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Quick Response is an umbrella term for strategies to cut lead times and to 

eliminate unnecessary production costs from a manufacturing plant to a consumer market. 

In particular, the textile and apparel industries need strategies to quickly respond to a 

changeable market in the international supply chain. As the industry performs these 

strategies, problems can occur which interfere with implementing efficient Quick 

Response strategies. 

Until now, the textile and apparel industries have mainly focused on high 

technological systems to solve the problems; much development of the high technology 

has been accomplished in the international supply chain. In addition, the industries should 

recognize the importance of intangible factors (e.g., communication among sectors) 

because they might give rise to diverse problems in their supply chain. 



The purpose of the present study was to investigate the intangible factors and to 

research how they have had an influence on Quick Response strategies in the 

international supply chain. To investigate these factors, the study employed a case study 

which involved interviews with people who worked for--A.GABANG Co. Six individuals 

in several positions of AGABANG Co. were represented in the interviews; two 

supervisors who were in charge of brands for Wal-Mart, a designer who developed and 

made production samples for Wal-Mart, an export staff member who sourced 

manufacturing systems and controlled manufacturing schedules, a manufacturer who 

managed manufacturing operations in China, and a subcontractor who provided cloth. 

Interviewees had working experiences with foreign buyers and manufacturers, and 

clearly testified to the intangible factors through their cumulated experiences. 

Through the interviews, this study identified various intangible factors in the 

international supply chain. In particular, the research found that one of the most critical 

the factors was pressure from buyers to reduce production costs. Also, based on the 

findings from this study, it was concluded that effective Quick Response systems require 

teamwork and relationships among sectors. As companies strive to reduce production 

costs and therefore move facilities building these relationships become challenging. 

Many textile and apparel companies hope to efficiently run their systems and 

strategies as they solve these problems. Therefore, the results of this research will be 

helpful for the textile and apparel companies that want to improve and develop their 

Quick Response strategies. 
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Implementing Quick Response (QR): Successes and Challenges 

CHAPTER 1 

INTRODUCTION 

1.1. Overview 

The international textile and apparel industries are characterized by short 

product life cycles, tremendous product variety, volatile and unpredictable demand, and 

economic importance. Mortimore (2002) explained that the textile and apparel industries 

were an engine of industry renovation to improve industrialization processes of each 

country. Each country's apparel and textile industries have been affected by global trade 

agreements such as the Multi-fiber Agreement (MFA), Agreement on Textile and 

Clothing (ATC), and Uruguay Round (UR). Such global conventions have forced 

industry structures to adapt to the global economic environment. For instance, developed 

countries such as the US, France, and Italy mainly focus on marketing, management, and 

design. Developing countries such as India, China, and Vietnam, having low labor costs, 

are representative places where apparel factories are located. Companies in Korea, Hong 

Kong, and Taiwan serve as merchandisers who focus on the transactions between 

developed and developing countries. 



2 

In the international system, the apparel industry has diverse production processes 

and sectors to make and sell the products in the market; with the sectors becoming 

integrated through shared information channels and forecasts. Abernathy (1999) explains 

that the structural changes of the apparel and textile industry (i.e., extension of a global 

outsourcing and Quick Response system) has come from the advent of lean retailing; 

requiring reduced lead-time and fewer order sizes to meet the retailers' demands. For 

example, the lean retailing system of Wal-Mart has made their traditional retailing ways 

change and reshape in order to quickly deal with the overall processes from a 

manufacturer to consumers. "The system of Wal-Mart controls products from the order, 

manufacturing, and distribution center to the checkout counter at the store without having 

a delayed time at the same time" (Levy & Weitz, 2004, p 310). Accordingly, Wal-Mart as 

a retailer asks the apparel manufacturers and vendors to address Quick Response (QR) 

systems and to look for places where it can reduce production costs through the systems. 

"QR is defined as a new business strategy to optimize the flow of information 

and merchandise, decrease inventory levels, and worker productive between channel 

members to maximize consumer satisfaction" (Sullivan, 1999). QR, originated in 1980s, 

refers to lead-time reduction strategies for companies to better compete in the global 

economy. For example, the textile and apparel industries have utilized technologies such 

as Universe Product Code (UPC) and Point of Sale (POS) item scanning systems. Despite 

various advantages of QR strategies, not all textile and apparel firms have adopted QR 

strategies and many have adopted limited strategies due to the need for time and 

monetary investments of strategies. 
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A number of factors may have contributed to the challenges faced by companies 

in adopting QR. Firms that want to build QR in the foreign countries need large scale 

investments in the foreign country. Another difficulty is the differences in workplace 

environment among sectors of the industries. Scheduling issues, professional 

conscientiousness of employees, communication problems between workers and 

supervisors in the factory, all contributed to differences in workplace environments. For 

example, in response to consumer demand, designers may need to change the length of an 

apparel item and add or remove some accessories after the due date. Manufacturers may 

feel a difficulty in accepting these requests from designers because they have to keep the 

production schedule and improve productivity by maintaining the production schedule. 

Differences in business patterns within each sector can significantly interfere with efforts 

to reduce lead-time. Even though an apparel design is innovative, a pattern maker and 

manufacturer may not fully understand the design in detail and may complain because of 

the difficulty of design, thus requiring more time for communication between designers 

and manufacturers. In particular, manufacturers are sensitive to the production time 

because labor-cost in the factory is in proportion to the difficulty of the design 

construction. These are simple examples showing the difficulty of implementing QR in 

the apparel and textile industry. 

Although there are tangible factors such as a shortage of continuous investment 

and long delivery time of the products, the purpose of this paper is to focus on identifying 

the intangible factors that interfere with constructing effective QR in the global system. 

The reason why the paper focuses on the intangible factors is that while the industry has 

persistently achieved the technological development and reduced the lead-time and 
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production cost, it has not seriously considered the intangible problems the same as the 

technological developments. The findings of this study will provide useful insights about 

intangible factors that interfere with efficient QR implementation. It is expected that, as 

fashion firms eliminate inefficient intangible problems, they are able to employ more 

enough lead-time as well as a higher potential for improving financial gains by better 

responding to consumer demands for fashion merchandise. 

1.2. Purpose of Study 

The purposes of this research are: 1) to examine intangible factors related to 

Quick Response among sectors such as manufacturers, designers, merchandisers, and 

retailers of the global apparel industry, and 2) to determine how these factors influence 

the adoption of Quick Response (QR) strategies within the apparel industry. In particular, 

this research concentrates on identifying intangible factors among sectors by collecting 

data or sources from the apparel firms and workers having different global retailing 

channels and manufacturing systems. 

Many published studies with topics such as 'innovation and learning in global 

value chain' and 'the global apparel value chain' have suggested various technological 

methods to improve QR adoption. Many firms have tried to set up QR that efficiently 

responds to consumer's needs with several technologies such as bar coding and electronic 

data interchange (EDI) to promote QR in the vertically integrated line. Technologies also 

include Computer-Aided Design (CAD), and Computer Integrated Manufacturing (CIM), 

and Computer-Aided Manufacturing (CAM). For instance, in his book "A Stitch in 



Time", Abernathy (1999) explains several technological methods including a bar code 

system and electronic data interchange for QR. However, it is not easy for apparel firms 

to improve efficiency through only technological advances in the international apparel 

industry because people and their relationships are the core of the apparel industry. 

Therefore, this research mainly focuses on a variety of intangible problems by different 

working environments and the shortage of co-ownership of information among sectors 

instead of technological advancements. 

The results of the research will help scholars of QR and decision makers to 

understand what the intangible factors are and how they have inefficient influence on 

conducting of QR under the international apparel industry. This means that, as apparel 

firms get rid of inefficient factors from their global supply chain, they can ultimately 

execute more diverse marketing strategies in the market. Therefore, if apparel firms 

accurately understand and improve their intangible problems among sectors, they will be 

able to effectively respond to changing trends in the market. 

1.3. Definition of Terms 

The following terminology was used throughout this study. 

1. Agreement on Textile and Clothing (ATC): refers to negotiation during Uruguay round 

and implementation in stages over a period of 10 years (1995-2005). 

2. Global Apparel Industry: refers to an industry that organizes the bulk of apparel 

imports and exports (Gereffi, 2001) 
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3. Global Procurement: refers to jobs regarding direct import business and factory direct 

purchasing with managing their supply chain in the foreign countries. 

4. Information Technology (IT): refers to use of technology in managing and processing 

information, especially in large organization (Wikipedia) 

5. Lean Retailing: refers to an emerging trend that will force manufacturers to build 

standard products on-demand using spontaneous build-to-order techniques (Anderson, 

2003) 
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6. Multi Fibre agreement (MFA): refers to the agreement regarding quotas on the amount 

developing countries could export to developed countries from 1974 to 1994. 

7. Production sharing: refers to a kind of the outsourcing regarding job cooperation 

among countries (Feenstra, 2001) 

8. Quick Response: refers to a new business strategy to optimize the flow of information 

and merchandise, decrease inventory levels, and worker productive between channel 

members to maximize consumer satisfaction (Sullivan, 1998) 

9. Retail Link: refers to a bridge between Wal-Mart and its suppliers, decision support 

system for Wal-Mart and its suppliers in the internet. 

JO. Supply chain management: refers to the process of planning, carrying out, and 

managing a supply chain between a manufacturer and consumer (Oliver, 1982). 

11. Uruguay Round (UR): refers to a trade negotiation from 1986 to 1994. The 

negotiation transformed General Agreement on Tariffs and Trade (GATT) into the World 

Trade Organization (WTO). 

12. Vertical Integration: refers to a degree to which a firm owns its upstream suppliers 

and its downstream buyers (Maurice F, 1996) 



1.4. Research Question 

Based on the purposes of study and the following review of literature, the 

following research question was developed. Through the question, this research will 

investigate the intangible factors associated with implementing Quick Response by 

means of a case study. 

