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Executive Summary

* What'’s the report about?

This year’s Deep Dive report, Collective Action Reimagined: A Call for
Fair Process and Supplier Inclusion in Fashion’s Multi-Stakeholder
Initiatives, examines the pivotal role of multi-stakeholder initiatives (MSls)
in driving sustainability within the fashion industry. The report draws from
the experiences of suppliers working and/or affiliated with MSls. These
experiences explore the extent to which MSIs are succeeding in their efforts
to drive sustainability within the fashion industry.

Why focus on MSIs?

MSIs are voluntary multi-stakeholder initiatives' that form to solve complex
global challenges that, as the World Bank puts it, “no one party alone has
the capacity, resources, and know-how to” tackle.? By bringing together
stakeholders with diverse and complementary skills and visions, MSls have
the potential to drive change that goes beyond any participants’ narrow
self-interest to serve a collectively determined higher purpose.® This is an
idealized version of how MSIs work—but this ideal is important to hold up and
work towards.

Which MSIs do we focus on?

This report looks at four key and influential MSIs—Cascale (formerly
Sustainable Apparel Coalition), 7extile Exchange, the Social & Labor
Convergence Program (SLCP), and Zero Discharge of Hazardous
Chemicals (ZDHC)—examining how—if at all—their processes include
suppliers.

The challenges we found:

Our findings show that shockingly few suppliers are actively engaged in MSls
due to systemic problems. Though MSIs did not cause the resource-based
constraints that suppliers face, these organizations’ own rules, governance
processes, and norms often replicate them, fueling a cycle of supplier distrust
and disengagement that undermines agency and ownership in the solutions
put forward by these groups.

In fact, suppliers in our research often perceive MSls as having developed
strategies and standards, tools, and assessments that are enacted solely
by the supply chain for the benefit of brands and retailers without their full
participation or buy-in. Suppliers tend to see them as organizations whose
primary activities come at a higher cost to the supply chain relative to brands
and retailers, and who fall short of their missions and goals.



Our findings and solutions apply to all other organizations that convene
stakeholders to work to solve social or environmental problems in the fashion
supply chain. The standards, tools, and assessments developed by these
four organizations—and many others in our sector—are largely enacted in the

supply chain, making suppliers key stakeholders.

This report does not aim to undermine these MSIs but rather to bring to the

surface how suppliers experience their processes.

Our research uncovers the

inner functions of these organizations through suppliers’ eyes, unveiling how

they develop standards, organize activities, and
and voice.

* How our findings are organized

ultimately allocate power

Our findings are organized around suppliers’ experience of inclusion, drawing
on a typology of structural and finctional tensions first articulated by

Mlishio Lovejoy*:

Structural tension, which stems
from deep-rooted inequities in
global supply chains, seep into MSI
dynamics. Suppliers, especially
those from the Global South, face
significant resource disparities that
severely limits their participation
relative to brands and retailers.
Moreover, implicit bias further
warps outcomes and can lead to
deep wounds and silencing.

Structural and functional exclusion
combine to lead to supplier burnout and
disengagement. With a key stakeholder
disengaged, MSIs are more likely to
produce biased, one-sided strategies
that fuels the cycle of supplier exclusion.
The result is strategies that don’t have
collective buy-in and MSIs that fail to
drive impact.

Functional tension refers to MSls
own rules and processes, including
how they develop their tools
and standards, distribute power,
facilitate meetings, and organize
their activities. These factors
profoundly impacts suppliers’
ability to engage—and can either
alleviate or exacerbate structural
exclusion.




The solution: A call for fair process

This cycle of exclusion isn’t inevitable. Our research captures the ways that
MSIs have changed over time and continuously evolve. There appears to
be a window for further transformation. By tapping into this adaptability,
our conclusion supports and echoes Lovejoy’s call to adapt and apply the
organizational management theory of fair process® to transform MSls and
enhance stakeholder engagement. Fair process is founded on three key
principles:

Acknowledgment and reduction of biass: We call for non-biased
decision-making that involves participants’ perceptions of justice within
a process.”® Organizations should acknowledge the role of bias and work
to ensure that stakeholders feel they are being treated fairly in relation to
others.

Fquitable engagement and decision-making. We aren’t
just calling for suppliers to have a seat at the table; they must have a
meaningful voice in decision-making. We advocate equitable engagement
and decision-making, which would address the power differentials and
barriers suppliers face to engagement.

