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ABSTRACT 

As part of the ongoing project "LeathP.r Products Developaent Centre" 
(DP/PAl/79/022). a leather garaents ezpert was sent by the United Rations 
Industrial Developaent Organization (URIDO>. acting as ezecuting agencJ of the 
United Rations Developaent ProgrUlmlP. (UllDP). to the Islaaic Republic of 
Pakistan to assist the GovermMnt in the establista.ent of the Leather Products 
Develnpw.nt Centre (LPDC). The ezpert•s aission lasted 31 aonths. beginning 
on 25 l.ugust 1982. 

The report contains• sU111aarJ ofthe situation of thP. leather garaents 
industrJ in Pakistan. The training prograa.es held at the LPDC on design. 
pattern aaking, processing and prndur.tion Qf leather garaents are described, 
together with consultancJ services carried out bJ the ezpert for various finas. 

Tn the report, the ezpert recomaends that additional space. eciuipaent and 
staff be aade available at the LPDC, that. a research unit be established and 
tb&t a 91P.thndologJ of raining be given. 

At the industrial level, he aakes recommendations on personnel. 
production processing and design, aat.erial and acc~ssories, international 
contacts, and incentives that could be aade to the leather gan1ents 
aanufacturing industrJ. 

The report also contains factorJ la1out plans and designs for leather 
guments. 
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INTRODUCTION 

As part of the ongoing project "Leather Prndur:t.s Development Centre" 
CDP/PAK/79/022>. a leather garments expert was sent by thP. United Nations 
Industrial Development Organization CUNIDO), acting as executing agency of the 
United Nations D~vP.lopment Programe {tJNOP), to the Islamic Republic of 
Pakistan to assist the Government in the establishment of the T.P.athP.r Products 
Development CPntre CLPDC). The expert's mission lasted 31 aonths. beginnng on 
25 August 1982. 

This report largely reflects the situation in tbP. Pak.istani lect.ther 
garments industry. The success of the LPDC is due to the demand by the 
industry for technical assistanre, particularly during recent months. At the 
sta~t of the project the leather garments industry r:onsisted of not more than 
?S cottage industries. the larrest of these having a m'ximum daily outp~t of 
30-40 garaents. Now t.here are over 100 factories. the largest daily output 
being 370 garments. During the last 18 months, more than 40 factories came 
into existence, the ma~ority of them with the assistance of the LPDC. The 
largest irivP.stmenl in the leather garmerats industry was motivated by the 
technical capabilities and responsibilities of t.hP. LPDC. There is cnnr:ern 
that the end of this assistance will affect the development of the industry. 

The emphasis given to the industry in this introduction does not reflect 
the actual activities of the LPDC. Priority was given to thP. training 
programmes carried out each year, which were very much in demand from all 
r:ategories of candidates. The increase in interest among the young Pakistanis 
applying to the LPDC training prngrallllles during the last three fears is 
illustrated by the increase in the number of applications received, as follows: 

1982-1983 30 aFplications 
1983-1984 70 applications 
1984-1985 over 100 applications 

It is not necessary to make a sophisticated analysis of the market 
situation to show that the LPDC has signif icant1y increased the development of 
the leather garments industry. 

The report presents an analysis of the various aspects ~f the mission, 
indicating the important technical inputs in thP. training programmP.s and the 
industries services. It considers the results achieved in relation to the 
project 1loc'.11ment and includet; 11 ... ~ m•rket reaction towards thll! development of 
the trade. Consequently this report has two basic t.hP.mes, technical aspecls 
and coanercial strategy, which are both analysed in delail. 

Rer:o11111endations are made fr,r improving training activiLiaG and advice is 
given on the industrial situation. 

The information and the data given in this report are accurate ano may be 
used as a reference to demonstratP. the possibilities for trade in the country. 
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P..ECOMMF.NDATIONS 

ThP. following recoanendations are grouped into suggestions for improving 
the training Artivil.ies and advice on the industrial situation. 

Training activities 

1. The LPDC can receive and train 20 students. namely. 
trainees that appl iP.d for the leather garn11mts section. 
stitching machines are urgently needed to cope vith thP. 
tradP. and the LPDC activities. 

one fifth of the 
Additional space and 

dP.VP.lopaent of the 

2. Additional staff were alre1uly rP.quP.sted in recoamendat. ions made in 
progress reports in June 1985 to be trained and ready to hP.lp LPDC 
instructors. who need time for self improvP.ment. 

3. A research section should be formed as soon as possible to develop the 
training progrannes and products processing to stay ahead of the industry. 

4. Kajor assistance should be given to the staff in the form of short 
seminars in methodology training oriented towards achieving profP.ssionAlism. 

5. In accordance with the standard training progrlJllDe, the amount of training 
given should depend on the job spP.dfication and probably nn the different 
catP.gories of job, as follows: 

(a) ThP. training period for mAtP.rial selection, colour matching and 
cutting should be less than six months; 

Cb) The dP.sign and pattern-mat.int r.ourse should be extended to two years; 

Cc) There should be a one-year course in U1P. supP.rvi s ion of procP.ss i ng 
and production. 

Industrial ~~tuatio~ 

6. Over the last year, the project promoted an investment of over two million 
United StAtP.s dollars in the development of the infrastructure for new 
industries alone, by providing technical know-how, machinery selection and 
production systems. This investment should be safeguarded in a variety of 
ways: 

Ca) By having production initially supervised by experienced personnel 
not currently available in tl1 .. country. The LPDC could then be responsible 
for providing the training required to produce qualified KupP.rvisors; 

Cb) By understanding that investment should not stop at the 
infrastructure levP.1, but rather extend to assembly systems, which can help in 
different ways to ensure uniform quality and orgard:r.P.d production in the 
future; 

Cc) By making aajor advances in design, so that a proper progra111ne can 
be adopted that h1pcusu a new coamercial strategy based un targeting the 
products for selected markets; 

(d) Ry improving the finishing of the leather according to international 
requireaents lhaL reflect changes in fashion; 
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(e) By giving spoi!cial c:onsi.deration to image, which is important in 
supporting i~creases in production. This could bP. enhanced by participating 
in the various ;nternational exhib;tionsi 

(f) By preparing a collective publicity programmP. tc be proposed to the 
;ntP.rnational fashion maga~ines. 

1. A study prograane should be organized similar to that of the TntP.rnational 
Trade Center (ITC) to cover the United States market and take into account the 
following: Canadai Europei Japan and other markets. 

8. The GovP.rnn1ent should take tt,,. following measures to improve the situation 
in the industry: 

(a) Provide more facilities for importing certain accessories, 
interlining and cotton fusing material to be used in the processing of the 
garmentsi 

(b) Impose certain restrictions on the export of leather, espP.cially to 
countries considered competitors, to stop the rise in the price of leather, or 
give the burneriP.s incentives to sP.11 locally the leather that is destined to 
be exported in products. 

