution (Buyer 1). Another reason could be that the 

product decision was wrong from the beginning and not thought through. “It happens that we, 

in the end, stand there with a lot of fabric that we need to buy us out from” (Buyer Assistant 

2). In most of the canceled orders where the fabric is booked, it can be used for something 

else but if not they have to take care of it and hopefully use it for something else in the future. 

These situations are most common when purchasing styles from Turkey and one reason for 

that could be that they don’t have time to think the style through and the styles are often more 

complicated with difficult measurements. “With Turkey it’s a combination of complicated, 

late and fast decision which I believe it needs to be room for” (Buyer 1). 

4.4.4 Trying out samples  
Three times a week all departments try out all the samples in fitting rooms with the team 

responsible for the style. Sometimes it’s hard to be efficient in the fitting rooms, due to the 

small amount of space that should fit a team of seven people including the model. The critical 

point in this part of the process is the startup time to remember the style. What have been said 

before and what corrections and changes need to be done now. The teams have to remind each 

other, to not waste time in the fitting rooms. Also they give each other the opportunity, with 

so many people involved, to change things on the garments that you necessarily do not need 

to be changed. It is not common that the whole team go through the styles before the fitting 

(Buyer Assistant 1; Buyer Assistant 2; Buyer 1). 

 

During the fittings it is not always necessary for the whole team to be included. Therefor, 

Buyer 3 believe that there is a need to reduce the amount of people involved in the fitting 

rooms and only have the employees responsible for the different styles in the fitting rooms. 

Employees want to be there because it’s fun and also because they want to see the style that 

they are working with out of curiosity. It’s important for everybody to be involved in the 

development sample stage, but not necessarily after that. The fittings could also be more 

efficient, because at the moment the Garment technician (GT) are running in between the 

fitting room, which makes people wait (Buyer Assistant 1. The fitting is also according to 
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Buyer Assistant 1 tricky due to the time aspect. The fitting goes on for two-twelve minutes 

and it’s hard to get the right understanding during this short time of the style. “It’s a pity if we 

take wrong decisions because of this that could have been made from the first fitting with a 

little bit more time” (Buyer Assistant 1). 

 

Other problems can also occur in the fitting room. Buyer 2 describes that with kids wear it is 

sometimes difficult to try the sample on a human. This most often results in trying out the 

samples on mannequins, which is not as safe as to try the sample in movement. They also 

give the samples to colleagues with children and are in that way able to at least see pictures of 

the sample on a human and trust the colleague’s instructions. The Buyer explains that this also 

takes more time due to that the samples are taken home by employees for fitting on their 

children. 

4.4.5 Lack of trust 
The lack of teamwork and trust between buyer and designer can sometimes cause a problem, 

for example when it comes to choosing the right quality for a style and they might have 

different perspectives of this. From a buyer´s point of view the fabric might be too expensive 

to buy, as for the designer, the color, silhouette and quality might be more of a priority (Buyer 

1). The team needs to have the same thoughts of price so that the design can hold the assigned 

limitations. Sometimes the order is already made before the quality is chosen and then maybe 

the price gets too expensive. According to PT when the office in Gothenburg receives a 

sample, they sometimes still want to have another revised sample to their office and then a 

counter sample that is approved locally at the PO. The PT means that they can instead go for a 

counter sample approval in Sweden immediately. “In the sample process the head office in 

Gothenburg could have more confidence in us at the production office and all the suppliers” 

(PT). Buyer 3 talk about the lack of trust to different suppliers that do not all have the same 

skills, therefore the buyer have favorite suppliers and often choose these for new styles. A 

sample could come in two different sizes, sometimes one of them is approved and the other is 

revised. But often the employees at the office in Gothenburg ask for the approved size for the 

next sample again, which is unnecessary (PT). “I think we also could avoid samples by asking 

for counter sample immediately when changes are made and to be sure of and trust the 

suppliers is also something that needs to be improved” (PT). According to Buyer 2 can the 

first sample be perfect but then the counter sample needs to be rejected. 
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4.4.6 Cultural barriers  
When sourcing is made overseas, cultural barriers may occur, for example when the supplier 

