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I Introduction

The apparel industry has shown enor-
mous expansion since 1980, making a
great contribution to Turkey’s trade and
economy. Companies acting in the field
of the apparel industry evolved from
simple assembly to full package produc-
ers with the experience and capabilities
developed especially after the 1990s [1].
Turkey is ranked 5th in apparel in the
world with export values of 13.9 billion
US dollars in 2011 [2]. However, the in-
dustry then began to lose ground in Tur-
key and has entered a challenging period
on a global platform in recent years.

The value of apparel exports reached
7.2 billion dollars in 2000, with a share
of 26.14% in the total exports of Turkey
[3,4]. After 2000, the share of apparel ex-
ports in total exports began to decrease in
spite of the continued increase in terms of
values. The apparel industry had a share
of 10.35% in the total exports in 2012
with 15.77 billion dollars worth [3, 4].

Basically because of the geographical
proximity, the percentage of Turkish
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exports made to EU12 and EU1S coun-
tries became 80% in 1990 and 76% in
2005 [5]. But the EU has evolved into a
more competitive market in recent years.
Even the key players and effectual part-
ners have changed with time. Turkey has
preserved its position ranked third, but
the share of Turkey in apparel imports
of EU countries decreased from 10.1%
in 2000 to 7.2% in 2011[6]. The clos-
est competitors Hong Kong and Tunisia
were replaced by Bangladesh and India
[6], which shows the agility of the com-
petition and the apparent challenge that
Turkey has come across within its most
important market.

The Turkish apparel industry has become
vulnerable to the increasing competition
from Far Eastern countries in the domes-
tic market. The amount of apparel im-
ports increased from 264 million dollars
to 3,272 billion dollars between the years
2000 and 2011[7], revealing that there is
great pressure on Turkish producers in
the domestic market.

Considering the situation described
above, it is very important for the Turk-
ish textile and especially apparel indus-
try to better forecast and prepare for the
future by implementing well organised
strategies. Scenarios are one way of pre-
dicting the future and allow to develop
future strategies that are contingent and
convenient for the objectives. However,
it is very important to determine key
strategies within the scenario for which
multiple strategies developed may be in-
fluential and dependent on others. Add-
ing a procedure for strategy assessment
within the defined scenarios enhances the
efficiency of strategy development by de-
termining the prior issues.

The objective of this study is to develop
strategies for the Turkish apparel indus-
try using an approach that determines
the key strategies by a strategy assess-
ment process in scenarios. For this aim,
an extended version of the scenario plan-
ning method based on Godet’s scenario
planning method is made use of creat-
ing an environment or future image in
order to develop strategies within it and
to build a framework for strategies to be
assessed. Strategy assessment was pro-
posed by way of considering the influ-
ence and dependency relations between
strategies within the scenarios suggested
to be implemented for. After giving the
approach proposed, the application pro-
cedure is explained for the development
and assessment of strategies for the Turk-
ish apparel industry within the scenarios
established using Godet’s scenario meth-
odology [8]. In the end, all the strategies
and the key strategies were given with
main findings.

@ Literature review

Coming from the Greek word Strategos
with the meaning ‘the art of the Gen-
eral’ [9], strategy is the path to a prede-
termined objective. Mintzberg identify
strategy with 5 P’s, which are plan, ploy,
pattern, position and perspective [10]. As
pointed out by Dyson [11], the uncontrol-
lable variables, consumer response, com-
petitive reaction, exchange rates, cultural
changes, and economic trends have a ma-
jor impact on a firm or business’ future,
leading to uncertainty, which forms the
key point of strategic management and
strategy development. Forecasting and
scenario development are the two tools
that are used to determine uncertainty
and develop a future image. Forecast-
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ing tells exactly how some variables can
change in the future usually by extrapo-
lating it from past events [12]. Different
from forecasting methods, scenario plan-
ning is a special technique for project-
ing potential futures in order to improve
present decisions. A scenario, which can
be defined as a description of a possible
set of events that might reasonably take
place [13], is based on foresight instead
of forecast. Foresight is related with the
ability to see the future [14], and scenari-
os have a larger view of different aspects
of events than forecasts [15].