9. Special care should be taken to provide the northern area and the Punjab 
with services and follow-up projects as an incentivP. to new ventures in the 
leather garments business. This is justified by the experience obtained by 
the LPDC in LahnrP. and the rapid development achieved. It may be possible to 
obtain even better results because of thP. ability of the peoplP. in handicraft 
jobs and in certain other disciplines reflected in various sectors, for 
example, woodwork, carpets and cerami~s. 
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I. COUNTF.RPAKT TRAINING 

According to bis job description, the major part of the expert's mission 
was to train counterparts in order to ensure the successful continuation of 
the project. However, full advknt:age could not be taken of the opportunities 
that arose because of the limited number of available counterparts. A 
two-stage progr ... e was prepared, covering all the technical needs of the 
inst i tut. ional work at. t:h1-. T.P.ather Products Development Centre CLPDC) and the 
needs of the services to the industries. 

The counterpart: training progranme was divided into three periods: 
technical know-how traini•gi training capacity fonaationi and creativity 
training. 

A. Technical know-how training 

The technical know-how training lasted 10 months and was the most 
successful period. The activities of the LPDC were liaited and the experts 
could devote all t:hP.ir ti11e to the count:P.rparts, providiag them with the basic 
knowledge and techniques required for construr.t.ing all types of leather 
garments. The counterparts were also introduced to the routines required to 
develop manual skills and wP.rP. able to become familiar with the existing 
machines. A period of tiae was then devoted to pattern const:rur.t:ion and 
fitting adjustments. The work prograane was designed to cover a wide range of 
pror.esses reflectint t:hP. actual aethods and techniques that are used to 
manufacture leather garmP.nts in the developed countries. 

This introduction served to pr~pare the counterparts for the reality of 
trade outside the country. In fact, in 1982, this training reflected the 
ar.t.ual situation in the IslaJnic Republic of Pakistan: a lack of both 
technical know-how in processing and knowledge about the trade. 

The l'."&nge of saaples r.onsi sted of jackets u1d trousers in 40 different 
winter and sU11Der models. The range covered 80 per cent of the lP.ather wear 
known as m•nufactured types of products, designed according to European 
.. ~.sh ions, f tt ints and manufacturing complex it. i es. The necessary changes were 
aade iamediately to ensure a quick transformation in attitudes towards 
possible future improvements at the LPDC and in industry. 

!be training pro:.;rame covered the following arP.a;;: 

(a) Selectin~ the appropriate leather for each type of it.em; 

(b) Selecting the complementary material involved in the proceising; 

(c) Selectint t.hP. correcl ways to use the interlining, fusing and 
accessories; 

(d) Building a stilled capacity in the various opP.rations involved in 
processing; 

Ce) Selectin~ thP. simplest proce~Ging procedures required to achieve the 
desired results. 

Cf) Cancelling all restrictions on the proceuing of products, to allow 
htdividuRl views to be cspreued an~ modes of operation to be selected; 
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(g) Allowing access to all the possibi 1 ities for mechani 7.At. ion available 
• at the LPDC, to ensure that optimum results are obtained. 

The prograJIDe vas adopted to achieve thP. folloving goals: 

(a) To introduce the latest informAtic.n; 

Cb) To create a difference in knowledge and quality between the LPOC and 
the industries; 

(c) To prepare thP. counterparls to use their training confidently and 
professionaily, as demanded by the industry; 

(d) To creatP. A team spirit among the counterparts to be able to 
diffP.rP.ntiate the spP.r.iAli7.ations accord~dg to requirements; 

(e:) To build self-cont;dP.ncP. in t.P.chr.ical aspt>d.s And a professional 
consciousnP.ss 1U11nng the counterparts. 

e. Training capacity fonnation 

Unfortunately due to thP. v11.rious activities at the LPDC, this period of 
p::-ofessional training formation for tl1P. counterparts had tu bP. r.11.rried out 
alongside the technical k.nov-how training progr81111le. 

The work vat divided into normal training duties in thP. morning and 
prart;c.11.l work in the afternoon. The important factors to be considered were 
as follows: 

(a) Ensuring the trainees receive a compl~tP. knowledge of and capacity 
for technical matters; 

Cb) Ad11.ptiug training methods to the different types of trainees taking 
the same courses; 

(c) Orientating e~ch ir.dividual technically according to ability and 
final job orientation; 

(d) Collecting statistics about the int:P.rP.st ~hown and result• achieved 
durini thP. training period; 

Ce> Buildinr; "" Analytical ability t:n P.valuate the problems that could 
arise fron• H.r1 P.xc:P.ss or lack of information. 

In practicP., n10Rt: of the work WH.K dnnP. with the help of evaluat;ion 
controls and extensive meetings between the cnunt.P.rparts and the expP.rts, 
analysing carefully all the aspects mentionP.d above. 

Theoretical lessons concerning the methodologies of training to be 
followed in the training prograame were also given. 

Regular meetings vere held to prepare the work progr .... , consider the 
views of t.hP count!rparh and involve them gradu.-.lly in selecting the conhnt 
of the progr&1111e. 

c. Cr~At.tv\tx training 

There is no doubt that there ar~ A f~w laws of creativity t.hat can be 
learned. However, if ve consider that de1ign is a 1cientific process, 
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especially when it is related to industry. part of the creativity follows 
naturally from technical requirements. 

Industrial design is not art. It also differs from what most people 
benefiting from it consider it to be. The industrial designer is a collector 
of know-how and economic and social requirements. which are analysed and 
adopted to the productivit7 problems and presented in the best way possible. 
Thus. the artistic part of the work of a designer is believed to be very 
limited and is incorporated into the general problems of the industry. 

The design progranme could not be implemente~ as an isolated matter or 
subject. It had to follow the technical progress of the LPDC, considering all 
the variations in the processing and productivity methods. Various factors 
had to be elaborated to stimulate the possibility of learning creativity. 
Different •ypes of information were gathered to build on technical design 
ability by using the following exercises: 

(a) Free-hand exercises; 

(b) Object design; 

(c) Geometrical design; 

(d) Proportions of the human body; 

(e) Details from various positions of parts of the human body; 

(f) technical aspects of the human body; 

(g) technical presentation of the proportions in the garments being 
designed; 

(h) Different ways of presenting the variations in the material 
according to the positions of the body; 

(i) Information about fashion history and its development in the last 
50 years. with reference in particular to the industrialization of fashion in 
the early 1950s and the change of identification of fashion in the 1960s. 

Particular consideration was given to describing the economic and social 
factors that were most important in changing the identity of fashion in the 
various periods. the cultural movements were also responsible for diverting 
fashion from being a way of presentation to a kind of self-expression. 

the most important change that occurred in fashion history was the 
integration of fashion at the industry level to give rise to the fashion 
ind~stry. 
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II. TRAINING ACTIVITIES 

Various types of training activities were carried out during this 
mission. Tlif' hRsic one year course is cow being conducted for the third time. 

As mentioned in the introdn;:-t. ion. there has bP.P.n R tremendous increase ir. 
interest in our training progr&Jlllle from the various social classes. One of 
the problP.n1s far.ed at lhe LPDC during the first three years was tbe limited 
number of interested traineP.s. and poiicies had t.o bP. int.rodbced to attract 
young Pakistanis in particular to the leather business. Publicity in 
t1P.wspapP.rs and other media helped lhis process. but lhe basic strategy to be 
followed was tu modify the trainint lP.vP.1 and .:lassify it so as to cover 
diffP.rent interests and diffP.rent social levels. 

The policy adopted was to rondur.t two experimental trRining progranmes 
that would enable a final standard progranme to be concluded. which would be 
followed during subseque:-it years. The final training prograane had to be 
adapted to provide both pPrsonal satisfaction to the trainees from self 
improvement and the knowledge. skill and ability to be used in prartir.al ways 
in thP industrial field. 

