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INTRODUCTION

1. The Working Party on Industry Profiles was convened in Beirut fcr the
period 4 - 7 May 1970 under the sponsorship of the United Nations Industrial
Development Organization. The prosramme for the meeting was developed
jointly by the Industrial Policies and Programming Division of UNIDO and
the Industrial Development Centre for Aral States. The United Naticns
Bconomic and %ecial Office in Beirut (UNTSOB) acted as host organization,
providing the administrative and organizational support as required for

the Vorking Party.

2. This "orkines Partv was oreanized primarily as a technical preparatory
committee for a "Productivity-Profiles" prosramme being proposed by IDCAS
for Arab countries. The Partv was thus expecrted tr review the relevant
techniques and experiences accumulated with [DCAL and UNIDO as well as with
those various crganizations from which the participants were drawn, and

to suggest a plausible technical and organizational approach to the prnoposed

programme .

3. The ¥Working Party was composed of altogether 35 members: 24 experts/
officials drawn from national industrial organizations, twe officials from
IDCAS, and nine from the United ¥ations family of organizations, including

a consultant. All of the members of the “orking Party were considered as
acting in their personal capacities as experts on the issues under
consideration and not as official representatives of their Governments or
organizations. The names and insti*utional affiliations of the participants

are listed in innex [“

4. The first session was opened on 4 May 1970 by Mr. Jean-Pierre Martin,
Director of UNE30B. who welcomed the participants and drew attention to
the special characteristic of the meetins as an experiment in having a
forum for technical co-operation between the United Nations and an inter-
national organization, like IDCA3, that brings together countries having a
common cultural heritage and seeking econmmic and social progress in a
co-operative fashion. Mr. M. Usui, representative of the UNIDO component
of the Vorking Party, then indicated, with the support of dr_ H. Tarabishi,
head of the IDCAS delegation, that IDCA3 and UNIDO would function jointly

as the secretariat for the meeting. The Party then elected four Chairmen,
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who were to preside over the four-day sessions on a rotating basis, as

follows:
4 May - r. N. Malas (Syria)
5 May - Mr. O. Tamam (3udan)
6 May - ‘Ir. M.F. Al-Azzawi (Iraq)
7 Mav - Dr. I.A.H. Ahmed (UAR)

5. A number of working documents was made available to the meeting,
several of which were prepared as in-session working notes. A complete
lieting of these is given in dnnex 1L, where they are classified into three
groups referring to (1) the Productivity Profiles (IDCAS), (b) Analytic

profiles (UNIDO), and (c) general background drcuments, respectively.

6. The "orring Party adopted the following agenda as a guide to the four-
/

X 2
day sessions:=’

I. Ceneral description of the IDCAS Proposal.
" II. CGeneral description of the UNIDO Profiles Programme.

I1I. Guidelinec tor the development of « Profiles-Productivity
programme in Arab countries

IV. Suegested plan of implementation.

On Thursday, 7 May, the 'orkins Party met for its final session, reviewed
the discussiuns which had t.ken yplace in the preceding three sessions and

drew up a series of sugrestions to guide the implementation of the programme

proposed for the Arab cocuntries,

7. In the followine~ part of this r port, the debates and conclusions of
the Party are summnri-ed In the actual course of discussions, there

was 8ome shuttlin~ frem one 1issue to another, civine rise to
re-interpretations ind re-clarifications of debatable points as the over-all
agenda unfolded new agpects. The following is written, not as the day-
by—-dhy minutes of thes discussiens, but rather by wav of a recapitulation

of the substance cf the discussions corresponding to the agenda items aligned

as above,

2/ The pre-meeting guidelines were available in ID/WG.57/1 "Objectives,
background and agenda".
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GENERAL DESCRIPTION OF THE IDCAS PROPOSAL: The Productivity Profiles

8. The representative of IDCA3 bepan by indicating that there were three
major areas in the field of industrial programming in which his organiza-

tion was prepared to offer operational support . These included:

- Industrial sucveys;
. . . / . R
- Industrial co-ordin:tion and’or inteerition: and
7 > ]

- Productivity, minaerement, and technological studies.

It was indicated that the Vorking Partv would direct its attention
primarily to the third of these areas The INCAS project proposal related
to the Profiles was introduced with reference to its working rocuments
entitled: '"Profile-Productivity Programme in Arab countries" and
"Organization “ensures for Productivity Studies", both of which had been

distributed in 2advance to the members of the Working Przrtyn3

9. Objectives of IDCAS Productivity Profiles Programme: The primary

objective of the INCAS profile-productivity studies is to advise industrial
enterprises in Arul countries on improving their performance, reducing
costs and increasing returns on capital. This objective is to be pursued
with due attention to other closely related objectives, i.e.:
- Industri.l policies: to identif: thosc problems arising
from nationil and rovernmental policies in trade, fiscal
and monetary matters, wage structure, labour and their

effects on production costs and profitability of industrial
enterprises;

- Programming data: +to compile data for inter-firm
comparisons te lhielp Arcu industrial enterprises to compare
their psrformance with that of similar, or nearly similar,
firm.:. such data could also be used for industrial
projections .nd planning purposes;

= DTraining: to trair specialists in Ar.b sountries and
enterprises in the methodology of diagnostic and remedial
studies.
10. It was noted that the primary objective as mentioned above, i.e.
provision of advisory services on firms' technical and managerial problems,

was in fact the immediate goal of the "productivity, management and

technology studies" which IDCAS had already conducted in some countries on

3/ See Annex II.
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a pilot scale. It was the need for an improved basis for inter—fimm
comparisons and an approach co-ordinated with national industrial policies
that motivated the proposed linkage of these studies with the "Profiles"

approach

11. "Profiles" for industrial survev: It was recalled that the IDCA3

"Industrial Jurvev" programme which was being carried out in parallel,
involvzd two components: onc dealing wiih the over-all evaluation of the
conditions of euch branch »f industry, and the other collccting and
organiziang dita on the enterprise or ecstnklishment level. For the latter,
a "General Form" is utilized, which his been adaptel from the "Standard
Questionnaire” of UNIDO as developed in connexion with the earlier version

of its Profiles project.

