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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 programme for the meeting was developed 

.jointly by the Industrial Policies and Programming Division of UNI DO and 

the Industrial Development Centre for Arab otates.  The United Mations 

Economic and Social Office in Beirut (UNToOB) acted as ho3t organization, 

providing the administrative and organizational support as required for 

the Forking Party, 

2. This "orkini' Partv was organized primarily as a technical preparatory 

committee for a "Productivity-Profiles" programme being proposed by IÛCA3 

for Arab countries.  The Partv was thus expected tr review the relevant 

techniques and experiences accumulated with IDCA,J and UMIDO as well as with 

those various organizations from which the participants were drawn, and 

to suggest a plausible technical and organizational approach to the proposed 

programme 

3. The Working Party was composed of altogether 35 members: 2%  experts/ 

officials drawn from national industrial organizations, two officials from 

I DC AS, and nine from the United ?Jations 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 institutional affiliations of the participants 

are listed in Annex I, 

4..  The first session was opened on 4 May I97O by Mr. Jean-Pierre Martin, 

Director of UNE30B, who welcomed the participants and drew attention to 

the special characteristic of the meeting 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 economic anrl bocial progress in a 

co-operative fashion.  Mr, M. Usui, representative of the UNIDO component 

of the Working Party, then indicated, with the support of AT    H. Tarabiahi, 

head of the IDCAS delegation, that IDCAá and UNIDO would function jointly 

as the secretariat for the meeting,  The Party then elected four Chairmen, 
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who wer« to preside ever the four-day sessions on a rotating basis, at 

follows: 

4 May - Mr» N. Malas (Syria) 

5 May - Mr- 0, Tamam (Sudan) 

6 May - 'Ir. M,F, Al-Azzawi (Iraq) 

7 May - Dr. I..A.H. Ahmed (UAH) 

5«      A number of working documents was made available to the meeting, 

••veral of which were prepared as in-session vrorking notes-       A complete 

listing of these is given in Annex II,   where they are classified into three 

groups referring to  (a)  the Productivity Profiles  (IDCAS),   (b)   Analytic 

Profiles  (UNIDO),  and (c)  general background documents,   respectively, 

6.       The forking Partv adopted the following agenda as a guide to the four- 
2/ day sessions:— 

I,     General description of the IDCA3 Proposal, 

II,,    General description of the UNITO Profiles Programme. 

III.    Guidelines for the development, of a Profiles-Productivity 
programme in  Arab countries 

IV.      juirgested  plan of implementation, 

On Thursday,   7 May,   the rorking Party  met for its final session,  reviewed 

the discussions which had t .ken place in the preceding three sessions and 

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

proposed for the Arab countries, 

7«       In the  following part  of this r port,  the debates and conclusions of 

the Party are summnri^ed        In the actual course of discussions,   there 

was    some shuttling from one issue to another,   privine ri3e to 

re-interpretations and re-clarifications of debatable points as the over-all 

agenda unfolded new aspects.       The following  is v;ritten,   not  as the day- 

by-day minutes of the discussions,  but  rather by way 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/T-JQ. 57/l   "Objectives, 
background and agenda". 
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GENERAL DESCRIPTION OF THE IDCAS PROPOSAL:    The Productivity Profiles 

8,       The representative of IDCA3 began 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  surveys; 

- Industrial  co-ordination and/or integration;     and 

- Productivity,   management,   and  technological  studies- 

It was indicated that the  Working Party would direct  its attention 

primarily to  the  third of theae areas        The I OCAS project  proposal related 

to the Profiles was introduced with reference to its working documents 

entitled:     "Profile-Productivity Programme  in Arab countries"  and 

"Organization Measures  for Productivity  Studies",   both of which had been 

distributed  in  advance to  the members of the Working Party^ 

9«       Objectives of IDCA \ Productivity Profiles Programme:     The primary 

objective of  the   LOCAS profile-productivity studies is to advise industrial 

enterprises   in Arab 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 il policies:    to  identify  those problems  arising 
from nation').1 and governmental policies in trade,   fiscal 
and monetary matters,   wage structure,   labour and their 
effects on production costs  and profitability of industrial 
enterprises; 

~    Programming data:     to ompile  data for inter-firm 
comparisons to help Ar.A. industrial enterprises  to compare 
their performance with that  of similar,  or nearly similar, 
firm.!.       ouch data could  also be used for industrial 
projections and planning purposes; 

-    Training:    to  train  specialists in Arab countries 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 

j/      See Annex II. 
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a pilot scale.      It was the need for an improved basis for inter-firm 

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 survey;     It was recalled that the IDCA3 

"Industrial "urvc-"" programme which was being carried out  in parallel, 

involved two components:     one dealing with the over-all evaluation of the 

conditions of each branch of industry,   and the other collecting and 

organizing d'ita on the enterprise or establishment   level,       F'or the latter, 

a "General Form"  is utilized,  which has been ndapte I from the  "Standard 

Questionnaire"  of UNIDO as developed in connexion with the earlier version 

of its Profiles project- 

12.     This donerai Form has been supplemented by the   "Technical  Question-* 

naireá" which are tailored to deal with the techno-economic performance 

characteristics of enterprises in each  specific type  of industry.       These 

technical  -Tuestionnairos Dro in various degrees of refinement,   depending 

on branches of industri        The examples made available to  the Vcrking Party, 

referring to textiles,  vegetable    oils and fats,   leather products,   sugar 

refineries,   etc.,   were,  however,  mortly a partial,   preliminary version of 

such questionnaires, 

13*     "Profiles"   for productivity-technology studies;     For the productivity- 

management-tochnology  study programme,   these technical  questionnaires 

have offered •>,. point  of departure        In  fart,  the programme has  developed 

