G @ | TOGETHER

!{’\N i D/? L&y

=S~ vears | for a sustainable future
OCCASION

This publication has been made available to the public on the occasion of the 50" anniversary of the
United Nations Industrial Development Organisation.

’-.
Sy
B QNIDQI
s 77

vears | for a sustainable future

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

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


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







3260

RESTRICTE 21st December, 1983

— English

| PDR‘%”W”'

( TRAINING IN MANAGEMENT
AND

PZRFORMANCE IMPROVEMENT CF INDUSTRIES. /

L

LP/PDY/81 /006
P.D.R. Y.

Terminal Report

Prepared for the Government of Peopies' Demccratic Republic of
Yemen by the United Nations Industrial Yevelcopment Organisatien, acting

as executing agency for the United Nations Tevelopment Programme.

Based on the work Af S,K. Tesal, Team Leader

United Nations Industrizl Development Organisation, Vienns

This report has not been cleared with the United Nations Industrial
Development Organisation which does not, necessarily share the views

presenteda.




ACKROWLEDGEHNENT

I would liie to express ry grateful thanis to HeE, Mr, Abdul Keder
Bagamad, Ilinicter of Indi stry, HeE. lre Othman Abdul Gabbar, Deputy Minister
of Industry, H.E. Mre Abdulla Abaddan, Deputy linister of Planning, lMr. Abdul
Reliman Daibon, Assistant Deputy !lnister of Industry -~ Production, lr, Fadal
Hasson Yehya, Assistant Deputy Ilinister of Industry — Planning, Mr, Taha
Shaldr, Assistant Deputy liinister of Industry — Construction, ilr, Attar,
Project Coordinator, other courterparts and several friends in the !linistry
for giving me an opportunity of working with them and giving me the encour-
agerent and advioces,

I am grateful tc Mr, ibdul Korim Surani, Resident Representative, a.i.
UNIPy Aden and all other oollegues and friends in UHDP Office for their many
kindnesses support and advioces,

I am 2lso obliged to Mr. S. Nanjundan, Deputy Director of UNIDO and
cullegues for givirg me this opportunity, advioes and assistance.

My thanks are also due to my collegues in the project and lMrse Rozhen
Alimulla Khan without whose unreserved support and help the successful peI™~

formance of the project would not have been possibies




INdDEZX

Description EEEEiéEEL

Acknowledgoment seseensceresosensosesnrsssss -
Abstractesssescescesccocsccccscccesocacsose 1
Introductionesecsssescsveoscssossceccsancecs 3
Objectives and Logic of Projectesvecescvrsss 8
Activities and OutpulScscessscassccsnvceses 12
Achievement of Immediate ObjectiveSseeeeees 19
Utilisation of Project ResultSessscnsevssee 22
PindingSeescoessscesoccccecescososocsssosse 22

RecommendationSeacevococcossoscscsrerocenee 28

- Annexures 1 -~ 5 cov00s0ssessosvecsceteseness L3 — 58




Abatract

The project "Training in Management and Performance Inrrovement
of Industriesg" DP/PDY/81/006 has been in preparatory aszistance stage
during the reporting period. The iwo purposes ¢f the project are to
provide direct assistance to the selected industries to improve their
performance and through on-the—job and other forms of *raining to oreate

trained cadre in the management.

The objectives of the project in line with its purpose are

- to carry out direct assistance assignments invelving
diagnosis, remedial recommendations and imylementation

atages,

— to develop and implement management systems in certain
fields,

- to develop and implement a ;rogramme for upgradiag skills,

- to strengthen the capaci*y of the Ministry t» menitor

performance of industries,

~ to establish a national Performance Efficiency Unit whioch

will independently serve the aforementioned purposes.

The project is likely to move to full operation stage af two yeare
completing its preparatory phase covering two years. This report is for

the first two yearss It is prepared as the terminal report of the author.

The project has provided direct assistance to various industries
both as planned and as required in addition. The performance of the

asa‘sted industriss has improved and some nationals are trained.

It is recommended that the full fledged project should continue to
work according to the work plan in the draft project dooument duly
altered in light of the new concept of the projecte




As the project is to continue for a further period of two years,
and this report is related to the preparatory stage only, it ie not possibl
to make i1t strictly in acoordance with the guidelines ef to the usual

terminal report.

The purpose of this report is t» be the terminal report ¢£ the author

and to act as a guide to the project personnel.




INTRODUCTION

Tkhe industrial sector has two major obstacles in its rapid deve-

lopment; low productivity and less than adequately trained management.
The capacities of industrial plantg are not fully used due to technolo-
gilcal problems such as lack of production management and maintenance and
non technclogical deficiencies in fields like finance and marketings The

problems are completely interrelated; in some cases as the cause and the
effects The goverament in its Second Five Year Plan, (SFYP) conscious of
the important role to be played ®y the industrigl sector, decided to accord
it a high priority and directed its efforts through this vehicle, +to
rehabilitation. The project was conceived tc gerve this objective set out
in SFYP,

The immediately preceding project Industrial Advisory Unit, had

provided direct asgsistance to some extent with vsry enccuraging results.

As result, when the Government requested for the follow-up project
based on the above needs, the preparatory assistance was approved by UNDP
effeotive 1.1.2982.

For various reasons, the preparatory assistance rhase has oontlnued
for the two years twe—years But the project undertook additional activities
ag if the full-gcale project was operatiomal. The full-scale project iz at
the time of writing this in drafting stagej} the concept having been decided
This report oovers the two year preparztory assistanoe phase ending
31.12,1983. UNINC is the ezeouting agency of the projeots

The project budget as now agreed to ia $1,738,81 for the four
year period endirng 31.12.1985 and the finance is found from IPF. The
adjustment has ween made downwards from $1,983,62C originally sutmitted
due to the change in the modus operandi i.e. consultants on short term
mission being provided instead of resident experts. The Covernmant of
PDRY contribution is YD57,500 (approx. US$172.500).




The project objectivities have remained the same througheout the

pericd repcrted upon as given beslow;

DEVELCPMENT (STCTORAL) OBJECTIVES

The development (scc¥oral) objectives of the project is to support tkt
Govercment's overall devalopment strategy of developing the incdustrial base
of the country and of securing optimum utilization of the courtry's physica
buman and financial resources, as stated in the present Five Year Flan 1981
1985, achieving an increased value added in the industrial sector, improvin
the capacity utilization of the sector, increasing the technological basis

of the aountry and improving techrical self-reliance.

IMMEDILTE (PROJECT) OBJZCTIVES

The overall immediate objectives of the project axe tc improve the
performance of industriea and management capabilities of the Ministry and
irdustries through providing dircot assistance in the management., Specl-
fically, the objectives fall into the following areas;-

1., To provide through the international experts in cooperation
with national counterparts (with a view to forming the uncleus
of a future consultancy unit within the Ministry of Industry
direct assistance to at least twelve enterprises in different
aspsols of industrial management leading to their impro ved

performance and skills at plant and Ministry levels throughj

a) development and implementation of a programme of
diagnostic and operational consultancy assignments
followed by implementation assistance in 12 selected

industries,
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3.

The

the nceds

b) development and implementation of specific management
gystems (e.g. production, financial, inventory centrol

etce) in the twelve selected enterprises,

c) develorment and implementation of a programme for
upgrading management skille of Ministry and industries
through vocational and on—the~job training in certain

aspects of indugtrial wanagement gpecified in Part II E.

To strengthen the capacity of the Ministry of Industry in
monitoring the performance of industrial enterprises through
development of criteria for estimation of the efficiehoy of
enterprises and through upgrading the knowledge and training

of personnel of the Ministry.

To establish a Performance Efficiency Unit (PEJ) within the

Ministry of Industry with the help of international experts,
to devciop capability of the national members of the unit ti
serve the purposes mentioned in the objectives 1 and 2 above,

independently at the expiry of the present project.

outputs and activities ef the two year period were in line with

of the objectives and it is hoped that they will continue to be

so related for the balance period. The attainment of the objectives

appear assured at this stage. The work of the two years already completed

have shown that the objectives are being met in areas both of improved

efficiency and training of nationals in management.

The

two years,

major training element fellowships is programmed for the next

Hovwever, one fei.lowship and one study tour programmes are

implemented during the firet two years. The nationalg work alongwith

internationals nn permanent asgignment basfs from the Ministry and the




concerned irndustry, receiving imformal on-the—job training. This form of
training has graduated from nationals acting as observers to independently
carrying out some items of work with supervision and guidance provided by

internationals. This happy outcome i3 attritutable to interest and zeal

shown by nationals in learning and desiring to equip themgselves to stiep

into thke shoes of expatriates.

