
                                                                                     

 
 
 

UNITED NATIONS INDUSTRIAL DEVELOPMENT ORGANIZATION  
Vienna International Centre, P.O. Box 300, 1400 Vienna, Austria 

Tel: (+43-1) 26026-0 · www.unido.org · unido@unido.org 

 

 

 

 

OCCASION 

 

This publication has been made available to the public on the occasion of the 50
th

 anniversary of the 

United Nations Industrial Development Organisation. 

 

 

 

 

 

 

 

 

 

 

 

 

 

DISCLAIMER 

 

This document has been produced without formal United Nations editing. The designations 

employed and the presentation of the material in this document do not imply the expression of any 

opinion whatsoever on the part of the Secretariat of the United Nations Industrial Development 

Organization (UNIDO) concerning the legal status of any country, territory, city or area or of its 

authorities, or concerning the delimitation of its frontiers or boundaries, or its economic system or 

degree of development. Designations such as  “developed”, “industrialized” and “developing” are 

intended for statistical convenience and do not necessarily express a judgment about the stage 

reached by a particular country or area in the development process. Mention of firm names or 

commercial products does not constitute an endorsement by UNIDO. 

 

 

 

FAIR USE POLICY 

 

Any part of this publication may be quoted and referenced for educational and research purposes 

without additional permission from UNIDO. However, those who make use of quoting and 

referencing this publication are requested to follow the Fair Use Policy of giving due credit to 

UNIDO. 

 

 

CONTACT 

 

Please contact publications@unido.org for further information concerning UNIDO publications. 

 

For more information about UNIDO, please visit us at www.unido.org  

mailto:publications@unido.org
http://www.unido.org/


REST::UCT::D DP' ID/SER.C.) 

21 'Liv l 986 
E~GLIS H 

ESTABLISH~E~T Of A TEXTILE TRAI~I~G A~D SE~VICE (EXT~~ 

SRI LA~K.-\ 

l{epurt uf the eva luat Lein ~11,;:0 L.in* 

-,.:l'l1i rfiJ<_''l\il~'rll 1;1·~ ~);'•'rl r•'f)rJ(illc'~·{l '...Ji~il1lTit I 1r·•1.J: •iJti~lr'• 



TABLE OF CONTENTS 

TABL.E OF CONTENTS ........•........•.........•......................... 
SU~RY OF FINDINGS AND RECmL'1ENDATIONS .............................. . 
INTROD!.:CTION............................. . .......................... . 

Chapter I. 
A. 
B. 

r;. 

Chapter II. 
A. 
B. 

Chapter II I. 
A. 
B. 
c. 

Chapter IV. 
A. 
B. 

PROJECT FORMULATION .................................... . 
Objectives of the Project .............•................. 
Economic and Development Policy Conditi0ns for the 

project •.. , .......................................... . 
Project Design •......................................... 

PROJECT V1PLEMENTATION ......•........•................... 
Delivery of Inp'its •...................................... 
Implementation of Project Activities .•.......•........... 

PROJECT RESULTS AND ACHIEVEMENTS OF OBJECTIVES .......... . 
Outputs .•.......•........•................•.............. 
Achievement of the Immediate Objective .................. . 
Contribution to the Achievement of the Development 

Objectives ............................................ . 

CONCLUSIONS AND RECOMMENDATim•s ......................... . 
C:::onc lus ions ..........•........•.......................... 
Recommendations ......................................... . 

Annexes 

4 - 13 
4 

5 
1 L 

13 - 18 
L 3 
1 -
L) 

18 - ")' 
,_ -f 

L8 
") -_J 

"); 

--f 

") -_) - J9 
25 
29 

I. Terms-of-referenre of the Evaluation ~ission ..................... 40 - 42 
II. List of Persons Consulted During the '1ission ..................... 43 - ~~ 



SUMMARY OF FINDINGS AND RECOMMENDATIONS 

The purpose of the evaluation mission was to assess the outputs or results 
cJf project DP/SRL/79/054 - "Establishment of a Textile Training and Service 
Centre" in developing an institutional service capability to i:-idustry in 
selecteci areas, identify accomplishments and shortfalls, examine external 
factors and make an assessment of actual andlor potential effectiveness and 
finally to make recommendations for future action or follow-up. 

The approach taken by the Centre was carefully assessed and the 
effectiveness of the Centre was studied in terms of skilled manFower 
available, methodologies and techniques in operation, and its capacity to 
provide quality consulting, testing, training and infon:iation services 
relevant to industry needs. 

Through extensive and intensive interviews, , :1e utility of the Centre to 
industry was assessed, including the extent t,J which the Centi:-e is adequateL:-· 
meeting the needs of the industry. 

The sustainabililty of the Centre was also evaluated and observatior,_; mad2. 

Findings 

The project has led to the following useful accornplish~ents: 

A basic Textile Training and Service Centre able to meet operational 
and supervisorv training needs and consultancy trou~le-shooting 
requirements of industry has been established; 

A fully functional pilot plant for spinning, weaving. knitting and 
laborat0ry scale machines in processi:1g has been established; 

A good textile testing and quality control laboratorv is in the process 
of being completed; 

A workshop for bench fitting section and drawing classr,ioms L.ir 
training mechanics has also been established; and 

Various modular courses i.n spinning, weavi.n;?;, knitti.n~ and processi!lc; 
have been developed and are regularlv provided ti industry. 

Ove1all, given the difficulties inht~rent in establishin~ a n,_,w Centr-=' ,Jc. 

t h i s kind an o u,. s t an ct in g c o-' J rd i n at,:_ d e f fu r i: on t he pa rt ·.J f ~ r 1) j e c t s t a tf , t h"' 
Sri L~nkan Government, UNDP anJ UNIDO has made this possible. 

There were, t-:Gwever, r.umero•Js findings which incllcate that: the f:nther 
international technical assistance would be requir~d to strengthen the Centre 
tu rr-:ivide a more com;nehensive and sc phisticated service to ind11strv. This 
is required if thP Centre ~s tel mak,, a maj,Jr impact on tht: ,,fficit'f1C'I ·ind 
.1verall prtJfitabdity of tht' textllc: indc1strv in Sri Lanka. 



Recommendations 

Recommendations were made to consolidate the excellent initiatives taken 
by the project to establish a professional training capacity at the Centre. 

Anotner maju. ~c~c~:2nd?~inn in view of the urgent rehabilitaion needs of 
industry was to strengthen the consultancy function of the Centre. Towards 
this end a capability to provide full technical Rnj ~Rn1z 0 rial diagnostic 
services to industry is required. ~oreaver, a full range of modern management 
techniques need to be introduced to the in~ustry. 

To provide this sophisticated service to industry the establishment ,)f an 
Industrial Engineering/~anagement Services Division is recommended to provide 
the missing management or:entation at the Centre. 

Various other recommendations were made concerning the need for 
institutionalization of service related procedures, methodologies, guidelines, 
etc. Further suggestions were made with respect to the establishwent of a 
Liaison Advisory Committee, the establishment of a Deputy Director Office 
responsible for co-ordinated services and a Training Co-ordination ~nit. 
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INTRODUCTION 

The project DPISRL/79/054 which ~elped established a textile training and 
service effectively started with Preparatory Assistance project at Colombo in 
June 1981. The full-scale project is scheduled to terminate in November 1986 
and thus is in its fifth vear. The full-scale project was originally approved 
for US$1,8Jl ,450 for 3 years and 7 months. Since then project revisions have 
extended it for a total 5 years. The budget progressively increased to total 
US$2, 734,366. Following consultations between the Gcvernment, UNDP and U:l"I80, 
it was decided tc field a Mission to carry out a joint evaluation of the above 
project to examine the efficiency and effectiveness of project achievement and 
the extent which a lasting institutional capacitf and capability able to 
pr0vide useful services to the textile industry, has been created. Parameters 
for future assistance, if any are required, were also tn be considere2. 

The evaluation was foreseen in the original Project Document signed in 
March 1982, and is in line with standard UNDP procedures. 

The responsibilities and tasks of this evaluation team are fully outlined 
1n the Terms-of-Reference attached t~ Annex I. 

The member~ of the Evaluation Team were: 

1. Mr. S. Sundaram, UND? Consultant, Team Leader 
2. Dr. P.A.T. Gunasinghe, Director of Ministry of Textile Industries, 

Representative 0f the Government of Sri Lanka 
3. Mr. Hans Heep, UNIDO Evaluation Unit, Representative of U~IDO. 

The mission took place fr·Jm 10 to 25 February 1986. Its findings and 
recommendations are based o~ the visi~s to and discussions with the majority 
uf staff at the Textile Training and Service Centre and extensive interviews 
conducted with end-users, U.N. and Government LJfficials. The evaluat~on team 
had the privileJge to recieve numerous comments, opinions and advice from t'.-ie 
Government, semi-Government LJrganizations, many textile factorie3, the Textile 
Manufacturer's Association, National Appreticeship EoarJ and Moratuwa 
University. All international project staff and all national seniLJr and 
middle levPl ~~~tre ~Laff were systematically interviewed. (Please see 
Annex II - List of Persons met.) T~e ~valuation team also consulted a large 
number of reports, documents and available background material. 

The evaluatio11 team would like to express its sincere appreciati,_in Ln the' 
co-operation dnd assistance received during their mission 

Preliminar,1 findings and recommend'ltions were i.nf,Jrmali.y discussed with 
the Ministry's Secretary, UNDP Resident Representative, UNDP Deputy Resident 
Representative, UNinO Senior Industrial DevelLJpment Field Advisor (SIDFA), 
National Project Director and the UNID0 Chief Technical Advisor (CTAJ. 

A tripartite meeting was held at the Centre .Jt Ratm.Jlana, Colcimbu at tht' 
end of the evaluation to present its main findings and recommendatiuns ~ith 
the participation of Government, UND?/UNIDC and project management. 

Aft e r t he Tr i p ,ir t i t e Rev i e w t lw :1 in i s t e r u f T ,, x t L1 ,, r n d 11 s t r y w a s 
personally brit>fed by rhe evaluat~un team in his uffice. Th>c: Secr1~L1ry ,Jf the 
~inistry uf Textiles was also present. 
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CHAPTER I. PROJECT FORMULATION 

A. Objectives of the project 

The development objective of the project as stated in the Project Document 

"To improve Sri Lankan balance of payments 
and contribute to national development" 

The original immediate objectives are: 

"l. To strengthen the textile industry's performance in textile production 
through mill-level investigational work, training and consultancy 
services and thereby increase production frof'l an average capacity 
utilization of 45% during the years 1977 to 1980. 

2. To establish a unit for trial spinning, weaving, knitting and 
processing on behalf of industry, thereby making the industry more 
competitive in home and overseas markets by introducing new concepts ln 
yarn and fabric manufacturing, transferring technology to mill staff 
and the development of new products. (Processin~ is the term used in 
Sri Lanka to describe bleaching, dyeing, printing and finishing of 
textiles.) 

3. To establish sui~able preventive m~~ntenance schemes with a view to 
improving machines productivity, t~Js providing a means to overcome 
what is a current de fie iency in most "'ills and one of the re;isons for 
low production. At the same time ensuring mill become more 
cost-effective with the minimum of capital expenditure and consequently 
competitive. 

