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PROMOTING LOCAL TEXTILE STRATEGIC PLANS

The textile sector
has undergone
large-scale
restructuring...

... linked to
globalisation and
trade liberalisation.

The textile sector
is very important
in some European
regions

New markets are
needed, but we
also need to...

The European textile and clothing sector has urierglarge-scale
restructuring over the last 15 years: its modetiusgorocess has advanced
steadily, increasing productivity and changingpteduction towards higher
quality and innovative products. The downside a$ ttlevelopment is an
approximately one-third reduction in the workforde. fact, part of the
sector's activity (labour-intensive processes foe tmost part) has been
moved to Eastern Europe countries (like Poland omé&nia) or North

African countries (Morocco and Tunisia).

This process is connected to the globalisation pimemon. European textile
firms face ever-increasing competition from develgpcountries, mostly in
Southwest Asia. These countries combine very lowenmgvels with high
product quality, due to the acquisition of the $ateechnology and know-how
from more advanced countries. This competitionxjseeted to become even
fiercer as a consequence of the textile produbtydiisation process started
in 1995, when the textile sector joined the Worlchde Organisation. In
2005, when liberalisation is completed, quantigtrestrictions imposed on
countries like China, India or Indonesia in Eurapead American markets
will disappear.

An important feature of textile sector in Europetesritorial concentration.
There are many countries in the European Union hwhiave textile-
specialised regions. The economic performance oh segions is clearly
linked to the evolution of the textile sector. Roess EU strategies to avoid
regional crisis in these zones were based on ptiotucstructure
diversification (seeking alternatives to the textisector) rather than

improving textile firms’ competitiveness.

Both independent experts and sector agents confiderthe future of the
textile sector in Europe depends to a large exbenthe European Union

negotiators’ capacity to open up markets which hswdar been closed to



... Increase the
competitiveness of
the sector by
producing high
added value

The local-regional
administration can
play an important role
in this process ...

... promoting a long-
term strategy
arrived at by
consensus.

them due to non-tariff barriers to European texpiteducts. The European
textile industry must also improve its efficieneyarder to successfully face

this increase in international competitiveness.

Previous studies indicate that Public Administragidvave an important role
to play in textile sector reorganisation. Their mmsportant task is to help
firms to adopt new technologies and favour the ieedation of firms
specialised in low added value and labour-intengnaelucts and processes
towards specialised, higher quality products. Diffiies in recruiting more
highly qualified workers have also been detected.

It has also been observed that the local-regiodiaimistration is the nearest
to firms (and citizens) and, for this reason, ig thest administration to

promote and lead a strategic development procesg@mat by consensus.

Before such action can be implemented, a highhaildet analysis of the
sector's characteristics is required. In this pape&r set out to design the
methodological basis for planning a territorialagtgy aimed at improving

the future of the textile sector in specialiseddp@an regions.

For 12 years now, ACTE, the association that bringether most European
textile groups in over 50 territories in 7 Europeemuntries, has been
working to counter the different "shocks" sufferbg the sector. ACTE
considers that a local-regional, anticipatory, kbegn strategy is required to
meet the challenges posed by the likely 2005 saenHhnis strategy, aimed at
formulating local textile strategic plans, shoule &rrived at by consensus
among all the agents implied.

This strategy encompasses the following steps, iwhie described in the

following pages:

a) Delimitation of the region of interest
b) Detailed analysis of the region

C) Formulation of the local strategic textile plan



It is important to
clearly identify the
region of interest.

The “internal”
localisation of the
sector is also
relevant.

The basic unit of
analysis would be
the “local textile
labour market”.

The first step is

related to analysis of

the sector's
development in the
past.

It is also important
to identify the
predominant textile
activities in the
region.

A.DELIMITATION OF THE REGION OF INTEREST

The first step consists of identifying the region te &nalysed. Usually, the
analysis will concern a NUTS-2 or NUTS-3 regiond@cling to EU regional

nomenclature), but, in some cases, the analysed zounld be part of a
territory in two or more different regions. It issa relevant to consider the
“internal” administrative structure of the regiatite different levels of the

Administration and their powers should be cleadignitified.

Once the region of interest has been clearly ifledtithe next step consists
of analysing the location of the sector inside tégion: probably, we will
find different groups of towns clearly specialisedhe textile sector. For this
reason, the concept of thexal textile labour market would be very helpful: a
group of towns specialised in textile activitiesdawith a high degree of
interdependence in terms of firms, workers, etce Télationships between
these towns are usually measured using informatimut “commuters”, but
other types of information could also be used witis aim in mind. As a
matter of fact all these economic relationshipsatrea system of
municipalities that are linked among them, this ta¥e considered when
analysing the sector. In the context of induse@dnomy, this has often been
identified with the concept of “local labour markahd “industrial district”.

B. DETAILED ANALYSISOF THE REGION

The first step here is related to analysis of thet@'s past evolution in the
region, taking international and European trendshaspoint of reference.
The analysis will be focused on the time evolutddrproduction, firms and
employment, as well as on other financial informati(profits, turnover,

cash-flow...).

It is also important to identify the predominanttile activities in the region.