cannot try out the samples on a woman, because there are only men working at the office and 

therefor have to try it on mannequins. This creates a lack of trust and results in that the order 

is preferably placed at another supplier. Buyer 3 describes the importance of trying out the 

samples on a real body and how difficult it is to see what improvements need to be done on 

mannequins. Especially when it comes to lingerie that the fitting can be made on a real body 

to understand if the shape is right. Another barrier concerns the language, which is also 

something that could be critical, because they need to forward the right information and the 

majority of the suppliers don’t speak English well enough, then the sketches and pictures of 

the style becomes very important when producing overseas. 

4.4.7 Waiting 
“There can be some unnecessary waiting when you send out a development and we don’t hear 

back from the PO for a very long time” (Designer 1). PT describe that during this time, the 

PO can be rejecting samples, but do not put in this information in Quest. Unnecessary waiting 

could also occur when the supplier doesn’t have the right fabric in store, and then it can take 

up to seven days for the supplier to get the fabric (PT). 

4.4.8 Lack of information system 
Buyer 2 is talking about the lack of information in Quest. It’s difficult to note down important 

information and there are no reminders or notifications of the activities in the process either, 

so in order to find out information about a style you have to look it up by yourself, which can 

take some time. Designer 1 agrees and means that it’s stressful to have control over all 

processes manually. This is something that makes the control lacking over the sample process 

and to act fast on changes. 

 

According to Buyer 2 it’s a problem to add details on a style during the ongoing sample 

process because this makes the price increase and it’s a more difficult negotiate when the style 

is already far along in the process. Also changes because of unclear instructions from the 

office in Gothenburg can also increase the price” (PT).  

4.4.9 Inquiry 
It’s also very important that the inquiry is updated if changes are made during the sample 

process. Since the supplier doesn’t have access to Quest it is extremely vital that the PO, to 

avoid misunderstandings and defects on samples, communicate this information. The reason 

why the supplier doesn’t have access to Quest is because they don’t want them to know 
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everything. Buyer 2 describes the importance of standardizing the inquiry that is sent out to 

the supplier, which is something that has been decided by the managers. Unfortunately, some 

of the employees don’t work according to these changes because it takes longer time and 

laziness. Ultimately, the suppliers do not receive enough information from the PO and send 

samples that will be revised. The more information they add in the inquiry, the easier it will 

be for the supplier to create a good sample. Making changes later in the process of a 

development will cost more and take longer time. Buyer 2, mean that all inquiries are 

different depending on who’s responsible. It is important that all types of inquiries look the 

same, including development and improvement, so that the supplier always knows what to 

look for. ”We want to have the customer in the center but we often forget. Sometimes we do 

more for our own sake” (Buyer 2). 

 

The initial development sketch could according to PT contain more details, because 

sometimes there are no proportions. “We rely on that the supplier will understand, but the 

samples could look very different from the supplier’s point of view and then there will be 

plenty of revised samples of the style. Changes because of the price are also common” (PT).  

4.4.10 Lack of monitoring Samples 
According to Buyer Assistant 2 there is a lack of monitoring the sample process. The 

information about what is going on is minimal because there is not a developed system on 

how we should do it and this results in that everybody does it in his or her own way. 

4.4.11 Responsibility 
Depending on what position you have in the team, it is rather unclear how far in the sample 

process you should be involved. This is different in each team and Buyer 2 describe that this 

need to be clearer for the employees and a standardized way of working need to be 

implemented. The buyer do not need to be involved early in the process, which only works if 

the designer has the skills and knowledge of materials and what country to place the order in. 

Many designers just sketch and then hand it over; this makes it more buyer driven, but Buyer 

2, express that they are design driven. On the contrary, Buyer assistant mean that they are 

buyer driven, which sometimes results in that they not believe in the product when the order 

is already made. Buyers 3 stress that one reason for this can be, unclear instructions and 

handovers between colleagues from the beginning and uncertainty of who´s responsible. 