4. To formulate and introduce training courses to upgrade the levels of 
skill of middle and lower management personn~l from all textil2 mi!ls 
with spining, weaving, and processing facilities and tu make a start on 
the up-grading of skills in the knitting indust~y. 14.000 man-days of 
training is the overall objective. At the same time establish worker 
trai~ing methods and programmes and minimum skill standards. 

5. To establish a textile library and a textile machinery data bank, the 
former to provide know-how facilities to anyone in industry requiring 
same and to provide a source of information to consultancv an~ training 
staff, the lstter with a view to offering facilities to industry to 
compare like machines for performance and suitability for local 
industry." 
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The Project was revised in Pugust/September 1985 and the immed.ate 
objectives were reformulated as fol 101.Js: 

''l. To strengthen the textile industry's performance through mill-level 
investigational work, training and consutancy services and thereby 
increase production from an average capacity utilisation of 45: during 
the years 1977 to 1980. 

2. To make the industry more competitive in home and overseas markets bv 
establishing a ~nit for trial spinning, weaving, knitting and 
processing on behalf of industry. This will be achieved by introducing 
new concepts in yarn and fabric manufactures, tr~nsferring technolo~v 
to m1ll staff and the development of new products. 

3. To overcome r~9 current lack -- in most mills -- of a suitable 
preventative maintenance scheme, thereby overcoming one of the reasons 
for low productivity. It will also ensure mills become more 
cost-effective and competitive with the minimum of capital. 

4. To upgrade the levels of skill of middle and lower management personnel 
of all tex~ile mills by introducing appropriate training courses. At 
the same time establish worker training schemes 'by offering advi,-.= on 
training bays, training methods and programmes and minimum standards of 
skill required. 

5. To provide "know-how" to anyone in industry by establ ishi:-ig a textile 
library, a Quarterly Bulletin and a textile machinerv data bank, which 
will also provide a source of information to Centre-based consultancy 
and training staff." 

The objectives given are a mixture of a dated development objective, 
project justification achievement indicators and Centre activity statements. 
It confuses what tlte project will do with what the Centre is expec~2d to do 
once it is established. The "institution-building function" of the ;noject 
was not clearly specified. 

Project design will be fully discussed in Chapter I, Section C. 

B. Economic and Development Policy Conditions for the Pn)ject* 

1.1 Overall Economic Performance 

Sri Lanka is a small, soci.::illy seg..-.eiited and C•)mplex nation 1Jf i.).~ 
million people. Ethnicity, religion, regionaliam, caste, class and p<Jlitical 
affili3tion determine the structure of the society and are significant fur 
social and economic policies as well as for national politics. 

"This ch.Jpter has bet2n extracted frllm d draft U~dDO Industrial D.-'vel1Jpment 
Review :;er~es on Sri Lanka and a restrirtt>d rqiur~ pu:pCired by th'~ Shirlev 
Institutt:' on h.-'h.11 r ')f the r;,ivr•rnrn1'nt ,,f Sri LankJ. 
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The Cross Domestic Product (GDP) in 1984 was about US$5 billion or 
US$320 per capita. The rate of increase of GDP between 1978 and 1984 was 
2bout 5.7 per cent annually. The country canks in the upper zone of the 
low-income developing countries (according to the defini_ion of the World 
Bank). Financial imbalances in the budget, deficits in the balance of 
p~yments and a low rate of industrial and export growth have not been overcome. 

In February 1984 the Government decided on a shift in investment 
priorities to focus on adequate support of on-going projects. In a move to 
liberalize the economy, investment is to bP retained in sectors an~ activities 
which represent genuine g~·:::i.·,1mental activities. 

Investments are now aimed at reducing the balance of payments gap, improve 
the infrastructure (power, irrigation, transport and communications) and meet 
urge~t health, education and housing ueeds. 

All these measures are intended to supplement the removal of price 
controls. Import regulations and the application of a unified and floating 
exchange rate, as well as promotion of foreign investment, are further 
measures taken to strePgthen economic progress. 

1.2 State-owned Enterprises 

A recent study of many state-owned enterprises by L'NDP/ILO identified 
shortcomings in the areas of finance and accounting, marketing, production, 
materials management and personnel. Capacity utilization in some cases is 
below 50 per cent. Modernization and adjustment of the stdte-owned 
enterprises which provide 60 per cent of the industrial and 40 per cent of the 
industrial value-added was considered to be important. 

1.3. Economic Policy 

The shortcomings in many state-owned companies have been made more evident 
by import liberalization. The quality of foreign products is better and the 
prices are more competitive. In order to keep the local markets and to absorb 
a larger share of the purchasing power abroad, an improvement in the qual it:· 
of production and the strengthening of export management capabilities are 
required. The Government has introduced export promotion policies and 
mechanisms. 

Recently, economic experts in Sri La~ka have recommended that the 
producers turn their attention to the domestic market to meet local demand in 
order to save foreign currency. This policy, in order to succeed, requires a 
technical upgrading of the Sri Lanka1, :ndustry. 

1.4 Industrialization PrncPss and Policv 

The economic development of Sri Lanka is not -- as that of other 
developing countries -- based on a transformation from an agrarian to an 
industrial society. A ~omparison of figures for 1965 and 1984 shows that the 
share of the manufacturing sector in the GDP has dee I ind slightly from 16 tu 
15 per cent. However, this share has not been stable in the last twentv vear 
period: in 1977 the percentage was 23.1, and in 1983, 16.1. Tobacco 
processing is them st important branch, textile industry ranks second, while 
tht> non-metallic mineral industries recorded a large increase in production. 
For the yea~s 198~ and 1986 a considerable growth of the manufacturing sector 
is expected. 
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The Sci Lankan industry (including construction) employs 18.3 per cent of 
the local labour force (approximately 5.6. million inhabitants). Sri Lanka's 
industry is characterised to a large extent by the progress and deficiencies 
of state-owned enterprises which form a larger part of the industry. The 
private sector in industry has not yet ~een able to increase its contribution 
to the GDP ~~d cu.ployment. Most of the state-owned and private companies 
depend on imported machinery and materials. High energy costs and power cuts, 
as well as lack of technical skills and inapprorriate product design and 
quality, often hamper competitiveness in national and international markets. 
The Sri Lankan industry faces many problems in keeping their markets as a 
~esult of mana~ement and technical inefficiencies. 

Several Government institutions and agencies offer services such as 
management assistance, financial support, apprenticeship training and 
technical upgrading at regional and national facilities. Thi3 policy 
(executed and intended) includes trouble shooting services to state-owned 
enterprises and investment capital for efficient enterprises. The policy 
towards private enterprises has not yet gained the same momentum as that in 
favour of the state-owned enterprises from the view point of policy makers. 

As a special service to free enterprises, the Government attracts 
investment through liberalization of controls, tax reliefs or similiar 
measures and locations in special "free trade" zones. The technical upgrading 
of the state-owned enterprises and private business skills has to be 
intensified. 

1.5 Growth and Structural· Change 

Trying to identify structural changes within the manufacturing sector that 
have occ~rred over a ten year period (1973-1982), we can conclude that the 
largest gain in relative importance was achieved by textiles. From 7.8 to 
15.3 per cent this branch almost exactly doubled its manufactured value-added 
share. This development is linked to foreign investment in Sri Lanka's first 
export-processing zone which was established 1979. 

1.6 Performance and Efficiency 

The only industrial branch which has consistently improved its capacity 
utilization performance throughout the last seven years a1·e wearing apparel 
and leather products. s branch has moved up from a below-average figure 1n 
1977 to remarkable 99 pt ·ent 1984. All other branches with the notable 
exception of t.iasic metal products (only 17 percent) reported capacity 
utilizatic~ rates of at least 68 per cent in 1984. Whereas the textile 
productLon industry capacity utilization is roughly estimated at 45 - 55 per 
cent. 

National statistics published by the Central Ban~ of Ceylon br·;Jadly shnw 
that industrial exports (excluding tea, which appears under agricultural 
exports) accounted for 34 percent of all exports in 1984 with the main driving 
force being textiles and garments which were responsible for 20 per cent of 
the tot<:il. 
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1.7 Indust~ial Textile Development Objectives and Prospects 

The development of a viable competitive manufacturing sector is considered 
by the Government as the backbone for Sri L>nka's future development 
prospects, in particular for achieving the income, employment and export 
targets set for the remaining years of the 1980s. 

The textile sector's future prospects will largely depend on deliberate 
efforts to overcome the ronstraints of a small domestic market, a narrow 
technological base and lack of competition for innovaticn and improvement. 
There is a large scope for the textile cloth and yarn industry to supply the 
garment makers in the import processing zones. At present almost all cloth is 
being imported. There is however a need to improve marketing capabilities, 
quality and increase efficiency if the local industry is to become com?etitive. 

A Government priority policy area relates to public sector industrial 
enterprises which are to receive technical assistance aimed at improving their 
efficiency. Concerning efforts to partly privatise pLblic enterprises, it was 
reported that five textile mills were brought under management contracts with 
private foreign firms. 

1.8 Institutional Framework for Industrv 

In Sri Lanka, four different ministries share the overall responsibility 
for industrial development. These ar£ thP. Ministry of Industries and 
Scientific Affairs, which can be considered as the 'parent ministry' for th2 
formulation and implementation of industrial policy and ~he res?ective . 
framework of rules and regulations; further the Minist:y of Finance a~d 
Planning; the Ministry of Rural Industrial Development anJ the ~inistry of 
Textile Industries. 

The Ministry of Textile Industries has as its main objectives: 

Monitoring and development of textile industries, including spinning of 
yarn, weaving, knitting and finishing textiles, manufacture of made-up 
textile goods, wearing apparel (except footwear), carpets and rugs, 
cordage rope and twine industries, and textiles printing (except batik 

'printing); 

Supervision of the management of state-owned textile manufacturing 
enterprises; and 

Promotion of the export of textile products, including made-up gar~ents. 

The Textile Training and Service Centre was established by Government 
under the Ministry of Textile Industries to provide those support services 
required by the industry if Sri Lanka's development objectives are to be 
achieved in this sub-sector. 
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1.9 Assessment of textile industry needs which have importar.t implications 
for the Textile Training and Service Centre 

The textile industry in Sri Lanka has a fairly compact spinning and 
processing sectors, but an extensive weaving sector in which small, largely 
rural powerloom and (to a decreasing extent) handloom weaving un~ts play a 
major role, alongside the large composite mills and a number of synthetic 
weaving and knitting establishments. 

Textiles as a whole account for 20 per cent of employment in the 
manufacturing industry but less th=~ 10 per cent of value added; this ratio is 
amongst the lowest of any sector, 3S is the fixed capital invested per 
employee. Further comparisons, for example, of wage levels and trends a3ainst 
those elsewhere 
in industry and agriculture, all highlight the problems of a labour industrv 
hit by a severe crisis of markets, profitability, and liquidity. 

Apart from employment concerns, however, attention has recently been 
focussed on the textile industry as an alternative sour~e fer the growing 
quantities of imported fabric required by the export garmen. sector. 

