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Manufacturers want more
consumer awareness
All manufacturers want Woolmark
to communicate the value of wool to
consumers. Some more than others.

Theres a concern that young
people don’t value wool and
that this may make wool
unsustainable in the future
The industry feels there’s a change
in consumer buying patterns and
there’s a risk that a new generation
will not value wool at all.

The desire for ‘new’.
There’s enormous pressure to come 
up with something “new”.  Yet, the 
variety of fibres and fabrics is not 
that diverse.

Partners found Woolmark
difficult to collaborate with
Campaigns weren’t flexible enough
to accommodate successful
collaboration.

Campaigns missing the mark
Campaigns didn’t have the right
message.

Too many messages
Many felt the diversification of
messages and logos diluted the
Woolmark message and brand.

Animal welfare, sustainability 
and the environment
Animal welfare, sustainability and 
environmental concerns impact a 
brand’s identity and therefore their 
profitability. 

China presents a great 
opportunity and challenge for 
all partners

Keeping wool relevant to
today’s consumers means
understanding a new set of
values that drive consumption.

Wool use in past 5 years

Increased

Steady

M

Wool use
Most manufacturers say their
wool use has remained steady or
increased over the past 5 years.

CONSUMERS

Most manufacturers and 
brands prefer working with 
wool but feel increasing 
pressure to meet price points.

WOOL

Wool

The web of influence  
in selecting fabrics
Amongst a complex web of influence, 
designers and product managers 
usually have the strongest influence 
in fabric selection. 
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Price 
pressures

Wool
M

Other fibres

Compelled to use other fibres
Manufacturers and brands often 
felt forced to use other fibres even 
though wool is better for their 
business. 

WM

EMERGING 
DESIGNERS

Where are you 
going?

D

Wool
Other fibres

Fashion industry

P

When collaborating on
campaigns, shared goals got
lost in detailed requirements
and red tape. This led to
disappointment.

“I set trends”
Many designers and brands 
dismissed the concept of trends 
for one of two reasons. Either they 
felt their brand wasn’t concerned 
with trends, but was focusing on the 
‘classic’ market, or, they felt they 
weren’t interested in trends because 
they didn’t follow them, they ‘created 
the trends’.

To get real traction with new 
fabrics, strong support is needed 
across four areas:
1. Customer messaging
2. Designer use and appreciation
3. Brand confidence it will sell
4. Manufacturing capability
5.  High visibility – 

Must be ‘on the rack’.

Tapping into ‘conscious 
consumption’
Giving people a reason to buy 
that is aligned with their values is 
increasingly important.

Partners now seek to respond to 
growing consumer interest about 
environmental and ehitcal issues 
in the supply chain of wool
Tapping into consumer’s growing 
awareness and value of these 
attributes. 

“Direct-to-consumer 
messaging  about the value 
of wool will have the greatest 
impact.”

‘Conscious consumption’ was 
identified as an important 
trend to tap into for all 
partners. 
This new pattern of 
consumption is where people 
want to feel good about their 
purchase by ‘doing good’. 

Generating demand for new 
wool garments requires a 
multi-touch ‘journey based’ 
approach that spans the 
supply chain.

M

D PM

Wool

Fibre x Fibre y
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Demand 
for wool

B

All partners wanted increased
exposure and access to new
consumer markets.

Missed story opportunities
Partners felt thefeature of wool
weren’t being communicated
to consumers, especially wool’s
alignment with the trend of
‘conscious consumption’.

Year-round demand
Partners sought to diversify the uses 
of wool to keep demand high across 
all seasons, not just winter.

Uses for wool

TREND
T D

D

D
D

D

Supply
 chain C

WM

Price matters most
Price is a strong influence on a 
designer and product manager’s 
choice of fabrics. 
Subquently, price was the most 
influential factor impacting demand 
for wool fabric and garments to all 
partners. 

WISH LIST

1. Price

2. Price

3. Price

4. Price

........
........

WM

Silence

Fibre and fabric Innovations
are valued
All partners needed fibre and fabric
innovations, but the need varied
based on partner type.

Technical innovations
are valued
Technical innovations are valued for
the cost efficiencies they provide, but
most turn to internal staff or hired
consultants for assistance.

Fabric innovations without
consumer awareness are
worthless
Partners are wary of investing in
innovations without assurance that
consumers will be aware of them and
demand them.

New! New!

MMMM

P

Help me!

Maintaining a sustainable wool 
business includes diversifying 
the uses for wool and 
expanding to new markets.

62 BPM

Conscious consumption
Providing people with the knowledge 
that their purchase is ethical and 
‘doing good’ for society is now 
important.

D D

Young 
consumer

Connections are key to idea 
generation
Designers want continued 
partnerships with other designers—
not just fashion designers—as well 
as spinners, weavers and institutes 
to keep wool fresh, innovative and 
relevant to the younger and ever 
evolving consumer.

PP

C C

C

C
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Give us more 
environmentally 
friendly fibres.

Pressure B

Keeping up with the frenetic 
pace of change is key to 
success within the fashion 
industry.

P

New 
market

I don’t know 
how to deal 
with you. 

P

R

Give me  
something new.

Adapting to change
Staying on top of things, moving 
and adapting quickly is essential to 
survival in the highly fickle world of 
fashion, but becoming increasingly 
challenging.

Supporting emerging designers 
is important for keeping wool 
relevant.
While emerging designers may not 
have the volume and clout today, they 
can be very influential in positioning 
wool as a quality, modern and 
environmentally friendly fabric of 
the future, especially with a younger 
consumer who is not being reached 
by existing marketing campaigns.

C

The story of wool

‘The story of wool’, from ‘farm to 
fashion’ is a unique and valuable 
one that partners felt would 
resonate strongly with those 
likely to choose wool. It was 
felt that this story should be 
leveraged to increase consumer 
appreciation of and demand for
the fibre.

“Help me reach consumers”
All partners expressed a strong need 
for assistance from Woolmark in 
communicating the story of wool to 
consumers; they felt this would have
the greatest impact on demand.M

B
WM

Help!

ED ED
ED

Provenance, modern, luxury

Supporting designers who 
promote the values inherent  
in wool
Investing in new designers, 
especially those whose ethos 
matched that of  Woolmark, could an 
impact on increasing demand.

WM P

Ethos
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Partners prefer wool
While most partners prefer to use
wool, even 100% wool, they are
pressure to use blends or alternate
fibres due to price pressures.

100
% woo

l

M
Blends & alternate fibers

Risks to my
business

BM R
M

BM R

Price pressures
Severe industry price pressures
make profitability difficult.

C

The price of wool
Consumer unwillingness
to pay more for wool.

CHINA
M M M

M M M

M M M

How can  
we compete?

China as a manufacturing
power house
Competition within China has
become fiercer over the past few
years. So powerful, how can other
manufacturing markets compete?Overexposure to China

(70-80% of exports)
The Australian merino wool industry
is overexposed to the manufacturing
markets in China, where 70 – 80% of
all yield is exported.

CHINA

P
OPPORTUNITY!

CHINA

C C C
C

C C

C
CC

CCC

But what to do?

CHINA

Reaching the Chinese consumer
There is a wide range of often 
conflicting perceptions and 
assumptions about the Chinese 
consumer. 

P

P

P

P P
P

Suppliers to China

Help us!

Chinese consumer behaviour 
predicted to align with global 
peers
Research indicates that Chinese 
consumer behaviour is likely to align 
quickly with that of consumers in 
Europe and America. The high-end 
consumer in China is predicted 
to care about ‘the story of wool’, 
provenance, quality and the 
environment.

CHINA

C
CC

BRAND RETAILER

C C C C
CCC

WM

B
M

There’s a need to focus  
on the future, even when  
making tactical plans
With change occurring so rapidly 
in China, it’s widely accepted that 
even tactical plans need to be made 
based on where that market will be 
in the next five years, rather than 
where it is today.

B

I want trends
Larger manufacturers and retailers 
were interested in trends and trend 
reports to better understand what 
was selling.
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Cool Wool
Industry partners do not perceive a
demand for Cool Wool in it’s current
form. Many are unaware of the
compaigns to promote Cool Wool.

COOL WOOL
MANUFACTURER

Marketing Cool Wool
Collaborating on the Cool Wool
campaign was a complicated
experience.

Cool 
wool

P WM

Campaigns having limited impact
Most partners were unaware of the
campaigns. Many thought Woolmark
was not doing enough to increase
consideration of wool as a premium
fabric.

WM

Silence...WM
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Campaign...?

Sale guarantee

WM

Working with 
wool will...

WM

WM

Wool is...

CC

Designers prefer wool
Many designer prefer to use wool, 
perceiving it to be a superior fibre.

New 
Manufacturer

Consumers have an ‘old view  
of wool
“Partners believe that most  
consumer still…
... perceive wool as a winter fabric.
...  don’t think of wool as a luxury fibre, 

even superfine high micron.
...  don’t care about what a garment is 

made of.
... will not pay more for quality.
...  are not aware of the positive 

environmental implications of wool 
use.

...  think that wool is an ‘old fashioned 
fabric.