Transparency around the process - Transparency is key to building
trust and buy-in in solutions. We advocate for clear rules and reporting
concerning who makes decisions, how members can and cannot influence
decisions, clear communication of final decisions, and how and why
decisions were reached.

In conclusion, for MSls to drive genuine progress in the
fashion industry, they must transform their approach
to supplier inclusion and ensure that all stakeholders’
voices are heard. We hope that our report helps MSls in
this evolution and assists them in reaching their potential
to build a more inclusive, equitable, and sustainable
fashion industry.
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Since 2020, the Transformers Foundation has called for
increased supplier voice in fashion’s sustainability agenda.
Through a series of reports, the Foundation has revealed
how the sector’s strategies for tackling our most pressing
problems often overlook the critical perspectives of those
who craft the products and implement its sustainability
goals.?

Excluding suppliers from dialogue and decision-making is not just unjust
but has serious implications for our common goals. We demonstrated how
excluding suppliers can lead to ineffective strategies on critical issues, from
climate change and chemical management to the way entire sectors—like
cotton—are perceived. We also underscored that when strategies around
these issues are not collectively created or conceived, suppliers feel left out.

With this report, we aim to push the conversation forward by examining the
organizations that greatly influence the sustainability agenda: fashion’s
sustainability multi-stakeholder initiatives (MSls). We set out to understand
suppliers’ perceptions of inclusion and engagement within these groups. We
have focused our research on four MSIs in particular — Cascale (formerly
Sustainable Apparel Coalition), Textile Exchange (TE), the Social & Labor
Convergence Program (SLCP), and Zero Discharge of Hazardous Chemicals
(ZDHC).

We analyzed these particular MSIs to keep the scope of the report
manageable and because their formal inclusion of suppliers as members
or signatories makes them more suitable for analysis. These four MSls are
also highly influential industry conveners, shaping core aspects of how the
industry measures and frames sustainability and social and labor standards.
However, we believe the implications of this report extend far beyond these
four MSIs and are relevant to any entity setting de facto sustainability
standards, regardless of their formal engagement with suppliers.

Collective Action Reimagined:
A Call for Fair Process and Supplier Inclusion in
Fashion's Multi-Stakeholder Initiatives
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Why focus on multi-stakeholder initiatives (MSIs)?

As this report aims to demonstrate, MSls are worthy of
investigation because of their great impact on fashion’s
sustainability goals and the grave implications should
they fall short of that potential.

First, the positives: As voluntary initiatives that convene key stakeholders
(e.g., brands, suppliers, nonprofits, academia, etc.), MSIs are uniquely
positioned and equipped to solve complex global problems. Though there is
no universally agreed-upon definition of MSIs™, this report defines them as
platforms for engagement between various stakeholders that aim to address
shared concerns.

According to the World Bank, MSIs often form around “challenges that no
one party alone has the capacity, resources, and know-how to” solve." By
bringing together diverse stakeholders with complementary skills and visions,
MSIs have the potential to create space and institutional support for their
participants to go beyond narrow self-interest towards a collective interest
that serves a higher purpose.™ This is an idealized version of how MSIs work-
but the ideal is important to uphold. This report offers a way forward for
fashion MSIs to improve their function and deliver on their missions.

Fashion MSIs—Cascale in particular—-have had a tumultuous few years,
grabbing headlines and attracting regulatory and activist scrutiny.” There’s
arguably less public confidence in voluntary sustainability initiatives at
the moment™, but they still command the participation of large swaths of
the industry and remain highly influential, playing an increasing role in
informing or complying with policy, for example®. This influence could have
a tremendously positive impact, provided that MSIs effectively include the
stakeholders they claim to serve—and ensure their missions represent the
collective interest.

Collective Action Reimagined:
A Call for Fair Process and Supplier Inclusion in
Fashion's Multi-Stakeholder Initiatives
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Although not all of the suppliers we spoke to felt MSIs were our best hope for
collective action, several recognize their potential and value their significant
contributions to these organizations over the years.

One interviewee, a former ESG manager for a supplier, noted:

I think [Cascale] has an incredible amount of
leverage. And it has a huge amount of the industry
as part of it. So _for me, that is a key organization.
If done well, it could really drive some significant
progress.”

The head of a chemical formulator that is a signatory of ZDHC said this:

“There is too much knowledge and experience that
has been piled up within ZDHC to be ignored.”

