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Explanatory notes

Reference to "dollars" (8) indicates United States doliars.
A full stop (.) is used to indicate decimals.

A comma (,) is used to separate thousands.

The following exchange rate is used in the conversion of Pakistan rupees

(PRs) to United States dollars: $US 1 = PRs 9,90,

The designations employed and the presentation of the material in this
Publication do not imply the expression of any opinion whatsoever on the part
of the Secretariat of the United Nations concerning the legal status of any

country or territory or of its authorities, or concerning the delimitation of
its frontiers.

¥ention of company names and products does not imply endorsement by the
United Nations Industrial Development Organization,
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SUMMARY

This report describes a six-month mission to establish an international
subcontract exchange in Karachi. Annex IV sets o>ut in great detail the

philosophy and mode of speration of a subcontract exchange.

The progress >f the mission was slower than that experienced in other
countries, This was mainly duc to a lack of know'edge and understanding of
the project?s objectives and of the basic idea of the exchange. It was nnt
appreciated that an exchange, although small in size, demands the best.

At the end of the mission, 120 units had been visited, and information on their
capacity and capabilities had been recorded. However, a working exchange did
n>t exist, because some of the essential facilities had not been nrovided and

some of the hardwarc had still not arrived from England.

Generally, the products seen were of gnod quality, but some were spoilt
by simple mistakes which could hav: been avoided. The same faults were often
seen in more than one company in a particular field, Only a few companies had
an; clear ideca of quality control, and most of these were to be found amongst

the larger units.

There appeared to be no effective means of handling inquiries sriginating
overseas. It was also found that there were instances where local sources of

supply were not knoun.

The report recommends the establishment of exchanges in Karachi and, at a
later date, in Lahore, to cover most of the industrial sectors listed,
It suggests that the cxchange is best controlled by a governing body representing
interested parties. It also recommends that the fullest publicity be given to

the service abroad, especially during exhibitions.

The establishment of "inverted" display centres is advocated as a means of
advising local manufacturers of the competition they face abroad. These centres
are places where typical samples of products on sale in a foreign market can be

seen by Pakistani manufacturers.

The report stresses the use of films and the Pakistan Telcvision Service
to disseminate on the widest possible basis new ideas on technology and

manageridl techniques, in order to improve the quality and productivity of industry.




It also recommends that the Commercial Service of Pakistan's embassies
abroad should be revitalized by the introduction of young professioral officers

with business or industrial experience, using a system based on the Australian

model,

It recommends that during the present lull in world trade, the opportunity
should be taken to build up the exchange ready for an eventual upswing in
business. Even now, the information being gathered can be used to launch a

marketing campaign to inform foreign buyers of capacity available in Pakistan.

It stresses that having good units in Pakistan is of little value unless
their existence is made widely known abroad on a continuing basis,
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INTRODUCTION

Background

The Government of Pakistan wishes to develop all sectors of its exporting
industries in order to increage its foreign exchange earnings and develop its
industries through close contact with the technology of industrially more
developed countries, It endorsed the Programme of International Subcontracting
sponsored by the United Nations Industrial Development Organizati n (UNIDO) in
1971 and subsequently expressed an interest in establishing an international
subcontract exchange to encourage foreign principals and local manufacturers to
conclude subcontracting agreements. In May 1973, the United Nations Development
Programme (UNDP) was asked to provide an expert to advise the Government and
the Pakistan Chamber of Commerce and Industry on the establishment of an

international subcontract exchange,

Official arrangements

UNDP approved the project in May 1974 and appointed UNIDO as the executirg
agency. It contributed 19,000 United States dollars (8Us). The Government
of Jakistan appointed the Investment Promotion and Supplies Department of the
Ministry of Industries as counterpart agency and contributed 37,000 Pakistan

rupees (PRs). The project ran for six months from September 1974.

Objectives of the project

The project was designed to:

(a) Identify sectors with export potential;

(b) Collect detailed information on representative industries in
such sectors;

(c) Bstablish an information centre where this data can be held to
answer inquiries frr~ -rospective foreign and local buyers;

(d) Launch a marketing programme using this information to make
foreign companies more aware of the manufacturing capatilities of industry in
Pakiﬂt&nn

Such an information centre is usually called a "subcontract exchange'"; in this
context it will be called an "international subcontract exchange®.

General observations

It must be emphasized that throughout this report a very broad view has
been taken of the term "gubcontracting. It has been used as a short-hand




-8 -

notation for the supply of any item (ranging from a component part to the whole)

manufactured or produced in lPakistan for the use of a loca) or fcreign company.

The project was cntrusted to the Karachi office of the Investment Promotion
anc dupplies Department, Ministry of Industries, The unit was located in an
>ffice made available by and in the Export Promotion Bureau (Ministry of Commerce)

wh> also provided secretarial facilities,

7> attempt was made to investigate the export possibilities for cotton grey-
cloth and yarn or for rice. To do so would have becn beyond the modest resources
of the project,. The determination of the most suitable export sectors to meet
foreign requirements is a marketing project in its own right. Suitability will
differ for each sector from country to country and will also vary with time.
Up to now, the project has therefore concentrated on the preliminary steps of
visiting units to explain the function of the exchange and to collect detailed

information on the capacity and capability of both actual and potential exporting

to Buropean companies for the UNIDO International Subcontracting Programme,

The sectors investigated are listed in annex III.

units.  The sectors selected are based partly on experience and partly on visits l
At the end of the six-month mission, about 120 units had been visited. I

It is encouraging that in only a very few instances was the product quality not

acceptable.  Several of the companies compared very favourably with similar

units in Burope.

When the expert left on 22 February 1975, the position was as follows:
about 110 questionnaires had been checked and typed out; a few companies still
had not returned completed forms. The completed questionnaires were being
analysed and coded before being recorded in the information procesaing system,
The dictionary on which this system operates was nearing completion.

The hardware for storing the concept and item cards (see annex IV) was still
awaited from England.

A modest start had been made by writing directly to the heads of foreign
companies, sending them detailed information on worthwhile ocapacity available
in Pakistan in their specific fields. Their reaction has generally been
favourable, A UNIDO expert based in Tokyo also visited Pakistan and made brief
vigits to engineering companies in Karachi and Lahore., Copies of all completed




questionnaires were sent to UNIDO, Vienna. The Pakistani counterpart official
had been trained in the use of the system and had accompanied the expert on all

visits 1o units,

Progress throughout the mission was disappointingly slow.s This was
generally due to a lack of understanding of the precise objectives of the
mission and of the basic function and method of operation of a subcontract

exchange.

The basic ideas on which the exchange is built, the method of collecting,
analysing and recording the information, and its final use to answer inquiries
are set out in great detail in annex IV. All facets have been fully discussed
with the counterpart throughout the mission.
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I. CONCLUSIONS AND #CUIMCIDATIONS

Whebhier a suscontract exchange operates on a national or internationai
scale, the basic idea is very sinplc, It is a centre where any buyer can
quicaly ootain accurate and detailed information sn avai able capacity. |
Unfortunately, fow rcalise the tremend ‘us potential of an exchange in the
industrial ficld, a potential acquired because of the need to visit indusiry
if the exchange is t3 snerate satisfactorily. As a result >f the visits, the
exchange has an cntrée to a large number of companies and has an intimate
nowledge of their we.tnessas and how they may oe overcome, It has access to
sources of information and expertise and, perhaps most important >f all, the
trust and respect of the companies with which it works to have its suggestions
accepted. An exchange can therefore be a very effective spearhead »f a drive

towards higher quality and productivity,

The expert was to1d only t9> Hften during the mission of the many fine
products availabie in Pakistan., Jf this he was wel? aware, having personally
7isited the factories where such praducts are being made, ilowever, as he has
continually sointed out, the existence of capacity is of little value to
Jalistan unless this information is made xnown to buyers abroad on 3 wide and
continuing vasis,

The wor< of a subcontract exchange extends into many fields, It is for
this reason that it cannot be run effectively by any one organization,

The expert recommends that the Tirst exchange should be established in Karachi
uader the control oJf a compact executive counci?l consisting of onc representative

from each of the following oodies:

Bxport Promotion Bureau (I:Iinistry of Commerce)

Federation of Pakistan Chambers of Commerce and Industry

Industrial Development Bank of Jakistan

Investment Promotion and Supplies Department (Minintry of Induatriea)
Karachi Chamber of Commerce and Industry

Lahore Chamber of Commerce and Industry

Overseas Investors! Chamber of Commerce and Industry

Palkistan Industrial Credit and Investment Corporation




The Counci' will assure the accessary finance, accomadation and $taff and will

deternince tho over-all objectives of the exchange. The exchange will operate

in ail the industrial scctors listed in annex III.