There are three main groups of scenario
planning methods [16], known as the
Intuitive-logics, Probabilistic modified
trend school and La Prospective. They
differ in terms of the application steps,
the degree of quantitative and qualitative
data they were based on, and the consid-
eration of relationships between the vari-
ables. The La Prospective approach uses
the basis of the Intuitive Logics school,
but it is closer to the Probabilistic modi-
fied trend school [16]. Adding several
mathematical and computer based prob-
abilities in the combination. Godet has
long proposed a modular approach to
foresight in the La Prospective school
[17]. Godet’s methodology is known as
outcome oriented quantitative methodol-
ogy, which sets key variables for a spe-
cific subject [18].

Firstly used in the military as a strategic
planning tool after World War II, scenar-
io planning was applied in marketing and
management in different industries such
as the electrical industry [19], forestry
[20], advertising [21], the power industry
[22], e-commerce [23], and the security
equipment sector [24]. Jarke et al. [13]
states that scenarios can be used in differ-
ent fields for different uses by many peo-
ple such as the economist for long range
planning, the policy maker to weigh up
the consequences of actions and the man-
agement scientist for strategic decision
making and goal discovery. According
to Goodwin and Wright [25], once the
scenarios are generated, they can be used
for two related purposes, which are the
development of strategies and the evalua-
tion of proposed strategies with the selec-
tion of the most appropriate one. Having
been developed, the strategies should be
tested for being appropriate for the ob-
jectives of the business, major plans and
policies of the companies as well as for
the assumptions on which they are based
[26]. Schoemaker states the advantage of
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scenarios as being a script-like character-
isation of a possible future presented in
considerable detail with special empha-
sis on causal connections, internal con-
sistency and concreteness [27]. This led
scenario planning to be one of the useful
techniques that allow building strategies
to consider causal connections and that
provide a natural way of the assessment
of strategies in terms of consistency with
the goals. Scenario planning is unde-
veloped in the evaluation of alternative
strategies [25] and there are not many
studies in the literature related to strategy
evaluation within scenarios. Nonetheless
considering the usefulness of scenarios
in both strategy development and assess-
ment, an approach can be adopted ben-
efiting the modular structure of Godet’s
scenario methodology.

@ Method

In this study, strategies were developed
and assessed within future scenarios for
the Turkish apparel industry to be advan-
tageous in competing specifically in the
European market for a period of 10 to
15 years. The structure of the approach,
which was basically derived from Go-
det’s scenario planning method, is given
with the methods included in Figure 1.

The first part of the approach includes
the application of Godet’s scenario plan-
ning method to build the hypotheses and
scenarios. The second part is dedicated
to strategy development and assessment,
being the main concern of this study. In
the second part, the hypotheses and sce-
narios, which are the outcomes of the
first part, are used to develop strategies
and assess strategies, respectively.

In the strategy development step, strate-
gies are developed for each hypothesis
using the brainstorming technique with
an expert group. In the strategy assess-
ment step, the strategies are assessed us-
ing the MICMAC method, which requires
data input from the experts, who evaluate
the relationship between the strategies by
making pairwise comparisons.

The MICMAC method is a system of
multiplication of matrices applied to the
structural matrix to study the diffusion
of the impact through reaction paths and
loops; thus a hierarchy can be developed
for the variables in the end [28].In the
application of the MICMAC method, a
structural matrix that has the same strate-

First part: Godet’s scenario planning
method

First Step  :Delimitation of the system
Second Step :Identification of key variables -
MICMAC*
:Retrospective and actors’
strategies - MACTOR*
Fourth Step :Building scenarios - SMIC*

l

Second part: Developing and assesing
strategies
First Step :Brainstorming with experts
Second Step :ldentification of key strategies
- MICMAC

Third Step

Figure 1. Structure of the model applied
for strategy development and assessment;
*MICMAC: cross impact matrix-multipli-
cation applied to classification, *MACTOR:
matrix of alliances and conflicts: tactics,
objectives and recommendations; *SMIC:
French acronym for cross impact systems
and matrices.

gies both in rows and columns is estab-
lished. Each cell in the matrix shows the
direct relations between the strategies
and they are filled by the experts. In or-
der to find indirect relations within the
matrix, its square is evaluated. Each time
this process is repeated, a new hierarchy
of strategies is obtained until reaching
a stable state where the sequence of the
sum of the rows and columns does not
change anymore. After matrix multipli-
cations, an influence dependency chart
for the strategies is drawn and interpreted
as suggested by Godet.Data for the study
was provided by experts based on the fact
that personal judgments are important for
future anticipation [28]. Six experts were
selected considering their background
and knowledge. Careful attention was
given in the selection process of the ex-
perts in case the experts in groups had ex-
perience of different stages of textile and
apparel production and marketing.

