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G ap is a chain of well-known retail outlets spanning the globe.

Behind this well-known chain of stores is an invisible chain of

factories and workers.  This booklet takes  Gap as an example of how

supply chains operate in the garment industry.

The aim of the booklet is to understand how the chains function and

what the issues are for workers in those chains.  It is not to allocate

blame or initiate campaigns focused on particular factories, but to

heighten awareness of the complexity of these chains. For this reason,

the names of people and companies in this booklet have been changed,

as the purpose of the booklet is to understand the structure of Gap's

supply chains.

The booklet is divided into four sections.  In Section 1, we begin by

looking at how supply chains operate in the garment industry.  Section 2

builds on this by explore the issues that arise for workers as a result of

the current structure of supply chains in the international garment

industry.  In Section 3, we look at two international campaigns that have

focused on workers' rights in particular manufacturers that supply Gap.

Finally, in Section 4, we examine Gap's response to the issues raised in

this booklet. 

INTRODUCTION
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In 2002 Women Working Worldwide (WWW) carried out a 

year-long action research project on subcontracting and supply chains

in the garment industry.  The project was undertaken with partner

organisations in Bangladesh, Bulgaria, India, Pakistan, Sri Lanka,

Philippines, Thailand and Hong Kong/China.

The main aim of the research was to enable each organisation to

understand more fully how the garment industry operates in their locality

and what the implications are for workers.   

Each organisation took local factories as the starting point for their

research. They traced the chain down to other manufacturers and units

that subcontracted from their first factory. Then they traced the chain

upwards from the factory to the retailers and brand-based companies

driving the chains and the subcontracting process. Finally, they spoke

with hundreds of workers to find out how their pay and conditions vary at

different levels of the supply chain. 

The focus of the research was not on Gap. However, the size of

company and the global reach of its supply chains meant that many of

the researchers found workers producing for Gap.  For this reason, we

have taken Gap as an example of the current trends and structures

within global supply chains as it provides a readily identifiable case study

of industry-wide issues.

HOW THIS BOOKLET CAME ABOUT
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Gap is one of the largest clothing retailers in the world. 

It is based in San Francisco and has over 4,200 stores 

throughout the world.  It sells casual clothes - including jeans, 

T-shirts and shirts - for men, women and children. It employs 165,000

people.  In 2002 its sales were $13,848 million.

Gap is a retailer: it focuses on design, merchandising and branding.  

It does not make any clothes itself.  Instead Gap contracts out its

production to manufacturers around the world.  In 2001 it bought 

clothes from 3,600 companies in more than 50 countries.

Gap has several brand names. They are 

Gap

GapKids

BabyGap

Banana Republic 

Old Navy

GAP SOME BACKGROUND INFORMATION



T here are many different workers, companies, agents and

offices involved in any supply chain. It is helpful to understand

these roles in order to explore how garment industry supply 

chains function (see map on page 10).

Gap Store

Gap is main business focus is design and marketing, so the store is

the central focus of its operations. Sales data are constantly relayed

to Gap Regional Headquarters in order to monitor what products are

selling and those that are not.  This information is used to plan and

refine sourcing and design strategies.

Gap-USA 

This is the headquarters.  There are also regional headquarters for

Europe, Canada and Japan.  Departments responsible for design,

sourcing and monitoring factories are located in Gap USA as well 

as in regional headquarters. 

Gap International Sourcing - Regional Office 

The regional sourcing office is responsible for sending out contracts

to manufacturers.  Generally, they choose the manufacturers to

whom the designs are contracted.

Gap International Sourcing - National Office 

In countries where significant production is carried out for Gap -

such as the Philippines, Pakistan and Bangladesh - they have

national sourcing offices.  The national sourcing offices are generally

responsible for quality control and monitoring conditions for workers

in factories. Sometimes they are also responsible for shipping

finished garments.