Like any other industry. thP. lP.ather garment industry is divided into 
three different areas that must be integrated to complete the phases required 
to manufacture a product. The training progranme had to cover the following 
~r.-as involved in thP. manufacturing of leather garments: 

Design and pattern construction 
Proc:P.ssing and productiora 
Management and coanercialization 

Only the firsl Lwo components are covered in this report. 

The progranmc:; ..... rP. divided into units providing pack.ages of infot~ation 
and exercises, with a certain flexibility to include or exr.lude information 
depending on the needs emerging during the course. A technical course bas,·rl 
ot• 70 pPr r.ent practical work r.annol be limited to short sequences unless part 
of the practical course is based on mathematical resultR or •echanized 
operations. In the present case. most jobs rely on handicrafts. The time 
pP.riodR required could bP. r.dculated approximately, depending on the following: 

(a) Variations in the lf'vP.IR of ability of the trainees; 

(b) Variations in thP. matP.rials. as they RrP natural products; 

(c) The rate of absorption by the students of so~P. arP.aR or details of 
those areas; 

(d) Various obstadP11, resulting from psycho-social problems that could 
not be identit!et! a priori, required the information to be uapllfied in order 
to reach the accept.11.r1r.P. level demanded. 

A. Design progrf!I!! 

Ttu~ dPsign progrune could not attempt to create qualified designers able 
immediately to provide ar. identity to Pakistani lP.at.her wear. How~vP.r, rather 
than trying to Europeanize Palti1tani thinking, a new identity was introduced 
to compete with h1brnat i"nal fashion. Tt was also concluded that copying was 
not a substitute for training designers in this courat.ry. From 3SO to 400 
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original designs werf' made exclusively in Pakistan, demonstrating that copying 
is not necessary and that there is a logir-hased solution to all the proble~~ 
that might arise related to technical, productivity, economic and social 
factors. 

Of course to <·onsider each of th .. sP. fartors in detail requires a certain 
expertise that is impossible to develop in one year. llowP.vP.r, P.Xcluding U1e 
p .. rsonal artistic touch produces technical design critics and not designers. 
It is considered that R long-term education based 60 per cent on self conduct 
and personal im9rovement is required to dP.velop artistic ability. 

The progranllle was mainly oriented towards design techniques and to 
improving students• ability lo observe and then express their ideas easily in 
a technical way. 

B. Pattern-nu1.k.i ng course 

This course includes the construction of pattP.rns for the basic modern 
and classic products usually manufactured in the leather garn1P.r1ts industry. 
The patterns are based on a synthesis of measurements and f ittint: 
statistically elltborated in the international market and formulated in 
rPlation to chest, hip and height measurements. 

The pattern-making course prepares thP. trainees for constructing patterns 
as used in industry. 

C. Processlng and production course 

The largest part of the processing and production course concentrates on 
th .. processes as a luod r pC"eparation for understanding the design and 
production of the J'roduct. In fact the procP.ss programae runs parallP.1 to the 
design progr&111me and is divided into two parts: the process of manufacturing 
and pilot production. Tn the process part, skills are developed in the manual 
and mechanized operations, with emphasis on cultivating quality consciousness. 

Two pilot productions were carried out in the two courses. They 
consisletl ,·,r sP.tting up small nuu111ru:turing units using team work and assigned 
jobs to achieve the following: 

Ca> To create an industrial environmenl; 

Cb) To amplify the technical information inlo realistic productio~ 
pouihil ities; 

(c) To acciuaint the tr11h1P.P.S with the productivity problems arising when 
attempting to achieve " h11h.r1ce between CJU&lity And speed; 

Cd) To accustom the trainees to the proper organization of the area. 

The first pilot production started in July 1983 and ended successfully 
after tl11· .... n1onths. The produrt ion was used a1 a sampling collection in the 
Italian •arket. Over 100 good quality complicated j11,:kP.ts were produced to a 
Rtandard higher than that of local industries. The general results ~chieved 
were the following: 

(a) A harmonious atmo1pher-.. wa11 r.r1tated unong thP. trainees; 



- 16 -

(b) A directive group was set to work as a research team to sample 3nd 

studJ the production operations; 

(c) The trainees showed r~sponsibility by respecting estimated datP.s and 

work dPAdlines 

It should be mentinnP.d t.hat this pilot production allowed experimentation 
with an assembly system on the basis of the realistic situation thP. industries 
will facP. ir. the country. It also served to prove Lhat the s1stea is valid 
and could be implemented on a 1Ar~P. scale. The extrP.mP. difficulties that can 
arise in production were introduced to st•1dy further possihilit.iP.s of 
improvement and perfection. Various industrialists were interested and 
visited the t.Pnc to observe the assemblJ system, which wa.s the first of its 
kind to be introduced in Pakistan. 

ThP success of thP pilot production initiated an intensive demand for 

industrial consultancy from the LPDC. 
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III. STANDARD TRAlNlNG PROGRAMME 

After the introduction of the two training courses, an accurate analysis 
of the rc~11lt-s 1tr.hieved was m~dc with the help of the counterparts, 
considering the foll~wing: 

(a) The positive and negativP. points achieved; 

Cb) The various transformations in the abilities of the trainP.es during 
t.hP. courses; 

(~) The interesl of lhe trainees in the different areas; 

Cd) The needs of lhe industries for qualified personnel in the different 
speciali%ed jobs; 

Ce) The capacity of the £tudents lo absorb the subject matler. 

ThP. analysis helped in the design of a standard prograaae, which was 
divided into hm sP.r.tions: desir;n Rnd pattern making; and production and 
production processes. 

The progranae provided specific information required lo qualify the 
students rur specialized areos. Tt. also allowed the LPDC to accept twice the 
normal number of trainees. The progranm1P. was designed to be a gP.nP.ral 
preparation for the different specializations. Special attention was paid to 
design a111f pat.t.erns in the find sP.c:tion and skill and production methods in 
the second Gection. 

In addition to the training courses, olher short seminars consisting of 
fl.dv11r•<'.Pd courses lastinr; from lwo weeks to three months were conducted in 
patt.P.rn milking, production methods and design. 

A. Design and pattern making 

1. Design programme 

(a) Theory 

Movement of fashion during the iast century: 

Analysis of the changes in the aesthetic due to snr.hl, economic and 
political factors; 

Selection of materials. 

Design related to industry: 

General idea about industrial design; 
Industrialization nf fashion; 
Problems rP.lat.ed to design for industrial production. 

Cb) Design practice 

Drawing exercises: 

Object desir;n; 
Ge011etrlcal desisn; 
BodJ anatomy; 
Different ways of presenlint fl. dP.sign. 



AspP.cts of creativity 

Design techniguP~: 

Graphitic; 
Water co lo,_:-; 
Pastel colour; 
Mixed technique. 

2. Patterns 

(a) 1CnnwledgP about sizes 

(b) Pattern construction 

Skirts: 

Classic; 
Four panels; 
Half circular; 
Overlapping. 

Men's trousers: 

Jeans; 
Classic. 

Women's trousers: 

Jeans; 
Classic; 
Fashionable. 

llen's jackets: 

Two-button; 
noublP.-breasled; 
Three-buttons. 

llen's overcaots: 

Normal; 
Double-brPuted; 
Raglan. 