...  perceive wool as a fabric only for 
men. 

...  won’t care about fabric in women’s 
garments.

...  think of wool as mainly for suiting 
or business attire.

...  aren’t aware that wool is washable 
or easy to care for.”

C
C

C

C
C

C

Not luxury!

I don’t really care...

Isn’t wool hard  
to care for?

FARM

Tapping into new markets  
is very challenging.
Expanding into new consumer 
markets, particularly the Chinese 
domestic market is a huge 
opportunity for the wool industry, but 
also very challenging.

The luxury story
Many partners felt that consumers 
would value wool as luxurious, if they 
were more aware of its properties
While high-micron wool has 
properties inline with other luxurious
fabrics such as silk and cashmere,
partners were frustrated by the lack
of consumer awareness of this.

C

How was it 
made?

Supply
 chain C

Woolmark believes they have a
lot of value to provide in terms of
fibre and fabric innovation.

Woolmark has a lot of technical
expertise in terms of process
efficiencies.

Multiple campaigns
The over-diversification of messages
and campaigns creates a burden for
staff in ensuring adherence to brand
standards.

P

?

I’m Woolmark

Courting luxury
It is unclear whether Woolmark’s
alignment with luxury brands is
translating into increased demand
for wool.

Luxury

WM

‘Young & new’ or ‘old &
established’?
Woolmark’s promotional activities
vacillate between supporting old
established relationships and uses
wool and its desire to be seen as
new and modern. Woolmark wants
to make wool more relevant to a
younger, casual demographic, while
still trying to maintain relationships
with it’s more established brands.

WM

Strict campaign and event
guidelines
Everything needs to come back to
HQ for production and approval. The
marketing department is swamped
with requests from regional offices.

Marketing

Woolmark has a lot of knowledge
on wool

Knowledge

WM

Technical advice is resource
intensive
Woolmark finds it difficult to respond
to requests for technical assistance,
as the expertise is limited to only a
few people.

P

P
P

P

WM Reservoir 
of resources

Contested value
There is internal disagreement about
what value the logo provides for
Woolmark as well as licensees.

WM

= ???

How to positioned the Woolmark
mark?
Many staff believe the Woolmark
license is given out too easily and
the brand does not leverage wool’s
natural features.

Woolmark

Expertise

WM

Certification is straight forward
Licensees did not express negativity
about the certification process

P

Partners valued the logo
Partners valued the logo and thought
the program could be expanded to
mean more than just quality.

P

WM

TECH INNOVATION

Woolmark shines when it comes
to technical innovations
Woolmark really shines when
it delivers technical assistance
to manufacturers, however few
companies were reliant on Woolmark
for these services.

Thanks Woolmark!

WMM

Most companies turned to
consultants or internal resources
for technical innovations
Larger and more diversified
manufacturers were least likely
to seek technical assistance from
Woolmark.M

We’re OK. We don’t 
need help!

FIBRE INNOVATION

“We have the best R&D in the
World”
Mills with provenance prided
themselves on their internal R&D and
felt they excelled in this area.

Established 
manufacturer R&D

We’re OK. We don’t 
need help!

Innovations without significant
publicity are worthless
Manufacturers were wary of
investing in innovations without the
assurance that consumers would be
aware of them and buy them.

C

Cone of silence

WM

New! New!
So, what’s new?

Nothing new in wool
Partners felt that there hasn’t
been anything new in wool or from
Woolmark in many years.

WM

We provide 
tech and fibre 

innovation

WM

We provide 
guarantee of quality

Quality

WM

We provide advice 
and technical 

training

Training

We provide  
education

WM

Woolmark believes it provides market
intelligence to its partners.

WM

We provide market 
intelligence to our 

partners. 

WM

We provide retail 
assistance to our 

partners. 

The Wool Lab is believed to be a
strong inspiration tool
While described as an inspiration
tool for partners, The Wool Lab
is primarily used by Woolmark to
initiate conversations with potential
and established partners.

Wool lab The Wool Lab
Wool Lab App, Wool Lab Preview,
Wool Lab Book...

WM

Partners don’t look to Woolmark
for trends
Brands and manufacturers had
different approaches towards
keeping informed about trends but
don’t rely on Woolmark for this.

P

I need to know  
what sells!

Tre
nd

wave
P D D

The Wool Lab
The Wool Lab was impressive and
considered ‘beautiful’.  All partners
wanted to see it. However, partners
were confused about who The Wool
Lab was for and what to do with it.Wool lab

So many choices!

Partners did not recall receiving
any market intelligence from
Woolmark

WM

Intelligence information
While most partners need this
information, they tend to get it from
other sources and didn’t express a
need for this from Woolmark.

P
Market 

intelligence

WM Market 
intelligence

Manufacturers appreciated the
wool price reports

P Wool price 

reports

P

WM

We provide 
inspiration 
and trends

WM

We provide 
intelligence

WM

We provide retail 
assistance

WM

We provide 
marketing 
promotion.

The current ‘ideal relationship’
relies on relevance of wool to a
partner’s business.

Ideal relationship

WM

Relevance
Effort

Loyalty is connected to identity
Where a customer’s identity is linked
to wool, they are more likely to
partner with (and pursue) Woolmark.

Relationships go both ways
Sometimes relationships are based
on what a customer can do for
Woolmark rather than the other way
round.

Woolmark itself has great
provenance and is considered
the global source and authority
on all things wool. People in
the wool industry appreciate
The Woolmark Company and
like its staff.

P P PP

P WM

Partners had different
experiences with Woolmark,
depending on their specific
needs and situation
The partner’s experience was
determined based on what partner
need from Woolmark and the context
of the relationship.

Uniquely neutral
Partners felt Woolmark was in the
unique position of neutrality, so its
messages would be most believable
since it was not trying to sell a brand
or a garment.

WM
WM

WM

F M BR

An easy problem and easy
solution led to a positive
experience with Woolmark
When there was a specific technical
problem that needed to be solved,
upon its resolution, it was easy to see
the success. Partners then viewed
this collaboration as a positive
experience because they received
much needed, often, ‘a la carte’
assistance from Woolmark.

WMP

When challenges were complex,
so too was the experience with
Woolmark
When the collaboration challenge
was more complex, and the
measures of success less clear,
(such as generating increased
demand for a new fibre through a
co-branding effort), the experience
with Woolmark suffered. At times,
Woolmark’s goals and the partner’s
goals seemed to differ. In such case,
success was also more difficult to
measure, and so the experience of
working together was perceived as
less positive.

P WM

Woolmark is just
the logo
To some customers, The Woolmark
Company is just the mark. Partners
have the mark because it is
demanded by partners further down
the supply chain.

Woolmark is our connection to
the farmer
High end brands view Woolmark as a
supply chain partner, the provider of
Australian wool.

F
P

WM

P

Tech support

P

Consulting 
support

P

Trend  
support

Partners grouped together as
‘key accounts’ have very different
needs.

WM

RELATIONSHIPS

Shifting from human to digital
interactions
It is unknown how digital can
replace valued person-to-person
interactions without damaging
relationships.
“Platforms and systems exist
to create relationship but not to
support them.

P WMP WM

Partners experiences
with The Woolmark
Company

WM

Positive relationships are very
person dependent

I have a personal 
relationship with...

P
P

Relationships with high profile
brands don’t always pay off
“Alexander Wang won’t return our
calls.”
“Narciso Rodriguez left after one
season of sponsorship.”

The desire for customer-
centricity
Staff express desire to shift from a
transactional culture to a service or
relationship oriented culture.
Currently service delivery rests on
what Woolmark has, rather than what
the customer needs.

I give. I need.

Now

PWM

P CP CP C
WM

Wool loyalty

Wool identity

Exploring new markets
Woolmark’s Vietnam initiative was
a very positive experience for most
involved, but not all.

Vietnamese  
manufacturer

Chinese  
manufacturers

WM

WM

Some large manufacturers need
help with innovation
Some companies tend to innovate
only when necessary and after
a request has been made by a
customer.

Positive experiences with
Woolmark
Vertically specialised manufacturers,
or brands were more likely to
have worked with Woolmark on
innovations and to have had a
very positive experience with this
collaboration.

P WM

Innovation

WM

P PPartners desire trade
connections
Partners want to be connected to
others in the wool business through
facilitated forums. They seek
mutually beneficial relationships.

WM

Making the right connections
In many cases, the Woolmark
facilitated connections did not last
or were not relevant.

P P

You’re not the 
right partner 

for me...

Established companies have
their own relationships
These companies don’t look to
Woolmark to create connections.

M B

Inadequate connection tools
Current sourcing request processes
don’t facilitate meaningful
connections.

P P

WM

We provide  
connection

P P

Sourcing support is perceived as
the most time consuming activity
Sourcing is currently very resource
intensive. Often this complex
knowledge is contained in emails
and phone calls and therefore
difficult to recall and repackage for
future learning.
There’s a perception that a lot of
sourcing enquiries are mainly about
cost cutting and have no relation to
increased use of wool for premium
garments.

P

PP

WM Reservoir 
of resources

Desire to source locally
Increasing demand for locally
produced products are creating more
locally driven activities and sourcing
enquiries.