12. This General Ferm has been supplemented by the "Technical Questions
naires" which nre tailored to deal with the techno-economic performance
characteristics of enterprises in each specific type of industry. These
technical ‘muestionnaires nre in various decrees of refinement, depending

on tranches of industrv The examples made available to the Werking Party,
referrins to textiles, vesetable oils and fats, leather products, sugar
refineries, etc. were, howsver, moctly a partinl, preliminary version of

such questionnaircs.

13. "Profiles" fer productivity-technology studies: TFor the productivity-
management-technologyv study programme, these technicil muestionnaires

have offured a point of depsarture In fact, the programme has developed

a set of special auestionnaircs for its own purposes One part concentrates

/
. . . . ./
on dnta on enterprise manngement and admlnlstratlon,i' such as ownership,

top manheement authorityv, marketing policies, production planning, stock
control, snles policics, noersonnel poelicins, ete The other part
represented the enginecering spproach to productivity nalyvsis, covering
such mitters 2s:  capacitr, performance and utiliza ion of machines,
material wastes wnd their recovery, product rejects .and defectives, labour

incentives, etc. An example dexiling with the cotton spinning and weaving

4/ This part was available in Arabic only and was not prescnted at the
meceting.
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industry was introduced to the Working Party at a later stage of the

sessions.

14. It was made clear that the 1DCAS proposal along the lines of
Productivity-Profiles was intended to ¢stablish 2 standardized methodology
for analysing the productive facilities and performances of industrial

enterprises, and that such a methodology should include, among others,

- 3election of co-efficients thuit can guide the
reduction of descriptive data into performance ratios;

~ Building up. of stand.rds for comparison in technology
and prodiction;

= Dvaluation criterin c-puble of highligh*ing both the
weak nnd strong points of each enterprise; and

- Formul=tion of th: summary dat and recommendations
in a final report for the cnterprise authority
15. Thus, the report prepared by an cxpert tcam in the form of "Produc-
tivity Profile" is to be discussed with the management of the firm under
study and thce ways =nd means of exccuting the recommendations are to be
examined at that time. 1DCAS will be prepared te take part in this

implementation phase should it be ecalled upen to do so.

16. Along with this specific impact of the programme on individual firms,

emphasis was 1laid on the training nspects of the programme. The IDCA3

proposal aims to up-grade the skills of technicnl and managerial personnel
not only at the regionel level, but also at the levels of individual
nations and enterprises. sach "Profiles" tcam to be instituted for a
given group of enterpriscs will be participated in by local counterpart
personnel who are to gain from tho Jjoint study in improved capability of
executing similar studies. The Centre plans alsc to hold several working
parties and study groups to exchiige the experiences gained by many such

teams in data ccllection and diagnosis

17. At the srue time it was hoped that such n progrmmme would unfold the
possibility far IDCAS to develop a "Profiles" library to augment the working
basis for inter-firm and inter-country cemparisons, which in turn could be
instrumental in identifying the oppertunities for industrial co-ordination

and co~operation.

j/ "Questionnaire on the Technology and Productivity of Cotton Spinring
and Weaving Enterprises" (IDCAS).
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OENTRAL DESCRIPTION OF THE UNIDO PROPOSAL: The Analytic Industry Profiles

18. Attention wis called first to the document entitled: '"Analytic
Industry Profiles: 1 progress repcrt on i new UNIDO Tndu :trial Programming
Data Project",éf which descrived ihe changings orientations of the UNIDO

activities in this field doring th» nast geveral yoars

19. Over—all objectiv:: The UNIDO proposal under the An»lytic Industry

Profiles was introduc:d as a general plon of opuration fer assisting local
agencies nad technical personncl in carrying out diasnostic studies of
individual indastrizl enterpriscs The speeific purposes for which it
ig anticipated thit the necd for such Alngrnostic Profiles atudy will arise
in individuil countries appear %o coincide rather fullf with those objectives
to which the [DCAS propos~l has hecn seared, Mamely, the potential uses
of the UNIDO Analytic Profilus, too, were classified into the following
three general catopories:
- Management and technical consulting: To provide a
conorate basis for renderin~g dvisore services for
productivity and officiency improvements and identifi-

cation of development potentials 2t the plant, process
(Shop)i ~nd product lcvils

- Policy evaluction: To deveiop a Urameuork of analysis
and foudbiee that witl mabe 1t possible to evaluate
the of fecty o sovernment nollicies on the actual cost
structures nod porformarces of individual enterprises,

and morc genoraile ¢f industrial branches.

