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DISCLAIMER

This document has been produced without formal United Nations editing. The designations
employed and the presentation of the material in this document do not imply the expression of any
opinion whatsoever on the part of the Secretariat of the United Nations Industrial Development
Organization (UNIDO) concerning the legal status of any country, territory, city or area or of its
authorities, or concerning the delimitation of its frontiers or boundaries, or its economic system or
degree of development. Designations such as “developed”, “industrialized” and “developing” are
intended for statistical convenience and do not necessarily express a judgment about the stage
reached by a particular country or area in the development process. Mention of firm names or
commercial products does not constitute an endorsement by UNIDO.
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The extended visits of UNTDO team 1o all parts of Pakistan, the extensive
interviews with all levels of individval managements, government bureaus
and officials, the ten day 1ndustrial clinsc in Karachi which was attended
by the leaders of industry au: the govarnmeat bureaus darcctly concerned,
resulted in a constructive aralysis of the proiieme confronting the
‘ndustry and the couriry, This analysis and ‘he surrounding discuscionsg
produced clear assertions of existing facts and clear guidelines foe future
acticns.

There were no prepackaged "off the ghelf" programmes for the solution of
the exisiing or futur~ protlers, Our methodological approach clearly
recognizod the uniquenessg of problems we encountered on the government,
tndusiry or individual company level,

Ve were abie to project poigikle gnlutions within the freme of reference

of the immedizte and luture actuel possibilities,

FEEDFF INDUSTRTES

Ope of the ma)or issues we discussed in depth wer the peripheral
problems »f the fieder and suprly industries whose weakness in the machinery
ard chemical < ctor dirertly affected the €rowth pattern and the gererzl
health of ¢ur irdusiry, bLoth or tne whole and ir distinci individual instances.
Althongh a atart hadq aircady veen madz o furtner these industr:’.e.@, it
wat 41’ -00 appare~i ithat neiiher supply, variely, quality, orice nor
ko w—kow wers broadily srough lazed ‘o guarantee She accesiary future asTowia,

»

IhE TeX. ILL POUSTRY

In the ara’'ysis of the iertile industry ae a whole, we found the problems
in the zreas of internal and 2xternal market irz, quality and availability of
text le educition, govervmont regulaticrs pertaining to imports, exporte,
taxes and education tie most vemanding of mnswers, '

Qur intensive analytic disussions with sovernment officials and
industry representatives resuited in projections which were subsequently

included 11 ihe considerations ¢rt which the 1970 « 1975 economic pians of

Pakistan are uvased,




THE_INDIVIDUAL MILLS

The UNIDO Team's visits to individual textile mills - from the largest
vertical to the smalle % cottage type ~ and the follow-up during the Clinic
gessicrns alinwid s as individuals and as a team to lend assistance in the
categories of deneral Ranugement, Manufacturing and Technical Marketing,
Administration, Terscurizl and Training.

(a) General 'aivazoment

1:1 “General Menagement” we were able to assist in the formulation
of Operacional Analyveirc and Planning, Peasibilaty Studies,

Corpurate Development Programmes, Profitability Analysis, plans

for Actuisitzons,; Jdeint Ventures, Licensing;

-

(v) Manufacturing nd Technical

In "Fenulacivring and "Technieal" we helped to formulate
me.craization programmas, cost reducation programmes, standard

cost pregrimmes, anu prectical systems for the <ontrol of waste,

quality, >ibor, equipment uvtiliszation, machincry maintenance rnds

anvertoxrys

The "’L.N\“_ng" discvzsiore and actual invertigations included
Market E?escar&x, saiee Analysia, P oduct Develcpmant, Marketing
Orgarization, Merchardising Programnes, Priciug Pelicies,
Tnvamieyy and Dictrivution Flamning., Melhcds, Procedures and
Corirxals ware =xplairci, disoussed and in several instances
acocted wniis the team was sV1ll in PakKistan ara could de

consulted <. d«121ls n the implemertziicn of the accepted ideasy

(¢) Admir:stration
Gomputer vrogransihe was one of the meat widely asked for iswue,
The tean was abie o recommend powsible systems and ZDP
applications., Joutrois Tor orderz, inventory and paqrolis and

sa.es productisn ce~crdination were amorg the most prominent

imsues which were nighlighted through dis~ussions and actual
exanple eapianations,

(e) Personnel

The most troublesome topios « troublesome becguss of the
difficuliles inherent in the secarch for a solution -« were
digcussed urder ihe heading "Perscnnel”, Altrough we found a

very thin highiy qua.ified top mahageical group throughout our

trip ir botl the large aud smailer textale units, there did

exist a decided "verd” in the maddle management sectop of




(r)

-3 .

