
 

1 

 

PROCUREMENT 

Buying The Right Stock 

A Practical eBook for Fashion Retailers 
 

 

 

 By Raoshan Kumar 



 

 

  2 
 

INTRODUCTION

 

In the fashion retail business, success does not begin on the shop floor—it 

begins at the buying stage. Procurement is one of the most critical decisions 

a retailer makes, yet it is often handled casually or based on habit rather than 

strategy. Many retailers believe that sales problems can be solved later 

through discounts, promotions, or marketing efforts. However, the reality is 

much harsher. If the wrong products or wrong quantities are purchased, the 

damage is already done. No system, no staff effort, and no marketing 

campaign can fully correct a poor buying decision. 

In practical terms, nearly seventy percent of inventory-related problems 

originate during procurement. When stock is purchased without proper 

planning, it leads to overstocking, slow-moving items, and eventually 

dead inventory. This block working capital, reduces profitability, and 

limits the retailer’s ability to invest in fresh designs or expand the 

business. Therefore, procurement should not be seen as a routine 

activity but as a strategic function that directly impacts business growth. 
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Chapter 1 

What is Procurement ? 

Procurement is the process of planning, selecting, and purchasing the right 

products for your business in a structured and controlled way. In a fashion 

retail context, it means deciding what styles to buy, how much quantity to 

purchase, from which supplier, and at what time, so that the stock matches 

actual customer demand. 

In fashion retail, procurement directly determines business performance 

because every product you purchase becomes part of your inventory. If the 

products are aligned with customer demand, they sell quickly, generate cash 

flow, and improve profitability. However, if the wrong products or excess 

quantities are purchased, they remain unsold, block capital, and eventually 

require discounting. This is why procurement is often considered the most 

critical control point in inventory management. 

What smart procurement really means 

Smart procurement is not about increasing the quantity of purchases; it is 

about improving the quality of decisions. It involves buying the right 

products, in the right quantity, at the right time, and for the right store. based 

on actual demand rather than assumptions. A smart retailer understands that 

every purchase must be justified by data and aligned with business goals. 

This approach requires discipline. Instead of reacting to market noise or 

supplier pressure, the retailer follows a structured process of planning, 

analysis, and validation. The focus shifts from “What should I buy?” to “What 

does my store actually need?” 
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Chapter 2 

It is important to understand that procurement is not just “buying goods.” 

Buying is only one part of the process. Procurement begins much earlier—

with understanding store requirements, analyzing past sales, checking 

current inventory, and forecasting demand. Only after this analysis is done 

does the actual purchase take place. In this sense, procurement is a decision-

making system, not a transaction. 

 

The Foundation: Requirement Gathering  

Every effective procurement process begins with clear and structured 

requirement gathering. This is the stage where the retailer identifies exactly 

what needs to be purchased before interacting with suppliers. Without this 

step, buying becomes directionless and prone to errors. 

Requirement gathering should be based on a combination of store-level 

demand, current stock position, and historical sales data. Each store must be 

treated as a unique entity rather than part of a uniform system. A store 

located near a college will have very different demand compared to a store 

located in a wedding market or a premium residential area. Ignoring these 

differences leads to uniform buying, which rarely works in fashion retail. 

For instance, a retailer managing multiple outlets might notice that casual 

cotton kurtis perform well in a college-area store, while heavy party wear 

sells better in a location surrounded by wedding shoppers. If the same 

inventory is sent to both stores, one will experience excess stock while the 
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other faces shortages. By collecting store-specific requirements, the retailer 

ensures that each location receives stock aligned with its customer base. 

 

 

Procurement flow 

 

Store Requirement Collection 

↓ 

Current Stock Analysis 

↓ 

Sales Data Review (Recent + Seasonal) 

↓ 

Gap Identification (What is Needed vs Available) 

↓ 

Buying Plan (Category, Quantity, Budget) 

↓ 

Decision Validation 

↓ 

Purchase Execution 

↓ 

Post-Purchase Review (Performance Tracking) 

 

 
Control Loop Framework 

 

Plan → Buy → Sell → Review → Improve → Plan Again 

 

 

 

The Role of Sales and Stock Analysis  

Another critical element in procurement is understanding the current 

inventory situation. Before purchasing anything new, a retailer must evaluate 

what is already available in the system. This includes identifying which items 
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are selling quickly, which are moving slowly, and which have become dead 

stock. 

