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MDI CENTRE, PROJICT WO: DP/BGD/82/006 from August 1981 - Decamber 1983.
A. PROJECT THRORMATION
1. THE DEVELOPMENT PROJECT
The objective of the development programme was to increase domestic productiom
ofmm:.m«hmwrum.m.n-mm.nvu
qoetdmtmhctiawm»ﬂdhrohcd..dmmhymmm
ulfntﬁd-qhthohm.m.htunwndrutdctimrutioxo!
nnudclothhtotheoum.viththodortmotnnhmh-ﬂmuctor.
1tvu.w&:tmmjmwﬁddnlmhthﬁhmtor.
2. THE ADVISERS AND RESPOMSIBILITIES
Ato-ozdvimlhdh-homﬁmduoﬁﬂ.mmmujohd
the teem at varying stages of time between 1979 md 1981. The advisory temm
comxisted of the following:-
2.1 AREA OF ADVICE OPERATION TRAINING
’ Project Leader 1
g Spimming 1
Preparatory sad Veaving 1
Eleaching, Dyeing & Finishiag 1
VWorkshop Emngineeriag

- S SN

2.12 The Spimners project time for adviser was
Cperatioas & years/Adviser
Traiaiag & years/Adviser

2.13 Ia 1982 Spizning Operation msa-bours were reduced from imitial total mam-scaths
of 96 to 80 man-months.
005 &2 sea~moaths
006 38 mem-momths

2.14 On termimation of the project assumiag the date as 31.12.1983 the total input
in terms of sax~snaths for the spimaing section, is as follows:-
00k 46 man-soaths Traiaiag
005 35 sam-sonths Operations
006 28.5 mem~scnths Operatioms

Andncﬁaofqmdlttdymm:dofthmmwm
operatioa iaput. It cam be realised that this vas a critical time to termimate
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the spimaing operatioa project. The formulatios of the most effective vay

of helpiag the industry had beem established. The commterparts who, haviag
been trained in the imitial stages, to work as am orchestrated tesm oa

fanlt findiag amd rectificatioa work ia the mills, were observimg the
results of their combimed work in the form of reduced yara bresks at spimning,
and indeed at all process. Combismed with increases ia production aad improved
quality this vas a great iaceative to them ia terms of work iaput. Meay hours
vere wvorked outside the official WN Schedule bours, by spimniag operatioas
Advigers, smd counterparts.

The san-hours lost would have beem utilised in more detailed work for the
counterpart im their production and techmical developmeat, such as aa apprecia-
tios of work study, work method, activity sampling etc. aad aloo to develop
each individuals self reliaace as opposed to temm working. Ia this way, more
mil]l studies could have been undertakem.

2.15 The Spimning Adviser(Operations) activities, vhich would asturally have a
beneficial effect om subsequent further processing, vas essemtially to promote
the followiag lime of operatioms. Our brief was as follows:-

2.16 Iacrease the productivity amd improve yara quality im the spimming sectioa.

2.17 Raticaalisation of preseat production programmes vwith a viev to reduciang the
aumber of counts spum i each mill.

2.18 Increase in machine and vorker productivity through correct sackime settings,
improved vorking methods, and suitable maintensace schemes.

2.19 Selectica and procurement methods of cottom smd other rov materials for the
industry.

2.20 Setting up appropriate quality smd process contro) systems at the mill smd
corporatioa level. Including minisum quality staadards.

2.21 Traiaing of 3 counterparts(1 semior comterpart, Asstt. Mmpager Spimning
level) (2 jmior coumterparts, Asutt. Spimning Master level) to evemtually
takke over the respomsibility of assiatiag ia raisiang productioa aad quality
levels in the iadustry.

2.22 To iavolve ETIC samegewment and techaical staff in the work TIDC were carryiag
out in the mills, thrs giving thes the opportumity of improvimg their techmical
appreciation. Some semior mmmagement beiag commercial amd aca-technical, this
vas aa Jpportmaity to assess the streagths and veaknessss of their intermal
stafls.
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detracted from our agreed brief of imitially imcreasimg productivity amd isproviag
quality, wvas to implememt the followimg programmes of work.

2.23 Techmical feesibility studies for BMR prograsme ia both the public sector,
sad later, the private sector mills. Iaitiated by World Bamk-IDA Credit.

2.24 To comvert 2 spimming wumits to spimming Polyester/Cottor blemd yaras from 100%
cottor yaras. With subsequemt liason vith the veaviag of these Polyester/Elead
fabrics.

2.25 A further programme was requested by the Chairmsa of SIMC. The 3 Spimmning
Advisers vere to be givem S selected mills for a 3 month period to comcemtrate
on these mills smd imcrease productivity aad quality. This was to be effective
Sept. 82 to Nov. 82.

HISTORICAL DATA

It is not intended to write a homely on the receat past history of the Bamgladesh

Textile Industry. This has beex well documented ia pre-project iaformation. It is

sufficient to outlime, that there has beem, axd still is, a shortage of Bamgladesh
spun yara ia the commtry.

3.1 That the spimaning wills are ruraing at low efficieacy.

3.2 That in the weaving sector, Power aad Hamdloom, there is still a shortage of
Yarzs, sad there are many looms stopped for this reasoa.

PROBLEME RELATING TO PRODUCTIVITY

Again in the pre-project docusemts, there are many valid ressoms givea, as to why
the textile imdustry hzs mot beem sufficieat aince 1971. From my experiemce over the
last 27 months the following reasoms are still valid:

4,1 The social amd ecomomic structure vhereby salaries paid to the Managers amd
Techmical people of imdustries lead to the more capable people seeking employ-
neat sad revards iz other coumtries. The foreiga curreacy returaed bty these
pecple is a vers poor substitute for the speedier development of the coumtry's
industrial sector.

4.2 Perhaps owe of the biggest comstraimts om comsisteat progress ia the mills,
is the fact that im the first 20 months of servics in Bamgladesh, the raw
materials position vas very critical. Mamy mills ram completely out of cottom
and the mills that were fortumate met to do so, did mot have the correct
types for spimning the products of the mill.
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As well as creatiag low eiiiciemcies, this alsc bSad the desoralisimg effect

on the workforce ia these stop-start situations. Especially if boauses were

at stake. Further detrimeatal spia offs from these situatioas occurred vtea
ssnagement would try to spia higher commt that the cotton vwas suited for. The
result beiag distimctly higher ringfrsme ead bresks tham the al-sady excessive
breaks that occurr. In some cases more than an operator could msaage effect-
ively even vith a ome-frame sllocatioa.

4,5 Fover is smother major source sf loss cf production. Calculated losses vary
from 2.5% to % over a 12 momth period. Load shedding as practised im the
Chittagong areas is imfimitely preferred tc the ao-varniag-close dowa that
occurrs im other districts. (See graphs Table 2)

4.4 Lack of spare parts amd esseatial amcillary items such as draftiag roller
rubber cots amd aproas, also lead to reductions im quality amd productios.

4.5 The fimamcial positica of each mill ix terss of purchasing the necessary
requirements to sustaia full production.

4.6 The pricimg structure of the spun comnt, as laid down by the Goverasemt
legislatioa which oa the predomineat spun coumts of 4O amd 32 created losses
at each mill.

4.7 The lack of appreciatioa by Mamagers technical amd mom-techmical of the
reasons for low productivity im the mills.

4.8 The shortage of practical textile techmicians, mamagerial sad maintemance.

4.9 The ramge of counts spum, ia relatioa to the average count the machinery
has beean installed to spin. The mills very oftem spin at average courts which
put the mills completely out of balomce and in doimg so umderutilise mea
sad machinery thus reducing cost efisctivemess.

PRODUCTION TARGEPS AND EFFICIENCIES

e ————————— A ——

The method devised to stamdardise productioa data in the miils £s to brimg all
production to average coumt of 32's. This is carried out by usiag conversion
figures which have beem calculated within ETMC.

The optimum figure as suggested by Tencate the Dutch Textile comsultamcy ageacy
vas 3.5 oz/spindie as am average for Asia. This was thea the figure that was
adopted by BIMC. Teamcate does 2ot state the average coumt that the figure of

3.5 ozs is based upon. This vould have a great beariag om tho spiadie spesis and
7.p.I. that vould be required to accosplish this target. ETMC adopted aad vere
tryiag to aitain. In effect this would emtail spimndle speeds in the regiom of
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12000 r.p.m. for coumts from 32's - 80's vith the momimal twist for each commt
as adopted by BYMC. The relevaat coaverted productioas for popular coumts from
32-80 spimming at spindle speeds of 12000 r.p.sm. with the relevamt twist Multiplier

is as follows:-

Se1

Count ™ ss Ozs/Spdl. %UT
80 k.0 12000 3.5 9l
60 k.0 12000 3.4065 92
40 4.25 12000 3.572 90
32 k.25 12000 3.565 90

As stated previously tkere are msay mills with sachimery dated 1954-61 era. All
of trese mills are equipped with Ring Frames with tim roller drive systeam, vhica
in the maim would have a syecification vhem new, of spinmiag at spindle speeds of
10500 r.p.m. saxisum. Ia the preseat rua dowva coadition of the mills, in additioa
to the fimer couat base, the converted productions of 3.5 ozs/spiadle is over
optimistic.