- Reforonoi;proargmﬂinw datae The results of the various
individu.l ense studics can b fupihor procoazsed S0 a8
to add to th gtock o' rioforoves prosramming dats as
currcnt i cvallalle for the particilar comtry's
industrinl planains puarposes. Yor.over, should it be
acrceabl © to the participatine fovernment, provisicn
muy nlso bo omado to "acutrelisc! fre results and make
them availabls s internutiontil reference programming
data

20. It was rocilled that the errlivr oricntoiion of the TNIDO Profiles
had been predomin~ntly towards tho provision of international reference
programming datn, or ~ollcction of the techno-economic parameters on the

entcrprisc or cstablishment level that could be plugeced, as additional

§/ 1/we-51/5
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raw materials, to various nanalytical and planning nceds envisaged by
individual users. The contents ~Af the Profiles under this carlier
approach warc designed so a3 to accommodate a rather loosely defined set

of objectives for which knowledee of intcr—industny/intnr—oountry comparative
characteristics of cnterprises would prove usuful.: However, the now
orientation rceferred to as "Analvtic Profiles" ropresents an 2ttempt at
frecing the proeraanc from such 2 publication-bound, sclf-constraining

approach znd at introducing . far stronger oloment of field-bhound operation.

21.  The declar=d policy 1s thus to ropdor assistance dirceetly to those
devzlopment arencies 1u davelopine countric. in cotablichine svstomntic
ard co-ordinated approaches to a certain roansc of industrinl onquiry
activities The protot pe ~uzgtionnairc:s, ouidolines for tochnieal

enquiry, evaluation method<, c¢te., will be c¢laborated with duc 2ttention

to the techrical and organizational flexibility required in applying this

programm: to individual cascs., The potential use of the results of each

country project in tcrms of internntionnl roference prosramming dat~ will
/

. C /
thus be regardcd to bhe only of a "residunl" significance 2

22, Scopce of tiic Analytic Profiles: The forms in which Analytic Profiles

will be compiled will contain at loast twe parts.  The first part will

involve alements similar to thosc containcd in the earlier Profiles in the

published form.lg/ Similarly to those designed by I™CA3, the sccond part

1/ See UNIDO publications: ID/3UR.T/4 and 5 - PROPILES OF MANUFACLURING
FSTABLISHMENTS, Vol T ~nd Vol. TT (UN Saleg Nos. = 67.11 R 17 and
B.68.11.8 13).

@/ See ID/WGQSZ/O "Profilcs of Manufacturing Ustablishmcnts: felected
Cases from Volume ITIM.

2/ The actual preparation of the casce studics for both the national and
international referencc programing uscs can be handicd in a variery of
ways. It might, for example, tuke the form of publication along the
lines of the original UNIDO Profiles of “anufacturing “stablishments:
or publishcd performanc.. guidclines, boenchmarks, or indices 2t cstablish-
ment or shop levels; or ns raw material to be plugged inte o data bank
if an appropriate facility cxists. This aspect of the programme will
be handled on an  optional basis, twking into account th. particular
circumstances under which a given country hus decided to participate in
the programme.

19/ The published Profiles themselves have been subject to changes in threo
steps, every new step buing oricnted for previding more "detailed” data.
This is illuetrated in ID/'C.57/5, Annex B. Sec 1lso ID/WG.57/2.
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will have to be tailored for cach spceific branch of industry to be
considered. This part will thus be concerned with the structural and
performance charactoristics of individual major “procoss departments!,
"shops' or "unit operations" within an ontorpris., as well as analytical
data on the sosting of individual m: jor products or product linucs. An
example dealing with the metal-working industry, though etill in ~ form of

preliminary working matorial, wns mode wailable to the Vorking Pa.rty.11

23. 'hile the elahoration oi the first part desling with the performance
characteristics of wn .nterprise taten as a whole would be a fairly
straightforward undert.dkiing, the sccond part of thi Analytic Profiles would
be susceptible to various truntments, dependine on the specific objectives
of the ¢nquirv If productivity advisory s.vvices to individunl firms
arc the primary task, as in tho casc of the propos.d IDCAS programme, the
Analvtic Profilas will h-vi to Yo npancrly licked to the ongincoring
approach to dct-ilcd technical performence annlyais In casc n given
project should be gcared mor: stronglv o policy and planning issues on

a sectorn]l lovel, luss dot-iled cngincoring analyeis mny do the job. In
any cvent, however. the fnalvtic Profit.s should vav duc attention to the
kKind of diamostic summarv d«ta which sorves to bridge the »ap b.tween the
financial and othoer ecncrnl statistics on th. vntorprise level and the
detailed engrincerine information on tho officicney of production and

capacity utilizntion

24. A clear-cut "economice" inturpret~tion of vorious tcchnological ratios
within the iramework of cnterprise mana-cment would, thercfore, be an
important fucet of the Analytic Profil.s. This mwy be facilitated by
adaptations from the techniquis of cost contr weounting and product
costing, Tn this conncxion, a working docunent revicewing the normal
principl:s i procedurcs of cost annlysis was brought to thc attention of

5/
the Vorking Porty 1

25. The role ou UNIDO: It was pointed out that, as in the case of the

IDCAS programme, the Analytic Profiles prosramme is intended; on the whole,

11/ ID/“Gu57/3 "The Analytic Profiles: Draft Juestionnaire Oriented to
the Metalwerking Industries'.

12/ 10/ve.57/4
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to be not so much a self-contained fiold study programme as a spccial
package of technical co-operation. It aims primarily at strengthening
the ability of national cadres to cvaluate the probicms and pntentials of

the industry in their own countrics.

26. In order to fulfil such A catalstic function, the UNIDO programme is
to be carricd out, vis-A-vig sach participating country or group of

countrics, in the following three phases:

(a) Development of methodology snd basic matorials:
UNIDO makes continuil :fforts to develop t:e basic
prototype materials and methodological guidclines in
order to promot: and support the sctivitics on the
national level ilso, UNTDO will scrve as - clearing
house for now ideas and devolopments so that the
basic npproach .nd supporting materials can be
progressively improved and cxponded;

(b) Training and consultation: 'hun requested, the
materials and tochniques icocumulatod with UNIDO will
be put at the disposal of local oxperts, and assistance
will be rendered in adapting thes. materials for the
conditions pr.vailing in a-ch country considered.
Workshops will thun be organized to train the local
personnel participating in the ficld work to be under-
taken in c¢ach country or sroup of countrics.