Women's jackets: 

Sing1P.-brP.ASt4d; 
Double breaGted; 
Raglan. 

Overcoats for women 
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s .. ples of te~tiles for laporlant classic items 

Sizes for 1port1wPar 



Ben's sportswear: 

RAsic short jacket; 
Safari; 
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Different types of collars (application); 
Variation of pattern according lo design and fittings. 

3. Leather exercises 

(a) Knowledge about aachioes 

Cb) Knife cutting exercises 

(c) Exercises on straight stitching 

Inside seam; 

Top stitching 

l.P.ngt.h stitching 

(d) Folding straighl 

Curve 

Angles 

Ce) Leat.hP.r stitching 

Button holes: 

vadous types. 

Po~k.et lining: 

various types or pockets. 

Pock.et piping 

Cuff: 

Witt. f'lastic; 
With opening; 
With strips. 

Belts: 

With full elastic; 
With elastic on sides; 
With half P.la~t.ic or down port.ion; 
With strips. 

B. Production and producti9n.. processes 

1. ICnowledr;,~ about. ••chines 

Ca> ~pP.r.ifications of ••chine adjust .. nt 
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(b) ~p~rifications on length stitching quality 

(c) Controlling the speed of the •~chine 

1. Traini~.£ in round and straight stitching 

3. TrRining in different pr<~r.P.sses on textiles 

(a) Flaps 

Square 
Round 
Non-systematic 
nart type 

(b) Button holes 

Front-finish type 
With tri11111i ng 
Double finish 

(c) Collars 

lore an 
Double 
Vi t.h ex tens ion 
Classic 
Double-breasted type 
Banana 
Shirt 
With piping 

(d) Cuffs 

Classic folded bottom 
Ending close 
With opening 
Open, vitb extension 
Open, vitb leather finishing on optming side 
nnubled, vith thread inside 
Wit:h drips 
With z.ip 

Ce) Pockets 

Cut 
Piping 
ClR.s-ic double bon 
Side box pleat 
Full box pleat 
Zip 
Classic uppt!r 

Cf> Arm holes 

Nonaal 
With gathering 
Raglan 
With dart 

J 
l 



Cg) Pleats 

Side: 

Inside look; 
Outsidt- look. 

Box 
Double 

Cb) Use of elastic 

In belts 
In straps 
In cuffs 
In pockets 
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4. Sewing four different jarltPt:s in te~tile using All the processes in 3 

5. Leather gualitx 

{a) Different types of leather 
Cb) Selection of skins 
{c) Colour aatching 
Cd) Skin defects 

6. Knife cutting 

{a) Knife quality 
{b) Sheets quality 
{c) Knif~ sharpener 
Cd) Knife positions 
(e) Consumption nf leather 
Cf) Cutting practice 

7. Preparation processes 

(a) Fusing 

Quality of fusing 
USP nf fusing 

(b) Use of glu~ 

Seu opening 
Pockets 
Hems 

8. Production process..!,! 

(a) Classic items 

Two-button jar1P.t. for •en 
Double-breasted jacket for .. n 
Ov1trr.nllt. Cor Mn 

Tallleur for. W0"8n, single-breasted 
Tailleur for WOMn, double-breuhd 
overcoat for women 
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(b) SportswPar 

Blouson for men. normal type 
Blouso'!l for womeri. normal type 

9. Production and production systems 

(a) lnowledgP about systematic production 

Chain syslem 
Unitary system 

(b) Production 

Establishment of production departments: 

Cutting department; 
Manufacturing department; 
Co-ordination and timing department; 
Sampling department. 

(c) Pilot production 

Production of four classic items 
Sportswear production for men and women (20 different models or naore) 

f 
1 
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IV. CONSULTANCY SERVIC~S 

The LPDC was set up mainly to direct training efforts and available 
capacity towards industrial tP.chnical help. 

Training programmes were designed to provide qualifiP.d tP.chnicians for 
industry. It was also necessary to prepare industry for the trainees. to give 
better ch ' .• aces or s•u~cP.ss to the training progrRJ11Des. The success of this 
approach was illustrated by the ease with which the trainP.P.S could be filled 
in the various leather gannenls factories. even before completing the course. 

It is not ht!rt!ssary to justify tht! dirP.ct interaction with industry. 
since it is recomended in the objP.ctives of the projer.t document. 
OccasionalJy, the success of developing a close relationship with industry 
produced confusPd interpretations about lhe nature of the project, in that 
priority was incorrP.clly bP.ing given to training and not to industry. 
However, this view ignores the fact that training should bP. thP. firsl aclion 
in developing the ~conomy and improving the industrial situation. Developing 
human beings and individual knowlP.dgP. is not a requirP.mP.nt unless made part of 
an integrated progr1.11me materialized on a general national scalP. that is 
reflected in Pakishn, both at the industrial level and in the pdvate sector. 

The project succP.eded in gaining the confidence of industrJ and in 
motivating much development at various levP.ls nf the leather garmP.nts 
manufacturing industry. 

Various types of consultancy ar~ provided by the LPDC: 

(a) Technical know-how transfer; 

(h) nesign services; 

Cc) Market orientalion and publicity. 

An indirect approach, through the development of the LPDC, was followed 
tu win the trust of t.l1t! private sector. The profile of the training 
programes was modified, with particular attention being paid to various 
exhibitions. 

The policy was to establish a distinct difference between the level of 
the LPDC and that. of industry. Direct approaches to manufacturers started in 
Karch 1983. 

After the Leather Exhibition '83, the industry approached the LPDC for 
help with fashion trendK, de5igns and patlern construction. This relationship 
became stronger and the help of the LPDC was needP.d after the pilot production 
in September 1983. During 1984, th• LPDC was fully involved with industry at 
al 1 1evels. 

It is hapou i ble to cite all thP. KP.rv ices and consul hricy given by the 
LPDC during the period of the mission. Selected cases are described where a 
full progr111111t- w.1!: 11uisted by the LPDC, although details are 011itted that 
could ht! ':01111idered harmful at a competitive level. 

A. Motif L!ather 

Kotif Leather, which was one of the first leather garments factories 
e1tabli1hed ;,. KArAchl, supported bJ its own tannery CSHAF~), ls now one of 

,,. 
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the largest in the country. The previous production capacity of the company 
was 50 garments pe~ day using 50 machines. 

According to the results of the pilot production. a plan was requested 
for an experimental unit to produce 60 garments per day. It was the first 
fa~tory planned by the LPDC and it introduced the assembly-line system and new 
production methods. The factory was planned according to the space available. 
All the operations were located in the same hall. without partitions. for easy 
control and to allow for the shortage of qualified supervisors (see figures I 
and II). 

The stitching area was divided into two rows each containing eight 
machines. with the flexibility to increase after three aonths to three rows. 
depending on the productivity achieved. 

A former student of the LPDC followed the supervision of the wort. Good 
res~lts were achieved within a few months. particularly with respect to 
quality. and productivity was satisfactory after four months. However, there 
was no possibility for further progress owing to a shortage of space. which 
prevented support elements from being introduced to organize the flow of the 
wort. On the basis of the experience gained with the 2xperimental unit. the 
company decided to implement a new plan for a la·ger factory. 