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

on  data on enterprise management  nnd administration,^   such  as  ownership, 

top management  authority   marketing policies,   production  planning,   stock 

control,   salo'j  policies,   oersonnel  policies,   etc The  other part 

represented the  engineering approach to  productivity  analysis,   covering 

such matters as:     oapacitv,   performance and utilization of machines, 

material  wastes   md their recovery,   product rejects  and defectives,  labour 

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

V    This part was available in Arabic only and was not presented at the 
meeting. 
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induatry was introduced to the Working Party at a later stage of the 
sessions y 

14-    It was made clear that the IDCAS proposal along the lines of 

Productivity-Profiles was intended to establish a standardized methodology 

for analysing the productive facilities and performances of industrial 

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

- Selection of co-efficients that  can Putide   the 
reduction of descriptive data into performance ratios; 

- Building up. of standards  for comparison in technology 
and prod iction; 

- Evaluation criteria capable of highlighting both tho 
weak and strong points  of each  enterprise;     and 

- formulation of thj  summary data -and recommendations 
in  a final report  for the  enterprise  authority 

15. Thus,  the  report  prepared by an expert  team in the form of "Produc- 

tivity Profile"  is to  be discussed with the management of the firm under 

study and the  ways  and means of executing the  recommendations are to be 

examined at that   time.       IDCAS will  be prepared to take part  in this 

implementation  phase  should it be called upon  to do so.. 

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

emphasis was  laid on  the training aspects of  the programme,       The IDCAS 

proposal aims  to  up-grade the skills  of technical and managerial personnel 

not only at  the-  regional level,   but  also at  the levels of individual 

nations and enterprises,      Each  "Profiles"  team to be instituted  for a 

given group of enterprises   vili  De participated in by local counterpart 

personnel who  are to gain from tho   joint study  an improved capability of 

executing similar studies.      The Centre plans also to hold several working 

parties and  study groups to exchange the experiences gained by many such 

teams in data collection and diagnosis 

1»'.     At the sa„e time  it was hoped that  such a progrmmme would unfold the 

possibility for IDCA3 to develop a "Profiles" library to augment the working 

basis for inter-firm and inter-country comparisons,  which in turn could be 

instrumental  in  identifying the opportunities for industrial co-ordination 
and co-operation, 

y    "Questionnaire on the Technology and Productivity of Cotton Spinring 
and Weaving Enterprises" (IDCAS). 
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GENERAL DESCRIPTION OF THE UNIDO PROPOSAL;    The Analytic Industry Profiles 

18, Attention was called first to the document entitled:     "Analytic 

Industry Profiles:     a progress report  on a new UNIDO Industrial Programming 

Data Project",,-'' which described tho  changing orientations of the UNIDO 

activities  in thin  field daring the  nast   several years 

19. Over-alL  objectivi :     The UNIDO proposal under the Analytic Industry 

Profilo:, was  introduced as a penerai plan of operation for assisting local 

agencies and  technical personnel in carrying out diagnostic   studies of 

individual  industrial  enterprises The  specific purposes  for which it 

is  anticipated  that   the need  for such diagnostic Profiler  study will arise 

in individual  countries  appear to coincide  rather  fully with  those  objectives 

to which the  1DCAJ proposal has been geared,       Namely,   the  potential uses 

of the MIDO Analytic  Profilen,   too,   were  classified into  th«  following 

three general categories: 

- Management  and technical consulting:     To provide a 
concreto  basi;?  for rendering  advisor^ services  for 
productivity  and  efficiency  improvements  and identifi- 
cation  of development  potentials at  the  plant,   process 
(shop),   end   product   levels 

- Policy  evalué ti on:     To  develop  a  fru.mcvror1': of  analysis 
and~fet rib tek   that  will   mv'c   it   possible  to  evaluate 
the  effects  cf ;>cv>jrnmont  ooiieies  on the  actual  cost 
structures  and  performances  of  individual  enterprises, 
and more   generei h   ef   industri il branches. 

- Reference  programming data:     The  results  of the  various 
individual   case  ¡;iudi< c  can   h>-   fur1 her processed so  as 
to add  to  th     stock of   refrr?no • programming data as 
current I--  avalla!"!.;   for th*    particular country's 
industriai   planning purposes-       'lor.over,   should it  be 
agro e. ab 1 •  to  tie- participating r;ov\.rnment,   provision 
nay  -also  iv  mad-.; to   "neutralise" th.. results  and. make 
them available  as international  reference  programming 
data 

20.     It was recalled that  the e-rlier orientation of the UNIDO Profiles 

had been predominantly towards the  provision of international reference 

programming data,   or -ollcction of the techno-economic parameters on the 

enterprise  or establishment  level  that could be plugged,   as additional 

6/   ID/wß.57/5 

iti ,..A.„-¿ik^Aa&j.¿ J ,'"•» ' . **- 
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raw materials,  to various analytical and planning needs envisaged by 

individual users i-1'       The contents ^f the  Profiles under this curlier 

approach were designed so as to accommodate  a rather loosely defined set 

of objectives for which knowledge of  inter-industry'inter-country  comparativo 

characteristics of enterprises would provo us-.ful-        However,   the new 

orientation referred to as  "Analytic Profiles" represents an  attempt at 

freeing the pro^r^niie  from such a publication-bound,   self-constraining 

approach  and at   introducing ,a  far stronger  element  of field-bound  operation. 

21.     The  declared policy  is   thus  to  render  assistance directly  to  thoae 

development  arene ios   in  developing ouiitri^-   in ostabii chinr  systematic 

and co-ordinated  approaches  to  a certain  ran/re of  induct T-í.•< L  enquiry 

activities        The  prototype  ruostionnaircs,    guidelines   for  technical 

enquiry,   evaluation method",   etc.,   will  be  elaborated with  due  attention 

to the  technical  and organizational  flexibility required in  applying this 

programme to individual cases»       The potential use of the results of each 

country project   in terms of international   reference programmine data will 
9/ thus be  regarded to be  only  of a "residual"  significance — 

22o     Scope of the   Analytic Profiles:     The  forms in which Analytic Profilos 

will be  compiled will  contain  at  least  two  part3-       The  first  part  will 

involve elements  similar to those contained in the earlier Profiles in tho 

published form.—        Similarly to those designed by I^CAS,   the  second part 

2/    See UMIDO publications:     IDASER 1,/\ and  5 - PROFILES OF MANUFAC1 URINO 
ESTABLISHMENTS,  Vol    I   and Vol.   TI   (UN Sal^s Nos.  2 6?.II B 1? and 
E, 68,II,B 13) = 

3/    See ID/WG-57/? "Profilo.3 of Manufacturing establishments:     Selected 
Cases from Volume III",. 

