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1. oot o N rea G DR
T poavco ol thin siody e Chnea i the puvel i oG
Moo T=doe Do iy Thri b ed Taions Teduo i e ing o

Srcooadie s tion, The oin polnte covered ooe

- Lravinccron of e concinagans ol Lo snrvey conai bed by
. the JVovecoan poverisoal on the gaveont dndoctry

¢

- Smyver of precoat condition, in Moroconn careonl Tactoy iy

- Ausescig Lhe polbontisl of pre-ont facilitics pod recons oo

datios Lo ineron-s Lhe uiilisation

< FEatablichont of a profile of a  typical pavient frncelory

1t has b the ain of this study to idontifv the niyohlems
faced by 1 Lovoccern  parvment indnotry and to mol o recon o
detione cancerning Lho=e problems, jlovevey we mus i enphngire
that to <LV iieh 2 coordingio!d progrores for the pronobion

i |
and developnent of the Morocenn gareient industry vonld reouire

. a more detailed study followed by seversl concrote projects,

During the field stndice the nain objectives defined by UN: DD
vere tokon into accecunt but vwe have included as vell the desi--
derata of Lhe Nsnrocean authoritiess and technicians on soi
poriiculnr aspecte of the situntion,

As a naltoer ol fact, I'r, Beilbbayat, General Dircecior of the
Ministry ot Industyy, Commerce, Mines and Merchant Navy snd

Mr. Benlayoun, Geneiral Dircector of the Industvinl Stodics
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Office have emphasized their intercst in the development of
a typical layoutl project for a garment factory that cventual-
ly wvould use the fabric produced in COTEY (Complexce Textile
de F&s), This aspect bas been investigated and the profile of
the parment factory included in Chapter 8 conld be applicd
to develop a dotailed plent layoutl and project of a porment

factory at COTUI.

The mcetings we had with Mr, Varlot, textile advicor to the
Ministry of Industry huve helped to cluvily several points

of the survey conducted by the Niaistlry in 1970, The gover-
ment is interested in aiding the goneral development ol the
garcent industry, bul with the specific ain of provoting ex-
ports of cloihing. This priority is justified by the following

situation

- The local market {for ready-to-wear garments is growing very
Y

slowly.

- The Moroccan garment industry has a very low degree of utili-

zation,

- The Moroccan textile industry is overproducing some kinds
of fabrics. The new textile industrial complex of TFeés

(COTEF) will further aggravate this overproduction,

- The export of this fabric surplus in the form of garments is

therefore the aim of the goverment,
However, this overproduction is only one aspect of the whole

Moroccan garnent industry., Other branches of the industry have

fabric shortapges or quality problems,

OCAPELIN AGSOCIATES LIIITHD
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On the other hand, there sre many corditions which favour the
Morocean garment industry, The tine in speciclly opportune for
maliing cvery efliort to ¢xjport to the Furopean couniries; and
this opportunity <hould Le used to invite and favour foicipn
investronts in this aren, cither dircel or in accociation

with Nosocean corpoanies,

To sutcinirize, thiz repovi coposes the nain preblems facine
the Morocean gaviment incdaciry and reconmends some actions to
overco.c them, Aluost cacli one of these recosacndations needs
a development projeect of its own, I'oy many oi these projeets
a very specialijzed cooncvation (commercial and technical)
from abread world be neccessary untid the Morocean personrnel
can continue by themscelves on this assistance programsie to

the garucnt industry,

CAPILLIN ASBOCIATE & LIMITID
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2, FILLL DURVLy

b A o R 5.0 o RSl 5 i W

The first phase of the survey in Yorecco was dovated {o the
gathering, discucsion ond mncdlyeis of a1l stelictics, jnfor—
mation and docuwonte availible from cof fticinl covrecs on tle

Morocceen peorient industry,

During this phace the folloving imnportont meetinis tool plrce

= with I'r, Belltheviet and v, Benheyoun of the Ministey of Tu-

dusiry to dicscuns dts policy and ol jocetives

- with Lir, Varlot textile advisor to the Minictry to difcues
and analyse the nain aspeets of the carvey of the  3-31 Au--

gust

- with Wr, Jaidi at the Service d'¢iudes éeononigues du Durceau
d'Etudes Interministericel to discu.,e the conditions for in-

vestrent offered in Morocco

- with !'r, BenjeToun, “priénident en fonction" of the lorccean
garncnt manufocturaersto discuss the uain problems facivpy the

industry

The sccond phase of the ficld survey vas the visiting of a
cross scction of garment factories. The selection and prepa-
ration of these visits was done with Mr, Varlot. The sauple
surveyed included all main articles being manufactured indus-
trially in MNorocco, Among the factories visited was one of

the best organized ones in MNorocco and in general, all can be
considered to be in the upper bracket of the Moroccan clothing

industry.