When asked about one of the MSIs we studied, a former consultant with a
supplier said:

(13

¢ is so important... We do need it in the industry.”

Suppliers' voices on this topic matter. The standards, tools, and assessments
developed by these four MSIs are largely enacted in the supply chain,
making suppliers key stakeholders. To arrive at our findings, we interviewed
suppliers currently or formerly engaged in one or more of the four MSIs. Our
findings are organized around suppliers’ experience of inclusion, drawing on
a typology of structural and functional tensions first articulated by llishio
Lovejoy, whose dissertation on the tensions within MSIs and fair process
within Cascale has deeply informed this report. Lovejoy also served as an
advisor on this report.

Collective Action Reimagined:
A Call for Fair Process and Supplier Inclusion in
Fashion’s Multi-Stakeholder Initiatives
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Our findings show that the vision and strategies MSls promote are, for the
most part, neither shared nor equitable. While these MSIs put resources
towards including suppliers, current engagement practices have fallen
short of achieving inclusivity. Suppliers face resource-based constraints
that severely limit their engagement in these organizations. Shockingly few
suppliers are actively engaged (especially when considering that these
organizations reach a great number of manufacturers and farmers through
their tools, frameworks, and other de facto standards).

Though MSIs did not cause these resource-based
constraints, their own rules, governance processes and
norms reinforce them. This fuels a cycle of distrust and
disengagement that undermines suppliers’ feelings of
agency and sense of ownership of the vision put forward
by these organizations. Supplier exclusion ultimately
undermines these initiatives’ potential to bring together
diverse stakeholders to work towards a collective interest
that serves a higher purpose.

Supplier experiences with these organizations are multi-faceted and often
complex, reflecting both positive impacts and significant challenges. These
experiences can vary greatly depending on the MSI’s nature and the supplier’s
specific role within the supply chain. We understand that suppliers are not
the only critical stakeholders who need to be effectively engaged—workers
and agents representing the voiceless, as well as the environment, are also
vital.

Additionally, though we acknowledge that some of the
stories in this report might be difficult to read for some,
we ask that these readers resist pushing back on what
suppliers experience as “incorrect”. We encourage them
to explore the differencesin perceptions between suppliers
and MSI staff. We call on MSls to engage in more dialogue
to better understand these gaps and tensions, reexamine
their supplier engagement, and seek more inclusive
strategies that foster equitable engagement.

Collective Action Reimagined:
A Call for Fair Process and Supplier Inclusion in
Fashion's Multi-Stakeholder Initiatives
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Harnessing MSIs’ potential for change

There is an opportunity for change. MSlIs are in a period
of transformation, and the fashion industry’s attitudes
toward supplier voices have noticeably evolved.

Colin Browne, the new CEO of Cascale, recently argued in an op-ed for
Women’s Wear Daily (WWD) that the industry is ‘720 /iSleﬂiﬂg fo the
people best placed to help solve [sustainability challenges]: the

mamy?lcz‘urers "1 Several interviewees noted that they feel their voices
matter more than ever before. The time is ripe to explore how MSIs can
become the vehicles for transformation they claim to be.

Our conclusion supports and echoes Lovejoy’s call to adapt and apply the
organizational management theory of fair process to transform MSIs and
enhance stakeholder engagement. Fair process (FP) is a management theory
that originated in the world of corporate management, and, as Lovejoy’s
work demonstrates, offers useful insights for governing fashion MSIs.”
Fair process theory emphasizes the importance of fairness in making and
executing decisions within organizations, positing that a fair process builds
trust, commitment, and voluntary cooperation that leads to better outcomes
and buy-in on solutions.’®"® Our report applies Lovejoy’s framework of fair
process principles, outlining suggestions for how MSls can implement a three-
pronged process of non-biased decision-making, equitable engagement,
and transparency to address the deep-rooted inequities hindering MSI
effectiveness and holding back progress.

Collective Action Reimagined:
A Call for Fair Process and Supplier Inclusion in
Fashion's Multi-Stakeholder Initiatives
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Key definitions:

Faz’rprocess l/2€07”J/ is an organizational management theory that emphasizes
fairness in the process of making and executing decisions, positing that a fair
process builds trust, commitment, and voluntary cooperation that leads to better
outcomes within organizations.? 2

Multi-stakeholder initiatives (MSIs) are voluntary collaborations and
platforms for engagement between businesses, civil society, and other stakeholders
that seek to address issues of mutual concern, including human rights and
sustainability.??