According to PT it’s different from office to office who´s handling and responsible for the 

sample process. It could be a merchandiser, business manager or product developer. The work 

process should be standardized, the same throughout the organization, but when working in 
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the process you start to see that a lot of sample handling that it is inevitable, it cannot work in 

exactly the same way (Buyer Assistant 2). Its completely different products that require 

different work, other lead times and a completely different sample handling when they test the 

female styles compared to children’s wear 

4.4.12 Lack of patterns 
In the development stage the process becomes easier with the use of basic pattern. In the past 

there were no use of basic patterns but now there is a focus on these patterns. If the 

development sample are made out of a base pattern the production office know that this will 

be approved easier. That’s why there are less samples. “We can improve on use of more 

patterns and I think that Sweden can use more style pattern because maybe this is less time 

consuming” (PT). Buyer Assistant 2 describes that even for the basic styles that we used in 

the past, but may just want to modify, we send pattern. This is of course a lot faster than 

developments. If you have something to go by, it is very rare to shoot wrong. 
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4.5 Summary of identified problems 

Table 3: Summary of identified problems 
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5 Discussion 
In this chapter the empirical and conceptual framework will be put against each other 

starting with a comparison sheet of the 5 sample processes and finishing with a summary of 

tools that can eliminate the identified problems.    

5.1 Comparison of current state 

Table 4: Comparison work sheet  

Style Country Lead 
time Samples Approx. nr 

samples 
Approx. 

Value time 
 

Top 
 

 
Bangladesh 

 
141 days 

- First sample 
- 2 Strike offs 
- C/S 

 
13 samples 

 
43 days 

 
T-shirt 

 

 
Turkey 

 
49 days 

- Dev. S 
- First S 
- C/S 

 
14 samples 

 
7 days 

 
 

Dress 
 

 
 

India 

 
 

159 days 

- First Sample 
- 2nd First S 
- 3rd First S 
- 4th First S 
- C/S 

 
 

32 samples 

 
 

25 days 

 
 

Panties 

 
 

China 

 
 

171 days 

- Dev. S 
- First Sample 
- 2nd First S 
- Size set 
- 2nd Size set 
- C/S 

 
 

29 samples 

 
 

45 days 

 
Bra 

 
China 

 
214 days 

- First Sample 
- 2nd First S 
- 3rd First S 
- Size set 
- C/S 

 
38 samples 

 

 
38 days 

 
The template above describes the different samples processes that the researchers have been 

studying. The result shows that there is a big difference in lead-time among the five products 

depending on production country and also approximate numbers of samples are connected to 

this. 

 

The researchers have noticed that depending on the production country and type of style the 

sample processes looked very different. This can be a result of people working in these 

processes not having a standardized way of handling problems and instead doing them in their 

own way. Standardization of the processes is a fundamental ground stone and gives people to 

build rules and responsibilities upon the organization's philosophy (Hirano, 1996; Hines et al., 

2008; Liker, 2004; Saleeshya and Raghuram, 2012). This has been proven in other industries 

to become efficient (Hodge et al., 2011) and shows that the contribution of the study because 
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this type of standardization are not well used either in the textile industry or in the sample 

process. One problem that the researchers thought of is also what the confusion between lean 

organization and lean tool in different processes that Liker (2004) also underlines. Just 

because that the research company applies lean tools into its sample process doesn’t necessary 

imply that the organization is lean. The important thing according to Liker (2004) is to base 

everything that the company does on the company philosophy and that this philosophy is well 

communicated to the organization. By looking at the processes approximately value added 

time in table 4, which is below 50% in all cases, it can be concluded that there is a lot waste in 

the current processes. 

5.2 Identified non-value adding activities  

Eight types of wastes were introduced in the conceptual framework 2.5, from both lean 

manufacturing and lean product development perspectives. In the traditional lean concept, the 

recognized wastes in seven categories are material flow and physical operations orientated. To 

identify the eight types of waste in PD a common way conducted in lean manufacturing is to 

use the 5S, the 14 principles, JIT-PD, QC or investigate the current flow through VSM. With 

the same notion, applying these identification tools the authors believe that this could help in 

identifying the wastes in a sample process as well.   