OAPLELIN ALGOOGIATES LIMITRD
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[Aer VITH ARTECT! i ot
e e e e e s
SOEN in projodd -
N kork clotiing 140
RN RN S N H el erd woren (lotiing 1o
I S R U R R Hingerie 700
Rt shirt . wd pijaras Yei
Vivs g e T e £0
Kol adeivictiadive clathing 120
. (unifere, work cloliing)

The vacation period mede visits to other factories difficalt,
but we believe that the sample surveyed covers a sulficient
variciy of articles and company sizes Lo cxpose the problems

faced by the whole industry,
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3. RIVIEW ARD ARALYSIS

This phase was coaducted irn our Geneva offices by the Techni-

cal Comnittece of Capelin Associates Limitcod,

The informetion pgatherced in the ficld was analysed. From this
a scrics of hypotheses vere forpmulated, discusced and evajuatod,
the resvlt being the conclusions and recommendations shown in

Chapters 9 and 10,

Most of the data from the ficld survey were comparcd with si-
milor data obtained during the studies  that Capelin Associato:s
Ltd., conducted in 1869 ond 1970 on the garment industry of the
countries of thoe Common larket and in 1971 of the French gare—

ment industry ordered by the French government,

The factory profile of a garment manufacturing unit provides
the information indicated on the item No, 1.01.C=1IV of the
UNIDO contract, This information gives the basis for a detailed
plant layout and feasibility project to be carried out later

on.

OCAPLLIN ASEOCGIATLES LIMITED
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4. ANALYSED OF TR NOROCCAR GOVIRNUENT SURVEY Ot

GARIUINT 1T pUSTRY

e e e U o,

The vhole voport wes analyvsed b our Trchnical Corviittoe

i ) .
and coupsrisons were esteblisled with Lhe industricn of the
countrice bhelonging to the E.1L.C. as wvoell as other Faropoean

and extro-Luropean counlrics,

. We found the report complete and decura e, and cosiendsl o

for the hovesty wiih which a1 prosler o vere tresiod,

The techniend arcas of the report, hovover, were not ae
thorough as those relating to structurc, market, cte. I'or

this reason a great deal of tiuwe doring our ficld visity oo
devoted to developing complewcytary material on the Lechnical

acpects,

The followving chaplers contain our comments on the conclusions
of the Moroccan government survey in the lipht of our ohse e

. vations in lMorocco and experience in other countrics,

4.1, Raw lMaterial Supply

In spite of the increasing importance and capacity of the
textile industry, the supplics of fabric for the garment jin-
dustry are limited with the cxception of cheup and medium
quality materials for shirls ete, This limits the development
of the clothing indu try to medium and low quality articles

such as shirts, py.jamas, work clothing, etc.

AT LVH. 1000 OAPELIN ALFOCGIATIL LLIAITLD
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In Yococco no fectory o more thon 200 coployoes, whoereas
mvope PO of arl prvsoeel verho din factaices of e (hion

200 copltoyeo:s

Thic gives on idee of liow vonk the structure of Hovoccean indoags
try o, We bove reen thot it dn extemely yrorve that &«
hoe o omothods avd tine stody depevivent wod therefore no oy

terntie effort townvds rescarclh and developuent i possible,

The yatio of wmprrvicors and techuicians (o opevaloss inomneh

lovcr in Jerocco than in Duyooneo.n countric., This shertnoe ae

further agerevated by Lhe fact that they hove very Hittlo,irm
{

eny, training in Lhe basice principles  of managing posrent doo-

tories,

In Europe the ratio is normally one superm ioor oF Ltechniciom
for cvery 20 direct operators. In some foctories tliie can he
even as high as 1 supcrvigor for covery 1o operaton: tiie

factorics surveyed in Yovocco the averare rotio jo one supoys

vicor for 40 opcirntors,

The uce of specialized machinery is prohibitively

for the small factorice, and wheve it is used il is undey-
lovdad. The rational uee of such machines plus modeva attach-
ments and vork aids ie however essential to kecp conis and

quality of production to a compalitive level,

A definite wnilkoting policy and appreprisle commerceinl serviees
arc lacking in wost of the factorics visited, This results in
a price conmprtition for a limitcd market, rather thon creating

or finding profitable ney marhels,

OAPTLIN ALUGOGIEATLG TEITOTED
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4.4, Vrieos and Deofiteboi by
The prices of oo prticles = those ueing fupocted fabeios -
are cuite hirth on the Canestic povhoet, This chionld encear o
g 3 o -

3 ; v 4o b 1. 1o
panndncinrers to prodoce these artieles provided that tn

. . N P T R

can testile incnodiry can supply tho rogquired toberen

pelet ive prices ond aquatiiy,
The price structure of most articlen

70 % riv nalesialyg
10 ; - overhend

1abour

Yy ey g o, ! . [,
By comparison the price clrneture in the Compon Moxleuo coun

tries is

45 % he o raw matovials
23 % 43 overhiond

25 3n i 1abour

The cost of articles prodiced on a contyact bavis for ftoreign

'

clients with the raw naterialas supnliced fron abrond congpores

very Cavourabiy vith the once of othery countries coupoting for

international wavkets, in particolar

.

