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SUNHARY 

The following pages set out to report a six months' duration Project of 

Advisory assistance to the Tanzanian Leather Industry via its purpose-created 

body TLAI Corporation which is charged with responsibility for leathe~ 

industrial promotion and expansion to optimum degree. Findings and Recommend­

ations are summarised: 

Findings 

In numerous practical respects, the industry's development and expansionist 

perception is beyond its present digestive capacity which is not only 

overloaded but malfunctioning. 

Severe current problems have arisen from; 

Inadequate management at all levels. 

Absence of requisite business organization to cope with present 

practicalities and to programme for future work-load increases. 

Shortcomings in technology, technical skills. 

ACsence o: trai~i~g facili:ies. 

Complicating the operational problems so arising are natural, environ~en:al, 

force majeure and other extra-industrial factors. 

The overall situation is seen as critical and demanding of urgent remedial 

treatment and deficiency making-good. 

Recommendations 

These are virtually comp~etely beamed on to provision of better management 

and missing (and now dangerously overdue) infrastructural and extension 

services. Major recommendations are accordingly directly relative tc 

the root courses of present problems. Organizational innovations are put 

forward with suggested modus operandi. Practical action to mend an 

ailing trading reputation and to lay solid new foun~ations is proposed. 

Measures for quicker acquisition of higher ter.hnology and to improve 
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The ~e:ailed cont~~=s index ~il! ~ssist quick r~r~r~nce 

te:-:: a71a appendi.X.:.s of the report. 
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INTRODUCTION PROJECT SI/URT/77/805/11-01/31.7 .D. 

The leather and leather products industries of Tanzania are of considerable 

potential and have important con~ributi~l-3 to make. to both economic 

development of the country and to world leathe~ and lea~her product~-

using markets. 

This project, implemented at a critical stage in development of these 

industries, has been specially structured to investigate and report upon 

certain aspects of an undiagnosed and comrlex situation arising from 

practical ~oder-performance as against programned performance. The 

situation referred to has been disclosed by prior UNIDO surveys carried 

out in connection with assessment of Tanzania's technical assistance 

needs in the further development of its leather and related industries. 

These surveys were fore runners to planning finalization of .a major technical 
; 

assistance project, now agreed and due to commence 1 January 1980, with 

the fielding of its International Team Leader arranged for November 

1~79. Tanzania has received earlier assistance in leather -and allied 

trades industrialization at various times during the 1970's from eg. 

Commonwealth Secretariat, World Bank and specially contributing :oreign 

countries. 

The above quoted SI - Project was requested by the Government of Tanz;:ir.ia in 

November 1977 ana called for a Leather Goods Industry Adviser. The 

Project bccam~ operational May 1979 for a duration of 6 months. Originally 

scheduled for co-operation with the National Development Corporation of 

Tanzania - the para-statal with responsibility, inter alia, for the 

national leather and allied industries - in effect became assigned to 

Tanzania Leather Associated Indusries Corporation (7LAI) recently created 

as an autonomous body under the Ministry of Industries. 

The original terms of reference were adjusted after the first phase of 

one.month duration of the Project so as more effectively to serv~ the 

altered needs ~f the situation in Tanzania following the inception of 

TLA: and problcMs arising from its management, production nod organizational 

difficulties. 

In brief, leather production was found to be well below projected perfo~mance, 

scheduled new produc:ion of leather footwear and other leather products is 



- a -

behind programme and probably unsuitable as to product mix for the 

quantities and qualities of leather likely to be available to the mid­

term and for early market acceptability. Extremely well-scaled for 

optimum volume proces~~ng of raw material availabil~ty, the tanning 

capacity which has been installed for some time is severely under­

utilised. Te~hnology, technical management and staff are lacking so 

that the under-utilisation is exacerbated by sub-~tandard qaality. 

Necessary infrastructural and extension services - training, research, 

product analysis, materials testing, rnaintaine~r.2 engineering - are not 

adequately available. 

·1anagement information systems, production and marketing co-ordination 

are lacking and in some aspects totall/ absent. Proliferation of problems 

may be expected when imminent new production units come into operation. 

Identification of trouble spots and advice for reIJM::dial steps be~ame the 

objectives of the project. Trese were reported to concerned author7.ties 
- -

after the first phase and confirmea for action. In terms of germane 

advice and constructive ~roposals, the retailored ou)ectives of the 

project may be said to have been achieved,and this report t~cords related 

investigacional findings an~ =e~ed5al measures recommended. However, it 

is to ~e emphatically poi~ted o~t that the practical action and fellow-

!LAI if needful and achievable improvements are to be realised. 
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TLAI has sta:t:tcry .:..·esp~~1sibiiity to co-o:-di!"lat: the Stc.te-.:'.·:ned lea::.her 

anc leather prcd~ct ~~~ufactur:~g enterprises into rtn integrared na:ion3l 

industry and to ?remote optimum developoent and expansion. Hot.Never, 

there are many i~ternal needs and shortcomings preventing ea:-ly emergence 

of a comprehensive Tanzanian leather inciustry efficiently and adequately 

representing this country's undou~ted pctential as an impartant supplier 

to world leather ana leather goods requiremE>nts. 

Organi~ationally and executively, TLAI is at embryonic stage only. 

Hopefully, the adverse situations and condition~ observed, and now reported 

upon, are transitional. At this pcint, however, relative to its responsibilit~es, 

TI.AI is dangerously understreng~h as to managerially and tecnnically 

experienced senior staff at all le\~ls; within the management that is 

available leather trade knowledgP is gravely lacking. E'urthe:.-, whilst a 

for-;:ard time factor tempers the problem. and provides oppor:t:r.ity fur 

pre£an: and recently recrui:ed ~anagcrial staff to ac~~ire ~ractical 

experience, weighty ex:ra res?cnsijilities :ocz:- by eerly 1930~ a~d by 

late 1980 - mid-1981, respectively, high volu~e, ne~ ?roduc:icn of 

fo.;.>twear and leather products will be flowing. Additionally, a canvas 

mil~ will shortly be·under construction and, scheduled fer early realization, 

is a major project, for a leatherboard plant; a polyurethane plant is in 

the offing plus a proposed Leather Centre. 

All this latter, super-imposed on to the existing shortcomings and gaps 

in management referred ta above, could lead tn major breakdown in 

implewentation of programming toward industrial 'svelopment. 

Exacerbating the unready (and therefora practically non-effective) state 

of TI.AI organizationally speaking, are many practical o~erational problems -

raw and processing material shortages, production faults and failures, 

absence of technical' skills and the training facilities thro1lgh whieh 

the former might be provided, the repP.rcussions of recent and continuing 

~ational emergencies. 
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analyse ~ajor rc~t causes, ~n~ ~o co~sider basic ~e~~s and re:e~ial 

treatr::er '-S, has ni:cessar .!.ly der.ls.ncieci pri0ri :y in concuct of the mi.ssior •. 

Work load, extent and depth of operational difficulties and other problews 

facing TI.AI are fc~~idable. It is blindi~gly clear that the Corporation 

must concentrate on getting its priorities right and irr.:ncdiately apply 

maximum effort to institute adequate management and gro~ steadily, if 

slo~ly, into its mantle. Concentration must be to provid~ basic organizatic~, 

infrascn.icture :~ind general COf!lP-=Cence to deal progressively and decisively 
i 

with ccnfronti~g challenges. General management ?resently dVailable is 

lacking physi~ally in nu=iber and in expertise to cope with the practical 

business situation. With but one exception, the inad~quate cadre of 

personnel now incumbent is left w:th little or no time for performance 

of its practical executive functions being called upon to spend dispropcrtionate 

ar::.ounts of wor~~t:.!:le on stc.t;;to::y and corporate administration processes 

leaving tco little time for r~i~~ing the stcre'. 

With sp~cif ic reference to the project hereby reported upon, the prevailing 

circumstances described inevitably affected its conduct and progress; no 

counterpart was available until the final three weeks cf the p-roject's 

lifetime; there was virtually no- consultative access to the only two 

senior Tl.AI executives with some leather trade experience; communication 

with operational units was difficult; information requested was scanty, 

or non-existent, or withhold ; requisite secretarial assistance, willingly 

given when time permitted, was frequently not available when urgently 

needed. Consequently, observational, investigational and general work 

of the project has necessarily had to be carried out in isolation 3nd 

virtually much more as a self-motivated executive staff member than as 

an ~viser. 

As earlier indicated, the Tanzanian leather and leather products industries 

have t~o7t1 overridingly impor.tanc groL·?~ of problems co de:Jl with: one. 

for the central controlling and direcring body - TLAI -to evolve into 

opet:ational effidency and ~' correctii;,n ::>f the technical shortcomings 

and f~ult~ prevalent in the production unit5. 
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aid are tc b'= catereC for !Jy i~:..n~!l: ne\~ prc~act CT~: /73/nIO. The 

and the ;>r0vision, co-ct"dinatior. a:i.ci conduct thereof th:rc.ugh the controlling 

body set up for these purposes - TLAI. Work carried out m.:y thus be 

seen as a timely preliminary to URT/78/010: and, hopefully, if recommendatior.s 

Ill.'.lde are carried out, will assist its imple::ienta.tion. 

All the find~ngs and obs~rvations listed bP.low call for urgent attention 

and are of equal priority. The list is in order of feasible action 

having in mind prevailing circ\ml.Stances. 

I. TLAI managem2nt must be strengthened. 

2. Senior executive trait> .g - a~. though the overall problem of technological 

~nd training needs is now in line for overdue attention, ~ithin this 

concern is the very special case of pres~nt key personnel at Head Quarters 

TLAI who must ur~entiy be gi•:eP. oppc:-tunity for technical training if 

they are efficiently to ca:-ry out their allottQd responsibilities: 

.a.) The Proj ec.t Controller, Mr T. Kalika-we, has an importa:i.t 
executive function to perform and, although having several 
years practical experience in the Tanzanian leather industry, 
has-no background of formal training or qualification commensurate 
with his duties. This ~11 clearly impose limitations on the 
contribution to the successful functioning of TLAI which he is 
clearly potentially capable of making; 

b) other re~ent appointments, made toward the end of the du.ration 
of the :;roject, are: 

Mr.I. N'Nembuka, Project Officer fer the proposed Leather Centre; 

and 

Mr.I. N'Zowah B.Sc. (Chem.), Tanning Chemical Engineer Designate. 

Both these gentlemen have little chance to perform their jobs successfully 

without the benefit of appropriate leather industrial training as buth 

are newcomers to the field. 

Accepting all the serious general economic prob~ems now facing the 

country and the operation;;l proble ... .;; 'Jriiquely facing Tl.AI at this time, 
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its 5oa~~ ~o~ld be ~ell 

for this particular t~aining e~igency senior p~rso~nel. 

interna:ion~l in5tructi~nalt :raining anC. . . . . .. researcn in~::tut10ns nave 

been coc:acted on TLAI's behalf and various p~ospe:tu~, and des~ripti~e 

lir~>.ature passed ovei.· to_ General :-1anager1 TL.U. Prov~ :1 for ov1::rseas 

fellc-t•shi?S is ma<le withil1 Project L"'RT/78/010 and TL!.:i :1tractual 

arrangements with a foreign agent (qv•below) cater fer training serv~ces. 

The matter is stresse~ here for urgent action by TLAI Board. 

The proposed Leather Centre should be "phased in" .:ind _- ·:e priority to 

training. 

3. The Horogoro leather products units will become operational in th~ 

near future. A product mix of goods to be produced was programmed at 

the time the Monogoro project was planned in the early seventies. At 
I 

that time, the limitations as to quality, availability and type of the. 

leather from which the product range would be manufactured could not 

rc-asonably have been seen very precisely, nor perhaps t:.as there marketing 

appreciation regarding e:r.treme cctr.petition fo-= sales o: the goods in 

questi-:m. Up-to-date cbse:-vaticns show that it will :ake co".siderable 

time for: 

a~ Tanzanian leather to be consistently right for the proposed 

products; and 

bl the finished products to become acceptable and established 

'sellers' in key, volume purchasing markets. 