Reocommendationss

l. Many suggestions are wade in respect of industrial development |
prospects (VI. 6.1). '

2. Irnstitution building is 2 serious and a time consuming work but 1%
requires a good deal of plamning (VI, 6.2).

3. The project document should be finalised soon and flexibility should be
built in (VI, 6.3).

4. The financial constraints may be felt when the needs of the industry
are corsidered. It may be usaful to keep in view the need Yor time
and other support. (VI. 6.4 and 6.14).

Se The unified accounting systems may need an innovative approach to have
them well explained and implemented (VI. 6.5).

6. Management Information Systems should be developed jointly by all
concerred disciplines, trled out, altered and implemeated (VI. @.6).

7. The facicry problems both general and specific will require proper

- identification, projects preparation and approval, implementation.

It is an ideal way to impart traininge. The training in any case
ghould be looked into as a whole supported by a proper plan and
exeoution (VI. 6.7, 6.8).

8. PFor evaluation of offers and studies, several practical recommemdations
are plzced under VI, 6.9.

9. Proper utilisation of manpower resources, their training and
enhancing productivity for long and short temm nseds are indicated.

These are detailed in VI. $.11, .12 and 5.13.




10,

11,

12.

The rneed for integrated management of some enterprises ic self
gvident and it will be economical and #ill lead tc greater invest~
ment potential. (VI. 6.16).

Practical ways of using budgeiting techniques are given ini(VI.6.14).
The hand over/take over of the project is very oruclal. It remiires

some action for finanscial arvangement also so that acccunting and ¢ 7=

sontrol are facilitated (VI. 6.15).




I. OBJECTIVES iND LOGIC CF PROJEZCT

The sectoral objectiva 1is to develop indvstrial base of the country,

gecure optimum utilisation of its resources and capacities and improve gelf

rcliances

national capacities.

Within the above framework, the immediate (Project) objectives are to
provide direct assistance to some industrial enterprises in industrial
management leading to their improved performance, up grade management skills

strengthen perforeance monitoring capabilities and oreate institutionalised

It i3 jntended that through the realisation of the project immediate

objectives the achisvement of the seotoral development objective will be

supporteds. In trief, the scctcral and project objectives are related as

iven below;—

Sectoral Otiectives

1. Develop tiae industzrial base

of the ocountry.

2« Seoure maximur utilisation of be
country's physical, human and

financial resources.

3. Increass the technological Ce

bage,

Project Objeotives

Develop and implement a program
of diagnostio and opexatioral
consultancy assignmeats and
implementation assistance in

twetve industries.

Develop and implement spacifio
management system in twelve

faotories.

Strenghten the capacity of the
Ministry in monitoring perfor—
mance of enterprises through
(a) Development of criteria

to egtimate efficiency
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4. Improve technical self reliaznca. de Devalop and implement a programr
for upgrading skills of Ministr;
and industries through vocation:
and on-the—job training in some

agpects of inductrizl managemen:

8 Establish Perrormance Efficienc;
Unit within the Ministry to devc
capgcity of national members of
the Unit to serve the objectives
a to ¢ independently at the exp:
of the project

While the overlap of objectivea 1s inevitable and neccasary attempt i

made to relate them as far as poigibla,

The loglo followed is to produce the outputs mentioned below;—

® Increased productivity through dlognostio and consultancy
agssignments.

— Manuals on varlous industrial management aspects.

- Implementation of the manuals and training of national staff

in their usge,
= Improved product design and quality and marketing techniques.

— Trainiag of plant level staff through workshop/seminars

fellowships, study tours, on-the-job training.

— Zgtablished and operational consultancy unit with at Jeast ten
ratinnal counteyparts capable of providing consultanoy and
implementation gervices to the Ministry and Industrial
establishments in industrial management fileldso




Appropriate aotivities as given hare-under were to be undertaken

with the inputs as decided,

6)

7)

8)

10)

11)

12)

13)

Aggegs the present situation and weakness

of 12 selected industries.
Preparation of action plan

Implementation, review and fodlowup of the

programmee
Preparation of manmals in the fcllowing flelds;-—-
- Production Management, Financial Manigement,

Markeiing, Work 3tudy, Materizl Management

and Consultancy Services.

ta

Implementation and follow—up of-the manmals.

Training of the National staff at the Ministry
and 12 selected industries for the implementation

of the manuals.

Evaluation of the existing product design and

quality controcl methods and proczdures.

Proposals and recommendations for improvement of
the produot design and quality control and their

implementation.
Survey of the existing market practies.
Recommendations for improved marketing praotices.

Implementation and follow=up of recommendations for

better marketing.
Preparation for materials and curriculum develop-

ment for seminars and worlsshops.

Organizing workshops and seminars.




14) Study the existing Management Information Systems(MIS). -

15) Preparation of Manuals on Management Information
Systems (MIS).

16) Implementations and Training of the national staff and
follow-up of the implementatioa of (MIS).

17) On the Job training and inplant {raining in the following
fields;~—-

- Production Management

~ Financial Management and Cost Accounting,

— Work Study, Marketing, Material Management
and Quality Control,

18) Organising fellowships and study tours.

19) Setting up of the unit with orzanisational chart, modus
operandi for providing services and job descriptions cf

the members.

For the half period of the project life, inputs were provided to a

large extent as mentioned in the draft project document.

A8 can be secen from the above, the logic of the project is to achieve
the immediate objectives in the framework of the development objective. The
improvement of performance requires direot assistance in technical and
managerial fields which when provided leads te improved efficiency. The
training in management is provided through the use of direct assistance
activities coupled with other forms of training. For the benefit of
trainees in future, preparation of manuals is an important activity. .a
can be seen from the draft project document each cutput is related to
appropriate activity and the activity to the workplans The work plan when

compared with the job descriptions of the inputs,the logloc of the seleotior
of the disciplines as has been done will be clear.




II. ACTIVITIES 4£ID OQUTPUTS

For the purpose of this report the preparatory assistance projeot
document tor 1982 is used wkilst for 1983 the draft project document which
wag in operation for that year's work and whioch is now teirg revised 1is
the basise. The report is brief in view of the details having bzen provide

in the half-yearly progress raportse.

1982 1, Prepare a fu.l scale project document and workplan

The project document was drafted saveral times in Maran 1982 and agai
revised by UNIDO field mission in May 1982. UNMP, New York on receiving an
official requeet frow the ®overmment decided to have a Tripartite Review
Meeting to study in depth the design of the project doeument vis—a=-vis the
country needs particnlarly in regard to the objectives, outputs and inputs.
This meeting was held in April, 1983 and another draft project doocument was
prepared during the UNDP consultants’ stay in Adene There were still a few
printe on which further alterations were considered necssary by UNDP,

New York. The projeot in the mesantime continucd its activities based on ik
latest draft project document financed by advance authorisation. The -~ount
Programme Review was held in October 1983 as a result of which major change
in the inputs and budget were made. At the time of writing this report, tt

project dooument is being revised.

The workplan during 1983 was prepared and revised on the assumpticn
that the draft project document at the time of ite preparation or revisicn
will be approved.

The fregeent chawges in the project document resulted in this activit
baing completed during ita planned pericd but likely to be fruitfully

conocluded at the end of’.the secoad year of the four—-year projecte
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2. 438es3’d Orzanisation Structure of the Ministry,

prepare organcgram etce for Parformance Efficiency

Unit, assist in their apowroval and administrative

and legal procedures therefcor.

The assesament led to ths request from tbe Government for fresh
provosals for ths Ministry organisation structure, job desoripiions etc.
The purpose, activities, outputs organisation structure, job descriptions,
metkodology for the delivery of services and external and internal relat-—
jonships of the Performance Efficlency Unit were also prepared in the first
half of 1982. A4 ministerial resolution establishing the Unit took place on
éth May, 1982.

The promulgation of law for establishing ihe unit 1s under active
consideration and it is expected that 1t will be available soon.

The appointments of the Assistant Deputy Minister as the National
Director and a Senlor staff merber as the project coordinator were major
positiws factcrs in selecting the national staff for the unit, conduct of

project activities and ir making the project making greater impacte.

3. Discugs the accounting systems prepared for industrial
gector with Central Audit Bureau etc. for their approval

and later on implement in thkree factories

Discussions were held hut thelr approval was not available in 1982,
It is ordered in late 1983 that instead of the systems prepared by the
writer those designed by experts of Central Audit Bureau will be imple-
mented, However, in 1982 . -: r. as decided by the Ministry, the six
staff members received full training for independent application of the

gystems,




In 1i h* of the oridar, 2n orerating systems rwanuzl using as far as
possible, thz ome »repared by the author and tried out im severzl factorie:

successfully mey be pr2parede. This will expedite implementation.

Cost accounting manuel of fircy stage is being implemented.

4e 3Sxamina exigting trade policies and prepare

policy recommendations

The field work commenced after carefully preparing terms of reference
and questionnaire. It waa completed within the time planned. However
follow up of answers(majority of those reseived being inaccurate or
incomplete) would be helpful. The national staff have undertaken this
aotivity enthusiastically. Three interim reports were prepared.