THE SUPPLY CHAIN: WHO’S WHO & WHAT DO THEY DO?
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Blue Textile and Garment Manufacturing (Blue T&G)

This is the headquarters of a large textile and garment

manufacturing company. Blue Textile and Garment Manufacturing is

a TNC with factories in several different countries.  It does not solely

rely on getting orders from agents and buying houses, as it has an

in-house buying office.  It receives orders from large companies like

Gap, through Gap International Sourcing - Regional Office.  Large

TNCs like Blue T&G  are then responsible for sourcing raw materials,

production and distribution of the finished garments. 

Blue Textiles 

This is a subsidiary of Blue Textile and Garment Manufacturing.  It

makes some of the textiles that will be used by Blue Garments.

Blue Garments 

This is also a subsidiary of Blue Textile and Garment Manufacturing.

Garments are cut and sewn here. Not all production is done in this

factory. Blue Garments is a first tier manufacturer  because Gap

directly contracts the work out to BlueT&G.   First tier manufacturers

are manufacturers that are directly contracted to do the work. For

large brands and retailers first tier manufacturers tend to be large

manufacturers due to the volume of orders they require.

Blue small factory 

Big companies like Blue Textile and Garment Manufacturing often

have smaller factories that take the over-flow work or time

consuming work.  Conditions are generally worse in these units than

in Blue Garments, the first tier manufacturer, as the smaller units

employ women on short contracts or without contracts and pay

piece-rate wages. This is a second tier manufacturer.



Purple small factory

This is also a second tier manufacturer.   This is a small factory that is

not owned by Blue T&G.  Small factories like Purple are often funded

through local capital rather than foreign investment.  It subcontracts

orders from Blue Garments.  

Agent 

Agents function at all levels of the chain and they may work with

large or small volumes of production.  At the top of the chain there

are buying houses with many agents, at the lower ends of chain,

agents tend to operate individually. The Agent is subcontracted by

the company - either a first tier or second tier company - to carry out

either part or all of an operation: this is frequently stitching or

finishing.  The agent may have his or her own workshop or network

of homeworkers.  Smaller agents frequently have personal contacts

in the factory: they may be former employees or related to someone

in management.  They are often paid in advance and many earn over

20% commission.  

Homeworker 

Homeworkers generally work from home or in small workshops,

often based in a neighbour's house.  They get jobs because they

know the agent personally.  They normally pay their own overheads,

from machines and thread to electricity.  Work is infrequent:

sometimes they go for months with no work.  At peak seasons they

may have to work 12-14 hours a day, seven days a week.

8
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Now that we understand the roles and functions of the various

participants in the chain, we can look at the structure of the chain.

This section is based on two maps.  The first map looks at movement

down the chain.  It begins by following the flow of orders down the chain.

It then looks at how raw materials are sourced to fill the order and finally

how production is organised.    The second map shows the movement of

garments up the chain, from unfinished garments to finished garments. 

Orders can be divided into two categories.  The first type of order is

new designs.  These designs are sent to Gap International Sourcing -

Regional Office in Asia. We are looking at the office in Asia, but there are

other regional sourcing offices e.g. South America and Europe - which

passes the order on to Gap International Sourcing - National Office. The

Asia office is based in Singapore.  The Singapore office will give the

order directly a large manufacturer, like Blue Textiles and Garments.

Gap likes to work with big manufacturers who are able to produce large

volumes of garments and have high quality.  The manufacturers will

make up samples of the designs.  If the samples are accepted by Gap,

they will negotiate on price, materials and delivery.

The second kind of order is re-orders. Computerised check-out tills

send all sales information from every store in the country to the

Regional Headquarters, Gap-USA. This information tells the brand

managers and merchandisers what garments are selling well and

they reorder these garments.  These orders are sent to Gap

International Sourcing - Regional Office. Pakistan is our example, but

there are national offices in many countries, both in Asia and in other

regions.  This office passes the order on to their First Tier Suppliers,

normally a large factory like Blue Textiles and Manufacturing.  The

Gap International Sourcing - National Office also places some orders

and its responsibilities can include monitoring quality, scheduling,

shipping and factory checks.