(¢) Evaluation and follow-up: Minilly, UNIDO will
participat: in post-project rovicw mcetings of local
experts to vvaluate the rosults, to examine various
possible uscs to be made of them and to iduntify areas
that may requirc additional UNIDO assistance.
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QUIDELIN®S FOR THE DEVELOPMENT OF A PRODUCTIVITY-PROFILES PROGRAMME

IN AR\DB COUNTRI"3

27. Rclationship between the IDCAS and the UNIDO proposals: The Working

Party noted th=t the two proposals iz ontlincd bv the ruprescritatives of
the two orpanizations were v.11 fitt. 4 te cach othur, nd that there

exigted a great d.al of scop. fer tcchnical co-operntion betwown them.

28. Thc obsurvation was rogistorcd thet the 1DCAS Preductivity Profiles
and the UNIDO An:lytic Profilaes differcd somewhat in their history of
development . The IDCAZ proposal has hoen conceived ns an ndditional

tool for thc productivity ndvisory scrvices ot the individual cnterprise
level, which it alrendy wis carryine on This approrch his been
initintcd to countor tho f.ict that the conventional way o®f orpanizing
extenaion scrvic.s for productivity improvomunt tends to depend heavily

on 1 rathor person:lizod approach, which e¢ften lacks appropriate standards
or yardsticks as apr. roquirsd to cnsur. a high qualitv of work on thoe patt
of cverv individuil Lxpert involvaed in the scrvice The "Profileg”
componcnt of th:. programm. is thus intended to offer: (1) 1 sct of tochno~
economic guid.lin.s nccording to which the observations on factory
performances ~ro ‘o ke filtercd for nalytical wvaluation; (b) yardsticks
for the comparison of tochnologicnl and sconomic c¢fficicncy botween
different firms; and (¢) an cvaluation schume to pinpoint strong and

weak points in onch firm.

29. By contrast, the UNIDO Profilce were eriginally developed as an
"goonomigt's" way of ar-sping the bohaviour of industri 1 production, op

an attempt to 1.t the planninc cconomist look into the performance pattermns
of productive factors 1t the plant lovel Under th. new policy towards
ficld-bound assistancc, to %cer abreast with the planning and policy
probl.ms of over-all nationzal and rerionnl industril d.velopment will
ocontin.c to bo an importrt aspect of the gonoral ot jcctives of the
programmy Howuver, the progruam: illows floxibilitv in dufining specific
objuctivis and technicues to be adoptcd in cich of its actual sub-programmos.
It is gencrally nticipnted that oloscr attontion will be piid te the
bonefits to be gnined immedintely on the prt of the individual cnterprises
participating in the ficld studv. HMith rogard to mcuthodology, 1 closer

coalition of '"cconomimts" nnd "cnegincors' will be effected in the course




ID/vG.57/6
Page 13

of the devclopment of dosired profiling tcchniques. In fact, it was
aclknowledged that the TDC/3-UMIDO co-operation along the preoposed lincs
was offering on important opportunity for tusting and strengthening such

coalition in tcrmms of nalvtic :l vools

30. & comparison with othor int.r-firm productivity studics: The attention

of thu “ortines Party wie Arun to th. nproaches taken in the series of
OECD productivity stadi.s durir> the past ducad.. As n uxampla,

Mr R.n’ Croesson, an officer of 2 nitionil tochnienl consulting institute
in Franc., who had ono. participated in th.s. studivs, presented a summary

description of «4 study on the French shoo industry

31. de indicated that although this particular study had been carricd

out some v.ars 1o, there w re important roas of overlap with th. approach
hiitg considorad undir the 1202S=-1NINO prosrT inme in Loilh cas.s, the
scctoral study is carricd out not only by mcons of an cxamin-tion of
agerigate data, but also on th. streneth of 1 numbor of cagy studics of
individual manufacturine cstiblishments In this respect, 1t was pointed
out th t whoreas the French studics rolied on data providcd dircetly by

the managemant o the various firms, th. new Profilcs approach wes to lean
morc h::vily on diagnostic data to be collected dircctly within the plant.
A second important diffcronce in this regard was mentioned, namcly that

the Profilus pproach would make fuller use of cost-accounting and rol wted

analytic techniqus which would b applicd 1t the lovel of the shop nd

product is wcell as the over-all ~atiblishmont

32 Ir Croseson noted th~t the recults ~f this particular Fronch study

had 1 notabl. ffuct of aparking performenee impravements on the lovel of
the scctor, as well a8 on the lovel of the individuel cntorpris.s which

had participated in the study It was pointed out 1n this conncxion that
such ¢ffcet would not be wirrantod unloss full rttentinn we re paid to

the mark -t —spocts, w5 woll a: the productivity aspects, of the cnt.rprisce

to be¢ consider. d

33 Objective s of th. proposcd programm.: Th. Pirty falt that the

propos.d 10 ¢ prorramm. ahou'd b 4 v lop d with a propcer asscssment of
the rolative prioritice to b ttached t. the thre. diffuront basic
objectives or throo diffiront love ls of intorcstst namely, idontification

and diagnosis of problems (a) on the luvol of the individual industrial
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enterprises, (b) on the level of national planning and policy-making

authorities, and (c) on the multi-national level.