5. Cbtain and analyse techno—economic and statistical

data of selected industries and prepare project profiles

It is a continuous exercise; collection and analysis of data and pre—
paration of project profiles continued almost paralled.. Two profiles were
prepared. The national staff have received the training required for doing

-

this work infencnlzitly.

6. Examine existing recording and reporting systems

in the factories and the Ministry and develop

recommendations

The examination has been made to a large extent. The field visits

have Leen made. More follow up of ansvers to queationnaire left with the




factories will be required. Recommendations on standardisation are being

tried out in financial information, inventory control, organisation structure
work study approach, project profiles, market study etc. However after study
ing the experience in their implementation ard developing models, thev may be
written down in the form of a manual to be updated periodically to make 1t a

dynamlc urprresose

91 (a.) Examine plant layout for three factories pregare and

implement recommendations

(b) Work study cf three factories

The activity was to be completed by October 1982, when the experts in
faoet arrived.: Tet; :the work study of one large unit was completed, of
another conducted by the nationals. The association of more nationals with

excellent potential ccontrivuted to the succesa in a very large measure.

8. Assist implementation of Tecommendations made by other
UNIDO experts

In depth implementation assistance for UNIDO experts!/other oconsultant:

recommendations was provided in form of technical ocomments, draft projects, terms
of reference eto. for training requests, pharmaceuticals, assistance to Agrioul~
tural Irplements Factory, survey of cotton based industries, edible oil, tomato
paste, Martyrs!' Garments, Day Care Centres, Industrial Information, Aluminium,

This work requires continuwous assistance as UI‘I'.DP/U’N.UD have provided sinoe

1973, a number of short-~term projectia.

For reports of other oonsultants oorments are offered and advices on
invcstrent matters given on several occasions,

This aoctivity is a natural and welcome ocorollory of the "Industrial
Advisory Unit" project vhich ended on 31lst Deoember,1981,
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9¢ Two worishops; one on productivity and another onr projeot aocounts,

were conducteds

10, Questionnaire on internal auditing function was prepared and submi-

tted to ascertain the status in each factory.
11, Share valuation of four fa&bories was made,

12, Paper on loan managerment wes prepared for disoussion with relevant
national avthorities.

In 1983, work in acoordanoce with the workplan oontinusd, The brief aocov

of the project iuplementation is given below;=

i) Dircot assistance and cnethe—job training oconstituted the major
work for each discipline, It included the study and recommendations
on general organisation and job & scriptions for leather shoes faoctor;
direoting national staff on-work study assignments; advising on fina~
lisation of accounts of Cigarette, Match faotories and flowr mill,
reoommendirg training prograrme for the textile; revising proposals
on the use of computer and setting up Central Clearance and stores;
rerdering advice on financial aspects in various negotiations; indepir
study of financial and oost systems, the preparation of a detailed
case study and on~the-~job training in work management in Leather
Mamufaoturing Cooperative; oommencing detailed implementation of
better material management and inventory control practioes in Leathex
Shoes factory, flour mill, {annery and leather ocooperative; evaluatio:
of studies on cottorn-based industries, Dairy and Aluminium factories;
identifying and compiling profile data on dry ocell battery unit;
advising on consultants for a glass industry; advising on investment
opportunities in various economic aspects in setting up razor bladss
and fruits and juices industries; preparation of a scheme for setting
up Day Care Centres and advising and assisting in possible projeots
for Agriouliture Irplements faotory, mini steel plant and training in
maintenanoce,




.ii)

1ii)

iv)

v)
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The menuals preparation is being widertalke= in between direot
assistance assigmmentss Orgenisation marmual is completed and
distributed, so alsc monuals cn HTEH and cost accounting monval.
Manu?%m%‘oial mencgement, marieting, rwoterial maragement are
being prenared and draft Guide Lires for Dizgnosis of Induse—
t:ialmﬁa:‘z*ﬁaeﬁnrises is completed. Iarkxeting and ilaterial llenage—~
monts Arill ve completed by the end of the year, In view of

the new systems beinz ordered, firanocial management marual will
be commleted in 1984, A report on study of existing financial
systens and proposals for irprovement for lezther Cooperative
was prepared, Also financial gystems for a new Battery factory
were prenared, Study of cost systems in Tanrery and Leather Shoes
TFactory arce in progress vhich is mainly being done by nationals

with guidanoce and sipervision of international staff.

Study of existing product designs with the help of conswitants
is being made for Agricultural Irplements Factory, Toxtile !iills,
Towmato Paste Factory, Deiry, Alumizium Factory and Wood torking
industriess A project is suggeeted for lLeather Cooperative,

Recermerdations for better morleting practices have already been
made, Specific recommendations are made for Agriculture Inple-

monts FPactory and Tanrery, Immlemertaticn is in progress,

A task foroe i3 set up for demand survoy and assessment. The
national tean is provided with questionneire and explanations
o carry out this worke On=the~job training is provided on a

fevy assignments, The rnationals are now independently carrying
out this atudly,

Uorkshom were ooxnducted on material monagenent for accountants
and stores personzel and on general o3peots of management and
merketing, finanoe, moterials and production management for

directors of selected factories, To worizshops on maintenance
was conducted by consultants by o separate short term project.




i)

A lecture was delivered in the University on industrial
developrent for developing ocountries. Papers yere prepared
by each discipline and distributed to all partiodpants. Two
workshops; one on I and another on Merketing llanagement are
planned for Doocerber 1983

The national stoff participating in dirc 4t assistance assigne
ments are being troired by demonstration, entrusting indepen~
dent work with guidance from international staff, sirengthening
theoretioal backeround through personal explcnation and reading
end study assignments eto. Uork sthdy at Tennery and Ieather
Shoes Pactory is at present being oconducted by the nationalse.




ITI. ACHIWVZMENT O IMITTDIATS OBJSCTIVES

While judging the effectiveness of the assistance already provided
vig=a-vis the gectoral and project objectives, the constraints experience:d
may be kept in view. However, an overall assessment is that the project
work is proceeding satisfactorily according to the plam; W®otkh in letter
and spirit. It has contributed and is effective peositively and hand-—

somely and tangible benefits are £21t by recipients. The project is the

'core! groupe.

The expert input for the year ended 31.12.83 was 48 man months. The
original plan of 63 man months. The national input was 111 man months
againgt the plan of 120 man montha. There are 9 national ataff members or
full-time and * on part—time basis attacked to the project.

More than 50 technical reports, papers etc. were

prepared, Six workshops were held under the project
auspices.

The outputs achieved (and therefore the related activities under-
taken) mentioned in II represent the effectiveness of the assistance

within the framework of the objectives,

The imdustrial base 13 developed through identification and exami-
nation of investment opportunities for new industries and for dalancing,
modernisation and replacement. The project provided direct assigtance

by preparing terms of references, preparation of project profiles,
evaluation of gtudies.




pertioipation in negotisations, assisting follow wp ete. with a view to
solving irmediate problems but more so to create nationnl capacitieses In
this area, the project has been effectives The mumber of such assignrments Yo
the projeot has been progresively reduced as the national staff are oarrying
out these activities independently. References are made seeking guidance on

some speoifio points at times.

The cost oconscicusness, the application of recorgnised criteria and
methodology for the selection of imvestment projeots. selection of appropriate

technology, proper planning of manpouer training and finance are scme of the

effects to which the projeot has countributed, Ietder investment portfolio,
better project implementation in terms of time and costs end successful working

of the egtoblishments are evident.

The Seoond Five Year Plon erphosises consolidation of existing estabe
lishments vhioh is as adviseds, I!laximisation of oecpacity utilisation and
optirum uge of resources; better production, finencial marketing and material
management is on anvil, Improwveneuts in ferms of production wvalume, produ;-
tivity, oosts, sales and profiis arec already being reclised in many factories,

The recormended studies wherever indioated are either carried out or planned,

Use of Scientific Organisation Structure and job descriptions, reocg-
nition of merloting as an important function and wse of appropriade marketing
techniques, oompletion of amnual accounts in proper form and expeditiously,
better funds flow control, application of cost oomputation and appreciation,
physical and financial ocontrol over inventories, use of work stuly techniques
are some of thoe effects of direot assistance activities, They have resulied
in improved nerformance,

Specific management systoms, though still under development, are being
intrcduced in stages and their utility has been favourably commented upon.
Such systems are for Organisation, merleting, finanoial and interim cost
accounting, inventory ocontrol, Studies of product diversification and of

feasibility for reorganisation of some industrics by other sources are being




undertale:, However, full-fledged systems hawve 1c¢ be developed and pract-—

ised over a reasonzble period in many places and julgemernts of all conoerned
received in depth before fwll satisfication ocan be claimed, At this stage it

1

moy te said that experiments on limited scale are encouragings

The linistry ocapabilities in monitoring are graduslly being upgraded
with some performance oorparison guidelines now being available, The siaff
members of the Ministry (in addition 4o the regular ocounterparts) partioipate
in all direct asasistznce activities and receive on—the=job training, Controli
oells have yet to be established and performunce oomparison methods put into
use though direct assistonce activitiess In brief, considerable work has
yet o be undsrtaken in this areas.