5.2.1 Transformation 
The ongoing transformation of the current sample process that have been described by the 

respondents, has evidently not been very successful, which Buyer 2 believes is because of a 

lack of commitment from the employees and no monitoring and follow-up by the managers. 

Likers (2004) stress the importance of Principle (1) and (2) where you should base your 

management decisions on long-term thinking and create continuous process flow, when 

making improvements in a process. If an organization creates a clear vision of their ideal 

state, it dedicates the company to be a great learning organization. A continuous flow is also a 

great tool to help make non-value adding activities visible so that the company can gradually 

solve them. Buyer Assistant 2 mean that some of the employees work according to the 

changes but it's very different in all departments and since it has not been any follow-through 

meetings or clear directives, the employees could easily go back to their old routines.  The 5S 

can help to follow through the transformation by standardized work ways. 

Saleeshya and Raghuram (2012) discuss employees as one of the most fundamental factors 

when doing improvements in a process. Morgan and Liker (2006) mean that improvements 

involves both the employees’ impact and a working information sharing system that guides 

them to keep challenge their competences and make progress and reach the goals. With the 
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help of Likers (2004) 9th principle which says to develop leaders who truly understand the 

work, live the philosophy of Toyota and teach them to others. Followed by Principle 10, 

which states that one should develop exceptional people and teams who follow your 

company's philosophy. This shows how much it lies in the hands of the employees when 

making improvements in a process. However, this is only possible if the top leaders in the 

organization are dedicated to the idea and are willing to put in investments for continuous 

improvements and follow-up procedures to succeed in the long run. 

5.2.2 Uncertainty and Obscurity 
PT (2015) are underlining that changes are sometimes made late in the process and this can be 

due to an uncertainty about the style or unclear directives from the managers in the beginning. 

Kurt Salmon (2012) mean that information regarding the style need to be clear from the 

beginning and a rough cost plan could be done before the designer sketch the style and decide 

upon quality and related things. Also the team needs to be synchronized about the quality, 

measurements and price. In this way they ensure that the designer not will use materials that 

they cannot afford. Then the team could send out better-planned developments to the PO, 

which PT is asking for. Ultimately this could enable the suppliers to deliver better samples 

when receiving clearer instruction (PT). When it comes to the unclear directives from the 

managers Liker (2004) means that it’s vital to have leaders that understand the process and 

build this upon the company's philosophy in order to send out the right message to the rest of 

the team. The lean tools that would be appropriate to use to eliminate this type of problem of 

unclear directives is JIT-PD that according to Gershenson and Pavnaskar (2003); Goforth 

(2007) helps to make the clearer decisions at the right time and place. But the key is to 

implement a standardized way of working according to Principle (6) add a standardized 

approach as the basis for all continuous improvement in an organization and employee 

involvement.  

5.2.3 Drop a style 
Sometimes changes are made late in the process that could have been done at the development 

stage, which ultimately increase the amount of samples. There are styles that go through the 

process as far to as the C/S and then come up with the decision to drop the style. This could 

happen because of many reasons, but buyer assistant 2 believes that the reason for this could 

that the styles are not well enough planned. This is according to Kurt Salmon, (2012) 

recognized as a waste of time when the company creates information too fast and the products 

are not thought out from the beginning. This can be eliminated by visualizing the process 
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through VSM, 5S or Principle (7) by using visual control, so that no problems remain hidden. 

(Saleeshya and Raghuram, 2012; Wee and Wu, 2009; Hines et al., (2008); Liker, 2004). 

5.2.4 Time 
The time aspect during fitting is also something that the respondents see a problem. 

Approximately a fitting takes between 2-12 min, and this can be too less of time, to get the 

right understanding of the style which results in fast decisions (Observation 1; Observation 2, 

Buyer 1, Buyer 3). This is something that Liker (2004) mention as important to let the 

decisions take time, to not rush into the wrong decisions that is more based on short-term 

aspects.  Kurt Salmon (2012) means that it is important to come prepared to meetings to avoid 

to make the wrong decisions but also to use the time efficient. This preparation should be 

standardized as a way of working, and an appropriate tool for this could be the 5S according 

to Liker (2004) is a good way to do this. 