I only want yarn from my 
local market

Local market

PWM

Partners look elsewhere for
innovations
All companies need fibre and fabric
innovations, but most did not expect
to get this from Woolmark.

We need fibre and 
fabric innovations.

I’m here guys!

WMP P P P P

Localised resources
Retailers and manufacturers wanted
more global trend and market
information in local languages.

RM

STORE

Global demand
All partners sought access to new 
consumer markets across the globe. 

NEW MARKETS

MANUFACTURING

Yes! 
Right away.

Demand

We need you 
to make...

B R M

Manufacturers catering  
to large retailers
For manufacturers who cater to large
retailers, their fabric production is
based completely on demand from
their large customers.

D

Integrated historical mills
In the case of integrated historical
mills, decisions on fabric are made
through collaboration with all
parties.

Integrated manufacturers

Together we decide 
which fabrics to use. 

Fabric selection
Generally brands and retailers 
decide what fabrics are produced, 
with designers and product 
managers having the strongest 
influence. 

B R DPM

Demand

Mass 
Manufacturer

Help me!

B

When it comes to innovations,
one size does not fit all.
Depending on the size,
experience and type of
business, the expectation for
fibre and fabric innovations
from Woolmark differed.

WM

C C C C
CCC

The value story
Partners believe that consumers still
do not associate high micron wool
in-line with luxury fibres
Brands and retailers want help
communicating that wool is valuable
and therefore worth paying more for.

The provenance story
Provenance is about the human
story of care and pride behind the
items that are crafted. The longer the
business has been established, the
more provenance is associated with
it.

The story of wool

The provenance story

The environment and
ecological Story
Partners felt that wool’s properties of
being environmentally friendly, non-
toxic and renewable would be valued
by consumers.

The versatility story
Partners felt that consumers were
largely unaware of wool’s versatility:
thin in summer, soft, washable, easy
to care for, effective in moisture
wicking and therefore very suitable
for sportswear and underwear.

It would be great if the 
salespeople knew how 

to upsell to wool. 

P

A difficult and convoluted
process
Staff describe the certification
process as very technical and
requiring much manual work.
“Communication around getting the
certification is slow and difficult.”

P

How do I pass?
How to pass WM Cert.

What makes me 
say “Yes” to wool. 

UNIVERSITY

Students

How might I  
help you?

WM P

What can you  

do for me?

I need consumers 
to demand wool

M

I need help convincing 
customers wool  

will sell

M

I need some 
technical help 

setting up my mill

M

I need to ensure 
my innovations are 
relevant and have 
consumer support

M

I need more efficient 
production processes

R

I need my 
garments to sell 

off the rack

B

B

I need to keep up with 
changing trends  

and markets

D

I need help 
meeting 

minimums

B

I need to be able 
to tell the story 

of wool

B

I need to connect  
to others in my 

industry

I need to respond  
to consumer demand  

for ecological  
and ethical goods

B

M

I need a way  
to counter price 

pressures

I need to market  
and drive demand 

for my brand

B

I need to understand 
the new Chinese 

customer 

I need consumers 
to change their 

perceptions of wool

B

B
I need my wool 

business to stand the 
test of time

M

M

M

M

BD

B
B

D

M

M

 I would use wool if my 
margins increased.

 I would use wool if my 
identity was entwined 

with it.
 I would use wool if  
I thought it could 

create commercial 
success.

I would use wool if  
I thought there was  

a market for it. I would choose wool  
if it is aligned with my 

design ethos.

I would use wool 
if the supply was 

guaranteed.

I would use wool if 
wool increase my 

brand identity.

 I would use wool if  
I had more of the right 

volumes orders.

 I would use wool  
if the supply was 

guaranteed.

D D

R
R

C

C

C C

R

D

 I would choose wool if  
I found it an interesting 
material to work with.

 I would choose wool if  
it aligned with my 

design ethos.

 I would stock wool if  
I was confident 

garments would sell.

 I would stock wool if  
wool was relevant to 

my existing customers.

 I would stock wool if  
wool could attract new 
customers to my store.  I would choose wool if  

the garment was fit for 
my purpose.

 I would choose wool if  
wool aligned with my 

values.

 I would choose wool if  
wool was considered 

fashionable

 I would choose wool if  
I thought it was good 

value for money.

 I would choose wool if  
I could get the kind of 

wool I wanted.
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Manufacturers want more 
consumer awareness
All manufacturers want Woolmark 
to communicate the value of wool to 
consumers. Some more than others.

Theres a concern that young 
people don’t value wool and 
that this may make wool 
unsustainable in the future 
The industry feels there’s a change 
in consumer buying patterns and 
there’s a risk that a new generation 
will not value wool at all.

The desire for ‘new’.
There’s enormous pressure to come
up with something “new”. Yet, the
variety of fibres and fabrics is not
that diverse.

Partners found Woolmark 
difficult to collaborate with
Campaigns weren’t flexible enough 
to accommodate successful 
collaboration.

Campaigns missing the mark
Campaigns didn’t have the right 
message.

Too many messages
Many felt the diversification of 
messages and logos diluted the 
Woolmark message and brand.

Animal welfare, sustainability
and the environment
Animal welfare, sustainability and
environmental concerns impact a
brand’s identity and therefore their
profitability.

China presents a great
opportunity and challenge for
all partners

Keeping wool relevant to 
today’s consumers means 
understanding a new set of 
values that drive consumption.

Wool use in past 5 years

Increased

Steady

M

Wool use
Most manufacturers say their 
wool use has remained steady or 
increased over the past 5 years.

CONSUMERS

Most manufacturers and
brands prefer working with
wool but feel increasing
pressure to meet price points.

WOOL

Wool

The web of influence
in selecting fabrics
Amongst a complex web of influence,
designers and product managers
usually have the strongest influence
in fabric selection.

D
R PM B

M

Price 
pressures

Wool
M

Other fibres

Compelled to use other fibres
Manufacturers and brands often
felt forced to use other fibres even
though wool is better for their
business.

WM

EMERGING
DESIGNERS

Where are you 
going?

D

Wool
Other fibres

Fashion industry

P

When collaborating on 
campaigns, shared goals got 
lost in detailed requirements 
and red tape. This led to 
disappointment.

“I set trends”
Many designers and brands
dismissed the concept of trends
for one of two reasons. Either they
felt their brand wasn’t concerned
with trends, but was focusing on the
‘classic’ market, or, they felt they
weren’t interested in trends because
they didn’t follow them, they ‘created
the trends’.

To get real traction with new
fabrics, strong support is needed
across four areas:
 1.  Customer messaging
 2. Designer use and appreciation
 3. Brand confidence it will sell
 4. Manufacturing capability
 5. High visibility –

Must be ‘on the rack’.

Tapping into ‘conscious
consumption’
Giving people a reason to buy
that is aligned with their values is
increasingly important.

Partners now seek to respond to
growing consumer interest about
environmental and ehitcal issues
in the supply chain of wool
Tapping into consumer’s growing
awareness and value of these
attributes.

“Direct-to-consumer
messaging  about the value
of wool will have the greatest
impact.”

‘Conscious consumption’ was
identified as an important
trend to tap into for all
partners.
This new pattern of
consumption is where people
want to feel good about their
purchase by ‘doing good’.

Generating demand for new
wool garments requires a
multi-touch ‘journey based’
approach that spans the
supply chain.

M

D PM

Wool

Fibre x Fibre y

C C C C
CCC

Demand 
for wool

B

All partners wanted increased 
exposure and access to new 
consumer markets.

Missed story opportunities
Partners felt thefeature of wool 
weren’t being communicated 
to consumers, especially wool’s 
alignment with the trend of 
‘conscious consumption’. 

Year-round demand
Partners sought to diversify the uses
of wool to keep demand high across
all seasons, not just winter.

Uses for wool

TREND
T D

D

D
D

D

Supply
 chain C

WM

Price matters most
Price is a strong influence on a
designer and product manager’s
choice of fabrics.
Subquently, price was the most
influential factor impacting demand
for wool fabric and garments to all
partners.

WISH LIST

1. Price

2. Price

3. Price

4. Price

........
........

WM

Silence

Fibre and fabric Innovations 
are valued
All partners needed fibre and fabric 
innovations, but the need varied 
based on partner type.

Technical innovations  
are valued
Technical innovations are valued for 
the cost efficiencies they provide, but 
most turn to internal staff or hired 
consultants for assistance.

Fabric innovations without 
consumer awareness are 
worthless
Partners are wary of investing in 
innovations without assurance that 
consumers will be aware of them and 
demand them.

New! New!

MMMM

P

Help me!

Maintaining a sustainable wool
business includes diversifying
the uses for wool and
expanding to new markets.

62 BPM

Conscious consumption
Providing people with the knowledge
that their purchase is ethical and
‘doing good’ for society is now
important.

D D

Young 
consumer

Connections are key to idea
generation
Designers want continued
partnerships with other designers—
not just fashion designers—as well
as spinners, weavers and institutes
to keep wool fresh, innovative and
relevant to the younger and ever
evolving consumer.

PP

C C

C

C
C

Give us more 
environmentally 
friendly fibres.