The present system of muitisle entry points For inquiries leads to
duplication of cffurt, o delay in transfcrring inquiries from sac system t.
ansther, and cven {0 inquiries being lost in the ;rocess. Through the proper
development and use of ihis exchange it should ve possible to provide any ouyer,
and especially buyers from abroad, with precise and almost instant information

on the capacity available in Pakistan.

The ecxistence of the exchange's service should be given the widest
publicity abroad, One of its staff should be present at every foreign exhibition
organised by the Export Promotion Bureau., Through the use of telex, for example,
it should be possible to accept for processing enquiries handed in by a

businessman visiting the Pakistan stand.

It would be premature to try to establish a second exchange in lahore
before the first one Karachi, is working effectively. This will taxke perhaps

a yeais It will then be a simple task io train personnel for the exchange in
Karachi.

The existing display centres in Karachi and Lahore are to show foreign
buyers products manufactured in Pakistan. The expert recommends the opening
of two "inverted" display centres in these cities. These would show Fakistani
manufacturers typical examples of products on sale in their main foreign markets
(Japan, Buropean tconomic Community, United States of America, Canada, etc.).
Such centres would enable a manufacturer to see actiual cxamples from his product
field on sale in a particular country (e.g. men's shirts in Holland) and tv see
the competition he faces from locally manufactured goods or from those imported
from other (and competing) developing countries,  The articles should be
representative of the quality ranges which are of interest to Pakistani producers.
Bach article would bear a label listing the country where it was on sale, the
sale price and the date when it was purchased, At a later date one can envisage
a more ambitious system, where a Pakistani manufacturer can buy any sample on
display to take away to his own factory for closer inspection, (Obviously,
several samples of each article would be required.) The buying side of these
centres would, of course, entail close co-operation with the Commercial Service

of Pakistan's embassies abroad.




This wou.d be a very simzie it rowerful way of up-grading quality.

Zothing s more salutary than ty find a product of better quality than your own,
Sffered £ 822 ot a “ower price than you thought pos:ible, This gervice
wuld or cgnecinly usslul for the sma'l- or medium-sized company with limited

funds £r sigiting markets abroad.

Thc expert wis: suggests that even in protected industries, the admission
Ooa sral o quanti by of dmported goods shou’d be considered. Local buyers would
inen have a neans of oomparing the quai.j_ty/pricc advantage of Pakkistani products
with thzt O similar imported articles, The manufacturcer is then alsos less
ety 4o oarsme complacent in his protected crvirsnment.

fasiion and technica’ maganines and periodicals should also be made available

v

<eep himself abreast o the latest

or

Lo contris so that o ranufacturer can
sreads o Lis oreduct Tie’d in any given country.
U2y ool oan ahsoulule, The production of any article of given

o . L oo e
" ity dopends s ceveral facu.rss

a) Tihe desirc and the will to manufactures

Thre technical xnow'edge and skill to manufacture;

—~
&

raciinery and Lyo's to produce to the standard demanded;

Pt s S
(&
~ s

dj A caocciing system to sce that the standard is reached and
naintained 2 117 btimes,
Alied b2 orua’ity is the xnowledge of how to schedule and control production so

4

as v oroduce

LYo

right nunber of items at the right time,

There is no "magic" s»lulion to these problems., The expert dnes not favour
a cumversom-: and iavorious system of inspection of each and every export shipment,
Tthe Japanese system H>f spot checks, with the legal power to order the remaking
+f any cuu-standard articles, has much to recommend it. However, as with any
contr.i sysiem, success uitimately rests on the integrity of the inspcctors,
One very simple step which can be taken is to make the granting of an exporter's
sicence contingent on the satisfactory inspection of his factory, This might

be a usoful service which could be performed by the staff of the exchange.

The rcal development to be expected in the production »f quality products
will depend :n educating companies to produce quality. A company may have the

desire t> produce, but this is >f little value without the requisite technical




in~wledge 2nd machinery, The desire to praduce qua’ity is one whish zan be
fostered through contact with other neop™a's ideas and nroducts, through a
nrycess of nducation. The expert is not, >f course, advocating 2 narrow and
rigid system »f forma’ scho»i-type education, but rather an an'ightened campaign
using all the Sest modern techniques ‘o communicate tne re’cvant ideas to the

industri~es wiizh noeed them,

Qo affzet’ se mathod is tim use of £im, shown either 45 small grouns o7
iocal industrialists or trade organizations, or mire widely 5n Pakistan
television.  There is already availadle in the United Xingdom a wide range of
films on industrial, technical and managerial subjects. They arc rnroduced hy
geveral organizations, notably the British Broadcasting Corporation television
service and the British Productivity Council, (These are of course n‘aﬁt the
only sources of inglish-language films on these subjects, but sources with

which the expert is familiar, )

These films can be grouved in three categories: films of general interest
suitable for widespread audicrces, showing modem developments in industry and
business; films shibwing modern industrial management techniques; and {ilms
ex»laining to spccialized audiences specific manufacturing or proccas techniques,

nm

Some typical titles are: "Crofit vy Control", "Dxporting", "Indusirial Relations",

"Worz study".

Many of these films comprise a ten—part series, generally in colour,
There is often published materia’l accompanyirng them which can be used as a
vasis f.r discussion following the screening of each film, It is significant
that this was one of the methods used by Japan to improve its productivity and
quality during the mid-1950s by giving the widest publicity to any new methods

or ideas which would improve Japanesc cxport productis,

As has alrecady been stated, the cxchange can perform many services other
than the obvious one of collecting and disseminating information on available
capacity. It can advise uspecialized bodies of demands for their services, and

can put companies which need such assistance in touch with the relevant service.

The expert recommends the use of a trawvelling information centre. This can
be organized using a trailer or caravan (built on an 21d bus or army trailer
chassis). The service would visit places for a few days on a regular and pre-
advertised basis. This idea has already been used by the Production Dngincering
Rescarch Association (PERA) in the United Kingdom. The trailer is usually
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stationed on the grounds >f a large local company that acts as host, Often the
company's managing director is an official of the local trade body. Heads »f
Companies can visit the trailer to consuit tlic cxperts on their current oroblems,
without being away {rom their factories for any great length of time,

(This is especiaily important to the director of a small company, who has t>
play many rolcs.) The trailer can be equipped to snow some oi the films

mentioned above 1, small groups of interested people,

The expert has found that having information is not sufficient. It must
ve put before those who need it on a highly selective basis. 'the contacts
built up by these visiis car be leveloped to the point where seminars can be
arranged to discuss the probioms of a given industry in a particular locality. 1
iternatively, consultancy work can be done for a company or for a small group

of firmme with similar problems. l

Stress is laid here, as throughout annex IV,on the vitally important part
which personal visits play in all the exchange's work, The use of some of
the ideas sketched out above will go some way to . .ace the sense of isolation

which we have noticed in many small units.