RATTONALISATION

Although BIMC have rationmalised the counts spum to a degree. The overall strategy
of rationalisation withia the EYMC mills is somevhat limited due to imdividual
pills being respomsible for profit. Other factors affectiag ratiocmalisatioan are:-

6.1
6'2

6.3

6.4

6.5

6.6

The seasonal demsads by the veavers for fime couat yarm amd coarse coumt yara.
The imability becauss of quality reasoas to export yarm.

The inability of the hamdloom sector weavers to fimamce their owa requireseats
(to a large exteat reliakt on ageats fimamcing requiremeats of the yarm, amd
the subsequemt sale of cloth).

The imability of spianing umita ia the receat past to make profits particularly
in the 40 and 32 commts vhich represeat 80% of all productiom, govermmeat iue
to legislation on prices. (This pcsition has beem improved by receat agreed

to price rises).

The shortfall of raw saterials required to correctly balamce the mills on
the average couats that the mills were ingtalled for.

The machinery balmmce withia the mills totally out of ratio to the counts
spun, resultizg in extremely low utilisation of combimg equipment. See chart.




B. WORK PROGRAMK
1. INITIAL MEFSOD OF APPPOACE

After our imitial appraisal cf the mills that had bees designated to us, nills
that vere evemtually to Pe imcluded ia Phase-I of the World Bamk BMR Prograsme
ammely, & mills:

Afgar Cotton Mills

Jaba Textile Mills

Dhaka Cottoa Mills

Muslin Cottoa Mills
Lozmirarsyea Cottom Mills
Chittarmmjsa Cotton Mills
Bogra Cottoa Spimniag Mills
Kughtia Textile Mills

I+ wvas decided that we would first implemeat a programme of work at the start of
esack process i.e. the Opmming sad Clemmiag rsmge or Blow=oos. The plants that ve
had visited, vhich were vithia traveliiag distamce froa Miska, vould be the xills
that we would do our imitial work ia. Whea we had corrected all faults in thesc
area'’s ve would them move imto the mext area of opevatios.

The programme of vork was to emsure that the machimery vas mechanically, electric-
ally, sad techmnically correct. Maintamance systesms vere to be drmwa up by the
counterparts for each mill, tailored to the machinery requiremeats aad quality of
rav saterials used. Quality coatool method were to be imtroduced. Other areas of
work would be appraised, md msmagemeat givem workiag solutioms to be carried out
by the xills techmical aad maintemamce staff.

It vas iateaded to all, or majority of faults at the iaitial process, amd also
eagure that correct workiag practices vere being adhered to. Quality coamtrols were
to be introduced i.e. veighiag end comtrolling each iap produced, yard by yard
checks vere to be carried out, sad comtrol data to be produced im a simple graph
form for essy idemtification. This method helps to idemtifly in gemeral terms wvhere
the faults are being created, and therefore action cam be takem very quickly.
Quality coatrollers at each mill were imstructed how to prepare the graphs, sad
hov to react to them ia case of sy deviation from the mora.

Ia every case recordings vere made, vwith the exceptiocas of 2 mills. Lap weights
vere systematically recorded ia a log book. Iz all cases recorded weights were
finalised to a large extemt. This was verified by carryhag out lap weight checks
at each mill.
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N.B. Ia some of the private mills, lap weights are mot recorded. It was stromgly
esphasised to quality comtrollers and all mamagemeat the effect that would be
created by alloviag irregular laps to pass through izto process. How thig would
lead to umeven places at each process and at the first process of spimmimg the
Yara would be weak amd lead to excessive emd breaks.

2. QUALITY CONTROL

The zajority of the spimming wmits that were visited were equipped vith only the
most basic of quality comtrol equipment for spimming umits. It comsidered primarily
of the followiag equipment:-
i. Yara Vrap Reel
ii. Lea Count Stremgth Tester
iii. Weigh Pan Balmmce for Coumnt Checks
iv. Twist Tester
v. Black Board(approa. 70% of mills)
vi. Nep Template( S0% of Mills)

The later imstallatioms have beem equipped wvith more sophisticated equipmeat such
as: vii. Drying Oveas for testimg moisture contemt
viii. Hygrometers for checkiag wet sad diy bulb temperature
ix. Fibre Leagth testing equipmemt
x. Uster Regularating test equipmemt(3 Mills)

In all cases with the exceptiom of 1 mill where the Hygrometer was im use. The
equipment has beem damaged and is out of use.

The level of importsace attached to comtrol of quality withia the mills vas
extremely low. The recordings takem at each of the relevamt points of operation
were with a view to comtrolliag for couat variatiomn which was basically all they
could do with the equipmemt available. Although mep coumts were recorded “a some
mills, from our checks, the results were recordod imcorrectly. No corrective
zeasures were used accordimg to results that were recorded, with the exceptiom of
pinion changes. Comstamt chamgimg at sizmplexr would lead to more variatioa at
spimning.

2.1 The Msthod of Recordiag: was imvariably to tramscribe all results iato lcg
books. These results after the turm of 1 or 2 pages become facts amd figures
lost ia history. Evem with the mimimum of testimg equipmemt facilities that
is available, if it is used correctly, improvemeats ia yars quality cam be
achieved. This we have impressed upom Mamagement and Staff. We have illustrated
Sets of figures im log book form, agaiast figures illnstrated im graph form,
with a meam figure requirement. This was illustrated at each of the check
points.
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i. Blow room Lap veight amd yard/yard recorded weight
ii. Cards Sliver weight 6 yard wraps amd mep coumt
iii. Drawframe Sliver weight n "
iv. Comber Sliver weight n n
v. Roving Roving weight 30 yards wvraps
vi. Risg yara Average CT wvith high low recordiangs streagth per leas

and ICSP figures.

Against the graphed results we have illustrated how toleramces cam be maimtained
vith the correct use of pinjon chamging. For instamces with a drawfrase sliver
veight requiremeat of 60 graias or 360 grains/6 yard wrapping amd a pinion of
4O teeth. Ome tooth chamge om the piniom would bc equal to 9 graims chamge ia
the weight of 6 yard of aliver or

4O Tooth Pimdom = 360 graim sliver/6 yards

41 Tooth Pimion = 369 graim sliver/6 yards

Therefore the toleramnce that could be maintained would be betweem 355.5 amd
364.5, or within 1.25% of correct sliver wet. This systes can be related vhere
pinions saad counts are liaked. The toleramce of this sort of simple data
recording is that one cam detect immediately any deviations cut of toleramce
levels, and being more specific, cam be traced if deviation is materialising
from card sliver eor Blowroom laps.

A simple system, which if followed correctly cam maimtaiam better regularity of
Yara. The importsmce of withia machine regularity amd overall coumt, or hamk
regularity, vas outlimed to all perscmmel.

2.2 Approx. 50% of spimning umits both in public sector and private sector utilises
the nep baords, amd mep counting templates. Samples are takea, the results
usually recorded ia log books. No remedial actiom is takem on the fimdings of
these tests. For further details om nrep coumtiag see "CARDING".

2.3 Although we have infererred that by keeping a correct comtrol of msterial
from Blowroom to fiaished yarz will result im evemess of finished yara. This
is relatively correct as against mot carryimg out this method of comtrol. Ve
are hovever oaly coatrolliag withim the limits of the lemgth of material
checked aad to achieve a good regulsrity of fimished yara requires mors sophis-
tidated equipmeat which either is mot available or out of action.

This vas outlimed iz my imitisl first scath report. Two Mini Uster sliver
regularity testers were then purchased for TIDC. Theso ware very effective ia
obtaiaiag optimum results withia the capability of recordiags amalysed. See

Drawframe for further imformatiom om Miai Uster.
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3. INFLURBNCING FACTORS

Ia the initial stages of our izvolvemeat with the various mills, it has been
necessary to iavelve ourself i mzay other areas other tham the techmological
sspects of production of spum yarz.

3.1 Unioas - Befcre Martial Lav vas emforced most of the mills were in a stromg
grip of various umions who vere extremely silitamt. In the maim, the labour
leaders im each mill(amd these could vary from arcumd 4 up to 12 amd evem
16 peopie) mome of these people held amy working positiom ia the mills. The
degree of their automomy varied from mill to mill amd from area to area.
Amother aspect vas that the umioms were alss golitically orieatated. So as
well as haviag to coxtemd with the disruptioa of productioa for various
deamads, Management vere in the urfortumete pogitiom of haviag productioa
disrupted because of politically oriemted walk out by the various waionms.