It i• t~ .refore submitted that early consideration be given to in:roduction 

of interim, alternative or additional products for which there are 

immediate and stable markets and which can be made from the types of 

part-processed and finished leather Tanzania can most readily provide. 

Such markets and possibilities have been researched as part of this 

project. Results were sufficiently encouraging to justify recomr.~ndations 

which have been made to General Manager., TLAl,but which still awaii:_ 

f ollow•up by the Corporation. This follow-up is now considerably overdue 

,; 
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~!a:· · ,~ !:'·~so?arch an.cl reco~·:=::dai::io::ls r;:~~:--iir.g c>.l te:na::ive et:·::. products, 

a.-. :.:?ntial trad.in3 cont.:;.cts :r.aC.e, arc noted in app~ndix 4 ::~1 this 

) 
J. Un..;.voidable failura to t.?.ke follo·::-up action is anothE::c pointer to 

' . 

f 

pr~ssing functional failures due to lack of a fully s::aff~d, EX?ertly 

managed Corporation. 

4. Raw hides and skins:- as t(" quality, quantity a"d reliabili~y of 

supply, ~erein lies Tanzania's gre~test basic natural hindrance to good 

leather product~on. Open-range grazing and general envi=cn~er.::al conditicns 

which exist, wide geographical dispersal, collection and transport 

problems - all/combine to constitute an everpresent physical concern 

which will take generations to lessen. Exacerbation of the situation 

comes from low-standard animal husbandry, unorganized ~laughter, haphazard 

flay, bad curing and the already severe collection cifficulry much 

worsened by illicit trading. 

The overall environmental aspect. with i:.s inevitab!.a ·1ery long-te?:'m 

national and international agro-industrial organizations and agencies. 

Liai~on with these programmes, devising educational and demonstration 

aids, training teams for extensive related field ~ork, consideration of 

more effective incentives for farmers are all an implied responsibility 

I of the Hides and Skins Improvement Section of the Research and Training 

Division oz the proposed Leather Centre. Ongoing consultation by the 

latter with Tanzania Hides and Skins Ltd in its raw material collecting 

capacity (in which it has a rich fund of experience) must also be instituted. 

Although secondary to concerns of increasing food and nutrition for the 

population, weighty official emphasis in long•ter~ programmes for improvement 

in animal husbandry and herd and flock expansion is clearly to be seen 

as essential to the future stability and scope of Tanza·.i.ia' s leather 

.industry in the provision of more 'lr.d better raw material. 
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f ac~cries) is to be ~~naged u~der ccntr~c~ual arr3r.ge~ents Dy a foreign 

leathe:- tech:iologiccil group - !-!essrs. Italmacchine of ~-lilan, !:aly ar1d 

S\,;::,siCiaries, v-;i th anc-ther c;<om?any - Hess rs. Technico De·.re lop~.;~t cind 

Finac.cing Ltd.of ~airobi, and headed by a Mr.G. Kielty, appa.rently 

acting as local liai$on when necessary. In view of the extent of Messrs. 

ltalraacchine's involvement in TLAI oper~tions, whi~n in the ca5~ of 

Morogoro footwear and leather products manufacture includes full responsibility 

for both production and mar~eting with liability to sell or to purchase 

a oajority proportion of the production, an added special aspect of 

proµrietorial management falls upon the TLA! Board and management team. 

In ideal circumstances the arrangll:llent can be most valuable to TlAI by 

providing expert technical management and guaranteed sales for at least 

the highly critical first three years or so of the ne~ production units 

cooing into existence. 

n0weve:, :: for ar.y reasor.~ say, leather fro= !~;1 :a~neries falls belo~ 

delivery requirements a~ci/or shoe and l~ather prociu~ts out?ut falls 

belo~ &ales requiremer.ts or exceeds them - very sensi:ive situations 

will arise. In effect, the future of the whole Tanzanian leather industry would 

be at stake not only With regard to its domestic operational efficiency 

but also repu;ation ~nd standing in sought-after export markets. The 

substance and main points of the concerned contractual responsibilities 

and liabilities are summarized in ~pendix 5 to this r~port. Study will 

show that there is a sizeable on-site and overseas training element .. •. 
included. TLAI ~1ould be well advised to take full and earliest ad"1antage 

of this. It also appears to be specially prudent to create a specific management 

function comprising a team of counterparts - one counterpart for each 

ltalmacchine-managed production, technical, ·financial and marketing 

aspect. This will allow maximum opportunity to be taken in preparation for 

continuity of efficient operation and, in the best interests of both 

Principals, for effective monitoring of th• Contractor's operatior.s. 
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6 •. :hat '.: , 1 .. ,._"" .. 

efEectivel;' acc;)unt fer the control and dis?::>Sition of. ;:;er~ :h~~ i-.11lf cf 

Tanzania's leather, footwear a:d leat:!.er prod.ucts pro·iuct:icn ?Ote~tial, 

bear inf1'.1entially upon project URT/78/0lO a.rid i:3 s;~;:ipe 
- . o:: operatic-::.;. 

Originally structured to provicie tec_hni1..al assistar:c.; tc the ~.:hcle 

i:idustry as constituted und.;::- TLA!, that scope is ef f.:::ctively reduced 

and now appears li~itedly to be: 

.. ,• 

Marketing of Mwanza leather production (although this is still 
being conducted by Italmacchine at time of reporting) 

Total operation of Hoshi anci Morogoro tanneries 

Total operation of BORA shoe factory 

Inception and progress of the L~ather Centre at Mwanza 
(although ltalmacchine are reportedly initiating moves in this direction) 

Programming and implementation of proposed centralization of export 
marketing and shipping 

-.General guidance and assistance to TLAI in its org~nizational and 
functional development as the industry's managing body 

Long range consideration of Tt.~I reaction and adaptation "to a possible 
pcst-ltal~acc~ine situation 

Survey of needs and trends of the dooestic anci adjacen: ~~rkets . 

.... · ...... 
"-••c:. 

international team leader of project u1lT/78/0IO. 
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i. 
• ~ a • • • respc=slolllties, 

Top u:<ir.ase~~!:.t si.1oulc ccn:ide more in e:-:acutives and practice delegation. 

Tr.c manage~ent anJ executive te;;.m must ii::mediately be br~ught to full 

operational stre~gch. The corporation shoJld hasten to institute management 

organization and information processes without which it canuot perform 

its ordained functions. 

Foremost among other pressing practical duty requirecren~s to be pe=formecl by 

Tl.AI are: 

a) co-ordination of the activities of the cperational units; and 

·b) institution of technical training and research services. 

Comprehensive proposals to meet these needs have been prepared and 

supplied. Wholly, or in part, the proposals should provide necessary basic 

guidance. The proposals ~ppear in appendi es 1 anc 2 to this report. 

2. Managerial and operational shortcomings, gaps and weaknesses, as 

~cknowledged by TLAI, and observed by earlier technical aid missions, call for 

pin-pointing prior to initiation of remedial measures. An internal 

·audit •o serve as a bas.is for the pin-pointing exercise ~as called for 

at the commencement of this project but had not been completed six 

months later when its lifetime ended. Example of required information 

appears as appendix 3 to this 1'.eport for necessary early action by TI.AI. 

In view of low morale fairly widespread among existing management, a 

factual base will permit any personal criticisms to be accurately and 

fairly levelled or avoided. Later and major use of the audit should be 

as basis for essential management information systems. 

3. Leather req1 • .i.rements of 'IL.AI manufacturing uni ts had not been yet 

assessed against possible actual present production capabil~ties of TI.AI 

tanneries. A superficial examination of the situation conducted by th~ 

project discloses probable problems of availability, suitability and 
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allocn:ior. ~risics i~ ' -ti.:.2 ne::r rt.;.~~re. 

Appe~dix I to this rep~rt recor<l~ the f inciags of ~he ~~p~rf ici~l e.xaminatio~ . 

4. Leather prvduction, ~rketin~ and sales servicing require co­

rel.atioG and presently lack efficiency and confrvl. Approp_iate &dvice 

and proposals are contained in appendix l mentioned at (I) and (3) above. 

5. The industry overall suffers greatly fro~ lack of technology, 

technical expertise and training. Imminent project URT/iS/010 is specially 

structured to provide aid in these a~~~s during its t:TJo-year duration. 

Ongoing attention to the needs should stem from the ac:ivities of the 

proposed Leather Centre (see 3ppendix 2). Additionally, a feasible 

short cut to early acquisition of hi;her technology, with other advantages 

of a cocmercial nature, is illustrated ill appendix 4 to this te?ort. 

-.. --

-. ,. 
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--. .--·. - ~- • :.-·....:.~" J. 

follo~in; practical cc~cri~~~icns ccnsid~=ed to ~va bee~ nscie to~~rd 

fur1:her Qe~.,:-elopmen~ o: Tar~::ania' s leatl·.::.r ar .. ci leat.:te.r prct!;.;~~s i:1d~stries 

are sU!rn~rized:-

1. Proposals for co-ordination, re-organisation and centrali.zation 

of leafrer >Marketing, ezporting and sales sc:rvicing. 

2. Re~iew of technical and training needs and proposals for 

provisior. of these via a Leather Centre together with constructive 
i 

notes ~n organizational, functional, staffing and accC'tl:modation 
I 

requirements therecf. 

3. Provison of guidelines for marketing strategies and Ieather­

allocation fro~ analysis and clarification of the 

present and mid-ter~ supply and usase situation. 

4. Research a~d ide:itific.::.:ion of (a) ne\> or al.teornative leathe:-
··-~,,.. ...... ~,,. 
r- .... ----.!) ·...:s:;-2s 

contacts. Possible early access to higher leather technology 

and security of tenure in export markets. 

5. .Exposure of management difficulties and deficiencies; feasible 

solutions. 

6. Investigation and reporting the ex:ent of outside con:ractor 

involvement and disclosures of need, in the common interest, 

for TI.Al's continuous monitoring of the situation - with 

relevant suggestions. Drawing attention to the fact that any 

substantial failure on the part of the contractor will have 

serious retarding effect or. the progress of the industry 

which, when it is through the transition to more and better 

leather production, has a highly promising future and an 

important role to play in Tanzania's economic development. 

II I 

II I 
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!. 

These are .:i iund.:m:el'tal ne·:e:ssity for e:-:?c-Si:lg tt'llecessary action' targ-?ts, 

th~ true state of t~e in~ustry's health,~~d as !.ounda~ion ~f a ~ata ban~, 

the institut1on and. ~inte~1a:!.ca :;f ~hich is essen :- . ·· f~r 1:1.::nag-:r::e!!t 

informa~i0n and control systeras. /
the 

Ursent attention ~f ~irectorate, TI.AI, 

has b.een cailed to the subject. The i.-elative questionnai:.-e ~·:~ich appears 

as appendix 3 to this report is probably too ~ophisticat~d fo= full 

implementation at this time but salient aspects can be acted upou without 

dif fic~l tY. 

; 
' 

2. Prevented bi management manpo~er and organizati~r.al faults, absence 
' pQSitive acti~n in regard :o ne~, alternative or additional products 

I 
of 

is unfortt!nate. 'Prevailing condidons, as elsewhere :-eferred to, must 

be seen to prevent early achievement of opti~um product a~Ce?tab~lity 

and sales. This situation should be ac~nowledged by adoption of 'second 

line' preparacions for -;rcciuc :::ic-~ a~d ::a.r~:eti:lg of products which ~ 

rladily saleable an~ ~i:ii~ :ar.zania's $~O~c :o make in exportable 

qu.:ntides quite quickly: the rr.arket fer pa.re-processed stoc~. ffr.i5hed 

on site in ~ey :nark~ts, is ready a~~ . . .. . 
~a1:~~g, as ~.sv ~s 

clothing. These oppor:unicie~ merit urgent consideracion and action by 

the TLAI marketing section as soon as it becomes operational. 
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T . , -~-.-·.--;- •. • 

.;.... ··- --·.L..·• ... ~: .. 
• ......... f"' ·..4- J .~~ 

i~ner~l a~d techn~cal inforra~cio: acd instruc:ion w0rks needed as 

Provision of infor~tion on and introductions to suitable overseas 

instructional and training ~stablishmen:s and c~1rses. 