It is no use having an efficient information centre listing Pakistan's:
industrial capacity, if this capacity is not advertised abroad. It is here
that the Commercial Services of Pakistan's embassies can play a very important
part. They are in fact a shop window, and perhaps a potential buyer's first
contact with the country,

The expert recommends that the activities of the Trade Commissioners and
Commercial Attachés, especially in the more important markets, should be
revitalized through the recruitment of young officers with graduate or
professional qualifications and some years relevant industrial or business
experience. The Australian system for selecting, training and developing

Trade Commissioners could be a very suitable model on which to buiid.

As the immediate future is one of low business activity throughout the
world, it should be used to build up the exchange's store of information and
working system, so as to be ready for the up-tum when it comes, Firet, many
more units must be visited in order to build up the stock of information,
Secondly, with the information gathered, a forceful and planned marketing
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campaign must be mounted. It must e co-ordinated with future exnibitions in
the variou:s sectors, This need not be an expensive project, but can use the
informslicn already gathered tu inform heads of compaaies of specific capacity

availadliz for future use in itheir specific fields.

Visiting units is an essential part of an exchange's work, The exchange
is therefore in a favouravie pusition to act as a sales outlet for some of thne
speciaiized aguucies vperaiing ia the [ields of technical education and assistance
and productivity improvement. It is not sufficient to have information avai.ables
it must be presented directly and very sclectively to the units by peopliec who

are aware of the dctailed nature of the company's problems and needs.

The lack of marketing information about local and foreign companies results
in firms working in too many fields, This is the antithesis of subcontracting,
which depends on specialization. Too often, the volume of subcontracting is
lens than it might be, because of the difficulty of locating specializec sub-
contracting units, Purthermore, such units, which would cease to exist if they
specialized in only one field, diversify their field of work and are thLen no
longer specialists, Accurate market information will enable a company to compete
more effectively in a foreign market, and even to sell products of its own
deeign there., Lack of market information is not only ignorance of the names of
likely customers, but also of the quality standards and design, colour and taste

preferences of the country of sale.
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IT. FLIDINGS

The 220 of "aow'edge Hf the project¥s objectives and of the basic function
and meind of operation of a subcontract coxchange has already veen commented on.
The Investment “rom»ytion and Supplies Department, which was the counterpart

azency, tad soen either the progject document nor the expert's job specification.

There hase wewen oartier rissions of a similar nature (India., 13705 Turkey,
D710 tho exverionce gained from them oould have beon used io provide the
atiorities with vackgriund information f>r this project. In 1963, UNIDO
zommissioned a study on subcontracting exchanges (ID/WG.41/9, 29 May 1969).
There wag a'su an Dxpert Group Meeting in Paris in Octaber 1969, organized
jointly oy UNIDC and the Organiszation for Economic Co-operation and Development
(0ECD), 2t which the various aspects of subcontracting were discussed at length,

no meeting was attended by working experts from many countries, including

-3

Isruc’, Japan and the United States.

A great deal cou'd have been done before the expert's arrival to collect
even rudimentary information on companies on which to base the exchange's

prelininary worke.

In India, two cxchanges were set up in four months - the one in Madras in
only 18 working days. In Turkecy, despite language difficulties, an exchange was
established in threc months, The reasons for the disappointingly slow progress

5f this missisn are many.

It was gencrally assumed that the object of the mission was to carry out
a survey and write a report. Very few people realized that an effective
exchange was to be established, capable of handling inquiries from foreign and
local buyers. Others thought that the exchange would be confined to the
engineering sector, and would be located in Lahore., There was also insufficient
realization that an exchange can operate only with very detailed information
whose accuracy can be guaranteed only by visiting companies, that this data must
be analysed and organized for easy retrieval to answer inquiries from client
companies, and that the cxchange must be operated by high-calibre psrsonnel with
extensive industrial experience, supported by a well-run office equipped with

all moderm communication facilities,
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With very few exceptions, the products seen in the various sectors werc of
go>d quality. When they failed, it was usually due to lack of attention t»
detail, especially the finish. This was duc more t» carcicssress or indifference
( couldn't-care~less attitude) than to deficient technique. Compani 28 sent
abroad for approval samples with simple faults which would cast doubt n the
companies! technical competence as suppliers. If samplcs were rejected at the
first atiem;t, the companies velieved that they could, without prejudice, re-

suomit them in amended form for insrection,

The vest companies of thc 120 or 8, visited would compare favourably wiih
companies of a similar size in that field in Europe. They were well laid out
and organized and had dynamic and intelligent management. Many had built their
own complex machines for the production lines, Several had progressive iraining
schemes for their technical nersonnel, The good firms were not exclusively
the large ones, but we fourd that the managerial and technical personnel of such

units had had some formal technical training, not necessarily abroad.

Other units, generally the small ones, showed an abysmal ignorancc =f simple
workshop practice, ixamples includet foundry sand on the beds of machine-
tools, badly 1:t areas for assombling precision machines, machining carried out
on obviously faulty castings, etc. Very few of these units had any ideca of
the meaning of quality control, The general reply to question 14 (d) of the
questionnaire (see annex IV, appendix I) was "yes", The same faults were often
found in factory after factory. A general lack of sources of information was
observed in all companies. This might apply to knowledge >f forecign markets,
to liocal suppliers, to sources of specialized items,to technica® expertise, or
t> adaptation of designs. The expert was often able to suggest from his own
experience solutions to current problems, or to recommend suitable local

suppliers to replace imported items.

Companies werc found with a particular collection of machines to make a
specific product, These machines could also be used to make other products,
which would be outside the present conception of the company. The exchange,

Wwith its potential for intemal and intemational contacts, is in a good

position to suggest new outlets to companies. This has been developed toc a

high degree by some of the Burcpean exchanges under the title of "innovation",
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The gencra: iack of intcrest shown by organizations which would benefit
fron the exchangets successful operation was surprising. Assistance was verbal
rauther than praciicals In industry, on the other hand, the idea was well
received, bota as a teans of finding local suppliers, and aiso for contacting
potential forvign vuyers. Industrialisis douvted that a succesaful system
would Le operated by o government department, or that they would be able to

recruit suitable ersonne’ btuo operate the exch:ange,

Informztion on diflcrent companics and sectors is scattered through the

files of many organizations. Different companies carry out their own surveys

o

f 1scal suvcontracting capacity within Pakistan, At present, it appears that
therc are severa. routes oy which inquiries enter the country. The exchangc

is designed Lo establish one highly orgunized and cffective information centre,
sperated oy experienced techriical personnel. It will have at its disposal
dctailed information on a large range of companies, and an efficient communication

systen £or voth intermal and intemational traffic.