Global North /Souz‘ﬁ refer to the so-called developed and developing regions
of the world, and we use these terms to point to divides in outcomes that are a
product of colonial legacies and formed along racial lines®. While the terminology
falls short of capturing the nuance and complexity of socio-spatial contexts, this is
still the most commonly used language to describe a dichotomy between regions.

Structural and ﬁmcz‘z'onal f&ClO?’S refer to a framework for analyzing
tensions within MSIs put forth by llishio Lovejoy.?* By structural, we refer to uneven
supply chain dynamics and systemic and historical inequities that shape supplier
engagement and MSI culture and activities. Functional forces are the internal rules
and processes with MSIs’ control that can either alleviate or exacerbate exclusion.

Supp/z'ers refers to companies (and their employees) that directly or indirectly
produce products, components, raw materials, or finished goods for global fashion
brands and retailers. While the terminology falls short of capturing the nuance and
complexity of actors across the supply chain, it is still the most commonly used
language to describe companies engaged in production within the apparel value
chain.

Collective Action Reimagined:
A Call for Fair Process and Supplier Inclusion in
Fashion's Multi-Stakeholder Initiatives
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Research Methods & Design

The concepts and research approach for this report are indebted to the work
of llishio Lovejoy, whose study of tensions within Cascale for her master’s
thesis, submitted July 6th 2024 for an MSt in Social Innovation at the
University of Cambridge Judge Business School, provided inspiration for this
project. In particular, we’'ve adapted Lovejoy’s framework of structural and
functional tensions and her three-prong approach to fair process for an MSI
context for our report. Lovejoy analyzes a third type of tension—emotional
tensions—which we elected to integrate into structural and functional tensions
to simplify the report’s structure.

As mentioned in the introduction, we analyzed only four MSIs to keep the
report’s scope manageable. We selected MSIs that formally include suppliers,
which makes them appropriate to analyze.

We used qualitative research methods combined with desk research. To
arrive at our findings, we conducted one-on-one interviews with suppliers
currently or formerly engaged in one or more of the four MSls . We interviewed
a total of 21 individuals, including 15 individuals in the supplier category, all
sustainability professionals who currently or recently worked in the apparel
and textile supply chain, and who have had involvement with one or more of
the MSIs in our scope of study (a majority are currently or formerly members
or signatories).



We also interviewed two individuals working in civil society organizations
representing stakeholders within the supply chain: Solidaridad and the
International Apparel Federation (IAF). Additionally, we interviewed one high-
level staff member from Textile Exchange, ZDHC, and SLCP, respectively.
Cascale did not participate in one-on-one interviews but provided input on
report drafts. Previously, Cascale collaborated directly with Lovejoy on her
research, which informed our work.

The following individuals consented to being named as interviewees, though
most quotes have been anonymized throughout the report:

» Tricia Carey — Former CCO, Renewcell

«  Matthijs Crielee — Secretary General, International Apparel Federation

e Alberto De Conti — Head RUDOLF HUB1922 Global Denim BU & Fashion Division,
RUDOLF HUB1922 S.r.I.

«  Ashley Gill - Chief Strategy Officer, Textile Exchange

«  FEwvre Kaynak — Sustainability Specialist, Human Rights Due Diligence Subject Matter
Expert, W. L. Gore & Associates

«  Pami Kular — \ndustry Expert

« Janet Mensink — CEO, The Social & Labor Convergence Program

«  Naurin Muzzafar — Advisor Sustainability, Crescent Bahuman Limited

«  Klaas Nuttbohm — \mplementation Director, ZDHC Foundation

«  Saqib Shahzad - Head of Sustainability, Diamond Fabrics Limited (Sapphire Group)

«  Mian Saqib Sohail — Lead — Responsible Business Projects, Artistic Milliners

»  Anne Patricia Sutanto - Vice CEO, P.T. Pan Brothers Tbk.

«  Arepresentative of Yee Chain International Group

« Arepresentative of Solidaridad

Additionally, eight current or former employees in the supplier category were
interviewed and requested to remain anonymous.

All four MSIs were invited to contribute feedback on the draft, which they
did. Additional reviewers comprised of individuals from the supply chain, and
academia? also reviewed the report, and their feedback was incorporated
where appropriate (see Acknowledgements for a full list of reviewers).