Shirts
Work t{rourers

Wonen's underweay

*) 1 Dirham = 1 I'vench Franc

/ 4 et
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However, os Lhe report states, some of the lower "contracot”
prices are quoted by fecetorices using bhowe worliers or paving
salories Jover than Lhe offical levele, This, of coursce, cone

nol be dovno by well cotabliched factovion,

The return on investment (ineluding the wverking copital) is
clnined te be from 270 to 25 4, which ie cxtrenoly hiigh and

corpares with 13 % in l'ranee,

liowever, thoe availability of copital iu linited nud nony of
the factorics have Lo make trooendons cliovts to finance ithegyr
excessive stocks and/ov to suppord the low ulilicetion of the
manufacturiny fecilities for long slach periods (ro is the

for the manvflfacturers of adainic{rative clothing,

5, Possibilities on the Fxternal Merylots

e

The report of the Movoccan government cloims that the extrorco.
ly low labour costs create a good opportunity fer conquoering
the Europcan morket, This it only parlially true hecouse sonn
of the advanteges of low salarics are woing oftset by the Jov
productivity of most of the factorics (we estimnted 1t ot n

level of 40 % compared with European facltories).
¥ i

To give an cxample, a shirt which in Morocco takes 50 minutes

to manufacture would take 20 in Europc and a pair of trourors

which takes 70 minutes would require only 30 in Lurope,

OCAPELIN AGBOCIATIG LILUHTED




MOROCCO

Work done on & contrrcet basis for foreign account suifers from
the delays and costs of transporting the fabric to lMorocco,
Additionnlly the delays in obtlaining the necessary povernuent
permits limit still further the poscibilities of producing

certain types of articles,

The European mavket is becoming more and more oricnted (even
in shirts and leisure apparel) to high quality products and
fast-changing tashions, The majority of Moroccan firms have
hovever Loo weak a structure and therefore cannot make the

effort to oht2in the necessary depgree of quality and creati-

vity to become competitive, nor can they make the marketing

efforts required,

We estimate that only a very swmall number of firms (about 7
to 10) fullfil & prescnt the conditions nccessary to Lecome
effective cn the cxport market, either alone or in association

with a foreign partner.

As the report states, a tremendous effort is needed - with the
help of the governmoni - so that the Moroccan industry can be
gradually brought to a level where effective and continued

worlk in ecxports is possible,

To be able to take advantage of the relatively low salaries of
the Moroccan industry and the favourable conditions that the
proximity to Europe and the commercial agreements with the
E.E.C. offer, it is nceessary to raise the productivity of the
factories and the quality of the garments manufactured as thos-e
of their counterparts in Europe. Otherwise, all potential pains
of fered by the lower Moroccan prodiuction costs would be wiped

out by the high price of supplies and transport.

« 14
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4.6. Tnternsl Faiket fovelopment

It is undenicble that the market is groving in volunme; furthoer,
ve hove Townd that the clasticity of consumption for parnents
e very lavoursble (1.25). It bhas, however, to be borne in
mind that, in obrolute fipares, the per capita consnrntion and
the incowe growlh rate are very low, so that the high elocti.
city of consurption for c¢lothing neans Jittle addit ional pri-

chasiug pover,

It is however difficult to foreeast the future for induatry
on the howe wivliet due to the Invre nunbey of tailors and
to the strovy pesition of traditicenal hon or tailor nade P

mentis,

Nevertheless the NMoroccan grirnent industry should try to develop
on th~e internal market a greater share fov industrial garments.
The individual effort< of manufacturers arce not encugh; it is
neceassary Lhal a comnon organivzed action similar to that car-
ried out in scveral Duropean countries by manufacturers asco-

cintiona be dirveceted to

standardirystion of llorocecan sizes

.