34. Attention was repeatedly drawn to the problem of how to interest
enterpr:ses, especiallv those in the private sector, in participating in
such a programme. Tt was mentioned that the necessity for incentives will
vary considerably, depending on whether the enterprise is in the public

or private sector It was therefore sugrested to emphasize, particularly
for the private enterpreneurs, the advantages that thev themselves were

to gain from participating in the prcgramme.

35. The usefulness of the studies for (i) productivity and (ii) policy
purposes at the national level was not contested However, for reasons
of confidentinlity, i1 was argucd thot the results of the individual
profiles studies should not be communicated outside of the country, either
as reference programming datn or as information cu individual plants to

be passed on to anv riven internationai orgronization. Thus, the Party
agreed on not including in i1ts apenda the issues relating to non-national
uses of the results of any enterprise studies. Towards the concluding
ses8gion, however, several participants voicel the view that one ought not
to rule out the practicability cf vorious refereiice uses on an international
level and recommended that in the future an c¢ffort be made to introduce
some appropriate means ol exchanging the expericnce gained with the

proeoramm  between varicus participating countries

¥. cope of the jrogramme: 1t was noted that in carrying out their

various concultant corcicd o national productivitv centres and gimilar
institutions eldorn relv aclelv on dats as is readily available in the

form of adminitrative records of enterprises, but make recourse mainly

to the direct nnalyvtical atudies conducted br their expert teams within the
enterprises and factories concerned. Similarly, *re Froductivity Profiles
will have tr lean heavily on the oririnal diagnostic data to be provided

by direct obeervations of i1n-plant f1¢1d teams

37 The Working Pirty aprecd that a sreat deal of advantagea would no
doubt result trom ieveloping a standardized :malytical framework to deal
with anterprirea ir different countries. [t was alsc agreed that such a
framework would comprisc different sets of worksheets for different

branches of industey. It 18 important to have such = fr.mework properly
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adjusted for national, as well as sectoral, variations. But it cannot

be intended to provide complete answers to all the potentially important
questions regarding each enterprige's management, te~hnology and produc-
tivity. Thus even when full+w developed, the approach will call for the
active and imaginative intervontion of an eaperienced diagnostic team who
will have to complement the Profiles approach with 1ts own protlem-solving

capacity.

33. It was recommended that the technical scope of the programme be
carefully devcloped so as tn permit comparative evaluations not only among
a limitcd numbter of firms to bhe studied in cach field project, but also
Vis-a-vis performance standards as available from sources in cther

countries in Turope, Amcrica, ete.

39. The torking Party briefly oxamined the kind of enterpricse performance
ratios that could be derived from the carlier version of the UNIDO Profiles
(which in fact wis quite shnilxg to the "Prefiles" component of the IDCAS
Industrial survey Programmu).lé/ It was poirted out that these raties
concerning the nver-ull performance ¢f an individual vnterprise could be
considered a3 censtituting ar Tupper” part ot the "pyramid of ratios' for
enterprisc diagnosis, scrving by themscelves us a first feeler tAr trouble
spots. The Party notod that th. 10170 Analytie Profiles mvolves, in
aidition, un attempt te re-struc~ture thesc perfermarice ratios a1t a one-step
lower level where further 1) -arcstic clucs are to be seught in relation

to major specific procoss depirtments and product lincs .

40. In this connexien, 1t wis demonstrated - “an exampleli/ that, for the

purpose of both industrial analvsis and branch-level planning, each

enterprise or estatdishmert mi, .t he viewad as ene of the various possible
¢

combinatlons/g?ra Tinite sot At Uprotetype shops', and that such a finite

set of prototype shops could to 1dentified frr cach specific branch of

1ndustry It was thus suggested that the identification of a complete and

13/ IDCAL "Utilization of Profil.s to ldentify Perfermance and shortcomings
in Individual “nterprises and the Need to [ncorpnratc Method Studies in
the: Preposcd Proriles Studics'.

14/ ID/MG. 974 "Mhe Analytic Profiles: Oraft duestionnaire oriented to the
Metalworkine |ndustrics'. Also sec ID/“W.?B/d "Data Requirements for
Industry Analysis and Programming"
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definitive set of such prototype shops, and its selective permutations to
be related to the various product lines constituting cach specific branch
of industry, would be considered as an important step towards the Analytic

Profiles.

41. The reformulation and slaboration of Profiles at this "intermediate"
level of the ratio pyramid would have the notable advantage of enhancing
the scope for inter-firm comparison, cven when the number of c¢nterprises

to be comparcd for a given branch of industry 1is rclatively small.

42. It is anticipated that the cost cuntre accounting techniques will

offer a practical guide for the claboration of Profiics at such an inter—-
mediate level. Having reviewed the preliminary woriing document

introduced in this conncxion, some participants feit that not only the types
of cost coentre, but alsc the steps and assumptions to be foll-wed in
allocating various overhead ceosts to cost contres, should he subject to a
good degree of standardization for cach branch of industry, in order that
meaningful intor-firm and intor-country cemparisons may become pessible in
the ficld of cost accounting. The point wao rogistered that an appropriate
action along thuse lines should better be taken iu connexion with the

Profiles programme, than as o scparate programng.