"What intangible factors among the sectors of the international apparel industry 

interfered with effectively implementing Quick Response strategies within the 

international apparel industry?" 
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CHAPTER2 

REVIEW OF LITERATURE 

2.1. An Overview of the Global Apparel Industry 

In spite of the advanced information system and technologies of the US, 

the apparel industry has lost market share to the foreign producers. In particular, the low 

labor costs of Asian countries have significantly threatened the US apparel industry. For 

example, according to Qiang (2004 ), a typical clothing product produced for a 

multinational company in a Chinese factory at a cost of $5 will be sold for as much as 
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$40 in the US, and the total labor cost for making the product is less than 80 cents. The 

labor cost in developing and undeveloped countries is relatively cheaper than that of the 

US. Therefore, despite the endeavors of the United States government and the industry 

with diverse protection strategies such as Multi-Fiber Agreements (MFA) and Agreement 

on Textile and Clothing (ATC), the unemployment rate has increased in the US apparel 

manufacturing industry. According to the US bureaus of economic analysis, employment 

in the US textile and apparel industry had decreased from a high of about 1.4 million to 

800,000 in the apparel industry, and from a high of about 1 million to 600,000 in the 

textile industry. Also, the World Trade Organization (WTO), established from Uruguay 

Round (UR), gave a chance that developing countries could improve to export apparel 
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products as advanced countries softened their tariff and non-tariff barriers. Accordingly, 

the U.S. apparel industry has lost the competitiveness in the external and internal market. 

To minimize the economic loss from the increasing imports and to protect the US 

market, its industry has leveraged its huge consumer market and political power to enter 

in international agreements such as MFA, ATC, and Uruguay Round (UR). The 

agreements have made the apparel industry structure of each country aligned with the 

international environment. For instance, some advanced countries such as the US and 

those within the European Union focus on high-value research, sales, marketing, fashion 

design and development of the processing channels which are the industry sectors such as 

retailers, designers, and sourcing buyers from a product plan to sales. Korea, Hong Kong, 

and Taiwan have developed the manufacturing technologies (e.g., computer aided design, 

advanced production manual) and accessories (e.g., zipper, button) for the textile and 

apparel products as merchandisers as well as manufacturers. Jin (2004) explained that, in 

Korea, Hong Kong, and Taiwan in the past two decades, the apparel industry made the 

"economic miracle" of their countries by serving as the stepping-stone towards overall 

industry growth. However, they have suffered the same problems as the US industry in 

competing with low labor costs in countries such as China, Vietnam, and Mexico. China, 

Vietnam and Mexico have also attracted foreign investments and developed 

manufacturing systems. In particular, the growth of China's textile and apparel industry 

has become a considerable threat to the world's textile and apparel industry. The textile 

and clothing industry of China now occupies the largest share in the world apparel 

economy accounting for more than 20 percent of China's exports (Williams, Choi, & 

Yan, 2002) 



According to the external environmental change, the apparel industry in the US 

has led apparel companies to build vertically integrated relationships and structures 
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within the industry with various sectors such as retailers, manufacturers, merchandisers, 

and designers. The vertically integrated relationships have been mainly driven or 

organized by retailers or fashion designers within the global supply chain. United Nations 

Industrial Development Organization (n.d.) explains that the relationship focuses 

relatively on the stability, inventory buffers, and economics of scales with few changes in 

the global supply chain as well as is deeply related to the "triangle manufacturing 

system" conducted by main three countries such as the US, Korea, and China. This 

means that each country has taken charge of each business such as marketing, 

manufacturing, and a design as a global supply chain member or sectors of the vertically 

integrated line. Gereffi and Memedovic (2003) explain that the industry is driven by large 

retailers (e.g., Wal-Mart), marketers, and brand manufacturers (e.g., NIKE, Liz 

Claiborne). They play an important role in setting up dispersed production networks and 

making large profits. 

2.2. An Overview of Quick Response 

According to Hunter (1990), Quick Response (QR) is a philosophy and supply 

chain management, and a specified term that refers to any strategy that shortens the time 

from fiber production to sale to consumers. Hung (n.d.) explains that, for retailers, QR is 

a well-defined quality management as well as an industrial engineering practice. 

Accordingly, QR needs advanced and practical technologies. Abernathy (1999) explains 



that the industry needs a bar code system, electronic data interchange (EDI), standard 

labeling of shipping containers, and modular assembly to build the QR within the 

network line of the industry. 

Those involved with the global apparel industry recognize that consumers are 

significantly affected by external environments such as mass media, entertainers, and 

fashion designers. Therefore, each sector consisting of the apparel industry must 

accurately analyze their consumers in order to respond to their fashion needs. 

Accordingly, within the international environment, apparel retailers and marketers have 

slowly replaced the role of traditional manufacturers and merchandisers as they 

professionally integrate or separate works of a manufacturer and merchandiser. They 

have also developed QR in order to increase their revenue as well as reduce the risks 
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from external environments by better responding to consumer demands. When compared 

to the domestic industry, the international industry requires more time and procedures for 

the production and international trade among countries. The reason why QR is so 

important to the apparel and textile industry is that the industry increasingly recognizes 

production time as a crucial variable within the competitive industry. Accordingly, QR 

has been strongly promoted by the US retailers such as Wal-Mart and JC Penny for 

several years as a way of competition with foreign producers. Glock and Kunz (1997) 

indicate that each sector has to trust and cooperate with other sectors to build QR, sharing 

with the sales information and up-to-date fashion trends accurately and quickly. In 

particular, QR is suited to reducing lead times for products and items related to 

consumers. Warburton (2002) explains that, as QR is used, the apparel and textile 

industry is able to reduce the forecasting error and cost of products for the manufacturer 
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and the retailers. Pinnow and King (1997) explains that, while QR sourcing strategy can 

require a higher price than the traditional source in the side of cost, it achieves a higher 

gross margin because more consumers are satisfied and less merchandise will be 

"salvaged." 

To build QR in the vertically integrated line, huge investments and persistence 

are required by a company. QR is capable of reducing the production time and 

responding more quickly to consumers' preferences and trends in the market. QR also 

assists in reducing inventories and keeping costs lowered by using exact information 

systems. It is important for each sector to have forecast information on consumer 

demand. 

2.3. Sectors within the Global Apparel Industry 

QR allows for the means of efficiently linking sectors of marketing channels. 

Bums and Bryant (2002) explain that there are a variety of marketing channels in the 

apparel and fashion industry, and such channels include marketing strategies for their 

own business in the market. The marketing channels are largely classified into three 

categories: direct, limited and extended. In the direct marketing channel, apparel 

manufacturers can sell the products or items to consumers through the catalog or internet 

directly. In the limited marketing channel, retailers are added in the direct marketing 

channel, and serve as the gatekeeper by narrowing the choice for consumers and 

providing them with access to the merchandise. In the extended marketing channel, 

wholesalers are added in the limited marketing channel. Wholesalers obtain the products 
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from the manufacturers and then make them easily available to buyers or intermediaries. 

Achorl (2003) indicates that today's channels focus on creating synergy among each 

sector by considering the regional and sometimes national market. In that, as such sectors 

such as manufactures, retailers, designers, and consumers, have considerably close 

relationships in the industry. 

Designers are an important sector in the industry as they integrate market and 

product research in designing products. They may or may not communicate directly with 

consumers in the market. Fletcher (2002) indicates that change in fashion trends is the 

basis of the relationship between individuals (members of society) and designers. It is 

important for designers to quickly grasp a culture and up-to-date trends as well as to 

reflect it through designed products in the market. Therefore, their work place is mainly 

located in cities such as New York, Toyko, Milan, and Paris in order to observe and 

analyze the latest fashion trends in detail. Designers are not only affected by a mass 

media but also take advantage of it to lead a market. Most designers work for the brand 

manufacturers or retailers in the vertically integrated line. Accordingly, designers, 

retailers, and manufacturers hold and share the information regarding consumers in the 

industry. 

Apparel manufacturers are primarily engaged in the creating patterns from 

designers' specifications; cutting, sewing, and trimming garments; and distributing 

finished merchandise to the retailer. Apparel manufacturing is a labor-intensive industry 

and employs many workers. Apparel manufactures do not only produce but also market, 

merchandise, sell, and finance for their business through relationships with fashion 

designers, retailers or merchandisers in the market. Many manufacturers work in foreign 
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countries to take advantage of lower labor costs. For instance, Gereffi (2001) indicates 

that the US apparel industry has taken advantage of other countries' condition such as 

location and low labor cost in order to remain competitive in the world market. Arpan 

(1993) also explains that, in particular, the indtistry has used for its own benefit Mexico's 

industrial environment and factors such as proximity, low labor-cost, and reciprocal 

agreements called "production sharing" (e.g., 807 and 9802 trade agreements). In 

addition, in order to decrease production costs in foreign countries as a contractor or 

subcontractor, the manufacturers need to employ advanced technologies such as a 

Computer-Aided Design (CAD) and Computer-Aided Manufacturing (CAM), laser 

cutting, and body scanning as well as fluent communication abilities for conveying their 

intentions to foreign employees accurately. 

Retailers are another core sector of the apparel industry. Whereas the competitive 

power of apparel manufactures has been decreased due to labor costs and imported 

products, retailers that has relatively increased as the center of the industry is deeply 

moved into the marketing and sales with a strong purchasing power in the market. The 

retailers work in a variety.of ways such as the analyzing of consumers, the sourcing of 

manufacturers, and the planning of sales. In particular, Tolman (1974) emphasizes that 

one of the important activities of retailers is to find the manufacturers having an ability to 

produce the items within the price range, and to maintain a good relationship with 

manufacturers. 

Lastly, consumer purchase behavior is not a sector but a goal of the global apparel 

industry. Peter and Olson (1987) indicate that consumers have various characteristics 

according to their segment and environments such as income and life style, and they want 



to characterize themselves through the products. Each sector related to the apparel 

industry selects the target segment in the market and then provides the products 

consumers need in the market through various marketing channels. In the market, 

consumers come into contact with the apparel sectors such as retailers (e.g., JC Penny 
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and Target) and fashion designers (e.g., Prada) through the advertising or products. As 

such, each sector tries to understand their consumption behaviors. For instance, Shim and 

Bickle (1994) recommends that retailers should understand consumers' psychographics 

and shopping orientation in order to make appropriate marketing strategies in the market. 

