Introduction

This book aims to analyze the logics and instruments by which fashion
companies create collections, taking into account the variety of companies’
characteristics and business models. The collection development process
is a critical activity for fashion, that must continuously renew its offering,
and is subject to increasingly strict time, cost and quality goals. In addi-
tion, this activity impacts all phases of the value chain, from raw materials
to distribution of the finished product available to customers, also taking
into account the numerous relationships that are established between the
operators in the chain. The issue is very relevant at this time, in light of in-
novations in the scheduling of fashion shows and the timing of introducing
new collections onto the market.

The fashion system is a sum of different businesses belonging to differ-
ent sectors. Indeed, today fashion extends to product areas, such as glasses
and cosmetics, that are far from those it represented historically, i.e. tex-
tiles, clothing and the part of leather that includes footwear and accesso-
ries such as bags, belts and small leather goods. This book concentrates
on these historical production chains of fashion, the only deeply linked to
a concept of seasons and thus forced to introduce new items each season.
In particular, many concepts and examples refer to clothing, where the
product is more complex and the production chain is more structured,
even though the concepts are easily transferable to footwear and leather
goods as well. In addition, even though some international companies are
present, many of the examples in the book are drawn from the personal
experience developed by the authors in Italy.

Any fashion company must produce at least two collections per year,
even though the current trend is towards proposing additional in-season



2 FasaioN COLLECTIONS

collections, or even to place new articles on sale every one or two weeks.
Even when the collection is not completely renewed in each cycle, the rates
of presentation and delivery are pressing, leading to considerable manage-
ment complexity. Other sources of complexity are given by the number of
activities that make up the collection development process in its various
phases (analysis of sales data, definition of guidelines, collection plan-
ning, technical development, and presentation) and the variety of actors
involved. The latter belong to almost all company functions. In addition,
there are outside actors, such as raw materials suppliers or manufacturers,
that can be involved in the development processes. There must also be in-
teraction between the creative and managerial competences present in the
company. For all of these reasons, fashion collection development requires
uncommon coordination and integration abilities.

The book opens with an analysis of the variety of fashion companies
and their processes, to identify best practices and useful recommendations
for successful management of collection development. An operational ap-
proach is followed, with careful attention paid to the problems that fashion
companies must face daily. This book is the product of the work and ef-
forts of various authors, from both the academic and professional worlds.
The authors have discussed and shared the contents of the different chap-
ters, seeking to adopt a common language that, without pretending to
be universal, can bring some order to the terminological variety of the
objects, concepts, tools, techniques and roles relating to fashion. To enrich
the text numerous examples have been included, where possible citing the
company, or maintaining its anonymity if necessary.

Chapter 1, written by the editors, examines the issue of innovation in
fashion, surveying the most recent changes taking place in the sector.
Around the perpetual question of stylistic creativity and the organization-
al philosophies required to sustain it, many new phenomena revolve that
generate risks and opportunities for fashion companies, like the compres-
sion of development cycles and delivery of collections, the growth of direct
distribution, the transformation of events in the sector, attention to sus-
tainability, and also the development of e-commerce and digital activities.

Chapter 2, by Davide Ravasi and Paola Varacca Capello, identifies the
most important strategic dimensions that define the variety profiles of
fashion companies. In particular, the authors discuss the implications of
different logics of interaction with the market, based on the length of lead
times and the choice between make to order and make to stock. Organi-
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zational options are also presented to effectively define the style-industry
relationship and the licensing system. On this basis, the authors outline
two approaches to collection development: rational and relational.

Flavio Sciuccati and Paola Varacca Capello are the authors of chapter 3,
that is dedicated to the discussion of the activities in the collection devel-
opment process. This chapter starts with a description of the fundamental
elements that define a collection (that is, the positioning and intended
target, the style identity, and the collection structure) to then deal with
the management problems relating to collection planning, technical devel-
opment and presentation to the market. Particular attention is paid to the
temporal dimension of the process.

Diego Rinallo wrote chapter 4, that looks at the issue of trend for-
mation in the world of fashion. This chapter shows how trends are born
through the interaction of numerous actors who mutually influence each
other and operate at various levels in the production chain, from fabric
producers to trend hunters, from media to distributors, without forgetting
celebrities and the consumers themselves. The interaction between these
actors is not random, but centered on scheduled events, specific geograph-
ic locations and mechanisms of consultation in the sector. There is also an
examination of the new role of social media and fashion bloggers.

Chapter 5, by Giorgio Brandazza and Paola Varacca Capello, concen-
trates on the problem of defining collection guidelines (that should pre-
cede the creative development phase) starting with a rational analysis of
the sales data. The chapter deals with numerous aspects of sales perfor-
mance of fashion companies, such as actual price, margins or distribution
of sales between models and articles, examining their effects in terms of
market positioning and collection complexity.

Chapter 6, by Giorgio Brandazza and Paola Varacca Capello, discusses
an essential tool, the merchandising plan, and the figure of the merchan-
diser. The chapter illustrates the phases of building the plan and the main
problems that companies face in preparing it. The plan defines the collec-
tion structure and provides indications on the gross margins anticipated,
including by defining in detail the relationship between industrial costs,
wholesale prices and retail prices. The merchandiser, who at times is given
limited organizational power, must therefore perform a delicate connect-
ing role between the initial creation and the development of the collection.

Chapter 7, by Flavio Sciuccati and Paola Varacca Capello, takes an in-
depth look at the critical aspects of the collection development process,
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regarding planning, industrialization and variety. Fashion companies are
used to managing pressing schedules and urgent requests, but they in-
creasingly need to shift from informal practices based on personal expe-
rience to more formal project management tools. The chapter focuses on
techniques for reducing unproductive variety, providing concrete examples
and experiences.
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