Regarding improving self reliance, the greater technically satisfying
and enthusiastio participation of counterparts in direct assistance and
workshop activities are evident, However for giving greater practice and for
reasons of diversity of problems, direct assistance will have to ocontinus,
The training being the major goal, they have 1o be carried out by the nationa
and only guidance provided by infernationdls os for as possible, With this
method.slogy put into practice, time requirement is more but more rewarding.
The fellowship programme has yet to zo into full swing and in this area,
project has yet 4o irmplement its ideas on length and type of training and the
nurber of trainees. However, this has led %o cowunterparts boing with inter—
nationals over an wninterrupted period vhich has resulted in greater one~the~job
troining and adjustrents betieer thems The training for achieving self
suffioiency has by ncoessity to be more involwved,

The projeot can olainm rwdest success in having the Performanoce

Dfficlency Unit establishod, staff members named cond in position, modus
opercpdl and low reccmmendeds Tor such a unit 4o be able ultimately to work
eifeotively and independsntly of externa acsisdance, the projeot personnelts
efforts of giving morc cssignmeuts to nationals and providing guidaroce,
anocuroging quest for kwowledse shovw promise of desined results,
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TV, UTTLISATION OF PROJECT RESULTS

The project results are extensively utilised as oan be seen from the
implementation of various recomendations made by projeot perscmnei.

Tor example in mony plaoces the orgenisation manual is implemented,
vetter marketing praotices are introduced, cost systens are pra.uhised inves—
tments for better produotivity are made and inventory oo*rtx:ols ore’ exercised.

FEN -(-.ﬂ‘)”~.‘-v‘~~/~,,"
s e e E MAZ LY A 1er Ty AN - :

~ There is oonsiderable work required to be per"ormd ’o,,r the pro;ject as
also the results already ‘.chieved. vtilised in several places,

It is expected therefore that the project will proceed on both the
fronts, The greater involvement of the national staff o be able to wundertake
implementation is a positive development affecting the effeotive utilisation

of project rfasults,.

Ve FINDINGS

During the 'bwoyea.r period that the pra;ject is in operation, several
tech.n:x.oal renorbs hove been prepared and distributed to all concerned. Besides

a8 this pro;ject is a follow-up of the Industrial Advisory Unit project
PDY/’IG/OM, pany of the findings snd recommendations mede therein are still

valid4 It 1is therefore folt that it is not neoessgry %o Tepeat them in thls
reports Qther observatio_ns arc mentioned below in b;'ie

Sele f'r_epgra.tory_assi's'bance status of the project for about £ yea:rs o{rt of

the total project period of four years is rather longs Though project
‘activities were carried ou't with all efforts and on the assumption
that the ‘projeot will be approvad a8 prepared certain unoertaa.n‘ty
prevails yhlch is not hea.lthy and induces some unsettling r.ffeots.

542 The finoncial oonstroints have adversely affected both the timing
and adequaoy of inputs espeoially those which were forccasted to be
financed from sources other than IPF, Urgent and unforseen problems
or those which were existing but not identified or yet others that




were identified bul not attended to for vorious recsons have had
perforoe to be postponed, The improvement of industries require

attention to bottleneckse They oftfen require wvery speocific speoice
lisation by way of consultancy., It cannot be provided without funds
and therefore the improvement ocannot be brought cbout.

UNTP/UNID0 no doubt have responded quickly and positively but with the
global problen, such ossistance oan not be provided on the soale desired,

Se3e The Becond Pive Year Plan (3FYP) and ths project are related very olosel;
Any change in the structure or in actual delivery ageinst the plan in th
project 1All have corresponding effccts on tho achicvements of SFYP. The
project life mzy be found insufficient as the cpproved full fledged
rroject mey be operctional for zbout twe years only. It may also be
found that ofter very careful diagnosis of the industrics, the consul-
tanocy oomponent is inadequatce The SFIP concentrates on rehabilitation
of existing industries by optimising the use of existing capacities and
resouwrcess With insuffirient technical and managerial capabilities the
support required from the project may hove to be messive, Won avail-
ability of the necessary ascistence may offect roalisetion of planned
torgets, '

S5¢4+ Unified national accounting and statistical systems statutorily require-

to be implemented is not availoble in a manual form and lack of full
information may pose problems in wnderstanding the objectives and

methodology of the system.

S5e5e Managerent Information Systems (MIS) 4o be corprehensive (and to be

+aken a step further from the stage already pruposed) will require
information on the existing systems and their effectivencss, costs

etc, Tho followmup of questionnaires is required firstly to seek
onecers  and enswre their accwracy and secondly to evolve practical
and rctional systems, More ooncerted efforts are requircd,




The systems require convergsnce of 211 diseciplines of the project.
This kag to be provided.

5.8« Direct assistance assignments have dual purpose; to identify proble
and provide their solution and to train national staff memberse. Wk

these assignments are carried out by them, it may take longer timee.
However, it has proven to be a better way of impartimg training. Mc

time is also required when assignments are non repetitive.

5¢7« The involvement of national staff is very encouraging. After obser

vation in one or two instances, they undertake irdependent assign-
ments with guidance weing provided by international ataff. They al
participate in workshops by conducting some lectures themselves. Tk

preparation of technical reports has also been attempted in some ce

5¢8. Integrated approach: In tho initial stages of the projeot, it was
felt that diagnosis will be made of all selcoted factories first ar
then an action plan will »a drawn ups It was later on felt that
better approach would Be for all project staff. Working together ¢
factory at 2 time, diagnosing all related problems and assisting t!

solutions. This approach has proved to be more rewardinge

5¢9. Institution Building: This is one of the major objectiveg of the

projects It has therefore been arranged for three levels of count
parts working with every internaticnal staff member. Apart from
on—the~Job training, fellowshirs and a atudy tour are planned.
Partial implementation has becn made, Due to the delay in the
implementation of fellowshlp programme as a result of the non ~9-
approval of the project, time is lost and in the meantime costs ma;
have also inoreased. It is hoped that there will ¥e no reduction
in time or number of fellowmships. It is further hoped that the
timing of fezllowships execution will not adversely after diagnosti

and consultancy aoctivitias,.
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2e The inter facing of wniversity or other formal training institution
with the industry is absent, This may result in ocarricula of verious tech-
nical, vooational and management studies to be A4opsided and theoretical, The
graduates may not be able to assimilate quickly and adequately in the indus—
trial seotor which is a national wasie,

3e Institution building is a time taking but very essemtial aotivity. iny
attempt to expedite may mar the uality.

4 It must e recognised that apart from the short—term training abroad,
extended training in some disciplines and practical training in others is
neoessarys. idinancial Provision has to be made withz a properly drawn out pro-
grarme.

Se¢10., Hajor Problems in the factories: The technical and menagerial proble:r

are manifeld and require immediate and long-term attention, The farme:
type problems relate to industrial engineering including layout, maine
tonanocy production plenning, norms of oonsurpiion of man, material,
machine etce productivity of factors of production, safcty,qualily,
wasteges and value analysis, The managerial problems oconcern organisa+
tion and use of monpower, morketing material management,capital for-
mation, financial control, method of payment of wages, money managemen:

etOQ

5¢11s Norkstudy application 1s very relevant development in the case of
PDRY and despite its time takdng nature is of paramount importanoc,
Its ocoupling with other industrial engineering opplications will be
roquired so that technical improveronts will be available at the same
timc,.

5¢12, There arc a number of technical assistanoe needs which hawve been
identificd and projects forrmlated for attending to them ocompleted,

However, fruitful oconclusion mamy time is absent for reasons such as




- 26 ~

the followup projeots are not taken up, implementation decisions

not token or delayed, support activities like recruitnent of oorpe-
tent national staff are not corried oute The expetriate assiaztonce
needs for technology transfer are not fully detailcd,

5e13s Evaluction and control are two important management aspects whioh

require strengthening both at enterprise and Ministry level. Areas
such as oost (as a tool of control or of comparison of relative

efficiency) management information and project accounting (2s a tool
for oontrol function keeping “rack of +ime and costs) mey be deve—
loped further,

5¢14. lorkshops/seminars: Several workshops/serinars were conducted vith and

without outside assistances They were rated as sucoessful by all
ooncerned but 4o moke them better o few suggestions are given below;

le Gose studies menuels, notes etc to be handed over to participants

should be received in sufficient copies and in advance,

2« Partioipants should be carefully selected with certzin minimum
requirements objectively decided and then strictly adhered to.