One of the sources of market information is Pakistan's Trade Commissioners
and Commercial Attachés abroad. Companies visited commented unfavourably on

their usefulness. Their criticism ranged from lack of interest to inacocuracy

of the infurmation supp.icd.
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Mex I

EQUIPMENT SUPPLIED FOR THE PROJECT BY UNIDO

Roneo lulticard storage unit type M/30/11/12 complete with 100 separators

Roneo Stripdex visible index system HD/SO S compiete with 50 panels
and 5,000 8" geparators

Autospot /12" hand punches

Visiscan Mk, V manual punch complete with 1/12" cutters
Concept cards (see annex IV)

Item cards (see annex IV)

Special forms (see annex IV)
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Annex II

INTZRNATIONAL SUBCONTRACT TXCHANGE - KARACHT

(a) Budget for the period 1 July 1275 to 30 June 1976

tem Quantity Dctails Cost (PRs)
1. 3 Cars 120,000
2. 4 pkts 81" x 14" gensitized saper for

photocopier (PRs 200/500 sheets) 500
Js - Telex machine, annual rental 2.700
4. - Line rental, annual 375
e - Special paper for tclex 1,000
6o 1 Roneo 5-level latera. filing

cupboard complete with 300 linked

pockets 1,560
Te 3 Assistant directors (one electrical,

one mechanical, one textile/garments)

at PRs 18,000 per annum 54,000
8. 1 Stenographer (PRs 600/month) 7,200
9. 1 Accounts clerk/typist (PRs 500/month) 6,000
10, 1 Peon (PRs 300/month) 3,600
1, 3 Drivers (PRs 500/month) 18,000
12, - Depreciation (over 10 years) - 1 year 12,000
13. - Petrol (500 days x PRs 50/day) 25,000
14 - Maintenance at PRs 2 000/car/year 6,000
15. 500 days Travel allowance for directors

(TRs 90/day) 45,000
16, 1 Office typewriter 3,000
17. - Telephone call/rental charges

(PRe 1,000/month) 12,000
18, 1 Technical Director (PRs 2,000/month) 24,000
19. - Stationery, contingencies (PRs 3,000/

month) 36,000

Total }ZB,Z}ﬁ

Note: + Sinoe rental is payable quarterly, half of the
annual rentals (machine and line) will alr have been paid for in the
supplementary budget (1 March to 30 June 1975).

Item 7. Based on the assumption that one assistant director field
officer can visit 750 units in a year. (Total of 2,250 unite visited in a
year, with the above establishment.)
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(b)  Supplementary budget for the period 1 March to 30 June 1975

Item Quantity Details Cost (PRs)
1e 1 Lateral filing cabinet complete

with 5 rails 300 linked pockets 1,500
2. - Transport (hired car) Approx. 4

days/week at PRs 250/day 20,000
3. 1 Photocopier (dry) 16,750
4. 1000 gheets Sensitized paper for above

8" x 11" at PRe 200/500 sheets 400
5 500 sheets Ditts 10" x 14" PRs 350/500

sheets 350
6. 1 bottle Activator 450
7. 1 Type T100 automatic telex machine

(complete with tape-reader and

perforator) annual rental 51400
8. - Line rental 750
9 - Installation charge

(non-recurring) 250
10, - Security deposit '

(non-recurring) 500
1. 1 Assigtant-Director (PBe 1,500/month) 6,000
12, 1 Stenographer (PRs 600/month) 2,400
13. 1 Peon (PRe 300/month) 1,200
14, 30 days Travel allowance (PRs 90/day) 2,79

Total 384650

Note: Item 3. The machine should be suitable for up to 10" x 14",
copying either side of a two-sided paper document. It must also be capable
of copying books, cataloques etc. Thies machine is for sending photo~copies
of the questionnaires of all units who have quoted to a foreign buyer for
submission with their quotations.

Items 7 and 8. The machine and line rental figures represent the annual
cost, one half of which will probably be due in the above four-month period.

(Line rental PRs 150/mile up to 3 miles from C,T.0, thersafter PRs 100/-110.)




Automonbile
engineering

Canvas products
Carpets

Cutlery

Domestic appliances

Blectrical engineering

LYectronics

Fire~arms

FPoo t=wear

Pruit and vegetables

Fumiture

Garments

Gloves

Handicraft products
Hand-toois

Hollow=-ware
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frnex ITI
LIST OF SECTORS INVOSTIGATZD

Jeep engines, pistons and rings, cviinder iincrs,
radiators, water pumps, ‘eafsprings, gour-boxcs, back-
axlec asscmblies, sparicing-plugs

Jcbbing equipment (army), tents, shamianas

Wool, hand-‘motted, in traditional designs

Kitchen and table

Air conditioners and refrigerators

Airport approach lights (glide-path), furnaces
(induction), fuses and fuse=boxes, induction motors,
meters (kWh, voltmeters, ammetcrs, thermometers),
switchgear and distribution boards, transformers w
to 33 KV 5 MVA. welding transformers, current and

voltage transformers, wires and cables

Components: transistors, diodes, capacitors, high-
stability resistors, potentiometers

Revolvers, rifles, shotguns

Amy, beach, casual, town, sports; canvas, plastic
(s0lid and foamed) and leather
Canning and bottling, whole, concentrate and juice

Wooden, in modern, period and traditional Pakistani
style, carved or inlaid

lens: shirts, casual and town in cotton or cotton/
polyester; Bush-shirts, shorts, indusirial,
medical and hospital wear; Combat jackets, snow
suite (army), arate and judo suits;

Womens boutique/hippy styles, modern (conventional

Buropean) women's and children's fashions

Leather, leather/cotton, cotton, for town or industrial
use; sports gloves

Handloom fabrics, brassware, carved wooden products

Automobile, engineers?!, gaidening and xitchen

In aluminium or stainless steel, for kitchen or table
use




osrital cgqulipnon

Leather gouds

Linen goodo

larole

echani.cal engincering

Pipes and tuves

Radio and Tclcevision
Roiled sections and Lars
Sinipbuiiding and repair
Spcctacle frames

3norts Goods

Surgical instruments

Travel goods
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Fumiture (metal) and cquinment for wards and osperating
theatres

¢ Dclte, handbazs, notecases, wallets;
othall and hociiey valls; garmentis

Bed shects, napiking, pillow casns, table cloths, towels
for home and institutional uac; ill ¢ d handloon
lothy plain dyed, woven pattcrns

liarble tiles and slabs; marble products (handicrafts)

agriculturs’ salers, cultivators, uarrows, threshers;
vizycles and trx'"cles, invalid chairs, diesel engines;
fasteners;

foundry, grey and nodular iron, alloy steel, non-
ferrous; ongines; gear-cuttins; heavy-machining

and {aorication; hosiery machinery; injection moulding;

Looms (cotton); machine-tools: pumps; road-making
maciainery, road-rollers, bitumen tanikers; sewing
machinesy tool-maliing gauges, jigs and fixtures,

press-tools, moulds (for rubber and plastic), cutters;
valveu

Cast-iron, rubber, plastic, welded-stesl gZalvanized

Racquets for tennis, squash and badminton; hockey
and lacrossec sticks, cricket bats

Surgical, dental and veterinary instruments;
durgical hollow-ware; syringes

3riefcases, suitcases in natural and imitation leather,
airline~typc lightweight cases
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Annex IV

THE ESTABLISHMENT AND RUNNING OF A SUBCONTRACT IZXCHANGE

Introduction

The Pakistan subcontract exchange is an organization for putting a buyer
or main contractor in touch with suppliers insidc Pakistan. The buyer may be
outside or within the country. His inquiries may relate to any manufacturing
or producing field: garments, sports equipment or clothing, engineering goods,
machine-tools, fruit juice, etc. The product can comprise the whole, or merely

a part thereof: a milling-machine, the frame of the machine, or the tooling.

The system must be Bpeedy in operation, and reliable in fact. This implies
quick and reliable communication between the buyer, exchange and subcontractors.
The information supplied to the buyer, in addition to price and delivery, must
also include detailed information about the companies taking part in the inquiry.

To cover such a wide field with detailed information on all producing
companies, and to be able to find quickly the relevant facts when required,
demands an efficient information re‘rieval system. In this exchange, a post-

co-ordinate indexing system is used.

The information retrieval system, the method of acquiring and listing
detailed information, and the communication system are all explained below.
In addition, the equipment, accommodation and personnel requirements of the
exchange are detailed.