Our research mostly reflects the views of large, long-standing, and/or well-
resourced suppliers with dedicated sustainability staff. That said, given that
our sample represents key informants? within the fashion supply chain who
have in-depth first-hand experience and close knowledge of MSI supplier
engagement, we stand by the significance of our findings. We encourage
further research on this topic and engagement with suppliers to develop a
deeper understanding of their perspectives.

Discussion of Cascale dominated our interview findings and, thus, the
report’s findings. Conversely, we had relatively limited supplier input on
Textile Exchange, potentially due to our interviewees primarily representing
cut-and-sew garment manufacturers and fabric mills, while Textile Exchange
concentrates on raw material producers. We also acknowledge that our report
does not encompass all critical stakeholders in fashion MSls, such as farmers
and workers, and separate research is needed to explore their experiences.



Section 1:

Left Out?
The Supplier Role in the
Origins of Fashion MSIs
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Before diving into how Cascale (formerly SAC), the Social
& Labor Convergence Project (SLCP), Textile Exchange
(TE), and Zero Discharge of Hazardous Chemicals (ZDHC)
operate today, it’s important to briefly examine their
origins. Were suppliers involved in the inception of these
MSIs? Who shaped the initial strategies and visions, and
for whose benefit? Did these groups envision collective
action from the start, or did this aspiration come later?

The origins of these four MSls are best understood within the broader context
of voluntary standard-setting organizations that emerged in the Global North
in the 1990s and ballooned in the early 2000s.% This period saw increased
activist and consumer pressure for corporate accountability in global supply
chains?28, leading to a surge in organizations developing standards and
tools that attempted to bridge perceived governance gaps in increasingly
globalized product supply chains.? In some ways, these four MSIs were part
of a second wave of initiatives that sought to converge and lead amidst this
proliferation of standards and approaches.

In feedback on an earlier draft of this report, some of the MSIs noted that
there are distinct differences between measurement tools like the Higg Index
Tools*, standards that set a minimal level®' of performance like the Organic
Content Standard® or Responsible Wool Standard®*® managed by Textile
Exchange, and assessment frameworks like SLCP’s Converged Assessment
Framework (CAF).** However, as our research shows, many suppliers do not
see these as distinct approaches but instead view them all as sustainability
standards or “certifications” that heavily shape their day-to-day activities
in the supply chain. Thus, throughout the report, we mainly refer to MSI
activities as de facto sustainability standards.

Collective Action Reimagined:
A Call for Fair Process and Supplier Inclusion in
Fashion’s Multi-Stakeholder Initiatives
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Cascale, formerly the Sustainable Apparel Coalition (SAC), is a member-
based industry organization established in 2009 by Patagonia and Walmart.=®
The original mission of Cascale (then SAC) was to bring together large
apparel brands to address fragmented sustainability reporting approaches
and ultimately “to develop an index to measure the environmental impact of
their products”.® The vision of the organization was not set collectively with
suppliers¥’—although Cascale maintains that aiming to reduce duplication of
brand-proprietary tools and standards is “highly useful” to suppliers.

As we explore further in the report, a handful of suppliers were invited to
participate in the earliest days of Cascale (three atits founding and 18 by 2012)
to help develop what became the Higg Index Tools, which the organization
said “enable actors along the value chain to assess their environmental
and social performance to drive continuous improvement.” A few of these
suppliers note that they had an invitation to participate and some input over
tool development in these early years but that their voice was overwhelmed by
the large number of brands and retailers, which we discuss more throughout
the report. What’s more, as detailed on page 58, Cascale now has suppliers
in governance roles, but suppliers feel that the organization is more top-
down and staff-driven, having diminished member voice and moving further
away from its modern-day ambitions to drive “collective action toward an
equitable and restorative consumer goods industry.” Cascale denies this
characterization, and we note their response on page 56.

Collective Action Reimagined:
A Call for Fair Process and Supplier Inclusion in
Fashion’s Multi-Stakeholder Initiatives
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Textile Exchange—the oldest of the four organizations—began as Organic
Exchange (OE) in 2002 to promote and grow market share for organic fiber
farming—and shortly evolved into a standard-setting organization, among
other activities.®® American cotton farmers—including cotton farmer LaRhea
Pepper—were founding members.** There was a significant brand role at
OF’s founding, including an emphasis on working with brands to increase
preferred fiber usage; Patagonia and Nike, for example, were on the original
governance board. The group rebranded in 2007 as Textile Exchange*®+2
to move beyond organic cotton and develop a range of standards for
“preferred fibers,” such as those pertaining to recycled content.