Je Case studies should as far as possible be local or developed
on conditions similar to those obtaining in the host country,

4, Ileotures, notes etcs should have more cf practical and less of
theoretical approzch and content,

5¢ The lacturers should have a short orientation stay in the host
ocountry,

6. Attendence should be compulsory and uninterrupted,

Te The length of the seminar/workshop number of lectures and the
contents of each lecture should be bhazed entirely on the
oonsideration of the needs of the subject matter to be taught,

8, Audio-visual aids should be used extensively,
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Each seminar/workshop should not be ad hoc but should form a
reocogrnisable part of an exhaustive training scheme ocatering

to specific short and/or long term objectives, The logic
should be developed similar to that required for ary project.

The participants should be examined by one method or the other
not onmly to assess +the success of the seminar/m-rorlcshop but also
to establish future steps required in respect of each to build

up national capabilities,




VI, RECO¥MTINDATIONS

The suggestiens made in the previnus projeot report in se far as

they are relevant are alsc mentioned below in view ef their importance.

6s1. Future Industrial Development:

1. The constraints of small local demand, gearcity of skilled

manpcwer and cemparatively lew capital formatien suggest that

small scale industries based as far as possible on lecal raw !

materials with perhaps some degree of autematien may be in

ordexrs

2. The existing industries call fox greater stress on balancing,
modernisation ard replacement on a scale eommensurate with its
market sharee.

3. Systematic maintenance planning and management at all levels

is required as a matter of urgency.

4, The management should be recognised as the most impartant

input in all cases.

5. Measures should be taken io expend the market fer industries
espeolally those working on low capacity utilisatien for want
of derand. Regional and wilateral cooperatien, based on
proéuct sharing may be worth consideration. Mutually exclusivs
plants may be set upe 4An eutward looking industrialisatien
strategy which will sustain economically viable units may offer

rnecessary means of widening and diversifying the expert base. {

¢. Feasibility study irn the ferm recommended in UNIDO manual should

®e insisted upon in all cages irrespective ¢f the source of

finance er agency of implementation.
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Many Arab countries are relying greatly on domestic
financing. The public sector plays leading role in
financing Industrial projects; while individual aecter
saving are restricted to medest participatien in light
industries and ether areas scattered here and there. If
such gavirgs are mobilised and channelised in praper
investmsnt in industry, they would constitute ar important

source of financirg Industrial Developrment.

It is well krown that important considerations t» stimulate
such investments are firstly the existence of right invest-
ment elimate, secondly, exlstence and promotion of suitable
investment epportunities, and thirdly existence of effective

industry and attract capital therete.

The investment climate could e oreated by eecnomic, financial
and administrative incentives that would reduce investment
risks, by increasing the return er anticipated profits, 1like
tax exemptions or reductien, increase in depreclation rates

in respect of fixed assets, exemption er reduction of ocustoms
duties on imported capital goods and raw materials and suitabl

tariff pretection,

Te a large degree Law Ne. 23 of 1971 announced by PDRY Gevt.
offers many incentivea and revisiens are mades The law may

be kept under constant reviews

The creation of infra-structures and industrial zcnes that
possess all utilities and serviceas, having health and
education facilities in theae zonea also constitute a vital
necessity for fostering industrial development. Measures 9o

tragin artisans skilled supervisory staff and production

engineers to mecet such requirements need nc mention. This ia

the immediate necessity in PDRY.
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Formulation ef a clear industrial Licensirng pelicy indicating
the fields which are reservad exclusively for public gector,
those fer mixed and private sector respectively, will auto-
matically induce individual sector savings te promote their

respective share for the cause of national developmente.

8. The exploitation of solar, wind and ways power is indicated.

9. Comprehensive training programmes for the various cadres and
increasing intake in the technical institutions, a system- of
incentives based én the principle of acecountability and eonn-—

ecting the benefits with performance are worth comsideration.

10. After the objective of utilising idle capacity and imprevement
of preductivity has been realised to a gsatisfactory degree
‘horizental expansion may come back intec vogue. For all them,
it is essential to make an inventory ef all studies made in
thepast on varicus prejects and seti%gainst resources survey
and market survey te ensure that Botlk the surveys are wacked
up by proper studiea., Atiention should alsc e raild to proper
utilisation of all the studies with or without updating as
considered necessary. For future, there shculd be study under—

taken only if it 1s decided to implement the prcject within

reasonable time if the study results are pecsitives Once the
study has Ween conducted, i1t should be brought to the conclusion
either By a time Wound implementation programmes or rejeotion

as far as possible,

11l. Tke scope and pature of problems faced by various induatries
in regard to marketing be identified and proposals developed

for remedial action en the legel of individual enterprise as

well as at the Ministry level.
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Institution Building:

1.

2a

3e

4.

Crmprehensive training programms bzsed on the nez2ds in
terms of quantity, guality and time with idertified nature
and courses of training (time and place) should be drawn up
and implementeds The avaikable ocourse should suit the need
and it should not be made to suit,

Teoknical assistance projects should have specific provisien
for building up national capabilities which sheuld te ebjeot—
ively satisfaotory for the nceds of the country and the scheme

for its realisation should te przgmatic,

Consultants/experts when engagel for feasibility studies er

for erection and pu?ing a factory into eperation or for any
¢ther trouble-shoeting work, should ensure that lecal personnel
in sufficient numbers ar: always associated with them and they
are taught (and they assimilaie) everything that is regquired and
possible for the local personnel to take over the functions of
the international staff. Similarly, the suppliers should

always ensure training at their plants of senior techniecal

personnel,

It is .dvisadble te send out national perdsonnel on initial
training after a decision has been taken to go ahead with a
particular praject; this initial training is te familiarige

them with the project. They should ocome back after such a *
training, wefore actual negotiations take place with the
suppllers of plant and equipmeat. PFrom them onwards, these
persons will be attgohed to the preject as counterparta to

the expatrlate personnel ¢f the suppliers during implementation
through various stages of aite preparation, erecotion of equipment

and services, trial production, etc. This way it 1s expected




Se

7.

8.

that 2 oadre could bs wuilt ef suitable personnel embracing
different disciplines, Taking part in erection and trial

Tun will e a very useful exercise in that they will become

conversant not only with production technolegy wut also

maintenance procedures.

Some of the experienced persennsl in the Ministry should »e
gent on perioedical refregher training ocourses so that thay

keep abreast with the lateat technology.

The factorywise suggestions made for training needs in specifiec
fields should we implemented.

The short term exparts of UNIDO on their part should continue
te organise workshops and grcup discussions en various topices

of interest and with particular reference to;—

1) Principles ef market survey,

ii) Principles of Project congtruction Accounting,
Accounting Costing and Budgetting system for
productive units,

iii) The short term experts deputed by UNIDO for
specialised fields (eg) maintenance of plant
and equipment must as a rule include a workshop
in their work plan for imparting training to
national personnel. Te this end, it is recommended
that the job description prepared by UNIDO fer such
projects should include this item in the Job

deseription of the concerned experte.

The persobnel attached to the international staff should be
those who will ultimately take over the functicns of the
letters They should ¥e adequately qualified and motivated.

Their status and functions sheuld be very carefully worked oute.

-
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9+ According to one study, the increased productivity and higher
rate of women participation will require employment potential
to grow at an average annual rate of 4% during 1980s. Apart
from overall likely unemployment, the phenomeana of searcity of
manpower in planning, adminigtrative, management and technical
cadre 1s38tively fe1t. The trairing mecasures already taken will
yield results wut there may be some gaps. Higher and secondary
educatien will have to be oricecnted more towards technical and
vocational fields. Manpower planning fer matching demand and

supply of varisus skills is vital.

10 The training institutions in specific disciplines like accoun¥ing
if gtarted, there may be problems in finding sustained inflow of
students and difficulties on their placement in pogitions of
their choice or their aptitude, At the same time, all students
fer each apecific dlspilines cannot be sent abroad economically
nor can institutions and courses by found for each discipline
entirely matching with the national needse Serlous consider—
ation may be given to eithar have regional instirutions or te
have those which after having suffioient batches trained adequ-~
ately (and in the process oreating a sizeable cadres of trainers:
could cease functioning as a regular educational institution wut
act as a venue where required facilities be provided for short
perlods from time to time.

643, Status of the project document At the time of writing this, the
draft project decument has once again been revised and hopefully it will

be finalised soon. Baged on the agsessment of the surrent needs, it may
be assumed that the project has Been properly formulated. ZEarly appreval
will enable the prejecot activitics to e undertaken without reservations.
Yearly evaluatien should be programmed as a minimum in erder to bring
abeut changes found required. The shift to the utilisation of short-term

consultants should be closely monitored to ensure that expected results




are achlieved. The indepth di=gnosis of sclscted industriess when completed,
may throw up problems which would regquire revision of priorities or/and

additional inputs. Note sheuld be taken of thig likely development nows
The proper timing of the arrivals/departures of consultants and well
defined Job descriptions should be ensured so that the project activities

are well coordinated.