Stock ageing plays an important role here. Products that remain unsold 

beyond a certain period, such as sixty or ninety days, indicate weak demand 

or incorrect buying decisions. Repeatedly purchasing existing stocks creates a 

bigger inventory challenge. A disciplined retailer regularly reviews stock age 

and sell-through rates to avoid repeating past mistakes. 

For example, a fashion store might observe that denim jackets consistently 

remain unsold outside the winter season. If this pattern is ignored and the 

same products are purchased again, it results in predictable losses. However, 

if the retailer uses this insight to adjust future buying, the business becomes 

more efficient and responsive. 

 

 

Demand Level Current Stock Level Decision 

High Demand Low Stock Buy Immediately 

High Demand High Stock Monitor, Avoid Overbuying 

Low Demand Low Stock Test Small Quantity 

Low Demand High Stock Do Not Buy 

 

 

Learning from Seasonal Patterns 

Fashion retail is deeply influenced by seasons, festivals, and changing trends. 

Therefore, historical data is an invaluable tool for making better procurement 

decisions. By comparing sales performance from previous years, retailers can 

identify patterns and shifts in customer preferences. 



 

 

  7 
 

For instance, a saree retailer analyzing Diwali sales over multiple years may 

discover that customer preferences have gradually shifted from traditional 

red tones to pastel shades. This insight allows the retailer to adjust future 

purchases accordingly, ensuring that stock aligns with current demand rather 

than outdated assumptions. 

However, it is important to use historical data intelligently. The goal is not to 

blindly repeat past buying patterns, but to understand trends and adapt to 

changes. Data should guide decisions, not restrict them. 

 

Building a Structured Procurement Process 

A successful procurement system is built on consistency and discipline. The 

process begins with collecting requirements from each store, followed by a 

detailed analysis of current stock and recent sales data. Based on this 

information, the retailer defines a clear buying plan that specifies categories, 

quantities, and budget allocation. 

Before finalizing any purchase, the retailer must validate each decision by 

asking critical questions. Is this product already overstocked? Did similar 

items perform well in the past? Is the demand seasonal or consistent? These 

questions act as a filter, preventing impulsive or unnecessary buying. 

Controlled purchasing is another key aspect of this process. Instead of 

buying large quantities upfront, retailers should adopt a test-and-scale 

approach. Small quantities can be introduced initially, and only successful 

products should be reordered in larger volumes. This reduces risk and 

improves inventory efficiency. 
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Chapter 3 

 

Avoiding Common Procurement Mistakes  

Many procurement failures can be traced back to a few common mistakes. 

One of the most frequent errors is buying under supplier pressure without 

proper analysis. Another is treating all stores the same, ignoring their unique 

demand patterns. Retailers also tend to overlook existing inventory, leading 

to duplication of slow-moving stock. 

Overconfidence in intuition is another major issue. While experience is 

valuable, it should complement data, not replace it. Ignoring past sales data 

and making bulk purchases without testing are additional mistakes that can 

significantly impact profitability. 

Avoiding these errors requires awareness and discipline. Retailers must 

consciously shift from unstructured decision-making to a data-driven 

approach. 

 

Leveraging Technology for Better Procurement  

In today’s competitive retail environment, technology plays a crucial role in 

improving procurement decisions. ERP systems provide real-time visibility 

into stock levels, sales performance, and inventory ageing. They enable 

retailers to track store-wise demand, generate reorder suggestions, and 

analyze trends with accuracy. 

By using such systems, retailers can replace guesswork with data-driven 

insights. This not only improves buying accuracy but also enhances overall 
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business efficiency. Technology does not make decisions on its own, but it 

provides the clarity needed to make better decisions. 

 

 

Conclusion  

Procurement is not just the first step in inventory management—it is the 

most decisive one. Every product that enters your store carries the weight of 

a decision made at the buying stage. If that decision is correct, it leads to 

smooth sales, healthy cash flow, and sustainable growth. If it is wrong, it 

creates a chain reaction of problems that are difficult to resolve. 

The key to successful procurement lies in discipline, data, and structured 

thinking. Retailers who invest time in planning their purchases, understanding 

their customers, and analyzing their inventory will always have an advantage 

over those who rely on intuition alone. 

 

In the end, the principle is simple yet powerful: 

Right buying leads to right inventory, and right inventory leads to right profit. 
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