
BUILDING THE
CASE FOR 3D: 
KEY SAVINGS AND ROI



An average of $6-8 billion are spent on physical samples in the apparel industry. Companies want to touch, feel and see 
samples in various colorways, before making final decisions. However, this can make development and production cycles 
long and costly. 

The traditional workflow meant that it could take months 
to receive a first, physical prototype from the initial 
design sketch. Once received, it could take weeks to 
communicate effectively and make decisions between 
factories and brands across the globe. Often these samples 
have to be revised with multiple changes, before going 
through the lengthy decision-making process again. 
Multiple physical iterations also means wasted fabric, 
shipping brokerage and management costs, storage & 
archiving, disposable of redundancies, and labor costs.  

Time is the new money. If 75% of those physical samples 
could be handled digitally, not only would it reduce the 
costs for physical samples, but also cut development 
time, allow for faster decision making, and become more 
sustainable. Incorporating 3D more into a company can 
maximize growth and profits and create better product for 
that answer consumer needs. Read more to learn about the 
key savings and reductions by implementing 3D.

BUILDING THE CASE FOR 3D: 
KEY SAVINGS AND ROI

https://maloney.house.gov/sites/maloney.house.gov/files/documents/The%20Economic%20Impact%20of%20the%20Fashion%20Industry%20--%20JEC%20report%20FINAL.pdf


Companies have tighter timetables, and often have to produce full collections in weeks. By using 3D technology, designers can 
make immediate product changes, without any additional cost or delay.  Within weeks, it’s possible to showcase designs in all 
colorways, sizes and styles, and reduce the amount of physical prototype by up to half. 

In a survey among customers, implementing 3D reduced the amount of fabric used for physical samples, and also the cost 
to make those samples. One luxury goods company had been spending close to $30 million on samples. By going digital, 
they were able to reduce the amount of physical samples by 10%, saving millions. Other brands were able to reduce the 
number of physical samples from 5 to 1.5, with an average of 10-15% reduction in sample making cost.

Example of a 3D digital sample in photorealistic quality

IMMEDIATE PRODUCT CHANGES 
REDUCE PHYSICAL SAMPLES BY 50% 

When 75% of designs can be modified using 3D before cutting any fabric, it also means that brands can 
produce an average of 4 times the amount of garments a day. For example, Silver Jeans, the marker of mid-
luxury blue jeans are able to produce 400 new styles a year by tweaking patterns on a 3D avatar, leading to 
a 10-15% reduction in cost to how they were operating before.
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http://optitex.com/case-study/silver-jeans-company-saves-costs-while-increasing-styles/


With 3D, you are able to show decision 
makers right at the concept what a 
style will look like brought to life on a 
mannequin. This can be in the product 
development stage or even in a client’s 
office, where it is possible to present 
a digital showroom of garments in 
various colorways, where the client 
can make changes directly on the spot.  
For Target, implementing 3D, has sped 
up their product development time 
by two weeks, and sampling has been 
reduced by roughly 65%.

By developing a lot of product at a 3:1 ratio, 3D provides Target with the opportunity to iterate and modify styles before committing 
to fabrics. Before you may have had one mannequin dressed in an outfit, but now it's possible to show 30. Merchants can 
respond quite positively to this because it can take weeks out of them looking at seam samples and seeing how a garment will 
be laid together, by viewing a 3D sample in front of them.

BETTER COLLABORATION: 
FASTER DECISIONS & BETTER PRODUCTS

https://sourcingjournalonline.com/target-convinced-designers-embrace-3-d-technology-lm/
https://sourcingjournalonline.com/target-convinced-designers-embrace-3-d-technology-lm/


GET TO MARKET FASTER
WITH BETTER PRODUCTS

Supermarket retailer Tesco reported 
a reduction of lead times by one to 
two weeks on around one-third of 
their styles by using 3D, generating 
savings of between $30-60 million. 
They also have reduced the number of 
samples from 1.8 to 1.2 per style.  On 
average, luxury brands have been able 
to support a two-month development 
cycle, while others have reduced their 
time to market by four weeks. Our 
survey also found that in some cases, 
brands were able to create unique 
markers with multiple products about
every hour in less than 10 minutes.