6.4. The financial constraints may we more keenly felt when competing

demands fer comsultancy grow in excess cf the pessible supply, The #ila-
teval and multilateral sources will have te be tapped from now so that the
agencies concerned are sounded well in advance. There are some problems
which are common not only for all industries in this country but in the
regien as a wheles, Some ef thegse preblem~ also require cooperative efforts
from more than one executing agency of UN systems Somec ef the needs may T2
of managerial support nr technical executive work requiring OPAS type of
approach. Some policy decisions may have to Be made in advance. Innovativ:

solutions may have to ®e tried out.

Besides, the project life may have to be extended cr further inputs
required. It may be useful firstly to lock at the need for assistance in
totality and solution/s worked eut comprehensively without considering the
financial angle at that stage. Later on, 1ts financing may e taken up.
This will bring ~nd the dimensien of the problem aid the extent tc which

1t is attanded subsequent implementation stages will then e easier,

€.5. Unified national accounting ard statistical systems may be developsd

in a training manual form. It may be useful to study how far the systems
designed for Ministry of Industry in 1976 ocan be adopted without affecting
the concept or objective of the unified systems. The accountants who

are already trained en the old systoems have a goed potential to e trainers

and this sowree should be proparly tapped to create a cadre of trainers.
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6e6e Manzgement Information Systams to be developed and impilemented

for trial purposes will require graater fellow-up ef the answers to the
questionnaires already distributed. This 13 most important. Systems
can be prepared only after these answers are studied in detail. Once
the system proposals are preparsd, they may have to be distributed te
other concerned authorities like Ministries of Planning, Finzance and

Laboure

6.7+ Direct Assistance The assistance should attempt achievement of two

objeotives; Solve the individual factory problems and impart training for
achicving ultimatelyself reliance. It may bP°¥ed that this is the sure
and time taking methsd. Cne possible way to reduce the time requirement
and to impart trzining to a greater number of nathenals will We Yo have
input of United Nations Volunteers and t¢ have several task force tecamsa

at factory levzl,.

6.8, Factory problems There are several common probtlems which may be

tackled by an approach ¢f creating models.

l. Planning has to be introduced as a continuous exercise not
only because it is a requirement and a feature of a rolling
plan but also because knowledge of the event is taken care

of sarlier,

2+ Capacity study results are given ®elow;



t
ABSTRAGT OF GAPAGIEY. UEILTENY AND DUUELLIID Gin 11)
- SUB-GECTONS & FUBLIC SHOINR TOTAL CAPACITY % UTILISED(¥) %  UNUrLLmsen A
A« Engincoring Industries -@_ 1,240,897 100 768,066 | 61.891 472,331 38,10
— -3 ——— | et it mam et € 5 - ety et e A
B, Toxtiles | 2,524,000 100 1,060,618 | 42,0211,463,382 |  57.97
Ce Chomicals 2,186,203 100 651,332 | 29.79{ 1,534,564 70420
-4
D. Leather & Shoos 1,045,445 100 794,560 ! 76.28) 250,885 23,99
E. Food & Beverages 15,955,404 100 74193,736 | 45,08} 8,761,668 54491
F, Misoelicnaous AT5,01C 100 400,200 | 82,25 14,810 15474
Total Public Sector 23,426,959 100 1,086,519 1 46439 §2,558,440 53460
Total Mixed scotor 13,787,527 100 8,752,265 63.47 | 5,035,262 36,52
Grand total (Public & Mixed Seotors) 37,214,486 100 } 19,620,784 | 52.72 017,583,702 47627

(*) Maximum utilisation in any of tho
last throe yoars (1979 %o 1981)
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Quantified reasons for deviations from pcssisle capacities, analysis of

these reasons between avoidable and unavoidable, and proposals for setter

utilisation should be worked out, implemeniaed, reviewade.

3.

4e

S5e

In the new projects, the demand pre jections should be realistic
and net dictated by economic size or etherwicse nor should prices
used arbitrarily to project accaptable levels of economic well

®2ing.

UNDP/UNIDO assistance may be seught especially in the field

of experts, marketing institution and free zonese

The use e¢f funds for investments or fer imports shauld be

tied up with the entarprise sarnings.

Several projects which are in various stages should be
brought to fruitful conclusion. Some of these are j§-

Safety and welfare, antl corrosion training, woller
maintenance training, post produciion losses, vocational
training control of wastages, value analysis, standardi-
gation and quality oontrol, performance evaluation, a small
factory to make spares Jf gimple nature, creation of central
stores of commonly used siores, cantral imrort clearance,
centralised. Purchases of some stores, centralised ropalrs,
combination of managements ef factories in one industry etc.

at sectoral level.

6.11, Employment There is no gerious attempt made by many factorles

either to draw up or visualise the organisation and jo» dpecifications for

each position. The result many times, is overemployment.

There is a clear case fer having an agread organisation framework

implemented in all factories which have taken into censideration, the

followings-
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-~ Responsibility should be precise without any area
repeated or delated and therc is no concentration

in 2 few hzadse.

- Therc should be logicel division ef responsibility

with clear line and staff relatienships and delegation,

— There should ®e an osrganisation manual and rules aftd

policies handbook supported by in plant training etc,.

— There should be job rating for each operation correlated

with the emolumenta.

- There ghould be standard time set up for each operation

and therefore the standard cost.
— Tie ap with control gecti n in the ministry.

~ Ratios of workers in administration, factory (improductive)
and selling and distribution to productive workers should
be set in advance and vigorously fellowed. In this case,

the expericnce of cther countries may ®e useful to fellows.

The training is an important element which requires very careful
planning. The evaluation ef nceds and availabilities to establish tha gap
is of prime importances The gap has to be closed with a bar chart programm
of training. In this respect, tke tralning pessidle through various means

should be considered in such a manner that ;-

- NOverall time required to train is vase minimum
—~ The costs are mot prohibitive
- The training is practiocal

- Pergonal development is possidle fer all

At this stage, the attention is directed to the auggestions made in

the past regarding an institution for training etc. which may require a

quick follow up, Those suggesations which arz approved and are in pipe line




must be satisfactorily concluded.

The preparation of training manuals in each subject and their
implementation are ®asic attributes of a well thought out scheme. No doutt
they should be tested on a pilot wasis Put as new ideas come up, they shoul:

be collated for planned revisions at appropriate time.

The mobility ef the labour has to be imp.rted both in terms of
geography and in jod» performance.

The inter factory transfer and later on between the ministry and

factories should be considered.

6.12. Manpower The manpower under the heads of administration, production
supervisien, production services, production and sales is given in the
approved plane The Budget may or may not contain the information en ths
same lines This must be tied upe The justificatlon of additional staff
requirement and identification of persons who may be censidered to f£ill the
vacancies should we asked.

The ratioc of administration warkers to production workers is zlmost
always highe Even in absolute numbters, the staff levels are mot Justified
from any point ef view eg. of turnover, preduction processes, size af the

factory, work standards etc,

The organisation chart and job desoription should be standardised

as far as possible and implemented.

The ccst of labour per dinar of total cost may be used to compare

the factorics.




8.13. Productivity Despite the fzct that factories would terd to inflate

the inputs, the idle time and perhaps lower production per marhour are

present. In the absence of comparative dzta from ether factories similarly
placed, it is difficult to judge the levels. However, indirect evidence

exiats that with piece rates, the cer.cerned factories have achieved betier
productivity. Therefore, one may conclude that there was socope for impro-
vement in those cases. The data collected in Porm € of the Five Year Plan

aexerclse can and should be analysed for comparative study.

~ Number of persona related te the sales value eor
coat of production.

— Salaries, wages and related perquisites relsted

to the sales value or cost of production.

— Comparison between many years in the same erganisation

or wetween various organisation in the same year.

= Ratie of direet workers to indirect workers.

- Ratio of administration to Factory workers.

But before embarking en such an exercise on a regular basls it 1s
preferable to establish the veracity of the data supplied by the factorics.
The atatistical seotion may have checked the aritheftical accuracy but it
may not have gone beyond and d»ehind the figures, Fowever, in the initial
exeroise, the defects and weaknessecg will come te light which itself 1s its
Teward.

$e14. DProfit Reeoncidiation and Material Balance Costing should becoms

the back bone of production planning and budget. If this is domne, the
profit of the previows year and vf the year for whieh forecasts are made
could Be reeonciled by taking actuals of the last year as a start,
altering 1t for each cause until the forecasted profit is arrived at. This

will assist in learning of contribution of each factor to the profit and
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may enhance cost consciouapass to the lavel where the managemernt may »ring

about reductinns by itself without any promptinge

6.15. Completion of project The Central Bank stops making payment for a

project perkaps om the basis of the Budgeted handover of the »roject from

i{nvestment to production department or on seme such ®asis, However, in

practice two situations are noticeds

a) The preject was commenced as Pactory sut project expenditure
still oontinues and is paid by the Bank.