It is etressed that this exchange does not publish any directory.
Published informatiop is historical and is difficult to keep up to date.
(Tha information being collected requires one or two A-4 pages for each unit;
volume of a directory for 4,000 or more units oan be imagined.) The information
is given to the exchange in confidence. It is for use by a foreign buyer and
not for puvlication for all and sundry to read.
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wade of conduct for the operation of a subcontract exchange

1. The exchange operates as a centrn for finding out thosc companies capab'e
of carrying :ut a particular task at a particular time, At no time will the
exchange undertaie t> ve responsib’e for the manufacture »f a specific item or

~

the prrfyrmance o 1 specific service,
2 The exchnnge agreess

(i) T compile a list (the information fils) based on information supplied
by the company >f all the machinese, equipment, processes and skills
which the company wishes to make available to other companies;

(ii) T» keep this list accurate and to amend it at any time on receipt of

written instructions from the company.

The exchange will not wilfully disclose the details of the information file
of the company tu any other company except to a foreign buyer against specific
inquiry.

3. dhen asked a specific question by the company within or outside Paxistan the
2xchange endeavours to find companies technically capable of carrying >ut the
specified work or servicc. The exchange then communicates with thess companies
to find thoyse abls and willing t d> lhe work or give the service required.

These names are then communicated to the inquiring company which itself
approaches the companies >f its choyice, If expressly asked by the inquiring
companyy its identity will not be disclosed to any of the companies able to do

the work.

4, Information received by the company under the provimisns »f this agreement
io %o be used 8,7cly for the purpose of the work or services to be performed
for or by the company and shall n>t be disclosed f>r any ther purpose to any
person or persons unless the written consent of the oxchange is first obtained.

r

De Under no> circumstances does the exchange warrant >r guarantee the quality
or suitability f>r any particular purpose of any work or service performed by
any companies and under no circumstances will the exchange be liable for loss
or damage Jr cxpense which may be incurred by the company as a result of
information supplied to the company by the exchange whether such information be
supplied negligently or otherwise.

3
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5. At no time will the exchange prefer or recommend any one company rather than

any other company nor will it report to one company on the activities of any
other company.

Te The exchange offers the service as an information service, Although the
exchange will endeavour to the best >f its ability to advise a company of
inquiries suited to its capabilities and available capacity, this agreement
implies no contractual otligation on the part of the exchange to supply the
said company with worx.

Colliecting :nformation from industiry

The suocessful operation of the subcontract exchange is founded on facts:
specific, accurate and up-to-date facts about the production facilities and

competence of units in the different manufacturing and producing sectors.

A buyer is happier in his mind if he inows that the company with which he
is dealing has already been visited and assessed by an experienced technical
person. He does not expect an "auditor's report", nor does he demand a
meticulous catalogue of productive capabilitier. He accepts the information as
a useful preliminary: a filtering of irrelevant and sub-standard information.
He does not have to carry out a depress.ng searci through a mass of unsuitable
companies, often only vaguely related to his field. The exchange's service

narrows down his task to the inspection of a few preselected units.

The information required can only be obtained by visiting a unit, and by
discussion with the management of the company. The information will include
the personal observations of the interviewer on the general atmosphere of the
factory and its staff. All this information is recorded temporarily on a
printed questionnaire form (appendix I) and is typed out in its final editod
form on an item card, The date of the interview is also noted.

The information required is obtained by interview and discussion. The
completion of the questionnaire is not to be a police-type interrogation, with
questions barked out in numerical order, as the interviewer goes down the form.
It is often better to start with "line of business" (question 13), as most people
are only too willing to talk about their company's products. This, of course,
leads on to output figures, exports, and quality control. By this time, a
rapport should have been established with the manager or director giving the




inf>matisn. The visiting officer :an now ask the more routine questions about

the company's fu!l name, address, associate companies, authorized capital, banks

etc.

The inf>rmatisn gathered is ndt static; it should be checked each year and
up-dated when nocessarye Firms buy new machinery and dispense with the >1d.

They take up new lincs >f business or modify their normal pattern.

It sriuld not pe forgotten, however, that visiting is not merely to collect
inf:rmation £>r the exchange. It is also, and most importantly, a mecans of
establishins and maintaining that person-to-person relationship on which all
buginess is oased. The service is then n> longer, I.P. and 5. or I.P.B., but
a man with a name and a familiar face. Svery company visited will have somc
proslens, gome simple to solve, sime more difficult. As the visiting officer
ig in sontact with many companies in different fields, he is often able to solve
on=tiie=spct prob cms which merely require siurces of information.

To wvisit each unit, to asscss and rccord its capacity and capability, is a

“engthy process. The expert does not think that there is any other rcliable

way of cullecting this information. If one merely sends out questionnaires to

units, scveral courses are opcen. some units will never return the form,
Others will do so, but with vague information. Some important facts often '

snly come to light through a casual remarlt made during a tour of the factory.

Inportant facts are often left »ff the form. For example, the existence l
>f an apprentice training scheme, design office, professional and technical
qualifications of the management and technical staff, well-known clients for
whom they work ( cspecially if internationally known), are all important selling-

points when put before a foreign buyer.

Visiting will also eliminate the firm, graphically described by one trade
commissioner as a "man with a typewriter in a bedroom” who merely collects
inquiries and delivers them to local subcontractors. Visiting can be a check
on the accuracy of statements made by the company. The expert has visited
units extravagantly described in expertly produced sales leaflets as "precision

engineering units". The workshops were deep in grit, and the machines were
old and badly maintained,
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The questionnaire can quite simp.y be thought of as a job application form,
but for the company and not for an ir lividual, The information baged on the
questionnaire is placed before the foreign buyer with the quotatisns »f units
involved in the inquiry. It should be such 28 to 8el?! sne unit in preference
t5 ancther, other things being cqua.. It should be a word-picture >f the
factory. If the interview has been sroper!y carried out and the foreign buyer

visits the factory, he should feel that hc has been there before.

The reminder is added that the information gathered on the questionnaire
is given to the exchange on the cxpress undcrstanding that it is to be made
available to a foreign buyer only, in response to a specific inquiry. It is
not for publication in any directory, nor is it available, however useful it
may be, to other government departments or official bodies who might wish to

have access to it.
Item cards

The information collected on the questionnaire is listed on a plain yellow
A-4 card called an item card. Like the concept cards (see next section) the
item cards are notched along thc bottom edge s> that they can be fanned out for

rapid visual searching and access to any card.

Co-urdinate indexing system for information storage and retrieval

In thic system there is no rigid classification like that found in a
library catalogue. The classification is determined by the questioner at the
time the inquiry is made. The method of operation depends on the association
of ideas. A particular inquiry is built up from its component ideas. For
example, "men's cotton sports shirts" would be thought of as being formed from the
concepts MTN-SHIRTS-3PORTS (WEAR)-COTTON.

To set up the system, the first step is to compile a type of basic Bnglish
dictionary in the sectors of interest. The words of the dictionary will define
the ideas that are expected to arise in dealing with the inquiries sent to the
exchange. The list will be of some 300 words at the outset, and will be modi-
fied by deletions and additions in the light of the exoh nge's operating experiamce.
This dictionary is usually called a thesaurus (for sample page see appendix 11).




To improve the precisiyn of the thesaurus in use, synonyms must firat ve

removed,  Clothinz will be listed as "Cl>thing Garment(s)". This means that
"Clsthing" is not a preferred word, and is recorded in the system under the

word (idea) "Garment(s)".  Further, sincc a woman's dlouse comes under this
heading, we uay list "8louse (Garmeni(s))". Thic mcans that thisitem ic part

of the garment fie.d. If, for example, an inquiry for a new type >f vlouse is
being srocessed, a search can e made under ihe higher and more generali category

£ "Garment(s)" to widen the field o possible subcuniractors,

The converse of sub-division is thce gencral term,  "Surfacu-ovating" embraces
all types [ "covering of a surface", such as galvanising, anodising, electiro-
plating, plastic-coating ctc. 3imilarly, the term "Fastenors" covers such
jtems a8 screws, bolts, nuts, clips etc, If a supplier for onc item in this
class cannst be found, a search is made in the general group of "Fasteners”, 1o

find a company making a similar devi-:e.