replacing jmports of Europenn clothing by Moroccan production

promoticn of modern garvments in the villages. By this we do
not mean an immedinte change to European fashions, but ss a

first step the inductirial production of traditional garmonts.
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The divevos ! aviiclon ond veve Tacliion arien ot o
cayn bl by nalloneloeny g DR RGN AL

tiow of ey v Voo T e necesos

be an i pntoe GecoYopage

thc coun

The veto of conaanplion pro in Uoroeceo i

aboat ~.00 in the oW, 0., woebaodeity of covsuuaptiog o

1.25 sbove however, thal the popaliison is rroyared Lo oopond

-

aocorprrrtively bicoh arot of their jncore on eloth

Of fuxiior support Lo dorcstic mano faeiurae: o

duties which pretoct the dndus ey Dvon externs) price o Qe
tion,

This piver the Yorvoeeon dndusiry the peewibil ity of rentre -
zing and with gycoving cfficiency it vill boe porcible (o loop
prices .\,'h‘if‘h in turn will nnke it poosible to lev e Lhe o

toms bLinryriere,
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Only onc of the factorviesn Cindted=(i 0, producing shiits

aad Py iowan) - oein be covprred inaltores

&

Furopoan counteryoyi, It io {he oniy one which hos elor
objectives and poad o coont. A1V o othors hnve dwports e
deficioneics, This ds due principally Lo tho open and

progressive avtitade of the owner, Mo has vislted severel

foreigpn tnctorics and strives Lo altein the sane lever of

efficicncy ag in burone, by using evternal aosistance,
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5.1, Labour

Recrd foont, T all fociovices visitoed reeruiteent 3o cany
as the avoitalbde labouws dg plentifol, Some feciorics
report thot there arce tvo or throe condidatcrn for eoel

opeuin,

Selection, Proeference is novirally a-corded Lo expoiog
operators, Hovever, one of the nore advanceod fneterics is
usine scicntific tests Jor selection and tolen people
withont any exprricnce to vhom a forcalizod trvaining i

then given,

Traiping, It io gencraliy informel and provided on the job

—— s s

by the supervisor, Only one factooy has a training cchool,

Ape and Sex, dhe nunber of youip poople applying for
positious ic high and in nost of the fectlorics oo of
the operators are under 25 years of apce, Menopenent
prefers to cunloy men rather than vomen, because iU Lns

been found that men have norce dexterity and accurscy Lhan

women, This i« due to the traditicnal structure of lorocco

where all handicrafts are the cexclusivity ol men, wnd

most of the men applyine to work come fron handieralis,

Discipline. This seccms to be good in all faclories visited,
Manapement roported no problems due to gricvances, guarrels

or lack of punctuality,

Absenteeism, It is extremely low, particularly in those

factorics where people are on piecce work, Absentcociom

!

varies hetween 2% and O,
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- Turnover., It is aleo Jow, cormpared with Yurope, and

usually is betweon 070 and 107,

5.2, Middle I

- Recruitrent and Helectlion, The most advanced factories
in the sasoile surveyed have Taropean niddle mannoiers and
these had YMoroccein assistant supervisors, The ohjeetive is
Lo train the Moroocea supcoviecors to @ leve! wheve they
can replece the Turopenns, The pain renson for this situa=-
tion is Llhint no loveccean supervigseor has a proper training
for suprrvicory functiors. In the factories without
Europeans, the lack of expocure to a nodern industrial
climate vitl continue to prevent the dovelopment of a

qualiflica Moroce r niddle noungement,

- Ratio of Suncrvicovs to Operators, In wmost of the factorics

i A——— i oo PUTSTR —

we found ratios of 1:50, that is one supervisor for 56
operators, which is insufficicent, Only, in the nost
advanccd factory we found ¢ ratio of 1:25, which is

satis{aclory,

- xiiiﬂiqﬁ. Ro specianlized schools exist in Morocco to train
middle nanarenent for the garvment indvstry, Some of the
Moroccan suporvisors have hied a very rudinentary training
in private trade schools in Casablancn, but this is

‘

usually limited to clementny pattern making and cutting.,

AT LV HL 10.000 CAPELIN AGSOCOIATES LEMITED
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- Ovenniation and tunetions of Suposvicors, The su YOV IEUrs
Ovpany mat ol ana e Lt B v R

perfoim in the wajority of cases only the 101e of mointini-

ning discipline, The functions of productic:n control
(balarcing) and aunloty control wice disregayded and tho
training of opevators, wothods imncovenent and efliciorey

developacnt are alwost inexistent.