Since 1980, the major public sector companies have b~en managed by 
expatriate companies. ~his experiment has been relatively successful and 
recent initiatives in export marketing, major rehabilitation, and new 
investment have largely stemmed from this quarter. By way of contrast, manv 
private companies have been unable to exploit their apparently closer 
connection with the export garment industry to any significant degree. 

Overall there has been a failure of local manufacturers to develop any 
inuependant initiative in the marketing and distribution of their ?roducts, 
allied to a lack of product development and appropriate investment throughout 
all sectors of the industry. 

Confirmation of this is found in the very depressed state of textile 
consumption as evidenced by both recent levels of consumer ex~enditure and 
pric~ trends for textiles compared with most other manufactured products. 

Prices have fallen behind the rate of inflation to such an extent that the 
financial viability of most companies has been seriously jeopardised and 
manufacturers have resorted to cheapening their products with poorer raw 
materials and quality standards, thereby reducing their own productive 
efficiency and marketability. 

The industry has suffered in terms of new investment, pr,)per care and 
maintenance of existing facilities, and loss of skilled staff to more 
lucrative industrial sectors, especially the garment sector. 

The recovery of domestic demand is a key element in the industry's future; 
replacement of imports is every bit as worthwhile as import substitution ~~r 
the garmen~ sector. For many producers, this will be a more reliable and 
attainable target than an immediate and substantial export orientation. 

Training 

A major area of concern is the level of technical skill and experience at 
all levels of the industry. The Textile Training and Service Centre has 
developed a capability to provide a variety of training services. 
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The Open University has a potentially important role to play and good 
facilities are in place or awaiting installation. 

The University of ~oratuwa is developing a degree level course along with 
an extension of the existing Diploma and future part-time courses. 

~anagement 

Apart from the areas of marketing or financial control discussed above, 
one of the most serious problems facing management concerns the lack of 
motivation and high levels of absenteeism encountered in many companies and 
sectors of the industry. This hds seriously disruptive effects on production 
planning but in the longer term, impedes the development of a skilled, 
productive, and quality conscious workforce. 

The extension of full-time industrial engineering and energy management 
services throughout the indust~y is also needed. 

Products 

The requirements of the export garment market are expected to be, in 
general terms, for a lower count (coarser) spun yarns, heavier fabric 
constructions, and a higher proportion 0f dyed fabrics, as well as very 
different print styles from local requirements. Polyester-cotton blends are 
expected to play a growing role in export and local markets, and wider-width 
fabrics will also be increasingly demanded in both areas. 

A smaller, but not insignificant, direct export market may be developed 
for high quality handloom products, provided (predominantly low count) yarns 
of appropriate quality and cost are availatle; t·he supply and price situation 
has been particularly difficult in the recent past. Th~ development of 
improved yarn dyeing capability on an appropriate scale will also be important 
co this sector. 

P1esent total effective capacity has been revised somewhat from existing 
estimates; the areas of spinning, weaving, and processing are broadly in 
balance and capable of supplying some 130 million metres per annum (plus ~n 
undefined capacity in the handloom sector) compared with current production of 
95 million metres (+24 m.m. handwoven) in 1984. At these levels, existing 
capacity might not be sufficient to cope with even a revitalized domestic 
demand, let alone anv significant success in the export market. 

Improved quality and cost of spun cotton and blended yarns is seen as a 
first priority for attention, since the performaace of the spinning sector 
effectively limits the efficiency, marketability and investment potential of 
all subsequent stages of textile production. This area is dominat2d by the 
public sector mills. 

The Textile Training and Service Centre must be developed to provide the 
full range of service required to meet all the needs identified above. 
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C. Project Design 

The project objective should have read (refer to Chapter I, Sectio~ A for 
cross-referenct purposes): 

"The establishment of a Textile Training and Service Centre (hencefot"t:h the 
Textile Training and Service Centre will be referred to as the 'Centre') 
capable of providing operator/supervisory training, trouble-shooting 
consultancy advice, marketing and information services to the textile industry 
in the areas of spinning, weavin~, knitting and processing of textiles. 

At the completio~ of the project the Centre created will be able to 

provide these services on a regular basis". 

Such an objective clearly indicates that an institution building project 
is involved. This in turn recognizes t~at the project outputs should have 
been defined in terms of functional modules as recommended by UNDP in its 
Programme Advisory Note on Industrial Research and Service Institutes 
(UNDP/PPM/TL/29) and UNIDO in its Manual on Project Design and Evaluation 
(UNIDO/PC.31/Rev.l). 

The Project Document should have included in its Institutional Framework 
Section an organogram of the proposed Centre. Since the Centre is organized 
along textile production process lines, i.e., Spinning, WeaviQg, Knitting, 
Processing, Basic Engineering, Quality Control Control/Testing Division. The 
development of each of these should have been fully described as an output 
module. 

Each Division was expected to be able to provide a set of serv~ces to 
industry (i.e., trouble-shooting, training, testing, etc.) in its .rea of 
concentration by the end of the project. This capability should havt been 
specified. 

If all Divisions (modules) are able and do provide the services specified 
in the output statements the project objective of establishing a 
multi-functional Textile Training and Service Centre will have been achieved. 

The fact that a certain number of people have been trained and 
consultancies have been carried out are achievement indicators and not project 
outputs or objectives. 

From experience functiondl units need to be defined in terms of the 
services it is expected to be able to provide within and outside the 
organization, i.e., beneficiaries/end-users. 

Each output capability to be created should be furth~r specified in terms 
of what services will be provided to whom, at what level, and how often, i.e., 
planned level of services. The actual delivery or completion of envisaged 
•wrk by the individual Divisions would serve to indicate that capability has 
been created. Therefore the need for achievement indicators. 

To fully def~ne capability and capacity, each Division (module) should 
have been further specified as follows: 

(a) What technical methodologies, testing and other procedures, 
guidelines, etc., are needed, specified by tvpe (workshop, 
classrooms, etc.); 

' 
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( b) What equipment is needed (general description) than fuEy specify in 

project input section; 

(c) For which end-users/beneficiary/client are the services of the unit 
to be extended, how large are the needs and demands, how will demand 
be stimulated, how will feedback information on utility and quality 
of services be obtained and used; and 

(d) How wi1l service capability be financed and managed. 

Most of the output statement information requirements discussed above are 
contained in the Project Document but not in the fashicn suggested above. 
This has caused the oversight of specifying for each Division. The 
methodologies, procedures, guidelines. etc., required to efficiently and 
systematically provide services to industry are required under (a) above. 

The Chief Technical Adviser, in conformity with th~ requirements of 
UNIDO's internal evaluation system format, did well in reporting on project 
performance using this approach, although the issue of methodologies and 
procedures was missed. This aspect is discussed in later Sections of this 
report. 

Recommendation 15 (viii), Chapter I~, Section B, contains an illustration 
of a modular output statement as suggested above. To that illustration the 
number of assignments which will be carried out juring the tenure level the 
project would have to be in~luJed. 

' 
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CHAPTER II. PROJECT IMPLEMENTATION 

A. Delivery of inputs 

UNDP/UNIDO inputs 

The original large-scale budget (C) approved far this project after a one 
period of preparatory assistance was approved on 4 ~arch 1982. The latest 
presently valid revision (L) was approved on 6 September 1985, both can be 
summarised as follows: 

Budget Line 

11. 01 Chief Technical Advisor 
11. 02 Spinning Advisor 
11. 03 Weaving Advisor 
11.04 Processing Advisor 
11.05 Knitting Advisor 
11.06 Product Dev/Marketing 

Sub Total - international 
Experts 

13.99 Administration Support 
Personne 1 

15+16.00 Other personnel costs 
17.99 National Expert, 

installation & weaving 

19.99 Total personnel 

31. Fellowships 
32. Study tours 
39. Training Total 
49. Equipment Total 
59. Miscellaneous 
99. TOTAL 

Original Budget c 
US$ 

267,400 (43) 
138,600 ( 24) 
138, 600 ( 24) 
138' 600 ( 24) 

75,600 (12) 
75,600 (12) 

834' 6JO (139) 

18,000 (180) 
18,500 

870,900 

118' 700 (60' 

(m/m) 

4,000 ( 1.) i 
123,600 (61.5) 
974,000 
42,000 

2,010,500 
Less Preparatory Assistance 178,550 

GRAND TOTAL 1,831,450 

Revision L (m/m) 
US$ 

427,576 (66) 
256,985 (42) 
150,025 ( 24) 
266,076 (42.6) 
188,280 (30) 
152,933 ( 24) 

l, 441, 87 5 (228.6) 

36' 198 (30 7. 5) 
36, 210 

1,526,528 
Adjustment ( 530) 

120' 3 78 ( 59) 
15z931 ( 4. 5) 

136,090 (63.5) 
1,206,016 

44' 281 
2,912,915 

178,550 

2, 734, 365 

' 
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The Project's one year Preparatory Phase started with the arrival of the 
Chief Technical Adviser (CTA) on 5 June 1981. The full-scale Project Document 
was approved on 4 March 1982, which increased assistance by 31 months for a 
total of 43 months. Subsequently the project was extended 4 months on 21.4.83 
due to late arrival of experts, which also made it necess2ry to extend the 
appointment of the CTA. Major factors causing these extensions were the 
delays in appointing the national counterparts and in the construction of the 
Centre's buildings. 

For a number of reasons it was not possible to fill 15 of the se~ior 
counterpart vacancies and 12 of the junior technical vacancies. This delay 
had a twofold detrimental effect on the project: (a) it was not possible to 
nominate personnel for the fellowship programmes, 49 m/m were still 
outstanding at the time and (b) 27 national personnel to be appointed - have 
not received any training from the UNIDO experts, which caused the need to 
extend the experts assignments. Consequently, on 29 Novzmber 1984 the project 
was extended 13 months to now 60 months. 

On 6 September 1985 (Revision L) the project was further extended six 
months for a total of 66 months. Buildings, staff, equipment and experts were 
fully in place only by June 1985. Government therefore requested the 
extension into the second half of 1986 to allow the Centre's staff to make 
full use of the international staff. 

Almost the entire positi~P of the 49 per cent increase in budget from 
March 1982 to September 1984 is accounted for by a 72 per cent increase in the 
expert component and a 23 per cent in the equipment consignment, the latter is 
due to adjustments in the equipment required, i.e., quality control equipment 
and inflation. 

Government Inputs 

Although there were delays in Government inputs in the formative years of 
the project, i.e., building delays and delays in recruitment of staff, these 
major s~tback5 appear to havP been totally overcome by about mid 1985. 
Currently, the only repercus~ion from these delays in inputs is in the 
implementation of fellowships, these are now crowded into late 1985 and tre 
first half of 1986. This concentration of fellowships is causing some concern 
in that 25 pet cent of the senior staff are currently away on fellowship and 
one more UNIDO fellowship the situation will worsen to 35 per cent in April 
1986. By September 1986 the situation should have returned to about 15 per 
cent fellowship absenteeism. 

Delays in Government inputs such as: provision of used machinery, a second 
telephone line, some furnituce and fittings, should be dealt with as quickly 
as possible to facilitate and maintain a good level of activities at the 
Centre. The premises of the Centre are adequate. However office space is 
already tight and further expansion will require an extension to the 
building. There are no hostel arrangements for trainees from outlying areas. 