Assistance to Personnel Hanager in preparin~ applic~tions for 

training aids and in defining training needs. 

.. . .. 
Assistance t~ Personnel Manager in evaluating organizational charts 

submitted by contractors and suggesting necessary amendments. 

Assistance to General 11anager and Financial Controller in evaluating 

Italmacchine Footwear Survey anJ Progress Report and drafting 

,..'""\~~?"I~­...__·-··-··---. 

General assistance in draf ~ing replies :o official ccrrespcncence 

concerned wit~ technical aid program:nes. 

Advising TLAI on asprcts and benefits of liaison with international 

leather trade bodies. 

Assisting TLAI Legal and Administrative Section in connection with 

formation of a Tanzanian Leather and Allied Trades Association. 

Investigating staff experience and accommodation availability at 

Tanzania Hides and.Skins Ltd.to confirm suitability for expansion 

into a proposed Leather Export Shipping Centre. 

Giving basic leather industry instruction t~ newly appointed senior 

executives from outside tha trade and explaining scope and implications 

of their assigned duties. 

General consultation and advice on dav-to-day matters as referred to 

by T!...i..r staff. 
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CONCLUSIOXS A:m RZCG:·::·:E3DAT:c:.;s 

Clearly evident f=om findings and generai contents of this report ~s to 

their need, conclusions and recor::::uendations are su?:Ir.larised here. All 

ar~. of equal priority but cannot be dealt with tcgethei· si~ultan.:ously 

j for lack of personnel and organisation to act. T~e following lis~ may 

be in a feasible order in which to proceed. Action required will be 

·,. 
facilitated by: 

realistic appreciation by top authority and ~f top mati.agement 

of the presant adverse practical situation; and 

i 
concen~rating well-directed effort of existing personnel on to 

its rebtification by freeing them from tasks which are not of 
! 

immediate operational priority. 

I. Management. Installed ar.d in-course-of-installation productive 

power, physical constructio~al implementation of .he planned development 

of the national leather industry plus the serious low level of 

production perfor.nance are cumula:ively ~aking de~ands far in e~cess of 

the capaci::y of avai!.:.5le general , :e-:'.::".c!.~;:..::al a::d cc~cr~ial 

management to deal with. Lascing damage will be done to industrial 

prospects if there is not radical, fast improvement. 

Grave· deficiencies exist in key top management functions - general, 

Production, technical and commercial. Also in middle and support management 

roles of all degrees. 

Resultant problems from these conditions are serious and stem mainly 

from inexperience, work overload of some present incumbents, absence of 

organisational machinery through which to coU11J1Unicate and co-ordinate, 

need for more positive, enlightened direction, policy decision and 

delegation. Some of these factors are consequential to otr.ers and 

overall, in all fairness, could be labelied as 'teething troubles' and 

so are hupefully transitory. 

It has :o be faced :hat suir.abiy experienced personnel to fill gaps and 

shortcomi~g~ are simply not currently avni:able or ha~e not been located. 

__ .. 
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Furth~,-. as has been reported clearly, che presc::: rr:.a~ageri.:!1 lo.=d dnd 

scope of responsibility will soon L~ greatly increasing. If pre~aili~g 

manage~ent inadequacies are not promptly maae up :he evej~u~lities could 

be disastrous. 

the f 
It is therefore most strongly recommended that/Governoentffanzania, as a 

matter of utmost urgency: 

a) place absolute priority to suitably fillir.g all vacajt manageri~l 

posts; 

b) gi7e immediate attention to arranging such technical training 

for 

an.i 

executives and for new appointees as may be required; 

~) appoint, for a period of at least four to five years, ex­

patriatEtS to assist and advise the ke7 poata ·mentioneda 

General Mar.ager, Group Production Manager, Group Technical Nanager., 

Group Co!.I!::le::-cia 1 anci ~!a:-ke ti:::g !fa-r.ager. 

Adviser to 
General Hanager - The exec~tive Board c: T'".i..AI Corpv::-a:ic:-., .:a.:-:.c i :s 

general management particularly, need the top level specialized experience 

in leather trade industrial organization and direction such as would be 

found. in a senior executive of a sizeable tannery group. 

Adviser to 
Group Production Management - Depending upon his basic forte or background, 

such a man as indicated above for General Management might well be able 

to double up on the critical production control and organization fu~ction 

of the multi-unit constitution of TLAI. If not, a separate appointment 

should be made to cover this vital aspect. 

Adviser to 
Group technical Management - Capabilities wbich should embr2.ce research, 

training, quality control, technological advancement of t:1e industry and 

its practi=.?.l application will be found i'l a man qualified to be principal 

of the pr~posed Leather Centre: see Appendix 2. 
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Adviser to 
Group Cc:;nercial and ~:..irketin2 ~1anag.~:::ent - A prc\·enly succesc;ful Leati1t!r 

and Leather Products ~-larketir:.g Executive with intie:r:1a::ional e:~perience 

.- is needed: such a man as c~n suitably fill the job require~ents indi~ated 

on the Organisational Chart for a recom::iended centralized marketing and 

shipping function to be instituted by TL.c\I: see Appendix I. 

I -

2. Practical action required. In addition to immediate institution 

of steps to instal full, capable top management, urgent practical act~on 

is called for and could.be taken NOW if preset~t executives are appropriately 

re-deployed under pragmatic direction. Action areas are: 

External: 

Internal: 

Realistic and thorough commercial survey should be made 

of outstanding leather commitments and liabilities and 

also of the industry's production and servicing 

capability to satisfy these. With this position 

established, all necessary effort should be concentrated 

to clear the outstanding situation. Further leathPr export 

commitments, i.., further selling, should not be 

undertaken until: 

a. authentic an~ re~iable ?=od~ccion projections hava 

been oocained; 

b. lea~her and other material requirements of the 

imminent footwear and leatheJ.goods factories at 
L; 

Morogoro have been realistically projected; and 

c. the di~closures of (a) and (b) above shall have 

been related and forward programming of supply 

and usage assessed and planned. Please see Appendix. 

- 'Leather Production and Usage' etc. 

Attention must be given promptly to putting the industrial 

house in order and co the redrer.sing cf imbalance between 

performance and programming. Successful complacion of 

this task will probably take at least three years but the 

right foundation can be laid through 1980. 
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R 
• . e cc~_;::anaa t !.or: s are made for ce~tr,l°!.iza.tion of le:::.th-:r 

marketing. shippir.& and prociuctior, control. '!'h~ p.:-o~os?.ls 

are tailored to the present and mid-term needs c; the 

situation as observed .1nd che::l:.etl as far as possihl~ 

in conditions of restricted availability of and access to 

infor.:ation. Implemantation of the recoiIU'!iendations i: 

of great urgency - not only tc rationalize marketing 

and allocation to production but also nacessarily to 

institute a reliable basis for the induscry's national 

and international co:mnercial operations. lt is emphasiied 

that implementation of centraliZation should not be 

attempted until thoroughly planned and adequate 

management, staff and physical facilicies have been 

made available. 

Early preparatory consideration should be given tQ 

extension of centraliied leather marketing etc· to 

cover footwear and leather products and the developing 

needs of ho!ne and adj ace:.: r:a~l~ecs. Ce~:ra~iz ation 

is discussed at length in Appendix J,and a draft 

organizational chart is included. 

Further internal areas for imperative action are: 

a. industrial and commercial organisation; 

b. training - at all levels and at home and 

:>verseas. 

a. Industrial and commercial organiration. Currently, TLAI is virtually 

completely lacking in this respect. OPAS experts for posts briefly O\•tlined 

above would be expected, in c~ncert, to devise and implement all requisite 

systems, services and procedures for smooth working and successful, controlled 

development of the industry. The internal audit, outlined in Appendix 3, 

suitably adapted after more detailed examination than was permitted to the 

writer, is an essential aid to system2tization and institution of ~anagement 

inf~rmation services: necessary action should be taken. The short-term 
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•sistance of a professional Systems Analyst i.s al.so desfr<::.ble. Ab!'e:tce 

of management information is .a major £actor in the present und~r-f~nctioning 

of TLAI in its statutory role as the co-ordinating body for the i~dustry. 

In whatever form the proposed Leather Cen~re may be 

realised, responsibility for t:i-aining, in all aspects, for the whole industry, 

MUST be included as a prime function. Control of Training will t!°'.us be in 

the hands of the Principal and his Head of Education and Training Section. 

Their selection and briefing should be conducted accordingly. 

3. Funding of OPAS Expert or Ex-patriate assistance - as to ~arketing and 

Commercial management, this is alreaciy ~llo~ad for in provisions for TI.AI 

management cadre and budgeting. Technical and-r"raining management is 

most explicitly scheduled as a prime function of the proposed Leather Centre . 

(see Appendix 2), financing of which is under preliminary consideration. 

Coverage of the reneral and Production ~.anagement functions thus remain for 

decision as to policy, fi~ancing and selection. 

It is again stressed that need for able hel? ·~ 

nominated is essential for TLU to deal effac:i•:ely with ope:-a:ional e:dgencies. 

No pe:sonal refa:ences a:a ic:ended and shou:d cc: ~a in!arred: the inescapable 

fact is that proper organi.iation and a much stronger force of capable 

management is required ~f TI.AI is to operate as intended. It is also 

pointed out that the major Technical Assistance Project (URT/78/010) which 

will commence very shortly will be hamstrung as to practical ioplementation 

if the members of its intern~tional team of experts have no responding Tl.AI 

executives with whom to w~rk. 

4. Marketing strategy. Acknowledging the reasons for present national 

policy to convert all available raw material into finished products for 

maximum added va1.ue, in the country's best interests it is recommended that 

a significant trade in par~·-processed and finished leather be continued 

particularly with EEC and US markets. Notes on Leather Product and Profit­

ability Improvement Through Joint Forei~n Ventures in Appendix 4, and 0n 

continuity of access co key export markets in Appendix I refer. 
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5. Prcoosec Le~the~ Centce. ~s indicate~. the nctes on a prnpcsed 

Le~the::: Cent:a:"e \>e:-e draw'1 up at special request to be co!:!;>rE:hensive. 

The ,.;:-i:er str:sses, in vie'' of the pr~sent state of the Tc:.:".~ani.:m 

leather and lea:her products industries, that the proposed Centre, if 

realized, shoulc irameclic:.t.ely concentrate en rirovicint only those practical 

technical services which are most urgently needed - Technical Education 

and Training (at all levels and with emphasis on production and quality 

control:, Product Analysis, Materials Testing and Applied .t\esearch. In 

the event of delay in setting up the Centre in the physical sense, . 

the priority-required services stated should be isnediately instituted 

in suitably located temporary accommodation. Their need is o~tstandingly 

urgent and institution should not ~ait upon capability to provide less 

vital services nor upon cot!lpletion cf building construction and full 

equipping. 

6. Alternative and Additional Products and Market Contacts. Adoption 

of these to accelerate export earnings, to assist the industry to earlier 

acquisition of higher technology and to apply its leather production 

more effectively over the present and mid-term is recommended. rnves~igatio:-.s 

and correspondence conductac on behalf of !LAI and handed to the General 

Manager, cover this recom:::endation. Fol:ow•up o: contacts made and 

opportunities opened is now much overdu~. 