This means that a consumer group is significantly affected by social desire for fashion 

and its value and is connected with each sector through the sector's marketing channels 

such as internet websites, warehouse sales, and fashion stages. 

This paper recognizes that Information Technologies (IT), which is a part of 

tangible QR strategies, is used for setting up efficient relationships among sectors to 

satisfy the consumer needs in the market. In order to efficiently regulate the relationship 

among sectors and to control information technologies connecting them, Wathne and 

Heide (2004) explain that it is imperative to implement a tight governance mechanism 

that deals with the relationship among end-consumers, retailers, and manufacturers 

because of the uncertainty of production design and volume needs in the market. 

2.4. The Difficulties for Sector Within the Apparel Industry 

There are several problems that advanced IT can not solve in conducting QR 

among sectors in the international apparel industry; (a) the insufficiency of 
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communication among sectors; (b) the difference of working environments; ( c) the 

shortage of high-tech abilities in the countries focusing on low labor cost; and ( d) an 

invisible price pressure from buyers. These problems in the international apparel industry 

preclude the apparel industry from gaining the benefits of implementing effective QR in 

the industry. 

According to the Web page "Designed in New York, Made in New York," 

(Linda, 1999) both the designers and manufacturers in New York do not fully display 

their ability and potentiality due to the insufficiency of communication and the lack of 

information co-ownership between designers and manufacturers in the industry. In 

particular, Greenbaum (2004) indicates that the reason for ineffective relationships 

between retailers and manufacturers is that their insufficient essential technologies such 

as radio frequency identification (RFID) and the consumer packaged goods (CPG), have 

the limited use of market information, and have a lack of established collaborative 

business practices. Also, retailers such as Wal-Mart and JCPenny just open their all 

information such as material, production and product prices through their Web site, 

'Retail Link', and strive to improve their relationships with only some limited big 

manufacturers and vendors. 

In the Washington Post, Givhan (2005) indicated that name designers believe 

that clothing is not a simple product but an artistic work they create. Whereas many 

designers want retailers to display and sell their merchandise as a work of art, they also 

do not accept devaluation of their works in the market. Because of this difference in the 

conception about products between designers and retailers, they have difficulty in 

working together or making contracts. 
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Another reason preventing firms from effectively implementing QR within 

global environments is the shortage of technologies in some countries. For example, 

McRee (2002) found that although Sub-Saharan Africa has enough labor resources, and 

the governments have strong desires to increase development, many overseas suppliers 

are reluctant to invest the huge capital in order to develop apparel facilities because of 

time constraints, communication problems, and transportation costs. The problem is that 

it takes a long time to launch and run QR quickly. 

Each sector has also different working environments. Generally, a manufacturing 

system has been located in the countries such as China, Vietnam, and Mexico where they 

have low labor cost and enough labor resources. On the other hand, designers are in the 

cities such as New York, Toyko, London, and Milan. Whereas designers are very 

sensitive to fashion trends and changes, manufacturers manage production schedule and 

costs of manufacturing. During the production process, differing opinions within the 

different environments might create mistakes in manufacturing. Such mistakes are likely 

to adversely affect manufacturer's ability to maintain production schedule and delivery 

dates within a vertically integrated line. 

As mentioned above, since there are several negative factors preventing a firm 

from implementing QR in the industry, it is important to find and set up appropriate QR 

strategies within the global supply chain. This means that, since scale and position of 

each apparel company are different in the market, they have to find the best QR strategies 

for themselves and their industry partners. According to the report published by the 

Graduate School of Stanford University (2002), NIKE is increasing their direct marketing 

channels between NIKE and end-consumers as they take advantage of enhancing their 
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internet Web site. NIKE knows that the products made in foreign countries take a long 

time to get from foreign producers to end-consumers. In that, NIKE has also recognized 

that they cannot come up with consumers trends which are quickly changed by the 

external environment with traditional methods any more. The example indicates that an 

efficient QR strategy can reduce inefficient relationships among sectors and access the 

market directly. 

2.5. Summary 

The literature reivew consisted of four parts except the summary, and its contents 

was related to relationships between the roles of sectors and Quick Response in the textile 

and apparel industry. In particular, the literature review focused on what sectors were in 

the industry and how they were related to Quick Reponse. Through many published 

research papers, the literature review showed that there were many intangible factors 

which had interfered with implementing efficiency of Quick Response in the industry. To 

recognize the factors in detail, contents of the research mainly concentrated relationships 

among sectors which were located in different locations and then confirmed that the 

sectors had their own roles and strived to made an effort to improve efficiency of their 

works with other sectors under the global textile and apparel industry environments. Also, 

the investigation commented some retail companies such as NIKE and Wal-Mart in order 

to improve reliablity of the literature review. 



CHAPTER3 

METHODOLOGY 

3.1. Overview of the Project 
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A case study approach was used for this investigation. The case study approach 

provided for an in-depth analysis of the operations of a single company. However, a 

disadvantage of the case study approach is that the conclusions drawn cannot be 

generalized beyond the company studied. The purpose of this case study was to 

investigate the intangible factors that interfered with implementing QR among countries 

through interviews with people who are in charge of foreign business departments in the 

Korean apparel company, AGABANG. AGABANG has partnerships with apparel 

companies in the US and China. AGABANG produces and sells soft good products (e.g., 

clothes, bag, socks) for infants, and related baby products (e.g., diapers, weaning diet) to 

foreign companies (e.g., Wal-Mart). AGABANG was founded in Seoul, Korea in 1979 

and now has a total of eight brands including OZ, Dear Baby, Ettoi, and Basic Elle to 

respond to consumers' various income levels and preferences. The company employs 

about 57 designers, 31 merchandisers, and ten technicians who form the core 

administrators in the company. They are in charge of each department and brand. 
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AGABANG recorded sales in 2005 were about $153,400,000; producing for 700 

chain stores in both domestic and foreign markets. AGABANG sales are achieved mainly 

through two sources; exports are 32.2 percent and domestic sales are 30.0 percent. The 

AGABANG export team is made up of three core teams working with brands for Wal

Mart (e.g., baby collection, George); other export teams are in charge of AGABANG 

U.S.A and Land-Mark. 

AGABANG founded foreign sales agencies including AGABANG U.S.A and 

AGABANG China, and has relationships with foreign retailers (e.g., Wal-Mart). For 

example, the company started its foreign business with Wal-Mart in 1998 and has 

received the Best Vendor Award from Wal-Mart in 1999. In an effort to continuously 

reduce production costs, AGABANG has set up foreign manufacturing systems in China 

and Vietnam. Now AGABANG runs a foreign plant in Yantai city of China and is 

constructing a second plant in Jakarta, Indonesia in South Asia. Through these foreign 

plants and outsourcing, AGABANG makes an effort to reduce production costs and 

realize sales profits. In addition, AGABANG runs diverse on-line and off-line stores 

including department stores and cable television in its domestic market. The diverse 

relationships and foreign experiences of AGABANG make it an appropriate case for 

investigating the factors that interfere with implementing Quick Response. In 

particularly, I focused on the problems such as working relationships and shortages of 

sharing information between or between people and their jobs. 

3.2. Sample Selection 
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The company, A GAB ANG, which is one of the largest baby apparel companies 

in South Korea, is the focus of this study. The number of employees of AGABANG is 

about 300, and they belong to various divisions of AGABANG (e.g., foreign sales, 

domestic sales, manufacturing, design & graphic design, goods inspection, affairs). 

Among the 300 employees, I collected information from participants who were 

in charge of foreign sales businesses, including a manufacturing and design department. 

Individual interviews were conducted with questions regarding the problems such as 

management of foreign laborers and sharing information with subcontractors who were 

not in the same location. Also, the opinion of another participant who was a subcontractor 

for AGABANG was added to show the problems of the relationships and of the business. 

Their opinions and answers were the key information consisting of the paper's results. 

3 .3. Procedure 

The data were collected from six participants who were in charge of foreign 

business aspects of both the manufacturing and sale departments in AGABANG. The 

researcher's questions focused on the participants' perceptions of the difficulties 

encountered in implementing Quick Response. Therefore, the researcher allowed the 

participant to speak freely regarding their job, difficulties in working with various 

sectors, and successes and challenges they faced. All interviews were approximately a 

half of hour and tape recorded. All participants had at least two years or more experience 

in the industry. Additionally, the interview was conducted in the summer when the 

apparel company was preparing for the winter season and schedules were crowded (i.e., 
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shipping products, sending production samples). The focus of the interviews was on 

problems related to QR during this time period. At this time, the workers were frequently 

connected with the foreign business partners. The interviews were conducted in the 

participants' offices and the researcher recorded their opinions in a recorder tape during 

the interview. After the interview was completed, their interview contents were 

transcribed in Korean and then translated into the English. Also, to increase the reliability 

of the interview content and to prevent artificial manipulation of the author, another 

Korean who was proficient in English participated in reviewing the contents of the 

interview with the recorder tape and the translated paper. Lastly, after comparing both 

versions of the transcriptions, the researcher identified the themes that emerged from the 

interviews (see Appendix for the transcriptions). 
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The purpose of this study was to investigate diverse factors which interfere with 

QR in the international apparel industry and to conduct research of how those factors had 

influence on each sectors. The research question was: what intangible factors among the 

sectors interfered with effectively implementing Quick Response strategies in the 

international apparel industry? To investigate the research questions, six people who were 

working in and for AGABANG Co. were interviewed. These participants represented 

different positions and views demonstrated their opinions regarding Quick Response, and 

why they could not efficiently perform Quick Response in their work. 

[l. Supervisor, Export Team 2) 

[2. Merchandiser, Material Team] 

[3. Supervisor, Manufacturing Team in China] 

[4. Designer, International Business Unit] 

[5. Subcontractor, Material Agent Company] 

[6. Supervisor, Export Team 3) 
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Even though their opinions and views would be subjective and the number of 

interviewees was small, many parts of the co:ntent of these interviews were in accord with 

the literature review presented earlier in this paper. 