Catering facilities are required for the staff and trainees. The 
evaluation team has not been able to assess whether Government has made 
adequate provisions for the tuture and recurrent costs of the Centre. This 
must be clarif:ed as soon as ~ossible. 

All used equipment for training purposes has been donated by Government 
industry and further assistance 1n this area can be Pvpcct~J. 
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B. Implementation of Project Activi.ties 

The CTA arriv~d in the duty station on Friday 5th June, 1981 under a 
Preparatory Assistance project. On ~onday 8th June a co~nterpart was provided 
to the CTA. Since that first meeti.ng, communication with the ~inistry of 
Texti.les has been on a regular and continuous basi.s. 

In early June a start was made on the review of the texti.le industry to 
ascertain justification for the establishment of a Textile Tra~ning a~d 
Service Centre. Some 33 visits to major textile undertakings were undertaken, 
covering 98 per cent of total spindleage, 67.S per cent of total loomage and 
78 per cent of processing facilities. 

A tentative decision of the Centre was submitted to the ~inistry in June 
1981 and a rough costing of building requirements provided so that the 
~inistry could formulate a figure for the 1982 budget. A finalised design was 
submitted towards the end of 1981. 

As UNIDO had requested early submission of the Project Document, work in 
this area was started immediately after the review of industry which had 
remarkable enthusiasm for a Centre. The draft was cornplet2d bv 20th November 
1981. 

During 1981 a start was made on preparing syllabuses for future courses 
and the CTA sta~ted to tackle some of the problems which had arisen during his 
survey of industry. 

The first Centre Bulletin was also prepared for publication in October 
1981. In this a start was made on advising i.ndustry on job specifications and 
m1n1mum standards of skill required of personnel employed in textiles. 
Regular Bulletins are issued and are very much appreciated by industry. 

Job descriptions for required expPrts were prepared in the later part of 
1981. Initially short-term ~6signments for experts were planned but as the 
Ministry coulrl ~0L guarantee the availability of counterparts this plan was 
PVSuL~ally abandoned. 

The first course offered by the Centre -- Fitting and Basic Engi~eering 
Skills -- started on 7 December 1981, at an outside institutional venue during 
their holiday period. 

Detailed drawings of the Centre were drawn up by December 1981 and in 
early Febuary 1982 the CTA accompanied ~inistry officials to the Government 
Bureau of Engineering Consultants for detailed discussions on building 
requirements. Subsequently that Bureau was appointed as the Ministry building 
consultants. Earlier, the Ministry had purchased three acres of land at 
Ratmalana just outside Colombo (30 minute drive). 

At about this time -- early 1982 -- it became clear that progress was 
restricted in that the "legal status" of the Centre was not clear and, until 
this was sorted out by the Government Legal Department, the establishment of 
the Ce~tre could not be discussed at Cabinet level. Until approved by the 
Cabinet, a Board of Governers (who in turn could appoint staff, set salaries, 
benefits, etc.) could not be appointed. This delay, in turn, delayed the 
arrival of experts. 
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The Project Document was approved by March/April and in spite of the 
above-mentioned predictable delays the project proper was scheduled to follow 
on immediately after the termination of the Preparatory Assistanc:::. 

In the period March 1 to May 31, 1982 the Director-Designate was aamed. 
Also duri~g this period machinery requirements were drawn up with a view to 
preparing requisitions as soon as the project proper was started -- and the 
building programme started. 

In June 1982 it was dee ided to arlvert ise and interview .:dndidates for some 
of the many vacancies. This decison ~as made despite the fact that salaries 
and conditions could not be finalised. Unfortunately out of eleven candidates 
none was found to be suitable for the important senior posts. Towards the end 
of 1982 it was possible to appoint two Heads of Divisions. Between the end of 
Janue.ry and end of April 1983, three advisers arrived on the project, making a 

staff of CTA, three advisors and three national staff. This made it possible 
to activate the planned fellowship programme and one National staff started 
his programme. 

Building was started early 1983 and progressed well until about the end ot 
the first quarters in 1983, then there was a dramatic slowdown during 
April/May - possibly due to holidays - this appeared to be the starting point 
of the programrr.e falling behind schedule. 

Nevertheless, preparation of project equipment requisitions continued into 
1983 hoping that at least the roof of the machinery block would be in a 
position at the time of arrival of machinery. In spite of building delays it 
was possible to start mov:ng machinery under cover as it arrived in late 1983. 

During 1983 trouble shooting services to industry was more actively 
carried out than training because of shortage of staff. 

A significant milestone in 1983 was the passing of the "Bill", to 
establish the Centre on December 15th. Also by this date the buildings 
been roofed and final concreting of floors started in the main machinery 

had 
block. 

A local textile engineer was appointed at this stage to supervise 
uncrating, inspection and positioning of machinery. Advisors and the few 
counterparts appointed had little time to spare for this work because of 
service activities and the need to offer some training courses. 

As the project moved into 1984 it was thought that a Board of Governers 
would be appointed immediately so that terms and conditions could be 
finalised. The Board were named on the 23 May and the Director was appointed 
on a full-time basis in June 1984. Also in early 1984 another counterpart was 
appointed making a toLal of four and the knitting adviser arrived in May 1984. 

During 1984 international advisers and counterparts made numerous visits 
to the building site to supervise and advise on machine installations. 
However, the shortage of National Staff was still very acute and the building 
programme had fallen further behind schedule. 

' 
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The first meeting of the Board of Governers was held on the 20 August 1984 
and thereafter met regularly to thrash out salaries and conditions. Because 
of this it was possible to appoint some assistant training officers and 
workshop staff before the end of the year. The third quarter of the year also 
saw the appointment of the last and final adviser, i.e •. in Product 
Development/Marketing. 

Unfortunately, 1984 was nett·- year for taking over the buildings as a 
power supply had not been availa~:e, but it was possible to increase training 
activities. It was possible -- ~Jwards the end of the year -- for some of the 
staff to move into their offices and workshops. 

The first half of 1985 saw a major increase in all activities. This was 
achieved because power was made ~vailable in late January and twelve new staff 
-- mainly senior staff -- w~rci appointed by April. This period also saw the 
staff of the British Council/ODA aid programme in the training in consultancy 
techniques. Two weaknesses in the project had now been overcome. 

The second half of 1985 saw the remaining vacancies filled and a 
corresponding surge forward in activ1t1es. New activities such as in Centre 
trials and investigations were also introduced. Practical aid was offered anci 
accepted to other organizations such as the Moratuwa and Kelaniya 
Universities. The Centre also took part in a major textile exhibition by 
having a stand at the exhibition. Technical articles were prepared for local 
newspapers. A careers booklet was published. All such activities had 
previously been impossible because of staff shortages. 

' 
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ChAPTER III. PROJECT RESULTS AND ACHIEVEMENT OF OBJECTIVES 

A. Outf-Ut s 

A.l Centre's Services to Industry 

(a) Training Services provided to Industry 

One of the main activities of the Centre has b~en the iiilplcu-~e:lttd.Li.uu u[ 

training courses developed with the assistance of the project. By the end of 
1985, 11,271' ::!J.n-days of training of textile personnel were completed. The 
break-down is as follows: 

6020 
932 

4324 

man/days, textile fitter training 
man/days, spinning/weaving operator training 
man/days, middle/lower management textile training 

Of this a total of about 1,000 man/days were on fitting and basic 
engineering skills. No progress was obtained in spinning textile mechanics 
training, but loom mechanics training is expected to start in March or April 
1986. Approximately 80 courses are conducted per annum. A target of 4,500 
man/days of training per annum was the project target, about ~.000 have been 
reached in 1985. The Centre is training middle and lower management personnel 
by means of short exten~ive course in certain aspects of 'textile 
manufacturing'. All courses are aimed at improving quality and productivity 
and lowering costs. Industry response have confirmed that the training has 
had an impact. However, the results cannot be quantified. 

Seminars are offered to senior mill staff. Fifteen seminars are targeted 
during the life of the project. Twelve have been completed to-date. 

The project has been able to negotiate with the National Apprenticeship 
Board to intensively train 20 apprentices for 6 months in loom mechanics. 
This if started in March and will amount to 2,400 man/days of training before 
the end of the project, more if the planned second course follows on 
immediately after the first. 

Mostly the second and third level Centre staff are active in training. 
All planned posts are filled and twelve staff are included in training. 

In-mill training in response to industry needs have been developed, 
particularly to train plant trainers in ring spinnning and weavin~. AlthLlu~h 

the Centre did not intend to train operators, it has decided to fill the 
expressed need of industry. After trainers are trained in the mill they are 
subsequently assisted and supervised by the Centre Staff. The results of 
these efforts are very positive. 

The in-mill training prograrrnne has enabled the mills assisted to reduce 
4-5 months training time to 18-20 days, with good results. 

Once weaving looms are installed a weaving, mechanics course can be 
introduced. 1298 trainees have gone through the Centres courses since the 
start of the project. 

' 
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Courses are held both in the Centre and in the plants. ~he Centre is 
active in translating their courses in Sinhalese which is welcomed by industry. 

(b) Consultancy Services to Industry 

Consultancy basically in the f~rm of trouble shooting has increased 36 per 
cent over the last six months. On an annual basis, approximately 500 mill 
visits are repor~ed per annum. From the start of the project 7,478 man/hours 
of consultancy have been given. 

Consultancy has been provided mainly by the international experts 
accompanied by the counterparts. 

Most of the pilot plant trials and i~vestigat:ons have been carried out in 
the Spinning Division with over 1113 trials conducted over the last six 
months. Processing has curried out 300 trials, and weaving 100. Knitting has 
not been conducted since the key staff are away on long-term fellowships. 

The demand for these services is increasing as awareness ls created ln 
industry. The Centre is still able to meet ad-hoc consultancy rPquesL~ 
promptly. 

(c) Pilot Demonstration Plant 

The Spinning Division along •1ith the mini spinning plant, open-end 
spinning unit form a compact trial spinning pilot plant. The plant can test 
small quantities of raw material for spinability and ready-made labs for pilot 
spinning trials. 

The weaving section ha5 a compreh~nsive set of equipment to include 
warping, sizing, conventional weaving and shuttleless weaving techniques. 

The knitting section has a variety of knitting machi~es and are versatile 
in its function for trials and training. 

Th~ processing department have laboratory scale machines tu explain the 
basic principle and to carry out small labor~tory trials. 

The testing laboratory is almost complete and, when the last few 
equipments arrive, ~s expected to be a full spinning/fabric testing laborat0rv 
capable of doing independent testing. 

The engineering division has all the basic equipment for teaching 
engineering principle and skills. 

Most of the machinery is in running 
approximately 3000 man/hours per year. 
become fully equipped by April 1986. 

(d) Other Services to the Industr_y_ 

order. In-centre investig~tions total 
The textile testin5 laboratory will 

A library consisting of 1,243 textile books, research papers, technical 
reports, magazines, bulletins, etc.:., is established. Attempts are being made 
to obtain books from various sources and the British Council Consultant has 
agreed to ship 50 textile books and the British Council is likely tu make a 
grant of ll,000 fur books. 
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A quarterly bulletin is published ~ith articles of interest, job skills, 
case studies and other data of interest to the industry. 