7. Surveillance.of Contracted-out Management and Marketing . ..Somewhat more 

ttan one half of TLAI potential productive capacity and earning power is 

not managed by TLAI itself but by outside c.ontractors. It is strongly 

recommended that comprehensive monitoring and reporting procedures be 

instituted by TLAI over contracted-out operations - in the best interests 

of all concerned. It is further recommended that TLAI attempt to re­

negotiate a contract awarded to contractors for a world-wide footwear 

marketing survey which would be out-dated by the time Morogoro shoe 

production is up to exportable stand;~ds in quality and quantity and is 

(the survey) too broadly structured 1:'r the programmed output. Further, 

such marketing information as the Tanzanian footwear export industry 

I 
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needs could ~;ell be d.:emad to be considered part of the mar~.aci~g res­

ponsibilities iruplicit in the. contractor's appointment as Hanaging and 

Marketing Agents. Attention is invited co Appendix S 'Sutr.r.lary of 

Contractual Involvemant ••. '. 

8. Finally, it is consider~d that technical, general industrial a~d 

organisation assistance to Tanzania will be needed for at least the next 

five to seven years. 
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!LAI: SCOPE OF !.EA7F.:SR D;DUSTRY 

PREs:.:;~T. Ft"l't:RE OCT!.OOK ~:p ;\VAlLABILITY 'FQ~ EXPORT: '!QXITQRTNG Ql:' ALLOCP,TION 

In addition to leather and leather related items, TLA.! has considerable 

other responsibilities_ .a. canvas mill, canvas and textile shoe manu­

facture, projected leatherboard and polyurethane plants. The project 

now being reported upon is concerned with the former (leather and leather 

related items) and particularly the export thereof. 

TLAI is charged to carry out industrial and commercial direction of 

State-owned enterprises which account for the vast majority of Tanzanian 

hide and skin, leather and leather products potential. These are:-

3 Tanneries 
Al 1 op er a tional 

2 Leat~er fcoc~ear f~c:ories 

Horogoro only considered in this 
project as its products are 
export-destined. 
Not yet operational 

I Leathergoods factory 
•cheduled to produce a range 
of items for export. 
~ot yet operational 

Morogoro 
Moshi 
Mwanza 

BOP.A (Dar es Salaam) 

~1crogoro 

Morogoro 



1 Leatherboard plant 
At project stage only 

I Servicing unit - Tanzania 
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Hides and Skins Ltd (!HS). Has dual 
£unction of -

- . •exclusivity of raw material 
collection and distribution in 
the country; 

exporting of wet-blue and 
crust leathers from Horogoro 
and Mwanza. (Moshi tannery 
handles its own exporting at 
this time.) 

. THS Ltd. has long experience 
in exporting and is handily 
located for dock and airport 
access. 
Fully onera:ional. 

Morogoro 

Dar es Salaam 

I 
I 
I 
I 

i 
I 
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LEATHER ESTTl-!ATED PRODtiCTIO~~ A..'\D USAGE, 
PRESE~T Ai.'ID FUTURE OUTLCOK, AVAILABILITY FOR EXPORT 

!!.AI units produce. or will be producing, leather .!!!!!., leather products. 

Currently, the Corporation's own direct marketing-to-export i3 ~onfined 

to part-processed and finished leather only - and will be for some nine 

uoni~sahead. The volume of leather for export, under present policies, 

may be only to the extent of availability after the demands of TLAI's 

o~"tl leather-using plants plus those of home-market, private sector 

manufacturers shall have been met. 

Excluding sole and other heavy leather (produced at Mwanza, 500 tons per 

annum, all used domestically), the total scheduled production of TLAI's 

three tanneries is some 32/33 million sq.ft.per annum1including splits. 

~ctual production, however, has long been running at some 40/45 per 

cent, at least, under schedule and seems certain so to continue for some 

time. Reasons appear many and various: natural and environmental, force 

majeure, raw material and chemical s~ortages, insufficient ciT inefficient 

management at general, technical and quality control levels, and for 

other reasons not readily identifiable. TI.AI HQ itsalf i.s grossly 

understaffed as to experienced leather trade executives and, as yet, has 

had li:tle cirr:e to impose re?otti:lg systens ~.;hich, i::te:-a.!.ia, :.-ould 

management to be pin-pointed and dealt with. 

As already recorded, a detailed internal audit questionnaire prepared by 

the writer at the commencement of this assignment in ~fay, and having as 

one of its objects more positive identification of production etc. 

problems, was still not completed at the end of che term of the assignment. 

The questicnnair~ appears as an appendix co this re?ort and its early 

~o:npletion :or use by the In~ernationa.l Taam Leader "f Project t:R! /i8/0 ! 0 

in detailed diagnosis has been p=oposed. 

The actual cu:rent le•1el of leather production i:i. !ac.z.lr-.ia may !'eascnably 

be esti.:iated a:: about 20 million sq.ft. per annum. Of t:1is .:ivailajility, 

soce 50 ?er cen: - 10 willion sq.ft. - is as::i~at:d to be t~ken u? by 

3or:a. Shoes plus Priv:.ta Sector shoemaken , sr~:ne 'o?pcrtuni:7' 9rcd; .. don 
· l · · .. . r h · . b iiine . . . _ . ,. oi: eac:.ar ~oous :>Y :.•JS i c~r.ner:: .1n"1 y s•;::e / s:zea.o~C! ;;-rl·:ate ~ector 

~-----· .. 
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T~us, prese~t ~X?ort avci~~~~lity is ~~~arently o: :he crd~r cf ten 

of in-plant traiDin~ factors and developaents. 

a) L~ather require=e~ts, ~hen in operaticn, of the leather product_factories 

now being built at llorogoro. _ 

b) Probable increase of leather requirement by Bora Shoes and 

Private Sector. 

c) Increased tannery output from improved productivity and quality 

via technical aid, increased and more reiiable raw materials 

supply, expectantly better collection, and lessening of 

present chemical etc. i::iportation difficulties. 

It is impossible to quantify the nett effect of above listed influences 

beyond calculating the apparent leather requirements of TI.AI t:actories now being 

built at Jloro~ro. Assuming that these units will by 1983/84 

run at full production (which is maybe optimistic), on the present 

proposed product :ix their esti~ateci neec will be of the order of eight 

million sq.ft. per annum. On further assumptions that by 1953/84: 

TI.AI tanneries will achieve 85 per cent 
capacity production 

Bora Shoe~ and P~ivate Sector footwear and 
.leathergoods will increase their leather 
usage by 20 per cent 
Plus 
AbOVc mentioned apparent requirement 

of the Morogoro units 
The apparent total domestic leather 
requirement• is 

= 27.50 m sq.ft. 

• 12.00 m Sq· ft. 

• 8.00 m sq. ft· 

• 20.00 m sq.ft. 

At the domestic requirement stage outlined above, there will thus apparently 

be a lessened annual availability of leather for export, possibly for a 

period of some years, of 7. 5 rr1 sq. ft. per annum compared with the pre SPn t 

10.0 m sq.ft. (27.50.million sq.ft.less 20.00 million sq.ft.for estimated 

domestiic us~ge). 

Provision for continuity of expo=t trade in part-processed and finished 

leather is strongly recommended as a highly desirable policy element in 

commerce with developed countries. 

_-_:_ .. l 
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!-tONITORING OF ALLOCATION 

l~piications of the disclosaa leathe~ availability situati~n onto TL.\I 

export !Il.arketing strategy and scope are obvious: 

Overall and sectional trading ~ill need to be continuously and 

closely monitored. Leather alloca~icn, coc:nitment and selling will 

have to be kept under day-to-day review: 

Consideration should therefore prudently be given to:-

a) aspects of commercial goodwill with leather export customers, 

agents and distributors; 

b) inves:ment and contractual involvements in export and distributional 

organization; 

c) strategic and political cor.siderations of maintaining security 

of tenure in, and access to, the leather-using markets of 

developed co~~tries. 

:racing, technological ir1:lue:-tcas 

feature at this time. Leather ~s~~a a~c av~ila~~licy f ~uctuations in 

Tanzania as above illustrated will predictably recur through other 

evolutionary_ and c::zclical influences eg: 

a) 

b) 

tt'ends in international leather and leather products tt'ade; 
! 

forward social and consumet' consumption development in Tanzar.ia 
I 

itself. 

Permanent surveillance and alertness to make pt'o~pt executive deci~ions 

to deal with such developmen~s and eventualities is a co~~etency charge 

on !LAI Dit'ectorate and f ~rther underscores ne~essity for efficient 

centralized control of prod~ctio~. marketing and distribution as recor..i:.encied 

in this Repcr:•per 

W' 
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APPENDIX la 

L~~TEER: EXPORT SE!..!..I~~G ~;D SHIPPI!\G; 

Qt::~XTITIES; ~!.;RY-I! OPI~IONS - PRODUCTS .~m Si:.R\'ICI~!G; ACCELE~.\TED 

PRODUCT A!ill PROFITABILITY TI-!?ROVE:·!E:-."T THRO'tiGH CO-OPERA'!'I'VE VENTURE 

StLLING &'ID SHIPPL'{G 

Selling 

Currently, there is no overall selling policy nor co-ordination of 

production and marketing. TLAI tanneries conduct their own export 

selling through individual marketing and distributional arrangements, 

which are often inte=-competitive. Headquarters TLAI is not yet organiaed 

nor managerially equipped to take initiative, nor to set u~ commercial 

contact, with customers and markets but is aware of its responsibilities 

in this regard. 

:aczania Hides an~ 5~i~s . --_,_ ...... for :·lor~gc:-o 

and N-wanza tanneries. TBS is ideally located in Dar-e~ Salaam and has 

long experience· in export dealings and shipping from its well-established 

trade in raw hides and skins over a period of years. This unit also 

acts as exclusive raw hides and skins dealer and supplier for the 

Government and as such to TUI tanneries. Raw material supplies are 

ferried from THS tc tanne=ies by road transport ~hich, except at present 

in the case of Hoshi tannery, brings back to THS export orders for 

shipment. 

:·~oshi does its o~m shippin5 via :anga basing its reasons for so doing 

mainly on historically better service, proximity to :hat port of outlet 

and thus cheaper transport3tion of goods thereto. On the other hand, 

THS, expert cus:o~ers and local authorities confirm that shipping in an<l 

out of !anga is fractional tc that of D~r~s-Salaam and that no~ sea 

frai;:ht:ing frot:l r~~.sa is hss reliable and result~ in delbery delays. 

It is reported t!1.1t r.ormally :.foshi tr<insport runs loadec! :o Tanga and 

___ .... 
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EX?ORT QUANTITIES 

Presently - and possibly until 1983/84 - IO m sq. f~ per annum 

1983/84 onwards 7. 5 m sq. ft .per annum. 

Availability of export leather supplies is discussed in detail elsewhere 

in this Appendix. 

I 

I , 
' 

-~---' 
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~Lo\P-KET OPI!\IONS - THE PRODUCT 

Finished leather - bovine 

A formidable combination of adverse natural, human, technical and production 

shortcomings contribute weightily to complaints of severe deficiencies 

in qualit.t: 

low quality raw materialj 

bad flay and curing; 

absence of technology to make acceptable leather from low-grade 
raw material; 

poor quality control. 

.. .· 
Recently, tanneries have had to contend with severe hindrance_fac~ors_.__~­

beyond their control to prevent or to deal with, in addition to the fol'IDer­

mentioned. 

Customers report that an unpredictable portion of supplies received can 

be good but that a very large pr=portion cf deliveries is very inferior -

c:s-;.:::ifo:-:11 in colou: over the piece and \-:ithin a parcel, also in s:...::is:ance 
,J • ~. • h 

an~ in :l.nls . Sele~:ion ?articularly is u::relia~le. 

Finished leather - ovine and caprine 

The basic raw material is substantially better than bovine and the part­

processed and finished leather from it generally is acceptable to good. 

Ho~ever, selection continues to be unrelia~le and finishing much below 

what could be achieved. 