Today, Textile Exchange oversees seven fiber standards and a content
claim standard* in addition to offering certification products.* The
organization is also working towards a unified standard called Materials
Matter Standard.*®* Though at least some suppliers and farmers were
engaged by the organization early on*, our research indicates that the
organization continues to struggle with effective engagement, such as
amongst smallholder farmers in the Global South. There are also indications
that its standards development process is resource-intensive, shutting out
suppliers for reasons explored in Section 2 on structural exclusion.

Collective Action Reimagined:
A Call for Fair Process and Supplier Inclusion in
Fashion’s Multi-Stakeholder Initiatives
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The Social & Labor Convergence Program (SLCP), launched in 2015% under
SAC, aims to reduce audit fatigue in the fashion industry by creating a
Converged Assessment Framework (CAF), or harmonized framework “to
streamline social and labor audit practices”.*

SLCP said early on in its establishment that “manufacturers’ voice is key” to
developing the CAF*, and many suppliers were involved from the project’s
earliest days and currently have equal representation on Board. However,
as discussed in the report, suppliers feel that they struggled to overcome
the influence of brands and retailers in developing the CAF, and several are
questioning the CAF’s success and impact.

In our analysis, we look more at supplier perceptions of why, despite this
more intentionally inclusive approach compared to the other MSls, suppliers
still felt excluded and what has been done since.

Collective Action Reimagined: o
A Call for Fair Process and Supplier Inclusion in
Fashion’s Multi-Stakeholder Initiatives
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ZDHC was formed in 2011 by six brands*® in response to a Greenpeace
campaign urging the fashion industry to eliminate hazardous chemicals.*
ZDHC was an entirely brand-driven initiative at its founding, and the intent
of the initiative was “speaking to the supply chain with a common voice
(emphasis our own).”® In 2015, ZDHC formalized into a foundation® and
transitioned into a multi-stakeholder initiative with formal participation
from chemical manufacturers and other suppliers.5? As suppliers describe
throughout the report, the organization still has a strong brand and retail
influence, and supplier members’ (called Signatories) feel that their decision-
making and governance power is limited.

Collective Action Reimagined:
A Call for Fair Process and Supplier Inclusion in
Fashion’s Multi-Stakeholder Initiatives
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Today, the four MSIs describe themselves in more collectivist terms—and as
we describe throughout the report, there is greater supplier participation, at
least on the surface. Cascale’s mission, for example, is “to catalyze collective
action toward an equitable and restorative consumer goods industry”.
Textile Exchange claims to “convene the fashion, textile, and apparel industry
to collectively achieve beneficial impacts on climate and nature across
fiber and raw material production”.®* SLCP’s Charter asks that Signatories
“embrace the principles of inclusiveness, collaboration on equal terms, and
collective ownership of SLCP’s CAF”.%° ZDHC is more comfortable in its staff-
driven approach, but its communications say the organization is working
to ensure that updating its guidelines remains “transparent, inclusive, and
efficient”.%¢ Next, we will analyze how suppliers’ experience of engagement
within MSIs compares to MSIs’ stated aspirations to be more inclusive and
representative of all stakeholders.
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1 Founding

Diagram 1.1

An overview of four fashion MSIs

Launched in 2015 as a pilot initially under the
Sustainable Apparel Coalition. SLCP is now
an independent nonprofit.”*

Headquarters: Amsterdam, The Netherlands.”®

Cascale (formerly Sustainable Apparel Coalition/SAC)
was established by Patagonia and Walmart in 2009.%8

Headquartered: Registered address in Oakland,
California; incorporated as a nonprofit in Delaware;
global offices in Hong Kong and Amsterdam.®”

Cascale 7

SLCP

FOUNDING

Textile
Exchange

Textile Exchange launched in
2002 as Organic Exchange
to promote organic cotton
farming and expanded to cover
sustainable fiber production in
2010. It was rebranded in 2007
as Textile Exchange, expanding
its scope to develop and manage
standards for sustainable textiles
more broadly.®

Headquartered: Registered in
Lamesa, Texas, but its workforce
is fully remote.®*

Collective Action Reimagined:
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ZDHC

The ZDHC began in 2011; the Foundation was
established as a multi-stakeholder initiative in
2015.%¢