Moratuwa University ~sallowed to use the Centre's facilities and to get 
assistance in their subjects. 

The Centre has held three seminars in the second half of 1985 and about 
152 people attended these cumulatively. 

A.2 Institution-building Ouputs 

The other category of output and in the long term a very iCTportant one lS 

the extent to which the Centre has been developed as an independent 
sustainable institution able to perform its intended functions without the 
assistance of long-term experts. We will discuss the present situation and 
assess the extent to which the Centre could perform thesP f~n~tions alone. 

(a) Trainin~ Function 

The Centre runs various short-term courses to train small staff in textile 
skills and knowledge as well as basic fittings and engineering knowledge. 
Most of the courses are documented with curricular course descriptions, series 
of exercises, lecture notes, tests, etc. In general thP ~aterials developed 
look good. The various Divisions have developed these courses for trainers in 
moduies which are being given as such. Much of the training for trainers 
courses, trainability tests, etc., were developed by the national counterparts 
with the help from experts from the British Council. National counterparts 
have so far acquired limited knowledge in the area and it is doubtful whether 
they will be able to maintain standards in formulating any further courses to 
complement the existing training programme. 

Training Officers which should total six are all appointed except the 
Quality Control Officers. Assistant Training Officers also total six and all 
are appointed. Workshop staff tot~l 14 and, except for 2 Quality Control Lab 
Assistauls, are all apppointed. 

Space and classrcom facilities are adequate. Their utilization needs to 
be hetter managed according to staff interviewed. 

The Centre is having difficulty in getting industry to supply trainees for 
long periods of time, i.e., more than one week. It is felt that with the 
increasing realization of the utility of the courses offered and with ~ore 
aggressive marketing more trainees will be sent to the Centre. 

The Centre charges a fee for the courses which helps to pay the cost of 
the courses. 

Training equipment are more than adequate with the presence of the pil11t 
demonstration plant. Audio-visual equipment is available and is used to traLn 
trainees in p~esentation techniques. 

The assessment of training needs LS not being systematically accomplished 
and no evaluation follow-up 1s carried out. A centralized co-ordination P•)int 
for training is required. 

' 



- 21 -

The technical staff have special salary grades and at present the Centre 
is able to attract fairly good staff. However they are not able to attract 
the best ones since the industry is still offering much higher salaries than 
the Centre. Something has to be done in this area. 

Sri Lanka is a small country and eJeryone in industry seems to be aware of 
the Centre's existence and are aware of the utility of the services it can 
offer. 

(b) Consultancv Services 

Out of target of 10 Senior Technical Staff able to carry out consultancy 
work, presently there are 8 who have been appointed, including the Director. 

7he industry w~s very much aware of the Centre's present capabilities and 
the reputation of its staff. 

Without the presenc~ of international expe~ts this service may not 
continue for a long time due ro the lack of full acceptability of all of the 
Centre's is staff by industry. A consultant mu3t be of the highest calibre, 
particularly in terms of experience and knowledge. This takes rime. The 
Centre does have a number of exceptional staff and consultancy services ~ust 
be built around th~m. Particularly if they are not ta be attracted awav from 
the Centre by the industry. 

With the presence of the international experts the Centre ts able to 
provide very useful trouble shooting services to the industry as was intended 
by the project. 

The Centre has established good relations with its industrial clients. 
While they have found the training services useful, although needing 
expansion, they consider the consutancy services to be quite inadequate to 
meet their needs. 

There is an urgent need to develop the Centre's capabilities further to 
the point where it can assess the technical and managerirtl needs of a 
particularly mill in its totality. The Centre must be able to diagnose and 
identify all areas which may require assistance. These could include problems 
related to management systems/practic~s, training of all levels of staff, 
industrial engineering, techniques and technologies, quality 
control/maintenance, etc. Neither the present experts nor the national staff 
are at present in a position to provide the full range of services required. 

Even the services presently provided need to be better structured and 
systematized. Methodologies, procedures and guidelines for secvice 
capabilities need to be developed. 

There is a need to establish a central control/co-ordination mechanis~ f11r 
the provision of the Centre's services. At the moment there is no central 
unit responsible for liaising with ind11stry to develop and co-ordinate an 
integrated programme of assistance to a particular mill. There is also the 
need to strengthen the Centre'a monitoring and follow-up systems. 
Documentation of mill visits, diagnosis made, assistance rendered, results 
obtained .1d follow-up required needs tcJ be systematized. 
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It should be stressed that the fact that the Centre is now in a positioQ 
to develop beyond the present practice of providing routine advice on a 
cdse-by-case basis is an achievement. Specific recommendations are discussed 
in detail in Chapter IV, Section B. 

(c) Pilot DemonstraLion Plant 

This function consists of fairly good pilot plant for spinning weaving and 
knitting. There is also a small-scale mini spinning plant. On the processing 
side we have only laboratory-scale machines. At present all these facilities 
are under-utilized, probably due to the fact that the industry is not used to 
these kinds of tests and experiments. It is however important that the Centre 
should try to utilize these services better than the present. ~ore visits to 
the Centre by the industry should be organized. 

The facility is used for training, trials and investigations, and 
testing. An engineering staff is av~ilable to maintain the plant. 

(c) Jffice Facilities 

Office facilities are cramped but do not hinder the Centre's ability to 
provide services. Typing and photocopying facilities are available. ; larg~r 
and a more reliable photocopying machine is required. There will be a need in 
the future to expand the buildings. 

(d) Other Services to Industry 

The Library in the present form is very meagre and should be augmented 
suitably. The book3 are in the course of acquisition. The bulletins and 
knitting journal presently ~ublished do contain articles of interest, but how 
far the activity can be kept effectively going after the experts have departed 
should be questioned. 

A modern cataloging, classification system needs to be installed on an 
urgent basis. An abstracting service is required. 

There have been seminars on technical subjects, textile mill management, 
procurement and raw materials. Types of seminars seem to have been helpful. 
In thP. context of Sri Lanka, seminars on raw materials in con~ection to 
quality and productivity are very important. Suitable mechanism of continuing 
these seminars after the experts leave is absent. 

Participation in textile seminars and workshops organized by ether 
organizations should be fostered. 

The Centre's participation i~ exhibitions should be co_·tinued. 

(e) Miscellaneous 

The financing of this Centre is presently coming from the G.wernment 
budget and some fees are charged for the training. There is however nu 
mechanisms to make th~ Centre charge fees for consultancy services from the 
industry, etc., to make the Centre self-supporting. Industry claimed to be 
willing to financially support the Centre. The need for a fee structure fllr 
services provided by the Centre rema~ns and should be established at the 
earliest opportunity. 
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The provision of services is partially constrained by transport facilities 
and an unreliable telephone system. The phone system needs to be up-graded on 
an urgent basis. The transport problem is expected to worsen when the 
UNDP/UNIDI assistance phase out. 

B. Achievement of the Immediate Objective 

If we take the immediate obje~tive as the establishment of a Centre 
capable of providing operator/supervisory training, trouble shooting, 
consultancy service, marketing and information services to the textile 
industry in the areas of spinning, weaving, knitting and processing of 
textiles we can say that the objective ic. well on the way of being achieved. 

The Centre as a whole is yet to be fully org~nized, and is under-staffed 
as a number of counterparts are away on trai~ing/fellowship. 

The Director of the Centre is a retired Government Analyst and his 
contract is due to expire in the middle of this year. There is a need for a 
least one Deputy Director immediately. The present number of instructors and 
areas covered are ineufficient. If the Centre is to expand its programme, 
instrectors from other specializations are required along with a full tirre 
staff for training co-ordination. 

The Centre is well established as a small part of the ~inistry on the 
permanent basis by an Act of Parliament since January 1984. 

An appropriate fee structure remains as an outstanding issues requiring 
attention. 

The Centre has excellent links with the Unive~sities, ~ational 

Apprenticeship Board, Textile ~anufacturers' Association and 0ther 
bodies. A working level liaison committee needs to be established 
the Centre and provide feed-back. 

re1ated 
to advise 

The industries positive response to the usefulness of the Centre services 
is to some extent tied to the presence of international experts. Further 
strengthening is required. 

The Centre's ability to provide training and trouble shooting services has 
recently increased rapidly once the Centre has become fully staffed and the 
pilot equipmen~ has become operational. The time has come however to up-grade 
the Centre to provide a more sophisticated s~rvice to industry. 

The issues raised above are fully discussed in the Conclusions and 
Recommendations Chapter of this report. 

~ 
I 

' 
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C. Contribution to the Achievement of the Development Objectives 

It is too early to dis~uss the impact of the Cent~e on the national 
development objectives. But it is clear that the Centre has already started 
providing basic training ~eeds and trouble shooting type consultancy. The 
textile industry accounts for nearly 20 per cent of the manufacturing industry 
and employment, and thus will remain a priority area, particularly if in the 
course of time it is 2ble to supply the very large garment exports with 
suitable indigeneous raw materials. The Governm8nt is attaching great 
importance to increasing the local valued added to exports. it is clear to 
the Evaluation Team that the Centre has the potential to make an ever 
increasing contribution to Sri Lanka's development objectives. 

However, if the Centre is to succeed in up-grading the textile industry 1n 
all aspects, the development of more sophisticated training consultancy and 
training services is required. 
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CHAPTER IV. CONCLUSIONS AND RECOMMENDATIONS 

A. Conclusions 

The Textile Training and Service Centre (TT~C) Project evaluated on the 
expected achievem~nts of o~tputs has led to the following aseful 
accomplishments: 

A basic Textile Training and Service Centre able meet floor level 
operator and supervisory training needs and the consultancy trouble 
shooting requirements of industry has been established; 

An adequate number of national counterparts able to provide these 
services are in pos1t1on. They have received or will have received the 
planned skills and knowledge by the end of the project through on-the
job and other training programmes provided by the projEct; 

A pilot plant for spinning, weaving and knitting and laboratory scale 
machines in processing has been commissioned; 

A good textile testing and quality control laboratory is in the process 
of being completed barring a few pieces of equipment which are due to 
arrive; 

A workshop bench fitting section and drawing classrooms for training 
mechanics has also been established; and 

Various modular courses in spinning, weaving, knitting and processing 
have bet>·1 developed and are provided to industry. (11,276 man/days 
covering 88 courses have been conducted. Reference: 1 July -
31 Dec 1985 CTA Report.) 

This was an outstanding effort, however, further strengthening is required if 
the Centre is to become fully relevant to the industry. 

Factors external to the project (like industry not sending aJequate 
members of qualified personnel for training, delays in the appointment of 
local counterparts, delays in building, electricity suppLy, telephone 
facility, etc.) were affecting the timely implementatiu11 dllJ has caused major 
cost over~uns. But for the experienced CTA who was co-ordinating and putting 
things in place, the project would not have progressed to the stage it is 
now. The project has had to be flexible throughout in order to maintain an 
implementation momentum. The field staff and UNIDO head~~a~ters have playeci 
an important role in this achievement. The Ministry of Textile Industries has 
also done everything in their power to make this project a success. 