5.3, Teobnieal Structore
Only one of the frctorics vicited hod o "Hethods and i
Study Oifice" (Burcau de Nethodes). In the olher factoricn
there is no person with time study troining or nethods
inorovoement knovledge assicoed to the specific job of mevhods

and time improvenoent,

Picces rates are sct empirically, No productliviiy controls
R J

are uscd in any of the factories vicited,

Some of the managers foel that there is no necd of such
controls, Sowe arve satisfied with the level of productivity
(cven if it is extremely low) because of the low capneily

utilization of the factory for commevcial reanons,

This situation has led to an insuff{icicent motivation ol the
operator:, In spite of their good will and diceipling, the
pace and efficicney observed are on average undoer 507 of

European standards,
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The wtiitude of cone maneoso s epconntored Is quibe nesny i
- or at leacl secptical = towards podern nethads to develop
and o control officieney, They thinh that tho redabive by
low cnlarice padd in soroceo compenoato the dicmdvanter o o

low proiocoivity.

5.4, Monnpowent

In most of the ceves, the owper s alco the wnnapor,
H

the two propressive factorics vicitor, the rmonoeen hod
preparaiion, both techniced and cor redial. In tvo other
tories we found (he manap coont to he of a quitc Jow Tevel,

especially in the teclnicad and mansooricl areso,

The marlkceting aspoecls were found Lo Lo negloeted, The Same
can be said of many othier casential nanagesial dfunctions

(cosit control, financial coutrol, plinning, ete,)

5.5, Yorl Condilions, Sycton of Woik, Mochinory

In the factories visited, we found crtrome vaviniions of

worl condiiions. One foctory visited has no windows, dnvrober

work conditions and dirty [floors; sonce others have practically

all the facilitiics of a modern factlovy.

In general, factories ave Loo erovied, providing less than
L 5

? . . .
the standard 6 w” per work station, which prevails in nodern

Yuropcan factorics,
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8, 1abony
teen
Ty roewnon oo vhiich i posiiive Jreioe,
hovover, exirene voriotions {fron one fectory to on

.

In the ofiicicney and tonpo of the operntors,

To cvnanrcice, ve repont that the faciorice curveyed are
techoicnlly deficiont, Tiis is coafirmed Ly the prodeciaon
stotistice siven in the Yoroceon yonort, Lrood on Pusaoaoin
loveta of prodvecivity and ouwr olaorvations in the Trclorics
Swmvioyed we cotinnie that an increpse of 207 to 407 in e
ciitcioney of Yovocenn fccloties could Le pehicoved in a

short term, A fuclhor ivd progresoive improvernent of (e

indusiry on o loag torm basis (10 yeors ol a minimes) could

lead to a Tevel of productivity conparable wvith the aroncn

one,

The technigues recorrended to inprove the cfficicoey in the

shoot and wodiun tern ore the Tollowing @

AT BV o CAPELIN AGUOGIATES LIMITH D




MOROUCED

better layout and {low of wvork

better stotion developaant

wtencive use af atiochments and work

inproved senufactw g systons

prodact engincciring

improved quelity

trainine of middle manaponont

training and control of opcictors

use of nmediun-ronce planndr” proceducens

worl;y loadinyg tochuigues

jor copttal drvestueros

.

None of those techuiquoen reavires wa

AT HNVIL 1000 GAPELIN ACSOCIATESG LIMITED




YOROCCH

T, STUEY 0P PLAss CONIPCHmM VT I ALLATION G

MCOD I S TING TN DY wvs (COT Y

p— A A A Atikas L e e et W st 2 i oas A—— # on . . . S~ -
SO— S — ek e o, Al % ko o e i bt o % b o s

Avicit Lo Ul Coglexne Tewiite do 300 was 1 de on
Satwrdoy ) hvge 07 with Docrrs, Vorlot and Pacedor. We

¥

were vecooaved by Teesnnog, Abdesloam aud Kagon,

Mr. Abcoslon crnliined Lo ue in det: L1 the oLjeciives of
well o the dntoroed usce ol gnrinent v oot oo
as a vohicle joi conora,
The plont will include HO QOO spind: Sy, L 0GD Yoo avd
VALl Jove an dunio M laidon Ler Dindobing, peveevivins, sonfori-

zing ord printin g

ool the foaics produced,

§ 1 . . ] et . . PR . o~ LA

The c..prcied wnvend fabric proeduction is 35 00D 000 o of
cotton, fTibrvenune, cynthoiic fibers, or mixcd, The quality
level, vhich had in principle been projectoed as wedivy, will
be ruiced dn order to coniornm to the dennand of the gariont

industry and the cxport roricets,

The starting ol the COTEY will in 5i<elf create impovriant
problens in the dowestic nurket. As & matter of fuact, tho
production of ihe Moroecii tentile industry is, at proecent,
already culficiont for the needs of the country in the

rangc ol fabrics which COTLE will produce. The functioning of

the COTLW will therefore provoke a huge overprocuction which

will ¢ tlcel the private (extile incdustry veey adversely, if

no othor outleis are found., At pre<ent, the only azcepiable

solution appeirs Lo be the copversion of the:» fabrica into
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fini:licd pornenic, for vhich an caport mevl ot moy eniot,

do heeo oo d G g odued L0 Uity
We advice thal several prayment proiaetion usiis bo
within the polyron of the COTLY aud oulaide i, in