Supervisor [participant!] approached the issues of QR with a strategic view of 

A GAB ANG Co. This participant explained that the supervisor, who was in charge of the 

export team, had to consider the relationships with several buyers and to make a flexible 

and long-term manufacturing schedule with local manufacturers and buyers. This 

participant stated, "First of all, there is a time difference between America and Korea. We 

usually consider that there is one day time difference between America and Korea. So, if 

we want to work with them at the same time, we have to work after our office hour. 

Actually, if we want to talk on the phone with them on their office hour, we usually have 

to wait until about 11 pm even though we say there is time difference between the East 

and the west. That's why we don't call them very often unless it is emergency. It is 

obvious that it takes more than a day to contact with buyers and producing center while 

we are fixing the progress of the trade with both buyers and producing center (China). 

We have producing center in China. We can contact with them in real time. However, 

when we need to be checked from the buyers, we have to wait at least a day. We mainly 

do the paper work currently. Compare to the past when we use the fax or telex to contact 

with the buyers, it has become a lot easier. Unlike the past, the work environment has 

improved a lot. We couldn't work only with a Telex, we had to wait until 11pm to make a 

phone call. Even if we do make a phone call, we couldn'tleave evidences. We couldn't 

record every single call. But now, we have e-mail. It leaves evidence, so we can clarify it. 

The situation has become better on the buyers' side. For us, also, it had become easier to 
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approach to them. Recently, for example, we are having some difficulties to get through 

the phone call with producing centers in Vietnam, Cambodia, and Bangladesh. 

Especially, lots of the orders from America or Europe go to Bangladesh, it is really hard 

to contact with them. First, because of it is limited if lots of people call, not all of the calls 

can get into the boundary. It won't even come through the boundary which will cause a 

lot of problems. It causes the time delay. Especially in emergency, it is very inconvenient. 

There are lots of Korean branches in Bangladesh, Cambodia, and Sri Lanka. But, even 

though internet is becoming more convenient, it is actually hard to be in correspondence 

with these countries by e-mail. Compare to this, we scarcely have a problem to contact 

with America and China." 

However, this participant noted that, whereas communication methods could be a 

small problem, it was more important for vendors and manufacturers to adapt changes in 

a buyer's policies and products based on changing market trends. He stated "We are the 

remote from the buyers, and we have different ethnicity, we have to admit that it, of 

course, takes time for us to adapt to the given circumstances of new items or new 

policies. It will be at least one season, about 6 months. In the same way, a buyer who 

strongly sources is likely to go where it had already happened. I mean, we go where the 

experienced vendors or manufacturers are and start sourcing from there." He also 

mentioned a difficulty of insufficient information regarding confirmation lines of the 

company "In the procedure of socks, many categories should be done at the time. For 

that, it would be all rejected if we don't have any ideas what to be ready, causing us to 

waste time from keep resubmitting the requests. No, they don't care because it is the · 

organization. Any organization comprises many departments, which have their own 
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functions. QC inspections don't care about whether the items will be sold well or not. 

Like the function of a merchandiser, it cares about where to arrange the items for display, 

and determines the price. We must take care of those various departments of buyer's 

organizations. Given those circumstances of SOP, it keeps being delayed if we don't have 

any information about it. It's not done at only one point. The inspection first could be 

done by the request at the third part like KATRI or KOTTI. In this case, we could've 

made any mistakes if we hadn't had any information mentioned above. We get the job 

done pretty quickly when we already know the stuff." 

Whereas the supervisor had a broad strategic view about Quick Response, 

merchandisers and designers who directly manage and come into contact with Chinese' 

manufacturers and sub-companies face diverse experiences regarding Quick Response; 

many of which affect the optimal flow of the products in the international supply chain. A 

merchandiser [Participant 2], who controlled the manufacturing system and dealt with 

materials as well as accessories, stated "Most of buyers want to make an intangible price 

competitive system that is similar to an auction by their orders among some qualified 

vendors to reduce production costs through the competition among them. Although they 

do not ask vendors to go to more inside of China or South Asia having a lower labor cost, 

merchandisers must go there in order to look for those manufacturers who have lower 

labor and production costs. However, we assert that it might be dangerous work because, 

although merchandisers can sufficiently reduce production costs in there, they are going 

to have a relatively lower chance to meet qualified labors who have strong professional 

consciousness and manufacturing systems, which mean that merchandisers should spend 

more time to handle the manufacturing systems and unqualified labors, and we might 
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need a long delivery time due to impetfective infrastructure in there. Therefore, it would 

have significant influence on the products' quality, due date, and Quick Response 

systems buyers want to bring in market." 

In China, several Korean manufacturing supervisors work in managing 

manufacturing processes from shipping to managing Chinese laborers. However, they 

have a difficulty in dealing with a working style of Chinese laborers due to differences in 

a culture and labor environment related to a labor law under a socialist government and 

its long history. In addition, it is also difficult to form the best manufacturing team 

because of a shortage of people who were able to handle high technology systems such as 

CAM and CAD in specific areas. Supervisor [participant 3], who had worked in 

AGABANG China's manufacturing system for two years, stated "It is different between 

when working with Koreans and when working with different ethnicity. It sometimes 

happens when we don't understand what they are thinking. For example, in Korea, when 

I said, "I have to get this simple until tomorrow morning," Korean contractors will stay 

up to finish our requests because they know it was about big orders from Wal-Mart or 

Target. However, there is no such thing in China. They never do that even if the vendors 

are in emergency situation." Also, he commented on the importance of appropriate labor 

arrangement in the system: "The reason we go to China and hire people is that we need to 

save money. If we don't manage people well, there is no purpose to go overseas. For 

example, say 10 Chinese do a job that a Korean can do. It is very inefficient and the 

procedure will be even more complicated. If the training systems are not improved better 

in China, it is hard for any companies to move up to more advanced level. That is maybe 

why companies try to recruit competent persons over the world." Accordingly, he advised 



that, since the apparel industry needed laborers' cooperation in the plant, AGABANG 

Co. should prepare qualified human resource management systems or manuals to 

effectively manage the laborers and to run the plant in the foreign countries. 
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The foreign designers who examine original designs and prepare production 

samples assert that the flow of the products can be affected by inefficient relationships 

between the designer and the Global Procurer (GP) in the supply chain because a GP 

affiliated with a big buyer is not a designer but an assistant to help a buyer. Therefore, the 

designer and GP often have different opinions about the design ordered from a designer 

in Wal-Mart. The designer [participant 4], who was in charge of some production 

samples of Wal-Mart, stated "Another frustrating factor is the fact that our work is looked 

upon by people working as the middle man between the buyer and the designer which is 

us. They look at our work and product and say all these things whether it will work or 

not, however, how can they do this when they don't know anything about designs? I 

would prefer speaking directly with the buyers and settling for what they actually want 

from us rather than what the middleman think that the buyers desire from our work as 

designers." 

As another sector in the international supply chain, the position of a 

subcontractor [participant 5], who provides vendors or merchandisers with cloth, have a 

variety of relationships with others along the supply chain. He emphasized that, to 

prevent problems and improve efficiency of work, he often must split orders received 

from vendors among qualified local manufacturers because the due date was shorter than 

before in order to adjust to quickly changeable trends in the market. This subcontractor 

stated "More importantly, the order from buyers is getting vague with frequent changes 
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which managers are confused about. That way it seems there are more problems than 

before. Huge buyers used to make a certain order, which most things are already 

confirmed. Buyers first confirm the quality of items such as color, which takes at least 15 

days, and finally make an order with the specific quantity. That is why I think it is faster. 

They make sure that we have all the details before they make an order so that both buyers 

and suppliers have no problem. Buyers first confirm the quality of items such as color, 

which takes at least 15 days, and finally make an order with the specific quantity. That is 

why I think it is faster. They make sure that we have all the details before they make an 

order so that both buyers and suppliers have no problem." 

However, another supervisor [Participant 6] had a different view about the issues. 

He thought that, since the apparel industry had quickly adopted the outsourcing system, 

successful apparel companies had deeply considered these issues for a Jong time and had 

settled those issues among sectors though developed technology systems and information 

from buyers. However, those apparel companies that had not solved these problems had 

been slowly removed from business. The supervisor who was in charge of the export 

team [Participant 6] stated "Outsourcing business have been begun 20 years earlier than 

any of business because of higher labor costs. Therefore, it is pretty systematic about 

outsourcing ability. All the information is opened. It is not the problem when we say that 

we couldn't get the enough information about something. It could be for the smaH 

business. It wilJ be the problem when deciding whether or not we or they are the right 

partners in size, credibility, partnership." Also, he expected that many apparel companies 

that had no qualified systems such as high technology and systemized human resource 

management wil1 go out of business. 
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CHAPTERS 

_ 5.1. Conclusion 

Through the result of the paper, the research found that there were diverse 

intangible factors among sectors that interfere with effectively implementing QR 

strategies in the international apparel industry. Among the intangible factors, the research 

pays attention to three factors: 1) production costs through competition among qualified 

vendors, 2) different labor and culture environments, and 3) shortage of information 

sharing among sectors. In particular, under competition systems among vendors or 

merchandisers by a buyer, the research found that a relationship between production costs 

and Quick Response was reverse through the interview and example of AGABANG Co. 

This means that an apparel company that wants to employ lower production costs may be 

disturbing implementation of efficient Quick Response systems in the international 

apparel industry because vendors should go inside of China or South Asia to source a 

manufacturer who is able to produce the products with low production costs. However, 

they will face at more divergent labor environments and a shortage of information 

according to the long distance from a manufacturing system to shipping area in the 

international supply chain. 
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The merchandiser and manufacturing supervisor also assert that it is difficult to 

manage the lowest production cost and efficiency of Quick Response in the international 

supply chain simultaneously due to a different labor culture and shortage of information 

among sectors. For example, according to investigation regarding AGABANG Co., 

although AGABANG Co. has manufacturing systems in Yantai city that belonged to 

Shandong where this area have diverse advantages such as proximity to abroad and easy 

shipping point as areas of the coast line (e.g., Jiansu and Shanghai), it decides to build, as 

the second plant, new manufacturing systems around Jakarta of Indonesia in South Asia, 

with giving up a variety of advantages the coast areas have, because it has to look for 

lower production costs than before due to invisible cost pressure. However, A GAB ANG 

Co. might be going to spend a lot of time to adapt itself to new foreign labor cultures and 

environments, and its new plant should make optimum schedules to adjust to a policy of 

the buyers under unusual environments. 