?~rt-processed leathsr of all types 

Customers report this is much improved since Tanzania concentrated on, 

and expanded, this trade and when ~·!·.vanza and Horogoro tann~ries added 

their production to that of Moshi f.iirly •·~cently. However, several 

C'Js-;o:::i.ars interviewed col:lplained of irre~1.;larity in for:r:ula:ion from 

;...;.iivery :o delivery, in:!-:iequata tan:lage a.nd 1.mreliable selecticn. 
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~:arket opinions - sales sen·icing 

En~~iries over this area produced unanimous complaints: bad or non­

existent servicing, unacknowledged corresp(.•!'ld~:ice and orders, unreliable 

a~d failed deliveries, no apparent sales policy, absence or infrequency . 
of 'offer&'. Customers emphasized tnat they could place little reliability 

on Tanzania as d regular supplier under present conditions and that they 

look forward to considerable im?rovement when the new industrial organizational 

arrangements (i.e. TLAI) come into effectiv-; operation. 

In two cases, reportedly upon enquiry to be due to administrative failures 

or postal loss, there had been no progress report beyond acknowledgement 

of an initial order despite pressure by the customers concerned, but 

progress of later orders at a higher price. 

Product and profitabibility imorovements-possibilities from the market 

Whilst much of the customer criticism levelled at TLAI part-processed 

and finished stock stems from inefficient production and bad quality 

1 h . ~ . c/m-oducti.on 1 k t: h . 1 . , . 1 contra , t.e naJOr waSl ·tactor lS ac o~ t.e specia lsea tecnno ogy, 

sw.~c as has b~cn acquired over th.a years in ersc,.:hile :;.n=anian raw 

::aterial-using .:iarkets, to make good leather from le~.; g:-ade hides and 

skins. Ac~ess to ar-.d linking cf S'-'Ch ski 11 s to T:.....:..I ta:me::-ies is cl.early 

desirable and merits urgent, purposeful ibvestigation. 

Selective en~uirie~ made in course of the Project disclose readiness of 

some well established, resourceful European tanners to extend co-operation 

in respect of Tanzanian part-processed material by provision of finishing 

knowhow in exchange for reliability of supply. 

this disclosed possible solution to a pressing problem for the Tanzanian 

leather industry encouraged further research into possibilities of a 

refinement cf the tactic: from specially selective enquiries three 

European tanneries occepted in principle willingness to participate in a 

joint venture. The preposition is TLAI part-processeJ ~tock to be finished 

to highest pcssilile standard on 1.::-.:ation in key :near~ for sale by che 

.finisher-pa.rtnar at opti'.'.1um pric.as on a profic-s!:aring basis. The 

sharic; to be in ?IOparcion to the in~esc=enc input of each participating 

;artner. ?0tantially, Juch as arran;~menc. sat up on a pr~per legal 
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basis ar.d essentially conducted in a spirit of mutual co-operation and 

Eor:ich·ri.11, wnnld greatl_y incr.ease profitability of TLAI ?resent trade in 

part-processed stock, provide efficient and economic selling and sales 

servicing and materially cont=ibute to stability and continuity of 

business.- Access to TLAI of specialised technology would .:.lso be opened. 

1~e proposition is discussed in further detail elsewhere in this Report 

at Appendix 4 

·----· ., 
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APPE~IDIX lb 

LE.;.THER EXPORT: SO~·!E 

RELEVA!;"t STR..\TEGIC FACTORS; THE BASIC CASE 

FOR CENTRAL!.SATIOX OF HA.~KETI~G, SHIPPIXG A.\"'D PRODUCTIO~~ CO~TROL 

SOME STRATEGIC FACTORS Ai.~D ACTION POINTS 

nana 
Implicit in the foregoinJ the following summarizes key aspects: 

bearing influence upon a feasible export strategy in prevailing 

and mid-term circumstances; and 

for priority remedial and inceptional action by TLAI: 

1. Paramount importance of bringing Head Quarters TLAI.up to 

full, efficient management strength and iQposition of 

resolute practical direction. 

2. :·:eed of a ~;ell-de:ir'.ed, cc-ordbated and suitably p:.-opagated 

pacionai leather =a:.-ke:i~g a~ci ;=~~uctio~ ?clicy with 

special and anlightened attention given to supply availability 

selli~g ar.d sales servicing. 

3. Vital need for quality improvement, earliest possible 

technological advancement and available short cuts to its 

acquisition. 
.. .. 

4. A•1ailability of su?plies ovar related time scales. 

5. Present piece-meal :arketing, consequential disadvantages 

to selling and production control and to economic ~arketing 

operations. 

6. Pr~ssing need for cen:ralised export marketing, ~hipping 

and production c~ntrol with adequate ecaffing a~d macagenent. 

~----' 
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7. Advisability of maintaining an eA-port t~~de in part- and 

fully-finished leather with key markets over an extended 

mid-term. 

Io the above may be added, w-i.th equal emphasis but reflec:ing needs of 

the industry overall:-

8. General, technical and production managament training. 

9. Provision of all necessary infra-structural and extension 

services. 

Certain detailed consideration has been given to practical aspects and 

requirements of points 8 and 9 and these are reported separately at 

Findings and Observations, and Recommendations and Appendixes 1, ~ and 3, 

p. 5 et seq .. 

Action to improve quality is already scheduled: 

Ex?er: attention to this need is a major considera:ion ~~ :~e 

s:r-;.:c:~r~ng and pro,1isions of imminent Project t:RT/78/010. 

?ropcsals ?r2parec by S?ecial request by TLAI for a Leather 

Centre (and therefore unavoidably anticipating a section of 

Project URT/78/010) include full catering to quality control 

arid improvement needs - see Appendix 2. . ·-

Early access to needful advanced technology is readily available 

if researched opportunities are taken up. 

Equally important to future success and e>..-pan.sion of trade for the 

industry is consistently good sales servicing. It is advised that 

export marketing policies and decisions recognl•e that the trading 

attitudes be oriented to ma=ket needs - not the reverse. Policies must 

be directed to ensure provision of conditions of reliability and stability 

o! supply over the full extect of :he production scope of the industry 

at any given s:age. 
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It is consicered that the emergent nationai leather industry of Tanzania 

can best capi:sliae and develop its resources and potential through 

efficient centralized direction and progran:ming. It is for this reason 

that TLAI has been brought into being in line with official policy on 

industrial develop~ent of key indigenous resources. Viewed from the 

purely organizational and coimr~rcial standpoints there is compelling 

circumstancial and practical justification, and need, for centraliZed 

c~ntrol at this critical period when planning and programming have run 

far ahead of performance and achievement of necessary production standards. 

The operational units generally, for whatever reasons, are not functioning 

2fectively or efficiently in practically all respects. Domestic and 

imported raw and support materials are in short and/or sub-standard~ .. 

supply. The tanneries in both quantity and quality are producing at far 

below installed capacity. Shortly, new factories will be ready and 

expected to start production making heavy demands for leather whi~h will 

probably not be available in requisite type and volume and needing 

management, infrastructural and extension services which are not yet 

aciequately at har.d. 

Overall, :he situation calls for a period of consolidation - ir ~ot 

re~renchm~nt, a peri~d for the mending of internal fences, the provision 

cf lacking infrastructures and the filling of gaps in management at all 

levels. In _terms ~£ trading operations, if contracts are not to be 

broken, arbitration losses incurred and goodwill lost, realistic eppreciatior 

of the situation is called for,followed by rationaliration of selling activities 

and commitments to a scale within the realm ol possibili:ies. At the 

ti~e of wd ting this Report, :·Iwanza tannery is reported c:o have announced 

intentio:-i to default on very substantial ........ standing export contracts 

giving management troubles and chemical shortages as reason!::. 

In all respects, strong directio~ and handling is overduly called for 

and can ~est be applieJ through ~ssu~ption by Head Quarters, TLAI of 

r~sponsibility for k~y policies and operations via adequate central 
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manage~ent. It must be recorded that the gravity of the overall situation 

does not yet appear to have been appreciated-possibly due to over­

involvei=ent on the part of General !·~anage!ilent with ci.'.!y-to-day minutiae 

and shortage of other management scaff to pick up delegated duties. The 

one TLAI.~ell-experiencetl leather trade management member is grossly 

overworked to the point of limit of his endurance. 

Relating points made in the foregoing to che specific case of export 

operations, justification of the strong recommendation from this Project 

for centralization is summed up: 

In the special, singular circumstances of the Tanzanian leather industry 

at this time, centralization of export marketing, order progression, 

stock and production control is necessary in order that there is facility 

for the industry to trade objectively relative to its ability to supply 

or its need for orders at any time. Selling and production require to 

be programmed and disciplined to availability and necessity. The fact 

is, under present circumstances of unreliable raw material supply and 

chemicals et~~ availability, of erratic and under-production, leather 

.- - ' -· _._ . "•' - ·····-) ~ ~ .... ~ .: ...... 
~-.:..... '- .. -

opera:icn, ~or reliable ccntinui~y cf sc?p:y, ~or e=fic:~~c deliveries, 

nor good customer servicing. Inability to offer a ~table selection 

pattern over volume ranges of products prevents optimum sales return. - -
Existence of three independently-operating sales operations cannot make 

for economic selling of the comparatively restricted production av:ailable. 

Administration faults and shortcomings in dealing with orders and/customer 

correspondence appear to go unr.oticed and are therefore largely uhchecken. 

Although said to exist, effective inter-tannery co-operation - e.g., to 

ease frustrated order situations, is negatived because of absence of 

central systematiiation and inter-tannery production control and planning. 
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\.ontraversely, introduction of measures ~hereby selling is condutted on 

the basis of a known stock and 'in work' situation will provide conditions 

required for the industry to beco=e established as a stable supplier 

i~s?iring customer confidence and ~eritir.g ~ontinuity of business at 

optimum prices. By thus measuring up to a quite fundamental standard of 

international business, inception by TI.AI of efficient control of raw 

material supply, production control, back-up stockholding and punctilious 

order progr~ssion also provides the industry with a ready flexibility to 

adapt itself, wholly and sectionally, to market changes and developments -

an invaluable trading asset. 

_.- --



- 43 -

APPEXDLX le 

GE?::"P.Al.ISATION OF EXPORT :-:.~J(ET!NG AND 

SF.I?PING: ORG.~-irZATIONA!.. AND PREPARATlONAL cm~SIDEP-'\IIOl'S 

Adequate basic organiZaLional and back-Jp machinery and extension services 

will be required: various check-list points, physical and practical 

considerations are given below for purposes of illustration. These 

notes do not pretend to be ~thaustive but set out to show, as a guide to 

TLAI, depth of detailed planning, preparation and effort involved in 

completing the recoI!!l:lended development effectively. 

MARKETING AND SALES REQUIREMENTS 

1. Inception of an organi~ation to cover chose:1 key u:ark.ets, custcmer 

c~ntact and servici~g, re:22rch a:1d developne:1t, infor=~:ion and feed-

back. 

2. Consideration and policy decision regarding type of overseas representation 

i;e.direct sales, via Distributor or Agent, foreign partner or other. 

The choice may be expected to be different from market to market to suit 

researched local clLaracteriscics. / 

I 
I 

I 

3. Recruitment, or re-location fro~ TLAI units, of required person~el; 

preparation of Distributors' etc. Contracts and Terms of Business; 

research into and ap~oint::nent of Distributors etc. 

4. Calculation of D-Dayi·•· the vesting date for Centralization. 

Survey and r.aticnaliZation of the ?re D-Day ord~r~ stock, production and 

oucstanding deliv~ry zi:ua:ion icvolvin3: 

Collation and analysis of ~11 outs:a~ding orders at e~ch t~nne=y, 
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orders i.n transit or ready for shi~ment; 

finished stock allocated; stock 'in work'; 

tannez.y production scheduled up to D-Day; 

appropriate order and delivery advices to customers. 

S. Readying-up the Exporting Centre (THS) for assumption of respon~ibility 

of export stock-holding and order-filling after the pre-D-Day order book 

situation has been cleared. (See "Shipping Centre Requirements"). 