The working procedure involved four
steps of interviews in accordance with
the requirements of the method. The re-
sults were checked at each step for fur-
ther corrections to be made. Moreover
the experts’ opinions were subjected to
control with inter rater agreement and
the opinions of each expert were checked
to see their discriminative power of the
expert.

I Application and results

Having been determined in study [8],
which is about the development of sce-
narios for the Turkish apparel industry,
six hypotheses and four scenarios, shown
in Table 1, were used in strategy develop-
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Table 1. Matching the scenario to the hypothesis.

Allin Fashionable Regional Technological brands
Scenarios one green fast fashion with a shift on
products brands production patterns
The low cost countries will lose
their advantages as wages v v x v
increase
The demand for techqolpgically v % % v
improved garments will increase
" The number of brands will
@ | increase, the customer base will v X v v
2 | decrease to a certain extent
‘6 . .
g The envm_)nment fnendly v v % %
< | product will gam popularity
Trade partnership activities
within the trading blocs will v x x X
increase
The product portfolio will
enlarge, the variability and v v v X

number of seasons will increase

ment and assessment steps, whose appli-
cation procedures were explained under
the titles “The application and results of
the first step: Strategy development” and
“The application and results of the sec-
ond step: Strategy assessment”.

Application and results of the first
step: Strategy development

Based on the fact that Godet’s scenarios
are the combination of hypotheses, each
one was handled independently as a situ-
ation identifying the field of strategy de-
velopment by the experts in the strategy
development step. A general objective
was determined as ‘“achieving success
within this situation” for each hypoth-
esis. The experts then made the follow-
ing suggestions for strategies to achieve
these objectives in turn considering the
situation of the Turkish apparel industry
and European market using the claims
below.

Strategies developed for the objective:
“Producing at low cost” corresponding
to the hypothesis: “The low cost
countries will lose their advantage as
wages increase”

Considering the influence of low cost pro-
ducers in the European market, gaining
the ability of producing the same quality
at lower cost would clearly be an advan-
tage for Turkey in the European market.
For this reason, the apparel industry was
suggested to decrease the amount of in-
vestments in expansion and apply some
special production techniques instead.
With this in mind some special equip-
ment and automated machines might
be used in sewing machines to produce
quality products at higher speed and low-
er production costs. Besides this work-
ers should be trained to gain specific job
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skills. An investment should be made to
modernise the facility in order to shorten
the production cycle. Modular produc-
tion and lean production were proposed
to be implemented to increase the qual-
ity and shorten the throughput time by
decreasing the work in progress. As the
raw material comprises the highest share
in the production cost, decreasing the raw
material and production cost and increas-
ing the usability of the raw material were
found to be important. These might be
achieved by increasing the efficiency of
the graphics layout and cutting procedure
in apparel companies. Different from all
these, the experts stated that collabora-
tive actions could simplify production
and a trusted and seamless supply chain
could speed up production and lower
costs if all the companies agreed on act-
ing as one production facility.

Strategies developed for the

objective: “Producing technology
intensive products” corresponding

to the hypothesis: “The demand for
technolically improved garments will
increase”

The experts stated that the first step
should be making a definition of the
technological product that would be
produced. Therefore a decision should
be made if it would be revolutionary or
evolutionary. If producing a revolution-
ary product was preferred then making
an investment in R&D should be given
higher priority than those in P&D. It
was claimed that technological garments
might be produced using technologically
advanced products such as hollow fibers,
nano-fibers, etc., that could provide spe-
cial functions like thermal comfort, elec-
tro-shielding and protection against UV

or could give better aesthetic properties
like non-wrinkling or better drapability.
Besides this, based on the type of prod-
ucts preferred to be produced, an R&D
laboratory could be built within one com-
pany or be established as a joint invest-
ment of partner companies. Some pro-
jects might be established with a univer-
sity or companies that have R&D or P&D
facilities. Cooperative studies should be
undertaken with technology producers
of technological materials or production
technologies. Finally the people working
in the industry were to be selected from
those with a high level of creativity and
capabilities.