5.2.5 Trying out samples 
The fact is also that they are too many people in the sample room, which could create 

confusion in the decision-making (Buyer Assistant 1; Buyer Assistant 2; Buyer 1). This is 

highlighted by Morgan and Liker (2006) who means that no value is added while the product 

waits for the people and ultimately results in wasted time. In order to get an effective sample 

process you need prioritize the use of tools, material and people that are necessary to perform 

the job. This can be done with the help of 5S, by sorting out who should be involved and this 

will ultimately reduce uncertainty in the work environment (Hirano, 1996; Hines et al., 2008; 

Liker, 2004; Saleeshya and Raghuram, 2012). Buyer 2 describes that it’s difficult to have an 

efficient fitting on kids wear because they don’t have access to kids models. Instead when 

having fitting on kids this often takes place at home on colleagues’ kids and this creates 

movement of the product and people. This highlighted by Kurt Salmon (2012) who addresses 

that unnecessary movement concerning a process or the involved people is a waste of motion. 

The author further mean that the process would be more efficient if the process were 

standardized together, according to the 14 principles, with clear communication will 

ultimately remove complicated ways of working (Kurt Salmon, 2012; Hines et al., 2008) 

5.2.6 Trust 
As the PT have experienced that there is a lack of trust between the office in Gothenburg and 

PO, and mean that they could have more confidence in them at the PO and the suppliers. 

Buyer 3 agrees and means that all suppliers that they work with don’t have the same skills, 

therefore the buyer have favorites suppliers and often choose these for new styles. According 

to Morgan and Liker (2006) working with too many suppliers can create unnecessary 
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complexity to the sample process and poor relationship with them are often a great source of 

wasted knowledge. Based on the interviews the researchers have understood that there is a 

lack of trust towards each other as employees, as well as towards the production offices and 

suppliers. Kurt Salmon (2012) talk about this issue and express that retailers could train 

employees and suppliers locally on company and quality standards, which ultimately can lead 

to an increased trust and less revised samples. This is agreed by Liker (2004) with principle 

(11), which stress that one should respect the expanded network of partners and suppliers by 

challenging them and educate them to get better. Kurt Salmon (2012) further discuss that in 

order to make improvements on the sample process a stable supplier base are required. 5S is 

one tool of instruction that could help companies to visualize these problems and also with the 

help from QC. When this tool is used in a good way can this give the company a better 

process flow by organizing and maintaining. 

 

The lack of trust because of this is a fact according to the respondents. The trust can be build 

up on educating locally and also by using 3D images to illustrate how the samples will look 

like is something that Barrie (2015) think is a good solution in the process of becoming more 

efficient in the product development. This problem goes hand in hand with trust and also that 

the respondent is reluctant to place the order in specific countries even if they may be the best 

producer for the job in many aspects (Buyer 3). Seth and Gupta (2005) argue that with the 

help of lean tools the sample process could remove uncertainty like this that concerns supplier 

choice, in order to focus on the consumer. PT describes that the sample process could reduce 

unnecessary samples by being surer from the beginning and trust the supplier. Reduced 

amount of samples would save cost, time and motion and trust could enable more local 

approval of the samples (Kurt Salmon, 2012).  

5.2.7 Cultural barriers 
The respondents also talk about the cultural barriers affecting the amount of samples in a 

process, such as language barriers and trying samples on women in some production countries 

(Assistant 1; and Buyer 3). The 5S is applicable on the language barrier, through sorting out 

what information is necessary and clear to the suppliers, set it in order, standardize and 

sustain. Having a standardized way of working makes it easier for the suppliers to understand 

what the company wants with the style. VSM could also be applied to visualize the value 

adding and non-value adding activities in the flow of information (Liker, 2004). The QC will 

also help to bring up the problem the surface. The authors further discuss that the help from 

basic patterns could be a support to the barrier of not being able to fit on woman. The basic 

pattern will increase the chance of get the right fit from the beginning. 
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5.2.8 Waiting 
Another example of wasted time in the sample process is when the fabric that the supplier 

need in order to make the order, is not booked on beforehand, which could happen because 

the quality is not yet decided (PT). Also Buyer 1 describes that they often wait upon sample 

for a long time and have no clue when it will arrive. Morgan and Liker (2006) and Kurt 