The new leather garments factory consisted of two storeys. each occupying 
900 a2. built according to the requirements of the LPDC. Two proposals were 
made for the layout of the factory: 

(a) The first proposal introduced a circular production method where all 
the operations are done on the ground floor (see figure III). the space was 
divided according to the nature of the operation into the following areas: 

A central area cutting section; 

A circular area surrounding the cutting section, which includes 
numbering, fusing and manufacturing; 

Corner areas reserved for individual operations of support and finishing, 
including matching, pressing and lining cutting. 

Both the first and second areas could be split into one or more units, 
according to the productivity, using full lines of machinery and splitting 
part of the cutting section. The smallest unit recoanended is two lines of 
machinery, using three cutters. The flexibility of being able to split the 
units helps the factory to select a sales progra11111e with variations in the 
quantit.ies and quality of products. The factory is able to wort with various 
mod~ls at the same time without reducing productivity. Similarly, it is 
possible to concentrate on a selection of pieces to maximize daily output. 

For example, an order for 500 pieces would take 10 days on two lines but 
only 1 1/2 days using the full capacity. 

In this proposal, the stores, offices, stock and other services were 
located in an extended area shown on the plan. 

Cb) The second proposal (see figure IV) divided the factory into five 
independent d~~artments, situated on two floors: 

First floor: 

Matching and cutting departaent; 



- 25 -

D 
I~ 

LJ 

0 
~o 

""' ... 

» 
,D 

"d 
QI 
c 
Ml -Ill 
QI 

"d 

""' ... 
c 
:s 
.... 
Ill ., 
c 
QI 
E ... 
" QI 
c. 
K 
QI 

QI 
,,;. 
~ 

""' 0 

c 
Ill .... 
~ 



., 
I :1 

-· ----- - ·-------- ·---·:...;.;· .. ; .- ... ; ............ c··· '-.. ··-·-r· ---

1 . i=--··~ -! ' : . . . ... I b . I 71 
.. -'-··· 1 .,. ~ ... -, . - ·~·-- -~-=·· ···-" ·!':.:.:. 

-•·· _ ffi IJ. - rLI !~~!~j ~fo-.1~:i(]1\. ~Jf~:;, .-:,).~~~.:.~ ~J .. _ .. ii. . ,,, .. ,,, •. .JI .. / _L,_...-li~-q.)' G',;~ ... , j[['lr·~-· . .. ~ . t"-. J •• --· .~::-•'l.:r, ·.. '" t1~ ~·11, · 

-1 I 1 l II . -:. . -·~I I • -~T_..~ .. - . IL_ -- I )•·· . . -

Figure II. General view of the experimental unit designed by the LPDC for M~tif t.eather 

.... 

N 

°' 



r ~ 
~ 

I 

I 

I H -, . H 
.-.OJ . ----;...,------ H ~ -et-c .. , 

. I c· 

o·o·:D.D 
D ·1- ~dtD D 

· OD DD r - - . . ,,., 0 n I - . o--o- ·-o . I I 
Pf!:! .... ,, I I 1.0+0 D . . . . 

.----.I. I ·Q II D . 
o .. H o . . L-0 . .o . . 

- . ~ -.-1 

.s:7.-rmo 
~o•·o~ 

. f,, 
- -

CJ 

~--- -· .-i ....-.. J-, r1 
. - - --- -·- . - - -

Figure III. Plan of the first layout proposed by ~he LPDC for the new leather 
garments factory of Motif Leather 

~ 

N ...., 



I 
' I 

- 28 -

-....~~~~~~--~1~~~~-i~~~~"'--'--~~--1 

·~ 
I I , I 
! I 

I ~! ,u__q__o_o., 
Fl lJCfLJlJ 
I 

H y 
! 1 n n n n 

. I .... 

, . '''I Lru: : LJ u I. 
I 

I 
i 
I 
I Cl) I 

B lid .... 
&:Ill lid 
0 &:Ill 
Cl) 0 
Cl) ~ 

lid "' u 
~ 

- -

I 

I 

I 

._..._ 

~ 
:Id 

i u 

Figure IV. Plan of the ground floor of the second la1out proposed bJ the LPDC 
for the new leather ganaents factory of Kotlf Leather 

I 

I 
I 

~ 

! 

' 1 



- 29 -

Display setting. inc-luding: nwnberint. fusing. first folding 
operations. and pieces checking; 

Sampling depRrtmP.nt. including: pattern making. grading. sampling 
and production progranme; 

Ground floor: 

MariufRdur-ing department. including: 16 stitching units with all 
the support facilities (display-folding tables etc.); 

Fi rii shi ng deparlmcnl. i nc-h1di ng: cleaning. checking. steaming. and 
pack.aging. 

The second proposal was adopted for the following reasons: 

(a) It provides the possibility to separate female and male workers for 
social reRsons; 

(b) It is easier to train supervisors and their counterparts for small 
departn1ents than to general iY.e supervisory duties; 

(c) It facilitates the checkini of the job in particular areas, thus 
avoiding making mistakes before reaching the manufac-turing step; 

(d) Less area is occupied, as the expansion is vertical rather than 
horizontal. 

Production capac:i t:y is programed to be 350 garments per day. 

The factory started in June 1984, using one quart.er of its capacity in 
the training programme under u, .. ~upervision of the l.PDC. 

Four former graduate trainees from the LPDC were employed to oversP.e the 
various departments. 

By December 1984, production was 80 garments per day using four lines of 
machinery. 

The factory was completed in stages. At present, four lines are being 
usttd ;,, U1e training proir11n1111to and the first floor is being set up. By June 
1985, the two floors should be finished and a full work progrllllne will be 
required to synchroni?.P. the system: 

(a) There will be 263 employeP.s in the production section from the five 
departments; 

Cb) Ninety-six stitching aachines are employed, with 16 in reserve. All 
the machines were imported from Europe; 

Cc> OnP. tsteuing machine wilh a dally capacity of 400 jackets is already 
in operation. It wu t.hP. first to be lritrndur.P.d in the countq and servu 
also as a final ciua1 lty control operation. 

B. Skin Trends 

The Skin Trends factory was established in the middle of 1982. The sales 
programae wa:; :;tot up in association wilh a British company, to cover the 
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entire production. Af~er one year, the situation in the factory was as 
follows: 

(a) There were 60 labourers working on 28 aachines, producing 30-35 garments 
per dayi 

(b) Over 60 per cent of the production was rejected due to aanufacturing 
mistakes; 

(c) The production problems affected the sales programne and delivery 
coani tments; 

(d) There were large financial losses and the aarket lacked confidence. 

The owner of the factory requested the urgent intervention of the LPDC to 
examine the situation in a last effort to save the factory from closure. 

After an expert f~om the LPDC had aade an urgent 24-hour visit to the 
factory, the LPDC proposed a wort prograaae divided into three phases: 

Ca) Training the personnel; 

Cb) Providing a new setting, including infrastructure and new 
installation according to the production system to be adopted; 

Cc) Trainin& the supervisors and the labourers to follow the proposed 
system. 

A second visit was aade to the factory in December 1983, to put forward 
the details of the wort plan and the new setting for the factory. Three 
former students from the LPDC followed the three phases of the wort plan. 

During the initial one-month phase, one of the students from the LPDC 
carried out a personnel training progra111De to qualify and develop the stills 
of the labourers in the cutting, stitching and finishing sections. 