Concept cards

In the practical system used in the exchange, each Concept/Idea in the
thesaurus is assigned a grey ooncept card. A cuncept card is an A-4 card printed
with 4,000 small squares (1/3"; (3mm) side) numbered from 0000 to 3999.

Each unit to be recorded in the system is assigned a four-digit number
(correaponding to one of the 4,000 squares), This number is similar to the

acccssion number in a library, and is unique to that firm.

The basic concept card has only 4,000 squares, but its range can be extended
by edge-punching the top right-hand edge, This will give Series 1 (0000 to
3999) Series 2 (4000 to 7999) and Series 3 (8000 to 11999) etc. When super-
imposing cards, care must be taken to make sure that all the ooncept cards being
superimposed at the same time have the same edge-punching.

To register the capacity of a company, an analysis must first be made of
the information recorded on the item card (see preceding section). A number
of concepts (taken from the thesaurus) will then be extracted which define the
company's line of business, products, machinery and facilities. On all the
relevant concept cards a hole is punched in the square bearing the serial number
of this wnit. This operation is carried out once, at the initial registration.
Further concepts may be listed when the information is up-dated during later

visits to the unit.
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It is stressed that the infirmation sihown »n the item card fai’s int> two
classest that which can bec retrieved, and that which cann>t. The latter incudes
such information ag the number »f Directors number >f cmployens, authorized
capital, factory area etc, This infomation is listed merely ag rart >f the
total infarmation sent to the foreign buyer with the Fim's qustation,

The retrievable infomation comprises the products, Iin: >f ousiness, maciinoery

etc., 0y which thc selection o0 the wnit is madc during an inquiry.

It nay ve thought that the system deals oniy in facts direclly rolated .
the company's production. This is not so. It can list such ideas as qua'’ity,
the size >f factory, the numoer >f shifts,and the countri:s t> wiich exports zo,
if these items are neccssary during tiae selection process »f an inquiry,.

An example of this is the use of a yellow concept card i define gesgraphical
location, The word Lahore ic written on a yellow concedt card into which are
punched the serial numbers »>f all units in the area, irrespective of their

sectors,

If units are required in the Lahore district to cast and machine a heavy grey-
iron casting, the searcher would select the grey concepts card for "casting-
ferrcus" "grey-iron" and "horisontal-boring’. They are then superimposed on
the yellow concept card marked Lahore. The squares where the light passes
through the three grey cards and one yellow one indicate the numbers of the units
in Lahore, able to do this work. Firms able to carry sut this inquiry, but
outside Lahore, are shown by yellow discs seen through the holes in the grey cards

stacked on top.

The use of the yellow concept card is further described in the section

"Distribution of inquiries". (QOenerally, the yellow concept card is used to
separate firmg which meet the requirements specified sn a particular yellow card,
and those which do not. For example, a yellow card marited "exporters" would show
holes for firms who have exported, and yellow discs for non-expirters, all
however, being capable of doing the particular work specified sy the superimpised
grey concept cards.

In searching the information file, the system must be used intelligently.

For example, if there are 4,000 item cards (i.e. registered units), selection
of the concept "garment(s)" will immediately rule out any firms not maxing
garments or some type of clothing. If there are perhaps 20 clothing firms in




the systom, this sciection immediatoly cuts oub 3,230 units. If further concepts

are sc.ected, tic ficid can ve narrowed down vetweun these 20 garment manufacturcrs.
Thuls process of suisciion can e continued of course, until the desired precision
ig acinioevad. in doing s, however, a firm can oc missed which is just on the
borderline sf ic v.585, and 18 rejccted by selestin of &« further ~ancept.

Als5, i1 is 5fien quicier, when the systom has thrown up a handful >f item cards,

t, scan through them, in rder o maike the £ 4.0 aelection of subdbcontractors.

The use o0 3 light-wox can assist the reuding of the numbers >f{ the punched
Loles in a stacs of concept cards. A light-oox is a small wodyden box with
internal iiluwminatiza, which gives a uniform oright field on the ground-glass
sheet forming the top of the ovox. On this are placed the stacked concept cards.,
Firms meeting al.l the requiremecnts specified by the inquiry, are shown by bright
light spots, fimms lacging in one or more of the essentials, are indicated by
dimmer light spots. The use of a colsured fiiter over the illuminated screen
can ineoreasc the contrast, and assist the reading off >f the serial numbers »f

the units,

From the foregoing, it should be evident that the information retrieval
system is to be used intelligently, not blindly with the expectation of

sash=button unswers.

2rocessing ap inquiry

A methodical procedure is described below for handling all types of
inquiries. It should be realized that this is a basic system whioh the
director of the exchange can modify to suit the conditions of each inquiry.
The standard forms used are an inquiry form and a check sheet.

Before handling any inquiry, it is essential that:

(i) 'The inquiry is fully understood (outside experts must be
consulted if necessary);

(ii) The inquiry is complete in every detail.

When there is any query or lack of information, the buyer must be advised
by telex, and the inquiry held until the information is forthocoming.
The inquiry is entered in an inquiry register which records the inquiry number,
the date it is received, the name of the company, and brief details of the work

invoived.
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In most business letters, thc gist of the inquiry is contained in a few
w>rds and phrases scattered through the letter. It is the job of the exchange
t, gather together the relevant parts of the inquiry in the letter. (It is
s>ften useful to underline these parts with a feit-tip pen, and to rough out a
draft inquiry .n a yellow inquiry form. ) wWhen this has been done, the inquiry
can be typed out on the pink master inquiry form. At the same time, 8 copies
are taken on blue inquiry forms, The master inquiry form is the reference text
£yr all further work sn this inquiry. The blue sheets (4 pairs) are for sending
out to the subcontractors. The pink inquiry form and a pink check sheet are
stapled »n opposite sides inside an inquiry folder. The buyer's identity
(company) is written (in brief) 3t the top of both forms. On the top of the
check sheet is written >r stamped the date, and the inquiry number, taken from
the inquiry register.

The person decaling with the inquiry writes down on the second line of the
check sheet the conccﬁts defining the inquiry. These must be all acceptable
words which appear in the thesaurus. For examp.e, radiographic inspection will
bve found under "X-Ray". In engineering and similar inquiries, the exchange may
simply be sent drawings and asked to locate suitable subcontractors. It is then
the responsibility of the exchange personnel to decide from their experience the
machining operations and facilities (tuming, milling, anodising, heat treatment
etc. ) necessary to carry out the work. These ideas, in acceptable concepts,

are similarly written down in the appropriate space.

The concept cards bearing these words are then taken from storage and
superimposed. The numbers of those squares where light passes through the
stacked cards are noted. These numbers are the serial numbers of the sub-
contractors and are noted down on the check sheet in spaces marked "subcontractor®
and numbered 1 to 10. This information merely establishes information about
units with installed capacity suitable for the inquiry.

Bearing in mind the details of the inquiry typed out on the pink master
inquiry form, the searcher consults the item cards of these units to make the
final decision of which units to select. It must be realized that the concept
card system is a rough sieve which narrows the search to a few item cards (units)
out of a large field of potential subcontractors, The final analysis is made
by consulting simultaneously the inquiry form and item card. If on reading the

item card a subcontractor is ruled out, his number is simply crossed off the




chack sheot, For oxample, if an inquiry specifies 50,000 dosens par month",

the item cards will indicate that some of the subcontractors with entrieg for

20,900 drzens por month capacity will Ye unable t> handle the inquiry.

Jnce the comhaniez who are in all respects {itted to tender have been
fina! y estab ish~d, they must be approached t2 find 1t they in fact wish to
do s>, Cntact is mide by sending >ut a pair >f blue inquiry formms *> each >f
thesc units, Tach one is invited to qudte for the work described on the form,
and t> send baclt his gquitation t> the exchange, along with one >f the blue inquiry
f£yrms, If tim= is Timited, the subcontraclors can first be telephned before
sending >ut the information.  This avyids wasting time with units which, for

so>me reassn, d» not wish t3 tend-r.