Feés or Tauvier trveas,

For roivons of spccialiveiion, atructuroe snd control

units should nol execced 250 crploycoen, Yurthooor <y
intendod to attruet forcizn invesiors and Uhone Vil b
more infcrested in o vait of this size, the cpecinliv tion
of which insuves o pood productiviiy level veli  reqguia s

only & linited copital investaent,

The 6 hcetarces which are available vithin ihe premisces are
more than sufficicent for the garrcot manuinceluring unito
suggesiced, But, we suggest Lo exanmine as well the poraibility

of localing then neaver to I'és or Tougicr,

7.2. Types of Corients 1o he Considered Tor Iro: etion

PO — . T — i i koo s 2 o - e

Accordivg to the inforwalion given by Mr., Abdesalam the
COTLF vill be all¢ to produce, anonge othew aterials ) sowe

5 million metcers of cotton polyester popeline whieh will
have to be absorbed by parment manufacturing, As thic is a
very uvgent problem, the first priority would be to conaider
the vanruficturing of shirt and pyjaras, This quantity of
material repireconts appyovinately 2.0 million shirts or

1.5 million pyjonmas per year,

© 27
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MOROCCO

A cccond unit should be envicuged to produce blue jerus

and vork wour.

A third unit should be projected to nmanvfactore light
suitls, troucecs and printod dicsses, This weuld reduce

the risks dvrving the first stuge of develojpnent, as various
co.plementary srticles will be produced, The developont
of vales will irdicate the necconiiy of enlarging the unit

or of buildivg a second morce specilized one.

7.5, Fotablicboent of o Pilot- iy Carment Yacstallotion
It was supposted by Necsre, Pelkluyot, Perliayoun ard 211
the oth r technieinus contacted that this should be given

prioriiy.

The project sshould be developed for the COTEF shirt wmanu-
facturing unit. It should be conpleted by the end of 1971
g0 oo to mali. it possible to contnei potential forcipn

ipvestors with deflinite plaps,

The pilot project would include the folloving studies @

apalysis of the gayionis to be prodneed
. range of operatiocns

. produciion times

bill of cquipment necessary

calculaticn of the cutting, scwing and finishing units

study of thc complecntary scrvice arens, factory layout

detailed implementation of the various factory departments
evaluation of the budpetl of installetion

starting programue
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PROFILY O L FACTORY YU GARLELY WMANUSACTURT G

PR, SRS i e o s b 11511 . i i on | smusosmerm s s < e, ot et

3.

hos beoeen efoled 3 Coprecoding eraptor Ne,7, onc
the post pronicing arviieles 9 be panufactured in Vorocco

S

sy,

There sre severe) factor: which sopport this choice

The crpericrce accunnl o {od in 1his aren by the Morooonn

indosiey and tecimiens o

the possibils iy of ueing the coiten-nynthetic popelin to
be produced ot COTEY ot prices wnd in qualitices corro -

tive with forcign mucfacturers

the suceessinl execution of esxport contricts for

Shirtiis wrd pyjouns have soae cors “u operai tons and thay can
usc the same type of ecquaipaent, Newever, vork flow conside-
ration: as well as quality and troining reauirements
discourage the shmulton ous manuizcture of both articles.
It is recommerded that the produciicn unites for shiyvts and
pyjants be completely sepoyvate, boeiuse their menufocturving

approzch ig quiice different,

8.1, Location

The area of Yos, as it o propoescd by COTLF, scems adequote.
With o popul:stion of 300 020 povaons Lt provides sufficiong

peyiomacl avioilebhility,
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Hovever, the arca of Tanpicr - Teluan appeavs oven pore
approprivsie, Thare is al:z-nldy somne elothig ind sivy in
the ayoea, which veans wore pozsibilities of finding the
sexvicos required by a gorvrent factory., The saloarvies of
the Toappgier's arce ore Youw., TU 49 close to the Puropein
markeis and tvansport to Luvope is faster aned checaper
from this arca, Tn addition trancport of ftabrics fron
COTLI to Tangier Is cherp-r than the trancport of finichod

garnment s,

8.2. Cupneity Trodurtion Ivouyange

We reconmend to cstablicsh o unit cuployine nrcund 2C0

direct operators, This sivze has been proved 1o be idesl

from the point of view of nansgenont atilization, control

and cconowic production rodules. Peing a labour intencive
indusisy, the gavucnt indas-iry need: close coentact wilh
and control over the oporators which is the most effective

within units of this sirce.