Pressure B

Keeping up with the frenetic
pace of change is key to
success within the fashion
industry.

P

New 
market

I don’t know 
how to deal 
with you. 

P

R

Give me  
something new.

Adapting to change
Staying on top of things, moving
and adapting quickly is essential to
survival in the highly fickle world of
fashion, but becoming increasingly
challenging.

Supporting emerging designers
is important for keeping wool
relevant.
While emerging designers may not
have the volume and clout today, they
can be very influential in positioning
wool as a quality, modern and
environmentally friendly fabric of
the future, especially with a younger
consumer who is not being reached
by existing marketing campaigns.

C

The story of wool

‘The story of wool’, from ‘farm to
fashion’ is a unique and valuable
one that partners felt would
resonate strongly with those
likely to choose wool. It was 
felt that this story should be 
leveraged to increase consumer 
appreciation of and demand for 
the fibre.

“Help me reach consumers”
All partners expressed a strong need 
for assistance from Woolmark in 
communicating the story of wool to 
consumers; they felt this would have 
the greatest impact on demand.M

B
WM

Help!

ED ED
ED

Provenance, modern, luxury

Supporting designers who
promote the values inherent
in wool
Investing in new designers,
especially those whose ethos
matched that of  Woolmark, could an
impact on increasing demand.

WM P

Ethos

De
ma

nd

Partners prefer wool
While most partners prefer to use 
wool, even 100% wool, they are 
pressure to use blends or alternate 
fibres due to price pressures.  

100
% w

oo
l  

M
Blends & alternate fibers

Risks to my 
business

BM R
M

BM R

Price pressures
Severe industry price pressures 
make profitability difficult.

C

The price of wool
Consumer unwillingness  
to pay more for wool.

CHINA
M M M

M M M

M M M

How can  
we compete?

China as a manufacturing  
power house
Competition within China has 
become fiercer over the past few 
years. So powerful, how can other 
manufacturing markets compete?Overexposure to China  

(70-80% of exports)
The Australian merino wool industry 
is overexposed to the manufacturing 
markets in China, where 70 – 80% of 
all yield is exported. 

CHINA

P
OPPORTUNITY!

CHINA

C C C
C

C C

C
CC

CCC

But what to do?

CHINA

Reaching the Chinese consumer
There is a wide range of often
conflicting perceptions and
assumptions about the Chinese
consumer.

P

P

P

P P
P

Suppliers to China

Help us!

Chinese consumer behaviour
predicted to align with global
peers
Research indicates that Chinese
consumer behaviour is likely to align
quickly with that of consumers in
Europe and America. The high-end
consumer in China is predicted
to care about ‘the story of wool’,
provenance, quality and the
environment.

CHINA

C
CC

BRAND RETAILER

C C C C
CCC

WM

B
M

There’s a need to focus
on the future, even when
making tactical plans
With change occurring so rapidly
in China, it’s widely accepted that
even tactical plans need to be made
based on where that market will be
in the next five years, rather than
where it is today.

B

I want trends
Larger manufacturers and retailers
were interested in trends and trend
reports to better understand what
was selling.

I want...

Tre
nd 

rep
ort

:

xx
x is

 se
llin

g 

well 
in..

. 

R

B

WM

WM

P

Cool Wool
Industry partners do not perceive a 
demand for Cool Wool in it’s current 
form. Many are unaware of the 
compaigns to promote Cool Wool. 

COOL WOOL 
MANUFACTURER

Marketing Cool Wool 
Collaborating on the Cool Wool 
campaign was a complicated 
experience.

Cool 
wool

P WM

Campaigns having limited impact
Most partners were unaware of the 
campaigns. Many thought Woolmark 
was not doing enough to increase 
consideration of wool as a premium 
fabric.

WM

Silence...WM

WM
WM

W
M

WM

W
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WMP

Campaign...?

Sale guarantee

WM

Working with 
wool will...

WM

WM

Wool is...

CC

Designers prefer wool
Many designer prefer to use wool,
perceiving it to be a superior fibre.

New
Manufacturer

Consumers have an ‘old view
of wool
“Partners believe that most
consumer still…
... perceive wool as a winter fabric.
... don’t think of wool as a luxury fibre,

even superfine high micron.
... don’t care about what a garment is

made of.
... will not pay more for quality.
... are not aware of the positive

environmental implications of wool
use.

... think that wool is an ‘old fashioned
fabric.

... perceive wool as a fabric only for
men.

... won’t care about fabric in women’s
garments.

... think of wool as mainly for suiting
or business attire.

...  aren’t aware that wool is washable
or easy to care for.”

C
C

C

C
C

C

Not luxury!

I don’t really care...

Isn’t wool hard  
to care for?

FARM

Tapping into new markets
is very challenging.
Expanding into new consumer
markets, particularly the Chinese
domestic market is a huge
opportunity for the wool industry, but
also very challenging.

The luxury story
Many partners felt that consumers 
would value wool as luxurious, if they 
were more aware of its properties
While high-micron wool has 
properties inline with other luxurious 
fabrics such as silk and cashmere, 
partners were frustrated by the lack 
of consumer awareness of this.

C

How was it 
made?

Supply
 chain C

Woolmark believes they have a 
lot of value to provide in terms of 
fibre and fabric innovation.

Woolmark has a lot of technical 
expertise in terms of process 
efficiencies. 

Multiple campaigns
The over-diversification of messages 
and campaigns creates a burden for 
staff in ensuring adherence to brand 
standards. 

P

?

I’m Woolmark

Courting luxury
It is unclear whether Woolmark’s 
alignment with luxury brands is 
translating into increased demand 
for wool.

Luxury

WM

‘Young & new’ or ‘old & 
established’?
Woolmark’s promotional activities 
vacillate between supporting old 
established relationships and uses 
wool and its desire to be seen as 
new and modern. Woolmark wants 
to make wool more relevant to a 
younger, casual demographic, while 
still trying to maintain relationships 
with it’s more established brands. 

WM

Strict campaign and event 
guidelines
Everything needs to come back to 
HQ for production and approval. The 
marketing department is swamped 
with requests from regional offices. 

Marketing

Woolmark has a lot of knowledge 
on wool

Knowledge

WM

Technical advice is resource 
intensive
Woolmark finds it difficult to respond 
to requests for technical assistance, 
as the expertise is limited to only a 
few people. 

P

P
P

P

WM Reservoir 
of resources

Contested value
There is internal disagreement about 
what value the logo provides for 
Woolmark as well as licensees. 

WM

= ???

How to positioned the Woolmark 
mark?
Many staff believe the Woolmark 
license is given out too easily and 
the brand does not leverage wool’s 
natural features. 

Woolmark

Expertise

WM

Certification is straight forward
Licensees did not express negativity 
about the certification process

P

Partners valued the logo
Partners valued the logo and thought 
the program could be expanded to 
mean more than just quality.

P

WM

TECH INNOVATION

Woolmark shines when it comes 
to technical innovations
Woolmark really shines when 
it delivers technical assistance 
to manufacturers, however few 
companies were reliant on Woolmark 
for these services.

Thanks Woolmark!

WMM

Most companies turned to 
consultants or internal resources 
for technical innovations 
Larger and more diversified 
manufacturers were least likely 
to seek technical assistance from 
Woolmark.M

We’re OK. We don’t 
need help!

FIBRE INNOVATION

“We have the best R&D in the 
World”
Mills with provenance prided 
themselves on their internal R&D and 
felt they excelled in this area.

Established 
manufacturer R&D

We’re OK. We don’t 
need help!

Innovations without significant 
publicity are worthless
Manufacturers were wary of 
investing in innovations without the 
assurance that consumers would be 
aware of them and buy them.

C

Cone of silence

WM

New! New!
So, what’s new?

Nothing new in wool
Partners felt that there hasn’t 
been anything new in wool or from 
Woolmark in many years. 

WM

We provide 
tech and fibre 

innovation

WM

We provide 
guarantee of quality

Quality

WM

We provide advice 
and technical 

training

Training

We provide  
education

WM

Woolmark believes it provides market 
intelligence to its partners. 

WM

We provide market 
intelligence to our 

partners. 

WM

We provide retail 
assistance to our 

partners. 

The Wool Lab is believed to be a 
strong inspiration tool
While described as an inspiration 
tool for partners, The Wool Lab 
is primarily used by Woolmark to 
initiate conversations with potential 
and established partners. 

Wool lab The Wool Lab
Wool Lab App, Wool Lab Preview, 
Wool Lab Book... 

WM

Partners don’t look to Woolmark 
for trends
Brands and manufacturers had 
different approaches towards 
keeping informed about trends but 
don’t rely on Woolmark for this.

P

I need to know  
what sells!

Tre
nd

 wave
P D D

The Wool Lab
The Wool Lab was impressive and 
considered ‘beautiful’.  All partners 
wanted to see it. However, partners 
were confused about who The Wool 
Lab was for and what to do with it.Wool lab

So many choices!

Partners did not recall receiving 
any market intelligence from 
Woolmark

WM

Intelligence information
While most partners need this 
information, they tend to get it from 
other sources and didn’t express a 
need for this from Woolmark.

