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Additional case study 
 
 
IORs in the supply/demand chain for soft toy manufacturing in Asia 
 
This case shows how important it is for the firms that manufacture toys for the Italian soft toy 
company Trudi to understand the company’s supply/demand chain needs. You will see that 
prospective suppliers must have a good grasp of how the value chain functions and of how Trudi 
makes its very demanding organizational buying decisions.  
 
Trudi is a leading European toy producer and had a yearly turnover of almost 25 million euro 
(approx £18m) in 2004. Its core business is the production and marketing of toys, the designs of 
which are created by its Italian designers. The toys are sold under Trudi’s own brand as well as 
mascots and promotional materials for third party companies such as Walt Disney and the Harry 
Potter franchise.  
 
The final product, in the past made in Italy, is now made in Asia. Trudi spends around £5 million a 
year, with 80% of its suppliers being located in China and 19% in Indonesia. The lower labour cost 
of the Far East was the major factor in shifting production. This is because the soft toys are made 
almost entirely by hand. The toys are produced by companies that are often Korean-owned, 
something valued by Trudi since they believe Korean management to be more dynamic and 
entrepreneurial than Chinese management.  
 
The purchase of raw materials is delegated to Trudi’s suppliers of finished goods, as long as 
samples can be evaluated against a technical specification sent by Trudi. The company is aiming 
to concentrate its production in a single region of China, Shenzen. This is due to the logistics 
advantages of the region being located close to Hong Kong and the high concentration of 
experienced suppliers to be found there. As Trudi is famous for its high quality goods, the 
suppliers have to commit to meeting strict European safety standards as well as adhering to a 
code of conduct over employees’ working conditions. Moreover, because of the highly technical 
hand stitching involved in the manufacturing process, Trudi has had to carefully train its suppliers 
over several years. Since the look of the finished toy is so important, suppliers have to meet 
aesthetic as well as technical quality guidelines.  
 
Trudi discourages its suppliers from forming trading relationships with its (i.e. Trudi’s) direct 
competitors as it wants to avoid these competitors taking advantage of the knowledge that Trudi 
has transferred to China. Thus, producers must feel confident that the relationship with Trudi will 
last if they are to commit to signing a contract to supply them, since they may be asked by this key 
customer to forego links with other potential customers. This makes being a supplier for Trudi a 
fairly daunting proposition.  
 
Sources: Nassimbeni, G. & Sartor, M. (2006), Sourcing in China: Strategies, Methods and 
Experiences, Houndmills, Palgrave Macmillan, www.trudi.it (2008). 
 
Some questions suggested by the case include: 
 

1. If you were employed as the marketing manager for a Chinese producer, how would you 
market your firm’s production skills to Trudi in order to obtain a contract from them? (i.e. 
how could you reassure Trudi that your firm can add value?) 

2. As a marketing manager, how would you ‘sell’ (internally) the idea of limiting your customer 
base to your fellow production company managers in order to persuade them to form a 
relationship with Trudi? 
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