More imsiduous, was the fact that managememt were also subjected to physical
violenee(openly admitted by mamagement) if actions were takem comtrary to
labour leader demsads. Some areas had greatsr reputations them others ia

thig line.

Aiter Martial Law fairly stromg actioa was taliea regarding strikes of say

type, and matters certainly improved over the first 6 moaths. This again
depended in the streagth of the Mamagememt in each mill, as to whether they
would tske the opportumity offered by the Chief Martial Law Admimistrator(CMIA).

3.2 Administration - Labour or Persommel Officers - This was another area where
productiom could be impaired bacause of lack of coordimation betweem the
persommel officer amd spimaing master. Key eperaters who vwere deaied leave
at particular times because of productiom committments, were allowed to proceed
on leave by the persommel officer who had the fimal respomse. Very oftea this
pad dissastrous results on the productiom of the mills.

3.3 Implicatiom of harvest and plamtiang time - A large proportiom of the Esmgladeahi
industrial labour force are also small plot of share holders. Productiom ia the
factories curtailed to a degres because these workers take the leave period at
these times of planting smd harvesting. These are amamal or bi-ammual occurreaces
that disrupt productiom. The hiriag of casual labour or Badli labour does mot

tally f£i11 the gap.

3.4 Temder system - All requisitions are subjected to this systes. Although the
reason for the systsa im Bangladesh is apparemt omd probably required. Product-
ion does suffer Lecause of the lemgth of time taskem from indemtatiom of reques-
ted items(very oftea vital items such as Drafting Cots and Aproms) amd hold ups
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at various poiats im the chain of the sys.es. This mainly occurrs at Precure-
aeut officers, Accountants, and at a lesser degree at Managor and Gemeral

Manager level.

3.5 Procuremeat - As stated uader "Temderizg System" procuremesmt is amother area
where as vell as potemtial productiom beimg lost, there has beem a trememdous
amount of vaste taking place. This ‘;akes place whea requisitioa are igmored,
or lowest temders takem for imferior materinls agaimst the advice of the
Spiaming Master.

3.6 Staff Meetings -~ In an attesmty tc highlight the varicur yroblems in commection
with production amd quality. We emdeavoured to imvolve every ome comcermed
directly or imdirectly iz discussimg the problems that caused loss of product-
ion amd quality. MNeetimgs were arraaged attemded by all comcermed.

Manager

Spimning Menager
Accountants

Frocuremeat officer

Labour or Persoamel officer
Labour Leaders

The various problems were discussed amd it was emphasiced that obtainimg
good quality yarm amd production depemded cm mot just the Spimming Managers
and operatoi., but omn all the people in the factory at all levels. Each level
of imvolveneat was discusgsed, amd it was highlighted where production amd
quality could be restricted if good liasoms were mot maintaimed.

As well as the intermal problems experiemced by mamagemeat, because certaia
mills had cash flow problems, procuremeat of raw materials amd essemtial

spare parts had to be ascertained by the Bamgladesh Textile Mills Corporatiom.
This againm could lead to disastrous delays i2 obtaimimg requirements essemtial
to comtimuous production.

4. SECONDARY METHODS OF APPROACH TO OBJECTIVE:

After revievimg our work durisg the first 18 momths of operation durimg which my
counterparts had beem working with me am average of /Enuu. Although I was confideat
that our approach to machime rectificatiom was correct it was mot giviag emough
inceative to msmazerial staff overall. The sppreciation of reducimg CVs ia the Elow-
room from 7.5 to 2.5 was mot amough to make them emthusiastic to implemeat that
work themselves.

It vas decided that our approach although the seme in imtemtiom, would be comvemed
to operate a small sectiom of the plamt at each mill, to the optimum that could be
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expected in the short term. Is thiis way it was hopsd thet we could show immediately
better results ia terms of ead break results at each process aad particularly at
Ring Spimning. This im tura would lead to iacrease ia production at each stage of
operation.

Coimcidemtal with our chamge of spproach vas that the mev Chairmaa of B.T.M.C. vas
showing great iaterest im imdividual mill productiom, amd T.I.D.C. were askec to
izplemeat prograsmes of work ia specific mills.

Our Secomdary approach was as follows:-

4.1 Mixiag - to easure that correct percentage of vaste vas mixed vith the

allocated raw saterials.

4,2 Blow room - to make each umit work mechamically amd techmically correct
within, subject to parts aad equipment being available whem required.

4,3 Cards - two cards would be selected, these would be prepared for production
by TIDC coumnterparts, i.e. the cylimder doffers sad flats would be growad to
recozmeandation. The card would them be completely set by the comnterparts.

L.t Draw frames - ome set of draw frames selected
i.e. Breaker Draw frame
1 Finigher Drawv frame

The machines were set accordiag to material beimg processed. Top Draft rollers,
ail reground, amd all parts made to operate correctly withia the bounds of our
immediate capability.

4.5 Simplex - ome simplex machime completely reset. Top draftimg rollers were
grommd amd reset. TIDC specificatioa for haak amd twist vas used.

4,6 Ring frame - ome ring frame completely reset as follows:-
Spindles centred
Riug and ring plates aligmed
Control rimg ceatred
Laypets ceatred to spindle
Top draft roller cots were buffed or recovered amd buffed
Top amd bottom aprom checked for wear amd replaced where necessary
Creels checked aad adjusted where necedsary
Draft rollers reset
Correct TPI imserted for coumt spum

After completion of the wurk a smsll mixiags was processed through the machimery
tbat had beem worked upom by TIDC. Whilst the counterparts were workiag upoam the
pachine, the maintemsmce people were imvolved at each stage of operatiom. Management
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wers isformed of cur fimdimos amd what ve were attemptimg to carry out.

¥hen our survey was completed vithia each mill and the sample of yara spun had
resulted in lower end breaks at spismning. The management were them allocated a
programme of work to complete at each stage of operatioa. An imitial report would
be issued to all comcermed:

Chairman

Directors

Factory Mamageseat
Project Leader

This report will be work that had bean carried out by TIDC. The results that bad
been obtaimed or our imitial spimmiag tests. The work prograzae that had beem
allocated to management to implement ismediateiy.

TIDC were them to momitor progress at the mill amd issue further reports regarding
the progress made with implemeatation of the work programme, sad the up-to-date
results in terms of say progress made at each stage of operatiom.

Ia ©y estimatiom, the fact that the Chairmen of BIMC vas showing a positive
imterest im imdividual mills gave a great imceative to Management to sake great
efforts to follow our giveam lead amd positive progress vas made at eack mill
visited. Further work alomg these limes was curtailed because of our izvolveameat
in the BMR Programme for Private Sector mills.

5. COUNTERPARTS

On ay arrival at T.I.D.C. coumterparts had mot yet beem agsigmed to me. After
gaining exposure to some of the Bangladesh Textile Mills assigmed to Mr. Besil
Jackson(Spinning Adviser Operations) amd thereafter vritimg my imitial report.

I vas assigaed a temporary coumterpart from the Training Sectiom of T.I.D.C. until
cour , rparts could be assigmed from BIMC Mills.

It was December amad Jamuary respectively whea coumterparts arrived at T.I.D.C.
Three counterparts wers to assist me ia carryiag out my brief aad at the ssme time
receive traiming fros myself.

In the interveming time from August 20 to December 10, I had already formulated

an impression of the ameunt of imvolvemeat of imtermal mill staff from Semior
Manager level to 3upervisors amd Shift-im-Charge. This appraisals was to be
instrumental ia decidimg the method, or approach I should use, in assisting my
counterparts to become techmically more competeat in carryiag out their assigameats.

My counterparts were assigmed to me as follows:-

i. Semior Coumterpart - MD. ENAMUL HAQUE (Asstt. Spimming Master)
ii. Junior Coumterparts- MD. JAMALUDDIN & NROOR MDHAMMAD( Asstt. Spimming Masters)




The nature of eur werk required us teo deal with pecple at all levels in the

mills. At later stages ia eur operatiens my counterparts were having to liase
with far mere semier staff, whe(frem their textiles experience) should have beea
avare of their preblems that required selvimg to increase productivity and impreve
quality. As cam be emvigaged, this would create problems, and negative respomses
from seme managers, particularly by theose who were supposed te have been trained
technically, whem jumior ceunterparts weuld suggest plans of action that would
require to be implemented.

Constant approaches were made on this peint, to give the counterparts a ' a few
more teeth " by raistng their status withim BIMC. Apart from deletimg the jumier
from " Jumier Countmrpart ", nothing was attainea to this end. This was te be
ingtrumental in losing the ETMC well trained techniciams who could amd had imple-
mented practical applicstion in the mills and produced higher productivity amd

better quality. My intention was to engure that the ceunterparts were aware of:-

5.1 The implication of cerrect raw material mixings taking into comsideratiex
the various parameters
i. Staple length
ii. Trash content
ili. Micronaire value
iv. Pressley fibre strength
v. Colour
vi. Waste percentage
vii. Number of bales to be bleanded
viii. Type of raw material

5.2 The implicatiem of imcerractly eperating machinery. How to evaluate machinery
eperation at each stage, sad how to rectify. The counterparts were to carry
this eut persemally where posgible. This was basically teo be the backbene
of their further training - te expese them te as much practical participatien
as pessible.