2/    The actual preparation of the case  studies for both the  national and 
international reference programming uses can be handled  in a variery of 
ways.       It might,   for example,   take   the  form of publication  along the 
lines of the original UNIDO Profiles oi ••Manufacturing establishments; 
or published performance guidelines,   benchmarks,   or indices at  establish- 
ment  or shop levels;     or as raw material to be plugged   into a data bank 
if an appropriate facility exists This aspect of the programme will 
be handled on an     optional     basis,   taking into account  th«.  particular 
circumstances under which a given country has decided to participate in 
the programme. 

10/ The published Profiles themselves have  been subject to  changes  ^n throe 
steps,   every new step being oriented for providing moro  "detailod" data. 
This is illustrated in ID/uC.57/5,   Annex Ti.     See  also ID/WC.57/2. 
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vd.ll have to be tailored for each specific branch of industry to bo 

considered«       This part will thus bo concerned with thu  structural and 

performance characteristics of individual major "procesa  departments", 

"shops" or  "unit  operations" within an  enterprise,   as well  as analytical 

data on the  costing of individual m- jor producta or product  lines.       An 

example dealing with the metal-working industry,   though   ««till in a form of 

preliminar/ working material,  was -nido   available to the forking Party.^ 

23«     lr,hile the  elaboration 01' the   first  part de ling with  the performance 

characteristics of an    nterpriso talcen as a whole would bo a fairly 

straightforward undertaking,  th.  second part  of the Analytic Profiles would 

bo susceptible  to various  treatments,   depending on the  specific  objectives 

of the  unquirv If productivity  advisory   services  to  individual  firms 

are the primary  ta.sk,   is  in the case of the proposed IDCA'3 programme,   the 

Analytic Profiles  will  h-ve  in  >..-   oroncrly  linked to the   engineering 

approach to  detailed technical  performance analysis        In   case  a given 

project  should  be geared  more'  strong!-  to  policy and planning issues on 

a sectoral   level,   less dct-iied  engineering analysis ¡nay  do  the  job.       In 

any event,  however,   the  /n eUtie  Pro fi Us  should rViv  due  attention to the 

kind  of diagnostic  summary data which  serves to bridge the ¿>ap between the 

financial and  other general  statistics  on the  enterprise   level  .and the 

detailed engineering information  on the  efficiency  of production and 

c apae i t y utilization 

24=     A clear-cut  "economic" interpretation of various technological ratios 

within the   framework of enterprise rr, ina-ement  would,   therefore,   be an 

important facet  of th.: Analytic Profiles..       This may be facilitated by 

adaptations   from the  techniques  of cost  contr.    accounting and product 

costing,       In   this connexion,  a working document reviewing the normal 

principles   m è  procedures of cost analysis was brought to  the attention of 

the forking Party -1-¿' 

25      The role  of UNIDO;     It waa pointed oat  that,   as in the case of the 

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

VjJ    IDA'G,57/3  "The Analytic Profiles:     Draft   Questionnaire Oriented to 
the Metalworking Industries", 

J2/'    ID/TO. 57/4 
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to be not  so much a self-contained field study programme as a special 

package of technical co-operation,       It aims primarily at  strengthening 

the ability of national cadres to evaluate the  problems and potentials of 

the industry in their own countries. 

26,     In order to  fulfil   such a catalytic  function,  the UNIDO programme  is 

to be carried out,   vis-à-vir;  each participating country or graip of 

countries,   in the  following three phases: 

(a) Development  of methodology  and basic materials: 
UNIDO makes  continu xl  efforts to develop tie basic 
prototype materialn  and methodological guidelines  in 
order to promote and support  the activities on the 
national  level        Also,   UNIDO will serve as a clearing 
house  for new  ideas and developments  so that  the 
basic  approach and   supporting materials can  be 
progressively improved and expanded; 

(b) Training and consultation:     'hen requested,   the 
materials  and techniques  accumulated  with UNIDO will 
be put  at  the disposal of  local   experts,  and assistanee 
will be  rendered in adapting those materials for the 
conditions prevailing in  each  country  considered. 
Workshops will then be organized to train the local 
personnel participating in  the   field work to  be under- 
taken  in  each  country   or group  of countries. 

(c) Evaluation and  follow-up:     finally,   UNIDO will 
participate  in post-project  review meetings of local 
experts to evaluate the results,   to examine various 
possible uses to be made of them and to identify areas 
that may require additional UNIDO assistance. 
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GUIDELINES FOR THE DEVELOPMENT OF A PRODUCTIVITY-PROFILES PROGRAMME 

IN ARAB COUNTRIES 

27. Relationship between the  IDCia and th., UNIDO proposala:     The Working 

Party noted that   the two proposals  a ,3 outlined b>- the  representativos of 

the two organizations wert v,ll   fitt. a to  each other,   -md that  there 

existed  a great  deal of scope  for technical co-opor-'tion  between thorn» 

28. The observation was registered thpt thu   IiXAS Productivity Profiles 

and the UNIDO Analytic Profiles differed somewhat in their history  of 

development-       The IDCAe proposal has been conceived  as an additional 

tool  for the productivity  advisory  services at the individual enterprise 

level,   which it  already wis  carrying on This approach his  been 

initiated to counter the f..ct  that  the conventional way 0* orp-anizing 

extension  Servie..-s for productivity improvement  tends to depend heavily 

on a rather personalisjd approach, which often lacks appropriate standards 

or yardsticks as are required to ensur. a high yualitv of work on the patt 

of ever"  individual expert   involved in the service The  "Profiles" 

component  of th ; profrramm.   is  thus  intended to offer:      (1)   a Set  of techno- 

economic guidelines according to  which the observations  on factory 

performances '<r.   to b^   filtered  for  \nalytical evaluation;     (b) yardsticks 

for the  comparison of technological  *nd economic efficiency between 

different   firms;    and (c)  an evaluation scheme to pinpoint  strong and 

weak points  in  each firm. 