The productivity level in such a fectory - with modorn
melhods and adcguate opersior training - could be at least
20 shiris per operator per day, giving a daily production
capacity of 4 000 shixtn, With 270 vorking days per yeaxr
the totnl yearly capacity could resch 1 030 GO shirts.

For most potential investors the quoted production will be

adequate and nove convenient than greater cquantitics.,
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£.3. Lobour vequire. . ontg

As heo boen vuid, the factovy vould roguire 200 direct
operators for the culdng, coving and Tinighin: opors tian,
In addition one faciory munac o and one assiston! woold

boe necded,

' The middle minagenent stuli roguived wonld be four cupoer-
visorse and five specinlist:, (o officicrey cont o1, time

1]

stuay, quality control, troiniog end bliacire,

As indirect lobour tvo nocli ios, four coyvice opcralor..
and aboul three storcroom voryors, vould be necdod, Oftice,

cleaning aud similoy staff Lns not Lo o caleuls Lod,

The opersters should be careivily selcotad acensdirg to
special dexterity tests, The coo broct ol gdvise™lo is Lron

16 to 22 ycurs,

8.4. Raw Malerinls

A productiion of 4 000 shivis por day voold regrive ahout

8 000 m? ol fabric per day. This is 2 160 000172 per yonor,
This would Lec about Lulf of the popetin proedaction pla 1
for COTEF,

Trimmings, such as interlinings, butions, thrcad, cote, avc
required in vaviable quantitics apd conld be portinlly

B

supplied by the Morocean dndiiry,
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8.5, Caniini Cost

The unit should be Luile as o o Story Tactory with o

“©

P iy '/ . ¥ 5 . Y . .
total svrivee of 4 000 17 whieh vould e alloes foa as Fellevs

e 2 . e

50D m Foy sowing and Lindohiag
2

200 m for cutiing

2

G600 n

Al

for vioehoucin, (rav woterials rpd tiniolhod

stock)

9

400 Tor oliices spd coervice:.,

s 5w o

7
4 CUO m

'

The tote) land swifonce for sueh a unit should Lo of oo
s

10 COO w" to allor fov approsch rond , bporlting, cone

open space and cxtension to the buildive Lf an crorgeucy

arises,

o

The cost of land vould be (tiliing an average poice of 15 17

per m2)
10 CGO x 15 = 150 U0 DYy

The coit of the Luilding would be (taliing an averape price
of 300 N per mz)
4 000 x 300 = 1 200 000 DH

The cquipnment cost of a garucnt factory is esiimrted at
6 000 DI per work siation. This includes vork alds, attich-

nents ana aeceosorioen,

Therefore the cort of equipront would he

200 x 6 GO0 = 1 209 Q00 Di.
The toital copital inveostwent would thorefore spount to
2 550 0O DH.,

<D
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Ve ceotivabe that with o 1o toen [ood
methods o procneiivity of 20 ohiric
casily obtoincd nd thaorr o, e the ooy
wpufectvred dn this unit could be

0.52 M divect 1abouy

0.5 DU dndirect 1obouy

0.25 D oveviead

0,75 i cean fLtow

1.20 1M

Therefore it woold he theeretieally porsible to produce Lhe
shirts ot hall the pirdice of thore quoled in Lhe report and
sUill obtedn opprotinately the same profiteis) rty. (The cesh

flow vould bie .22

T 18.47)

B.7 Apnlication to Other Goymentis

AMAbouvph this profile is expressed in teras of shivt foctory
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8.6. Manufactiving (Praduction) Costs

1 i cotivelod in the Government survey that the proo o8

sold on & contract hasis

structurce

2.5 100 ds oe follaows: o

p e Of

31 cash flow (P07) (cash flow equal it belore
taxes and anori ollion)

'

Tirect laboar
iirocet leboour

end

ory using efficicnt

We cestinate {hoet wi R modern b

55 204

st

methods of preductivid B s per operctor should be

A

]
easily obtaiv.-d and thed he cost structure of a shirt

1d bLe

manuircturcd an this uni
0.52 D! diveet SISFN
0.25 DI indir

0.25 N1 ove

o 0.23 1 ¢

labour

1.25 1

Thercio) 1 would be theoretically possiblN@Ro produce the
shirt

st

ceport and

(The cach

half the pricc of those quoted in U3

obtain approxinatrcly the sane profitobili®
ARt 1 1Y) 0"
»would be 4 8.4
1.20

S.Z‘Appliccijvn to OtV Garments

. i e A, Tt 2

Althouph thic, profite 1o cuapresscd in terms of a shirt facW
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a sinilar prejection con be done for other articles vhere

dircet Jabour and preductivity levels wonlc remain constuni

and only Lhie worl conteat per cvticle would viery,
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inforvation woob it v tior on e
operitiun Sir o ingd Ty o
budgeting, eto, Thic iy fon o

thoem repuld H}‘}};’ throaoh conde “ope

would erncouwropc thew {o sdopt ()