Te train them te evaluate productiem amd quality in a logical manner by
making qualitive and preductive evaluatioms before carrying out amy chamges
in werking precedures i.s. te establish a contrel result against chamnges

in precedure made.

5.3 To expese the ceumterparts to comstaat factoery floer activity. As well as
working at times a 10 heur day, it invelved werking a 7 day week, This
occurred particularly when we were carrying out ceatrelled spinning tests.
Also whem vwe wers intreducing(en page me. 14)
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Polyester/Cotton spimaiag iatc desigmatesd =mills which requirad our srasemce
at all times whilst we were iatroducimg procedures to mill mamageseat
and staffs.

S.it Comtrel tests imclude:

i. Mixing - Number of bales im mix, Micromaire values, Pressley fibre
streagth values, Trash conteat of mix. Perceatage of recovered
vaste in mix.

ii. Blowroom - Lap weight CV, Yard by yard evaluation. Waste amalysis at each
beater poiat. Production smalysis.

iii.Card - ©Evaluatioa of sliver - Nep counts, Sliver weight. Trash ix
sliver. Waste amalysis of Flats strip and under card waste.
Productiorn amalysis.

iv. Drawframes - Evaluation of sliver - Sliver weight per yard checks, sliver
regularity by the aid of Mini-Uster portable sliver test equip-
neat, This emabled coumterparts to establisgh optimum draftiag
conditions i.e. settings amd draft distributiom for best result.
Productior smalyais.

v. Simplex - No equipment available to test rovimg ragularity. Coumtarparts
were traimed to recogaise visual rovimg defaults amd their likely
causes. Checks oa roviag TPI amd the implicatiom of this at
further processimg. Productioa amalysis.

vi. Combers - Waste analysiz/head amd total waste. Productiom amalysis.

vii.Riag frame - End breaks, Black board appearamce amd production amalysis.

viii.Windiag reports - Emd breaks, sroduction amalysis.
6. BMR Programs

As this was aot emvisaged in the imitial project Adocumemt, iz terms of carryiag

out our brief it was to have a restrictiag zaffect iz the ghort term im imcreasimg

productivity amd raisiag the quality stamdards. Tem mills under the public sector

were reviewed. Eight miils under the wrivate sector were reviewed, three of which

were reviewed as public sector mills but again reviewed as private gector mills.

Previous evaluatioa had beem carried out for the public sector mills. The TIDS
Advisers were asked to reappraise the 1581-82 positiom.

6.1

The Mills were:-

PUBLIC SECTOR MILLS PRIVATE SECTOR MILLS
*Afgar Cottom Mills *Afaar Cotton Mills
Chittaranjam Cottoa Mills Al-Haj Textile Mills

Chigty Textile Mills Bogra Cottom Swimnimg Mills




PUBLIC SECTOR MILLS FRIVATE SECTOR MILLS

Dhaka Cottom Mills Calico Cotton Mills

*Jaba Textile Mills Chittagomng Textile Mills
Luxminarayss Cottom Mills Goalundo Textile Mills
Muglin Cottom Mills Habibur Rahmam Textile Mills
National Cottom Mills *Jaba Textile Millg

Pahartali Textile Mills
R. R. Textile Mills

The work imvolved im carryimg out these appraisements vas to ascertain
whether the curreat machimery would require the following:-

6.2 BALANCING: Productioa from cach area to balamce at a givem average count.
6.3 MODERNISING: Preseat equipmeat to be updated to meet productiom requiremeat.

6.4 RENEWALS: Remewimg o obsolete equipmeat and spare parts required to operate
for 2 years.
Spin plams had to be drawm up showiag the pogsible productioa positioa
before and after BMR had beem implemented. The counterparts were fully
involved in this work, workimg out, a drawimg up spin plams, and also makimg
out the fimalised report.

7. ALLOCATION OF THREE(3) MONTH WORK PROGRAMME

In September it was requested by the Chairmam of ETMC that 5 spimming umite should
be iavestigated over a 3 momth period with a view to iacreasiag the productioa
and quality.

The assessment of the level of productiom that esch mill should produce at
differed from mill to mill. This assessmeat was givem by BTMC Production Mamages-
eat. The bagis for the assessments appeared to be from past performamce rather
thaa objective capability. Which im turm would be an assessmeat of mamagememt
capabilicy rather tham machine capsbility. The mills that were allocated %o our

section were as follows:-

7.1 Mommoo Textile Mills, Tomgi comprisimg of 3 umits
i. Moamoo
ii. Moamoo Mae

iii. Mommoo Extemsion

7.2 Tamgail Textile Mills comprisimg of 2 umits
i. Tangail
ii. Tangail Extemsioa
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The assigament of imcreasiag productivity at both these miiis was compromised

with a request from Director of Operations to also introduce the spimning of
Polyester/Cottoa blemds yarms in the New Extemsions of both the factories.

It was further compromised by the fact that the Tamgail Managemeat had omly
started trainimg opemators for the new extamsior umit. As cam be geem from the
graphs amd mot withstamding a complete chamge im quality im the new extemsions
production was imcreased im all umits whilst we were in attendance. Productiom
would have beem further imcressed if there had been outlets for the Polyester/
Cotton when we had reached the targeted requiremeat as laid down by BIMC, as it
was, within ome week of reaching this loadiamg. We had tham to revert to spinming
100% Cottom because of lack of demand ia the weavimg section. This was obviously
due to lack of plannimg on behall of BIMC.

In additiom to the fact that mo plammimg had gome imto as to who would prepare
and weave the yarm produced st Moamoo amnd Temgail. The umits that vere to bleach
dye amd fimish the Polyester/Cotton fabrics, Ahmed Bawamy and Olympia Textile
Mills had rot beem completed im a recommemded modificatiom to the heat settimg
machinery.

The rerainaing 3 mills allocated to the Spimming Advisers also increased productionm

whilst the advisers were im attendance.

COTTON OR RAW MATERTAL

Must be purchased from named countries. Im this respect come degree of automomy
of selection is restricted. However the svecificatioms are laid down by the BTMC

as to the grades of cotton that they require from each coumtry.

It is suspected that in many imstaaces
i. The grades of cottoa imported imto the coumtry do mot match um to the
specification as laid dowr by HIMC.

ii. That the pre-import imspection of raw material that is reported to have
beea carried out by specified agents is not im fact being maimtaimed.

iii. That iavestigatioms should be carried out by BITMC imto the yield aspect
of many of the cottoas purchased aad the coumt ramge that ghould be spunm
from these cottomns. The ecomomicg of high end breaks amd high trash amd
waste percemtages could be offset by the purchase of higher grade cottoas
at only slightly higher prices, which would result ia reduced emd breaks,
low trash amd waste percemtages, and also higher production spimming speeds.

Rav material that is imported iato the coumtry, that does mot meet up to
specification usually emds up as a claim against the supplier.
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Unfortunately there is mo provisionx for ciaims of loss of producticr by Mill
Mansgemeat vhen processiag these, under specified raw materials. The claim of
"One canmot spim a claim" is true. At the proseat time HIMC have ome ceatral
testing laberatery which primarily deals with raw materisls testiag for the
whole of BIMC.

Altkough ome or two mills have a certain amount of equipmeat for testiag fibre
length and moisture comtemt, it is mostly imoperative. In any eveat the most

they could accomplish hecause of material shortage would be to record raw material
specifications agaimst productiem, or loss of production due to imcorrect
materials supplied.

ADVISE IN MACHINE OPERATION AND TECHNOLOGY

Outlined below are the areas where we have atteapted to implsmemt chamge. Usually
this has been preceded by the counterparts givimg a demomstratiea im actually
changing machimery coanditions, om workiag aloag with the maintemance peaple te

do so. We have tried to show wherever possible the best results of our efferts
in smalytical form.

Some results of achievements will be listed below as a demomstration of actual
effectiveness at the time of implementation. It cam be realised after reading
this report wvhy im the short term improvemeamts cam be made, but any lomger term
benefits will be realised historically.

RAW MATERIAL MIXING

The selection amd procuresment methods of cottom amd raw materials for the
industry. Because of the mitigatiag circumstamces we could omly imvolve ocurselves
in the quality aspects of raw materials. Over the last two years the imdustry
has been with either:
i. A total shertage of raw material vhich has reduced productiom im the
mills drastically or
ii. A shortage of particular types of raw material to »roduce the correct
production amd coumt balamce withim the mills.(See Graphs)

This shortage of material emtails that every bale imported imto Bamgladesh must
be used regardless of the quality. This im many instamces leads to further
reduction im productions amd quality ef yearns.