Within the relationships among sectors, the researcher noticed the processes of 

how a buyer had vendors and merchandisers to go abroad to look for the lowest 

production and place that had appropriate manufacturing environments. This means that 

the movement of AGABANG Co. would significantly affect efficiency of Quick 

Response in the international supply chain management. However, some people assumed 

that the intangible factors had been slowly removed by standardized manuals and 

information systems big buyers such as Wal-Mart and JC Penny had provided. 

For reference, in conducting this study interviewees gave advice to improve 

efficiency of Quick Response. They noted it was important for an apparel company to 

maintain a fixed supply chain in order to create efficient Quick Response with high 
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technologies and standardize human resource manuals. This means that a long practiced 

teamwork of sectors in the international supply chain is imperative to set up an effective 

Quick Response system. However, it is not easy to maintain a long practiced teamwork 

because vendors or merchandisers should change their chains to get out of invisibly cost 

pressure by a buyer. Accordingly, if an apparel company wishes to set up an efficient 

Quick Response in the international supply chain, it should consider appropriate balance 

between production costs and efficiency of QR according to its position and apparel 

items in the industry. This means that the apparel company has difficulty in making 

improvements through reduction of production costs, while enhancing a synergy effect 

between qualified labors and manufacturing systems at the same time. 

5.2. Implications of the study 

This study provides information regarding the intangible factors related to QR in 

the textile and apparel industry. Through this study, many textile and apparel companies 

in the textile and apparel industries should consider of how to make an efficient working 

environment by tangible QR system with decreasing intangible factors. To efficiently 

respond to market trends, it is insufficient that only tangible QR systems cannot promote 

QR because a key which drives the industry is relationships among people which work in 

different places due to international economy conditions and environments of each 

country. Therefore, before each apparel and textile company conducts QR with a tangible 

QR system, they should clearly grasp their industry position and investigate what 

intangible problems may happen in their international supply chain. 
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5.3. Limitations of the study 

This research gave salience to the several intangible factors but did not provide 

any solutions related to the intangible factors associated with Quick Response. Solutions 

will vary according to companies' relationships and positions in the industry or supply 

chain operations. Also, the research investigated only a viewpoint of six employees of 

one company. In the industry, there are many kinds of companies which have more 

diverse relationships than those of AGABANG Co. either employing workers in or 

contracting with many foreign companies. To expand the understanding of supply chain 

management and Quick Response, the industry should also have interviewed foreign 

employees who work in AGABANG Co. regarding their works and standpoints. These 

employees' positions may have been different from AGABANG Co. and its supervisors. 

In addition, a better understanding of Quick Response factors would have been garnered 

by examining several companies which have a similar supply chain structure. By doing 

so, business strategy of AGABANG Co. and the other companies could have been 

compared. 

5.4. Future Research 

Finally, the future goal of my study is to develop an expected supply chain model 

which provides estimation of efficiency of a new global outsourcing as a supply chain 

when a subcontractor makes it in another place where a vendor can reduce production 
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costs more. I anticipate that many vendors and merchandisers will source in China due to 

rising labor costs and set up manufacturing systems as a new global outsourcing in Asian 

countries. I will investigate relationships between efficiency of Quick Response and 

production costs of a new global outsourcing, as a link between unemployment and real 

Gross Domestic Product. This means that, as I analyze two representative changeable 

factors such as costs and efficiency through numerical information of some apparel 

companies when the company promotes a new global outsourcing, I wish to make a pilot 

model in order to evaluate efficiency of a new global outsourcing. 
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Implementing Quick Response (QR): Successes and Challenges 
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What is the Purpose of this Study? 
The purpose ofthis study is to investigate the successes and challenges in implementing Quick 
Response strategies in the international apparel industry. We are most interested in the intangible 
factors (e.g., communication) that may interfere with effectively implementing Quick Response 
strategies; specifically focusing on the relationships among sectors such as designers, 
manufacturers, and merchandisers. 

What is the Purpose of this Form? 
This consent form gives you the information you will need to help you decide whether or not to be 
interviewed for this study. Please read the form carefully. You may ask any questions about the 
research, the possible risks and benefits, your rights as a volunteer, and anything else that is not 
clear. When all of your questions have been answered, you can decide if you want to participate in 
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Why Am I Being Invited To Participate in this Study? 
You are being invited to take part in this study because you are currently working in the international 
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Procedures and Confidentiality 
Participation in the study will consist of an interview. You will be interviewed in a private office. 
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for effectively implementing Quick Response within the international apparel industry. 

Your responses will be audiotape recorded. If at any time during the interview you do not wish to 
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of your responses and will be available only to the two investigators for analysis purposes. Your 
name will not be associated with your responses during the interview of analysis purposes. 
Results will be reported in a way that you cannot be identified. The audiotapes will be stored in a 
locked cabinet. Upon completion of the study, the tapes will be destroyed. By initialing in the 
space provided, you verify that you have been told that audiotapes will be generated during the 
course of the interview. 

Participant's initials. 
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What are the Risks and Benefits of this Study? 
This study will contribute to our understanding of implementing Quick Response strategies in 
the international apparel industry. There are no foreseeable risks associated with your 
participation in the study. 

Voluntary Participation 
Participation in this study is completely voluntary. You may refuse to answer any questions or 
withdraw from the study at any time. If you choose to withdraw from this project before it ends, 
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Interview 

Interviewer: I am investigating Quick Response (QR) and factors that interfere with 

implementing effective QR in the international supply chain. Could you explain 

what the factors are? How do these factors have influence on QR through the 

international apparel industry including the US, Korea, and China? 

Supervisor I: It is basically impossible to make communication between Korean and 

the US in real time due to a different date. Of course, we can come into contact 

with a buyer in a case of emergency by a phone. Therefore, this means that we 

are not capable of doing work in real-time. However, by development of a 

telecommunication technology, working environments of a workplace is better 

than those days when we used to a fax and Telex. In those times, it was not easy 

to find evidence of communication among them. Now, as we use email, we can 

make evidence and make a clearance of contents of the communication. Buyers 

are also blessed with an advanced telecommunication. However, if our orders are 

processed in South Asia such as Vietnam and Cambodia, we will face 

considerably poor communication environments. Even in Bangladesh since there 

are few telephone lines, we have difficulty in calling supervisors who are in 

charge of work there. 

Interviewer: Whereas the Chinese apparel industry has diverse apparel technology 

systems such as CAM and CAD, Bangladesh and other undeveloped countries do 

not have these systems. How do you manage these problems? 

Supervisor I: Comparing those of China, working environments in these countries 

are basically restricted by their poor telecommunication infrastructure. However, 
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AGABANG Co. has no problem regarding communication itself because our 

main manufacturing systems are located in China, whose infrastructure is better 

than those of South Asia. 

Interviewer: For instance, in some cases, when you feel that you would like to 

discuss problems with a buyer directly, how do you drive them during work 

processes? 

Supervisor]: The problems mainly rely on the man power. In this case, the staffs who 

work in AGABANG Co. directly come into contact with a buyer and persuade 

them with some proper reasons. However, it is not easy to recruit people who 

have the abilities of the negotiation and communication skills in Korea. 

Interviewer: What are the problems you mean specifically? Could you talk about 

several examples? 

Supervisor 1: In a case of buyer's order, there are no problems if we already have 

stored information about the order from prior works. However, if new policies 

and items will be added and applied in a season, we might have difficulty in 

adapting them enough to have complaints or claims from the buyer. For instance, 

if we assume that we process an order of new items, staffs that are in charge of 

the work might make diverse mistakes despite accurate information because he is 

not accustomed to it. In this case, we have to persuade a buyer with appropriate 

reasons. If not so, we will have to break a Letter of Credit (LC) as well as 

delivery date, and lose a buyer's confidence. Sometimes, buyers used to change a 

production policy, but there is a case that their policy is not matched with that of 

a vendor or manufacturer. In this case, it is also important who deals with the 
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policy with a power, and position in the company. According to their policy, we 

might spend a lot time only discussing it with a buyer by email. In a case of 

involving a middle agent or another vendor in the supply chain according to 

features of a quantity, a price of product, and a quick response policy of 

company, we need much time due to the long approval lines of each sector. 

Interviewer: Could you talk about an item as an example? 

Supervisor 1: In a case of socks, most of the middle vendors do the work because 

production of socks requires many test categories through Customer Testing 

Laboratory that is managed by Wal-Mart, which might give rise to increased 

production costs and much time. Therefore, it is not relatively easy for foreign 

big vendors to handle it with a consistent policy and low production cost without 

accurate information. 

Interviewer: Do you mean that the test needs much time in order to check the 

categories? 

Supervisor]: Of course, as I said, the test categories of socks are more than those of 

other items. If there is a small mistake, it might be rejected, and vendors should 

repeat the processes until it passes. 

Interviewer: Does a buyer know that it will need much time to produce the item? 

Supervisorl: Yes, it does. However, a buyer does not usually allow a vendor to have 

more time because an organization of the buyer is divided into diverse 

departments according to their works. For example, a QC department of the 

buyer just knows their work, and does not care for the due date related to the 

vendor's items. Accordingly, if there is the shortage of sharing accurate 
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information of the products between a buyer and vendor, it might be linked with 

a production accident. I feel that foreign vendors need at least six months in 

order to adapt for a new policy and item without making mistakes. We should 

recognize that foreign vendors work in a foreign place having different culture 

and long distance. Due to these reasons, a buyer also strives to recruit qualified 

vendors who are able to quickly conduct the work in the world. 