The cutting section was transformed from scissor to knife cutting. 
Particular attention was given to training the helpers in the aanual operation 
of folding. The major int~rest in this phase was to build a certain quality 
consciousness among the labourers. 

In the second phase, which lasted two months, the factory was adapted to 
the new LPDC design. Additional furnishing, new tables and other accessories 
were constructed. A new power system was installed, additional machinery was 
purchased and the store and stock rooms were reorganized. This phase was 
controlled by one of the LPDC graduate students. 

The first and second phases were overlapped to save lime. The third 
phase started early in February 1984 and consisted of running an assembly 
system employing three stitching lines with 18 machines. Tbls phase was 
supposed to be completed in three 11e>nths and to achieve a production rate of 
60-80 garments per day. 

Surprisingly, after two months the production rate rose to 130 garments 
per day using 18 machines, which is more efficient than the normal European 
standard. As the aanufacturing section was designed to handle a maximum oC 
10 garaents per day, an urgent study was done to ensure that quality and 
levels of production could be aaintained. 

----'----
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Additional rutt ... rs were used to support the increased output. accessories 
were proposed and finishing staff were recruited undPr an extensive training 
progr ... e. 

Th,. Slci11 TrPnds factory (see figure V) is considered to be the aost 
successful i rat .. rvPnt ion aade by thP. t.PDC in the industrial area. The 
following fartors contributed to this success: 

ThP full r.onfidence of thP ownPr in the expertise at the LPDC; 

The discipline of the students supervisi 11i thP progrUllles dPsitnPd at. the 
LPDC; 

The direct contact Qf LPDC staff wilh the labourers during visits. small 
:;eaainars and reunions to explain dPvPlopmPnts and the reasons for any changes 
required; 

The understanding of the coapany in sponsoring travel and hotel expense~. 
1d nr.P. P.1:pP.nses chartP.d tn the project by experts and counterparts could have 
produced a shortage in the budiPt, lP.ading to obstRr.lP.s or dPlaJS in the 
progr&11111e. 

C. Lxra Company 

After aanufacturing aili h.ry shoes for 30 Jears, thP. T.yra Coapany decided 
to expand into the leather garment trade. The company intemls tu serve a 
restricted aarket with medium lo high quality garments. 

A plan for the factory (figure VI) was designed by the LPDC according to 
space available for a produr.t ion capacity of 100 gRrments per day. To achieve 
this target, a long-term progr&11111e consisting of the following wRs rP.quired: 

(a) Involving the owner and the supervisors in the LPDC training 
progr&11111e; 

(b) Establishing a leathP.r finishing unit para11P-1 to the aanufacturing 
unit, to be able to fulfil the requirements of customers quickly and to handle 
small quantities; 

(c) Giving a special pP.rsnnnP.l training pro~rammP- for a period of six 
months; 

(d) Giving major consideration to the collection and the image of Lhe 
con1pany; 

( .. ) Adopting a u 1,. i: programe to try to impose the company's own 
c1>llection on the customers i nd.P.ad of manufacturhig the various models 
supplied by the customers. 
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The prograBllle basically followed these steps and the factory started its 
training ph~se in Kay 1984. The LPDC assisted in the following: 

Setting up the factory; 
Following the training of the personnel; 
Designing the various collections for the different .. rkets; 
Designing the logo for the factory; 
Konitoring sampling and production. 

The company is currently producing highly complicated 110dels at an 
acceptable level of quality. Over the last eight aonths. priority bas been 
given to quality. although now eapbasis in the prograaae is oriented towards 
increasing output gradually without diainisbing the quality. 

The company is running at half capacity with 40 garaents prorl~ced daily. 
It is estimated that the plan will be completed in six aontb"F time. 

The company aeets the requirements of the European aarket in the design 
and quality of the garaents produced. using processes and operations chosen 
basically to improve the quality but with some sacrifice in product~vity. The 
policy adopted is supported by the coaplexity of the designs. which justify a 
relatively high price. 

This strategy seems to be right for penetrating the international market 
by avoiding competition problems with aanufacturing sources. particularly when 
labour costs are less than 6.5 per cent of the unit cost. The only disadvantages 
are that a long-term training progranne is required and the general implemen
tation of the factory depends very much on the design section. the diffusion 
of publicity and the main sales programme. which sometiaes require a 
considerable investment as they are remote from the market. 

The quality of the garments produced by the company surprised the 
international market and shows that Pakistan is not destined to supply only 
cheap quality leather garments. 

D. s. M. Din CO!lpanx 

The S. M. Din Company is currently the largest aanufacturer of leather 
garaents in Pakistan. Originally tanners and exporters of sheepskin. the 
company entered product .. nufacturing in 1984. 

Its finished leather is well accepted in the international aarket and it 
gives particular consider.\tion to aaking available a wide range of colours 
that closely follow European trends. 

In its collaboration with the company. the LPDC proviued the following: 

Technical know-how; 
Production manager~nt; 
Personnel training; 
Production system adaptation; 
Publicity progr&J1111e. 

A technical feasibility study was requested in February 1984 to determine 
the investment required and the possibility of achieving an eventual 
production rate of 300 garments per day. On the basis of the study. a 
pre-project was presented at the end of March 1984 to be studied and finalized. 
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After only three weeks, construction had started according to the 
prP.- project. Construrt.iun work was completed in July 1984, by which time the 
, ... r .. ssRrJ machinery had already been iaported. 

The cover .. d RrP.a of the factory is 43S m2 divided into three 
independent units each with a production caparit.y of 100 garaents per day 
(figure VII). 

F.Rr.h unit is self sufficiP.nt in both suppcrt and aanufacturing operations. 

Material supplies, aanagement, finishing 11.nd design RrP r.nnsidP.red conmon 
services departments for the three units. The factory was divided for t.he 
following reasons: 

For snr.iRl rP.asons regarding labourers• probleas; 
To divide responsibilities; 
To allow the levels of production to be diff~rent.iated; 
To allow different productiun systems to be used; 
To allow aale and female workers to work. in separate areas -

The setting up and organization of the factory was directed by the LPDC, 
with t.hP. impleaentatiun of An efficient control system. The entire production 
management is shown in a comaunication chArt. (figure VIII), which indicates 
the duties and responsibilities of the supervisors. It also shows the direct 
rnm1Prl inns among the various departaents and the indirect comunication 
through the other supervisors. Ttu~ circulAr signs with the oblique bars 
indicate the position of checking keys for t.in1e And quality. 

The lines indicate the direct connections and the aovement of supplied 
and rP.t.urnP.d mRlerials. 

the characteristic nf u, .. syst.P.m is that respnnsi hility is not 
concentrated in one element but is divided equally among threP. supervisors: 
co-ordinator, quality supervisor and tiaing supervisor. 

The duties of each supervisor depend indirectly on the duties of the 
other Lwo, which ensures indirect control. 

ThP mat.P.rial supplied to the various supervisors through the co-ordinator 
has to be distribuled t.n the departaents cm1C:P.rned and returned to the timing 
supervisor as a finished product, after being processed and d1P.ck.~d by the 
quality KllpP.rvisor, in the quanlilies established by the saapling department. 
The tinii11i:;. i;11p .. rvi111or has to dP.HvP.r it to the co-ordinator, who is 
respm11dhlP. for tiving it to th .. packaging department. 