"know-how" people. Because of this lack of quelified
supervisors and instructors we found that the skill and
knowledge of the worker were low.  Machine maintenance and
utilization were below Furopean or American standards of
performance and productior per man-hour was not yei a meansused
by most of the indusiry units as a measure of effectivenesa,
"Unit Cost" therefore was higher than 1t could be and valuable
governmen® funds - valuable because or the Jimited availability
of fands - were used to support the export pricing of textile

products, an export to earn needed foreign currency;

To improve plant productivity through the use of more effective
supervision and an improved use of the available labor force wa
outlined in detail a system of training which has proved itgelif
in industrially wideveloped areas of the world, especially in
the cen*r:l ar: south American countries and wnich is also veing
used tocay to inlegrate tetally unskilled foreign workers into
the industiiial fabric of some of the European countries,
The succers of this method of training is bvased on a number of
principles which Pinpoint the behavicur, record and congoquele
correct responses, masimize trairing techniqucs and encure results
tg Justify the required investiment, Learning is an effective
behaviour change, Applied to all organizatisn levels, it develiops
better co-ordinatien, more effective perception, lower reacticn
time and the will ic do the job,
8tudics carried out in different locaticns, and under varrying
oonditions, utilizing various techniques nave yielded these
conclusions:

A. Better rerformance comes from shorier pauges betwean
actions,

B. The time 3per: in these pauses depends to a large .
extent upon percepiion arc reaction time,

C. The will to ao (or motivaiion; has to be stimulated
through the use of apprcepriate reinforcea (incentLVQl).

We focused as much Lupor human consg:derations and motivation as 9n
refinements of method,

The supervisor and the instructor have to be tought effective

and economical iraining methods, This iraining should be based ong

- Personal intercst and involvement
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e A sense of repetitive achievement

= The recognition of these achievementc by others

« The understending of the surrounding problems

= A sense of belonging to a group
- A positive attitude towards the task to be accomplished

' Compilation of all training information for continued use

~ Periodic progress reports

The supervisor has to lear the sour basic steps of instructing er

teaching:

tep 1 Prepare the learner and organize the material to be

iearned in correct learning sequence,

gtep 2 rresent the material, stress key points by emphasis
. and repetition and proceed at a pace appropriate for

the learner,

8tep 3 Have the learner perform the job, correct ervors, amé
praise correct movements and actions; until the

learner demonstrates that he "knows",

.

- gtep 4 Check on understanding and performance and taper off

teaching (fadire out ~f supporis) to normal supervieion,

e If th2 insiructor has ihought the learner can perform:

The developmeni of skills and habiis requires the analysis
of the desired skill sequence of a total function inte

micro-componenis.,

{. Each comporent is a micro-step which must be learned
individually,
2. Serial micro-steps are linked to l=arr parvial funciione,
3. Partial functicns are linked %o leawvn ‘otal functions.
A. Maruals aust ve individuc.ly developed for sedh
Sotal function outlining the deta.led 3teps of the

learning process, the comcevients and their linkages,

3. A support organizaiion muat be created to implemens.

and control the ikiil deveicpmen! ;rogramme,




CLUSION

The response of the participants of the management cliniec in Karachi,
Pakistan was unanimously positive touwards the efforts of the UNIDO team to
analyse the issues and problems faced Ly the textile industry and the individual
mills in preject ng viays and means for the controlled growth through effective
marketing and efficient operations, Tue Management Clinic provided also
& very wuch needed platform on which government cfficials and industry
leaders were able to openly discuss their poinis of view, exchange ideas
end actually reach conclusicns bdth parties considered va.uable for the

planning of the 1970-197% Eccnomic Development Period,
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