43. The Yorxin, Party favourabl roevicwed the qucstionnairce prepared by
IDCAS on the "Technology and Productivity of Cotton Upinning and Heaving.
Fnterprises'. Phis questionnaire was composcd of the following four
gections: (1) Operation precess shart, flow diagrar and analysis of
material-handling officiency; (?) Machine utilization — theorctical and
feasible capacitics, bottleneck capacity of the preduction lincs, stoppages
and other factors influencing utilizetion; (3) '"tilizatien of material -
material specitication, procussing wastes, rejects and dcofoctives, and
their salvagc; (4) Labour productivity - overtime and incentives. It
was noted that the foirly detailed technical pertformance ratios to be
derived from the method studics wnd othor engincering stadics on machines,
materials and labour would mere readily pinpoint arcas in nood of improve-
ments in the production lines of wach entcerpris:, although completing such
a questionnaire for cach casc would casily require a scveral-month in-plant

inquiry administcred bv an cxpert team.



ID/v¢.57/6
Page 17

44. The opinion was voiced that the analytical techniques demonstratecd
by this IDCAS qucstionnaire might well be considered as referring to the
"lower" part of thc "pyramid of ratios" for citerprisc diagnosis. The
over-all structure ef the Productivity Pr:files/ﬁnalytic Profiles nould
thus be vicved as involving tire. 4° ffernt levels of troublo-foclerss
(a) Over-all cnterprise performance ratios similor te those
derivable from the carlicr version of the UWTIDO Pr-~files;

(b) Departmental cost analysis and preduct cnsting cxercise,
guided by a stindardized applicatinn of the cost
accounting tochniquos; and

(c) Method studics and other detailed enginecring studies on
machines, matorials and workers invelved in unit opcrations.
The relative importancc of these three levels of diagnostic excrcisc should
be determincd, in cach casc, taking into account the particular top-priority
objectives and thc amount of resourccs considered in participating in the

programmc.

45. In regard to the third level mentioned atove, particular attention
was drawn to the problems arising with an application of the work study
methods for productivity improvements. It was recommionded that the human
element should always be considered whencver such method studics are
utilized to rais labour cutput. In erder to cope with this problem, it
was suggested that incentive schemes Yo seriously considered, although
this is only an approach to the inereasing preductivity . In this context
it was noted that the labour officisney problem vas only enc aspect of
productivity imprevements and that Luch issucs as repalr and maintenance
of machinery and cquipment, oroduction plaaning, marketing, cte., should

also be considered.

46. Organization of thc toam work: The peint was made by several parti-

cipants that it would bv wiser, when possible, to attempt to channel all
the proposed ustablishimcnt case studics through c¢xisting national produc~
tivity/management/project development institutiens, rather than to develop
an institutionally indcpendent "Profiles Unit" from scratch. There are
three practical rcasons for maring such a choice:

(a) Contacts - These n~tional institutions will alrcady have

gstablishcd appropriatc working contacts with
industrial enterprisus;
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(v) Beputatiom - These institutions will already have a
reputation for offcctive consulting work
at the plant level, and moreover will have
gencerally zstiablished a reputation for not
disclosine infermition on participating
firms to any oscurces not agrcud upon in
advance; ant,

(o) OCapacity These instituticns witl often have both an
in-hous capanity nd professional contacts,
as requiret in suppert of such a programme
at the national level.

47. Some of the oxisting national prnductlvity/managemunt centres might

find it expedient to participale actively in tho crganization and execution
of the Profilcs programmc, for this programme would provide 1 pragmatic
complement to their cwn current activitices. ter cxample, mention was made
of the activity mix of a cortailn Hanagement Devclopment Centre which
fnvolved (roughly): training courses 40°; consulling serviees 4075 and
rosearch activiticg 206, The Profiles prosramme will assist cach of

these in turn, rcspectively: first, in providing a specific ferm and
detailed materials for some of the training ceurscs; sccerundly, in
agsisting the Coutre in developing an improved methodelogy and refurence
points fnr 1ts consulting +uctiviticsy and finally by inviting thc .csearch
participation of tha Contre in further c¢laberation and cxtension cf
profilcs matorials for 4iwnostic use in 1ts own country.

48. Buch 1 centre scrving as the national Rdministrating/using agent of

a given profil.s study will b. ble, in cenjonction with the apprepriate
national autherities, te decide to which organization and in what forms
should the findings of the profiles studics be communicat.d. The point

%0 be cmph:sized here 1s that the feedback uspocts of o ach particular
national prefilus study will be determined entircly by the r.levant
national bedics, and further that every attention should he piven to using
the rusults (perhaps in a qualitative form) to indicatc how corrcctiens or
alterations should be m:de in the mix of national policius /taxus, subsidies,
licensces, impert dutics and other rcgulatinns) ag they affoct the

individual industri~l unit

49. In addition to thc possiblc rolc of the existing management, produc-
tivity or project dovelopment institutions, thc Working Party considered

the possibilities open for the management of individual cnterpriscs
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themselves to administer at lcast part of the set of Profiles worksheets.
This would not only greatly rcduce the cnst of a comprihensive Profiles
programme, hut also allow it to be uxtended to many more firms than could
otherwisce be covered. Tt was peinted cut that most cntorprise managers
wers anlikely to take the time and (ffert roguired to do an adequatc Job.
This might bt.. pessitle, how.ver, if specinl in-plant productivity units
could be sct up within cach enterpris., as propesed in the IDCAS
programme . in oappreprizte solution sheuld to ostz=blished botween the
two cxtremes:  the scveral-month in-plant «nquiry administercd by a team
of specialized uxperts cn the onc hand, =nd the voluntary centribution of
each enterprisc's cwn solf-administered Profiles study on the nther.
¥hatuver an appreach might prove the wmost desirable would have to make use
of spceialized cxpert eroups in on. way rcr nothor. Jeceasicnal visits
of thesc capurt groups to nterprises would be required in any wvent, but
it would be desirswble that all such visits would he nocded only far

relatively brief periods (sov.oral hours ta a fiw days per cntorprisc).