ThP. umpi.ing departinent. i11 related to the following: 

The co-ordinator, who dP.t.enni nes the auu i n111n1 Average consumption 
(footage) of leather for each item; 

the quality supervisor, who provides the right processes and 
indicat.-!; tt1P. difficult point.11 h the aanufacture of the product; 

The tiaing supervisor, who prP.pares a tiM ch11rt. for each machine 
required to process the product, assuming an efficiency of RO p~r cent. 
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Figure VIII. C01111unication chart showing the duties and responsibilities of the 
supervisors, the direct connections aaong the various depart .. nts and 

the indirect ce>111unication through the other supervisors 
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The LPDC alsn Rssisted tht: iactory with the following in the pr'eparation 
nf a catalogue tu prP.sP.nt the -:ompany and not the pr'oduct: 

Ideas; 
Selecting models; 
SP1Prt.ing products; 
Mali nt t.l1P. arrangements and dP.s l gn i ng the sets for the photographs; 
Collaborating partially wH.h t.hP. photographing service; 
SP.lP.rt.ing colours and monitoring the printing process; 
Testing and inrurpurating r.olllllents in thP. prP.santation of the 

catalogue. 

The catalogue was successful in presenting lhe company and rai~ed the 
image of its products in Europe. 

The S. M. Din Company is the only factory in Pakistan wher•! t.lw T.PDC was 
able to r.omplete 50 per cent of the original full progrllllllle. This is due in 
large part lo the efficiency and the dP.sire of the owners to develop the 
factory quickly. The production capacity of the company was inr.reascd Crom 
August 1984 to Karch 1985 to reach 370 garments per day. 

Part of this development was also due to the adoption ~r the correct 
sH.lPs progra11111e, which accP.pt.~d orders only if they allowed for a miniaaum 
production period of aore than two weeks. 

E. Haji Abdul Latif Company 

The Haji Abdul Latif Company, already one of the largest tanners in 
PaltislHn, is currently building the largest leather garments manufacturing 
unit, with an estimated production rate of SOO garments per day. 

At the request of the comp&.ny, the LPDC presented a proposal for- a very 
sophist.ir.Ated production system and architectural construction. The proposal 
was accepted anrl d.udies were madP. in collaboration with architects and 
P.ngineers to resolvP. the construction problems. 

The facto;:y is divided into five satellites for mAnufacturing, which 
coanunicate with the other collllOn services (stores, cutting And finishing 
depart.n1P.nts, and stocks) with the help of a conveyor system. The cutting and 
fini 11hh1t 1lP1nLrt:n1•mts are central hed to serve the five satellites. 

The aanufacturing units are organizP.d from the centre out:wArds: the 
preparation work is situated at the centre point; the stitching lines Are 
1or.Ated in a circle; u1d t.he finishing of l.he pr-oduct is done at the periphery 
of the satellite. The supply of .. teriah h Achieved throuih <'.nmrmmication 
tunnels at pre-detel'llined times. The s&lll8 tunnels serve to transfer the 
products to the steaaing and packaging unit. 

An area of 4,600 •2 is included in the factory for theoretical and 
prartir.lll lessons. The t.nining period reC)ulred to qualify tbe personnel 
lasts frOIA two to three 11e>nth1. 

Two sat .. 11H .. 11 llrn Giluated on the firsl Cloor, one., an office and one 
aP a design and , .. pling dP.pRrt.llM!nt. A detailed pl•n nf the factorJ is not 
included in this report. However, tvo elevations and tbe plan d,. n•A••P. are 
given CfigurP.• TX llnd X). The elevation AA shows the five satellites of the 
production and the tvo t.owP.r11 tnr the off ice and t.hft dHign and saapllng 
departMnt. 
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The elevation BB shows part of the conanunications t11rir1Pl, the culling 
dP}HLrtmPnt with the store and the finishing departments wilh lhe stock room. 
The plan de massc shows the distributi~n of th .. five satellites and the towers 
on top of the 1·11n1m1111 sPrvir.es departments .. 

The communication system hPhlPPn thP units and t.h .. dPpin·tments occupies 
the passages under the communications tunnels. The passages scrv•· only for 
pPrsonnel. 

Tl1P plan has been firinl L·.Pd and construction began early in Kay 1985. 

The 140 stitching machines rP.quirPd for the projPrt Rrr already being 
imported. 

F. U lianr.Ps Tndustri_es 

The Alliances Industries company has had nu pn~vious relation with the 
leather business but is now interested in investing in leather garmenls 
manufacturing. 

This faclory is included in this report as the type of production system 
used was an initial experiment before the development of t.hf' actuf\l system 
supplied to other industries in a second phase. The production system, 
including cuttint arid finishing and also manufacturing, is divided into small 
departments. The production area is divided into speciali~Pd spaces, where 
Par.h line of machinery is assitned to a particular job carried out on each 
machine (figure Xl). 

The first three lines each contain three machines and d11 th .. preparalory 
work to be supplied to one of the lines of six machinec. 

ThP first line of six machine~ assembles the various pieces composing the 
body of the pr~duct. 

The second line of six machines joins the body to the lining produced by 
the last line of three machines and then finishes the product. 

The advantages of this system are: 

The easy control of quality; 
The specialization of the supervisors in limited areas; 
Ari Pstimated increase in productivity of up to 20 per cent; 
The easy co-ordination of the flow of the work. 

The major disadvantaie of the system is that there is no way to split the 
units, as tta .. work is done by a block of machinery. 

The system had to be tried in at least one plant so that it could be 
implemented later on a larger scale. 

The productioJt C'.apacily of this phnt. is estimated to be 100-120 garments 
per day. 

The disadvantages of the system could be resolved if the sales progranunl' 
was oriented more to production requirements. 
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G. Other companies 

As mP.ntioned pr~viously. it is impossible to cite all the consultancy 
sP.rvi c~s rendered by t.hill! T.Pnc t~ the industry ar.d foreign buyers. 

Some of the companie: carrP.nt:ly working with thP. T.POC are given. with 
their produc-tion capaciti~s. in thf! follllwing: 

Leather On, 100 garm~nts per. day; 
Sh~ikh Br~thers, lSO gat'll'enls per day; 
llF Corpm·at ion. 100 garaaents per day; 
Siddiqui, 60 garments per day; 
Al-Hassan Asso~iates, 100 gal'lllents per day; 
Shaukal International, 250 gu-ments per· day; 
Ijaz Conipany. ll'O ganr.ents pei" day. 

In addition, then• are many other f.tctnriP.s that continue to seek help 
from the LPDC in the various industrial m•lters related to dP.sign, production 
and markP.ts, for example, Leather Goods International. Pak Leather Craft, Hub 
I.eat.her, Mariam Garments, and Firhaj and Company. 
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V. THE CARI. ntJTSBER~ GESELLSCllAFT PROGRARME AND THE COLOGNE FAIR 

The Carl Duisberg Gesellschaft (COG) prugrammP. is a long-tP.rn1 project 
financed by the Government of the Federal Republic of Germany. and the 
F.uropean Eco1111n1i r Commun i tJ CEEC) and to a small extent by th(" Government of 
Pakistan. 

Th .. projP.ct considP.rP.<l hm aspects of the trade: 

Technical know-how; 
tlanagemP.nt and factory organi7.Ation. 