%) The project expenditure eczses to w3 made by the Bank but
the projectiis still incomplete. Payments are made from the
Factory or Crganisation tc whioch it will ultimately te attashec

In either situation, the preject aecounts ghould reflect the entire
expenditure irrespective of the paymasters If the factory or organisaticn
pays it, an account for the project should be opened by it as if the preje
is the debtore.

However, for practical reasons, it is necessary that j-

— a written cenfirmation should be obtained from the Bank
that with effect from a specific date 1% will stcp making
“e payment for the project.

- the project accountant should draw up a list of all out
standing payments
i) Por those which were in the pipe line in fesm of
payment vouchers or Journal entries which the Bank

will not honour.

1i) Por those which were in pipeline and the Bank will

horoure




iii) For those which are not get processad for gending
to the Bank and will now have to ®e handed over to

the factory or organisation to paye

iv) The projeet accountant should de consulted if the
Bank payment on advice from the Ministry of
Industry or Ministry of Planning or the Miniastry of

Finance.

6.16. Integrated Management Twc types of Pactories require apecial

attention for managementj

a) Those which have intermittent production or
geasonal produoctions
b) Those which are not producing products and have

gerious management problems.

For those in (&) group, management by one group may be considered 8o

that overall administration costs can be reduceds

For those in group (b), management on profit sharing basis may be
arranged for a short period or bilateral or multilateral arrangements ocan
be considered combined with training of ocadre to take it over at the end
of a definite period. In this respect, the management of publie enterprise
may be one aspect of the transfer of management gl.ills limited initially tc

losing units and later extended to others.




Annex 1

International Staff

l. Expert in Financial Management/Cost Accountant

Team Leader

(SeKe Desai -~ Indian) Dece

2« Industrial Economist
Expert in Fzasibility Studies

(Abdul Agiz -~ Pakistani) Dec.

3s Expert in Production Management

(Vega Bayon Eduarda = Chilean) Dece

4. Expert in Material Management/Inventory Control

(A.S. Mourad - Egyption)’ Dec.

Aanex 2

Senior Counterpart Staff

1. National director (Abdul Rehman Daibdan)
2. Administrative Coordinator(Ahmed A.K. Al-ittar)
3. Financial and Cost Accountant(Mutfi M. Ismail)
4, Production Management Expert (Sagaf Al—Gunaid)
5« Industrial Economist 1) Khalid M. Bawazeer

2) Fahmi Arasi

6. Industrial Engineer 1) Moh'd Farag
2) Moh'd Yehia Nasher
3) Ahmed Ali Salem
4) Ismahan Hatem
7. Material Management Expert (Hashla Moh'd Gaber

Part
Full
Full
Full
Full
Full

Full
Full
Part
Part
Full

1983

1983

1985

1985

time
time
time
time
time
time

time
time
time
time
time

Jan.
Jan.
Jan.
Jan.
Jan.

Jan.

Jan,
Jan.
Jan.
Jane

Jane

83
83

A3

83
83
83

83
83
83
€3
63




Annexure 3
Fellowships Awarded
l. M.i. (Economics) Mr. Salem Basabrain (India) Jan. 83
Annex
Equipment
3 Paugeot cars March 1983
3 Electronic Top Loading Balance PE 200 April 1983
1 Haemateorit Centrifuge Haemofuge.
1 Haematocrit rotor .
1 Reader for accomodation of the cap.
20 Packs of 100 Micro-Haematocrit cap.
2 Boxes of capillary sealing wax.

1 CCAN Colorimatric Chemical Analytical

1
1
1
1
1
1
3
3

3

Methods Handbooke.

Universal Tintometer Model AF 990 "E'".
Digital PH/IM Meter Ph 191.

PH combined electrode.

Temperature 8ensor.

Calitration and maintenance kite

Slide Projector Autofocus with timer.

Crown stop-watch Model Amigo.
Eleotronic Stop—watch Model Timophila

Scientific calculatorse.

Jan. 8¢
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Bauipment

1 Electronic printing czlculator, Model 18-36

1 Calculator, Model PC—~1802

2 nsharp" Electronic Desl—Top calculators

1 Electrioc typewriter, llodel editor 4

1 Monroe model 273 M electronic printint calculator
1 3H lodel 107 momuel dry copier

1 Gestetner hand + electric duplicator

1 Vehicles: VW llicrobus, 9 seater

Chassis Noa 2540018234
Engire Nos €2000081

3 ngASION Celculator FX — 39

1 Max HD ~ 12A Stapling machine
1 Rex Rotery equipment set

1 Donza plain copier IHodel DATHL
1 Mobile cabinet



Prcgect Documentation Prom 1.1.82 to 30.6.82

l. Comments on technical ana economical study on Modernisation of textile

mills (Industrial Bconomist and Financial Management Expert)J

A study made by consultanta was referred for comments and advice.

They were provided,

2. Paper on standards- for food processing industries (Team Leader).

For commencing standards on the most important industrhes group, guide

lines were provided.

3+ Terms of reference for Dairy (Industrial Economiat).

Problems of the faotory to be looked into By the consultants were detail

in form of job description.

4« Terma of reference for task forces and Questionnaire proforma for

marketing (Industrial Economist).

A survey in marketing is planmed for which framework of work involved

was preparede.

5« Revised draft project document "Training in Management and Performance

Improvement of Industries". (Tean Leader)

The revised 1raft prepared after taking into consideration UNDP,

New York remarksg.

« Terms of reference for techno economic study of Soap Facrory
(Irndustrial Economist).

The techno economic study is required for revitalising the soap industr;

Terms of reference deal with this.



Projeot Documentation From l.l1,82 to 30.6.82

Te

8.

9.

10.

11,

12,

13,

Paper on ereation of consulftancy unit by law (Team Leader).

Draft legislation for creating a national unit under the UNDP

assisted project.

Terms of reference for Soap and Detergents complex(Industrial Economis

L3 an alternative to reactivating soap factory, a complex was suggeste

to be looked into as a possibility.

Terms of reference and questionnaire for systems survey (TFizoncial

Management Expert).

Finaneial and other infecrmation systems were to be surveyed for whioh

a framework waa prepared.

Analysig of paper making plant offer (Industrial Economist).

A proposal for paper industry was commented upon.

Questionnairs for Investment Division of the Ministzy(Team Leader).

The investment department was studied to solve its weaknesses, 4 surv.

was conducted including a questionnaire.,

Potertial for nine small scale industries (Industrial Eoonomist):

Nine industries were proposed after taking into account demand, supply

and technical angles of the countrye.

A paper on Incentives and ProductioqﬁFinancial/Cost Accounting Expert)

Production through better productivity was suggested with pecumiary
benefits,




Projeot Documentation From 1.1.82 to 3C.0.82

14.

15.

16.

17,

Terms of reference for Techniczl Cocperation for Tomato Pagte Factory
(Irdustrial Fconomist)

The possidility of increasing producticn By cooperation with other

agencies was studied.

Comments on draft material supply contract. (Team Leader),

4 draft contract was available on which buyera' rights were not fully

protected and were pointed oute.

Memorandum on Investment Cooperative Programme = UNIDO (Industrial

Economist).

A.paper axpleining the purpose and maoner of using this programme,

Report on Investment Divigion of the Minisiry of Industrngeam Leader}

. Pindings and recommendations for strengthening the investment departmen-

18.

19.

20,

to shoulder its nneraus resgsponsiwilitics.

Comments oa offer for Feasibility Study of Cil Seed Procecssing Irdustry
(Industrial Economist).

An offer of oconsultants to make the study left.oft important issues

which were pointed oute.

Workplan and Requirements (Team Leaderz.

The project workplan was prepared and needs from recipients wewe set

out against each item.

Organisation Chart and job deseription for Ministiry of Industry
iTeam Leader and Industrial Economist).

The entire structure of the Ministry was atudied in detail and 1ts

reorganisation recommended in detail,




Projeot Documentaticn From le1.82 to 3C.6.82

21, Follow up on Pharamiccutical Industry (Tean Leader;.

The study was made several years ago which was reactivated for

implementation follow-up.

22. Memorandwn on Day Care Centr=s (Industrial Ecqumist).

. /
T~ The cemtres were to ba sat up ¥o have greatef;ypﬂbn participation in

s induatry for which fellow-up gugeestions wera made.e




1,

2. 0

Fron le7.82 1o 31.12.82

questionnaire for the Final Accounts (Financial Menogement Expert)

Pertinent poimts for evaluation of efficiency and performance of enterprisec

Observations iiemo on shortfolls of Survey Proforma from Factoriess (Industric
Eoonomlst).