H0. Speaxking of the costing tspects of th. IDCA3 Productivity-Profilcs
programmc, the 'orkine Party pointod out that the prepescd arrangement -
whercin the firm paye 90, | the State U5, and IDCAS 257 of total pre ject
costs - might piace urduc fimwcinl prossure on just thesc peorer firms
that most nceded such 1 servioo “fieres the principl: of requiring
payment fer advisory sorvices is unicubtediy well-advised, it will be

necessary tc apply any such fermula with adequate flexibility taking into

account thc situations of candidate firms to be considered in each country.
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PLAN OF IMPLEMENTATION

51. Civen the above gencral guidelines, the Working Party was requested
to put forward concrcte suggestions as to the stups to be taken in the
immediate futurc towards the implemuntation of the propcesed Productivity
Profilcs programme ir various Arab countrics. 1t weuld be indeed
important that such a programm. be developed, net as an ad hoc, oncc only
undertaking, but rather as a continually sustained programme of long-term
gignificance. To start the wheelssturn, however, it was suggested that

the activisics during the coming gceversal months be phasced ns follows.

52. Further preparation of Profiles workshocts:s UNTT) and IDCAS will

work togcther te furthoer claborate the prototype gquestionnairces and
anatytical workshccts which can te wpplied to wach country project with
minor adapt:tions. Tt was agreed that (1) toxtiles (mainly cotton-based
gpinning und woaving mills), (b) vegetabrle oils and fats processing mills,
and (c) grain mills (ircluding cercal preparations) would be specifically
considcred this yoear under the IDCAS programmc. It is =nticipated that

such basic proparatory werk will be completed by the beginning of July 1970.

53. Tcchnical scssion/trxining workshop, July 1970: '"Prcfiles branch

teame", consisting of two or three loeal cxperts far cach branch of
industry, will be organized within cach country in accordance with its own
docision as to which branch or branches it desires to oxamine. These
teams will take part in a two-weck werkshop th it will finalize all
Profilecs maturials and precedures, run o ficld test with 1 fow volunteer
enterprises near the venue ot the werkshop and oricnt national tcams to
function as thce leading body of cxperts for the programmc in respective

countries.

54. This workshop will be sponsored jointly by UNIDO and IDCAS, as in the
cage of the presunt mceting of the Working Party. It is expected that it
is organized cither in Alexandria or in Cairo, UAR, for the period

13 - 30 July 1970..1—3"/

lﬁ/ an earlicr proposal was for the period 4 - 16 July 1970. The neow
dates have been proposcd after the Working Party concluded its Beirut
gussions.
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55. It is important that the Profiles branch tecams participating in the
workshop draw upon national productivity centres or similar cxisting
industrial development institutions, as referred to in paras. 46 - 48.
The members of thesc teams arc oxpected cventually to carry out ficld
studies along the proposed lines, c¢ither under a speciul national project
instituted for the particular purposc or as an integral part of tho
regular programm: of work of the respective national institutions. i
Morcover, thc programmc will pormit cach contemplated national profiles 1
study to be shaped in accerdance with a unique sct of priority objectives
that arc to be determinced by tre responsible natiunal authoritivs,
provided, of course that the general objoctives and mcthodologics for the
Productivity-Prefilcs programme .s a wholc prove rclevant to these

specific national objectives.

56. Profiles ficld studies: After the above workshop, thc various

national ‘tcams will rcturn to their countries. In accordance with their
own plans of operation, thuy will lead a scries of Productivity Profiles
casc studies and make cofforts to propagatc n similar approach and expand
the local expertise body. IDCAS will be preparcd to render assistance

as required in this phese. But any other non-national organization, such

as UNIDO, shall, in principle¢, net be involved in the ficld work,

57. Evaluation sossion: Towards the ¢nd of 1970 or an carly part of

1971, after most fiecld work has been cempleted and the results been compiled,
representatives of scveral national teamn miy be invited to muet together
under the acgis of IDC S to review and cvaluate the rosults. UNIDO would
be strongly interested in participating in such ovaluation session. At

this time, rccommcndations will be made as to how to make more cffective

use¢ of the results, as well as how to alter the general approach and

specific worksheets and techniques to make them more suitable for the

task for which they arec intended.
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A. Prom national devclopment institutions