Strategies developed for the objective:
“Building Brands” corresponding

to the hypothesis: “If the number of
brands increases, the customer base
will decrease to a certain extent”

The experts stated that the most impor-
tant thing for building a brand was the de-
termination of brand identity, equity and
then the development of a value proposi-
tion. The extent of the market in which
the brand would be promoted should be
determined before the building of brand.
This necessity arose for both the Turkish
market itself and the European market, as
these had a large consumer base with a
wide range of requirements.

Market research activities were found to
be critical for making correct segmenta-
tion and building niche brands. Niche
brands could well be applied in highly
diverse markets in which the consum-
ers had the economical power to afford
these products. The ways for branding
a method, determination of the distribu-
tion channels and advertising activities,
were proposed as branding strategies.
Specifically it was suggested that Turk-
ish producers use boutique type distribu-
tion channels as they were still favored
by many European people. Besides this
some methods like co-branding activities
with different producers or the acquisi-
tion of other brands which were already
existent on the European market were
proposed. Notwithstanding, especially
the co-branding activities could not be
regarded as brand development but could
lead to the development of new brands
using the same consumer base.

Finally building collaborative relation-
ships for a vertical supply chain was
found to be quite important for a sus-
tainable brand image. Logistic activities
were stated to be given high significance
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because the speed of distribution activi-
ties would easily influence brand image.

Strategies developed for the objective:
“Producing Environmentally Friendly
Apparel”, corresponding to the
hypothesis: “Environment friendly
products will gain popularity”

The most important problem in environ-
mental issues was about the develop-
ment of the standard because there were
different organisations and associations
writing the standards. But there was a hi-
erarchy of standards which were interna-
tional standards as well as governmental
and marketing regulations, respectively,
that companies in the industry should
comply with. Companies should focus
on the standards that were requested by
the European market.

The experts stated that the usage of en-
vironmentally friendly materials could
improve the environmental friendliness
of apparel. On the other hand attention
was drawn to the fact that not all natu-
ral fibers were environmentally friendly;
environmental friendliness could only be
understood with life cycle assessment.

In order to bring about environmentally
friendly production, integrated envi-
ronmental protection activities were
proposed, like the usage of proper tech-
nology and best available techniques.
Furthermore post production stages like
packaging and transport activities should
be paid attention to and the harm caused
to the environment reduced by using dif-
ferent types of packaging material and
preferring combined types of the trans-
port of materials, enabling the number of
shipments to decrease.

Eco labeling on garments was the other
strategy proposed by the experts, saying
that eco-labels were highly favoured by
European people. But all the production
stages should be certified to get eco-
labels, which meant that environmental
friendliness could only be achieved by
the total effort of the partners in the sup-
ply chain. An environmentally friendly
perspective could be gained in the minds
of partners of the supply chain via col-
laboratively associated projects.

Strategies developed for the objective:
“Building Trade Partnership”
corresponding to the hypothesis:

“The trade partnership activities within
the trading blocs will increase”

The primary point for building a partner-
ship was improving the infrastructure
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chosen as an eligible partner since some
partnerships would require investing in
a special type of machinery or process,
such as the implementation of common
IT tools and business models.

The secondary points for establishing a
partnership were stated to be decisions
about the type of partnership based on
monetary and legal issues, building a
partnership in supply or the market and
determination of the extent of the region
for partnership activities. For making
these decisions, the industry should work
hand in hand with government people to
discover the most advantageous coun-
tries and partnerships.

It was added that special attention should
be paid to building a brand partnership as
the brand image was very vulnerable to
that kind of experience. These decisions
were stated to be significant as they could
also lead to collaborative relationships
for the vertical supply chain.

Finally the experts stated that the benefits
of the partnership should be increased
by building mutual trust and effort in the
short term and by sharing know-how be-
tween associates in the long term.