As quotations are received from each subcontractor, orief detai's (prices,
otc.) are entercd in the box opporsite his name/seria] numocr. Returmed blue
inquiry forms, csrraospondence from and to the buyer, telex messages, sketches
and drawings are 4!l temnorarily filed in the pocket at the back of the file.
When a2 suboontractors have replied, their quotations are sent »ff to the sver-
seas buyer, The Tetter will also include photocopies of the item cards of all
units wi> have sent in quotations. Telex can ve used to send price details
quicily with tie advice thal quotations and company rrofiles will follow by

air-mail.

The inquiry is now completed. The pink inquiry form and the checik sheet
are filed in the LDuyer's correspondence file. Returned blue inquiry forms are

filed in the rclevant subcontractor's file.

The absve procedure using standard inquiry forme and check sheets enables
the "state" .f any inquiry to be secen at a glance. This can be done by any
person working in the exchange. He does not have to be the person who first
t % the inquiry and who may now be away on tour or on leave, Similarly, at
a later date, it is possidble to rebuild any inquiry. For example, a works manager
may have received information by telephone regarding his inquiry while at the
factory. He loses the scrap of paper on which he has written down the information.
A week later, he asks for the information to be repeated. It is then necessary
to know >nly the name of the company and the approximate date of the inquiryto
find the master inquiry form and check sheet filed in his company's correspondence
file.
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The foregoing described the processing »f an overscas inquiry sent oy lctter
or telex, It is, of course, quite pssible that a forcign buyer may call at
the exchange with his inquiry., In this case, his request is first noted on a
yeilow inquiry form.  The same rules adout completeness and undersvawiding still
apply. The same procedure is followed t> find suitable subcontractors oy using
the concept carde defining the inquiry. The relevant itom cards are then with-
drawn from storage and photocopied. The photocopies are given to the bduyecer,
who retains those 3f specific interest to him. He may aiso require copies of
pages of the reicvant catalogues. It may be thought that the taking >f photo-
copies which may be ihrown away is wasteful. However, the informaiicon recorded
on the item card can represent several hours of travelling and interviewing time
on the part o>f the exchange's engineers, It is unwise to lcave such valuable
information unattended in the presence of a stranger. Also, excessive handling

of the cards will result in their rapid deterioration.

It remains only to describe the processing of a telephoned inquiry from
within Pskistan. The details are recorded on a yellow inquiry form, (It is
convenient to have a few in a file near the telephone.) The search for and
contact with subcontractors is as before. The names, addresses etc, of
interested subcontractors are simply telephoned to the main contractor concerned.
If required for record purposes, the yellow form can be later typed out on a
pink master inquiry form before filing.

The concept card system identifies suitable units by means of their four-
digit code, with which they are indexed into the system. It is nccessary to have
a dictionary which liste against the serial number of each unit the name, address,
teiephone number and person to contact. This information is typed out on a stiff
card, which consists of a series of 1/3" strips lightly held together. Any one
strip can be torn off, as required. The strips when typed are assembled in a
flat 8" x 12" (20 x 30 cm) double-sided metal carrier, About 50 units can oe
recorded on one of these plates. The plates are pivoted about a vertical axis
passing through the long side of the plate, In this way rapid access can be
made to & company's telephone number etc. once its serial number is known.

Appendix III shows the flow diagram for the processing of an inquiry.




- 36 -

Inquiry folder, dictionary of gserial numbers

As explained above, the inquiry forms, check sheet and all panerwork

concerned with an inmiry are kept together in an inquiry folder,

This is simply a standard foolscap file, 1o the back of which is stapled
half of a similar file forming a pnocket to hold drawings, gsketches, and letters.
On the too right-hand corner of the outer front cover is affixed a white gummed
label, 117 (33 mm) wide, and about 3" (75 mm) 1ong.  This type of label can
easily be bought at any stationery shop in the form >f a perforated roll,

Along the bottom edge of the file is punched a series of 3/3" {9 mm) semi-circles.
(This can easily be done using a 3/8" Teather punch,) This is to enable the
Inquiry folders to be "fanned out" in a wall-mounted rack, like the concept and
item cards in the storage-tub. Such a rack, beside forming a convenient storage
place where any inquiry can be quickly found, also serves as a "barometer”

showing directly the number of inquiries current.

dhen an inquiry has been completed and all paperwork filed in the relevant

place, a new gummed label is put over the 01d, and the file is ready for the

next inquiry.

Layout of serial No, company information dictionary

0000 3ind Shirt Manufacturing Co. Ltd., 173,
1,1, Chundrigar Road, Karachi=2
23 45 57 Karachi Abdul Malik, M.D.,
Akhtar Sheikh, Works Manager,

0001 Gujranwala Cutlery Company Ltd.,
Industrial Estate, Block F-6, Gujranwala.
2487 Gujranwala Aslam Hasan,
Works Manager.

0002 Pakistan Precision Tools Ltd,
Jamruk Road, Peshawar,
2346 Peshawar Mohd Sheikh Imran,
Managing Director.

The names and addresses of companies and persons given above are fictious.

They are given purely by way of illustration.
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Distribution of inquiries

The primary duty of any subcontract cxchange is to the buyer >r main
contractor. It tries to place before him the quitations of firms willing to
carry out ‘he work or to supply the goods within the spocifications of his
inquiry. The exchange alsc advises the buyer, in detail, >& the facilities and
competence of the firms involved. The exchange alsy uas a duty to the sub-

contractors: +to be completely impartial in its dealings with them.

A buyer will eventually place his order with .n’y one, or at the most two,
units. If there are perhaps 20 elegible units, he will not want t> consider
qu>tations from all these companies. He will prefer 49 deal with a small number
(say 4, 5 or 5). Fourteen units will then be left out of the inquiry. This, of

course, conflicis with our objective of trealing all companies equally.

A system is set out below which combines the buynrts desirce to deal with a
small number of selected units with that of the units themselves to e given an
equal opportunity of tendering for all inquiries in their field. It is important
to realige tha® ihe system will put before cvery unit in a particular fie'd an

equal number of inquiries. 1o system devised can assurc equality ol orders.

The method uses a yellow concept card, whose usc has already been described,
for defining the geographical loeations of units. This time, instead of Lahore
or some other word, "inquiry 1st round”, "inquiry 2nd round", etc. is written
sn successive cards. The concept cards defining the inquiry are superimposed,
and the numvers of the holes which pass through all thesc cards are moted on the
pinz check sheet. These companies are approached by telephone and/»r letter

with an invitation to tender.

Let it be assumed, for example, that ten fims arc capablie of handling this
inquiry. The numbers of the first six units are recorded on the check sheet
and the units are given the details of the inquiry. When their quotations are
received, their numbers are punched into the yellow card mariced "inquiry 1st

round” (four firms will have been left out).

For the next inquiry in this field, the same procedure is used, and the
"inquiry 18t round" card is placed behind the concept cards. Yellow discs
appear through the grey concept cards. They represent the serial numbers of
the four companies who were ignored on the first round. They are now called,
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When they, in turn, send in their quotations, their numbers are punched into the
inquiry card. If it is 8> wished the tws lowest numbered units of the ten units
in this sector can be approached (for the second time). This time however, their

numbers are punched into the "inquiry 2nd round" card.

When several inquiries have been processed in any field, any new search must
always be started with the first inquiry card, and proceed through the var.ous
inquiry rounds until yellow discs arc found. These represent units in that
sector which have received one inquiry less than their competitors. It should
be understood that while one sector may be on the tenth inquiry, units in

another sector may be receiving only their first inquiry.