ANNEX I

LIST OF PARTICIPANTS

ALGERIA

IRAQ

JORDAN

_ KUWAIT

LEBANON

LIBYA

MOhamcd A, In;L.[

Directcur, Institut . ational

de la Productivitl ot du
Développcment Industriel

Hicham ELA3S (UN)
Acting Projcct Manager

Mohamed F. AL-AZZAWI
Director, Production
Management Division

Tewfik Y. BATARSEH
Deputy Dircctor

Mohamed M. MADOOH
Assistant Under-Secretary

Ahlned A. AL REFAI
Director
Follow-up Department

Mohamed AL-3ANAN
Industrial "ngineer

Marwan NASR
Executive Secretary

Beshir M.I. TL RATHY

Chief, Productivity Department

Gebril Ali MAMI

Director, Marketing Department

Ministdre de 1'Industrie
ot de¢ 1'Economie
Alger

Industrial Studies and
Technoligical Centre
e«Rue Didouche Mourad
Alger

National Centre for
Consultancy and Management
Development
Baghdad

Jordan Centre for
Industrial Development

Ministry of National Economy

Amman

Ministry of Commerce
and Industry
Kuwait

Planning Board
P.0. Box T17
Kuwait

Shuaiba Area Authority
P.0. Box 4690
Kuwait

Association of Lebanese
Industrialists
P.0. Box 1520, Beirut

Ministry of Industry
Tripoli

Ministry of Industry
Tripoli




SAUDI ARABIA

SOUTHERN

SYRIAN ARAB
REPUBLIC

TUNISIA

Zuhdi A. BUSHNIK
General Manager
Industrial Rclations Depeartment

Jamcel JISHI
Industrial Gngincer

Shamshair T.J 1OHIMMED
Dircctor of ‘iconomy

Husain ~.H. HLMDANI
LAssistant Dircctor of
Economy

Osman . T'MM
Assistant Dircctor
Department of Industry

Ahmad RADJAI
Director

Nassouh MALAS
Director, Private Industrial
Scctor and Crafts

Zuhair TABB.
Director General

Ibrahim LAHAM
Technical Directer

Mohamed M. AL-KABBANI
Director, Planning Directorate

L1i MAJBOUR
Assistant Director
Planning Directorate

Mhadeb ROUISGLI
Directeur Général
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PETROMIN
P.0. Box 757
Riyadh

Industrial Studics and
Development Centre
Riyadh

Ministry of ZSconomy
and Industry
Tawahi, Aden

Ministry of Gconomy
and Industry
Tawahi, Aden .

Ministry of Industry and
Mineral Resources

P.0O. Box 268

Khartoum

Central Burcau of
Statistics
Abou Roumané, Damascus

Ministry of Industry
Damascus

Management Development and

Productivity Centre
Mchajrinc, Damascus

General Organization for
Executing Industrial Projects
P.0. Box 2493, Damascus

Textilc Union Industries
Damascus

Ministry of Planning
Damascus

Institut National de
Productivité

TIer Ministére

28 Rue Samarkande, Tunis
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UNITED ARAB
REPUBLIC

B. From international development ingtitutions

Ibranim J\.H. YMED
Productivity and Vocational
Training Department

Abdul R. YOURS
Consultant

Industrial Devilopment Cuentro
for Arab 3tates (IDC..S)

Haid~r T JWRTSH]
Dircector, Productivity
and Management Htudies

Osama ... BL-{HOLY
Consultant

Centre of Industrial OJtudius
for the Maghred

UNITED NATIONS

UNESOB

Mohamed YLICHE (UN)
Inginicur Statistiocien

Mohamed EL-HALLFAWI
senior Industrial Development
Ficld .dviscr (UIDO/UNDP)

Jean-Picrr. M RTTY
Dirocter

Quang TRN-L7
Regional adviscr in
Industrial Jcvcelopment

Salah JOVH'RI
Chief, Industrial
Development it

Roboert KUITLER
Chief, .dministrative Unit¢

Ninistry of Industry

Cairo

Poohnical Bureau
Supreme Planning Coumeil

Sana'a

P.0. Box 1297
Cairo

5 Rue Okasha
Dokki, Cairo

P.0. Box 2132
Tripoli

UNDP
P.0. Box 3216
Beirut

P.0. Box 4656
Beirut

P.0. Box 4656

Boeirut

P.0. Box 4656
Beirut

P.0. Box 4656
Beirut




wtt

Mikoto USUL

Senior Industrial Development
Officor

Industrial Programming Seotion

Werner BEHHENS
Industrial Dovelopmont Officer
Industriil Programming Scction

Francig 7 ¥ ALTON
Industrial Dovelopment Officer
Industri il Programming Section

René CRESSON
(Conmultant)
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’000 .’ m
Vienns

2.0. Bex T07
Vienna

P.0. Box 707
Vienna

Institut d'dtude et de
mesure do productivité
25 Rue Marbeuf

Paris VIT1
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not¢

The rnalytic Profiles: dApalt qucationnaire oricnted to the
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standard Questionnair.: form fer the compilation of primary
information tor Profiles of Manufacturing Latablishmonts
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Productivity Profiles (11C.s)
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(iv)

(v)
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Profilu=~Productivity Study Programme in Arab countries
Organizational 'uasurcs for Productivity Gtudics: dats
collection at the cnterprise uvel, gervicus for analysis

and gscssment nt the national and rogional lovels
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Survey on lndustriil rranch Luvois  “ugat industry

Survey on Tndustrial firanch Levels  Loathe  inductry
Survey on lndustritl Branch Leveit Coro ol Srinding
Survey on Industrial Dronch fevels Ol Tudustry

Survey on Industrial Branch Leveis  Printin, Industry

Survey on lndustrial Rranch Levels  Tuxtile tndustry

Auestionnaire on thu Technology and Productivity of Cotton
Spinning and “caving Enturpriscs
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Osman A. Tamam
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13CAS

Data on Sudanese Industrial Establishments

Memorandum on ihe meeting concerning the organization of
gtudies for raising industrial productivity in the Arab
countries

Extracts of Industrial Feasibility 3tudies: Introductory
note and examples (UNIDO)

Data flequirements for lndustry Analysis and Programming
(by T. Vietorisz/!NIDO)

FERTILIZRE f,.::U%L (UNIDO)
FERTILIZ%R 19OUSTRY STRILS MONOGRAPH No. 1: Chemical
Fertilizer Projects: their Creation, Evaluation and

Establ ishmer.t (UNTDX)

TECHNOLOC 1 CAL /NTY BCONOMIC SPRCTS OF ESTABLISHING TEXTILE
INDUSTRI® © TN OPVTLOPING COUNTRIES (UNIDO)

General Form tor Industry Survey at the Level of
(a) a Branch of Industry and (b) an Industrial Establish-
ment

Working Plan for the I'ield Programme of an Industrial
Survey in .rab States
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