10.1 Cottemn amd rav materials are procured te a large extemt frem dozated sid
programs, from various coumtries:

i. America(UB4)

ii. Hollamd
i1i. Ruseia(UBSR)
iv. Pakistam
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10.2 ¥ith the forecasted settinmg up of 7 regional testimg ceatres throughout
Bangladesk, it is hoped that this will belp to improve the statistical data
on raw material sad effects at further processing and thus chamge cottea

purchasing pelicies.

Tor the regional test cemtre at Chittagomg, full facilities provided by UNIDO,
will be imstalled for testing shipmeats of rav materials as they arrive imnto the
coumtry. These will be tecbed against sgecification. A small computer will be
installed to asaist im data recordiang. It has beem discussed with the gquality
control marager as to the mature of the propesed testing. A method that was
suggested, taking into account the facilities available at the irdividual mills
vas to carry cut the followiamg checks im the Port of Emtry, Chittagomg.

41 Landed weight of Bales All
2 Moisture conteat oa lamdinmg b/ 3
3 No. of Bale iroas agaiast specificatioa 5%
L Inspection of correct bale wrappings amd cleamliness
of bale 10%
5 Micromaire values agaiast specificationm All
6 Pressley fibre streagth 10%
. 7 Trash conteat against specificalionm 5%
8 Cottom colour amd appearance agaiast grade boxes All local mills

9 Cotton storage godown required to specificatioa
for easy assess loading sad umlcading
10 Cotton to be stored ia grades aad micromaire values
11 A1l bales te be tagged with relevaat imformatiom for mill purpozes
12 Mills to be supplied with the average mixiag rather for the shipmeat.

11.MILL MIXINGS
Rav Material Mixings are laid dowa by BTMC usually ia the form of perceatage blead.

In gemeral all mills blemd by hamd stack miximg prior to processing. Most wills
utilise betweem 4 smd 10 bales as a full miximg the average would be 6 bales.

The waste perceatage of the mixing is hamd mixed withim the stack miximg. Very
often the waste is mot weighed prior to bleading amd ia therefore of an indeter-
minate perceatage of the mixing.

In view of the fact that mills are mot provided with imdividual bale specificatiom
and alsoc due to the fact that a low number of bales are ntilised ia the mixing.

It would be impossible to ferecast the resultamt micromaire value aad pressley
fibre strength of each aixisg amd the odds would be that there would be large

variamces from ome miximg to amother. This of course affects the spimming




parasieters which would chamge from mixing to rixing amé in the following

DaRmer: -
i. Yars stresgth
ii. Yara asppearance
iii., Yara colour
this in turm would affact the resultamt fabrics
iv. Fabric streagth
v. Fabric appearamce
vi. Fabric colour if mom-bleached
vii, Fabric dyeability
viii. Fabric fimish
Therefore withia the boumds of the capabilities of each mill, some vho have
restrictiors of space ia the Opening and Clearing areas. We have tried to illus-
trate the bemefits that cam be gaimed by the uge of correct mixiags, with
particular empkasis on the amount of reusable waste that should be blemded
back into the miximg. Where we have beem able to, we have demomstrated by
running samples from baie te yarm, aad produciag simple comparative results.
Due to ocur time being limited, im that we were tryimg to achieve results ia as
many mills as we could as well as attempting to set the stamcdard for raw material
mixings, we also set up a sectiom of machimery for each operatiom im order to
minmimigse any results that could be throwa up by imcorrectly set zachimery. A
direct comparable regsult for methods of layimg dowm miximgs could therefore mot
be stablished. But it was established that by carryiag out these procedures,
improved results were obtaimed. Techmical reports issued for the followimg mills

were highly emcouraging. See symopsis for the results;

Afsar Cetton Mills

Jaba Textile Mills
Chittaranjar Cottom Mills
Dhaka Cotton Mills
Chisty Cettoa Mills

12.MACHINERY EVALUATION ARD RECTIFICATICN

Under the previous headimg of "Imitial Method of Approach’ we have outlimed our
spproachk in attempting to selve seme of the problems of low productivity amd
quality, rather tham elucidate om weork *that wa have carried out at each mill.

Wo will take each area of operation amd explaia the type of work that we have
carried out. is well as traimiag counterparts to adopt a systematic approach to
probles solviag, the maintemamce persommal asad the spizminmg techmiciams were

alsc involved im our work. We tried to expamd im~plamt cooperatien with & certaia
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degree of in-plamt practical traiminmg.

12.1

12.2

12.3

BLOW ROOM(OFENING AND CLEANING)

In gemeral it has net beem recognised by Mamagemeal the immortance of
maintaining correct quality coatrol stamdards at this point of sroductiom.
As well ss rectifyimg the followirg comtrol moints ic the operatiom. The
counterparts also draw up maintemance schedules tailored to the machinery
and processed material requireameats.

Cur operationmal vork was as follows:-

i. Correcting operation of swiag pamels and photo cells to emasure am evem
zaterial flov thus maimtainiang hoppers at a comstant level.

ii.Correcting operation of the pedal feed comtrel mechaaism amd come drum
operation. This imtemded stripping amd resetting this coatrol mechamism.

iii.Correctimg full lap comtrol mechamism or coumters.

iv.Tensioning of all lattices.

v.hdvised the correctiom of all beater striking umits bladed or meedles.

vi.Waste ceatrol checks at each beater sectioa.

vii.Lap recordings of each lap(Charts). Alsc yard by yard checks.

viii.Correct method of feeding.

CARDING

Cardimg im Beuwgladesh is in a tramsitiomal state. There are still a large
number of cards that are covered with flexible wire, cardiang at productica
rates of froz 7-9 lbs/hour. The wire in mamy cases, has lcng been past

the recoveriang stage. There are mamy cards, that have been ccnverhed to
metallic wire, some of which are still rumming at the same rate as the
flexible wire cards. Other imstallations have beem fully converted to semi-
high production rumaimg at productiom rates of 14-15 lbs/hour.

The later installatioms, mostly new imgtallatiom,have high production

cards imstalled capable of productiom rates of up to 50-80 lbs/hour. Amart
from the coaditiom of the metallic wire which is very moor, amd certaimly
in meed of recovering in the vast majority of cases the general maintemance
of the cards is not in the best isterest of good cardimg. The probleas

eacountered are as follows:-
CARD GAUGES

Very few mills posgess card settiag gauges. With the leaf settimg gauges
that were produced it would be mearly imposaible to obtain correct settiags

because of the state of the gauges which were pitted amd marked. Omly at the
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nev mills were they able te preduce flat settimg trewel gauges. On cards
that ve had checked mills settings, in all eof the mills net exze eof the
cards had cerrect settings.

12.4 Our ebservatieans of the maintensmce peeple setting cards shew that imcorrect
moetheds were being used.

12.5 ¥ire maintenance ene of the mest basic requirements of cardimg is that
cerrect saintensnce of the wire is essential te geed carding.

In every iastallatiea of cards with metallic wire that was visited by the
Spimning Advisers, the same methed of maintemsace for flexible vire was being
uged on metallic wire. Cards were beimg stripped, amd the wire was beizg greumd
at the same intervals as fer flexible wire. The censequence of this was that

the wire was damaged by the wire strippiag brushes. Cemstamt grinding, semetimes
for 8 heurs comtimususly, resulted im overgroumd paints with 'burrs” em theam.
This type of maintemamce obvieusly laads te peer cardiang ard a very low life

for metallic wire.

BTMC were stremgly advised on tkis peimt amd the mills were circulated accerdimgly.
As with mosgt things, traditions die hard, and it was oaly om the advisers im-plant
teachings that chamges appeared to be implemented. Most of the wire however had
been badly damaged and would require recovering.

Regarding the mew mills thatv ere just coming imto operatiom, it was stressed
to BTMC, that the techniciams at these mills should be trained to observe

correct metallic wire maintemance hefore wromg methods were used.

12.3 WORK IMPLEMENTED AT CARDING

In-plant imgtructiem fer Card technicians, and the relevant mamagemeat
persennel o the follewing aspects of carding.

Metailic wire maintemamce which
Sequence of stripping depemdant of geed build up

The precedure of how te eveluate the necessity te zrimd by use of nap
count data

The cerrect methed of grimdimg metallic wire

The use of magnifying glass for exsminatiom of wire poimnts(Nome available
in the mills) Iastructiomal oaly.