THE SUPPLY CHAIN: HOW DOES IT WORK?

THE FLOW OF ORDERS



MOVING DOWN THE SUPPLY CHAIN
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In the diagram, our example of a large, first tier Manufacturer is

Blue Textile and Garment Manufacturing.  Despite the huge

number of manufacturers from whom Gap sources, according to

employees in Gap International Sourcing - National offices, it tries 

to build up long-term relationships with 10-20 large manufacturers,

depending on the country. They are often international companies

that have textile and manufacturing companies in other countries.

It is easier for Gap to work with big companies that also produce

textiles. This is cheaper and reduces the production turnaround 

time as both sections of the company work together on deadlines.

In our example Blue Textiles and Blue Garments co-ordinate their

schedules so that production can be planned more efficiently.

Gap also orders textiles from large mills that do not have

manufacturing firms. The example from our diagram is Pluto Textiles.

When the textiles are ready they are sent to the Blue Garments.

Although Blue Garments produces textiles it does not have the

capacity to supply all Gap's needs.

THE FLOW OF RAW MATERIALS



T he first stop for the raw materials is the first tier manufacturer

like Blue Garments.  In our example, this is the company that

Gap have contracted to produce the clothing.  

Another advantage for Gap when it works with big companies is 

that it can easily monitor the quality and conditions in the factories. 

It does not like factories to subcontract the work to smaller factories,

but this does happen.  The diagram we have is a simplified version 

of what happens. It shows three common ways that unfinished

garments leave the main contractor. They are:

1.  To smaller factories that Blue Garments own

2. To smaller factories or homeworkers that are independent 

of Blue Garments, eg. Purple small factory

3. To an agent

In the first case, Blue Garments may send work out to smaller

factories that they also own - in our diagram this is Blue small

factory.  For the purposes of this research, this is a second tier

manufacturer.  Although it is owned by Blue T&G it is not the unit 

that was contracted to undertake the work.  In some cases these

factories have worse work conditions and the workers there are

temporary and work on a piece rate.  This gives the company

flexibility to hire and fire workers according to demand.  When there

is less work they let workers go and when there is more work, they

can hire extra workers on contracts.  The number of workers in the

main factories is much more stable.

Blue Garments also subcontracts work out to smaller factories that 

it does not own, like Purple small factory. These are second tier

manufacturers. In some cases Blue Garments will complete all the

THE FLOW OF UNFINISHED GARMENTS
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work for Gap in its own factory, but subcontract work for other brand

names to second tier manufacturers, like Purple small factory. This is

done for three reasons: volume, time and price.  

1. Volume: Blue Garments accepts orders that are bigger 

than it can handle 

2. Time: Blue Garments is required to deliver more quickly 

than it can manage  

3. Price:  Purple small factory's management agree to do 

the work for a cheaper price than Blue Garments.

When this happens Blue Garments needs help to do the work and 

to finish on time. Sending work to smaller factories is normally done

through the administration department or the managers.  The

research found that owners of small units like Purple small factory

frequently have a personal connection with the management of 

the company from whom they subcontract.  They may be former

workers, related to a member of management or they may be a

member of management that has set up their own small factory.

Blue Garments may also subcontract the work to an agent. The

research found that many agents also have personal contacts with

the management.  They may be a former worker, or sometimes a

line leader in the factory.  The agent may subcontract the work out 

to second or third tier manufacturers.  If the agents supply

homeworkers, they are frequently family members, friends and

others in their community.  The agents do not pay these home

workers the same price that they are paid by the management for

this work. Home workers are paid less than factory workers would

be for the same work. Geri's story, in the next section, gives a

breakdown of a homeworker's payment and an agent's payment.