The evaluation mission has also made the following observations: 

All the equipment in the Centre are not fully utilized at present. But 
it is expected that they will be utilized in due course. The testing 
laboratory is expected to be fully operational by April 1986; 

' 
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The Knitting Division with an effective international adviser is 
handicapped as two of his counterparts are on long-term fellowship. 
Although the division is likely to be very useful to the industry in 
future, at present, the industry is using this service in a limited 
way. This is mainly due to the fact that the knitting indu~try is 
dispersed in many small units. They are thus unable to spare the 
people for training. The University is also using this facility for 
students specialising in knitting; 

The Spinning Division has given the highest number ot hours in 
consultancy. The need of spinning in Sri Lanka is at present verv 
high. On the equipment side, in the Pilot Plant, there is no 
blow-room, which need not be a constraint; 

The Weaving Division has a good choice of equipment to give training as 
well as to investigate mill problems. They have also developed 
mechanics training, weaving, maintenance courses, etc. This department 
is on the right track. The Team's discussions with the Textile 
Manufacturers Association further strengthened this observation; 

The Weaving Division i~ pl~~~ing to co-operate ~ith the National 
Apprenticeship Board to run over one year weaving mechanics course with 
six months practical and classroom training in the Centre. The intake 
is planned to be about 20 per batch; 

The Processing Division is an important division, and is equipped with 
laboratory-scale machinery. Pilot plant trials may not be possible 
with these equipments. These are suitable for instrurting the trainees 
on the basic principle of dyeing, printing and finishing. As the udsic 
requirement for this branch, the trainees were given lessons in basic 
chemistry. The textile industry has a strong chemistry bias; 

The other courses held were modular in nature, covering individual 
subjects only. This was inevitable since the industry cannot spare the 
trainees for a period longer than one week or two weeks; 

The overall assessment of the capacity of the processing division 
showed that the industry requires better services to tackle their 
problems, particularly those relating to synthetic and blended textiles; 

The entire course content has a slant on cotton processing. Although 
cotton is presently an important product, Sri Lanka is moving very fast 
into synthetic and blended materials, as are the rest of the countries 
in developing world. The Centre can play an important role in the area 
of substitution of fabrics for the local garment industry. The calibre 
of people in this department has to be much higher, both by 
qualifications and practical experience to be abl2 to effectively give 
consultancy services in this hranch; 

The Engineering Department is equipped to provide training in basic 
Pngineering skills and the Centre is acquiring second-hand machinerv 
from the mills to extend this training un practical basis on these 
machines; 
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The establishment of Marketing and P,..oduct Development Service at the 
Centre has not been a good success. It is expected that after tne 
departure of the Advisor the continuing capability of the department 
may cease to exist. The local part-time counterpart has now been 
charged with the co-ordination of training prJgramme. Moreover, the 
approach taken by the Advisor is not in line with the needs of Sri 
Lankan industry. Much needed demand surveys and other market research 
activity has not been carried out. The most urgent need at this poi~t 
of time is the market advice related to cloth designing, new types of 
fabrics which uses available raw materials and syst2matic work on how 
to compete with imported cloth; and 

On the information side the rudimentary collection of publications are 
by themselves insufficient. Much of the deficiencies which are due to 
lack of funds. This is expected to be rectified when grant of boo~s 
from the British Council and other services arrive. Modern 
classification and cataloging system has not been established, which 
limits the already limited utility of this Section. This unit does not 
provide an abstracting service to the Industry for which there is a 
need. 

The Mission had visited various agencies and textile mills in an attempt 
to assess the impgct of the Centre as well as to ascertain from them their 
future needs: 

(1) Moratuwa University is launching an ambitious progrAm~~ 0f preparing 
graduates and post-graduates for the textile industry with the help 
of Leeds University. Presently they are running a "Qiploma Course and 
a Conversion Course in the textile technology. The Professor and 
Head of the uepartment of the Moratuwa University is on the Board of 
Governers of the Centre anc his guidance is being taken. An 
interaction between the two institutions resulting in students from 
the University also making use of the Centre is taking place. The 
testing lab in the Mor~tuwa University is presently doing commercial 
testing and in course of time this activity is expected to shift to 
Centre. The University and the Centre co-operate in sharing 
facilities and equipment. 

(2) National Apprenticeship Board. To cater to the urgent needs of loom 
mechanics, 3 one year course is being worked out with t~e Centre. 
This co-operation between the National Apprenticeship Board LS 
~elcomed by all concerned. The Board was fully aware a~d 
appreciative of the Centre. 

(3) Sri Lanka Bureau of Standards Laboca~ is pres~ntly catering to the 
needs of independant testing including textile materials. The Centre 
is working closely with this institution and, in due course, with the 
data provided by the Centre on various spare p<rts, accessories, 
etc., it should be able to contribute substantLally t,J their 
standardization and certification schemes. Co-operation is very good. 

' 
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(4) Visits to various mills and discussion with the Manufacturers 
Association Representatives. 

The Mission met with the Manufacturers' Association and undertook 
visits to several textile mills to discuss first hand information 
about the impact of the services rendered by the Centre. The ~ission 
also interviewed many supervisors and workers who were trained by the 
Centre. 

In the area of training, the industries expressed gratitude for the 
Centre to have launched this ambitious programme. They also ~rought 
to our attention specific areas where further help will be needed. 

They feel that the ~raining of the supervisors should include certain 
basic concepts of human relations/personnel management to strengthen 
leadership qualitie5, reduce absenteeism, provide effective 
counselling, increas2 safety, etc. 

The industry felt that the training tn the area of synthetic yarn and 
fabric dyeing, prin~ing and finishing should be considerably 
strengthened. The industry feels that a good training in fabric 
analysis and designing is the primary requisite. 

On the consultancy 3ide they expect much mor2 than the present ad-hoc 
trouble shooting se~vices. They would expect a package which will 
look into all aspects of technical and general management of the 
industry, so as to improve the quality and qliantity, reduce the 
production costs and operate with optimal raw materials and stores. 

The Industry had a special need for assistance in computer colour 
matching which is already extensively used by industry elsewhere. 

The Industry also felt that the number of seminars which are 
currently held are insufficient in number and in their content. 

They also felt that the marketing and development cell currently 
operating is less effective to the industry, as the concept of its 
function need to adapt to the context Sri Lanka's textile industry. 
Any advice on development should take into consideration the state of 
the industry, available raw materials, and in-depth knowledge for 
future export and local market trends applicable to Sri Lanka. 
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B. Recommendations 

1. The Centre's efforts to up-grade the industry floor level training 
capability by assisting Textile companies to establish or improve their 
training programmes should continue and become even more effective. The 
present training of trainers scheme such as was conducted by Fielden 
House Training Centre (assisted by the British Council) should be 
continued. This training scheme should include more inputs to further 
the basic management skills needs of lower and middle management. 
Subjects like human relations, motivation, safety, absenteeism, 
incentives, waste control, cost reduction, energy conservation in the Sri 
Lankan context, etc., should be introduced. The systematic training 
methods for the training of trainers should be continued for at least two 
or three years. The British Council training consultants may visit Sri 
Lanka two times a year for a total of six months in a year. The same 
group should also continue training all the counterparts in consultancy 
techniques, structured method of assessing the needs of the industry and 
thereby strengthening the Centre's capability to provide systematic 
consultancy services; 

2. The provision of consultancy services at all levels is urgently required 
in the present context of the Sri Lanka's textile industry. This 
consultancy work should not confine itself to trouble shooting at the 
elementary level. Consultancy should identify areas where major 
improvement in the overall performance of the industry could be realized 
by making detailed diagnostic studies, preparing short and medium-ter~ 
blueprints for rehabilitation of textile plant's technical, technological 
and managerial efficiency. There is also the need to establish improved 
mechanisms to actively assist industry in any rehabilitation programme 
recommended by the Centre. This will need liaison staff supported by an 
Industrial Engineering/~anagement Division who can go into the mills to 
co~prehensively diagnose needs and problems can be responsible for the 
formulation of integrated programme of assistance to the mill in 
question. Application of modern integrated management techniques to the 
textile industry will yield high returns. Present textile industry 
management practises render the industry uncompetitive against textile 
imports and in international markets. 

By establishing an Industrial Engineering/Management Services capability 
the Centre Cin assist the industry in studying the production and 
managerial processes to identify areas requiring increased efficiency and 
effectiveness. The consultancy function should be better organized and a 
clear strategy should be developed to sell this service. 

As the requirements may vary from training, maintenance, quality, human 
resources development, inventories, material waste, general management, 
etc., a liaison function at the Deputy Director's level at the Centre to 
develop the initial proposal and supervise the technical and managerial 
assistance is required. This liaison function would also monitor and 
evaluate the assistance provided and would be responsible flir th~ 
preparation of reports as required; 
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Given the context and needs of Sri Lanka the present level of experiP~ce, 
skills and knowledge of the counterparts will not be fully accepted by 
the industry without further upgrading. The team appreciates that 
institutions of this type require S to 10 years to reach the a truly 
professional consultancy services capability. The period ahead is very 
critical if a sustained capability and capacity is to grow at the Centre. 

Hence it is felt that the input of experts should continue for at least 
three to four years. In the first two years, it may be on a full-time 
and later on, on a short-term visit basis. The Centre could then have 
experts on their panel who will visit them say twice a year for a period 
of two weeks each. They will support the Centre's staff i" ~0 1 vi~; ~~~~ 
difficult problems. This should ensure that the Centre will be able to 
provide increasingly useful assistance to the industry. 

It is vital that in this phase of the project that the experts should be 
drawn from professional consulting companies or individuals with in-depth 
consultancy, knowledge and qualifications and with specific experience in 
the region; 

To up-grade the textile industry both in quality and productivity, a 
powerful Industrial Engineering/Management Services Division is 
absolutely essential in the Centre. Assistance will be needed to 
establish this division with experienced industrial engineers and 
management specialists in the textile industry to make the Centre more 
effective in providing services to industry; 

Areas to be covered by the Industrial Engineering/Management Services 
Division should inter alia, include the following: undertake 
productivity studies, workload, incentivP schemes, machine audit, 
maintenance audit, etc. This will form the basis for fixation of wage 
rates, workload, norms for production, norms for productivity, norms for 
accessories and spares consumption, etc. Improvements to any area can 
then be compared with established norms. Performance can also be 
compared with the various norms, existing in other countries and can act 
as a continuous monitor : 

Textile manufacture involves a good deal of energy consumption, 
accounting for about 10 - 15 per cent of manufacturing costs. With 
rapidly rising energy costs in Sri Lanka, this sphere of activity assumes 
greater importance. If attention could be paid to energy conservation, 
30 to 40 per cent of energy costs could be saved. 

There are many techniques available by which energy costs could be 
reduced in the industry, especially through improved steam generation, 
distribution and utilization methods. The Centre can play a role in 
advising on energy conservation opportunities: 

Effluent treatment and conserv1tion through water re-cycling from an 
important area of water management. Effluent discharge from exhaust dye 
liquors and from chemical operations form a major source of pollution. A 
great deal of research has gone in these areas and new techniqu~s are 
readily available to solve this problem. The Centre should develop a 
capability to attend to the problem of energy conservation and wate.
pollution and water re-cycling in the textile industry in the coming 
years. This should form an important continuing service to industry and 
the country. Saving of energy in any form is a direct saving of forei,siJ 
exchange resources to Sri Lanka; 
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7. Quality control, especially the quality assurance funct~on in addition to 
present objectives of testing and certification should be developed 
further. 