Strategies developed for the objective:
“Designing for a Quick and Large
Portfolio”, corresponding to the
hypothesis: “The product portfolio will
enlarge, and the variability and number
of seasons will increase”

According to the experts, the product
portfolio changed according to the size
of the companies in the industry, but the
customer mindset and economy were
also important. For this reason, espe-
cially mid-size companies within the in-
dustry should concentrate on core brands
and adding value to products. Besides the
portfolio should be enlarged and custom-
ised for the fashion conscious European
consumer and the garments should be
launched faster onto the market. Con-
sumer preferences were stated to have a
large range depending on the demograph-
ic, social and economical characteristics,
personal activities, interests and opinions
of the consumers. For instance, age was
claimed to be a very important factor for
making designs as both the requirement
and shopping habits of the customers
depended on the age. Older people were
claimed to buy less because of the fit,
quality and style problems. Keeping all
these in mind, it was proposed to conduct
market research in order to find out the

desires of consumers in the European
market, where the population is getting
older.

Conducting market research had great
significance in identifying product
groups in the product portfolio. The prod-
uct portfolio could cover only the period
of life like maternal clothing or the whole
period of life, focusing on life-styles.

The experts believed in the advantages of
performing proactive design activities by
innovative and creative people. Working
with the same designers could increase
their abilities in time; whereas working
with contract designers and free-lancers
could bring a fresh view to companies.

Beside these firm specific and localized
efforts, the industry should have a dynam-
ic nature in order to launch new products
as soon as possible after being created.
For this reason, the experts drew atten-
tion to the tools and business models that
increased the speed and flexibility such
as technology usage for fast fashion, im-
plementation of quick response strategies
and improvement in logistic activities. Fi-
nally it was added that if companies in the
industry made only the design instead of
producing the garments themselves then a
collaborative relationships should be de-
veloped in the vertical supply chain with
mutual trust between partners.

Based on these suggestions, 37 industry
level strategies which were related with
each other were identified after elimi-
nating the repeated terms and possible
overlaps in their meanings, as shown in
Table 2. The general type of strategy ex-
pressions were used in the table whereas
the strategies selected might be specified
by the companies, which were eager to
implement them according to their capa-
bilities and their consumer base by ben-
efiting from the suggestions made by the
experts.

The application and findings of
the second step: Strategy assessment

Some strategies in Table 2 were common
in two or more hypotheses, showing that
some of them could serve well and were
essential for more than one objective.
Considering the claims and suggestions
of the experts, the implementation of
some strategies had an influence on the
other strategies, whereas some were de-
pendent on others. This relation between
the strategies could create dynamism
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Table 2. Strategies developed for each hypothesis.

=
(=)

Strategy explanation

Producing
at low

cost

Employing qualified labor

Cooperating with the technology producers

Renewing of production technologies

Using technological material for the products

Determining the type of product

Make investments in R&D

Determining the extent of brand market

Producing technology | Bulding
intensive products

Producing Building
environmentally|  trade
friendly apparel | partnership

Designing for
quick and large

brands portfolio

0N oA WN -

Choosing the brand method-brand partnership

their needs via Segmentation

9 Conducting market research in order to determine the target market and

10 | Identifying the brand identity and equity-Value Proposition

11 | Building distribution channels

12 | Establishing advertising activities

13 | Building collaborative relationships for vertical supply chain

14 | Doing proactive design activities

15 | Employing designers

16 | Determining the product type in product portfolio

17 | Using technology for fast fashion

18 | Improving the logistic activities

19 | Implementing quick response strategies

20 | Getting recognised quality assurance certificate

21 | Using environmental friendliness raw materials

update the standards

29 Making improvements in the company to comply with regulations and

23 | Achieving environmental friendliness in the supply chain

24 | Integrating environmental protection activities in production

25 | Using ecolabels on products

26 | Providing eco-efficiency in post production stages

27 | Decreasing the expansion investments

28 | Decreasing the raw material costs

29 | Increasing the efficiency of usage of material

30 | Decreasing the production cost

31 | Increasing the labor efficiency

32 | Increasing infrastructure to be chosen as an eligible partner

33 | Determining the type of partnerships based on monetory and legal issues

34 | Identification of supply and market focus on partnership

35 | Determining the extent of region for partnership activities

36 | Increasing the benefits of partnership

37

company

Capturing the long term benefits from the partners as a manufacturing

and change, leading to diminishing the
success of strategies within a scenario
formed from different combinations of
hypotheses. Conversely a strategy could
emerge as the key one for the scenario
by showing a dominant character. Based
on these, the strategies were assessed to
find out the key ones within a framework
whose boundaries were determined by
the scenario.