Salmon (2012) confirm this as waste, arguing that it adds no value to the process when people 

are waiting for the product and argue that this is common in fashion companies. With clearer 

product decisions at the right time, in the planning and developing stage, unnecessary waiting 

could be prevented with JIT-PD. Also, another way to save considerable time could be to 

adjust the process to a material first method (Kurt Salmon, 2012). 

5.2.9 Quest - (Information system) 
All respondents expressed the need for notifications or reminders in Quest. Buyer 1 mean that 

it is difficult to keep track of each and every sample that they are responsible for and therefor 

a reminder on important dates would be very helpful and save time. They also mentioned that 

sometimes there are a lack of information and details in Quest. This can be linked to Likers 

(2004) Principle (8) where he express that in order to become lean, it is of importance to have 

reliable technology that support staff and processes. Also the fact that samples are sent from a 

far distance, Kurt Salmon (2012) mean that technology could be a solution to this problem 

with the implementation of 3D images, video conferencing when trying the samples or 3D 

virtual fit and prototyping technology at an early stage in the process. In this way you can get 

a sense of the style and approve it from distance.  

5.2.10 Inquiry 
The inquiry is the base for the new development or style, but according to the respondents is 

the information sometimes lacking because everybody puts in what they think is necessary 

even though there is a specific way to do it. This is something that PT also see, which he 

further mean that this sometimes lead to revised samples because of misunderstandings. 

When you have a standardized way of working it’s important to keep this work maintained 

and sustained, which can be done with the 5S (Hirano, 1996; Hines et al., 2008; Liker, 2004; 

Saleeshya and Raghuram, 2012). When something is implemented like in a process like this, 

the organization should have rules and guidance to sustain, making this a routine and a 

continuously way of doing the inquiry. Liker (2014) relates this to his last principle 14, where 

he explains the importance of becoming a learning organization through relentless reflection 

and continuous improvement. Buyer 1 explains that the suppliers don’t have access Quest 

because they don’t want them to see everything, but according to Kurt Salmon (2012) and 
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Liker (2004) implementation of new technology that support the employees is a way for an 

organization to become more efficient.   

5.2.11 Monitoring Samples 
The majority of the respondents mean that if problems arise in a sample process, regarding 

anything, there are no basic instructions on how to solve the problem. Instead the employees 

find their own ways of dealing with this. Which can be related to Liker (2004) and principles 

5 and 6 in The Toyota Way, which states that an organization need to build a culture where if 

problems arrives you have to solve them immediately so that the quality is right from the 

beginning. Also Genchi Genbutsu together with principle (7), argue that you need to find the 

source of the problem and then observe to get the right information and know what to do. QC 

could be applied as a tool to engage the employees and find solutions to a given problem. The 

VSM can also help to visualize where the problems are.   

5.2.12 Responsibility 
Buyer assistant 2 express uncertainty when it comes to each role, what responsibility they 

have with sometimes unclear directives on how you hand over a style to the next one 

responsible in the process. This may result in that information are missing and instead appears 

later and require changes on the style. This is underlined by, Kurt Salmon (2012) who stress 

that several retailers waste considerable time creating information too hasty or waiting for 

information that’s unavailable or created too late. However, Morgan and Liker (2006) argues 

that a lack of communication between colleagues and divisions often result in unnecessary 

changes of a style later on in the process. A VSM can be done to visualize the process 

focusing on the roles and directives and then standardize the process, according to Kurt 

Salmon (2012) and Hines et al. (2008) with the help of 5S and the 14 principles, however 

making people aware of the importance of being updated with the right information are 

extremely essential. The researchers also found that there occurs an uncertainty in different 

handover situations. Which can be related to Likers (2004) principle 6 of finding a 

standardized way, as the basis for continuous improvement and employee involvement. 