6. Issue of a full announcement to all customers, directly and via 

press releases to world leather trade press. The new organizational 

arrangements should be explained and notice given tha~ all future correspondence, 

orders, etc. should be sent to TLAI Marketing and Shipping Centre in Dar­

e9-Salaam as and from a date to be set at a calculated period in advance 

of D-Day. As an important aspect of public relations and trade goodwill, 

mention should be included of any export-market-known Tanzanian p~rsonalities 

•ho figure in the new set-up. 

., 
' . _ .. ,...--~!: . .,C' 

_;:,_...;_1io-. ..... -~ 

sys:.::::a::i.zation co·:erl.:ig -=g:-

:an.~ery r1w stock deliveries 

Tannery production schedules 

In-store and in-work stock cor.trol; stock che=ks 

Stock on offer; stock ready for despatch 

Production costs; selling prices and structures 

Orders in 1.and and outstanding 

Order progression and advices to customers 

Payt:ents in and outstanding 

Payment methods and invoicing 

Indi~1idcal customer records 

Historic, current and fon.-ard trading situations 

Sitaep printouts and periodic reports 

Inter-depart:::ental liaison and foLlo~~-up ?roced~res 

- a~d such ether cc=erci~l info:-raat:ion necessary for sales, . . proc:.lcti.on 

a:id :.Jat:erial~ ?rocura!!ler.: ?r~;r.a..-::ninz, sales ;:>erfo:--=ar.ce records ~nd cor;;,aris.Jri.s, 

r~la::.v.~ financial it".fOrT.<ltion a::'l~ re~~:~ cs - all aime:ci to en.ible ezport 

se:li~; to be an a rel:.abt~ ~nu realis~ic 'ab!e co deliver' hasis. 

~ . .,, 
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At the ti..::le of the ending of '.:he Project now reported upon, TLAI is most 

deii~itely not staffed adequately to plan and carry out th~ detniled 

i=?lementation of the centralitation which is deemed essential. Tl.AI 

management expresses doubt that the problem can be partly met by re­

location of senior personnel from the operational units and will have to 

be satisfied via recruitment which is now in progress. In any case, it 

may be more practical and economical of force if the auditing of p_re-D­

Day order and production situations at the tanneries were to be carried 

out on a tannery-by-tannery basis using a specially briefed and purpose­

trained mobile task force. Thoroughness and accuracy is far more important 

than speed of completion in this operation. 

SHIPPING CENTRE REQUIREMENTS 

I. Re-organization and re-alloca:ion of godown space in readiness for 

~~-port stock hulding, grading an~ selec:ion of both parc-p=ocessed and 

::inishec stock.. Provision of adequace facilities for s ~cd: 'picking', 

p~cking and despatch. Assessment, procura;.nent, installation of racking, 

stock 'horses', pallets, forklifts .lnci ::..::;:.::'..-.~= :::.::~ ::.a.:: . .;~=i:-1g equipment 

(could largely be satisfied by transfer from the tanneries.) 

2. Assessment cf extra work load and compare with present management and 

operatives capacity to handle. Recruit and/or re-train as necessary. 

li!· Very spe~ial attention must be given to appointment of sorters and 

, graders who ~ust be as capable and experienced as it is possible to 

find. Allowance should also be made for specialized training in this 

area for continuity ~n this highly specialized and critical process. 

3. Liaison with Marketing section rcearding bulk of stock to be handled 

in readiness for D-Day both as regards 'ready for shipment' and back-up. 

4. As;.::.s.l pad:ir:.g and pacr~~gfr.g reG,'.~i.re:ni;:itS and cov~r for at least three 

:lon:hs. 
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6. ~onsider and cover stock-storage safeguards and security. Institute 

appropriate reciprocating systems for o~erational liaison ~ith Sales, 

Order Progression and Production Control sections. 

NB. Most of the indicated physical and locational requirements are already 

met. Major areas for :immediate preparational attention are appointment 

of key personnel and institution of well-analysed systematisation. 

7. TLAI Directorate will need to give understanding consideration to 

aspects of esprit de corps, unit-wise and collectively, to facilitate 

smooth implementation. 

8. TLAI Personnel Management will need to give purposeful thought to re­

location, re-training and re-motivation of key personnel - particularly 

sales staff and graders. 

9. Systems analysis, revision and programming for the changeover to 

centralized from disper5ed control call for special~ed treatment which 

~ay ha•:e to be hi.rad in. Pr~babilit7 of EDP cor:.trcl at a net t:.oo di.scant 

stage should be borne in ~ind in t\is connection. 

F!~Ai.~CIAL cmr:ROL, INTER..~AL SETTLE·rE~iTS CONSIDERATIONS 

' j 
i 

I. Financial ccntrol systems are required to ensure ?ro~e= credit to 

canneries for deliveries made. 

.., .... ?revision for conducting arbitra:i~n on cirading diifarences and 

ralateJ credi~/d~bit adjustments. 

3. Decision a.s !:o whether TL\I ~!arketi.ng and s:1ippi.r!g Centre buys on 
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l. As will be obvicus, the foregoing notas concern themselves only 

with part-processed and finished leather for export. In a cccparatively 

short ti.Ile, considerable quantities of footwear and other leather products 

will become available for export. For the first year or two of this new 

production, its marketing LS contracted out to a foreign ag~nt ~hose 

contract may, or may net, be renewed. It would be prudent ~for TLAI 

to consider whether the physical ex2orting of ne~ production, i.e. 

freighting and shippingJ during duration of the contract, snould be left 

as a responsibility of the contracting agent or conducted via 'r.i...AI -­

Export Shipping Centre ('rd.S). !f the latter-space, staff, cost and 

charging aspects arise - all of which should be prospected in antici~acicn 
materlaJ. 

and readiness. :urthe~, !LAI has intention to institute central/buying 

considered as the latter should sensibly become the Import 

also. 

Centre 

------ -----------------------------
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T.-U.~ZANL\ LEATHER A...'ID LEATHER ~RODUCTS TIIDUS~R!ES 

NATIONAL CENTRE FOR RESEARCH .U.'D TRAINING 

APPE~'!D!X Z 

(NB: These notes were prepared in this form, by special request, for 

Ministerial guidance and use). 

TLAI Corporation has been formed to co-ordinate, develop and expand 

Tanzania's Leather_and leather products industries. Discharge of this 

great responsibility involves maximising the national resource of bides and 

skins, the production potential of the tanneries, factories and agencies which 

make up its operational units - Morogoro (the whole Complex), Moshi ar.d 

~~Janza Tanneries, Bora Shoes an~ Tanzania Hides and Skins and the-.successful· 

marketing of all the products .~erefrom. 

'I:he !!..AI "1m:brella" will co•1er all aspects of leather and leather industrial 

to export and domestic markets. 

ht this comparatively embryonic stage of its development, the industry mu~t 

consider that each and every stage of e.:tpansionist aspect qualifies for 

priority treac:ment. Howe·;er, for a number 0£ reasons an important! one of 
I 

which is logistical - some prioricies are even more pressing thaniothe::s. 

Cri:::ical a~ongs t these is c.ne need for for:dam~ntal indu;;~rial in.frast:-1.1r: ture 

a~d services particularly in regard co back-up technical ser-1ices a~d ~:ainir.g. 

tt\e 
?.eco;niiing chis,/Govern:ient has d~::i.ded to cr~ate a Leather Centre,t:he funct:ion 

of which ~ill be to fill t~e abave-stated need. Establisrcent of cha Leather 

C.a::tre is docu.:tented as a second p~~.;.se aUl of L~mp ?rojacc ::.:i.T/73/0lO/A/01/37 

;c~a~ulad fo~ i~ce~cion in 1980 for ~ duracio~ ~f cwo y~~~s. :~e Projec: 

---~ 
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the 
Th~ purpose of these notes is to outline/scope of the functions the Centre 

should eventually asstme, and to suggest a staffing cadre so that "head 

hunting" and recrui~ent tnay be started i;::i;;.adiatelj for senior and key posts. 

Testing, trial, laboratory and other scientific equipment plus classroom 

and teaching bo.Jks and aids will be needed to adequate scale: tnIDP project 

as above referenced includes some provision for these items and these notes 

will also form a basis from which further and detailed consideration of such 

needs may be given. TI.AI has been provided by the writer with a catalogue 

of trial, testing and other equipment available from SATBA (Shoe and Allied 

Trades Research Association), Kettering, Northants, UK, and with an 

introduction to SATRA's Director to whom the writer has also written asking 

for all possible assistance to be made available to TI.AI. .. .. 

LEATHER CENT!U: - ACTIVITIES A..'lD SERVICES 

and instruction at all levels including: operative, instructional, 

technical, technological, management and ancillary staff, and also arranging 

and organisin~ overseas training for selected personnel. 

?rovision of education and developme~t of demonstration aid3 a~d equipment 

for improvements in primary hide and skin treatments and care: slF-ughter, 

flay, curing, collection and storage. 

L~a::her Production, FootT..rear Produc:ion, L.aather Goods ?roc!uction - Senicr 

kr.a:;Q,::ie:it Refr~sh..:r and Up-datin6 S·~i:i.ars; Dep~rtJ1ental ar:c! Procees 

Jl..naga~ent Traini~g and Up-dating Courses; Teachar/Instructur T::-~ining f~r 

~-ho~ae Cour~os for green la~our, sa~i-skillad and s~illarl o~era:ive5; 
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Suitable technical training 

prepared and published for !I.Al use and for sale to outside firms and 

organizations as need and opportunity arises. 

Design Service - to include pattern-making and grading; Design instruction 

and training; Liaison with design-influencing organisations and agencies -

probably through the Liaison Officer, aa per para 6 below. 

2. RESEARCH 

?ure and Applied Research will be provided. 

Zvaluation, adaptation and installation of production, technical and qualiti 
control methods - provision of related inst=uctions to Education and 

Training Section of the Centre fer ?ropagation. 

. . 
~r.~~ .. :ta:r!..:t·~. 

Research. into and development of new products and processes for benefit 

of the industry. This to include pilot and test runs on home-produced and 

competitive, standard and new "lines". 

Research into availabilitj• and ada.ptabili.ty of indigenous raw t:at2 :-Llls 

and che.-nicals for usage by the national industry and possible export e.g. 

·:he::nicals, tannil:".g :n.?.terials. 

?nfitable or i.:lp:;rt-cost-sd.ving Ja7elc?:ta.ri1:/usage/re-c7:J ing oi waste 

snd by-prcduci:s: ~lues, g::a:ines, h.air for felti:ig and i:i.~ulation, ~;ool 

:or clocning and lanoii:"te .::i;traci:ion, nitrt?ger.0u~ anb:al ::Jed ?rodu::cs, 

~~r:~a ash, g~anul~ carbon, i~sul!tion ~card, Le~:her :i~re ~card ecc. 
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3. HATERIALS TESTING 

Establishment of required technical and quality standards for TUI prcducts, 

regular ~onitoring of same in and through production by physical and 

checical tests and analysis, reporting to conc2rned production unit and to 

!LAI as necessary to ensure attainment and maintenance of required stsndards. 

4. .ERGONOMICS 

Has the vital function of ensuring maAi.mum efficiency and profitability of 

all enterprises and will thus be active over all units and the Centre itself. 

Will examine all energy and environmental aspects and problems. Will 

monitor work of all Centre staff and take part in training ~y lectures 

related to its function. 