In the strategy assessment step, the key
strategies for each scenario were deter-
mined using the MICMAC method. The
strategies listed for all the situations or
hypotheses taking place in one scenario
were brought together to form a structur-
al matrix that had strategies in both rows
and columns. The experts identified the
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impact of the strategy in the row on that
in the column, and the matrix was then
subjected to various matrix multiplica-
tions until reaching a stable state. Based
on the matrix, the influence of the de-
pendency chart was drawn, which had the
total values of influence on the y-axis and
those of dependencies on the x-axis. The
chart was then divided into 4 quadrants
and the key group of strategies identified
based on the statement of Godet, which
said that the key variables could be se-
lected based on their locations within
this chart. In this study, the variables in
the second quadrant which were highly
influential and dependent were taken as
the 1st group of key variables. The vari-
ables that are not in the second quadrant
but closely located to which were taken

as the 2nd group of key variables, with
the assumption that they showed similar
behaviour to the key variables. Finally,
in the analysis, the variables in the first
quadrant were taken as the 3rd group of
key variables because of their highly in-
fluential nature. Figure 2 shows the in-
fluence of the dependency chart and key
strategies for the scenario: “Fashionable
Green Products”, as an example in which
the strategies were stated with numbers
and the key strategies given with their
numbers at the bottom.

The same procedure was applied for the
4 scenarios and the findings are given in
Table 3, in which the strategies are rep-
resented with only the numbers that cor-
respond with those of the strategies in
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Table 2. The numbers in the cells state
the group that the strategy belongs to and
the X sign states that the strategy was
involved in the scenario, but it was not
found to be the key strategy within that
scenario according to the results of MIC-
MAC.

According to Table 3, the findings for
each scenario were summarised below.
In the scenario “Fashionable Green Prod-
ucts” strategies: ‘Doing proactive de-
sign activities’, ‘Using environmentally
friendly raw material’ and ‘Decreasing
the expansion investment’ were found to
be located in the second quadrant, which
meant that they were destabilised and in-
fluenced by the other strategies. Besides
this ‘Using eco-labels on products’ and
‘Decreasing the raw material costs’ were
selected as the secondary key strategies
because of being closely located to the
second quadrant. ‘Renewing the produc-
tion technologies’, ‘Building collabora-
tive relationships for the vertical supply
chain’ and ‘Decreasing the production
cost” were noted to have the highest in-
fluence on the other strategies. Within
this scenario, strategies related with en-
vironmentally friendly production were
highly dynamic, whereas those related
with low cost production were highly
influential among the others. This meant
if the industry makes a decision to pro-
duce strategies for being successful in
this scenario, it should first aim at doing
proactive design activities by using envi-
ronmentally friendly raw materials, but
ones less costly provided by trustworthy
suppliers. Besides the industry should
focus on lowering costs by improving
production planning and using renewed
production technologies.

In the scenario “Regional fast fashion
brands”, only the 1st and 3rd group of
strategies were identified. Among the
Ist group of key strategies, there were
‘Choosing the brand method-brand part-
nership’, ‘Conducting market research in
order to determine the target market and
their needs via Segmentation’, ‘Identify-
ing the brand identity and equity’ and ‘De-
termining the product type in the product
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Figure 2. Influence dependency chart for the scenario - ‘Fashionable green products’.

Ist group of strategies

4: Doing proactive design
activities,

11: Usage of environmen-
tally friendly raw ma-
terials,

17: Cuts in investments.

labels,

portfolio’. The 3rd group of key strate-
gies, which were highly influential in
nature, included ‘Employing designers’,
and ‘Establishing advertising activities’.
Regarding this scenario, it was observed
that most of the 1st group of key strate-
gies belonged to the hypothesis related
with brand building and the 3rd group of
strategies were found to be related with
that regarding design. Therefore branding
and designing issues should be focused
on for success in that scenario. In the sce-
nario “Technological brands with shifts
in production” strategies: ‘Cooperating
with technology producers’, ‘Decreasing
the expansion investments’ and ‘Making
investments in R&D’ were found to be
the 1st group of key strategies. Neverthe-
less ‘Using technological materials for
products’, ‘Conducting market research
in order to determine the target market
and their needs via Segmentation’ and
‘Establishing advertising activities’ were
the 2nd group of key strategies, whereas
those like ‘Decreasing the production
cost” and ‘Renewing the production tech-
nologies’ comprised the highly influen-
tial 3rd group of key strategies. Thus the

Table 3. Key strategies developed for each scenario.