Thereby removing uncertainty within teams and each employee knowing how to handle 

upcoming problems. Holweg, (2006); Shingo, (1989); Shah and Ward, (2007) agree and 

define the starting point such as to refine all the processes by extensive standardize practice in 

order to remove the waste and get the sample process efficient. 

5.2.13 Lack of Patterns 
PT means that when suppliers do not receive a basic pattern is often results in 

misunderstandings and an increased amount of samples in the process. This underlined by 
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Buyer Assistant 2 who believes that if you have a pattern to follow it's very rare that the 

supplier misunderstand. Kurt Salmon (2012) and Hines et al. (2008) defines defects as wastes 

and can be caused by lack of communication, quality problems and delivery ability. 

Arrangement between the supplier and the company concerning quality and design standards 

is one way to curb these defects and to empower the suppliers with an understanding of the 

quality standards that the company have, this will enable the vendor to identify and fix defects 

before sending the style (Kurt Salmon, 2012). JIT-PD, could contribute to a standardized 

design system, by placing basic pattern in the beginning of the design process.  

5.3 Summary of the application of lean tools 

Table 5: Application of lean tools 

Identified Problems Lean tools 

Transformation 14 principles, 5S 

Uncertainty and Obscurity VSM, JIT-PD, standardization, 14 Principles 

Drop a style VSM, 5S, 14 principles 

Time Standardization with 5S 

Trying out samples: Standardization, 5S, 14 principles, teamwork 

Trust VSM, 5S, QC, Technology 

Cultural barriers Standardization, 5S, QC, VSM 

Waiting JIT-PD, standardization 

Quest 14 principles, technology, standardization 

Inquiry Standardization, 14 principles, 5S 

No monitoring of samples VSM, 5S, 5 applications, QC, 14 principles 

Responsibility VSM, 5S, 14 principles, standardization 

Lack of Patterns JIT-PD, standardization 
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6 Conclusions 

In this chapter a conclusion to the thesis’s purpose will be presented, which is based upon the 

empirical framework of the study, the answered research questions within the conceptual 

framework chapter and the discussion in the previous chapter. Thoughts of the study will be 

presented together with suggestions for further research and the contribution. 

6.1 Research Summary 
 
The thesis purpose was to identify the non-value added activities and give recommendations 

from a lean approach. The researcher has by mapping five different sample processes at a 

branded retailer, been able to identify general problems of various kinds. However, since all 

the processes look so different, the researchers needed to have a general perspective in mind, 

therefore, in addition to the five processes mapped and the researchers also asked more 

general questions regarding the whole sample process to the respondents. The researchers 

found that VSM helped to visualize the non-value added activities and how different each 

process look like in terms of lead-time, number of samples and value added time, in 

connection to product group and production country. Even if the processes look different, the 

researchers believe that get an efficient PD with lean strategies, all elements should be 

executed and handled in the same standardized way. Then, the lead time and amount of 

samples will probably decrease, the right information will be communicated and the 

employees and partners will be more confident in their positions and it will also make it 

possible to help each other in between different departments.  
 

Working with Lean PD will help the company to improve their capabilities and do more with 

less by sorting out the unnecessary actions. The literature say that VSM and 5S are most 

common in textile companies, but the researchers have seen, through this research, that other 

lean tools are applicable and appropriate in the PD as well. Looking at the 14 principles of 

lean, one can see that participation and development among the personnel is essential, as well 

as supporting technology and employee involvement when improving a sample process. 

Furthermore, flexible work standards, standard skills, and design standards are very effective 

methods in product development. These tools are not a recipe on how to work, instead the 

most important aspect of them is how the work is carried out. Therefore it is challenging to 

immediately apply the Toyota way of working on a new business. It is important to have these 

principles as a core mindset in all decisions making and to continuously make improvements 

in the organization with long-term thinking. In continuous improvements it is important to 
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engage the employees, which can be done by gathering the teams in evaluation meetings on a 

regular basis and follow-up the process to understand if there are better ways to work or if the 

process is on track. 