29. Py contrast,   the  UNI1X) Profiles were originally developed as an 

"economist's" way of grasping the behaviour of industri '.1 production,  or 

an attempt  to  It t the   planning economist  look into the performance pattarti* 

Of productive  factors  at the plant  lev^l        Under th .   new policy towards 

field-bound assistance,   to keep  abreast with the planning  and policy 

problems of over-all  national  and regional   industrial   development will 

oontinae  to be an import u.t  aapect  of the general objectives of the 

programme        However,   the programme   allows flexibilitv  in defining specific 

objectives and techniques to be  adopted in e ich of its  actual  sub-programmo«. 

It is generali^ anticipated  that  closer attention will   be paid  to the 

benefits  to be gained immediately  on the p rt of the  individual   enterprises 

participating in the field study,       With regard to methodology,   a closer 

OOalition of "economists" and "engineers" will be effectad in the coursa 
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of the development of dosired profiling techniques,      In fact, it was 

acknowledged that the IDC/3-UTTIOO co-operation alon<r the proposed linos 

was offering an important opportunity for testing and strengthening auch 

coalition  in   terms of analytic-J    lools 

30,     A compirisonj^ith_oth1,r , inU-r-firm productivity studios;    The attention 

of th.  '-'orkin.- Party w.u.   drain,  to   th-.   aoproach.s taken  in  the seried of 

OECD productivity  stuck. a during th,   past  d.cad...       As  -in   example, 

Mr    Rjn.'   Cresson,   an  officer rf  i  national   technu-.l  consulting instituto 

in Franc.»   who had one,   participated in th.se studies,   presented a summary 

description  of a study on th.  Kronen sho.  industry 

31-     H.  indicated that  although  this particular study had "been carried 

out some v .ars -uto,   there. w.r.>   important    r.as of overlap  with th.; approach 

b,iao  constd.r.d under th,   I Dr.-.S-imTO pro*r unmo .      In I'Olh  cas.s,   the 

sectoral   study  is  earned  out  not   only  by  means of an  examin <tion of 

aggregate data,  but  also on th-   str.-n^th oí  a number of case  studies of 

individual  manufacturing establishments        In this resp.ct,   it was pointed 

out th-it  whereas th, French studios relied on data provided dir.-tly by 

the manaee.Tk.nt or  th,   various  firms,   th. new Profiles approach was to  loan 

mon   h. ivily  on diagnostic data to  b. collected directly  within th,  plant, 

/•  second important differonce  in this regard was mentioned,   namely  that 

the Profiles   approach would make  fuller use of cost-accounting and r.l itod 

•analytic  t«,chniqu s which would  be   applied at   the  level  of  the  sho£ and 

product  as  well as th.  ov.r-all   ...st ihlishm.nt 

3?      Mr    OreBBOn noted th-t  th..   re.-f.ultn «f this particular  French study 

had a notable    ff.ct of sparkin* performance,  improvements on  the   Lv.l of 

the sector,   as well  as on  the   level   of the   individual  enterprise which 

had participated in tho  stud;/ It   was pointed out in  this  connexion that 

such effect   would not be  warranted  unless full  attention  w. r.   paid to 

the mark -t   -.8pucts,   as well a;  th.   productivity aspects,   of  the enterprises 
to be consider d 

^      0b.K'ctiv. ,-; of th,   proposed  programme!     Th_ Party  felt   that  the- 

proposed   i:>r,;  pro^ramm.    should   b.    d. Vl 1 r,n ,j  wlth i proper assessment of 

the r.lativ.    prioritise  to  b,      ttached  t.-  th.- thre. diffuront  basic 

objectives  or  thr, o diff.r. nt  K-v-ls of  interests:    namely,   identification 

and diagnosis of probltìms  (a) on the lev.l 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 

enterprises,  especially those in the privata sector,   in participating in 

such a programme        It  wis mentioned that the necessity for incentives will 

vary considerably,   depending on whether the enterprise  in in the public 

or private sector        It  was  therefore  suggested to  emphasize,   particularly 

for the private enterpreneurs,   the advantages that  they themselves were 

to  gain from participating in the programme. 

35-     The usefulness of the  studies for (i)  productivity and (ii) policy 

purposes at the national   level was not  contested However,   for reasons 

of  confidentiality,   it  was  argued that  the  results  of the individual 

profiles studies should not  be communicated outride of the country,   either 

an  reference programming data or as information en   individual   plants to 

be passed on to any .«riven   international  organization.       Thus,   the Party 

agreed on not   including in  its apenda the  issues  relating to non-national 

usee of the results of any   enterprise studies«       Towards the concluding 

session,   however,   several   participants voiced the  view that  one ought  not 

to  rule out  the practicability cf various reference uses on an  international 

level and recommended  that   in the future an effort   be made to  introduce 

some appropriate  Tieans  of  exchanging the  experience gained with the 

prOTamm    between various  participating countries 

yS.     Scope of the programme:     It  was noted that   in carrying out their 

various  consultant   .•.< r--.i.<v ;-,   national  productivity  centres and similar 

institutions   .eldoiri rei-   solely on data as  is readily available in the 

form of administrative  records of enterprises,   but  make recourse mainly 

to  the direct  analytical   studies conducted b"- their expert teams within the 

enterprises ami  factories  concerned.       Similarly,   +.r-e Productivity Profile« 

Will  have tr   iean heavily   on  the original   diagnostic  data to  be provided 

by dir«ct observations of  in-piant  field teams 

JÎ       The forking P irtv   ,**>reed that a great  deal  of advantages would no 

doubt result  from   ieveloping a standardized analytical   framework to deal 

With «nterpriB*3  ir  different countries-        It wae  also agreed that  euoh a 

framework would compris« different sets of worksheets for different 

branches of industry        It  is important to have such a frimework 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 enterprise's management,   technology and produc- 

tivity.       Thus even when  fully   developed,   the approach   will call  for the 

active and imaginative intervention of an  .-.penanced  diagnostic team who 

will have  to complement  the Profile;* approach with  its own problem-solving 
capacity. 