MOVING UP THE SUPPLY CHAIN

Gap Stores 
in Canada

Gap Stores 
in Europe

Gap Stores 
in Japan

Gap USA Gap Canada Gap Europe Gap Japan

KEY Flow of orders Flow of Flow of Flow of
raw materials unfinished garments finished garments

Gap International Sourcing
Regional Office - Singapore

Blue Textiles 
& Garments

Domestic
Retailers, Malls

Gap International Sourcing
National Office e.g. Pakistan

Blue Textiles
Small Stores &
Flea Markets

Purple small
factory

Blue small
factory

Agent

Small workshop HomeworkersHomeworkers

Gap Stores 
in USA

Blue Garments

Orange
Textiles

14



15

T he second map follows the flow of garments up the chain.  

It shows dark arrows going up the chain from homeworkers to

small factories, like Purple small factory, and on to Blue Garments.  

Distribution used to be organised by the retailer/brand name through

logistics and distribution companies.   The research found that this

function is increasingly taken on by big firms like Blue T&G, directly

from its manufacturing company, Blue Garments.  This is either done

in partnership with big distribution companies or through an in-house

distribution department.  Some manufacturing TNCs taken over

logistics and distribution companies in order to gain this expertise

within the company.

The finished garments are shipped to three different destinations.

These are:

1. Gap International Sourcing - National Office

2.Gap Regional Centres - e.g Gap-USA 

3.Domestic Markets

Sometimes Gap International Sourcing - National Office requests

that the goods are sent to them.  They then send the goods on to

Gap International Sourcing - Regional Office in Asia who then send

the goods to Gap-USA, Gap-Canada, Gap-Europe or Gap-Japan.

This can increase profits, through transfer pricing, or may be for

quota reasons.

It is more usual for the Blue T&G to send the garments straight to

Gap-USA, Gap-Canada, Gap-Europe or Gap-Japan.  The benefit for

Gap is that Blue T&G must pay the price of transport, distribution and

administration. This saves time and money for Gap.

THE FLOW OF FINISHED GARMENTS



Finally, some of the garments go to markets in the country they 

are manufactured.  They go to department stores, malls and flea

markets.  This happens when too many garments are produced, 

an order is cancelled or the garments did not pass quality control.

Often these clothes are sold very cheaply so they force down the

prices of clothes that are made for the domestic market.  This makes

conditions even worse for the women who work in companies that

produce clothes for the domestic market as it forces their employers

to produce even cheaper clothes to compete with surplus clothing

from big companies like Gap.

This can happen for several reasons.  When extra materials are left

over manufacturers must use them in order to recoup their costs.

Therefore, using the same patterns and the same labels, they make

up additional garments which are sold off to other distributors.  

This can also happen when garments are overproduced - due 

to changes in orders - or garments fail quality control checks.

Manufacturers need to get as high a return as possible to cover 

the costs of raw materials and labour.  A lower profit from a local

distributor is better than loosing money on an order.  

16
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Now that we have a basic understanding of how the supply chain

operates, we can look at the problems that arise for workers in

the supply chain. Across the garment industry the structure of the

supply chains are changing.  These changes have resulted in sustained

downward pressure on workers' rights and conditions. The issues that

are raised here are the issues raised by the women workers during the

research project. These are industry-wide issues that are of direct

relevance not just to Gap but to all retailers and brand names. 

Underpayment of wages and social welfare entitlements

Workers across the production chain are frequently underpaid and paid

late. In many cases, payment methods are very complex.  In some

cases they are based on a combined, time and piece-rate payment.

This complicated system makes it very difficult for workers to calculate

their wages in advance or to check that they have been paid the

correct amount. Many workers report signing a blank sheet of paper

when they are given their wages, which means that their employers are

not declaring the actual earnings of the workers. There are also many

cases where workers who are entitled to social welfare contributions

find that their deductions have not been remitted, but kept by their

employers, leaving them without medical or social welfare cover. 