"A;a.lystioa.l list of de“loienczes in enseers  from factories on market

tas
+

4o

Se

sSUIVeY .

Notes on some irdustrizl investment proposals (Team leader),

Soma investment identificotion with background material and suggested ocourse
of ao'tlon.

Two :.n'ber:,m Reports on Mar’ce'!:ing Survey by task force (Industrid Economist)

PMindings and moomendatiops for beiter marketing of selected enterprises,

Projeot ppofile on Plywood Industry (Industrial Eoonomist).

‘ Techno eoanomio d,ad:a "‘so p;‘ox}w‘t;e the indus‘bry.'

6o

Te

8.

Notes on imp}ement ‘tion and follow-up of various projpc‘bs Cl’eam Lea,derl

A posi'kion paper on various projects in different stages of realisatidn.

Note on preparation of project profiles (Industrial Economist).
4 gudde in simplified manver to teach the method of projeot profile

preparation,

Terms of reference for techno-economioc study for Tomato Paste Factory
(Team Leader)

Background, justification and work to be done for a seleocted factory {o be
get up.




9

10.

11.

12,

13.

14.

15.

16,

From l.7.82 to 3l.12.82

Project Document fur assistance to Martyrs! Garment Factory
L’I‘eam Leadar)

A document for providing demonstration equipment for better productivit;

Enquires to plywood machine makers (Industrial Economiat)

Erquiries to colleet ocost and teohnical data.

Correspondence with machinerx;sugpliers/manufacturerqﬁIndustrial Econom:

Pollow up correspondernce for supply of data.

Draft law for joint venture proposals (Team Leader)

4 draft of legislation 4o encourage joint venturess

Job deseriptions for officials of National Development Consultanocy Counc
(Team Leader).

National Development Consultancy Council is prograrmed to be set up for

which administrative wing set up was prepared.

Four Share v~tuations~ Paint, Foam, Martyrs' Garment Factory, Women

Cooperative (Financial Managoment Exvert).

The present day values of business computed for new share holders.

Paper on Management of loans;ﬁFinancial Management Expert)

Loans provided by the Central Bank require observance of rules which

may require revision for better utilisation.

Feagibility Study on autospring leaves in PDRY(Industrial Eoonomist).

For this new industry techno eccnomic study was made for creating
active interest.




»

17,

18.

19.

21.

~ 52 =

From leT7.82 +o0 31,12.82

Folloew up ncte on Nay Carz Oentres {;ndustrial Economis@):

For expansion of the centras, various agenciea' participatiocs is

requirad. & note dealt with this.

Note on establishing a regional industrial information cecentre

(Industrial Econsmist).

As a follow up of the information sentre serving local needz, 2 Tegion
gentre was propcsede.

Paparg for Sminar on Productivity ( 4ll ).

A Seminar was held for which each discipline ceniriruted at least one

papers

Questionnaire for organisation and methods study {Bxpert ir Productior

Management).

To diagnuse the srganisation problem, questiors were prepared which

formed the tasis of interviews individually.

Notesa for the proposed seminar oa material management ( Expext in
lMaterial Managoment).

Lecture notes for a seminar to be conducted for thecry and practice.
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Project Documentation

1.

2e

3.

4.

Se

6.

Te

Analyais cf the Organisation of Leather Shoes and Leather Producta
Factory. (EZmpert in Production Management)

Organisation and job descriptions of all senior level positions.

Preparation of cariecula for Gereral Management Seminar

(Expert in Production Management ).

Details of lectures to be delivered by each discipline.

Classification and coding of stores of Leather Shoes and Leather Produc

Factory (Expert in Material Management).

Description of stores items duly analysed and numerically coded.

Workshop paper on Importance of Industrial Sector (Industrial Economist

Relationship of growth in economy with the growth of industries.
Workshop paper on General Management (BExpert in Production Management )

Aspects of specialisations of which the general management should be

aware in some detail.

Workshop paper on Marketing Management (Industrial Economist ).

The importance of marketing function and what it involves.

Workshop papers on costs and finance management (Expert in Financial

Management ).

Two papers dealing with z2gpects of finance and cost management as

required to be known by general manager.



9.

1.

1l1.

12.

13.
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Annex 5 (g)

Workshop paper on Management and Inventory Control (Expert in Material

Managemant ).

The importance of material management in the context of its contributi

to well being of an industry.

Workshop papers on Production Management (Expgrt in Produection Manager

Brief account of scope and contents of several important production

management functions.

Papers for the workshop for Accountants and storekeepers (Expert in

Material Management).

Theory and practice of material management for those direetly involved
in the function.

Two draft project proposals for Leather Manufacturing Cooperative
ﬁExoert in Financial Management).

Proposals for revamping the industry and direct training in a senaitiv

work iteme.

Comments om Aluminium Factory rehabilitation report (Team Leader).

Technical, economic and financial comments on a repcrt prepared By
consultants,

Systems Survey Report (Ezpert in Financial Management).

An interim report on findings and recommendations orn gystems of

information 2nd finarce.
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14+ Aralysis and solution of workirg capital problems of Cigarette and

Match Factories (Expert in Financizl Managzement).

. Liquidity problem identified discussed and solution recommended on

short and long term wasis,

15. Joint venture Proposal for Dry cells (Industrial Eeonomlat ).

Proposal to set up the amall scale factory with foreign participation.

16. Draft job descriptioms for

a) Expert in Teztile Design and Marketing
b) Flour Mill technologist
o) Expert for Tannery machirery-srection arnd training

(Indugtrial .Economigt + Expert in Financial Y.anagement)

Job descriptions developed for short term comsultan®s after the study

of the existing situation and pipointing weaknasses and necds.

17« Survey Proforma for female labour force needing Day Care Centres
(Industrial Economist).

Questionnaire to collect important data for vetter women participatic

in industries.

18, Comments un market study (First phase of cotton based imdustries)
{Irnenetrial Economist)e

An indepth study and comments on the utilisation of major agriculture

raw material based on detailed study of local conditions.




19, Marketing Report on Improvement of marketing practices in Lgricultural

Implements Factory (Industrial Economist).

Specific recommendations for better marketing of a factory.

20. Paper on Bank loang for Public Sector {Expert in Financial Managementz

21,

Proposal for better utilisation of investment funds lcading to

gpeedier industrizlisztion.

Draft project document for assistance to wood working industry

(Team Leader).

A follow up project prepared based on the detalled study made by an

expert of entire wood working in the countrye.




2e

3.

4.

Se

6o

Te

S.

19.

-~ 57 =

Papers

Overall wiew of Marketing Management (Industrial Economist).

Marketing Manzgement in thd country were generally gone into for the
seminar.
Pinancail & Cost Accounting for general mamagement (2) Expert in Financi:

Management)

Financial and cost accounting management required for general managers
was explained for the seminar,

Comments on Dairy. (Industrial Economist & Expert in Financial Managemern*

A techno—economic study made for the Dairy wae commented upon.

CPR paper (Team Leader).

A background paper on achievements ccnstraints and needs of the industry.

Bxpert in Textile (Team Leader).

Textile factory protlems to be tackled by the consultants were identifie:
and job description prepared.

Biseuit and Sweet comments (Team Leader).

Comments were prepared on a proposed project study taking into account
$he developments in the count&?.

sourcds,
ST. assistance ‘romtnon IPF.. (Team Leader).

The teohnical assistance needs with high priority to be met by various
agencies were detailed.

Day care centres proposals (Industrial Economist ).

For the centres to be established; necessary inputs, possible outputs,

costs, agencies etc were prepared.

Bakeries systems (BExpert in Financial Management).

The Bakery being a new factory required specific systems which were
outlined.

Evaluation of Tomato paste study (Industrial Economist).

The study was made om tomato paste factory neads which was evaluated.



11,

12.

14.

15.

16,

17.
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Pagers

MTM - (Expert in Production Management).

A manual in industrial engineering is prepared whieh will be training

manual and will be implementade.

Report on leather Cooperative. (Esxpert in Financial Management).

A systems study with recommendations for the cooperative ®dased on
exhaustie field work was prepared.

Marketing Management manual (Industrial Economist ).

A manual for training and implementation of marketing function is
being prepared,

Organisation manual (Expert in Production Management).

An organisation manual for implementation in Leather factory is prepared
which can be used in other industries also with guitable alterations.

Material Manacement (Bxpert in Material Managgment).

A manual for better material management and inventory control for
¥raining and implementation is preparad,

Accounting manual (Expert in Material Management).

An accounting manual based on the new systems decided to be implemented

in industrial sector is baing preparcd.
) = par{ 2
Comments on Textile report (Expert in Financial Management ).

Comments were made on the techno economic gtudy made by consultants for

the textile factory.
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