The quality control assistance provided by the Centre to the industry 
should ~e developed as a diagnostic tool rather than merely monitoring 
the quality. The Centre can develop suitable quality control systems 
which provided for increased efficiency such as correlating machine 
settings to the quality of the end product, etc. Quality audit and 
comparison with imported products with a view to import substitution 1n 
another aspect; 

8. There is a need to conserve resources through improved maintenance 
systems, modern techniques and by reducing machine down-time through 
improved parts and material manag2ment. Sri Lanka is no exception to 
this universal problem in the developing countries. As much as 50 per 
cent under-utilization has been reported to be due to poor maintenance ~s 
the major contr~buting factor. 

The present level of training and maintenance services provided by the 
Centre should ~e strengthened by the establishment of additional 
programmes which have a more sophisticated management perspeccive. This 
would require the establishing of modern preventativ2 maintenance and a 
maintenance audit programme forming an integrated maintenance management 
programme. The Centre should develop suitable skills to provide this 
service to the industry; 

9. The textile industry requires substantial inputs of consumable spares. 
The cost of these spares can reach about 10 per cent machinery 
replacement costs. The Centre should prepare inventories of all 
important accessories and spares used by the textile industries, quantity 
used and prices, including estimation of :osts d~e to the delay involved 
in oriening and financing letters of credit and •)ther costs involved in 
the important of these auxiliaries and accesories. These surveys should 
include value analysis of critical and non-critical items. The Centre 
can also act as a clearing house or source of advice in promoting local 
manufacture of critical as well as high value accessories and spare parts 
given the Sri Lankan production factor endowments. This could generate 
substantial savings in the production costs as well as saving foreign 
exchange. 

Extending this idea, systematic spare p~rts devell)pment :an study the 
feasibility of setting up small foundries and related work-shops. 
~oreover, surveys with a view toward increased standardization to spare 
parts requirements within the textile mills can contribute substantially 
to the reduction of costs. This is a big area of work whi:h could be 
carried out in co-·operation with a standards institution. The n<Jr:ns ·,Jf 
consumable spares could then be:: :Jrri·•eJ dt s0 tl1ctL each mi.ii can have a 
measure and decide where they stand nationally and bv compar~son with 
similar industries in Sri Lanka as well as abroad; 

10. The Centre should also provide consultancy assistance 1n the fields Jf 
materials management which should include ~11 aspects of ordering, 
receiving, inspecting, iss11ing stocks and dealing with obs,ilt~te and 
,Jn ·111uv1ng stocks from important avenues for in:reased efficiency u1 
industry; 
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11. The need to carry out a market survey on fabric types suitable for export 
and domestic use including textile import substitution potential of Sri 
Lanka is urgently required. The Centre should then be placed in a 
position to advise in developing or improving these products; 

12. The use of a computer in the textile industry is fast becoming 
indispensable. Even in less dPveloped countries, textile industry 
computer systems can play a viLal part in the continuous monitoring of 
the individual performance and providing analysis of stoppages and 
breakdowns. The computer is also used for effective fabric design. 
Computerized integrated management information systems are now com~on in 
most advanced mills. 

Initially in the context of Sri Lanka a computerized colour matching 
service at the Centre could be a first step in this direction. It is 
well known that the uses of colour matching computer has given about 15 
per cent saving in the costs of dye-stuffs used. All dye stuffs being 
imported, this service will save substantial foreign exchange to the 
country. The provision of this and other common user services besides 
the economic justification would also serve as an entry point for the 
Centre for the provision of a wider range of services to industry. The 
establishment of a colour computer in the Centre will assist the industry 
in evaluating dye stuffs and the shades quickly and accurately. One such 
computer can serve all the mills in Sri Lanka. 

The Centre should charge a special fee for this service, so that this 
department can be self-financed. This service may be extended in the 
future to other industries, which use colour, such as the paint 
industry. The installation of a colour computer is like bringing a 
highly experienced capable colourist into the country; 

13. The information section should at the outset subscribe to other world 
abstracting services in the field and publish those that are relevant to 
the Sri Lankan context in the Bulletin as an abstract column; 

14. For meeting the continued increasing budget demands and to improve the 
involvment of the industry with the Centre, a membership fee is 
recommended, depending on the number of spindles, number of looms, cloth 
processed, etc., which will entitle the member mill to get basic 
information service, periodically fixed number of visits by the Centre 
staff, etc. Any additional services like industri~l engineering studies, 
energy conservation studies, investigations, sponsored research, 
training, etc., can be charged separately. If this idea is implemented, 
it will b~ing th~ Centre in line with the co-operative research training 
centres elsewhere in the world, particularly in the textile industry. 
With a supporting grant from the Government and supplemented by the above 
income industry would have an incentive to demand and the Centre an 
incentive identifying itself with the Centre and to demand increasingly 
sophisticated services; 

' 
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15. Immediately the following points should be attended to during the 
existing project life to expedite the maturity of the Centre: 

(i) Develop, install, test, evaluate, ~dopt and institutiJnalize 
detailed policie.;, procedures, methods, lcgics, formats, and 
guidelines for the services provided by the Centre (trouble 
shooting, work studies, training programmes, productivity studies, 
etc.) to help ensure that a continuing professional capability be 
established at the Centre to provide and monitor these services 
efficiently and effectively; 

(ii) As part of the above, develop and institutionlize for the training 
programme an evaluation/feedback system which will regularly monitor 
and assess training courses' effectiveness and i~pact; 

(iii) Establish a permanent Liaison Advisory Committee to include the 
Director, Deputy Director, Senior Technologists and management and 
t~chGical representatives from the inductry. The Committee assesses 
the Centre's effectiveness in meeting these needs and advise on how 
services could be improved. To allow widest participation, this 
committee should be reconstituted every two years. (See Figure l 
for an illustration of the interaction/feedback that would 
facilitate this is committee. 

The liaison advisory committee should consist of the Centre's 
Director, Deputy Director, Senior Technologists and Representatives 
of the Industry. It would review the activities of the Centre from 
time to time and advise the governing body on the new directions. A 
typical representation could be: 

Centre's Director/Deputy Director 
Senior Technologists/Head of Depts. 
~anagement Services Head 
Industry technical/management 
Specialists from University or Puolic Bodies 

1 
2 or 3 
1 
3 
2 

(iv) A Deputy Director's post should be established and a full-time 
dynamic Deputy Director should be appointed on an urgent basis. He 
should have the calibre to succeed the present Director when he 
retires. This post should not be charged with routine 
administrative problems. The Deputy Director shouid be charged with 
responsibilities of liaising with industry with a view towards 
developing integrated programmes of assistance. He shouli als•J 
supervise the implementation of these programmes and ensure maxi~um 
co-ordination between the Centre'svarious functional Divisions; 

(v) Attached to the Deputing Director's Office, a Training Co-ordination 
Unit needs to be established which will be charged with the 
rPsponsibi1ity of systematically identifying, formulating, 
co-ordin:iting, monitoring, and evaluating the training programmes, 
implemented by the respective training Divisions. This Unit will 
also he responsible for the training facilties and equipment not 
located in the pilot/demonstration plant; 
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(vi) Liaison Support Unit should also be established in the Deputy 
Di.rector's Office to support in routine fol low-up and monitoring of 
consulting services provided by the Centre's divisions. (See Figure 
2 which depicts the organization structure recommended by the 
Evaluation Team); 

(vii) Sri Lanka has various institutions for the textile education and 
tra1n1ng: the Moratuwa University, Open University and National 
Apprenticeship Board, and various other technical training schools. 
It would be necessary for the G)vernment to examine the functions of 
the various institutions and give suitable directives so that the 
efforts of these insitutions are not duplicated and scarce resources 
underutilized. A suitable policy may be evolved in the course of 
time, by the representatives of these institutions and other related 
bodies. The establishment of a Textile Training Board or Committee 
should be considered by the Goverment to co-ordinate the large 
numbers of institutions directly or indirectly in'.'Jlved in training 
manpower for the textile industry at all levels; and 

(viii) In summary the Centre is at a critical stage in its development and 
needs a further phase of technical co-operation assistance to 
develop into a more complete organization. Any further assistance 
will need to focus on a more systematic institution-building 
approach. Attention will be primarily aimed at further 
strengthening the national staff and in establishing new consulting 
capabilities in the area of management services and industrial 
erigineering. It is very important that the present momentum should 
not be lost. A project for f~rther assistance should be formulated 
at the earliest opportunity to ensure continuity and to maintain 
momentum. 

A new project formatted along the following lines is suggested: 

Function: Institution-building 

Duration: 3 years from November 1986 

To strengthen the Textile Training and SPrvice Centre, 
specifically by building up its capacity and capability to 
provide professional consultancy services to the textile 
industry to study, diagnose, develop and implement remedial 
,:iction programmes in the fields of industrial engineering and 
in the management of human, physical plant and material 
production resources. A market research capability will also 
be developed. 

At the end of the project continuous need oriented 
consultancy expertise will be provided to industry in order to: 

Improve the quality and efficient handling of raw 
materials; 
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Improve the quality of existing textile industry products 
with a particular emphasis on input substitution to feed 
the local and export garment industry; 

Introduce more efficient and effective process control 
methods, maintenance systems and quality standards; 

Establish regular quality control throughout the 
production process in order to meet the needs of the 
garment industry; and 

Introduce modern management and marketing techniques in 
the textile industry. 

The Textile Training and Services Centre will continue to 
function as a training centre for training of manpower at the 
operator, lower and middle m~nagemP.nt level. Information 
services will be continued and further expanded as well as the 
existing trouble shooting services in spinning, weaving, 
knitting and proces,ing. 

The Project is also expected to provide expertise on the 
treatment of textile production effluent and thereby contribute 
to the Government's efforts to prevent the pollution of the 
environment. 

As a result of project activities, the following functions 
of the Centre will be strengthened or developed: 

Output 1 - An Industrial Engineering/~anagement Services 
Division will be established and will be able to provide an 
integrated package of consultancy services to the industry. 
This Division with technical/technological inputs from already 
established Divisions will be able to study, diagnose and 
remedy problems in the following areas: 
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Industrial Engineering 

Work study/work load analysis 
and other areas of other job 
evaluation studies 

Wages/incentive systems 

Productivity studies, setting 
norms (to improve production 
methods) 

Study of spare parts and 
accessories consumption 
nationally 

Waste reduction (raw materials) -
and recycling 

Preventative maintenance 
systems 

Integrated machine 
productivity/machine audit 
systems 

Materials handling 

Energy management studies and 
applications of standards 

~ater management studies and 
application of standards 

Quality audit as a diagn0stic 
tool 

Industrial Engineering 

Other Management Services 

Diagnostic studies to identify 
majrr improvement and prepare 
plans of action 

Advise ori re~.:ibilitatiun o.nci 
up-gro.ding of industrv 

Productiun planning and control 
S\'Stem 

Materials management systems 

Stores and Inventory studies 

Cos~ analysis/comparison 

Application of computer in the 
textile industry 

Management development pro
grammes primarily through 
seminars 

Market analysis 

One Senior Industrial Engineer with experience in the textile 
industry. Two Assistant Industrial Engineers preferably with 
textile engineering training, if not, a graduate in any branch of 
engineering. They will need one year fellowships in i~dustrial 
engineering related to their area of assignment. 