3D allows brands to achieve timelines close to those of vertically integrated providers such as Zara. With more agile production, 
there is less risk for markdowns and oversupply, and companies can create hundreds of sales-quality digital samples before 
manufacturing. Owning production sites means the opportunity to have material and fabrics much more in advance, and making 
samples in 1-2 days. There is faster time to market and brands can see an entire collection in 3 weeks, and get to shelf in 6 weeks.

In this fast-paced fast fashion era, it is imperative for brands to get to market and consumers as quickly and with the best quality 
of products. Removing the wait time for physical samples by going digital, can dramatically reduce lead times and improve more 
accurate, product decisions. It also provides designers the opportunity to be more creative and test out new products digitally 
before committing to fabrics. 

Time to market saving, per style

Average monthly cycle per style

Before 3D After 3D

0 2 4 6 8 10

Fortune 500
Global retailer

Apprael brand

Luxury brand

http://www.just-style.com/analysis/tescos-ff-cuts-costs-and-lead-times-with-3d-fit_id124595.aspx
http://www.just-style.com/analysis/tescos-ff-cuts-costs-and-lead-times-with-3d-fit_id124595.aspx
https://www.businessoffashion.com/articles/intelligence/can-fashion-manufacturing-come-home


HUNDREDS OF DIGITAL SAMPLES 
IN HALF THE TIME
Apparel companies want to interact with product at every stage of development, but this can be costly and wasteful if you need 
to create multiple physical samples.  With 3D visualization, designers can create, share and collaborate using photorealistic 
prototypes to eliminate styles and samples. It also allows for more time spend on creativity and work on creating better product 
for consumers. 
 
By going digital, Adidas was able to eliminate close to 1.5 
million physical samples  between 2010 and 2013 from 
it's global development processes. US-based sporting wear 
brand Under Armour were also able to replace physical 

samples with over 400 digital samples, in less than 8 weeks.   
For other companies, we found a 40-60% decrease in sample 
production time, and a reduction of labor and material costs 
by 30% for style sampling. 

http://www.adidas-group.com/en/sustainability/managing-sustainability/sustainability-history/
http://www.adidas-group.com/en/sustainability/managing-sustainability/sustainability-history/
https://www.youtube.com/watch?v=2fDCF1ci2UQ
https://www.youtube.com/watch?v=2fDCF1ci2UQ


DIGITAL FIT SESSIONS TO REDUCE COSTS 
OF ONLINE SHOPPING RETURNS
Online shoppers around the world are buying more online, with over 50% who buy products online monthly or weekly. However, 
despite the peak in online shopping, there is an average of 25 to 45% return rate on fashion and apparel. Digital fit sessions can 
help reduce these returns. 

The traditional fit process is very time consuming. There are huge costs to bring 
teams together for in-house fits, local fit models are needed and the process is 
time consuming. Furthermore, getting additional size fittings would require more 
models. A digital fit session can help alleviate these challenges, by fitting multiple 
sizes digitally without relying on one size sample. Designers can make decisions 
and adjustments without the need to fit a physical model, and view tightness and 
understand fit properties with tension maps, half views and mesh views, digitally. 
Then, when the model comes in for a fit session, product can fit the first time, and in 
some cases there is a 25% first-fit approval. 

For custom-fit businesses, digital fitting sessions can be very cost effective. Eagle Sports, has been able to offer 100% custom-size 
suits in the same amount of time as a standard size, making four times the amount of suits per day using 3D. They also reported 
a jump from $350K in sales to $1.5M in three years without the need to add more shifts or people. 

In order to move to a fully, automated and digitized 3D fitting process, it’s vital to get digital assets such as accurate avatars. 
Today, greater body scanning availability makes it easier to scan or import avatars or mannequins across different sizes and body 
types to use for different fitting sessions and view how styles look on multiple sizes. In addition, using 3D software, it is possible 
to view basic animations and viewing angles to see how a garment is reacting to each action. 