A useful tool for this analysis would be the spbisaion index (which can



be calculated using different data sources: prooictvorkers, etc.) and that
allows to assess the importance of each of thebsameches of the textile
sector to the urban textile, considered in relatmithe supra territorial unity

that includes it. The evolution of these differantivities is also relevant.

It will necessary to  In order to avoid unnecessary duplication of watrls important to obtain all

obtain the available  the available statistical information about thetsen the region. It will also

statistical information

about the sector in thebe helpful to know whether any research units ostitutes or even

region ... specialised consulting firms have carried out resean the textile sector,
and whether these could also participate in theggdesnd elaboration of the
plan. These previous studies may be of a veryreiffenature, depending on
whether they are academic or promoted by firms ublip administrations
(each has its own limitations and advantages tlilaheve to be considered

before considering them as successful experiences).

... and to identify Another aspect to take into account is the idesdifon of the main agents in
the main agents. the textile sector in the considered region. Ondhefse agents is Public
Administrations with authority over economic andlustrial issues. It is
important to evaluate their sensitivity (historicahd present) towards the
sector and the influence and attitude of other @gesuch as business

associations, unions and experts.

Othe_rdaspects to Once ‘local textile labour markets” have been defined, aspects such as the
consider are:
territorial distribution of the sector (specialisat and concentration), the past

The territorial evolution of each of the local labour markets ahe existence of a

distribution of activities, )
convergence or divergence process among them,cshewnalysed.

The structure of The analysis of the structure of firms in the regis also relevant for the
firms, definition of industrial policy: Are there any ladfirms (this could be
analysed using concentration indexes such as the i@lex)? Are firms

locally owned? Are there any large conglomeratestatare the trends of

creation and destruction of firms in recent years?



Relationships
among firms,

and the possible
existence of an
industrial district.

Has the considered
region any
competitive
advantage?

And what are the
most important
limitations?

In order to describe the sector, information abdbée predominant
relationships among firms in the territory is ateguired. Are providers and
customers of textile firms in the same territoryother parts of the country,
in other EU countries or outside the EU? The pdssixistence of

monopolistic and monopsonistic structures shoiwdd bk considered.

Relationships with other firms outside the text#ector should also be
considered, as the importance of other sectorsddaymines the density and

relevance of the industrial potential of the region

Another relevant issue that should be analyseldeipbssible existence of an
industrial district in the considered region. Such a production girect
determines a sector structure in which the tegrifgays a very important
role. Industrial policy will be very different acabng to whether small and
medium-sized firms predominate or if there are dasge enterprises.
Moreover, it should be emphasised that the firshlymes ofindustrial
districts were related to textile activities. Relationshyesween textile firms

in theindustrial district and other sectors should also be studied.

From previous points, an initial assessment ofcthrapetitive advantages of
the region can now be carried out. Have firms m ribgion any advantages
derived from their location? Is innovation moregiuent in the region than in
competitors’ (in products, processes, design, idigion)? How highly
gualified and motivated are workers? Do firms #fyiccomply with

environmental regulations?

Limitations and disadvantages should also be ifiedti More emphasis
should be made on those aspects where Public Astmations have the
possibility of improving the current situation: edtion, infrastructure,

transportation costs, etc.

The Public Administrations, then, have an importesie to play in the
process of improving the sector's competitivendss. this reason, the



External and
internal analysis:
SWOT

Why a local
strategic plan?

First step:
Objectives and

key concepts

situation of the Public Administration (differergviels, the powers of each
level, coordination among them,) and past policyasoees and their effects

should be analysed.

This part of the study, known as external and makanalysis, should end
with a report summarising the SWOT (Strengths, WWeakes, Opportunities
and Threats) and the opinion of sector agents enrélgion: firms, unions,
education centres, public administrations,) regaydiecessary action and

who should be responsible for carrying it out.

C. FORMULATION OF THE LOCAL STRATEGIC TEXTILE PLAN

Once we have a clear view of the current statushef sector in the
considered territory, the next step is to define tbjectives we want to
achieve and how to do this. This is the contextlvich we need to promote

local strategic textile plans.

Strategic thinking focuses on the definition of teategic vision, a central
objective and key concept®r institutional and territorial development,
providing the ideal framework for policy action dluigh a plan. In this sense,
strategic plans can be the ideal instrument formmting a change of
orientation in the textile sector in the mediummeiThis change should be
made through agreements among local and regio&-sconomic agents

(public and private).

A strategic plan should give clear details of theasures or actions required
to implement strategies and achieve the desiradtsedhe idea is to give
answers to such questions as: What should be déthe?should do it? How
should this be done?

Regarding the first question, analysis of the maéand external assessment
obtained from previous steps should provide th@rmétion required to

identify objectives and key concepts to directstrategies of the plan.



Second step:
Identification of

the agents in the
process

Developer:
Local-regional
Public
Administration

Agents:
Firms, unions,
universities, etc.

Territorial
relationships
should also be
considered.

Third step:
Characterisation

of sector
strategies.