The above will handle all functions of the Industrial 
Engineering Department. However for the water and the effluent 
handling functions, one Chemist will he required, who will be 
trained on-the-job and will perhaps need fellowship training for 6 
months. 
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Two ~asters of Business Adminstration graduates who will be 
trained in textile mill management. 

A complete set of methodologies, procedures, work routines, 
reporting formats, guidelines, checklists will be developed and 
installed in this Division and through them in the technical 
divisions of the Centre. Consultancy methodology and procedures 
(management audit, management/production surveys, problem di~gnosis 
techniques, study design, data gathering techniques, analysis and 
presentations, scheduling and standard costing) will be 
institutionalized. Planning of assignment methodology will be 
developed (objective formulation, terms-of-reference formulation, 
scheduling, costing, presentation techniques, implementation and 
follow-up). Report writing will be standardized (structuring, 
layout, format, etc.). 

The Division will need office space and furniture for five people 
in accordance with the Sri Lankan practicEE and standards. 

The Division will provide services to the entire textile 
industry. The marketing of services will be actively pursued by the 
Deputy Director wh0 will be directly charged with liaison developing 
integrated and co-ordinated programmes of consultancy assistance to 
industry. 

The services of this Division will be partially financed by 
membership fees paid by industry and fees charged fur services at 
rates to be established by Government and in accordance with 
practices established in the region. 

Further outputs to strengthen the existing divisions through 
short-term consultant experts to conduct training courses in special 
fields will need to be devloped by the Centre, UNIDO and Government; ,tr:L: 

16. It is recommended that a consultancy expert be hired under the present 
project to fully work out the details of the second phase project and 
assist in specifying action required to up-grade existing as recommended 
above. 

' 



I. Background 

- .'.,(1 -

Terms-of-Reference 

Tri-partate in-depth evaluation mission on project 
DP/SRL/79/054 - Textile training & service centre 

ANNEX I 
Page 1 

At the request of the Ministry of Textile Industries of the Sri Lankan 
Government, the project was first mooted and agreed in 1979, but Ll'NIDO found 
it difficult to agree to its immediate implementation without justification 
being fully investigated and a comprehensive Project Document drawn up. 
Consequently, the Preparatory Assistance Document was revised in November 
1981. Following the CTA's investigations a detailed Project Document was 
prepared by late 1981 and signed in March/April 1982. The project proper 
commenced operations in June 1982 and the CTA stayed in post as Project 
Manager. The project is now on revision 'L', signed in August 1985 and, with 
this revi3ion, all orginal "future UNDP assistance" recommendations have been 
absorbed. New total cost, including Preparatory Assistance, amounts to 
approx. us$ 2.9 1nillion. 

In view of the size of the project which is now the largest single UNDP 
project in Sri Lanka, it was decided by UNDP/UNIDO in 1984 that an evaluation 
was necessary in the final stages of the project. At that time, there were 
several problems with the recruitment of staff and with building delays. 
These problems are now resolved b an evaluation is still considered to be 
beneficial to future progress. As advisors will now start to depart from 
about August 1986, an evaluation in the 1st quarter of 1986 was considered to 
be an appropriate time. Furthermore, handing over of machinery and equipment 
is already underway with the first consignment, valued at US$ 608,000 being 
handed over in July 1985. 

II. Scope and Purpose of the Evaluation 

Ir accordance with the provisions contained in Chapter 3470 of the 
Policies and Procecures ~anual (PP~) and the relevant guidelines described 1n 

UNDP/PROG/FIELD/150 of 30 September i982, also the Revised Policies and 
Procedures of UNDP for Monitoring, Evaluation and Reporting currently under 
field test, the primary purpose of the evaluation mission, in relation to the 
inputs provided both by UNDP and the Government, is to: 

(i) measure and assess the outputs or results of project activities in 
developing institutional capability in selected areas and compare 
with original expectations; 

(ii) within this context, identify accomplishments and shortfalls and the 
reasons thereof; 

(iii) eYam1ne the external factors which have facilitated or impeded 
project progress; 

' 
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(iv) make an assessment of actual and/or potential project effectiveness, 
i.e., progress in achieving the project objective and in providing 
relevant services to the intended clients. This will include a 
re-examination of the adequacy of project design (formulation); 

(v) make recommendations for future action or follow up. 

In carrying out these tasks, the mission will specifically address the 
following issues: 

(a) strategy of the Centre and the approach to achieving phased growth; 
position of the Centre in its environment; 

(b) effectiveness and efficiency of the Centre: 

( i) 
(ii) 

(iii) 
(iv) 

consultancy services; 
testing services; 
training services; 
information services; 

(c) suitability of the Centre for its intended purpose in the field along 
the lines indicated in the attached outline. It should be presented 
to the Government in draft form so there is an opportunity to discuss 
it. The report should be submitted in final form simultaneously to 
UNDP and UNIDO. The UNDP witl be responsible for formal submission 
of the report to the Government and for reporting on results of the 
evaluation to the Governing Council of UNDP; 

(d) level of expertise of national staff; outlook for attaining the 
Centre's self-sufficiency in t~e near term; 

(e) based on overall achievements to date, specify areas of the Centre's 
activities which need further str~ngthening and - if any - the 
preconditions and parameters for additional technical assistance; and 

(f) the level of confidence of the end-users, the business circles and 
the possible evolution of the Centre. 

III. Composition of the Mission 

The mission will be composed of the following: 

One rPpresentative of the UNDP (textile technologist); 
One representative of UNIDO (Evaluation Unit); 
One representative of the Government of Sri Lanka. 

The representatives sho~ld not have been directly involved in tl1e de~ign, 
approval and implementation of the project. 

' 
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The mission will maintain close liaison with the UNDP Representative in 
Sri Lanka, the concerned Government organizations and the project's national 
and international staff, as well as the SIDFA. Although the mission should 
feel free to dis~uss with the authorities concerned all matters relevant to 
its assignment, it is not authorized to make any commitments on behalf of UNDP 
or LTNIDO. 

V. Timetable and Report of the Mission 

The UNDP and UNIDO representatives will receive briefings as appropriate 
at their respective headquart~rs. Upon arrival in Colombo the mission will be 
briefed by the UNDP Resident Representative, who will also provide the 
necessary substantive and administrative support. The mission will attempt to 
complete its work within two #eeks, starting in Colombo on 12th February 
1986. Upon completion of its work, it will be debriefed by the Resident 
Representative. At the end of the mission, the UNDP Resident Representative 
will organize a meeting involving senior Government officials, where the 
mission will present its initial findings, ~onclusion and recommendations, and 
be ready to discuss these. 

The report should be prepared in draft in the field along the lines 
indicated in the attache~ outline. It should be presenled to the Government 
in draft form so that there is an opportunity to discuss it. The r~port 
should be submitted in final form simultaneously to UNDP and UNIDO. The UNDP 
will be responsible for formal submission of the report to the Government and 
for reporting oo results of the evaluation to the Governing Council of L~DP. 
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List of Persons Consulted during the Mission 

United Nations Development Programme, Colombo 

Mr. C. Jan Kamp 
Mr. M. Kahane 

Resident Representative 
Deputy Resident Representative 

United Nations Industrial Development Organization, Colombo 

Mr. T. Schroll 

Mr. S. Ericsson 

Ministry of Textiles 

Mr. Vincent Panditha 
Dr. P.A.T. Gunasinghe 

Sri Lanka Standards Institution 

Dr. N.R. de Silva 

National Apprenticeship Board 

Dr. Dharmasiri Amarasinghe 

Textile Manufacturing Association 

Mr. A.Y.S. Gnanam 
Mr. Muni Kundanmal 

Mettegama Textile Mills 

Mr. D.S. Chandrasekecam 

Swastika Textile Ltd. 

Mr. N.H. Amalean 

Baksone Textile Ltd. 

Mr. Jelto Bakegem 

Kundanmanl Ltd. 

Mr. D. Kundanmal 
Mr. Hiro Shobraj 

and various trainers, 
trainees and 
supervisors. 

Senior Industrial Development 
Field Advisor 
Junior Professional Officer 

Secretary 
Director, Ministry of Textiles 
(Member of Mission) 

Director-General 

Deputy Director 

Chairman 
Deputy Chairman 

Acting General Manager 

Managing Direct,ir 

Director 

Di rec tor 
Director 



Cyntex Ltd. 

Mr. A.S. Wijetunge 

Mahabe llana Weaving Mills 

Mr. T. Sounderaja 

Hybro Ltd. 

Mr. A.P. Muththiah 

United Spinning and Weaving Mills 

Mr. R. Sriniwasan 
Mr. Jeganathan 

and various trainers, trainees 
and supervisors 

Favourite Ltd. 

Mr. R.N. Mirchandani 
Mr. C.J. Mirchandani 

Thulhiriya Textiles 

Mr. B.P. Singh 
Mr. N.D. Seth 

Kundanmal Industries 

Mr. Gope Jayawickreme 
and various trainees and 
supervisors. 

Asian Cotton Mills 

Mr. K.H.M. Akbar 
Mr. Lobo J.S. Gomez 

Moratuwa University 

Prof. Dr. Lakdas Fernando 

Industrial Training Services Ltd., 
United Kin_gdom_ 

Mr. Eric Lindsay 

Fielden House Productivity Centre, 
United Kingdom 

Mr. D. F'. Ha 1 pin 
:.tr. T).A. Hague 
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Director 

Director 

Director 

General Manager 

Director 
Director 

Processing Manager 
Marketing Manager 

Director 

Managing Director 
Quality Control Manager 
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Prof and Head of Dept. of Textiles 

Training Instructor 

Chief Ex<>cutive 
Training Instructor 

' 



The British Council, Colombo 

Mr. Marcus Gilbert 

UNIDO Advisory Staff 

Mr. J. Woolfenden 
Dr. A. Hassan 
Mr. G. Ryder 
Mr. E. Pararajasingham 
Mr. Z.T. Bartnik 
Mr. J. Raymakers 
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Asst. Representative (visited by UNIDO 
staff member, Mr. P. Ellwood.on Nission's 
behalf) 

Chief Technical Advisor 
Processing Advisor 
Spinning Advisor 
Weaving Advisor 
Knitting Advisor 
Product Dev/Marketing Advisor 

Senior National Technical Staff 

Mr. E.B. Dissanaike Director 
Mr. M. Fernando Head, Spinning 
Mr. G.J. Molligoda Head, Weaving 
Mr. U.H. Liyanage Head, Processing 
Mr. W.G.H. Mettananda Textile Technologist (wvg) 
Mr. P. Abeyeratne Banda Textile Technologist ( proc) 
Mr. D.R. De Silva Textile Technologist (kng) 
Mr. M. T. M. Mas hood Engineer (eng) 
Mr. D.P. Gunawardene Textile Technologist (PD/M) 

and various junior staff when necessary 