Reduction of fit sessions, per style
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https://www.ft.com/content/52d26de8-c0e6-11e5-846f-79b0e3d20eaf#axzz4KaTQJfEw
http://optitex.com/case-study/eagle-sports-wins-high-end-customer/
http://www.bodyscan.human.cornell.edu/scene7354.html


SHOWCASE & LEVERAGE 
FULL PHOTOREALISTIC DIGITAL COLLECTIONS 
The apparel industry is roughly 
a $1.3 trillion business, and product 
photography accounts for around $10 
billion in spending, according to Ben 
Hanson in the 5th Edition WhichPLM 
Report. Using 3D to replace some of 
that photography can reduce those 
costs to around 25% of their current 
state. Another saving is moving to 
a digital catalog instead of printing 
paper catalogs. By shifting to a digital 
catalog, one apparel brand saved over 
$1 million in that decision alone. 

Factories can also benefit from 3D photorealistic images by receiving clear and complete information in 3D. This allows them to 
understand the proportions of embellishments and prints and they received an approved pattern so it reduces the amount of 
back and forth in physical samples and fit approvals.  The real game changer with 3D, is producing a digital sample where there is 
a 95% similarity in appearance to the physical sample. Photorealistic rendering, advanced fabric and texture properties, and the 
ability to easily embed rigid parts such as buttons and trims, allow decision makers to really see how a garment will act and look.  

According to Sandra Gagnon, Target’s senior group manager of NIT and 3-D virtual product development, as technology has 
improved, images have gotten better and better. With 3D technology, they can take a blazer and mock up 20 pieces in minutes 
if needed. Target are then able to leverage those 3D garments to make additional decisions by virtually putting onto floor plans, 
changing colors, and visualize how it will look in-store.

Sampleing cost reduction per style*
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http://www.whichplm.com/wp-content/uploads/2015/08/WhichPLM-5th-Edition-Sample.pdf
http://www.whichplm.com/wp-content/uploads/2015/08/WhichPLM-5th-Edition-Sample.pdf
http://www.whichplm.com/wp-content/uploads/2015/08/WhichPLM-5th-Edition-Sample.pdf
https://sourcingjournalonline.com/target-convinced-designers-embrace-3-d-technology-lm/


DESIGN TO COST 
WITH PLM INTEGRATION 
When we talk about efficiency and ROI, it’s not just about reducing your sample time, but also how to automate so teams 
can focus on what is important. With the increasing adoption of 3D digital sampling in the fashion and apparel industry,  
the integration of a 3D platform with a product lifecycle management (PLM) system allows for all content to be managed at 
the organization PLM level, both internally and externally, providing organizations with an end-end solution to plan, create, 
develop, source, and cost throughout their whole product lifecycle.

If you can theoretically link up your 3D design with your PLM 
system, you can then derive automatically your materials, 
your trims, you can go into your yield, cost calculations. You 
can then start designing, engineer, and really design to cost.  

Within a heartbeat there’s a possibility to reduce your 
supply chain from 18 months to a month by automating 
and streamlining information for more efficiency and earlier 
decision-making.

http://www.just-style.com/news/new-3d-plm-platform-enables-faster-decision-making_id128530.aspx


www.optitex.com

CONCLUSIONS
3D enables many changes, but the technology itself is 
not enough. In order to see the impact in the industry, 
there needs to be people committed to implement 
the technology and build a framework for digital 
transformation, including key skill sets and assets required 
to help go digital. Like any investment, it’s important to 
have the right people working with it. Implementing 3D 
will take time, and building trust and showing the benefits 
of 3D can help reduce their concerns. 

In order to succeed in implementing 3D, it is important 
to understand what goals you wish to meet and build an 
implementation plan reflecting those needs. For example, 
map out each benefit and see how it affects a specific 
department such as product design. See how they can benefit 
from 3D, and then begin expanding to other departments. 
Once a company has employees that are trained, they can 
guide additional employees on how to implement 3D into 
their workflow. 

Companies will need to invest in ensuring there are skilled 
employees with the technological expertise and experience 
to push forward 3D. This short term investment will provide 
longer successes and savings that will reduce costs, increase 
time to market, save fabric, produce less physical samples, all 
while innovating and staying creative. 

http://www.kurtsalmon.com/uploads/3D%2BTechnology%2BSP.pdf
http://www.kurtsalmon.com/uploads/3D%2BTechnology%2BSP.pdf
http://www.kurtsalmon.com/uploads/3D%2BTechnology%2BSP.pdf