Regarding the second question (who should do tt®), second step in
drawing up a strategic plan concerns identifying thain agents in the
process. It is important to differentiate betweewalopers and other agents.
As has been previously mentioned, the promotet,ithdhe agent, is in the
best position to lead this strategic developmeatess through consensus is
the local-regional public administration. A key gtien regarding the
effectiveness of the plan concerns the other agédfitems, unions,
universities, technology centres,) involved in fatating the plan. The
participation of agents from other sectors cleanterrelated with textile
activities should also be considered (i.e., caustg, building sector or
chemistry firms). In this sense, the analyses edrout in previous steps
should provide information helping to identify tagents that should be taken

into account.

But these measures cannot be carried out indepeydsnaction at other

levels, particularly in neighbouring regions. Infation and experiences
should be exchanged and common actions definetgftine. In this sense,
consideration of l'ocal textile labour markets” enables us to define those

other agents that should participate in drawinghapstrategic plan.

Once the objectives and key concepts have beenediefind the agents who
should take part in the formulation in the plan é&een identified, the next
step consists of establishing clearly defined pokctions. These actions
should be aimed at achieving the strategic objestidentified in the SWOT
analysis. To determine these actions, it is algoontant to take into account
their viability in the considered region, the prbleimpact of the strategy on

the desired results and the costs and benefitsiagst to them.

For the sectors considered, these actions coutdalsified into six different
areas: production, marketing, distribution, compagyeements, territorial

agreements and innovation.



Production

Marketing

Distribution

Company
agreements

Territorial
agreement

Regarding production strategies, action should ibee@ at achieving an
increase in firms’ productivity through better usk resources (including
inputs and labour force) and the introduction ofiemmentally-friendly

technologies that enable added value to be inadedtsis important to stress
that this process requires the in-depth reoriesrtabf public and private
investment that would not be possible in the stenti. The idea would be to
establish a starting point and to gradually advaoeerds products with a
higher technological level (but which are also waive) and towards
production cycles that generate the least wasts.Fange cannot ignore the
fact that not all potential markets have the sameéepences in terms of the
price/quality ratio and, for this reason, it is ionm@ant to consider the

possibility of differentiating products accordirgthese preferences.

Apart from being competitive, products and theiaratteristics should be
known to potential customers (final consumers ng). It is not always easy
to gain a good reputation, and this task is usulitiiged to distribution
strategies. In a sector where fashion is imporiarg,essential to analyse the
advantages and disadvantages of having directtsujient ventures with big
stores or promotion and export consortiums. In $eisse, agreements among
firms can play an important role inside and outdide considered region
with regard to marketing and distribution aspectsothers that will be

considered later under innovation.

An aspect that has been analysed before is the beedstablish a
collaboration framework between the different ageimvolved in the
process. In fact, this “territorial agreement” shibwalso include aspects
related to the powers of the different levels ofblRu Administrations
according to the idea ajovernance. Strategies should be divided between
the different administrations, the limits and resgbilities of each clearly
defined, and they should also exchange informadimh cooperate with each
other. This cooperation should be clearly seentbgraagents involved in the

process.



Innovation

Fourth step:
Objectives

prioritization

Fifth step:
Implementation of

planned actions

Sixth step:
Financial plan

A final strategy, dealt with separately due toimgortance to the sector, is
related to innovation. A key aspect to guaranteedbmpetitiveness of the
sector is to improve its capacity for innovatiorgt ronly through greater
technological development but also by recruitinghhy-qualified workers,

adopting new educational standards and promot@geictor to make it more
attractive. However, in the short-term at leasts tstrategy may reduce
employment in the sector in the territory by redgci workforce

requirements. Action anticipating such an effecoudtt, therefore, be

planned.

There are several options with regard to adoptiegstrategies in these six
different areas, and in fact, each area might reqtihe application of
different policy measures or instruments (technasal financial agreements,
regulation changes, good practice guides, tax in@=s) subsidies, direct
investment, etc.). For this reason, objectives ghba previously prioritised
in order to guarantee the viability of the strategian. It is important that
there should be general agreement that such angakipreferences is the

right one.

Once the planned actions have been designed arkedraim order of
importance, it is necessary to establish how tlaesens should be put into
practice. First of all, managers and calendarse@ach action should be
identified. Reports evaluating the impact of thestions should also be
drawn up periodically. The systematic evaluationregults is clearly an
important necessity. Clear objectives should alsomit indicators of the
success or failure of action to be established.dib&ek should also be
considered in order to redefine implemented meassineuld results fail to

be as expected.

At the same time that the plan begins to be implgat it is necessary to
determine the financial contribution of each of geeticipants in the plan.
The amount required from public and private soustesuld be analysed for

each region and for each policy measure to beemehted. In the case of



the Public Administrations, coordination betweea thfferent levels (local,

regional, national and supranational) is also reags
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PROMOTING LOCAL TEXTILE STRATEGIC PLANS

Delimitation of the analysis scope

A 4

Main territorial unit

local textile labour market

A 4

Relative evolution of textile sector in the region

Previous studies and main sector agents in themegi

Firm location within the region

Firm structure and relationships industrial district?

Weakness, threats / strengths and opportunities

Role of public administrations

Local textile strategic plan
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