P
Market 

intelligence

WM Market 
intelligence

Manufacturers appreciated the 
wool price reports

P Wool price 

reports

P

WM

We provide 
inspiration 
and trends

WM

We provide 
intelligence

WM

We provide retail 
assistance

WM

We provide 
marketing 
promotion.

The current ‘ideal relationship’ 
relies on relevance of wool to a 
partner’s business. 

Ideal relationship

WM

Relevance
Effort

Loyalty is connected to identity
Where a customer’s identity is linked 
to wool, they are more likely to 
partner with (and pursue) Woolmark. 

Relationships go both ways
Sometimes relationships are based 
on what a customer can do for 
Woolmark rather than the other way 
round. 

Woolmark itself has great 
provenance and is considered 
the global source and authority 
on all things wool. People in 
the wool industry appreciate 
The Woolmark Company and 
like its staff.

P P PP

P WM

Partners had different 
experiences with Woolmark, 
depending on their specific 
needs and situation
The partner’s experience was 
determined based on what partner 
need from Woolmark and the context 
of the relationship. 

Uniquely neutral
Partners felt Woolmark was in the 
unique position of neutrality, so its 
messages would be most believable 
since it was not trying to sell a brand 
or a garment.

WM
WM

WM

F M BR

An easy problem and easy 
solution led to a positive 
experience with Woolmark
When there was a specific technical 
problem that needed to be solved, 
upon its resolution, it was easy to see 
the success. Partners then viewed 
this collaboration as a positive 
experience because they received 
much needed, often, ‘a la carte’ 
assistance from Woolmark. 

WMP

When challenges were complex, 
so too was the experience with 
Woolmark
When the collaboration challenge 
was more complex, and the 
measures of success less clear, 
(such as generating increased 
demand for a new fibre through a 
co-branding effort), the experience 
with Woolmark suffered. At times, 
Woolmark’s goals and the partner’s 
goals seemed to differ. In such case, 
success was also more difficult to 
measure, and so the experience of 
working together was perceived as 
less positive.

P WM

Woolmark is just  
the logo
To some customers, The Woolmark 
Company is just the mark. Partners 
have the mark because it is 
demanded by partners further down 
the supply chain. 

Woolmark is our connection to 
the farmer
High end brands view Woolmark as a 
supply chain partner, the provider of 
Australian wool.

F
P

WM

P

Tech support

P

Consulting 
support

P

Trend  
support

Partners grouped together as 
‘key accounts’ have very different 
needs.

WM

RELATIONSHIPS

Shifting from human to digital 
interactions
It is unknown how digital can 
replace valued person-to-person 
interactions without damaging 
relationships. 
“Platforms and systems exist 
to create relationship but not to 
support them.

P WMP WM

Partners experiences 
with The Woolmark 
Company

WM

Positive relationships are very 
person dependent

I have a personal 
relationship with...

P
P

Relationships with high profile 
brands don’t always pay off
“Alexander Wang won’t return our 
calls.” 
“Narciso Rodriguez left after one 
season of sponsorship.” 

The desire for customer-
centricity
Staff express desire to shift from a 
transactional culture to a service or 
relationship oriented culture. 
Currently service delivery rests on 
what Woolmark has, rather than what 
the customer needs.

I give. I need.

Now

PWM

P CP CP C
WM

Wool loyalty

Wool identity

Exploring new markets
Woolmark’s Vietnam initiative was 
a very positive experience for most 
involved, but not all.

Vietnamese  
manufacturer

Chinese  
manufacturers

WM

WM

Some large manufacturers need 
help with innovation
Some companies tend to innovate 
only when necessary and after 
a request has been made by a 
customer. 

Positive experiences with 
Woolmark
Vertically specialised manufacturers, 
or brands were more likely to 
have worked with Woolmark on 
innovations and to have had a 
very positive experience with this 
collaboration.

P WM

Innovation

WM

P PPartners desire trade 
connections
Partners want to be connected to 
others in the wool business through 
facilitated forums. They seek 
mutually beneficial relationships.

WM

Making the right connections
In many cases, the Woolmark 
facilitated connections did not last 
or were not relevant. 

P P

You’re not the 
right partner 

for me...

Established companies have 
their own relationships
These companies don’t look to 
Woolmark to create connections. 

M B

Inadequate connection tools
Current sourcing request processes 
don’t facilitate meaningful 
connections.

P P

WM

We provide  
connection

P P

Sourcing support is perceived as 
the most time consuming activity
Sourcing is currently very resource 
intensive. Often this complex 
knowledge is contained in emails 
and phone calls and therefore 
difficult to recall and repackage for 
future learning. 
There’s a perception that a lot of 
sourcing enquiries are mainly about 
cost cutting and have no relation to 
increased use of wool for premium 
garments. 

P

PP

WM Reservoir 
of resources

Desire to source locally
Increasing demand for locally 
produced products are creating more 
locally driven activities and sourcing 
enquiries. 

I only want yarn from my 
local market

Local market

PWM

Partners look elsewhere for 
innovations
All companies need fibre and fabric 
innovations, but most did not expect 
to get this from Woolmark.

We need fibre and 
fabric innovations.

I’m here guys!

WMP P P P P

Localised resources
Retailers and manufacturers wanted 
more global trend and market 
information in local languages.

RM

STORE

Global demand
All partners sought access to new
consumer markets across the globe.

NEW MARKETS

MANUFACTURING

Yes! 
Right away.

Demand

We need you 
to make...

B R M

Manufacturers catering  
to large retailers
For manufacturers who cater to large 
retailers, their fabric production is 
based completely on demand from 
their large customers.

D

Integrated historical mills
In the case of integrated historical 
mills, decisions on fabric are made 
through collaboration with all 
parties.

Integrated manufacturers

Together we decide 
which fabrics to use. 

Fabric selection
Generally brands and retailers
decide what fabrics are produced,
with designers and product
managers having the strongest
influence.

B R DPM

Demand

Mass 
Manufacturer

Help me!

B

When it comes to innovations, 
one size does not fit all. 
Depending on the size, 
experience and type of 
business, the expectation for 
fibre and fabric innovations 
from Woolmark differed.

WM

C C C C
CCC

The value story
Partners believe that consumers still 
do not associate high micron wool 
in-line with luxury fibres
Brands and retailers want help 
communicating that wool is valuable 
and therefore worth paying more for. 

The provenance story
Provenance is about the human 
story of care and pride behind the 
items that are crafted. The longer the 
business has been established, the 
more provenance is associated with 
it.

The story of wool

The provenance story

The environment and  
ecological Story
Partners felt that wool’s properties of 
being environmentally friendly, non-
toxic and renewable would be valued 
by consumers.

The versatility story
Partners felt that consumers were 
largely unaware of wool’s versatility: 
thin in summer, soft, washable, easy 
to care for, effective in moisture 
wicking and therefore very suitable 
for sportswear and underwear.

It would be great if the 
salespeople knew how 

to upsell to wool. 

P

A difficult and convoluted 
process
Staff describe the certification 
process as very technical and 
requiring much manual work. 
“Communication around getting the 
certification is slow and difficult.” 

P

How do I pass?
How to pass WM Cert.

What makes me
say “Yes” to wool.

UNIVERSITY

Students

How might I  
help you?

WM P

What can you

do for me?

I need consumers 
to demand wool

M

I need help convincing 
customers wool  

will sell

M

I need some 
technical help 

setting up my mill

M

I need to ensure 
my innovations are 
relevant and have 
consumer support

M

I need more efficient 
production processes

R

I need my 
garments to sell 

off the rack

B

B

I need to keep up with 
changing trends  

and markets

D

I need help 
meeting 

minimums

B

I need to be able 
to tell the story 

of wool

B

I need to connect  
to others in my 

industry

I need to respond  
to consumer demand 

for ecological  
and ethical goods

B

M

I need a way  
to counter price 

pressures

I need to market  
and drive demand 

for my brand

B

I need to understand 
the new Chinese 

customer 

I need consumers 
to change their 

perceptions of wool

B

B
I need my wool 

business to stand the 
test of time

M

M

M

M

BD

B
B

D

M

M

 I would use wool if my 
margins increased.

 I would use wool if my 
identity was entwined 

with it.
 I would use wool if  
I thought it could 

create commercial 
success.

I would use wool if  
I thought there was  

a market for it. I would choose wool  
if it is aligned with my 

design ethos.

I would use wool 
if the supply was 

guaranteed.

I would use wool if 
wool increase my 

brand identity.

 I would use wool if  
I had more of the right 

volumes orders.

 I would use wool  
if the supply was 

guaranteed.

D D

R
R

C

C

C C

R

D

 I would choose wool if 
I found it an interesting 
material to work with.

 I would choose wool if 
it aligned with my 

design ethos.

 I would stock wool if  
I was confident 

garments would sell.

 I would stock wool if  
wool was relevant to 

my existing customers.

 I would stock wool if  
wool could attract new 
customers to my store.  I would choose wool if 

the garment was fit for 
my purpose.

 I would choose wool if 
wool aligned with my 

values.