Supervisor2: In the past period of the international trade, direct contacts between a 

buyer and manufacturer are the mainstream. However, the mainstream of current 

international trade is multiple trades among countries. For example, yam 

products can be produced in India, sub-materials such as buttons and trim can be 

provided in Korea, and manufacturing is mainly conducted in China. 

Interviewer: Under the environments, what factors can interfere with implementing 

QR? 

Supervisor2: Before 10 years ago, there were many intangible factors that had 

significant influence on QR in the international supply chain. For example, in the 

beginning period of outsourcing, AGABANG Co. had to hire Korean-China 

people who could speak both languages to conduct work. However, we have 

almost no problem to process the work with high technology without problems 

regarding communication skills and local poor infrastructure. For instance, even 

though infrastructure and air cargo systems of Vietnam are poor, its laborers are 

honest. Also, Korean technicians help them to recover from the problems very 

well. 
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Interviewer: However, I think that the procedure speed from a manufacturing place to 

market in China is slower than that in the US due to several conditions such as 

distance, technology systems, and the shortage of sharing information related to 

sales. What do you think about it? 

Supervisor2: In the beginning period of the business, there were the problems as I 

said. However, to deal with the problems we cannot solve, another sector, an 

agent, has to come into existence in the international supply chain. 

Interviewer: Could you point out several problems the agents can contribute as they 

become involved in the supply chain? 

Supervisor2: It is almost impossible to directly work with Chinese manufacturers 

because a buyer can not go and come back to China every time, due to time and 

expenditure. Therefore, they have to come into contact with a person who knows 

a variety of features of China and has the ability to source qualified 

manufacturing systems. For instance, as we know, there is Li and Fung Limited 

located in Hong Kong. It is capable of sourcing two hundred manufacturing 

systems and provides products with a price in China. This means a new 

construction of the international supply chain. In this case, a buyer would not 

know who is a manufacturer, while the manufacturer also does not know who is 

a buyer. 

Interviewer: Is there no problem regarding sharing information between them in that 

case? 

Supervisor2: I think there is no problem because agents strive to fu]]y share 

information with other sectors. What we should apparently recognize is that, 
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since the apparel industry has processed an outsourcing system in the foreign 

country earlier than any other industry, its supply chains are considerably 

systemized. Therefore, in some cases, we can accelerate a production pace as 

quickly as that in the US. Also, there is no difference whether there are 

manufacturing systems or not because most of their shipping is conducted by an 

air shipping in luxurious items. 

Interviewer: Have you had an awkward experience due to the shortage of sharing 

information from an agent or buyer? 

Supervisor2: Before I answer the question, I would like to discuss current 

environments of the international apparel industry. Now, the apparel industry is 

being divided into two kinds of markets. Whereas, in the big market, the 

problems you pointed out are being almost removed by using high information 

technology, the apparel companies in the small market are concerned about them 

until now. For example, Sea-Hwa Co. exports the apparel products about seven 

billion dollars in Korea, and Wal-Mart imports about ten billion apparel products 

from Korea. However, Wal-Mart works with just seven or eight big vendors in 

Korea perfectly opening retailing information related material and product prices 

through Web site called 'Retail Link'. We can absolutely share information with 

a password Wal-Mart gives. Through information Wal-Mart provides, we 

accurately make sure all products and materials prices. Of course, I suppose that 

big buyers (e.g., JC Penny, Target, Gap) might provide the same information to 

their vendors. Therefore, I think that the problems you are investigating are 

slowly removed in the big market at least. 



Interviewer: Do you mean that the market is being segregated into two kinds of 

markets? 
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Supervisor2: Finally, companies which are not combined into the big market will 

disappear in the market soon, which means that the apparel companies which 

have no competitive systems are not able to source qualified vendors in the 

future. Therefore, it cannot provide a reasonable product price in the market. 

This is a kind of survival game. Now, big buyers also give their order to merely 

some vendor and require them to reduce production costs in order that vendors 

can carry out scale of economy indirectly. Also, as big buyers reduce roles of the 

agent, they want to decrease the supply chain in order to cut down lead time. 

This means that roles of each sector are complicated, as their scale is much 

bigger than before. 

Interviewer: Do you think that buyers are trying to decrease the supply chain to 

improve its efficiency? 

Suppervisor2: Maybe, however, it does not mean a direct business between a vendor 

and buyer without an agent. What I mean is, whereas a vendor and manufacturer 

work together as a team, an agent and buyer work together as another team. 

Therefore, it is necessary to consistently maintain close cooperation among them. 

Supervisor3 (manufacturing): Normally, vendors go to the US to have an order from 

a buyer and then will go to Chinese manufacturers to produce products. In there, 

vendors make samples and send them to GP and buyer, and individually receive 

confirmation from them. Finally, vendors also check production samples and 
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send them to Chinese manufacturers to produce final products. As you know, 

since there are a lot of processes, if a small problem is founded in there, we have 

to repeat the works until we complete them within a limited schedule. For 

instance, in a case of China, there is no problem due to proximity between Korea 

and China, even though we make a sample again. However, if we make a sample 

in Guatemala or other places, it will take three days to only send the sample by 

DHL. Therefore, manufacturers are always concerned with a production 

schedule. Also, foreign supervisors, sometimes, feel a difference of labor culture. 

The local laborers never consider the situation of the other sides, such as foreign 

vendors and buyers, whether the work is in great haste or not. This means that a 

personal schedule of each laborer is the first, and then the work is the second. 

Interviewer: What do you think about Chinese labor laws and China's shipping 

systems? 

Supervisor3 (manufacturing): There is almost no difference between China and 

Korea's labor laws and shipping systems. However, a problem we have in China 

is that we have difficulty in sourcing some qualified manufacturing plants within 

a certain area due to a vast land of China, which means that we should spend 

more working on each plant. Also, it is not easy for vendors and manufacturing 

supervisor to efficiently manage the sub-manufacturing systems. In addition, 

man power is a magnitude factor because the apparel industry requires it in every 

process of the work. Therefore, it is very important for the apparel company to 

how a manufacturing manager organizes an efficient manufacturing team and 

consistently drives it. 
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Interviewer: Could you define a qualified manufacturing team? 

Supervisor3 (manufacturing): For instance, whenever people should put data into 

CAD to run the system, Koreans cannot go to China every time. Therefore, the 

apparel company should educate local laborers enough to control high 

technologies, which mean that the apparel company should improve their 

potential, and then appropriately arrange them in order to save labor costs in the 

systems. However, many apparel companies in these areas have almost no 

human resource education systems, and simply single out laborers whenever they 

need, and then fire laborers if they do not need any more. The poor human 

resource management systems will ultimately increase labor costs of those 

people handling a high technology there. 

Interviewer: What you mean is that efficiency of the manufacturing team might have 

an influence on the adaptation of external environments and QR? 

Supervisor3 (manufacturing): Of course, I am supposed that the apparel company 

that does not set up a qualified human resource system will not be able to make 

any development in the future and disappear from the industry. Accordingly, the 

Korean apparel companies should start to develop setting up qualified human 

resource systems to systematicalJy manage local laborers. 

Interviewer: If you are in charge of a certain design part of Wal-Mart, what do you 

do if you do not understand a part of original designs? 

Designer: My jobs make and develop its samples in Wal-Mart's baby collection. 

Basically, since an original paper of the design is not organized, we should ask 

everything related to unclear parts of the designs through GP. For instance, 



53 

receiving the order as a type of package with information regarding accessories 

and cloth from the buyer, we used not to confirm the cloth one by one because 

we did not have enough time. We just processed the works according to prior 

information in a case of the same style. However, it might give rise to big 

accidents. 

Interviewer: Do you often discuss procedures regarding the work with Korean staffs 

who work in China? 

Designer: Yes, I do. The brand design I am processing comes from the British, and 

the British' s measurement standard is different from that of the US. According} y, 

a pattern maker should change it according to that of the US, which makes him 

to confuse the works and used to give rise to many mistakes. In this case, we will 

have complaints from a buyer who received the wrong samples and we have to 

amend them soon. Although we should have to get confirmation in each 

procedure, we used not to have it due to a short schedule of work. This means 

that we go to next step without their confirmation, even though all procedures of 

the work should pass through the GP. Of course, we should accept good or bad 

consequences. Another thing is that, since knowledge of the GP is limited in a 

design field, I used to feel that I should directly come into contact with Wal

Mart's designers. 

Interviewer: Do you mean that you accept a claim from the buyer in that case? 

Designer: Yes, I do. 

Interviewer: How long does it take a time to complete a fall term? 

Designer: Maybe, it might take six or seven months 



Interviewer: If there were new items, would you schedule more time for it? 

Designer: Maybe. 

Interviewer: How do you process the works within a short production schedule? 

Designer: Normally, I complete the new items at first and send it to the plants in 

China. 

Interviewer: Do you frequently communicate with the GP? 
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Designer: Yes, I do. I often discuss the works with the GP according to each process. 

Interviewer: When do you feel that you want to directly talk with Wal-Mart's 

designers? 

Designer: The GP is not a designer. For example, when I try to add my design sense 

in an ordered design, it used to be completely disregarded, not by Wal-Mart's 

designers, but by the GP that do not have knowledge of design. In tfi.is case, I 

hope to directly discuss it with Wal-Mart's designers. 

Interviewer: Do you frequently discuss the designs with a pattern maker that is in 

China? 

Designer: Yes, I do. Since they have diverse experiences regarding various designs 

and designers, they understand whatever I say and explain. 

Subcontractor: I think that the problem comes from production costs. We have to go 

to China in order to reduce production costs. The pace of work is different 

according to each working season. In particular, a summer season is so busy, and 

procedures of the work might happen later than in other seasons. For most plants 

in China, it is not easy to get a capacity with a plant in a summer season, which 

means that, in particular, we have difficulty in accepting the changing orders 
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such as color modification or a mistake by staffs after the due date. For instance, 

to have a confirmation from each vendor and buyer, it basically takes fifteen 

days. Whereas accurate information regarding the orders was given to vendors 

-and subcontractor in prior times, they are troubled with a quick delivery schedule 

and changing orders without information now. Also, a CAM system has a 

schedule problem. Although we take advantage of it to save a time and 

accurately calculate the quantity of cloth, it sometimes actually used to take a 

longer time. 