Both aspects served to introduce the right product to the n1arkP.t in the 
FedPral Republic of Geraany. 

The progra.nt.· w.1·. developed in 16 star;es, inc~.uding seminars, a visit to 
the Federal Republic of Germany and participation in the Cologne Fair 1985 by 
the marmf1u:t11rP.rs. The seminars were organized and held by a team of experts 
in tanning manatP.mP.nt and production at thP. T.PDC. The LPDC was deeply 
involved in developing a .. jor part of the technical aspP.ct of the project. 
The major contribution of the CDC progr.-.e on the technical side was to 
improve thP. finishing of the JeathP.r. Part of the project was oriented to 
give expertise in tanning and finishing leathP.r, which was .. de successful 
with the help of the CDC tanning expP.rt. 

In addition to assisting in co-ordination, the LPDC covered pattern 
making in the seminars and designed the collection to be presented at the 
r.ologne Fair. Tw~nty manufacturers participated in the project. It was a 
large responsibility to organize thP. ~ollection of 100 'armP.nts, supply all 
the patterns and co-ordinate the work, while ensuring a certain homogeneity i~ 
CJU&l ity. 

The work was programmed in three phases (a)-(c). 

(a) Information and market selection: 

Visiting the different companies and getting accurate tnowledg~ 
about their production possibilities; 

Holding individual meetings at the LPDC with each co111p1rny t.o advise 
them, from the technical point of view, on the selection of the type 
of aarket nm,;t suited to their production capacity, considering both 
C)uality and quantity. 

(b) Desiining the collection: 

Sketching approximat.ely 200 desiir•K and dP.veloplng ideas and details; 

Elaborating the ideas, sP.lPdhg 100 designs and •tudying the 
technical details associated with proceuing and the producliora 
difficulties; 

Selecting the designs for each •anufacturer according to their 
production possibilitie~. 

(~) Preparing the collection: 

nistributing th .. drnign• and proceeding to pattern construction; 

! 
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Monitoring the manufacture of the first set of samples to be checked 
and corrected; 

Manufacturing the second set of samples to be shown at the Fair; 

Manufacturing a third set as a counter saaple. 

All the terms were respected: 

(a) The designs were distributed as planned on 26 Septeaber 1984; 

(b) The entire collection was ready by the middle of January 1985. 

The collection consisted of many levels of quality according to 
consumption and prices and many types of garment. depending on market 
destination. A selection of the designs exhibited is shown in figure XII. 
Only 15 per cent of the collection was made for women as the Cologne Fair 
specializes in men's wear. 

The collection was composed of the following: 

Forty-five per cent sports wear. of economic and medium quality; 
Twenty-five per cent classic ~arments; 
Twenty per cent fashionable garments of aedium quality; 
Ten per cent high quality gannents. 

The last 30 per cent of the collection was created to give a better image 
to the Pakistani products. 

The results of the Fair can be suanarized as follows: 

The quality of the garments exhibited made a surprising impression 
on the market in the Federal Republic of Germany; 

Satisfactory responses were obtained for most manufacturers; 

A large part of the collection was of interest to the various buyers; 

There were surprising results for some of the manufacturers. especially 
those that adopted proper advertising progr&J11Des following the suggestions 
of the LPDC (one manufacturer had orders for over 25 0 000 pieces). 

The project was indeed a promotional tool to help penetrate the stronger 
aarkets. Better results would have been obtained with better advertising 
support. both before and during the Fair. •o publicity reports were made in 
fashion magazines to indicate the participation of the Pakistani manufacturers 
in the Fair. The booth could have been located better, to favour more contact 
with visitors. •o advertising posters were placed at the entrance to or 
inside the Fair. 

The prograane gave some Pakistani manufacturers the opportunity to 
observe directly the require1nenls of the market in the Federal Republic of 
Germany and the policies to be adopted to expand sale figu~es in this market. 
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VI. PROPOSED PLAR FOR A NEW LF.ATHER PRODUCTS DEVELOPMENT CENTRE 

Only the technical structural part of the new project is analysed here, 
as the expert•s involvement was limited to providing a new structure that was 
similar to the existing LPDC but that took into account the developaent of the 
activities of the LPDC since its inception five years ago. However. there are 
probably enough activities of the LPDC Centre described here to justify the 
construction of a new project and the provision of the facilities and space 
required. 

The plan (figures XIII and XIV) includes the following facilities. 

(a) Training section 

Four training balls for different specializations: 

Leather garments; 
Leather goods; 
Leather gloves; 
Footwear. 

Each hall contains a lecture room and processing area. The lecture room is 
designed as an auditorium to concentrate attention better to the teaching 
area from all points of the room. Each section can accOlllllOdate a minimum of 
50 students. 

(b) Integrating element 

The integrating element is easily connected to the four train:ng 
sections, and includes: 

Store room; 
Offices at the top of the element; 
Conference room constructed with the same design as the lecture 

room, with a capacitJ of 150 seats. 

(c) Two buildings serving as hostels with 12 rooms each, which could be 
increased by expanding verticallJ. Each room has its own bath and can 
acconaodate three persons. 

(d) Two shopping areas, each with eight shops, which would cover part of 
the expenses of the Centre. 

The complex provides other facilities, such as a restaurant, a Mosque and 
a house for the supervisor. It includes two parting areas, one inside and one 
outside the complex, and additio~al space for a recreation ground. The total 
area occupied is approximately 7,600 m2. 

' 1 



i 
I 

- 50 -

i • .: 

I ~ ! ! I 

I ~ ·
i 

I 

w 
1r====

i 
ti' 

if ,. 
./ 

.I 

lJ - _,._ ;;;.--. 

• 
! ' 

! ; : - e . 
~ i !i 

i;===_JI • c : I : 

=== 

. ' .. ' e I :_ 
:: I ~i. - . . 

I 

i 
i 

. . 

,: ., 

I 
I 
I 
I 
I 
I 
I 

I 
;1 
I 
I 
I 

I 

I 
I 
I 

' ·' -
i 

, I 

I 
I 
I 
I 
I 

,. 
2 

• .. ..., 
c: • u ..., 
c: 

l 
0 .... • > 
.! 
• ..., 
u 

~ 
0 .. 
Do .. • &. ..., 
• 3 
> • c: 

• .. 
0 ... 
c: • .... 
a. ,, 
• • 8. 
0 ... 
Do 

... ... 
~ 
• ... 
:II .. -... 

I 
1 



- 51 -

QI 
Lo ..., 
c 
QI 
0 
..., 
c 
II 
E 
0. 
0 .... 
II 
> 
II 
C.) 

:IS ..., 
u 
= "O 
0 
Lo 

' 
. 0. 

Lo 
II 
.s: 
.&.I 

• II 
..l 

"O 
II 
(II 

0 
0. 
0 
Lo 

.S 
0. 

II 
15 .s: • f: i 

.&.I 

' ' 

I I 
:II cw 
4 0 

(II 

I 
c 
0 -..., • 

~ > 
II ... 
II 

,z (II 

2 :s .... 0 

L--1 
!.,J 

bt "" • > 
'! 

/.: 
I > .... 

tie ,• 
I.• ., , ... •.. "" ·~i = 

'° ... -.. ra. 
'•' .. ,• 

I 