Scenarios 1
Fashionable green products 3
Regional fast fashion brands

Technological brands with shift in
production patterns

All'in one X 1

1732 X1

3/2 X 1
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X
17111133

w

1T XXX X[ X[ X1
3131/ 3|X

w
w

X| X2 X|X|2 3 X |3

1T 1| XX 3 |[X|1 X X X X|X

2nd group of strategies
15: Usage of eco-

X2 X X XX X1

3rd group of strategies
1: Renewing the production
technologies,

18: Decreasing the raw  3: Establishing collaborative
material costs.

relationships for vertical
supply chain,

20: Decreasing the production
cost.

strategies regarding technology intensive
production were observed to give higher
dynamism than those within this scenario
under concern. On the other hand, the
most influential strategies were selected
from among those basically related with
low cost production.

In the scenario “All in one”, the 15t group
of key strategies were found to include
at least one strategy for each hypothesis,
except that related with branding such as
‘Making investments in R&D’ for the hy-
pothesis related with producing techno-
logically intensive products and ‘Doing
proactive design activities’ for the hy-
pothesis regarding designing a quick and
large portfolio. Most of the strategies that
created dynamism in the system were for
the two hypotheses regarding technology
intensive production and trading partner-
ship activities. Therefore the strategies
for developing partnerships and produc-
ing technology based garments were em-
phasised for this scenario. Beside these
it was observed that the strategies ‘De-
creasing the production cost’, ‘Renewing
the production technology’ and ‘Estab-

23 4 5/ 6,789 10 11 12 13|14 /15 16 17 18 /19 /20 21|22 23 24|25 26 27|28 29 30 31 32|33 34 35 36 37
X XX 1/ X1

2/ X 38 X
313 X X|X|X

1/X X3 X

X|X/3 X 1 2 X|X| X X
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lishing advertising activities’ were highly
influential.

The identification of key strategies for
each scenario showed that the key strate-
gies might change from scenario to sce-
nario. These further analyses confirmed
that some strategies created dynamism
and some others were influential in the
scenarios they were implemented for.
This underlined the fact that in order to
achieve success, assessing the strategies
based on their influence and dependency
characteristics was important before their
implementation by enabling the industry
to understand the key strategies in the
scenarios [8] it was suggested to com-
plete.

@ Conclusions

The aim of the study was to develop
strategies for the Turkish apparel indus-
try. An approach comprising two parts
was proposed in order to establish a fu-
ture prospective and to develop strategies
for Turkey.

The modular structure of Godet’s sce-
nario methodology was utilised in the
strategy development and assessment.
Strategies were developed considering
the possible future situations, which were
hypotheses in Godet’s scenario method,
and then they were analysed and assessed
considering their influential and depend-
ency characteristics within the environ-
ment or scenarios they were proposed to
be applied.

37 strategies for the Turkish apparel in-
dustry were developed for 6 hypotheses
and 4 scenarios by experts. The strategies
gave the ways of realization for the objec-
tives defined for each hypothesis consid-
ering the Turkish industry and European
market, with some possible suggestions
for strategy development. Strategies es-
pecially developed for the integration of
technology were strongly advised to be
adopted because of their dynamic struc-
ture, whereas the low cost strategies were
pointed out to be the most influential at
the end of the strategy assessment. It was
confirmed that the key strategies changed
based on the environment or scenario
they were suggested to be implemented
for, revealing the importance of the as-
sessment of strategies.

However, this study presented industry
level strategies without going into detail

26

for company level strategies. The strat-
egy expressions included general terms
which can be adapted and specified by
companies themselves. The company
level strategies and action plans should
be determined according to the structure
of the company, the type of product the
company is producing and the type of
market the company is serving while
considering the general scenarios, strat-
egy options, and precautions about the
key strategies and suggestions made by
the experts presented in the study.
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