38,     It  was recommended that   the technical   scope of the programme be 

carefully developed  so as to  permit comparative evaluations not  only among 

a limited number of firms to  be  studied in  each field  project,   but also 

vis-à-vis performance  standards ni available from sources in other 

countries  in  Surope,   America,   etc, 

39»     The  I'orkimr Partv   hrir>n-.r   .--.vam-j n»H  +ho  VirH  ->r  .irt..r,: ~     /    ~-~~!.J...-.»  me Kina oi   enterprise performance 

ratios  that  could  be derived from the earlier version of the UMIDO Profiles 

(which  m  fact wis quit« similar to  the  "Profiles"  component of the IDCA3 

Industrial   Jurvey  Programm,) .1^'       it  was  ported  nut   that these  ratios 

concerning the over-all  performance cf an   individual   enterprise  could be 

considered as constituting :,n   "upper" part   of the  -pyramid of ratios" for 

enterprise  diagnosis,   serving   by  thorr.sdves  as  i  first   feeler  for  trouble 

spots.        ?hp  Party  noted  that   the  'l;]TO Analytic Profiles involves,   in 

addition,   an  attempt   to  re-stru-ture  these   performance   ratios  it  a one-atep 

lower  level   where  further Ir^ontir dues  are  to  bo  sought in  relation 

to major  spécifie  proe.-ss  depirtments  -IìUì   product   lines 

40^     In  this  connexion,   it  wis   demonstrated   b-  an  example-^ that,   for the 

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

enterprise  cuestan H shment  mi,   ;t   he viewed  as one  of  th,- various possible 

combinat icns/uf a  unit,  se<   ^t    "protrtype   shops",   and   that  such a finite 

set  of  prototype  shops  could   ir,-   identified   f-r each   specific branch of 

industry It  was   thus  suggested  that   the   identification of a complete and 

H/ IDC AL. "Utilizai ion of Profil, s to Identify Performance and .ihortcomings 
in individual enterprises ana the Weed to Incorporate Method Studies in 
the   Proposed   Profiles   Studied" 

1& 1D/*T.. •)•..• \ "The Analytic Profiles: Draft Oufistionnair« oriented to the 
Metalworker,  Industries" Also  see  1U/M?.?V4  "Data Requirements for 
Industry  Anilyma 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 each specific branch 

of industry,  would be considered as an important step towards the Analytic 

Profiles. 

41. The reformulation and elaboration of Profiles at this  "intermediate" 

level of the ratio pyramid would have the notable advantage of enhancing 

the scope for inter-firm comparison,   ovan when the number of enterprises 

to be compared for a given branch of industry is relatively  small- 

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

offer a practical guide for the elaboration of Profiles at   such an inter- 

mediate level.       Having reviewed the preliminary wording document 

introduced in this connexion,   some participants  feit  that  not  only the types 

of cost  centre,   but  also  the  steps  and  assumptions to he   followed in 

allocating various overhead ccsts  to cost  contres,   should  be  subject  to  a 

good degree of standardization for each branch of industry,   in order that 

meaningful  inter-firm  and inter-country comparisons may become possible in 

the field of cost  «'.counting        The point war- roistered that  an appropriate 

action along these lines should better be taken  in connexion  with the 

Profiles programme,   than ur; a separate programme, 

43. The V'orKin,'  Party  favourable   reviewed the questionnaire prepared by 

IDCAS on the  "Technology  and Productivity of Cotton Spinning   uid Weaving 

enterprises".       This questionnaire was composed of the  following four 

sections:     (1)    Operation process chart,   flow diagram and analysis of 

material-handling efficiency ;     (?)    Machine  utilization - theoretical  and 

feasible capacities,   bottleneck, capacity of the production  linoü,   stoppages 

and other factors  influencing utilization;     (3)     Utilization of material  - 

material  specification,   processing wastes,   rejects and defectives,   and 

their salvage;     (4)     Labour productivity - overtime and  incentives.        It 

was noted  that   the  fairly detailed  technical  performance  ratios to  be 

derived from the method  studies and  other  engineering  studies on machines, 

materials  and  labour  would mere  readily pinpoint  nreas  in  need of improve- 

ments  in the production   lines of each enterprise,   although  completing  such 

a questionnaire for each case would easily  require a several-month in-plant 

inquiry administered by an expert  team. 
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44«    The opinion was voiced that the analytical techniques demonstrated 

by this IDCA3 questionnaire might well be  considered -AS referring to the 

"lower" part of the  "pyramid of ratios"  for enterprise  diagnosis.       The 

over-all  structure of  th.;  Productivity Pr .files/Analytic  Profiles >,ould 

thus be vieved as  involving thru,, different  love Is of  trouble-fcelors: 

(a) Over-all  enterprise performance   ratios  similar to   those 
derivable;  from the  earlier version of  the UVTTDO Profiles; 

(b) Departmental  cost  and lysis  and product  costing exercise, 
guided  by  a  st emlaraized application  of   the  cost 
accounting technique;:;     and 

(o)    Method studies  and other detailed engineering studies on 
machines,  materials  and workers  involved in  unit  operations. 