 I would choose wool if 
wool was considered 

fashionable

 I would choose wool if 
I thought it was good 

value for money.

 I would choose wool if 
I could get the kind of 

wool I wanted.

3 of 4
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Manufacturers want more
consumer awareness
All manufacturers want Woolmark
to communicate the value of wool to
consumers. Some more than others.

Theres a concern that young
people don’t value wool and
that this may make wool
unsustainable in the future
The industry feels there’s a change
in consumer buying patterns and
there’s a risk that a new generation
will not value wool at all.

The desire for ‘new’.
There’s enormous pressure to come
up with something “new”. Yet, the
variety of fibres and fabrics is not
that diverse.

Partners found Woolmark
difficult to collaborate with
Campaigns weren’t flexible enough
to accommodate successful
collaboration.

Campaigns missing the mark
Campaigns didn’t have the right
message.

Too many messages
Many felt the diversification of
messages and logos diluted the
Woolmark message and brand.

Animal welfare, sustainability
and the environment
Animal welfare, sustainability and
environmental concerns impact a
brand’s identity and therefore their
profitability.

China presents a great
opportunity and challenge for
all partners

Keeping wool relevant to
today’s consumers means
understanding a new set of
values that drive consumption.

WM

I need to know 
who I am

Wool use in past 5 years

Increased

Steady

M

Wool use
Most manufacturers say their
wool use has remained steady or
increased over the past 5 years.

CONSUMERS

Most manufacturers and
brands prefer working with
wool but feel increasing
pressure to meet price points.

WOOL

Wool

The web of influence
in selecting fabrics
Amongst a complex web of influence,
designers and product managers
usually have the strongest influence
in fabric selection.

D
R PM B

M

Price 
pressures

Wool
M

Other fibres

Compelled to use other fibres
Manufacturers and brands often
felt forced to use other fibres even
though wool is better for their
business.

WM

EMERGING
DESIGNERS

Where are you 
going?

D

Wool
Other fibres

Fashion industry

P

When collaborating on
campaigns, shared goals got
lost in detailed requirements
and red tape. This led to
disappointment.

“I set trends”
Many designers and brands
dismissed the concept of trends
for one of two reasons. Either they
felt their brand wasn’t concerned
with trends, but was focusing on the
‘classic’ market, or, they felt they
weren’t interested in trends because
they didn’t follow them, they ‘created
the trends’.

To get real traction with new
fabrics, strong support is needed
across four areas:
 1.  Customer messaging
 2. Designer use and appreciation
 3. Brand confidence it will sell
 4. Manufacturing capability
 5. High visibility –

Must be ‘on the rack’.

Tapping into ‘conscious
consumption’
Giving people a reason to buy
that is aligned with their values is
increasingly important.

Partners now seek to respond to
growing consumer interest about
environmental and ethical issues
in the supply chain of wool
Tapping into consumer’s growing
awareness and value of these
attributes.

“Direct-to-consumer
messaging  about the value
of wool will have the greatest
impact.”

‘Conscious consumption’ was
identified as an important
trend to tap into for all
partners.
This new pattern of
consumption is where people
want to feel good about their
purchase by ‘doing good’.

Generating demand for new
wool garments requires a
multi-touch ‘journey based’
approach that spans the
supply chain.

M

D PM

Wool

Fibre x Fibre y

C C C C
CCC

Demand 
for wool

B

All partners wanted increased
exposure and access to new
consumer markets.

Missed story opportunities
Partners felt the feature of wool
weren’t being communicated
to consumers, especially wool’s
alignment with the trend of
‘conscious consumption’.

Year-round demand
Partners sought to diversify the uses
of wool to keep demand high across
all seasons, not just winter.

Uses for wool

TREND
T D

D

D
D

D

Supply
 chain C

WM

Price matters most
Price is a strong influence on a
designer and product manager’s
choice of fabrics.
Subsequently, price was the most
influential factor impacting demand
for wool fabric and garments to all
partners.

WISH LIST

1. Price

2. Price

3. Price

4. Price

........
........

WM

Silence

Fibre and fabric Innovations
are valued
All partners needed fibre and fabric
innovations, but the need varied
based on partner type.

Technical innovations
are valued
Technical innovations are valued for
the cost efficiencies they provide, but
most turn to internal staff or hired
consultants for assistance.

Fabric innovations without
consumer awareness are
worthless
Partners are wary of investing in
innovations without assurance that
consumers will be aware of them and
demand them.

New! New!

MMMM

P

Help me!

Maintaining a sustainable wool
business includes diversifying
the uses for wool and
expanding to new markets.

62 BPM

Conscious consumption
Providing people with the knowledge
that their purchase is ethical and
‘doing good’ for society is now
important.

D D

Young 
consumer

Connections are key to idea
generation
Designers want continued
partnerships with other designers—
not just fashion designers—as well
as spinners, weavers and institutes
to keep wool fresh, innovative and
relevant to the younger and ever
evolving consumer.

PP

C C

C

C
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Give us more 
environmentally 
friendly fibres.

Pressure B

Keeping up with the frenetic
pace of change is key to
success within the fashion
industry.

P

New 
market

I don’t know 
how to deal 
with you. 

P

R

Give me  
something new.

Adapting to change
Staying on top of things, moving
and adapting quickly is essential to
survival in the highly fickle world of
fashion, but becoming increasingly
challenging.

Supporting emerging designers
is important for keeping wool
relevant.
While emerging designers may not
have the volume and clout today, they
can be very influential in positioning
wool as a quality, modern and
environmentally friendly fabric of
the future, especially with a younger
consumer who is not being reached
by existing marketing campaigns.

C

The story of wool

‘The story of wool’, from ‘farm to
fashion’ is a unique and valuable
one that partners felt would
resonate strongly with those
likely to choose wool. It was
felt that this story should be
leveraged to increase consumer
appreciation of and demand for
the fibre.

“Help me reach consumers”
All partners expressed a strong need
for assistance from Woolmark in
communicating the story of wool to
consumers; they felt this would have
the greatest impact on demand.M

B
WM

Help!

ED ED
ED

Provenance, modern, luxury

Supporting designers who
promote the values inherent
in wool
Investing in new designers,
especially those whose ethos
matched that of  Woolmark, could an
impact on increasing demand.

WM P

Ethos

De
ma

nd

Partners prefer wool
While most partners prefer to use
wool, even 100% wool, they are
pressure to use blends or alternate
fibres due to price pressures.

100
% woo

l

M
Blends & alternate fibers

Risks to my
business

BM R
M

BM R

Price pressures
Severe industry price pressures
make profitability difficult.

C

The price of wool
Consumer unwillingness
to pay more for wool.

CHINA
M M M

M M M

M M M

How can  
we compete?

China as a manufacturing
power house
Competition within China has
become fiercer over the past few
years. So powerful, how can other
manufacturing markets compete?Overexposure to China

(70-80% of exports)
The Australian merino wool industry
is overexposed to the manufacturing
markets in China, where 70 – 80% of
all yield is exported.

CHINA

P
OPPORTUNITY!

CHINA

C C C
C

C C

C
CC

CCC

But what to do?

CHINA

Reaching the Chinese consumer
There is a wide range of often
conflicting perceptions and
assumptions about the Chinese
consumer.

P

P

P

P P
P

Suppliers to China

Help us!

Chinese consumer behaviour
predicted to align with global
peers
Research indicates that Chinese
consumer behaviour is likely to align
quickly with that of consumers in
Europe and America. The high-end
consumer in China is predicted
to care about ‘the story of wool’,
provenance, quality and the
environment.

CHINA

C
CC

BRAND RETAILER

C C C C
CCC

WM

B
M

There’s a need to focus
on the future, even when
making tactical plans
With change occurring so rapidly
in China, it’s widely accepted that
even tactical plans need to be made
based on where that market will be
in the next five years, rather than
where it is today.

B

I want trends
Larger manufacturers and retailers
were interested in trends and trend
reports to better understand what
was selling.

I want...
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Cool Wool
Industry partners do not perceive a
demand for Cool Wool in it’s current
form. Many are unaware of the
campaigns to promote Cool Wool.

COOL WOOL
MANUFACTURER

Marketing Cool Wool
Collaborating on the Cool Wool
campaign was a complicated
experience.

Cool 
wool

P WM

Campaigns having limited impact
Most partners were unaware of the
campaigns. Many thought Woolmark
was not doing enough to increase
consideration of wool as a premium
fabric.

WM

Silence...WM

WM
WM
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Campaign...?

Sale guarantee

WM

Working with 
wool will...

WM

WM

Wool is...

CC

Designers prefer wool
Many designer prefer to use wool,
perceiving it to be a superior fibre.

New
Manufacturer

Consumers have an ‘old view
of wool
“Partners believe that most
consumer still…
... perceive wool as a winter fabric.
... don’t think of wool as a luxury fibre,

even superfine high micron.
... don’t care about what a garment is

made of.
... will not pay more for quality.
... are not aware of the positive

environmental implications of wool
use.

... think that wool is an ‘old fashioned
fabric.

... perceive wool as a fabric only for
men.

... won’t care about fabric in women’s
garments.