6.2 Suggestions for future research 

The researchers have, by thoroughly examining literature on lean applicability in the textile 

industry, found a gap that is in need of further research. The researchers also found that it 

would be interesting to study the sample process from a sustainability perspective with long-

term goals, since this is a subject that has flourished in recent years. Another interesting 

scenario would be to compare two retailers, where one work with an intermediary production 

office and the other doesn’t, to compare their different lead-time and amount of samples in the 

process. Furthermore, we suggest others to replicate this study and perform a VSM on two 

different retailers sample processes respectively, to then compare and analyze the found 

results from a completely unbiased and objective perspective. Finally, the writers of this 

thesis would like to encourage both future researchers and practitioners to implement the 

outcome of this thesis into a real life context. This could be done by putting together an action 

plan and analyzing the outcome, to further draw new conclusions and continuously tweak the 

process, until truly discovering the applicability of lean in the sample process.  

6.3 Contribution  
The contribution this thesis have made to the scientific community is to have brought new 

attention to an area that formerly had very little research performed on it, specifically – lean 

strategies in connection to product development in the textile industry. Previous studies have, 

to our knowledge, more distinctly been focusing on lean strategies connection to PD or the 

textile industry, separately. By combining these variables in this study, the authors hope to 

have contributed to the broadening of the knowledge about the applicability of lean towards 

improved efficiency in sample processes. Furthermore, the managerial contribution from this 

thesis lies where the research provides industry practitioners with valuable input for future 

decisions regarding lean strategies in their PD. As well as, an increased knowledge of the 

practical implications of lean strategies in the sample process. The results of this study 

benefits all textile managers who desire to engage in branded retailing in Sweden. Especially 

those managers who face a lot of problems and exposure of risks in their supply chains, due to 

complex open systems involving a lot of activities and people in the sample process. 
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• Figure 9: Sample process 2 – T-shirt, Klappe & Månsson (2015) 

• Figure 10: Sample process 3 – Dress, Klappe & Månsson (2015) 

• Figure 11: Sample process 4 – Panties, Klappe & Månsson (2015) 

• Figure 12: Sample process 5 – Bra, Klappe & Månsson (2015) 

 
Tables 

• Table 1: Liker´s 14 principles, Klappe & Månsson (2015) 

• Table 2: Lean tools, Klappe & Månsson (2015) 

• Table 3: Summary of identified problems, Klappe & Månsson (2015) 
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• Image 1: Production Offices, Internal data from company report (2015). 

• Image 2: Company´s sample process (2015). 
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Interview Guide 
Tools: post-it + phone to record 
 
Presentation of the study 
 
Name? 
What position do you have? 
How long have you worked at the company? 
 
 
CURRENT MAP: GREEN POST-IT 
We will use post-its here to be able to map the current state. This mapping will start from 
the end of the process (before production) and moves towards the starting point Design 
Idea). 
 

• Describe the sample process and the activities?  
• Discuss the activities and visualize the processes. 
• Ask control questions during this activities (only map the current state and not the 

solutions) 
• Start and end for the processes. 

 
Questions during the time: 
·    Who does what? Different roles? 
·    What resources, tools and design system (lectra, PDM) are used? 
·    What documents are used? 
·    Are there any decision points? 
·    Go through everything to ensure that everything is correct. 
 

• Example of anything that was particularly good in the process? 
• How do you communicate within the process? 
• Type of transport? 

 
1. IDENTIFY THE PROBLEM:  PINK POST-IT 

Are the activities in parallel with each other? 
• Discuss activity by activity 
• Question the activities; what do they add? 
• Use the 5 why 
• Write the problems on red sticky notes and put them in the flow 
• Finally, identify/discuss the main problem areas.   
• Waiting? 

 
3. Try to come up with solutions to the problems, write the on sticky notes in another 
color and put them in the flow: ORANGE POST-IT 

• Try to make the participants question their old routines   
• How can you make it easier for the person in the next step? 
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