The relative importance of these  three lewis of diagnostic  exercise should 

be determined,   in  each case,   taking into account  thy  particular top-priority 

objectives and the amount  of resources considered  in participating in tho 

programme. 

45- In regard to  the third  level mentioned above,  particular attention 

was drawn to the problems arising with an application of the work study 

methods for productivity   improvements.       Tt was recommended  that the human 

element should always be  considered whenever such method studios are 

utilized to  rais     labour output,       In order to  cope with this problem,   it 

was  suggested that   incentive  schemes  le  seriously  considered,   although 

this  is only  an approach  to  the   increasing  productivity In this context 

it  was noted that  the  labour  off ici ear;- problem  vas only one  aspect  of 

productivity  improvements and  that  mch issues as repair   uid maintenance 

of machinery and  equipment,   production planning,   marketing,   etc.,   should 

also be considered. 

46- Organization of the  team work:     The point was made by several parti- 

cipants that  it would be wiser,   when possible,   to attempt to channel all 

the proposed  establishment  case studies through existing national produc- 

tivity/management/project  development  institutions,   rather than to develop 

an institutionally independent   "Profiles Unit" from scratch.       There are 

three practical reasons  for maKing such a choice: 

(a) Contacts - These national institutions will already have 
established appropriate working contacts with 
industrial enterprises; 
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(b)   Imputation - Th«se institutions will already have a 
reputation for effective, consulting work 
at the plant   Level,   and moreover will have 
generally établi shed a reputation for not 
disclosing information on participating 
firms  tu   any  nrurc.-w  not  agreed upon in 
advance;     an'I, 

(f)    6«p»Oity       - These  institutions   viil  often have both an 
in-hous     capacity   and professional  contacts, 
as require!   in  support of such a programme 
at  the  national   level. 

47.    3wne of the existing national productivity/management centres might 

find it  expedient  to participate actively  in the organization and execution 

of the Profiles programme,   for  this programmi, would provide a pragmatic 

complement to their own  current  activities       Kor example,  mention was made 

of the  activity mix of a certain Management   Development  Centre which 

involved (roughly):     training courses 40s;     consul Ling  aerviees 40*" •;     and 

research activities  2CT .       The Profiles programme will  assist each  of 

these in turn,   respectively:     first,   in providing a specific form  and 

detailed materials  for some of the training  courses;     secondly,   in 

assisting the Centre in  developing an improved methodology and reference 

points  for its consulting activities;    and  finally by   inviting the  research 

participation of  the Centre  in  further elaboration and  extension of 

profiles materials  for diagnostic use in  it3 own country. 

48.     Such  a  centr>    serving as   the national   administrating/using agent  of 

a given profiles  study will  b-   ;blc,   in conjunction with the appropriate 

national  authorities,   to  decide to which  organization  and in what   forms 

should the  findings of the profiles studies be communicated        The point 

to be  emphasized here  is that   the  feedback  aspi ets of  . aeh  particular 

national profiles  study  will  be determined  entirely   by   the  relevant 

national  bodies,   and  further that  every  attention  should  be £iven   to  using 

the results  (perhaps in a qualitativo form)   to  indicate how corrections or 

alterations  should be  mide in  the mix of national  policies  (taxes,   subsidies, 

licenses,   import   duties and other regulations)  as they  affect  the 

individual   industri-:], unit 

49.     In addition  to the possible role of the existing management,   produc- 

tivity or project  development  institutions,  the Working Party considered 

the possibilities open for the management  of individual enterprises 
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themselves to administer at least part cf the set of Profiles worksheets. 

This would not only greatly reduce the cost  of a comprehensive Profiles 

programme,   but also  allow  it to  be extended  to many more  firms than  could 

otherwise be  covered.       Tt  was  pointed  cut   that  most  enterprise managers 

were  mlikely  to  tike   the   time  and  . ffort  required  to  io   in  adequate   job. 

This might  K   possible,   however,   if  special   in-plant productivity units 

could be  set  up  within  each  enterprise-,   as  proposed in  the   IDCAÜ 

programme.       An appropriate  solution  should  be  established  between  the 

two  extremes:     the  several-month  in-plant   enquiry  administered by a team 

of specialized  experts on   the  one   hand,   and   the  voluntary  contribution  of 

each  enterprise's  own   s, lf-arimi nistered  Profiles   study on  the other. 

Whatever an  approach might  prove   the  most  desirable  would have to make use 

of specialized  expert  groups   in  on.  way  rr   mother..       Occasional visits 

of these  expert  groups   to   enterprises   would   be   required   in  any  event,   but 

it  would  be   desirable  that  all   such  visits  would   h,.  needed only for 

relatively  brief periods   (sov. ral  hours  to  a  f\ w days per  enterprise). 

•jO.     Speaking of  the  costing aspects  of  th,   IDC/13 Productivity-Profiles 

programme,   the  ''orking  Party  pointed  out  that   the  proposed arrangement  - 

wherein   th.    firm paye   ',o   r   the  3tate   L'a',",   and   IDCA'J  2.r  of  total project 

costs  - might  piace   undue   financial   pressure:  on  just   those- poorer firms 

that  most  needed  such  a  service '-Tîere'.s   the  principle  of  requiring 

payment   for advisory   Services  is  unioubtedi.y  weli-advised,   it  will be 

necessary  to  apply  any  such  formula  with adequate  flexibility taking  into 

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

51. Given the above general guidelines,  the Forking Party was requested 

to put forward concrete suggestions as to the  stops to be taken in the 

immediato future towards the implementation of the proposed Productivity- 

Prof ilea programme   in various Arab countries-       It would be indeed 

important  that such a programme be developed,   not as an ad hoc,  once  only 

undertaking,  but rather an a continually  sustained programme of long-term 

significance.       To start the wheels»turn,   however,   it  was suggested  that 

the activities during the ccming  several months b». phased is  follows. 