... think of wool as mainly for suiting
or business attire.

... aren’t aware that wool is washable
or easy to care for.”

C
C

C

C
C

C

Not luxury!

I don’t really care...

Isn’t wool hard  
to care for?

FARM

Tapping into new markets
is very challenging.
Expanding into new consumer
markets, particularly the Chinese
domestic market is a huge
opportunity for the wool industry, but
also very challenging.

The luxury story
Many partners felt that consumers
would value wool as luxurious, if they
were more aware of its properties
While high-micron wool has
properties in-line with other
luxurious fabrics such as silk and
cashmere, partners were frustrated
by the lack of consumer awareness
of this.

C

How was it 
made?

Supply
 chain C

Woolmark believes they have a 
lot of value to provide in terms of 
fibre and fabric innovation.

Woolmark has a lot of technical 
expertise in terms of process 
efficiencies. 

Woolmark 
HQ

Sharing knowledge is difficult
“We have lots of information but are 
really bad at sharing. We are siloed.” 

WM WM

Digital is seen as  
a panaceaDigital

WM

CRM

Sales 
force

SAP

KAM 
Dash-
board

Digital platforms are necessary, 
but not inherently useful
Where existing systems do not work 
for staff, they develop workarounds. 

There is a lack of consensus 
around the value of the 
organisation
While everyone can recite the 
Strategic Plan there’s a lack of 
consensus about the company’s Key 
Value Proposition. 

WM

WM

Our KVP is ABC.

Our KVP is XYZ.

Justifying approach
There is a constant tension between 
satisfying shareholders and carrying 
out customer facing activities.

WM

Stakeholder Customer

Everything seems important
While there’s a strong focus on key 
accounts, staff can’t keep up with all 
incoming requests. 
“How do we priorities, because 
everything seems important”
“The Key Account Manager 
represents Woolmark, but we 
can’t help everybody. Our actions 
and responses change peoples 
perception of the company.” 

WM

Where to focus?
There are differences in opinion 
about the points of most potential 
impact in the supply chain. This 
creates confusion about where to 
focus activities for the best return.

W
M
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Success?

Supply chain It is difficult to keep growers up 
to date
A lot of effort is put in to 
demonstrating achievements to 
growers and other shareholders.

WM reports Planning effects action
The imperative to report, consult and 
seek approval from shareholders 
annually, creates tight timeframes for 
implementation and evaluation.

WM

Who are we?
Staff use “Woolmark”, “AWI” 
and “The Woolmark Company” 
interchangeably.

Staff

WoolmarkAWI

WM

How do we fit in?
There is a tension between 
identifying with old established 
relationships and uses of wool and 
the desire to be seen as new and 
modern.

Where and how to influence?
Woolmark believes having influence 
in the supply chain through strategic 
relationships is the most effective 
way of achieving its business 
objectives. 
While that is the goal,  it is difficult 
for Woolmark to measure the value of 
influence. 

Success?

Supply chain

P WM

What does good look like?
There is no common understanding 
of what the ideal relationship 
looks like, nor how to achieve such 
influential partnerships.
“We aren’t widely respected by the 
fashion houses, even though we 
have a lot to offer... the few good 
Italian relationships we have are 
not translating into industry-wide 
attitudes.” 

WM

PWM

Ideal?

Now

P

Woolmark Office

Localised resources
Lack of high quality digital 
information resources for speakers 
of languages other than English

In China...

中文？

P

Woolmark...

Staff become advocates for 
industry partners that are 
relevant and close
“We need to help keep our partners 
in business.” 

WM

OPERATIONS

Multiple campaigns
The over-diversification of messages 
and campaigns creates a burden for 
staff in ensuring adherence to brand 
standards. 

P

?

I’m Woolmark

Courting luxury
It is unclear whether Woolmark’s 
alignment with luxury brands is 
translating into increased demand 
for wool.

Luxury

WM

‘Young & new’ or ‘old & 
established’?
Woolmark’s promotional activities 
vacillate between supporting old 
established relationships and uses 
wool and its desire to be seen as 
new and modern. Woolmark wants 
to make wool more relevant to a 
younger, casual demographic, while 
still trying to maintain relationships 
with it’s more established brands. 

WM

Strict campaign and event 
guidelines
Everything needs to come back to 
HQ for production and approval. The 
marketing department is swamped 
with requests from regional offices. 

Marketing

Woolmark has a lot of knowledge
on wool

Knowledge

WM

Technical advice is resource 
intensive
Woolmark finds it difficult to respond 
to requests for technical assistance, 
as the expertise is limited to only a 
few people. 

P

P
P

P

WM Reservoir 
of resources

Contested value
There is internal disagreement about 
what value the logo provides for 
Woolmark as well as licensees. 

WM

= ???

How to positioned the Woolmark 
mark?
Many staff believe the Woolmark 
license is given out too easily and 
the brand does not leverage wool’s 
natural features. 

Woolmark

Expertise

WM

Being busy has become the norm
In the absence of clear desired 
outcomes, execution of activities is 
the key measure of success.
“We can’t think ahead about the 
future or how to do things differently, 
because we are trying to stay on top 
of things.”
“We have a tendency to run from 
project to project”.

WM

Production is paramount
There is prolific production and 
delivery of content using multiple 
channels.

WM

Many services are resource 
intensive but unsustainable, 
placing increasing pressure on 
staff
“We want to stop being so reactive. 
There are so many requests but we 
can’t meet them all.”

P
P

P

WM Reservoir 
of resources

P

Certification is straight forward
Licensees did not express negativity
about the certification process

P

Partners valued the logo
Partners valued the logo and thought
the program could be expanded to
mean more than just quality.

P

WM

TECH INNOVATION

Woolmark shines when it comes
to technical innovations
Woolmark really shines when
it delivers technical assistance
to manufacturers, however few
companies were reliant on Woolmark
for these services.

Thanks Woolmark!

WMM

Most companies turned to
consultants or internal resources
for technical innovations
Larger and more diversified
manufacturers were least likely
to seek technical assistance from
Woolmark.M

We’re OK. We don’t 
need help!

FIBRE INNOVATION

“We have the best R&D in the
World”
Mills with provenance prided
themselves on their internal R&D and
felt they excelled in this area.

Established 
manufacturer R&D

We’re OK. We don’t 
need help!

Innovations without significant
publicity are worthless
Manufacturers were wary of
investing in innovations without the
assurance that consumers would be
aware of them and buy them.

C

Cone of silence

WM

New! New!
So, what’s new?

Nothing new in wool
Partners felt that there hasn’t
been anything new in wool or from
Woolmark in many years.

WM

We provide 
tech and fibre 

innovation

WM

We provide 
guarantee of quality

Quality

WM

We provide advice 
and technical 

training

Training

We provide  
education

WM

Woolmark believes it provides market 
intelligence to its partners. 

WM

We provide market 
intelligence to our 

partners. 

WM

We provide retail 
assistance to our 

partners. 

The Wool Lab is believed to be a 
strong inspiration tool
While described as an inspiration 
tool for partners, The Wool Lab 
is primarily used by Woolmark to 
initiate conversations with potential 
and established partners. 

Wool lab The Wool Lab
Wool Lab App, Wool Lab Preview, 
Wool Lab Book... 

WM

Partners don’t look to Woolmark
for trends
Brands and manufacturers had
different approaches towards
keeping informed about trends but
don’t rely on Woolmark for this.

P

I need to know  
what sells!

Tre
nd

wave
P D D

The Wool Lab
The Wool Lab was impressive and
considered ‘beautiful’.  All partners
wanted to see it. However, partners
were confused about who The Wool
Lab was for and what to do with it.Wool lab

So many choices!

Partners did not recall receiving
any market intelligence from
Woolmark

WM

Intelligence information
While most partners need this
information, they tend to get it from
other sources and didn’t express a
need for this from Woolmark.

P
Market 

intelligence

WM Market 
intelligence

Manufacturers appreciated the
wool price reports

P Wool price 

reports

P

WM

We provide 
inspiration 
and trends

WM

We provide 
intelligence

WM

We provide retail 
assistance

WM

We provide 
marketing 
promotion.

Lack of global information 
systems
“We work globally but it’s difficult to 
access the same information.”
“We need to access all events 
globally online.” 

Woolmark Office

Working together or  
working apart? 
Everyone is focused on achieving 
their own prioritised activities. When 
staff operate in silos, this creates 
fragmented, even competing efforts. 
This happens between locations and 
staff expertise. 

Heard of ‘No Finer 
Feeling’?Heard of Cool Wool?

WMWM P

???

Request

Communication delays between 
regional offices and HQ cause 
disruption to service delivery
“We need to plan ahead to 
compensate for the long lead time 
from HQ in Sydney.” 

WM 5 days 
later

Working globally
The Woolmark company is a global 
organisation, but working globally 
causes a lot of disruption for staff.
“We are only a small team with lots of 
requests from Country Managers. It’s 
hard to keep up”

Sharing knowledge is difficult
There are no effective ways to 
capture, store and share corporate 
knowledge so staff become ‘holders’ 
of specialist information.

WM WM
WM digital solutions

I can’t find the thing I’m 
looking for...