Hours of work 

The research shows that working hours fall between two extremes:

either too much work or too little. Workers frequently work 10 -16

hours a day with no days off during peak season months. Equally, as

a result of increased informalisation, many workers are either on

short-term contracts or have no contracts, so they are retrenched

during the low season. Overwork can also be linked to sub-minimum

wages. There are cases where overtime is unpaid and workers are

obliged to do it, those who refuse to do overtime may be fired and

new workers hired to replace them.  To compensate for the low pay

levels, workers do overtime in order to increase their wage. 

ISSUES FOR WORKERS IN SUPPLY CHAINS



Health and safety issues 

The health and safety issues cover a very wide range of issues. They

include: excessively high temperatures; dust; inadequate ventilation;

inadequate lighting; excessive noise; lack of fire-fighting equipment;

blocked exits; bad sanitation; unhygienic canteens; and lack of

drinking water. Apart from specific illnesses brought on by these

conditions - such as asthma - many workers complain of constant

fatigue, headaches and reoccurring fevers, yet most workers find it

very difficult to take time off due to illness. 

Harassment 

Harassment is an issue that often has a very gendered impact, as

female workers are more likely to be harassed than male workers.

Some workers report that they are subjected to verbal, sexual and

physical harassment.  As Rani's case study shows, harassment and

intimidation can be closely linked, as the worker may be threatened

with dismissal if they do comply.  In an industry where jobs are

increasingly insecure, the threat of dismissal is a forceful form of

intimidation. The reports from Pakistan and Bangladesh also highlight

the link between excessive overtime and harassment outside the

factory. Long overtime means that women finish work late at night

when there is no secure transport, as a result they are more

vulnerable to sexual harassment and physical attacks late at night. 

Repression of the right to organise and negotiate

There are very low levels of union organisation throughout the global

garment industry. The reasons for this include repression of trade

union activists. "Yellow unions", which are controlled by

management are tolerated in some factories. In others workers are

simply dismissed if they form or join a trade union. The high levels of

subcontracting also make trade union organisation very difficult.

Without the right to organise workers ability to remedy problems in

the workplace is severely limited.

18



19

CASE STUDY 1: Rani, a factory worker supplying GAP

Rani works in Turquoise Knitwear in the finishing department.  There

are 15 women and five men in the department. The supervisor is male.

The company is located in Lahore, in the province of Punjab.  It exports

T-shirts and jeans to the USA and UK. In total, 500 women work in this

factory aged between 14 to 30. 

Rani has been working here for three years but she is still a temporary

worker. She starts her work at 7:00 A.M. and finishes at 10 P.M. or 11:00

P.M.  She has no fixed working hours, so she has no idea when she will

finish work. She told us "When boss allows us we go home. We work

long hours without getting overtime. My male supervisor misbehaves

and harasses me by passing unwelcome remarks. He tried to start

affairs with the younger girls and threatens that he will stop their salary

if they refuse.  If I refuse to work overtime, the supervisor and manager

would ask me to leave the factory. We are not allowed to talk with

each other during work." 

Health and safety standards are not complied with in Rani's factory. There

is no separate toilet for women.  There is no place to eat, so the workers

sit on the floor at lunchtime.  The are no fixed break times, so the workers

aren't always given their breaks.  The lights are dim, so Rani suffers from

severe headaches and eye problems. There is no proper air ventilation

system and because of this most workers suffer from asthma and other

lungs problems. Pregnant women do not get any maternity leave.

Payment is also a problem.  Rani is not getting equal wage for equal

work.  She works on piece rate and gets RS. 1200 per month (US$ 24).

Her employer gives her the salary and makes her sign on a piece of

blank paper. 

Rani told us that there is no union in the factory.  If any worker tries to

form union he/she is fired without a reason.