52. Further preparation of Profiles worksheets!    J'iIlV) and I DC A.'J will 

work together to   further elaborate   the prototype questionnaires and 

analytical  worksheets  which can be  applied  to   each  country project  with 

minor adapt itions.       It  was agreed that     (a)   textiles  (mainly  cottcn-based 

spinning and weaving mills),     (b)  vegetable  oils and  fats  processing mills, 

and  (c) grain mills  (including cereal preparations)  would be  specifically 

considered this year under the IDCA3 programme*       It   is anticipated that 

such basic  preparatory  work will  be completed  by the'  beginning of July  1970« 

53-     Technical  session, trlining workshop,   July  1970s     "Profiles branch 

teame",   consisting of   two or three  local  experts for each branch of 

industry,   will be organized within each country in accordance with its own 

decision a3 to which  branch or branches  it  desires to  examine.       These 

toams will  take part   in a two-week workshop th ;.t will  finalize all 

Profiles materials and procedures,   run a field  tost with a few volunteer 

enterprises near the vonue 01   the workshop  -and orient  national teams to 

function  as the  leading body of experts for the programme in respective 

countries. 

54« This workshop will be sponsored jointly by UNIDO and IDCA3, as in the 

case of the present meeting of the Working Party. It is expected that it 

is organized either in Alexandria or in Cairo,  UAR,  for the period 

13 -   W July   1970,^'' 

IS/ An earlier proposal was for the period 4-16 July 1970.  The now 
dates have been proposed after the Working Party concluded its Beirut 
sessions. 
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55«    It is important that the Profiles branch teams participating in the 

workshop draw upon national productivity centres or similar existing 

industrial development   institutions,   as referred to in paras.   46 - 48. 

The members of these teams are  expected eventually to  carry out field 

studies along the proposed linos,   dither under a special national project 

instituted for the particular purpose or as an  integral part  of the 

regular programme  of work of  the respective national  institutions. 

Moreover,   the programme  will  permit   each  contemplated national profiles 

study to  be  shaped in acctrdance with a unique  set of priority objectives 

that arc to be determined by the responsible national authorities, 

provided,   of course    that the  general objectives and methodologies for the 

Productivity-Profiles programme as a whole prove relevant to  these 

specific national objectives. 

56»     Profiles field studies:     After the above workshop,   the various 

national teams will return to   their countries.       In accordance with their 

own plans of operation,   they will  lead a  series of Productivity Profiles 

case  studies and make  efforts to propagate a similar approach  and expand 

the local  expertise body.      IDCAii will be prepared to  render assistance 

as required in this ph?se.      But any other non-national organization,   such 

as UNTDO,   shall,   in principle,   not  be involved in the  field work. 

57-       Evaluation  session;    Towards  the end of  1970 or an early part  of 

1971,   after moBt  field work has been completed and the results been compiled, 

representatives of  several national   teams may be  invited to meet together 

under the aegis of IDCAS to review and evaluate  the results.       UMIDO would 

be strongly interested  in participating in  such  evaluation session.       At 

this time,   recommendations will be made as  to how to make more effective 

use cf 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 arc  intended. 
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ANNEX I 

LIST   OP    PARTICIPANTS 

A.    Prom national development institutions 

ALGERIA Mohamed A.   IOLI 
Directeur,   Institut  national 
de  la Productivité et   du 
Développement Industriel 

Hicham ELA35 (UN) 
Acting Project Manager 

Ministère de l'Industrie 
ot do l'Economie 
Alger 

Industrial Studies and 
Technoligical Centre 

•Rue Didouche Mourad 
Alger 

iRAq Mohamed F. AL-AZZAWI 
Director, Production 
Management Division 

National Centre for 
Consultancy and Management 
Development 
Baghdad 

JORDAN Tewfik Y.  BATARSEH 
Deputy Director 

Jordan Centre for 
Industrial Development 
Ministry of National Economy 
Amman 

KUWAIT Mohamed M, MADOOH 
Assistant Under-Secretary 

Ministry of Commerce 
and Industry 
Kuwait 

Ahmed A.  AL HEPAI 
Director 
Follow-up Department 

Mohamed AL-3ANAN 
Industrial %gineer 

Planning Board 
P.O.   Box 717 
Kuwait 

Shuaiba *\rea Authority 
P.O.  Box 469O 
Kuwait 

LEBANON Marwan NASR 
Executive Secretary 

Association of Lebanese 
Industrialists 
P.O.   Box 152O,  Beirut 

LIBYA Be shir M-I, EL RAJHY 
Chief,  Productivity Department 

Gebril Ali MAMI 
Director, Marketing Department 

Ministry of Industry 
Tripoli 

Ministry of Industry 
Tripoli 
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SAUDI ARABIA Zuhdi A. BUSHNAK 
General Manager 
Industrial Relations Department 

Jameel JI.3HI 
Industrial  Engineer 

PETROMIN 
P.O. Box 757 
Riyadh 

Industrial Studies and 
Development Cuntre 
Riyadh 

SOUTHERN 
YEMEN 

ohamshair TAJ /»HAMMED 
Director of economy 

Husain A.H.  HAiTDANI 
Assistant  Director of 
Economy 

Ministry of Economy 
and Industry 
Tawahi,  Aden 

Ministry of Economy 
and Industry 
Tawahi,  Aden 

SUDAN Osman A-   T.'JIAM 
Assistant Director 
Department of Industry 

Ministry of Industry and 
Mineral Resources 
P.O.   Box 268 
Khartoum 

SYRIAN ARAB 
REPUBLIC 

Ahmad RADJAI 
Director 

NasBOuh MALAS 
Director, Private Industrial 
Sector and Crafts 

Central Bureau of 
Statistics 
Abou Roumané,  Damascus 

Ministry of Industry 
Damascus 

Zuhair TABBA 
Director General 

Ibrahim LAHAM 
Technical Director 

Mohamed M.  AL-KABBANI 
Director,  Planning Directorate 

Ali MAJBOUR 
Assistant Director 
Planning Directorate 

Management Development  and 
Productivity Centre 
Mohajrine,   Damascus 

General Organization for 
Executing Industrial Projecti 
P.O.   Box 2493,   Damascus 