The correct methed of settimg cards with the use ef leaf amd trawel gauge

The implicatiem of utilisimg the correct lap wt. amd hamks, in cerjumctiom
with further precessiag
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graphs far recording mews and sliver weights

Yaste evaluatien at Card, amd methed ef carryimg this eut

Flat grisding amd the correct methed eof machime settings
12.4 Becovering of Taker-in, and the subsequeat truiag ef the garmett wire peints.
12.5 DRAWFRAMES

Within the Baagladesh Textile Mills there are Dravwirames ¢f varying mamufact-
urer and age. The elder :ypes of drawframes, six delivery type with 12"x36"
cax delivery, mechamical gliver step metioas, amd mechamical start up. Alth-
eugh these machimes were still eperating, the resultamt sliver regularity

as checked by Mini Uster was peer. As ceuld be expected, where because of

the inhereat prebless of the mills, maintemance had mot beem particularly
streng, drafting systems were in bad cemditiems tecause ef werm reller

necks, selid type bearings bad wera thim, bearimg, housings werse badly

wern, resultiag im te wuch play teleramce :in the draft systems. Thsase
drawframes weuld be ef ar age betweem 25 amd 45 years old, with iU-line reller
drafting and dead weighted tep draft rellers. These machines would eperate

at areumd 120 fi/ciz. freat reller delivery.

Slightly more modern installatioms having M-delivery usually 14"x36" cam
size, were usually in slightly better zomditiea. These drawframes weuld be
equipped with 4 ever 5 drafting system. Spring weight tep drafting arms.
Electrical stop motiems em the top rollers calender rellers and imdividual
sliver stop metiem at the creel. At their best these machines would be
capable of operating at 400 ft/min. In gemeral speeds of betweea 200 & 2CO
ft/min. were the eperating speeds.

The later gemeratiea of drawframes, two delivery machires, can sizes razg-
ing frem 16" x 42", 18" x 42", or 20" x 42" capable of speeds betweem

600 ft/min. amd 1000 ft/min. These higher speed machines required scheduled
maintenance like all machimery, ia additiem, to emgure geod eveness of
sliver, the draft system must be cemsiantly memitored, with particular
enphasis »f top draft rollers where, tecause of the weighting utiliged en
the tep rollers, amd the periperal speeds the rollers are eperating at, a
high tergue is developed. This resulis im a chamnelling of the rollers
whem the adhesive bomd betweem cot amd reller breaks down. In turm this
creates irregular aliver which cam have disastrous effects omn preductiom
and quality.

In most of the mills that we have operated im, the abeve meationed faults




have beem highiy evidemt. Altheugh the drawframe is a relatively simple

machine, it has beem evidemt that maimteaamce om the higher spesd machines
has net been detailed emaugh fream the eutset to maimtain theam im cerrect
eperatienal erder. Mamy of the later gemeratiea machimes 4-delivery amd
2-delivery were net eperatiag due te parts missing frem the machinmes
whilst the elder amd slevwer machimery was eperating.

We believe this was a case of the system of precurement of spares rether
than the imability et the maintomnamce persemmel te keep the machimery
running. Ceupled with the fact that mere precisiem is required im the
spsres for the higher speod machines, the werksneps at the facterys are
net equipped fer precisien werk.

WORK CAHRIED OUT AT DRAWFRAME

- Assistiag ix the precuremeat of spare parts te make the Drawfame
eperational.

-~ Resteratiem of elactrical step metieas that vare imeperative (i.e)
Sliver Cresls. Draft systema. Calemdar rellers. Full cam step metiezs.

- Cerrecting tep draft reller cemfiguratiem amd setting.

- Cerrecting ceiler and can speeds, fer cerrect sliver cam ceilinmg.

- Advisieg on Draftiag reller maimtemaace.

- Optimum draft reller settimgs were advised st certain mills after tests
carried eut with the Mini Uster. This ef ceurse was depemdant en the
type of cetten used and the ameunmt of rewerkable waste returmed ia
the miximg.

~ Recommended minimum e¢f spare parts imcludimg sliver cams, the latter,

after restrictiag pmductiens because of imsufficieat cams at drawframas

and simplex.
12.6 SIMPLRX

Maay varied tyves of Simplex within Bangladesh frem the mere sephisticated.
Revematic with differeat cemcepts eof spindle and bebbim drive te the elder
medels of 3 ever 3 draftimg with spimdle amd bebbim driTe cemcopts datimg
frem 1910 enmwards.

WORK CARRIED OUT AT SIMPLEX

- Implementing cemplete dismantling ef Simplex rebuilding and resetting
ox twe imstallatiena.

~ Advigiag and implementing cerrect twist levela om varieus imstallations
conducive to obtaimimg higher L.C.P.S. at the rimgframes.
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- Advising saad implemeatimg corrsct build ef revimg with cerrect twist
in erder te build full revimg package (Mamy mills only rummimg te half
capacity reviag bebbin size because ef imcsrrect techamical apalicatienm).

-~ Implemeating cerrect aligmmeamt of lifter talles.

- Implemeating cerrect reweightimg of draft systems amd resettimg of draft
rollers. Remewal of aprems, recevering amd buffimg ef rellers cots.

- Advise emn maintemamce precedures.

COMBERS

Ac area which has beem nmeglected im the past, but most of the cember units
have mever beem fully utiliced smd subsequemtly with the exceptiem of the
half lap needles, tep comb needles, trushes, recevering ef cets, and a fow
simple bewls, the cembers im gemeral could work well at their limited speeds.

WORK CARRTED OUT AT COMBERS

- Implemeating remsedlimg of nalf laps amd tep cembs.
- Reeevering of nip rellers.

- Resetting of waste percentages at each head and tetal waste perceatage.

RINGFRAME

Mamy varied tyves amd ages of Rimgframes with asserted types of drives,
creels, draft systems. Sach type had te be surveyed ia the ligkt ef what we
could accempliah with existimg facilities that were available, As sas been
previeusly stated eur gemeral appreach has beem te completely reset the
ring frames. Usually by cemplete supervision e¢f ths first 2-frames amd
thereafter imstructien with Managemeat. As im B 3.6 Secendary Methed eof
Appreach.

WINDING

Censidering this is eme of the mest essential of operatien te easure geed

quality sad efficiemcy at further precessing, it is prebably the mest meglect-

ed. There are ebvieus reaseas why these machimes are never set te clear yara
smd why hamd kmetters are ansot used. Primcipally that in gemeral the yarm

has beea se bad that te attempt te cisar it weuld result im lew preductivity
at winding and yara that weuld be full ef lmets.

12.10WORK CARRIED OUT AT WINDING

On certain imstallatism where werk has beeam carried eut threugheut the mill,
settings have beemn made at the yarm clearer te geed effect. Mills with mew
imstallatiens have alse had their clearer adjusted te the ceunts being
preduced. We have net had the satisfactiem ef cemvertimg mills te the use ef

mechanical hamd imetters. Mamagement has beem made aware ef “he faults caused
by kmetting by hamd.




C. ACHIEVEMENTS

1.

SHORT TERM ACHIEVEMENTS

It has beem demenstrated by the Advisers amd te the namagerial amd techmical
staffs in many mills, that gains can be made in preductien amd quality im meny
areas ¢f the spimming sequemce, witheut having te spend vast ameunts of meney.

Whilgt the Advisers and ceunterparts have beem meniterimg the pregrammes that hﬁye
beea laid dewn by them at successive mills, quality amd preduction have beea
increased. Reperts have beea issued te Directers of BTMC en all werk carried out,
with recemmendatiems. By-weekly meetings were alse held with the Director eof
Operations, recemmeadatiens were put ferward om varieus aspects of increasing
production er imprevimg the quality of yara and fabrics. Minutes ef these meetings
are availatle. Te sustaim preductior, amd quality increases, requires meaitoriag
strictly shift by shift at each stage ef operatien. Only im this way cam staff )
and eperatives be geared up te preduce at a centinueus level.

Netwithstamding the negative facters ef pewer amd low cettea stocks, which as
ghown in the graph, ANNEX-4-5 cam influemce preductiex, evea theugh beth these
facters have beem allewed fer. There is still a large area where productisr is
lost by met memitorimg comsistemtly. These are in areas as shown im the graph

under spindles stepped for other causes. See ANNEX-6

Although the pewer losses amd less for other causes have been reduced by approx.
S0 as shown from the graph. The ether problems of raw materials may be with us
tor a time te come altheugh as memtiomed, the Folyester programme gheuld help teo
alleviate the preblem whem that is implemecnted. See ANNEX-1 & 2 for productiea

imcressed in the ghert temm.

ACHIEVEMENT OF OBJECTIVES

Tt has been related vader "Shert term achievemeats'" how it is possible to make
isprevements. The methed that we fimalised upen as being a practical method of
increasing preductien and imprevimg quality, as well as promoting other lines of

eperation, as queted im eur brief, was te impress upen management the fellewimg:-

2.1 Methed used by TIDC te impreve machime and werker method of eperatiem.
Finalised by test spim with impreved results(Imcemtive).

2.2 The imvolvement required by all cemcermed te achieve these results(Constant
Menitering).

n
L)
N

The detailed tellew-up pregramme givem by TIDC fer Mamagemeat te cemplete
(Censtant Memitering).

2.4 The tetal respemsibility placed upen Mamagement te achieve results as
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indicated by TIDC im test spims. AdvVice oy
(Constant Menitering).
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The Chairman and Directers of BTMC were circulated with Meme's er werk carried
eut, werk recemmeaded, amd results(Cemstant Momiterimg).