Working Women's Organisation, Pakistan / WWW, 2003



R ani's story illustrates many of the problems that workers in

garment industry supply chains face.  From forced overtime

and breaches in health and safety standards to the suppression of

the right to organise and harassment, Rani's story highlights the

experiences of many workers throughout the garment industry.

The issues that face homeworkers are even more complex.  They

share the problems of factory-based workers, but they also have

additional issues with which to contend.  As is typical for the garment

industry, homeworkers are generally women who frequently have

families and use home work as a way of balancing domestic work

with wage-earning work.

Homeworkers are generally paid less than factory workers would be

paid for the same task.  This is because the agent who supplies the

work to homeworkers takes a significant fee for performing this

function.  Geri's story provides a clear example of the difference

between what a homeworker earns and the earnings of the

subcontractor who provides her with the work.  Additionally, unlike

factory-based work, home-based work frequently relies on unpaid

labour from family members.  They may do housework or they may

help directly with the work, as in Geri's case.  This is unpaid work 

for which family members are not paid by the supplier.  Another

issue, specific to homeworkers is the cost of overheads, such as

electricity and thread.  Many homeworkers are not reimbursed for

these expenses.
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CASE STUDY 2: Geri, a homeworker supplying GAP

Geri proudly explained to us how she was able to finish an average of
four bundles a day, how her beautiful children help her work on the
bundles even though they don't get paid, how important it is for her to
earn an additional P88.00 or US $1.64 per day and how other women
in the community do the same.

About 80-100 sewers in this one community alone work for the same
subcontractor.  They have to do the tedious job of sewing tassel ends
for mufflers and shawls.  The other women are grateful to the
subcontractor who has given them this work and pay.  But Geri is not.
For she knows, the subcontractor will get paid P74.40 or US $1.40 per
bundle of tassels sewn.

And while the subcontractor gives the women workers P22.00 or 
US $0.41 a bundle, the women earn a meagre US $1.64 per day, the
subcontractor (agent) earns for herself, from their sweat, US $3.96
per day per sewer (assuming that each finishes only an average of
four bundles per day).  And if this subcontractor has a minimum of 
80 sewers, she then earns approximately US $316.80 per day.

US $1.40 / bundle Price paid by the company to the subcontractor
(agent)

US $0.41 / bundle Price paid by the subcontractor (agent) to the
homeworker

US $0.99 / bundle Profit for the subcontractor (agent)

In eight hours:
4 bundles @ US $0.41 per bundle  =   US $1.64 per day for the

homebased worker
4 bundles @ US $0.99 per bundle =   US $3.96 per day for the

subcontractor/agent

If the subcontractor (agent) has 80 homebased workers and gains 
US $3.96 profit from each homebased worker each day: 
US $3.96 x 80 = US $316.80 per day for the subcontractor (agent)

Women Workers' Program, Philippines/WWW, 2003



A s a global brand name Gap is expected to set a high standard

on labour relations.  For this reason it has come under

significant pressure from consumer groups, trade unions and other

organisations supporting garment workers.  By placing pressure on

large players like Gap, campaigners hope to 'pull up' the industry

standard on labour rights.

In this section we look at two recent campaigns. The first campaign

focuses on workers in a factory producing underwear  in Thailand

and the second campaign focuses on a factory in El Salvador.

Gina Form  - Thailand

The Gina Form factory in Thailand produces bras and has had a

trade union since 1994.  In 2001 the company came under new

management and harassment of the union and its members greatly

increased. In 2002 the union leader was fired and several other

union members were dismissed. 

The union informed an Asia-based labour organisation and together

they researched the company's customers and the countries to

which the company was exporting. They also made a list of all the

instances of harassment including the dates and descriptions. 

The union had already taken the company to court several times, 

but even when the court ruled in favour of the trade union, the

company refused to comply with the ruling. 

The research was used to put together an appeal for action.

Included in the appeal were demands to the major buyers: Victoria's

Secret, K-Mart, La Senza and Gap. This was distributed through

international networks involving hundreds of organisations in 

Europe and North America. Many people sent letters to the 

buying companies. 