Will institute and mai~tain on-going review of manag~nt antl ?roduction 

p~rformances, methods and techniques, making recotm:andations as necessary. 

produc:ivity, profitability, cost effectiveness; will identify and 

eliminate bottlenecks and capacity under-utilization; will compare, 

in,rescigate and raise to uniform optimum levels acb.ie·.rement of production 

schedules and punctual .fulfillment of orders; will carry out work study, 

devise and apply incenti•1e schemes. Will institute on-going revieY of stock 

and cost control and costing methods and re.com::iend efficient ha~d~ing and 

economy of force :easures ganerally. Hill cond1.ict feasibility in.vestigc.cions 
' into ,incill.iry industrial di:avelopmenc: last making, clicking knife 

=.l'.-:ing, components and accessories manu!"ac:;.:ce. ~·."ill i::.sd.tcte, possi;,1:-· 

•1ia Lib~ary - aa per para 5 belo"-a leather ind-..iscry statis:ical a~d data 

oan~: 

:) 
c) 

.:,..,.,.. _ ..... ·-

""'\ .- .- : ... : .... ~ '."' -,.: ""' - . -- .Q.. ~ .. Al_ ·-~ .- ......... 
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S. TECHNICAL, TRADE AJID RL"t"ERL'lCE LIBRARY 

Institute, keep updated and catalogued, a library of technical and trade 

publications and data; preparation of manuals and instruction pamphlets, 

tech...~ical news letters, bulletins. Publication of extracts of technical 

importance and interest for dissemination within TLAI e.g. details of new 

processes, directory of suppliers, international and national items of 

trade news, register of overseas trade organiations and key personnel for 

collaborative contact from time to tilne, dates of trade fairs and other 

events, preparation of press releases using source material such as: 

Scientific journals e.g. JALCA, Technical journals e.g. "LEATHER"; 

Chemical engineering journals and te-~t books; catalogues and other literature 

from e.g. BASF, BAYER, HOECHST, EARNSHAW, S~'IDOZ, CHEMIC • .U., CIBA-GEIGY; 

Fashion style and design journals e.g. "Ars Sutoria", "Mipel", "Wear" 

and "Vogue". 

In general to build up all the background information required for a leather 

and leather products industries' enquiry, advisory and intelligence service 

from ~orld wide sources. Additionally, to insti~ute and maintain liaison 

~l:~ sup?liers and ocher tra~e bodies and organizacions so as co be ab1e 

products and dev~lopraents, :ount trials and demonscraticns ~nd stage the 

various training facilities on offer by them. 

I 
I 

6. LIAISON I 

P:lbli.c :-elati;jns, organi re.cic:i. of axhibitions and deI:i..:c1s~.r;;.::'ions, organi :.a 

atter:da~ce at :rade fairs, assist ~;ic:i liaison with f~rai3:i ~ra....:.~ bcdi.as 

a~d other industries, observe and in:erpret fashi~n and s:yle trends. 

;,;ill pNbably be an adju~ct i:o t~e Library s~c den btJC will h~va. cwn 

1 
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7 • ADNINISTRA!lON ~D ACCOUNT ING 

Provisi•.Jn of Bursar cum Company Secreta.cy range of services for administration 

of all d~y-to-day functions: financial and accountancy control, pay 

records, staff recruiting antl welfare, secretarial services; all book­

keeping and records systems, financial reports; maintenance and security cf 

establishment, equipment and plant inventory; cash advances and receipts in 

relation to e.g. students going overseas for instruction, research teams 

visting production units; pa}'l!lents for co~rses from outside persons and 

organi.lations, sale of research and training etc aids and material. 

__ - _,,,, 
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APPE:m L'{ 2a 

~OTES o:~ PROPOSED LEAT'H.Z.'..\. CE~\TRE SSCTIO::-:AL ORGA~:IZ..\TON 

I. EDUCATION A.."ID TRA~DiG SECTION 

W~ll consi~c of four sub-sections operating under supervision of Head of 

Section: 

a) hide and skin improvement with considerable emphasis on field 

work; 
b) leather production desirably sharing a small experimental tannery 

with r~~earch section; 

c) foot~ear production using a small footwear making unit; 

d) leather goods production using small making units~for leather 

goods, clothing and gloves etc. 

The training units above may also be used by R~s~a:-ch S-:!cdon for ?ilot 

unit. 

2. 

T 'i 1 ~ ··-·. 

facility 

RESEA.RC:"i SECTION 

~onsist of two scb-secc.ions operating ur:d.er su?er1isicn of Hesd 0£ 

a) pure rese.,r::h. - i::westigativ; work i.:Lt.;:> indiger.cus -::-asou-::-ces; 

develo?Llen!:. of neu ~:iroduc!:.s, p:-oc.:ssas, etc; 

b) applia(i r.e3earc:l - for 11 ::'.'::u:·,la s:-i.ocd.r.i' at th.~ ::irccu;;:ion un:..ts; 

' 



3. ~L.\TERL;\LS TESTI2·!G SECTION 

.Will test all products by:· 

chemical analysis; 

physical testing. 
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~:ill draw '.!P specifications and guidelines. 

Will advise on materials, quality control, tolerance limits etc. 

This section will require a chemical laboratory and an air-conditioned 

room for the physical testing. .. .. 

4. ERGONOMICS SECTIONS 

A vi:al operational section - functions out:.in~d b r.or:.:s on ACT!VITIZS 

;_:~:; S:RVICES. 

5. LIBRARY AlID STATISTICAL RECORDS SECTION 

An essential ser·1icing and back-up section - functions ouc:lfo.ed in notes 

on AGT!VlTIES ~m SERVICES. 

iJ. LI.l.lSC~; SECTIO:·r 

.., . 
:. :co;:-115 

.... .... ... ,~ ... - , 
.,, - J ' ... - - .... ~ - -

. . . 
:..1 :·.~~ :--·::.:-l • 
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7. AD~!INISTRATION AND ACCOCNT~G SECTION 

In addition to its professional services, to provide support staff and 

domestic services: typographical, clerical, communications - telephonic, 

mail etc., security, canteen, welfare, cleaning, transport ••• in line 

with needs of the establishment. 

:. --
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r::rEa~;c'.L Al'DIT - A BASIS FOR TI!CEPTION 

OF A DATA BANK FOR CE~.:!RAL RECO~JJS 1 REPORT~G A.i.'>1> C0~1TROL 

To exercise enlightened control and exec~tive .management of the industry, 

TL\I requires continuous management information so that individual and 

collective positions of operations and trading are readily available. 

At the com:nencement of this project an internal audit of operations was 

called for so that assessment could be made of th.e health of each unit: 

a) fer guidance in determining need and locations for re?::edial 

and support action; and 

b) to be the basis of a data bank from which recording and reporting 

sysce!l!s could be built up. 

the 

'!'L\I e:~acutive stat: shortage and gross o·;e:-·.;or~" 
1 • 

~ca:.: 

at TLAI HQ "'1ith the e:cperier.cg necessary f.or th.e job. 

!nf ormation requir~d :or the audit has no~ been e.:~o~ndad i~to a questionnaire 

schedule and is L•c:uded in thi3 A.ppendb. A recoc:~=-.dati.m :.s i:::z:.de for 

early cc!::!pl.etion of ~he audit, its a:::alysis, use for i:-,dicat:fr;; t:::ouble 

:;:tootin~ a~eas and i:iception cf manage.ment: i:;for.=ai:io!.". rac·~ris -c:o be 

!!':~·· --. 
"' . .. . .. .. . .. . .. .. . . . . . . :: ·.: =: ... ~~<;!n:: -'-~l.i>.J r=-a ~:.....: n .t.1.Jr p1r: :..::~;::~ ;l. J :1 c r c:a.a 1.;~ :.a. :: ~::=':. ~.;~ ~ ..l e ~~~a~::: ·.:..~n .J; 

. . . 
~==~~ ~~ca~~a~en La:~r. 
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S::GGESI'::'.'!) SCEDC'!.::'. FO!t Th'T~~:.\L Al1J!T OF TL\I OPE:t.\'i'IOXA.!. UNITS 

SECTION I" 

I • Emoloj7!ilent 

Total number of ~orkers (full-tine). 

·a)- Working proprietors, administration, technical and other staff 

working Direccors including ~.ranaging Director 

Administration 

Technical 

Directors 

- Directors 

Heads oi Departments 

Other staff 

b) Seasonal or casual vorkers (man-days used - 250). 

c) !s labcur in gocd s~?ply, easily c~ai~~cla? 

e) What trai~ing do you give? 

2. Wages 

Direc~ wages C=ange a~d averag~) - P~r Day. 

a) S~il!~d workers: 

b) Gns~ill3d ~orkers: 

As re:·c;?:1t:a~e 

at ~ir~:\: --::.?.~ :·..:tc.l 



SFCTto:'; IT 

3. Expenditure 

Especially separate: 

Material costs 

Imported materials 

Labour costs 

Other macerials 

Interest 

. Other charges: 

Medical 

Labour welfare 

Refreshment 

Other (specify) 
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P~r .,,ear 

SECTION III - CAPACITY UTILIZATION ,~ID SCALE ECONCMICS :. 

4. Is the factory desig~ed for one, t~o or three shift operations? 

5. a) ~hat percentage of i~;:alled capaci:y ~as ~c:~zll; u:iliZed Ln :~e 

. - • r­
-~~ .... 

.. ..~la': ?erc:nc:a;e ci instal.l~d capacl.t:y -:;as acc~a..:.ly u::iii:aed. :::1.is ... ) . 
year to date - say January l, 1979 t~ April 30, 19i9? 

6. What •·rere the principal reason.; for ur.utilised ca.i(aci ty. Please 

incl~de reasons relacing co equi~~ent f ai~ure or inade~uacy and 04~side 

: ac tTrs e.g. of ficL3.l :-::st=i.: tionsr 

~ - - • ? 
·-t.;·.1 •- • 

1 

.. .. 



, ~ 
I 

l_ 

r -

\ .. 

... _. 

'• 
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SECTimi IV - QUALITY CONTROL 

3. Do you have for:'aally written q_uality standards for yocr products? 

9. If yes, are these based on foreign or dc!I!.escic specifications? 

IO.a What percentage of output passed quality tests on first inspection? 

b What percentage of output delivered has been complained of, returned 

or put to arbitration on quality and selection grounds? 

c How much, if any, sub-standard or unsaleable stock do you currently 

h.old? 

d What is your normal grading pattern expressed by percentage of 

1st, 2nd, 3rd, 4th and 5th and reject grades? 

- Bovine, Ovine, Caprine 

... ,. 

I l. S!."'-Llrlari:e qualicy con~rol ~ethods emplo7ed and s~ate availability 

of :-.:-ai::.ed quali:y control .i::aff, ease or C.i.ffi.cu~:y o: recrui.:=cr-.c:. 

percentage of total cost of production? 

13. "4'hat was the cost of :::natarials and labour wazted l.:1 rejected pro1ucts? 

i4. t·:1".ac wa.z the cost of wa;as oi quality control sea.ff, e.x~Hessed as a 

?erc~ntage of the total wage bill? 
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1 o. ?!.ease ?roYide details of ~'our cust~=ters: 

:i..) n.u:es and addresses, type of busi~ess (shoe manufacturer etc~ 

b) co~:act (buyer etc~ 

c) SUiilmary of business done annually over the past three years 

quality 

value 

type of product purchased 

total n~tt sales 

d) method: of payment and creditworthiness 

e) general remarks (relationships, how and ~hen in contact) 

£) present situation of orders on hand and expected delivery 

dates. 

17. Is there a desi~;.1ated staff :a!!:.ber with responsibility for e;qlcrt 

sales? 

i8. If not, what percentage of the working t~..me of yo~r marketing staff .. •. 
is C:2vcted to e·;?ort sales? 

19. :Jhat percentabe of your :o ;:al ·.;aluc .:.£ ~ales was experted 

-. ,, 

in the last ewe years - or nearest accounting ;~ricd? 

. ,...._ : .... · ... ..... _._ ... : ... ot1-.· 
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22. r: ~n.:r,:n, .-h~ are you:!:' .r.ain competi.::o::s in ~port m.a:r~ets? 

:.3. ~.:-r:at pe:::c~uta3e of the .;:_x-factory v~lue of yc.ir e."\."'POrt s<lles 

is absorb~d by i.~ported co~ponents and materials? 

24. Do you export directly or through agen~s or I..!lporter 

wholesalers? 

25. If through agents, ~hat coII:tission do you pay? 

26. Do you have any foreign collaboration for the export of your 

products? 