We have related the many preblems amnd restrictiems that have te be evercome te
easure that the Textile Industry in Bamgladesh becemes efficiemt. Against thesge
facters, it can be seen frem the graph that there has beem a very distinct rise

in spum preductien frem September 1982 whick has maintaimed a cemsistemcy threugh-
out 1983. It cam readily beea seen frem the graphs that the ameunt ef work put
into the mills by all the Spimmimg Advisers '"Operations amd Trainimg", weuld mot
be fully realised im the first memths of eur activities due te the mitigatimg
circumstances as illustrated im the graphs. See ANNEX-3,4,5 & 6.

It car also readily beem seon that with imprevememt ia these gituatiems, the mills
were able to take full advemtage of the improvemeats or suggestions inplemented
by TIDC in the form of impreved productiom amd quality.

Whilst we are highlighting the tremds of productien, against some imfluemcimg
factors that do have a stremg bearimg on productiom, it would be ill advice to
interpret these factors as beimg the sole reasem for low productivity. It has beea
proved in mamy instamces queted amd pesrticularly im the period September-November,
1982 where 5 mills preduction was imcreased dramatically by the Advisers amd
Counterparts.

As the problems of pewer less, shertage of cetton and other causes for stopped
production are solved, them it will be more increasingly necessary to ensurs that

correct techaical smd mamagement metheds are applied to increase efficimmcy.

In the ghert term that we have beem werking with the BIMC through TIDC we weuld
assess that we have succeeded im training eur counterparts to a preficiemt degree
of emabling them te appreach mill problems ebjectively, emabling them te diagmese
preblems that eccurr at each stage of operatiem. To cerrect the problem after
diagneses. To emable them te fully appreciate the necessity of quality cemtro) at

each stage of eperatien.

We have met implemented practical traimimg im werk study metheds, activity ssmpliag,
werk leadimg practical trainimg with Uster equipmeat with the exception of the
Miri Uster.

Many copies of relevamt textile litersture has beern imparted te the counterparts
(In this srea, there is a great shertage ef amy type of textile related imfermatiem).

We weuld be confideat that eur pregramme of assistamce as fimally decided upem, if




maintained umder strong direction would a stroag and reliable @ethkud of emsuring

increased sreductivity amd quaiity, and in turn would fulfill our brief of:
i) Iatroducing better quality comtrol
ii) Imprevimg werker productivity amd methods
jii) Imprevimg production and quality
This of course weuld be subject to the counterparts monitoring the programue of

work as laid dowm.

. POLYESTER BLEND YARNS

This is an area for ebvious expansion im Bangladesh. It has been observed that
most U.D.C. have expamded quickly inte this field. With the present low eil prices
and the subsequent fall in Pelyester staple fibre prices no better time could be
selected to exploit this market. The sreseat comparison ef mill prices betweem
Cotton S.L.M. 1 1/16" staple out at around 20-21 Taka/l1b. Polyester 32 ma 1.5 dem
at around 14 Taks/lb. N.B. Polyester has a tax advantage.

Whilst mest people would agree that aesthetically spum 100% cettom fibre weuld be
eagier te wear in a country like Bangladesh, the price advantage of present
Polyester fibre, assuming a blend of 65% Pelyester and 35% cetton weuld emable a
higher weight ef raw materials imto the country for the same costs. This im turm

would ensure better contimuity of productien in the spinning mills.

A further bonus is the streagth of these yarns and fabrics which in their tumm
could load to higher spinming and weaving speeds and lemger length ef life of

fabrics(if treated correctly).

The twe public secter wumita imitially cenverted teo spin Pelyester/Blemd yarns have
a capacity te spim areumd 32 lakh 1bs/year. Nome of the disinvested mills were
spimning Pelyester/Elemd yaras altheugh mamy ef them expressed the intent to de so.

The ferecasted requiremeats fer production of blended Zabrics and yarm is as

fellows: -
TABLE
ESTIMATED POSSIBLE PRODUCTION OF BLENDED YARNS IN LAKH 1BS.
Preseat Capacity 1084-85 1985-90 1990-97
32 148.5 198.6 22k.8

P ERTEWEE X 2R




wWhilst there is leem capacity in the public, private and power hamd-loom secteor

to develep the Pelyester/ether fibre blemd fabrics, there is little use of produc-

ing these fabric umless there are adequate facilities for further precessing

as at :-

BLEACHEING, DYEING, PRINTING AND FINISHING
This area is the key te preduciag goed fabrics. It is little use producimg high
quality yarns sand fabrics if the latter process are net equipped te deal with

these fabrics.
Takiag inte acceumt the fellewing criteria.
HANDLOOM SECTOR

This sector will receive yaras frem maay suppliers which ceuld cemprise ef
various type of Pelyester, and types sand grades eof cetten. It is therefere net
feasible to expect cemtimuity ef stable dye shades amd finmishes.

Printing is met affected by these criteria se it weuld, therefere, seem mere
feasible that whea settimg-up regiomal cemtres ef Bleaching, Dyeing, Primting
snd Finishing of which I was assured was being imvestigated, printimg sheuld be
the dominamt methed ef desiga fer the hamdloem preducts.

Where ceatrel of raw materials cam be exercised, amd it wiil be required if
export of dyed fabrics is emvisaged. This area sheuld be thea exploited by the
public amd private secter mills.




D. EECOMMINDLTIONS

1. RECOMMENDATIONS TO BIMC

Tighter cemtrel ia the selectien of raw materials, ceatrelled initial raw material

testing by their recegmnised ageats, testing at the peint of eatry inte the ceumtry,
disburseneat accerding te shipmeat, average micremaire value, aad pressley stremgth.

1.1 Techmical Staff & Training
Due te the lack of sufficiemtly(practically) traimed techmical staff withia
the BTMC. A mere im depth appreach sheuld be made tewards eaguring that
sufficieatly traimed staff is =mvailable to emsure the industry rums efficiemtly.
The initial slamn by the Chairmam ef BIMC ia implementing a 12 acaths pregramme
fer non-textile graduates, is a move im the right direction. It is met suffic-
jent to fill the gap te the equivalemt of techmical mamagemeat at the level
required. In our view total immersiom of textile graduates at each area ef
operation at the levels ef operator amd paintenance/supervisory pesitiem is

required.

i) The overator level to gain a first hamd apsreciation of the probleas that
occur at this level amd te be fully conversaat with the eperatiem. ii) The
Caintenamnce level to gaim a first hamd aporeciatiom of the difficulties that
arige in solving productive and quality defects due to mechamical preblems.
iii} The supervisory level im gaining a first hand appreciatien of the best
methods available in selving the problems of operators amd maimtenance without

undue loss of productiem er quality.

At least six menths gheuld be allowed at each area of cperatien, with the
responsibility of preductiem and quality im additien to the practical duties
imparted te thea.

1.2 Prometismal Prospects

The preseat system of prometion with service Is net conducive to emcouraging
the s called self starters of which the BTMC are se short off. Prometiom
should be givem accerdimg to merit with particular emphasis om the youmger

and up and cemimg textile graduates, as with the case of TIDC spimming ceumter-
parts. The peteatial growth required by the imdustry will demand chamge in
this area. If exceptiemal peeple ere detected im the course of poniteriag the
pregress of graduates, further iatemse ceurses ef Business Managemeat sheuld
be arramged fer them.




1.3

1,4

Quality Centrel

It was envisaged that 7-regiexal Quality Comtrel ceatres were te be set-u»
after BMR implementation. As a pre-requisite te this, the standard of quality
centrel persemmel, particularly at mill level would have te be raised. BIMC
quality cemtrel efficers with the exception of Mr. Alam(Centrel Manager) would
alse require mere im depth practical training im comtrel metheds and the utili-

satien of them.
Preduction Tgets

Very comprehemsive preductiea data is issued menthly by BTMC. It ias felt
however that the systes is mamipulated by the mills amd that the number eI
eperative spindies as aguinst installed spindles is used as a weight bdalamce
against any imefficiemcy. The target preductiex should be assessed as the
maxisun seindle speeds attainable at each mill ceerelated with the raw material
fed, which is suppesedly stamdard fer givem ceunts. This sheuld e based en
installed spindles which reflect the true efficiemcy of eozs/spindles.

1.5 Operator Traiming

1.6

We have found that the eperative werk force im the mills are extremely bard
working. They lack the appreciatior ef why particular tasks have to be carried
eut in a systematic way. We would suggest that im view of the labsur prebleas
that de eccur im the mills, it weuld be wortk while te traim eperator iastru-
ctioms fer each area of precessing. This emsures that each operater kmows in
detail the werk he has te perferm amd more te the peint the reasen he has te

de it. Mamagememt has the satisfaction ef kmewimg that each operater has the
same working procedures. Systems like this require momitoring by the instructer.