INTERNATIONAL CAMPAIGNS
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Several companies refused to take action. Gap did respond and sent

their monitoring team to investigate the factory and talk to

management twice. The team also met separately with the union

and several other Thai organizations. 

As a result of the continued struggle of the union, combined with this

international support, the union leader was reinstated on March 18

2003. A collective bargaining agreement was signed between the

Gina Relations Worker Union (GRWU) and Gina Form Bra

management after an eight-hour bargaining session, mediated by 

a conciliator from the Thai Ministry of Labor.   This agreement

addressed almost all the key issues that the union had raised.

Tainan - El Salvador

On April 26th 2002 the management of Tainan garment factory

announced that workers who had been suspended at the beginning

of April 2002 would not be rehired and that the factory was closing.

Tainan claimed the layoffs and plant closure were the result of a lack

of orders from North American brands, and blamed the union for the

drop in demand from its primary customer, Gap. Gap denied that it

cut orders because of union organising.

The workers in the Tainan factory had been organising a union which

had obtained legal recognition in July 2001. It had just submitted a

request to the Labour Ministry for collective bargaining rights when the

management made the announcement that it would close the factory.

An international campaign was initiated, calling on Tainan Enterprises

to re-open its El Salvador factory, rehire the workers and negotiate in

good faith with the union. In the US campaigners lobbied Taiwanese

governmental officials, Tainan's customer headquarters and sent

hundreds of letters to Gap and other buyers.  



This international campaign succeeded in pressurising Tainan

Enterprises to begin discussions on reopening the El Salvador plant.

Meetings were held between senior management and the union.

The international campaign was suspended in recognition of Tainan

Enterprises' engagement in negotiations. 

As a result of these talks, the company agreed to open a new

factory that would have a unionised workforce with a collective

bargaining agreement. Tainan, as a factory is still officially closed, but

the new factory, Just Garments, is replacing it. Once Just Garments

opens it will be the first apparel factory in El Salvador to have a trade

union and a collective bargaining agreement.
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T he increase in international campaigns, combined with rising
concern about ethical sourcing, have forced Gap to begin tackling

the issue of worker rights over the last few years.  It has done this in the
following ways:

1.  Gap has an internal monitoring and implementation department.  
2. Gap is engaging with campaigners and local organisations to develop

more long-term, sustainable partnerships at the community/factory level. 

GAPS RESPONSE
This section has been adapted from a four-page reply from Gap to a draft
copy of this booklet. A full transcript of Gap's reply is available from
WWW upon request.

1. Internal Monitoring: Global Compliance Department
Internally, Gap has established a Global Compliance department.  
With over 90 employees, from more than 25 countries, Gap is creating a
team that can interact directly with workers and management, without
translators.  These Vendor Compliance Monitors evaluate and monitor
facilities and have a broad range of duties, from conducting detailed health
and safety inspections, to inspecting sewing machines for safety guards, 
to reviewing payroll records and interviewing workers. In 2002 the
compliance officers made over 13,000 visits, both announced and
unannounced, to approximately 3,000 factories.  

2. Global Partnerships Programs
Alongside its internal monitoring department, Gap is working with groups
outside the company in a number of informal partnerships and initiatives
with third parties.  Among these projects are Civil Society Initiatives and
Independent Monitoring.

Civil Society Initiatives
These are partnerships with local NGOs, labour unions, governments and

GAPS’S REPONSE TO INTERNATIONAL CAMPAIGNS



community leaders.  These initiatives are aimed at increasing the number
of stakeholders involved in the monitoring and implementation process.
By collaborating with more key groups, both inside and outside the factory,
Gap is attempting to open up communication between key stakeholders
and create additional sources of support for workers.  This means that issues
and problems can be reported back, not just to monitors, but also to labour
unions, community leaders or NGOs.  The Pakistan Community Centre
Pilot Project is an example of one of the projects piloted as a result of Gap's
civil society partnerships.