Textile Union Industries 
Damascus 

Ministry of Planning 
Damascus 

TUNISIA Mhadeb ROUISbl 
Directeur Général 

Institut National de 
Productivité 
1er Ministère 
28 Rue Samarkande, Tunis 

• »t.-Jlà  •-!-..   •••>•   «..»' 
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UNITED ARAB 
REPUBLIC 

Ibrahim A.H. AHMED 
Productivity and Vocational 
Training Department 

Niniitry of Indu«try 
Cairo 

YEMEN Abdul  H.  Y0U33TCP 
Consultant 

Toohnical Bureau 
Supremo Planning CouAOll 
Sana's 

B.    From international development  institution! 

Industrial Development Centra 
for Arab States  (IDCS) 

Haider T MïïïSiiï. 
Director,  Productivity 
and Management  'ytuditss 

Osama  ...  EL-iŒOLY 
Consultant 

Contre of Industrial  Studies 
for the Maghreb 

Mohamed Y/JCHE (UN) 
Ingénieur Statistician 

P.O. Bex 1297 
Cairo 

5 Rue Okaiha 
Dokki, Cairo 

P.O. Box 2132 
Tripoli 

UNITED NATIONS 

Mohamad EL-HALFAM 
Senior Industrial  Development 
Field ..dvisor (IWIDO/UNDP) 

UNDP 
P.O.  Box 3216 
Beirut 

UME30B Jean-Pi err,. MARTI" 
Director 

P.O.  Box 4656 
Beirut 

Quang TRAN-n 
Regional adviser in 
Industrial Development 

Salan J0'-"n/,RI 
Chief,   Industrial 
DeVeJ opinant  Unit. 

Robert  KA'IIMIvER 

Chief,  .'.dministrative Unit 

P.O.  Box 4656 
Beirut 

P.O.  Box 4656 
Beirut 

P.O.  Box 4656 
Beirut 
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»koto USUI P.O. IM 707 
•enlor Induatrlftl D«v«lo«JMnt fitm* 
Offloor 
Industrial Programing Section 

Werner HEHKEWJ P.O.  Bet ?07 
Industrial  Dcv^lopm^t Officer Vlenn* 
Industri-i¡   Programming Section 

Francis h X      ,i! 7T0M P.O.  Box ?0T 
Industrial   lv-velopm<jnt Offioor Vienna 
Industri il  Programming Section 

René CREdüON Institut d'átude et d« 
(Consultant) i»e»urt de productivité 

25 Rue Marbouf 
Paris VITI 

„••*..^J. - :...%-¿**.,.-., 
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XTj/nO.57/4    - Hain üUmonte of industrial  Cost ^counting!     a prep^tOI* 
not c 

IH/HS.57/3    - The  Analytic ProfiloBi    draft  gestionnaire oriented to th« 
motalworking industries  ^by T.   Vittorini) 

11/^.57/2    - Profile of IVmuf-cturin« Eat iblishm.ntai     ¿cK-ctod oawi 
from Volume  III 
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ID/Í3ER.V4    - PROF1LT3 OF X.HJF^TURINO ^ST/J3LI SHUNTS.  Volume I 

ID/SER.E/5    - PROFILES OF .l.WF.CTURIN^  WV3Li:MMEWT3,  Volum* II 

Productivity Profiles CIDC^J) 

(i) - profile-Productivity Study Programme in Arab countrUi 

(ii) 
- Organizational  Measure«  for Productivity ¡Jtudios»    dat» 

collection at the .nterprise    evol,   service for analysis 
and  -.ssosBm^nt  nt  the national   and  régional   lcvüls 

(ill) 

(it) 

(*) 

- Some Preliminary Thou-htn on th..   ils.   of Present Profile 
Studies for Intor-Industry analysis .and Comparisons 

- Utilization of Prof i loe  to  Identify Performance and Short- 
cornil in Individual   Enterprises,  and the   Need tr Incorporât« 
"Mcthou otudi.s"  in  the  Proposed Profil-^ etudu s 

- Survey  on  Industrial   branch Lev. i:     "u^ai   Industry 
- Survey on Industrial   Branch Level:     I ith.      1 ndw try 
- Survey  on  Industri-. 1   Branch U.v.i:     (Vr.  . h~  -".rinding 
- Survey  on  Industrial   Branch  Lev, 1 :     CI   Industry 
- Survey on  Industri al   branch Level:     Print m,'   Industry 
- Survey on Industrial   Branch Level:     r,xtiK   Industry 

- Questionnaire on  the Technology  and Productivity  of Cotton 
Spinning and '-'caving Enterprises 
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- D*ta on 3udan«M Industrial Sstablishments 

- Memorandum on the meeting concerning the organization of 
studies for raising industrial productivity in the Arab 
countries 

- Extracts of  Industrial Feasibility  Studies:    Introductory 
note  and  examples  (UNIDO) 

- Data  Requirements  for  Industry Analysis and Programming 
(by  T,   Vietonsz/'JNIT») 

- FERTILIZER  .ii.iJU/.L  (UNIDO) 

- FERTILIZER  IW'IIKVTRY   '^RICo MONOGRAPH No,   1:    Chemical 
Fertilizer Proiccts:     their Creation,   Evaluation and 
Establishment   (UNI IK.) 

- TECHNOLOCICAL /.NU ECONOMIC  .VîPRCT'i OF ESTABLISHING TEXTILE 
INDUSTRIE'   \V   i^V^LOPING  COUNTRIES  (tJNIDO) 

- General  Form  for   Industry   'Purvey  at   the   Level  of 
(a)  a Bran<h ui  Industry and  (b)  an   Industrial Establish- 
ment 

- Working Plan for the Field Programme of an Industrial 
Survey in Arab States 
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