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In the light of remain competitive in an increasingly international and competitive 
market, the fashion industry has seen in the last few years a blossoming of complexity 
within its product portfolio, with collections and assortments experiencing a tendency 
towards exponential growth due to:

• “Fear of missing out” on new trends.

• Poor adoption of effective product lifecycle management procedures .

• Limited capabilities in collecting the right information to focus collections on 
most valuable products. 

This proliferation of SKUs has led to increased complexity, which in turn results in extra 
costs and reduced efficiency of operations.

Introduction & Context

“Less is more”: fashion 
companies should 
sense the urgency 
of simplification and 
rethink their dynamics 
in a more “agile” way. 

3



Addressing complexity through a detailed analysis of the product portfolio allows to fulfil 
and address the converging interests of 4 core business areas:

It should be mandatory for each of these areas to act and contribute to the review of the 
product portfolio; to achieve this mission successfully, it is necessary to:

• Review traditional collection structures, rethinking the number, breadth and depth 
of each collection

• Be more focused on margins according to a demand-driven approach

• Strengthen the governance model for the Product Lifecycle Management process

Our solution relies on a holistic approach that combines 
quantitative analysis- that enables the understanding of the 
market and portfolio structure - and qualitive assessment to 
comprehend how customers perceive the product portfolio and 

to establish a robust life cycle management  governance. In 
conclusion we promote and suggest a combined approach acting 
on the causes of complexity and preventing it from creeping back.

1.a Project Scoping

Agree on strategic objectives with key stakeholders and fine tune 
the scope in terms of products, markets and sales channels

2.a Performance Analysis

Analyze product portfolio performances (e.g. revenues, volumes and 
profitability) to identify low-performing items

2.b Competitors Analysis

Evaluate collection’s structure and price positioning of key 
competitors

3.a Voice of the Customer

Collect feedbacks on past collections from key internal (e.g. store 
managers) and external stakeholders (e.g. wholesalers)

3.b Lifecycle Mgmt. Process Assessment

Assess and identify improvement areas of current LCM process to 
understand and tackle collections proliferation at its core

3.c Feasibility Analysis

Evaluate the impact and feasibility of product portfolio 
rationalization on store assortment and space allocation

1. Project 
Scoping

2. Quantitative 
Analysis

3. Qualitative 
Analysis

Optimized Product Portfolio
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4 5



• Revenues and margin efficiency, thanks to the implementation of a profit-
driven product portfolio rationalisation that underlines underperforming and 
non-transformable SKUs

• Operations excellence, in terms of inventory management and manufacturing 
optimization, sourcing economies of scale, planning improvement and higher 
throughout

• Obsolescence losses reduction, more specifically driven by inventory 
optimization and product range de-complexity and SKU maintenance cost 
optimization

The correct management of Product Portfolio complexity 
could enable the achievement of important benefits for the 
companies, both in maximizing revenues and reducing costs:
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About BearingPoint
BearingPoint is an independent management and technology consultancy with European 
roots and a global reach. The company operates in four units: Consulting, Solutions, 
Business Services, and Ventures. Consulting covers the advisory business; Solutions 
provides the tools for successful digital transformation, advanced analytics and regulatory 
requirements; Business Services provides managed services beyond SaaS; Ventures drives 
the financing and development of start-ups. BearingPoint’s clients include many of the 
world’s leading companies and organizations. The firm has a global consulting network 
with more than 10,000 people and supports clients in over 75 countries, engaging with 
them to achieve measurable and sustainable success.

For more information, visit our website www.bearingpoint.com.