27. Do you have a for.nal export sa!:es plan? If yes, please 

indicate what percentage of output you intend to export in 

each of the next three years? 

28. Do you have a rigid or flexible method of payment policy? 

:9. Jo ~~y of t~e factors beiow hinte:: your ability to e~?orc?: 

:-:::,;:.:. costs or availability difficulties of domestically 

produced ir.put. 

Lack of markets and/or market infol:l:iation 

Difficulty in obtaining credit 

?rice er ser~icir.g c~us~s 

l 
I 
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,...,_,..f'f'"T"1''" 1'1TT - '•A'.~A,..~r.:-"•"r .:.-"'"' ........ ...., .. , ,, -- ___ ...... ~--··-

An aucit of e:::isting aa~age:nc~~ ~as called for as part of :he Internal 

Audit as ·a whole. Requirements '°:ere explabed in detail to the then 

responsible e:<ecutive holding the appoint~ent of Personnel Officer. 

Perhaps untrained for his then position and because of cotI:IIl.unication 

shortcomings and personal un=est within the organi aticn - nil infurmation 

was provided except in the case of Mwanza tannery. It thus remains to 

record that the Project ~ow reported upon is unable to present a precise 

picture of the current management structure at TLAI operational units as 

to qu~lifications and suitability of incucbents, extent of over- or 

under-strength and record of service or performance. The need remains. 
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.: • .??E~""D I:\ 4 

Ccnsideratio~ of :he now apparent conditions and f actcrs in the industry 

enabled the survey of marketing possibilities in Europe to be objectively 

beaI:led. Fesults are as follows: 

1. Part-processed leather - enhanced sale, profitability and 

access to higher technology: 

This may be quite quickly achieved through joint enterprise 

with selected tanner-finishers. A suitable potential partner_ 

was identified in France and approacheq witb: the proposition 

(previously discussed and agreed with General Ma:i.ager, TL~l) 

Briefly, the experi~ent proposed is on the basis of juint 

investl:lent and profit sharing in proportion i:o the inves:.ment 

of each participant: 

TL.AI ~o invest part-?roce$Seci stock and cif cos:s to pert 

of entry, the t~nner-fi~ishe1 to inves..t finishing costs and 

£kills, costs of stcr~ge and sales. 

A?ilrt ~ro.i:: the·t··=..:'ing prcfit earned, ac!c!itional b<::ne.fi::s acc::'ue 

to each ?art,1.ar u follow: 

71.; ::. .• ':.! l'rc.7c:.-t:.o:--:.:::.l 

-· ...:,._ .... ~ C; •.' .............. . -.... ;.... -·.:.. 

- -.- - ...... ·- .. ~. 
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To 

Inc us t:rfa l 
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Ba:::e~ sales servicing 

Safeguard a;~inst p~otec~ioni5: measures 

Continuity of supply in existing, and probably 

on-going, conditions of procurement difficulty. 

Reduced invesc:ient costs 

Saving on lioing and tanning costs 

Elitlination of major effluent costs and problems 

Eventual saving on finishing costs through 

contracting back to TLAI tanneries production 

of basic colour leathers having i.::lparted 

the technology for higlier quality finishing 

as part of the deal. 

~l :hot:gh :?:-ice .:onscious, 

.:.::-:<:, -~:.. :-- ~::.:..:.·.::; :_;; -=.:.:::::;· ·;iJ. the substantial agents a;::i i:::por:er­

~•holesalers who handle the vast majority 0£ distributfo;-. and sales. 

A situatiQn of under-supply exists and is likely to continue. 

The product is sim?ie to ~ake, uses low grade leither, has very 

limited sizi:ig and styl~ r:qui~e'!r.e;.·, ts and is 1-~i~hly suitable 

High vol...::e purchasers have be~n identified in l:IC, franc.;, Germ.any 

and !taly and a~e p=e:iared to .for~ish samplei::, specificr..tion and 

prices. Early foll0~-up accicn called for: 
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,-.,!..., .:-_.;_ -----·· 
Pros?ect =an~:actu=in; pcssi~ilities a:::.~ng existing leather 

goods :ac~fact~ring wor~shop . . 
un::..:s a::.G 

Ta~zania. 

Est::clish p:-.;::;ant and projected supply of SI'lits 

!LAI has been furnished with details of contacts in Europe. 

3. Protective clothing and safety equipment, military and public 

sarvices equipment - This is a high volume, quick turnover field 

co~prising oainly simple design, easy-to-make items. It is 

specialiied as to specification and perfon:iance standards. Once 

these latter have been reached, good and continuous trace may be 

expect~d. Because of specification requirements and the level 

of contact necessary, entry into this market is far best achieved 

in collaboratfon with overseas manufacturers established in the 

field. A suitable UK fi!"I:l has been contacted and is prepared to 

co-operate ~itll s.,:.::ples and advi=e ·on r-:-cd'-lcts 2::d to evaluate 

pilot run sai:i.?le: . . . 
st:.;:::ii.::eu 1Jack. 

..-.. : ,: .: ... : -,. ~--:- ' T ...,. _____ ,;..__ 

·4. Wor~an's ~ools etc.. bags anc ·:.cl~alls - :·;ot SC de=!anding in 

specific?tion as ~hose ~et~:led above, these itc=s have several 

o: the sa:::e cb~ractaristics, and are usually in the product 

ranges of ?rctective and safety etcp equipment ~anufacturers. 

Moreover~ for price reasons, they are acce?table in lower grade 

leatl-L~r ?rovidin; =usged e:"!ou;:.. Tne firm inciic:::2d abcNe at 

-3.-., is .:.lso a !:Cod ccn::act for co-o?eracive .:;r:.cry intc this 

r;.a !"1:.e t . 

• 
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Suitable :-.~er.ts, importer-wholesalers a:-:d customers were identified 

;.ustria w-h.:nce ur:.iq..ie t:;: __ ing co::::.acts •..;ith Hung~ry and Yugoslavia 

a-:e ~vailable. Samples ~ave been requested cind the prospects 

opened no\~ call for follc~-:-up. 

Copy correspondence relating to all the above mentioned opportunities 

h<ls been e.:qilained and passed over to TUI for action. 

6. Exotic leathers - Due to restriction and controls properly 

imposed by the Conv;nticn on Int~rnational Trade in Endangered 

Species of Wild Flora and Fauna and the International Union for 

the Conservation of Nature, demand for these leathers is great 

~nd frustrated as to supply. Some countries and game species 

are net debarr~d by the Convention and offer good opportunity 

for trace at pretiium prices. 

Tl.AI has already acted on advice proffered in this connection. 
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i~.?PE~·.:D :C·: S 

_C_,;_:_I.r._'._I_::-_.1._:_H__,~""-SRS. ~: .. ;L:1..~CCE!:~E. ST;ES m L-'...-o._IES 

l. !~wanza Tannery Ltd 

~-ianaging Agents and ~tanagerial, Technical and Financial Consultants to 

:·!t:anza tannery fa! three yaars frOI:l 1 Janua.ry 1977. Cont=actual responsibilities 

are to '~anage, run and conduct the tannery and business in all operational 

esp~cts, to advise on and organize training of Tanzanian technicia~s, 

operatin~ a~d managing personnel in Tanzdnia ar.d abroad.' Remuneration 

is on a fee, sh~re 0£ profits and reil:nburse=ent of certain costs basis. 
I 

~!wanza production c~pacity is 7. 5/8. 0 million ~q. ft. of bovine leather 

(about 25 per cent 0£ !L).l's total} plus 500 tpnnes of sole and other 

heavy leather per annum. 

"' .• ~. - - ~- - 1:' ........ -
.:.:.:::..:..::: . ..: .. v J ... · ... ..;; 

Consul t:a:.ts to !·1oro&oro Shoe Corr.pany for three years from 25 June 1979' •. 

!\esponsi~ilities are in line with those for ~~':a:iza ~~marketing and a 

liability to sell all products of the factory not !Iloirkc::ted in Tanz.J.::-.ia; 

if unable to effect such sale, t~en to purchase 85 per c~:.t of such 

produ~tion. Horogoro may not ir.?ose limitations on the contractor!s 

liberty to negc:ia:e ~orld-~icie but may sell direct, i£ so desirin£, in 

~:r.ich case a co::::mission is payabla to th.a contractor. If d~ci.ding ::o 

sel: th!";; ·.:hole prc.;2'.~ction, :-:crcgoro :::ay t~1-zaj_a<~te Ital::!accI·d.n~' s sel:ir:s/purchasiug 

obligation at t:!-.ree .:..::nt:hs ncdce. ItaJ.m~cchine re.m~nera~~on is :;:i a 

:ee, profit sharir..l a::d ccmrn.1ss~c':"l b.:.sis. l·~orogoro is to pt·:ivicie 1:ou~ing 
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cc::.cract -repo-::ted signed 10 i..pril 1978, , e.££eccive 15_ Jla..y 1979 for a 

::err:i c£ three years. Italmo.cchin<; t(~·::r1::by app·:iinteci Consul ta!l.ts wi::h 

serY1ces. A training ccrt:!!!li::~ent is also inclcded cooprising recruitment, 

in-house trainin~, and overseas training in Italy for six oor.ths for five 

Taz:lZanian trainees. Ccsts of training are to be borne by TLAI. 

T.:al~acchine remuneration is from fees for each of the 7echnical, Engineering 

a:id Trainir.g services to be provided, payments in respect ·::>f 'Other 

Costs' and a cocnission to cover 'l·:arketing Services'. ':he Contractor 
to 

is liable/sell the •hole production or to purchase 75 per cent of it. 

The latest_. progr.~e for goods to be produced is: 

18,000 
36,000 
30,000 
~2,GOO 

:.- ~ :.;.~ :j 

Ifa.:.cbags 
tfal le.ts 
Belts 
G.:r::.entz 

?reduct type a~d quantity since in~epti~n of the projecc and may well 

need to be changed again unco:r influence of leath.~rs avaibble, production 

capability a~d market conditions. 

~. ~arketin1 Cons~ltanc~ - Fcocwear 

I.talm~cc~:.nr; ~2-~ b.:en ccn:=<"ctec to :.1::~:e ?. ·,;orl~-~·:i:e sur.v~y 0f footwear 

?rcd~~ctio!'l and ::aiketing f .~:- a repcr teC fee :lf t:S$250, CCO. The SU!9"1ey 

of i~;:;l~r:e:i-;a:fon ~:hich la:ter ~:as to b.~ subnitted •1ithin 3C days of. 
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:o be at all usefully related to s;::cific re:quire.-.i~nts of development cf 

:anzania' s foot•1ear exports. 

;,.civice has been given ::hat the foc::~-:~ar marketing liability noted at (2) 

above should ?rop~rlr include or.gcing cbservatic~ by the Contractors of 

shoe design and style trends and that identification of market trends, 

poter.tial and emerging export opportunities and observation of international 

trade in footwear generally, could and should be a function of TLAI's o~m 

!-larketing Division. It is understood that scme representations have 

accordingly be~~ made by TL~I to their Contractors but ~o developments 

were available for report as at the time of leaving Tanzania~ 

' 



.. • c: -· .. ass rs.~.~. lie~ei:i a::a K. Fo-:.·ss, SID.FA, D.:?.:--es-Sala2.Il 

~:r.Robert G~gnier, ITC Geneva, on assignillent Ln Dar-es-Salaam 

~rr. P. r-:yquist, Industrial Trainir g Expert, U~IDO, on assigr.mer.t in Dar -
-es-Salaam 

Director-General and Officers, SIDO, Goverru:nent of Tanzania 

General ~1anager, Officers and Staff TI.AI, Government of Tanzania 

The ?resident of the Tanzanian Union of Chambers of Commerce 

All th~se ~any fri~::ds and acquaintances o= Internaticnal ~eather and . 
~ez:her related i~d~s:ries f:~ ~~~:in:i~~ 7i::i~;~ess :c help an~ unders~2~ding 

- - - - -
.. .. 

' 
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