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Additional case study 
 
 
The impact of SA8000 on business practices in Indian garment manufacturing  
 
The textile sector in India is the second largest in terms of employment in the entire country, with 
some 35 million people working within it. Global deregulation in the sector as well as the economic 
liberalization of India in the 10990 has facilitated rapid growth. Although the employment 
opportunities are generally welcome, issues like forced overtime in order to meet production 
targets and very low wages to keep costs down in order to attract overseas buyers are common. 
Moreover there has been a lack of local government enforcement regarding local labour laws. 
 
This situation has prompted other actors to collaborate in non-governmental labour regulation. In 
this way, standards such as SA8000 have been set up that ensure appropriate corporate conduct 
in the garment supply chain. Social Accountability International (SAI) is an international non-profit 
human rights organization founded in 1997 with the aim of improving workplaces around the world. 
Social Accountability 8000 (SA8000) represents an SAI-devised standard which covers child 
labour, forced labour, working hours and pay, health and safety, and the right to collective 
bargaining. Groups that have signed up to SA8000 include companies, certifying bodies, NGOs, 
trade unions and universities.SA8000 can therefore be regarded as multi-stakeholder initiative. 
 
To investigate the adoption of SA8000 in India, managers running several factories were visited in 
Bangalore and Tirupur (Stigzelius and Mark-Herbert, 2009). Most of these manufacturers had B2B 
trading relations with European and US companies, including retail brands such as GAP, H&M, 
Tesco and Tommy Hilfiger. All these brands have their own corporate codes of conduct that their 
supplier are required to follow. Moreover, in addition to these codes, the factories were certified for 
SA8000. 
 
It appears that management motivation for implementing SA8000 was influenced by ‘upstream’ 
pressure from their retailer customers, since adherence to labour standards is becoming a 
minimum requirement from many European and US buyers.  SA8000 provides a management 
system to ensure that production complies with national labour laws, giving the factories an ethical 
perspective on doing business. Of course, another motive was to ensure worker’s rights and this 
was something that was influenced by managers’ personal commitment. 
 
Difficulties in implementation included a lack of support from corporate buyers. This was because 
these business customers were not sharing the extra costs involved with operating at the SA8000 
standard of manufacturing. There were also no contracts in place to reassure suppliers that the 
standard represented a safe investment of their local efforts (i.e. to guarantee future trade). 
Combining the standard’s requirements with keeping production costs sufficiently low to attract 
buyers was challenging – a classic B2B pricing dilemma if you fear being ‘undercut’ by competing 
suppliers. A further issue for human resource managers at the factories was to integrate SA8000 
into daily procedures and to increase comprehension of the standard amongst workers. 
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Despite these obstacles, managers perceived opportunities from implementing SA8000. These 
were chiefly related to an enhanced corporate image, leading to business growth and decreased 
labour turnover. Being certified gave grounds for confidence and was seen as way to differentiate 
from competing suppliers in the battle to win orders from ethically-aware buyers. 
 
Source: Stigzelius, I & Mark-Herbert, C (2009) Tailoring corporate social responsibility to suppliers: 
managing SA8000 in Indian garment manufacturing, Scandinavian Journal of Management, 25: pp 
45-56. 
 
Some questions suggested by this case include: 
 

1. Draw up a SWOT analysis for an Indian garment manufacturer who is considering signing 
up to the SA8000 initiative. What are the pros and cons of taking this strategic decision? 

2. Discuss the extent to which you think that environmental forces such as global labour 
standards will influence B2B marketing and supply/demand chain management in the 
future. 
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