Headquarters: Amsterdam, The Netherlands.®®




SLCP has 28 staff members”®

272 Signatories’:

+ 60 brands, retailers, and
agents

+ 45 manufacturers’”’

+ 106 audit firms

+ 31 MSls

+12 industry associations

+ 16 consultancies and service
providers

+ 2 national governments

SLCP

Textile Exchange has 130 staff
members®

Textile Exchange has 850+
members®:

+ 301 brands/retailers
+ 294 suppliers/manufacturers
+ 268 professional services

An overview of four fashion MSIs

2. Staff numbers & Membership breakdowns
Diagram 1.2

Cascale has 76 staff members®

300+ members®®:

+ 162 brands and retailers

+ 68 manufacturers

+ 32 service providers

+ 48 non-corporates (e.g., civil
society, academia)

Cascale 7
STAFF
NUMBERS &
MEMBERSHIP
BREAKDOWNS Apis o
Textile
Exchange

+

+

+

ZDHC has nine managers and 44
staff members®’

217 members (known as
Signatories)®8:

53 brands and retailers
49 suppliers
59 chemical formulators

+ 18 associates

+ 19 friend brands

+ 18 friend vendors

+ 1 machinery manufacturer
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3. Mission
Diagram 1.3

An overview of four fashion MSIs

SLCP works to address audit fatigue through its Converged
Assessment Framework (CAF), a framework that aims to
harmonize social and labor assessments.”

Its mission is to © unite and support all stakeholders by
developing and deploying a Converged Assessment
Framework (CAF) that delivers harmonized, accessible
and trusted data.””®

As of 2024, the organization has entered a new strategic
cycle and a broadening of its scope to include what it
describes as “supply chain resilience.”

Cascale (then SAC)’s original mission was to address
the “fragmented and inconsistent approach to
sustainability reporting.”®2 The Higg Index suite of tools
remains its primary output.

Cascale rebranded in early 2024.%' Its new name refers
to “collective action at scale”.®? The current mission
is to drive “collective action toward an equitable and
restorative consumer goods industry by aligning our
global community around shared goals, developing and
executing joint solutions, and leading the acceleration

of impact at scale with our strategic partners.”

SLCP

Cascale 7

* What the mission and vision
of the organization say about
stakeholder inclusivity and
collective action

MISSION*

Textile
Exchange

ZDHC

Textile Exchange has a broad range of activities
and is known for its seven fiber standards®® and
four certification programs®, in addition to its
reports, namely its Materials Market Report®,
and annual conference.”

Its mission: “Textile Exchange inspires and
equips people to accelerate the adoption of
preferred materials through clear and actionable
guidance. We convene the fashion, textile,
and apparel industry to collectively achieve
beneficial impacts on climate and nature across
fiber and raw material production.”

ZDHC’s main activity is moving the fashion industry to phase
out hazardous chemicals from the textile, apparel, leather,
and footwear value chains®® by engaging the industry to
conform to its Manufacturing Restricted Substances List
(MRSL) and to use its guidances and tools within its Roadmap
to Zero Programme.”®

Its current mission is to “lead our global value chains to
achieve the highest standards for sustainable chemical
management, driving resource efficiency and circularity.” Its
Vision is to “create a world where better chemistry leads to the
protection of life, land, air, and water.

»71
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Diagram 1.4

SLCP’s Converged Assessment Framework (CAF)
was “co-developed” with Signatories, including
manufacturers, using a consensus-based approach.

SLCP’s CAF is “collectively owned”. 80:81.82

The Board of Directors consists of nine Signatory
representatives, including three manufacturers, three
brands and retailers, and three other stakeholders,
in addition to appointed experts and strategic

partners.®3

SLCP

The organization was started
by organic cotton farmers
in the US and brands and
retailers; Patagonia and Nike
representatives were on the
governance board.

There are 14 Board seats. Four are
currently occupied by suppliers,
five by brands and retailers, one
NGO, and four service providers
(two of which focus on Tier 4
production).

Textile Exchange’ governance
and Board and decision-making
are not dictated by membership
status.

It states that it is moving towards
a more “inclusive, outcomes-
focused system” for its revised
unified standards.??

An overview of four fashion MSIs
4. Official Position on Supplier Inclusion

Manufacturer members are
outnumbered by brands and
retailers: 68 to 160, respectively.

.