Independent Monitoring
The first independent monitoring projects in the garment industry were
piloted by Gap in the mid-1990s as a result of worker-based campaigns in
Central America.  This marked the beginning of direct partnerships with
worker and monitoring groups in Central America, an approach not adopted
by any other retailers. The initial project was piloted with three non-
governmental organisations: Business for Social Responsibility Education
Fund (BSREF), Centre for Reflection, Education and Action (CREA) and
the Interfaith Centre on Corporate Responsibility (ICCR).   The final public
report of the project is available at the ICCR Website at www.iccr.org. 

Gap has gone on to develop the role of independent, locally-based monitoring
projects. Other projects are currently underway with GIMES in El Salvador,
COVERCO in Guatemala and EMIH in Honduras.  Although these have had
some success, they are not the final word in protecting workers' rights. 

"One thing we've learned is that independent monitoring is not a silver
bullet in and of itself.  To be more specific, our experience has shown that
while independent monitoring often can be an effective complement to our
own efforts, it cannot currently replace the work of our experienced and
fully dedicated internal team. Independent monitoring has also proven to be
an extremely resource-intensive process. Additionally, as this is a relatively
new concept, there are not many existing qualified independent monitors."
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GAP PROJECT

Pakistan Community Centres Pilot Project
The project was initiated as a result of collaboration between Gap, Kashf
Foundation and two Gap approved vendors in Pakistan. Kashf Foundation
mobilised women, primarily home workers in their communities to establish
community centres to develop opportunities for women to work near their
homes and provide a central location for women embroidery workers to work
and for us to monitor compliance. 
The project funding (i.e. the setting up of two community centres) was funded
by the vendors and paid for by the embroidery work that was completed. Over
the period of one year four centres were established. There were a number of
successes and many challenges in the process.

Successes 
■



I t is clear that Gap has made some attempts to shoulder its

responsibility to workers  producing clothing for its stores.  

That Gap is open to dialogue and action with local stakeholders 

and workers is a crucial step.  However there is a long way to go

before sustainable improvements in working conditions will be 

felt by workers throughout their global supply chains.

This booklet provides a clear picture of the increased worker

insecurity which characterises the garment industry. Excessive

working hours, or lack of work, sub-minimum wages and the

repression of the right to organise and negotiate are issues that 

are deeply interwoven. 

Although this booklet examines the structure and impact of Gap's

supply chain, the booklet is not just about Gap.  The issues raised

here are issues that require urgent action from all participants in 

the global garment industry. The pressure to improve conditions 

for workers is on not only famous brand names and retailers but 

also the anonymous manufacturers and other hidden players in 

the supply chain. 

SOME USEFUL WEBSITES

On Gap

www.gap-inc.com

On consumer campaigns

www.cleanclothes.org

www.labourbehindthelabel.org

www.women-ww.org

www.maquilasolidarity.org

CONCLUDING COMMENTS
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This booklet would not have been possible without the contributions and support

of the organisations and workers that took part in a Women Working Worldwide

action research project on garment industry supply chains in Europe and Asia.

These organisations are: 

Bulgaria Gender Research Foundation, Bulgaria

Friends of Women, Thailand

Hong Kong Christian Industrial Council, Hong Kong

Karmojibi Nari, Bangladesh

Philippines Resource Centre & National Federation of Labour, 

Manila, Philippines

Transnational Information Exchange, Sri Lanka

Union Research Group, India

Working Women's Organisation, Pakistan

Women Workers' Project, Baguio, Philippines

The booklet has also benefited from the contributions of Lynda Yantz (Maquila

Solidarity Network) 

Finally, we would like to thank the staff at Gap for their willingness to engage with

WWW on this booklet, particularly Sean Ansett, Dan Hinkle and Lakshmi Bhatia.
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