Digital tools often hinder rather 
than enable staff
Digital systems, including websites, 
the CRM and “looking for wool” are 
not used consistently nor are they 
set up in a way that is integrated 
into the business and supports staff.  
Currently digital is seen as another 
“required activity”.

The current ‘ideal relationship’
relies on relevance of wool to a 
partner’s business. 

Ideal relationship

WM

Relevance
Effort

Loyalty is connected to identity
Where a customer’s identity is linked
to wool, they are more likely to
partner with (and pursue) Woolmark.

Relationships go both ways
Sometimes relationships are based 
on what a customer can do for 
Woolmark rather than the other way 
round. 

Woolmark itself has great
provenance and is considered
the global source and authority
on all things wool. People in
the wool industry appreciate
The Woolmark Company and
like its staff.

P P PP

P WM

Partners had different
experiences with Woolmark,
depending on their specific
needs and situation
The partner’s experience was
determined based on what partner
need from Woolmark and the context
of the relationship.

Uniquely neutral
Partners felt Woolmark was in the
unique position of neutrality, so its
messages would be most believable
since it was not trying to sell a brand
or a garment.

WM
WM

WM

F M BR

An easy problem and easy
solution led to a positive
experience with Woolmark
When there was a specific technical
problem that needed to be solved,
upon its resolution, it was easy to see
the success. Partners then viewed
this collaboration as a positive
experience because they received
much needed, often, ‘a la carte’
assistance from Woolmark.

WMP

When challenges were complex,
so too was the experience with
Woolmark
When the collaboration challenge
was more complex, and the
measures of success less clear,
(such as generating increased
demand for a new fibre through a
co-branding effort), the experience
with Woolmark suffered. At times,
Woolmark’s goals and the partner’s
goals seemed to differ. In such case,
success was also more difficult to
measure, and so the experience of
working together was perceived as
less positive.

P WM

Woolmark is just
the logo
To some customers, The Woolmark
Company is just the mark. Partners
have the mark because it is
demanded by partners further down
the supply chain.

Woolmark is our connection to
the farmer
High end brands view Woolmark as a
supply chain partner, the provider of
Australian wool.

F
P

WM

P

Tech support

P

Consulting 
support

P

Trend  
support

Partners grouped together as
‘key accounts’ have very different
needs.

WM

RELATIONSHIPS

Shifting from human to digital 
interactions
It is unknown how digital can 
replace valued person-to-person 
interactions without damaging 
relationships. 
“Platforms and systems exist 
to create relationship but not to 
support them.

P WMP WM

Partners experiences
with The Woolmark
Company

WM

Positive relationships are very
person dependent

I have a personal 
relationship with...

P
P

Relationships with high profile 
brands don’t always pay off
“Alexander Wang won’t return our 
calls.” 
“Narciso Rodriguez left after one 
season of sponsorship.” 

The desire for customer-
centricity
Staff express desire to shift from a 
transactional culture to a service or 
relationship oriented culture. 
Currently service delivery rests on 
what Woolmark has, rather than what 
the customer needs.

I give. I need.

Now

PWM

P CP CP C
WM

Wool loyalty

Wool identity

Exploring new markets
Woolmark’s Vietnam initiative was
a very positive experience for most
involved, but not all.

Vietnamese  
manufacturer

Chinese  
manufacturers

WM

WM

Some large manufacturers need
help with innovation
Some companies tend to innovate
only when necessary and after
a request has been made by a
customer.

Positive experiences with
Woolmark
Vertically specialised manufacturers,
or brands were more likely to
have worked with Woolmark on
innovations and to have had a
very positive experience with this
collaboration.

P WM

Innovation

WM

P PPartners desire trade
connections
Partners want to be connected to
others in the wool business through
facilitated forums. They seek
mutually beneficial relationships.

WM

Making the right connections
In many cases, the Woolmark
facilitated connections did not last
or were not relevant.

P P

You’re not the 
right partner 

for me...

Established companies have
their own relationships
These companies don’t look to
Woolmark to create connections.

M B

Inadequate connection tools
Current sourcing request processes
don’t facilitate meaningful
connections.

P P

WM

We provide  
connection

P P

Sourcing support is perceived as 
the most time consuming activity
Sourcing is currently very resource 
intensive. Often this complex 
knowledge is contained in emails 
and phone calls and therefore 
difficult to recall and repackage for 
future learning. 
There’s a perception that a lot of 
sourcing enquiries are mainly about 
cost cutting and have no relation to 
increased use of wool for premium 
garments. 

P

PP

WM Reservoir 
of resources

Desire to source locally
Increasing demand for locally 
produced products are creating more 
locally driven activities and sourcing 
enquiries. 

I only want yarn from my 
local market

Local market

PWM

Partners look elsewhere for
innovations
All companies need fibre and fabric
innovations, but most did not expect
to get this from Woolmark.

We need fibre and 
fabric innovations.

I’m here guys!

WMP P P P P

Localised resources
Retailers and manufacturers wanted
more global trend and market
information in local languages.

RM

STORE

Global demand
All partners sought access to new
consumer markets across the globe.

NEW MARKETS

MANUFACTURING

Yes! 
Right away.

Demand

We need you 
to make...

B R M

Manufacturers catering
to large retailers
For manufacturers who cater to large
retailers, their fabric production is
based completely on demand from
their large customers.

D

Integrated historical mills
In the case of integrated historical
mills, decisions on fabric are made
through collaboration with all
parties.

Integrated manufacturers

Together we decide 
which fabrics to use. 

Fabric selection
Generally brands and retailers
decide what fabrics are produced,
with designers and product
managers having the strongest
influence.

B R DPM

Demand

Mass 
Manufacturer

Help me!

B

When it comes to innovations,
one size does not fit all.
Depending on the size,
experience and type of
business, the expectation for
fibre and fabric innovations
from Woolmark differed.

WM

C C C C
CCC

The value story
Partners believe that consumers still
do not associate high micron wool
in-line with luxury fibres
Brands and retailers want help
communicating that wool is valuable
and therefore worth paying more for.

The provenance story
Provenance is about the human
story of care and pride behind the
items that are crafted. The longer the
business has been established, the
more provenance is associated with
it.

The story of wool

The provenance story

The environment and
ecological Story
Partners felt that wool’s properties of
being environmentally friendly, non-
toxic and renewable would be valued
by consumers.

The versatility story
Partners felt that consumers were
largely unaware of wool’s versatility:
thin in summer, soft, washable, easy
to care for, effective in moisture
wicking and therefore very suitable
for sportswear and underwear.

It would be great if the 
salespeople knew how 

to upsell to wool. 

P

A difficult and convoluted 
process
Staff describe the certification 
process as very technical and 
requiring much manual work. 
“Communication around getting the 
certification is slow and difficult.” 

P

How do I pass?
How to pass WM Cert.

What makes me
say “Yes” to wool.

WM

I need to be 
clear about my 

purpose

WM

I need to create 
influence in the 

supply chain

WM

I need to 
prioritise my 

efforts

WM

I need to keep 
stakeholders 

informed

WM

I need to 
respond to local 

markets

WM

I need to  
create value

UNIVERSITY

Students

How might I  
help you?

WM P

What can you  

do for me?

I need consumers 
to demand wool

M

I need help convincing 
customers wool  

will sell

M

I need some 
technical help 

setting up my mill

M

I need to ensure 
my innovations are 
relevant and have 
consumer support

M

I need more efficient 
production processes

R

I need my 
garments to sell 

off the rack

B

B

I need to keep up with 
changing trends  

and markets

D

I need help 
meeting 

minimums

B

I need to be able 
to tell the story 

of wool

B

I need to connect  
to others in my 

industry

I need to respond  
to consumer demand 

for ecological  
and ethical goods

B

M

I need a way  
to counter price 

pressures

I need to market  
and drive demand 

for my brand

B

I need to understand 
the new Chinese 

customer 

I need consumers 
to change their 

perceptions of wool

B

B
I need my wool 

business to stand the 
test of time

M

M

M

M
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 I would use wool if my 
margins increased.

 I would use wool if my 
identity was entwined 

with it.
 I would use wool if  
I thought it could 

create commercial 
success.

I would use wool if  
I thought there was  

a market for it. I would choose wool  
if it is aligned with my 

design ethos.

I would use wool 
if the supply was 

guaranteed.

I would use wool if 
wool increase my 

brand identity.

 I would use wool if  
I had more of the right 

volumes orders.

 I would use wool  
if the supply was 

guaranteed.
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R
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 I would choose wool if 
I found it an interesting 
material to work with.

 I would choose wool if 
it aligned with my 

design ethos.

 I would stock wool if  
I was confident 

garments would sell.

 I would stock wool if  
wool was relevant to 

my existing customers.

 I would stock wool if  
wool could attract new 
customers to my store.  I would choose wool if 

the garment was fit for 
my purpose.

 I would choose wool if 
wool aligned with my 

values.

 I would choose wool if 
wool was considered 

fashionable

 I would choose wool if 
I thought it was good 

value for money.

 I would choose wool if 
I could get the kind of 

wool I wanted.
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