Interviewer: Do you mean that, although a CAM system is accurate, it might take a 

longer time? I do not understand it. Could you explain it in detail? 

Subcontractor: Yes, I do. A CAM system is too accurate. However, nobody conducts 

work according to the instruction of CAM in a plant. Even though the CAM 

system is able to make a rough instruction, it cannot provide clear solutions 

because people are not machines. People can not cut cloth and sew cloth as same 

as an order paper of the CAM. Sometimes, following a CAM instruction can be 

linked with a mistake, and take a longer time. Also, we should recognize a local 

limitation of man power, which means that we can not bring difficult works into 

the South Asia due to the shortage of the laborer's skills. Although we want to 

conduct qualified management to process the works in there, it is impossible for 

us as a small subcontractor to do it, due to time and expense. 

Interviewer: Do you mean a difference of labor environments among countries? 



Subcontractor: Yes, I do. They were not good at processing the works without any 

instruction until now. Therefore, we have to frequently check the processes to 

prevent them from making mistakes and accidents. 

Interviewer: Do you consistently source cloth from the same Chinese company, or 

several companies? 
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Subcontractor: I had sourced cloth in one company three years ago, but I could not 

conduct works there any more because the plant was small. Therefore, I have 

divided the works into ten companies according to features of cloth. To process 

the works without accidents, I have spent two years with several Chinese 

companies. It's long time. 

Interviewer: That's interesting. Is there any problem related to customs in China? 

Subcontractor: No, there is not. Whereas China systems regarding customs are 

largely improved, those of Vietnam and Indonesia were poor until now. When 

we have to work in South Asia, it is not easy to work in there due to customs. In 

particular, in the case of Africa, a time of vessel and customs take longer than 

sewing works itself due to a poor infrastructure. 

Interviewer: Do you mean that although there is no large difference in quality of 

products among countries, external conditions such as infrastructure and 

technology might create a longer production time? 

Merchandiser: We are working with an order from Wal-Mart in Korea and China. 

Sometimes, we used to go father into China in order to reduce production costs. 

Therefore, we had difficulty in communicating with Chinese laborers there. 



Interviewer: Do you mean that, to decrease production costs, you have to go father 

into China? 
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Merchandiser: Right. However, as we go father into China, it is not easy for vendors 

and merchandisers to handle Chinese laborer there because many Chinese there 

are farmers, not laborers. They just come to a plant due to a higher salary, which 

means that we have to spend more time to educate them. Also, going father into 

China makes a merchandiser to create a longer lead time due to poor delivery 

system and will give rise to a late due date. I suppose that it is after all, a 

question of production costs. For example, Wal-Mart never gives a bunch of 

orders to only one or two vendors. Wal-Mart splits them into some qualified 

vendors and induces intensive competition related to time schedule and 

production costs. This means that we have to go father into China to source 

manufacturing systems that are able to provide lower production costs. Do you 

understand why we must go there? 

Interviewer: Does going father into of China have an influence on the quality of 

product? 

Merchandiser: Yes, it does. In a position of the local manufacturers, they prefer a 

vendor that has a lot of orders because they must consistently run their systems. 

Therefore, they are reluctant to accept a vendor who has small quantities of 

orders as well as are less interest in the order, which might drop the quality of the 

product. 

Interviewer: What do you think of the order market? Are there many orders in the 

market? 
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Merchandiser: The market is much like in an auction because a vendor that is able to 

bid the lowest production costs can conduct an order a buyer gives in the market. 

However, it might cause deterioration of the products due to low quality of 

materials and production-management. In this case, even a buyer and vendor 

might meet each other without accurate information regarding the products. 

Accordingly, the problems can be directly linked with many subcontractors and 

manufacturers. 

Reviewer 

Supervisor 1 

First of all, there is a time difference between America and Korea. We usually 

consider that there is one day time difference between America and Korea. So, if 

we want to work with them at the same time, we have to work after our office 

hour. Actually, if we want to talk on the phone with them on their office hour, 

we usually have to wait until about 11 pm even though we say there is time 

difference between the East and the west. That's why we don't call them very 

often unless it is emergency. It is obvious that it takes more than a day to contact 

with buyers and producing center while we are fixing the progress of the trade 

with both buyers and producing center (China). We have producing center in 

China. We can contact with them in real time. However, when we need to be 

checked from the buyers, we have to wait at least a day. We mainly do the paper 

work currently. Compare to the past when we use the fax or telex to contact with 

the buyers, it has become a lot easier. Unlike the past, the work environment has 

improved a lot. We couldn't work only with telex, we had to wait until 11pm to 



make a phone call. Even if we do make a phone call, we couldn't leave a 

evidence. We couldn't record every single call. But now, we have e-mail. It 

leaves evidence, so we can clarify it. The situation has become better on the 

buyers' side. For us, also, it had become easier to approach to them. Recently, 
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for example, we are having some difficulties to get through the phone call with 

producing centers in Vietnam, Cambodia, and Bangladesh. Especially, lots of the 

orders from America or Europe go to Bangladesh, it is really hard to contact with 

them. First, because of it's limited if lots of people call, not all of the calls can 

get into the boundary. It won't even come through the boundary which will cause 

a lot of problems. It causes the time delay. Especially in emergency, it is very 

inconvenient. There are lots of Korean branches in Bangladesh, Cambodia, and 

Sri Lanka. But, even though internet is becoming more convenient, it is actually 

hard to be in correspondence with these countries by e-mail. Compare to this, we 

scarcely have a problem to contact with America and China. Also, sometimes 

there are direct orders from America. Another thing we can talk about is the 

Global Procurement. This branch is really helpful when we want to exchange 

information with each others. Also, it is very accurate. Therefore, there are not 

many problems besides the time difference. I think communication between us 

and buyers and China is going well. Manpower. .. For emergency situation, we 

do use phone to talk to them directly rather than use e-mail to contact with them. 

We persuade them by using common feeling or ask them for understanding. 

When someone is faced up to this kind of situation, there is a difference among 

individuals how he handles that problems. In Korea, we definitely need men who 
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can handle those problems well. Every company would certainly want those 

kinds of men. For example, there is an item that we are handling. There wouldn't 

be any problems if we (not only us but also buyers) handle it by SOP. But if it is 

a new item, it is possible that we--have not enough information about it. Also, on 

buyer side, it may look imperfect how we approach to it. When they keep 

rejecting on the new item, we won't be able to conform it. It is possible that they 

complain about those problems. Let's say buyers order an item. Process of 

producing this item is different from the previous items'. If we process the new 

item just like the previous item, of course, the buyers would reject them. That 

can effect on the appointed date for delivery. Also that can effect on the contract 

between us and buyers. That happens once in a while. It is very probability 

problems. There are some contradictions in a actual process when they say "let's 

do this in this way and do that in that way." When we solve the problems, we 

need to contact with higher people and that take a while to do that. When we talk 

to producing center, we do make them keep the SOP. It is easier to contact with 

producing center since they are close to us. However, the buyers, first of all, 

there is a time difference. When we try to contact with them by e-mail, it takes at 

least a week or a month. When we look at the United States, its domestic 

manufacturers, promoters themselves, also perform an import function. They do 

outsourcing, meaning they do both import and selling items in one store buyer 

relation. We actually don't do business with those importers but do business with 

direct store buyers instead. In our case, we have about 700 branches over here. 

When we can't work some things out by ourselves such problems as sourcing 



61 

with direct importer function, we use a promoter function. You can think of it as 

another vendor with the respect of functionality. It is not as we directly do our 

business between the United States and Korea, but we accompany another 

importer in our business and proceed with it. In fact, importers actually have 

been taking care of these difficult items. There are items that we can't touch for 

some reasons. They actually have something to do with the quantity, price, and 

like you said quick response. When it comes to those SOP situations above, it 

can be problems, for example, when proceeding in business by having a 

conversation in English, sending an email with the second language because we 

are foreigners. In contrast, for those importers, it is possible that they can fly 

there in person to solve any issues when something happens, and make buyers 

sure that problems have been taken care of. In direct relation, like us, it is not 

that easy. It's a specific case in which agencies should be present for some items. 

For example, apparel consists of socks, underwear and so on. For socks, I was 

known that agencies take care of almost all socks. Lots of inspection lists such as 

rubber print and all that used to be done by CTL. It is, from the respect of store 

buyer, like CTL at Wal-Mart. Confirmation should be attached on the report so 

that items can be on the market. In this case, the price of socks usually goes way 

up due to the inspection for a chemistry response. However, agencies have 

abilities to make it happen. In our country, we can also solve that kind of 

problem by doing whatever they can do. It's possible, but for international 

business relations, we, direct importers, have no way to solve those situations. In 

the procedure of socks, many categories should be done at the time. For that, it 
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would be all rejected if we don't have any ideas what to be ready, causing us to 

waste time from keep resubmitting the requests. No, they don't care because it is 

the organization. Any organization comprises many departments, which have 

their own functions. QC inspections don't care about whether the items will be 

sold well or not. Like the function of MD, it cares about where to arrange the 

items for display 1 and determines the price. We must take care of those various 

departments of buyer's organizations. Given those circumstances of SOP, it 

keeps being delayed if we don't have any information about it. It's not done at 

only one point. The inspection first could be done by the request at the third part 

like KATRI or KOTT!. In this case, we could've made any mistakes if we hadn't 

had any information mentioned above. We get the job done pretty quickly when 

we already know the stuff. Because we are the remote from the buyers, and we 

have different ethnicity, we have to admit that it, of course, takes time for us to 

adapt to the given circumstances of new items or new policies. It will be at least 

one season, about 6 months. In the same way, a buyer who strongly sources is 

likely to go where it had already happened. I mean, we go where the 

experienced vendors or manufacturers are and start sourcing from there. 

Subcontractor 

The main problem is the cost. Problems occur when we send raw material to 

China for a process and have the third country for sewing to estimate the profit. 