Cascale describes its Board as
“parity-based”®® with nine seats:
three for manufacturers, three
brand and retailer seats, two
aoffiliate seats, and one additional
seat for the Chair of the GNC. The
current Vice Chair of the Board is
a supplier, as was the Chair from
2020 to 2023.%*

Cascale * How suppliers are included in
memberships and governance
and as communicated by MSI
policies.

OFFICIAL
POSITION
ON SUPPLIER
INCLUSION* Apli©
Textile
Exchange

Collective Action Reimagined:

ZDHC was a brand-led initiative at its
founding and transitioned to a multi-
stakeholder approach in 2015, inviting
suppliers and chemical formulators to be
Signatories.

Together, manufacturer and chemical
formulator Signatories outnumber brands
and retail Signatories.

The Board of Directors (10) currently has
two supplier seats and two chemical
manufacturer seats compared to six brand
and retailer seats.”?
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Section 2:

Unraveling Inequities:
How Race, Power, History, and
Uneven Supply Chain Dynamics
Shape MSI Engagement
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Fashion is heavily shaped by structural inequity, uneven
power dynamics, and resource gaps tied to historical
and ongoing injustices. In this section, we examine how
structural factors external to MSIs’ influence ultimately
limit supplier engagement.? We apply Lovejoy’s
framework of analyzing structural and functional
tensions within MSls to understand these dynamics.

Research shows that brand and retail profit margins are higher than margins
for suppliers®, and intense global competition has resulted in downward
price pressure on manufacturers occurring in tandem with increasing
sustainability requirements, which are often costly and resource-intensive
to implement.”® There is also a wider pattern of brands and retailers
dictating price and sustainability terms to suppliers—and suppliers having
little leverage to negotiate the terms of these requests.?

The fashion industry is also closely tied to colonialism and slavery,
originating during a period of Global North control of the Global South
for the purpose of resource and value extraction, often in service of the
apparel and textile industry.”?® This is a very condensed overview of the
state of our industry—and the world’s so-called haves and have-nots are
not perfectly cleaved along geographic and racial lines—but the larger
points stand.
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colonial
history

uneven
commercial
relationships

Global
North/ South
resource gaps

structural inequities

racial &

other biases fashion industry

Diagram 2. Structural Inequities

While fashion MSI organizations did not create these uneven dynamics,
structural forces should matter to MSIs because they contribute to supplier
disengagement and one-sided strategies that fail to build consensus or a
shared and equitable vision for the future of fashion. This section investigates
how these structural factors influence and shape how suppliers engage with
and experience MSls and, in turn, how other stakeholders within MSls, such
as staff or brands and retailers, engage with one another. Specifically, we
look closely at time and resources, bias, and valued perspective.
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The resource crunch:
Who has time and money for MSI involvement?

Our research shows that meaningful participation in
MSIs demands substantial resources, particularly if

participants are to have an influential or meaningful role.
MSI activities require ample time, financial contributions, and personnel—an
assumption that puts suppliers at a disadvantage. This expectation could
be partly shaped by the fact that suppliers and Global South stakeholders
were not as engaged in establishing these organizations (the assumption
being they were built without consideration of the resource capacities of the
supply chain), creating a feedback loop of exclusion. This could be an area
of further research.

2.1.1 How suppliers spend their time within MSIs

The most engaged suppliers shared that they spend considerable time on
tools and standard development within the four MSls, by attending meetings
and providing feedback on documents and ideas as they are in development.
They also spend time on more informal activities, such as reading emails,
reports, and other documents, attending webinars and other online meetings,
traveling to conferences, conducting additional research, and preparing and
organizing thoughts to support their involvement.

One supplier, describing the time commitment of MSI participation, said,

“You want to have an active role, then you have to
lean in, and you have to contribute in terms of your
thought; you have to contribute in terms of your
Jinances; you have to contribute in terms of your
time.”

Standards and tool development within the four MSls we analyzed primarily
occurred in working groups, sometimes called advisory groups, councils, and
so forth. This work is ongoing. Cascale’s most recent tool update includes
the publication of its Facility Environmental Module (FEM) 4.0 in November
of 2023.%° Textile Exchange is currently working on a unified Materials Matter
Standard that is shaped by an International Working Group.™ SLCP’s CAF
was launched in 2019 and is continuously reviewed and updated, with the
most recent update launched in March of 2024.°2 ZDHC’s Conformance
Guidance, for example, was most recently updated in April 202L.1%
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While tools, standards, and governance function slightly differently within
each