N

techuiguo o wooived,

A contre providins teod
turcirs (civ it to O
and also one viere mod.
salco are tnveht,

]

Training of niddle mave; o ont sb 01l be oo b
fori ) basis., Inter-Tiv ., coureo voutd be | e
tion., There cadont acccloretad o oo |53 ST TR IR R
Supcervisors with pract/ ool expor cnce Lo o anire
esscntial modern supervi oy tod vigques v it fo

Bix weeks.,

Accociution and werping of exinlbivg Conpoher vl b
cncouraged, This wvould provide the swize avd §anan

meens necessary to atfovd a4 prop v mupaps cutl o sliue o,

lHelp moust be provided in contaciing potentinl olio, 1

abread for factorics vhich contd enter (h VDO g

(shiirts, pyjenns, work clothing and velo o0 pave
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sinplifly procedure for permits for temporary
inmports of new materinle and shorten customs
forralitioen
To cocolerate the develoepmont of the Morceean govnment
inductyry o syateactic nooiotance would be reauired,

This counld be done in two ways

a) the training of Moroecan specialists abroad

b) the creation of o private or governnent consulfing
organization stalfcd nitially with forcipn
conirultar L whose i should be to carry out
roorpanivo tion ppoprioesen and Lo tradn Horocenn

consultants,

The colution under b) is by far the more effcctive
and nore cconciileal one, This solution has recently

becn adopted in Algeria vhere a povernment-private

joinl venture has been cestablished in the consulting

ficld.
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10, COXNCIUSION

-

We hope thet our recowmnendoations will contyibate {o
develop the Porovo o parywent industry and will shov the

ways in wvhich il coan be acconplished,

We wish (e thank cvarybody fyom officinl agencics and
private coupoanies vho have w0 effectively given their
help in the gathering of inforpation Curing our ficld

visite,

With the complinents of

ey
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Lab:our

Recvud tment condibions
Selceilion basin
asic truining - duretion - nethed s used
Acre onid vos of porconncd
Aduptohility to voerking corditions
Absentooism - punctunlily
Labour turnover
Poycholo el conditions
Motiveotion ~ invoivouent

Earninrs - picce vork - other bepolity

Middle Manrgcizent

i . e i i

Reeruituent = selection ~ traiving

Is there a treiuving prograrme ir the factory 7
Function:

Earnings

Motivation - leodership qualitices

How is production and balancing counivolled 7
How is quality controlled 7

Ratio supervisors - operators
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NOROCCO

Planl loyont and vorling condi{ion

Flov of work, To it kept rationcl ?
SLOy e aves

Cutti. soon

Scwiro roowm flow of vwork

storsce areas
atolons
How wany m per vork station ?

Lightiig - syeion

Power distribvtion - sufety factors

Ay corditioncd « heat « ventiletion - noirc
Seals

Mach vo layoul and station developont

Machinery  Svoten of Vork, ot hods

[P [P et < T ———

3

Yachines -« bryonds - ape and state of maintcunnco

Specinl machincex - proportion - Ave they adoquate ?

Arc they proporty utilized ?

What kind of atlachments do exi=i ? Are they uscd properly v

VWoilk sids

System of worl : synclro, independent bundle systom, pro-

grossive bundle oyston, others

Is there any rethods and tine office ?

Do the supervicors know how to tine operators and control
efficicncy ?

Ave woethods consistent througlhout the faciory ?

Ryt and tempo of operators

Ie cfficiency controlled ? How ?

Is thexre an on-the-job traininpg programmc ?

Are the standard times correct 7
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Motivation

How is the peychologica) clinste 9
Are operciors wvell volivated ?
Whut ds thoe attitude of the supervisors and the

monagoement,

Foctory Poleni ia)d

Vhat is the present level of utilization ?

Vhit dis the setual level of efticiency by Capelin siondoe; o

iy doss the foetory nol hove a better productivily lcvel 7

Vhat is the quality lcevel ? Can 3t be improved o
Vhere and how ?
Is work done for export ? What are the problems connectod
with export ?
Is there any interest in expoyting ? What are the difficul.
tics to erport ? Too expensive - poor guality -
no countocets ?
Iz roow availahle to expand the factory ?
5 the adainistrative work involved in exporting

considered too complicated ?
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