For example, it could be when raw materials are sent from the company in China 

to the other in Indonesia or Kenya, causing delivery issues. We have provided 

goods for two Korean vendors in Africa. The "vessel line" is normally between 
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28 and 30 days, which it is unlikely to be done within those days. It actually 

takes about 40 days. This line has multiple paths. It is supposed to be 21 days to 

go from China to Madagaska in Africa with transference in islands around it. It 

actually takes 29 ~ 30 days comparing to the basis of 21 days. When transfer 

takes place with a lot of quantity, it relatively takes more than it used to be by a 

week. Summer is specially a high-demand season for us, causing overload on the 

vessel line and delay. From my experience, we are doing business with raw 

materials. Unlike the past, delivery and due date are now being shortened. More 

importantly, the order from buyers is getting vague with frequent changes which 

managers are confused about. That way it seems there are more problems than 

before. Huge buyers used to make a certain order, which most things are already 

confirmed. Buyers first confirm the quality of items such as color, which takes at 

least 15 days, and finally make an order with the specific quantity. That is why I 

think it is faster. They make sure that we have all the details before they make 

an order so that both buyers and suppliers have no problem. Buyers first confirm 

the quality of items such as color, which takes at least 15 days, and finally make 

an order with the specific quantity. That is why I think it is faster. They make 

sure that we have all the details before they make an order so that both buyers 

and suppliers have no problem. Vendors rarely use CAM system. Using CAM 

systems actually takes a lot of time. It takes a week when requesting with CAM. 

There are few people who can use CAM. It usually takes about 3 to 10 days 

when they have too many tasks to get them done. Therefore, it is impossible to 

use CAM system at the beginning. Instead, we use CAM for the final 
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confirmation. We need a CAM-experienced person and an experienced cutter. It 

is a problem that workers are changed very often and they are not even 

experienced. China is the best place to us because there are many factories with 

the whole line from the raw materials to the finishing. Despite the quota created 

in the U.S, the price in China is still cheaper than those made in other countries 

in South Asia. When buyers make an order in Korea, there is a big difference in 

estimating the cost. Easy styles such as simple T-shirts, therefore, are taken over 

by India or Pakistan, whereas it is somewhat costly in Korea where we do the 

raw materials in China and in another country for sewing. It is a huge difference. 

I mean, it is still not competitive with those countries although we reduce the 

margin from 13% to 7%. That is, the direct business without agents in between is 

becoming dominant. With all of the respects such as the details of the products, 

quality, there is a big difference in details between China and Korea. Yes, it 

doesn't seem that they don't get the jobs done efficiently with all the respects. I 

also have been doing business with vendors in China. The main problem is a 

communication, whether or not the raw materials are well processed, and lastly a 

settlement. Chinese trust us very fast when the settlement goes well, and work 

well. However, they are very inactive of what they are doing, so something bad 

is likely to happen if we don't keep them in a tight management like checking 

how they do over time, which is very inefficient. I think the working 

environment in Pakistan is better than that in China. We used to source from one 

place 3 years ago, but many delays happened from overhead, resulting in bad 

quality and quantity. We now have 10 places for sourcing, which we don't have 
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any problems like the past. We also had a process of trial and error for 2 years, 

looking into 50 places. It is easy actually. We usually get the phone call from the 

customs office, asking about the details. It takes a day, whereas it is more 

complicated in Indonesia or Vietnam, which are known as-less advance nations 

with the corruption. For example, in Africa, it takes 15 days for the clearance 

plus vessel schedule of 30 to 40 days. The sewing only takes a week. Comparing 

to those fact, external problems are bigger than internal ones. 

Merchandiser 

It is a lot more competitive than before. I have done a business with Wal-Mart or 

other buyers. Wal-Mart doesn't give an order to one vendor. I've been doing 

apparel for infants. Buyers distribute its order to more than one vendor. I think, 

from the vendor's view, it is because we could have had more power and voice 

during the settlement if they do the business with only our company. Under that 

circumstance, they had to pay us more than they have to do. For that, buyers 

intend to create the competition by having a business with many vendors to beat 

the cost down. It is getting problematic for us as time goes by. Because of the 

competition, it is hard to keep up the timeline, quality with the less cost. Since I 

am doing the apparel for infants, the capacity gets smaller if buyers do the 

business with two vendors by dividing it into boys and girls. When that happens, 

our production line will shrink. If we have many producing lines, it would be 

much easier to fine contractors and to make the items faster. If we don't have 

enough orders, contractors would be trying to do the work with ones that have 

more orders, ending up with our company's getting left behind the competition. 
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Because of that, we try to find cheaper contractors with no experience. It's a 

cycle of bad things. Going through the limitless competition, securing the orders 

and buyers, the quality usually gets worse. Distributing the order to vendors, 

small amount of order causes the difficulty of deciding the cost, time to use a 

factory which owner wants us to use as longer as possible. An owner of factory 

would care less than big contracts if the job were small. These days in Korea, a 

large-sized market is dominated against small ones that are dying. Despite this 

hard situation that we encounter, buyers keep the competitions going by 

distribution of orders. In our case, we used to have order worthy of $20 million a 

year. Under the limitless competitions, I've seen that buyers posted the cost of 

orders on-line and do business by chatting with dealers as if they were doing at 

auction. Without an enough capacity and being ready, it is likely to receive 

claims. It is a negative management. We have to know our exact capacity and the 

status of a factory. It is a very difficult situation for us as large-sized markets 

appear and untapped markets are disappearing. What I am feeling is that a yearly 

order can be predicted at some point because Wal-Mart Korea give us the 

information and suggest us a blueprint for the future. However, we are always 

worried because we don't know when buyers are going to stop and continue their 

business with us. Right now, if the contracts are canceled suddenly, we have to 

retire from the company. We are not able to predict the next 5 ~ 10 years, so we 

have to keep securing our buyers. In addition, we tend to cut down the price to 

win the competitions, causing low quality from low-leveled contractors. 

Eventually, buyers don't give a credit. Neither do managers in the company. It is 
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very unstable. As an example of Wal-Mart, it is amazing that they have a manual 

for the confirmation procedures to control the transaction. There is a saying that 

a bad workman finds fault with his tools. Even if Wal-Mart have a very efficient 

manual it is not useful when it comes to the contractors who are not used to those 

systems. They are not used to highly advanced technology like Internet. It 

means that we have to take care of everything what to do step by step. It is hard. 

It seems the cultural difference still exists. There is a case when contractors 

completely misunderstood. They were saying why they should get a 

confirmation from you even if buyers confirm them. Wal-Mart has CTL 

(Customer Testing Laboratory) for confirmation. We told contractors to report us 

before the final confirmation, but they directly sent it and get passed. Although 

the buyers confirmed it, problems like confirmation procedure between them, or 

the communications still unsolved. 

Supervisor, Manufacturing Team in China 

I usually go to the U.S to get an order from the buyer, bring it back, and hand it 

over to factories over the world. Having made a sample, factories send it back to 

Korea like Wal-Mart, we get a confirmation from GP, we again send a sample to 

America and get confirmation, and finally send it back to China and start 

producing the order. Like I say above, there are too many procedures for me to 

explain. What if the sample is rejected? If all the procedures are done in one 

place, Korea, we can make it up by making another sample. China is O.K 

because when that happens, it only takes about a day to get the better sample 

back. In other countries like Guatemala, it takes at least 3 days. Time by the 



geographical position is the main problem. Secondly, it is different between 

when working with Koreans and when working with different ethnicity. It 

sometimes happens when we don't understand what they are thinking. For 

example, in Korea, when I said, "I have to get this simple until tomorrow 

morning," Korean contractors will stay up to finish our requests because they 

know it was about big orders from Wal-Mart or Target. However, there is no 

such thing in China. They never do that even if the vendors are in emergency 

situation. It is very stressful. For the laws or policy, I don't feel any 
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inconvenient on that. Suppose when the shipment will be done tomorrow, items 

should be in the dock a day ahead. In China, they close 2 days earlier, but it takes 

little longer to arrive. Overall, it is not a big deal. Factories are distributed in the 

distance. It takes 3 hours to go from one and another factory. In the management 

view, it is harder that doing in Korea because of the distance. It is not about 

producing by machine. In every certain procedure to produce the final products, 

even using machines, a manager, personal, is needed. That is why I think 

managing people is important. When using CAD to make a sample, it is also 

done by a user. Because of labor costs, it is impossible to send Koreans oversee 

to do the CAD. If we train the natives well on CAD and position them in the 

right place and time, we can save a lot of money. However, the system except 

for huge buyers is very low-leveled. The reason we go to China and hire people 

is that we need to save money. If we don't manage people well, there is no 

purpose to go overseas. For example, say 10 Chinese do a job that a Korean can 

do. It is very inefficient and the procedure will be even more complicated. If the 
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training systems are not improved better in China, it is hard for any companies to 

move up to more advanced level. That is maybe why companies try to recruit 

competent persons over the world. 

Foreign Designer 

The role I play at Wal-Mart is by introducing products from companies such as 

George or baby collection. I receive the packages and give out samples. The 

problem at this point is where we try to design labels and advertise to Wal-Mart 

for se1ling our products, it is sometimes difficult because of the obscurity of the 

product itself and trying to get out the right message for reasons to buy the item 

in hand. Because there is a middleman handling the communication between the 

designer and a company such as Wal-Mart looking into the product, it takes a lot 

of time to get messages across to each group and it gets somewhat muddled up at 

times due to communication issues. An example of an issue is when they bring in 

products for us to design, however, there seems to be a Jack of description to 

what they actua]]y want us to do for the product. Let say there was a product that 

was similar to a previous item, however, the current item isn't described in full 

detail, sometimes the designer would just create a label for the product just for 

the sake of doing so, and it ends up being the wrong concept that the buyer 

desired. Then we waste time repeating the process because of the Jack of details 

needed to design artwork and labels for new products. Another aspect we have to 

consider the designs for the product that is sent to china to product sometimes 

doesn't have all the requirements nee 