The selection of 8ix out of ten units in the above example is purely
arbitrary. One could equally well choose four or five. However, the larger
the number of firms involved in an inquiry. the longer (usually) the time
necessary to complete it. The number of units chosen is, of course, a compromise

between overloading the buyer and seeing that as many units as possible hear of
each inquiry.
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2ersonnel requirements for a subcontract exchange

The staff demands of an exchange are modest but the personnel, though few

in number, must be »f high calibre.
The staff are called upon to carry dut twd main tasxs:

(a) T visit units to assess and record their potentialj
(o) To process inquiries received from companies, btk within and

outside axistan,

The need to vigit units, and the method =f obtaining tac detailed information
required, have been fully described above. The number .f peipie requirad t
d> this wWill now b2 considered. 4 suitable person [or a field »fficer would
be of assistant directur level, preferably with at least thrce ycars =xperience
in industry or commerce. lis technica.l/pmfessi bnal nowledge snould ve that
of a first degree (Bachelor) preferaoly in enginzering sr science. Intelligence
and the ability to understand and absorb new ideas are more izportant
than mere factuai knowledge. He should alss o¢ adle t, meet pesple at all
levels, from the proprietor of the small company to the managing directors of
large public companies sr state enterprises. Where several field officers are
envisaged, it is useful to select them from various indusirial sectors, 80 that

their coallactive experience covers as wide a range as possidie.

To comstruct a manpower tablc for the field >fficers, it will be assumed

that s

(a) One man can visit 750 units in one year;

(b) Each unit must be revisited regularly, at least once a year, in the
second and subsequent years. Such visits will ve assumod to take 1/3 the time
of the initial visit.

Year Number of first Number of subsequent Number >f

visits to units visits to units officers
1 2,250 - 3
2 1,500 2,2%0 3
3 1,000 3,750 3
4 19420 4,750 4
5 940 64170 4
6 630 T+170 4
7 420 T+740 4
8 280 8,160 4
9 nil 8,440 4




In the ninth and subsccuent years, four full-time field sfficers will be required

45 keep tho information up-to-date, and t> maintain contact with the units.

T> carry sut the exchange's second function, the processing of inquiries,
one officer will be required in the exchange at all times. He will be assisted
by two stenographers. In addition to their obvious function, they will do all
the filing, and after training, should be capable of carrying out the routine
parts of an inquiry. Taey will a’so make appointments for the visits of the
fi2ld sflicers.

The wor« > the excnange willi be controlled and co-ordinated by a person of
at least deputy director and preferably director level, His qualifications will
be similar to those of the field »>fficers, but in addition he will be expected

+o have had a far broader and more extensive experience of industry.

30 that all technical personnel are competent to handle inquiries they must
oe rotated from field service to the exchange for short periods of duty.
The director-in-charge, must als> visit units from time to time to maintain his

contacts with indusiry. fie must not become desk-dound.

The collection f information by tne field officers, its transfer to the item
cards, the recording of this information in the co-ordinate indexing file and
its use to solve inquiries have all oeen simplified through the use of standard
fHorms and procedures. There is little administration, and no administrative
officer is required. The exchange exists to put a buyer in touch with a
gubcontractor or supplier. Hence, all personnecl in an exchange must be working
personncl. This applies particularly to the director-in-charge. He will

determine the success or failure of the exchange.
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Zquipment required for a subcontract exchange

Suantity Details
1 Automatic telex machine with tape perforator and

tanc reader

1 Dry photacopier capable of copying up t> foolscap
size (8" x 13"; 20 x 33 cm) and independently
from either side of a double-sided printed sheet

1 Lateral-filing cabinet (5-level) complete with
300 suspended-filing linked pockets
300 Foolscap files for same
1 "Roneo” "Multicard" sto unit (for concept

and item cards) type M/30/11/12 complete with
100 separators

1 "Roneo" "Stripdex" visible index system HD/BOS
complete with 50 panels and 5,000 strips
(8" width)

2 "Autospot” hand-punch (1/12" cutters)

1 "Visiscan" Mark V manual punch (complete with

1/12" cutters)

1 Storage cupboard for stationery
Concept cards (as required)
Item cards (as required)
3pecial forms

1 Inquiry rack (locally made)

1 Light-box (locally made)
Inquiry files (as required)

A typewriter and the usual office equipment
(stapler, paper-punch eto.)

$ 1. Usually about 300 concept cards will be sufficient, and oan
accomodate up to 4,000 units, for which 4,000 item cards will be required.
For mors units, (more than 4,000) & further set of 300 concept cardv will be
required. These can extend the system to handle a further 8,000 units.

2, The number of inquiry forms and check sheets will deperd on
the number and type of inquiries received by the exchange.




Je
4.

13.

14,

Appendix 1
QUESTIOMIAIRE

dame of Cumpany

aAssociate vompanices

Factory (Address/telephone number)
Office Address

(a) Te’ zphone number
(o) Cablo address

(c¢) Telex numser (answer dack code)

2ers:n(s) to contact

Form of organization - public/privute/partnerlhip

Directosrs

Capital structure (including foreign participation)

Bank rcference(s)

Trade asscciation/Federations

Factory arca, access and loading facilities; bonded warshouse
Personncls

(a) Managerial

(b) Supervisory

(c) 3killed

(d) Unskilled

(e) Number of shifts

Line of manufacture/business (incl. catalogues, brochures etc.);
brand names/trademark/patents

sroductions

(a) Annual output

(v) Export (%, countries)

(c) Well-known clients in Pakistan or abroad

(d) Inspection/Quality/Control (Persommel, Specialised Bymipuemt)
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15, Information on the company's machines, facilities, processes, etc. (for
some companies, e.g. garments, this section will merely amplify information

already given in item 13)

16, Any other information

THIS INFORBATION IS REVDALED ONLY TO A FOREIGN BUYZR
AGAINST HIS RELEVANT INQUIRY




Appsndix 11

THESAURUS (SAIDPLE DAGE)

Hand Bag
Handicraft
Hand " >om
Hawser
Hippy
Hookey
Hoist
Hollow-ware
Hosiery
Hyderabad

Hydraulic(s)
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Appendix 11T

FLOW DIAGRAN

L

r
Refer to buyer for
clarification and
further information

OF AN INQUTRY

START

Buyer forn'xlatu inquiry
Transmits to exchange
(letter, telex, telephone, visit)

Inquiry received by exchange and recorded
in inquiry register. Is it understood”
I: it complete”

Yen

Record details on inquiry form (hand-
written on yellow form for urgent inquiry.
If not urgent, typewritten on pink' (master)
inquiry form, copies on blue inquiry form
as required. Decide sectors/facilities/
processes required. Write down in concept
fora (thessurue) on check sheet. "lip
inquiry forms and check sheet into inquiry
file. Withiraw from stroage relevent con-
cept cards and superimpose., Note numbers
of coincident *'light-holes' and record on
oheck sheet (1 to 10)

r
¢

Y
Tel ephone nlo*ntmton o8l 00~
9 ted to estadlish their interest
in tendering

All Ml! with?

| '

Telephone names,
addresses persons to

Poll ow-u]
fo e LY time remaining

A
Send a pair of dlue inquiry forms to
—~» sach mubcontractor selected., T1f &—
delivery is of medium-term, first

telephons muboontraotors to establish
interest

contaot eto. to buyer

(used for internmal
inquiry within Pakistan)

File master inquiry form (pink)

Re-iemue if
All replied?
' A = %o (declined)
| | |
Quoted

and Send sudboontraotors' quotatiomns

oheok sheet in buyer's file. Mle to buyer. If overseas, send addi-
all blue sheets in suboontracters' tiomally telex sumsary of prices,

filee L

nd of inquiry

and al so photocopies of item
ocards of tfuo unite
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