Maintenance

With particular emphasis on maintencmce personmel who service the new wills.
This tyve of equipment which runs at relatively hizh productien speeds,
requires correct metheds of fitting bearings and shafts etc. In particular
where settiags have te be made it requires a certaia amouat of trainiag
izparted te the maintemance persemmel te emsure that machines are im correct
mechanical amnd techmical werking comditiem.

N.B: There are many establishments im Bangladesh where various aid programmes
are in progress develeping werkshops fitters and mechamics. It sheuld be
sossible fer BIMC to "tap" these courses for suitable people whe at least

have been trained im the basis of fitting amd maintemamce precedures.
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1.7 Ratiomalisatiem Machimery

If the BTMC is te remain as a combined group of mills, it weuld seem feagible
te select what is cemsidered the mest apprepriate make of machine for each

area of appreciatiem, takimg imnte cemsideratiom prier and fellow-up machineries.
The reasom we suggest this is that it is well kmowm that spares cost today are
a formidable part of the cperatimg cost threugheut the life expectancy of the
machinery. As we have moted in Bamgladesh maay new machimes have beem idle
because of lack ef correct spares, whilst in cother mills wromg tympes of spares
have lain idle for many years. A cemtralised system of machinery amd spares

could solve the sroblem amd reduce spare part expenditure.

1.8 Rationalisatien Coumts

Combed yarms is an area where better utilisatiom ef equipaent amnd persenmel
ig required. There are new umits that have beem installed amd Balamced with
the specific ressom of spimming particular ranges of comb yarms. Twe eof these
rills Monnoe Extenmsion and Tangail Extersion were turned over te spimming
Polyester/Coetton blends. In effect thege twe mills ceuld certainly have predu-
ced excellent combed yarms givem the correct raw materials, amd with a little
more technicsl guidsmce. Certaimlv the machimery was capable of producing
export type yaras.

These are gpecialist {ype mills and every racility should be given to produ-
cing combed yarms at all times. Surplus yarm to demestic requiremeat should
be tuned to the expert market in an effort to earm foreign curreancy.

1.9 Polyester/Blead Yamrs

It is evidemt that this is am area for growth. Comsiderations should be
given te setting up imte specifically desigmed mills to produce Polyester
and Pelyester/Blead Yarms, woth iz carded and combed yarns. This enables
one te take advamtage of the many different specificatien that cam Ve
precured as aids te preduciamg these yarms.

It ig ebvieus frem our first vemtures inte this field, that priorities are
{irst required iz the dyeimg, primtimg sad fimishing areas with particular
suphasis in areas accomedating te the hamd loem weavers where it is believed
the mogt wemefit te the coumtry weuld we made.

1.10 Marketing

In conjunction with the last twe items. Ratienalisatiem amd Polyester/Blemds
it is felt that a greater emphasis em marketing strategies sheuld be empleyed
mot only ia the local semse, but alse in the expert area. There are mamy
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areas, in particular the haand leem secter where >riblems occur due te
financing and marketing prebleams. Methods should be sought &t all levels
to everceme these preblems which cever Quality, Designs, Finamcing, Present-

atien amd Cestings.

1.11 Factory Ceanditions

Mcst facteries within Bangladesh are rummimg wikhout air-conditioning of amy
type. Fer these mills we weuld recommend that as a tewporary measure extract
fans be plzced in strategic places, in particular the spimming areas to extract
the hot air build up. Air will returm as per Plesum System.

i) Lighting is alse particularly peer, agaim particularly in the spinming area.
ii) Cool drimimg water facilities sheuld be previded in all mills.
iii) Readily assessable and clesm teilet facilities should be available fer
beth sexes.
iv) Mills shauld be kept well paimted intermally.
v) Mill eperative earmimgs particulary where benuses are paid, sheuld met be
left im dispute, but gettled wich mimiwum delay.

All these items have a relative bearing em hew a mam perferms his werk.
To obtain the best eut of werkers, it is essemtial that he has the best
available werkimg conditieas.

1.12 Training
The Training Cemtre at Savar aad the ceurses imitiated by Mr. R. Flaherty
(Swimning Traiming Adviser) sheuld be adhered to aad extemded upen.BTMC have
the basis fer exceptiemal traimimg facilities amd this should e fully utilised
te emsure that practically traized operators are forthcoming. It is unfortumate
that ihe training advisers was net em haud to set up the imitial programmes at
Savar thus emsuring that the pregrammes were imitially started up om the correct
lines.

2. RECOMMENDATION TO THE GOVERNMENT

The requiremeats of the textile imdustry ia the ferm ef Techmiciams amnd Mamagemeat
is an imitial facter ia hew the imdustry is geimg te perferm. It is well imewm that
there is a shertage ¢f geed practical peepie at this peiat ia time amd the pesition
will deterierate as the demand fer yarm amd cleth increases. The Textile Celloege of
Techmolegy ia Dhaka has the yetemtial te turm eut the mampewer required by the
industry, but is falling a lemg way shert ¢f previdiag the needs of the industry inm
the ferm of practical techmiciams amd techmelegist. A large part ef traindag sheuld
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be deveted te practical werk em the machimery that is imstalled im the cellege

and im practical use ef qualily cemtrel equipmeat. We weuld recommend, therefere
that:-

i) The Cellege syllabus sheuld e reassessed to accemmodats technicians amd
degree ceurses.

ii) The teachimng staff sheuld be coempetent to teach at a theoretical and
practical level ceaducive te the posts.

iii) The machine reea sheuld be Breught upte date with mew equimment for sach
stage of eperations aad studemts givem a full appreciatien of their
applicatioas.

iv) A full range of testimg equipment sheiild be made available for practical
use umder supervigiem.

v) A clese lissem with industry sheuld be maintained te idemtify preseat
sad future needs.

YARN PRICING STRUCTERE

The Gevermmeat pricimg structure sheuld be cemducive te the imdustry being able
te finamce itself amd #till be mere tham cempetative with impert yaras. Special
cenxiderations sheuld be givem te Handleem sectiem im the ferm ef restrictieas

on imperted secerds cloth and secomd hamd garmeats imperted imte the ceuntry.

DEVEICPMENT OF EXFOET QUALITY YARNS AND FABRICS

In view of eur last recesmenmdations ref. Techmiciams amd Techmelegists. It is
viewed that because ef the lack of practically traimed persommel, the ominiocn
that 16% - 20¥ of experted garmemts weuld be frem locally preduced yarns and
fabrics by the year 1986-87 is eptimistic. Particularly inthe field of Polyester/
Cetton.

Having been asseciated with the private secter zills threugh the EMR Progragre.
the opinien has been formed that the entrepreneurs and Directers of the majority
of the mills have ealy a lay knowledge of textiles. The Mamagement and techrical
people they empley have not sufficiemt practical éxperience to deal with the
immediate prcblems of peer quality and productien. If Pelyester/Blends ars intro-
duced problems camn be emvisaged.

It is recemmended that shert term assistance is seught from experiemced peeple
in this field. With particular emphasis ex the Bleaching, Dyeing, Priatimg amd
Finishiag side ef the eperations. In this way it may be pessible te abort cut
te quality preducts. This applies to Fublic sad Private Secter mills.




IMPORTATION COF ESSENTIAL
SPARES AND EQUIPMENT

The methed ef precurement of essential parts, appears te be a pratracted affair,
it weuld certaimly assist industry if speedier methods ceuld ®e realised, including

custems procedures.
PCWER LOSSES

As can be seen frea the graphs the lesses of pewer have been drastically reduced
frem the previeous year but still play a part im reduced eutput. Especially critical
in the dryimg umits where specific dye temperatures and times of ezeratien are
paramount. Further actien required ia this area.
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ADEX - 1
CHITTARANJAN AFBAR LUXMINARAYAN JABA MOSLIN DEAKA
w u 3.7” “Om 1'” 5007 - “.85 30“ - 2.8 1-, - 3'8
PRS 2IDC
w “ 1.8# 2., - - 2.2" - 1.", 2.9 - 2.8 - -
AFTEIR TIDC
MONTHS MARCK AUGUST | MAR Aua, HAR AU HAR AU KAR AUG MAR ADG
Juy | "PsC. oW pEc. | JvL | TEc | JUL —""—"-T-E——E—‘—E 2o
"‘ ”
e 891393 | 1002135 |489ka1| SUA371 | 749610 | 739282 | 284108 | 380096 | 1808697] 174s000| 794236 | 750878
NO.OF DAYS 124 123 130 124 132 122 97 102 131 118 104 102
AVE.PROD.
PER DAY 7188 5147 3764 4390 5678 6059 2929 3726 13806 1 14822 7636 7361
INCREASE + 959 + 626 + 381 + 797 + 1016 - 275
PROD/DAY
:m + 13.% + 16.% + 6.0% + 27.2% + 7.% - 3.6

| g —




ANNEX - 2
THREE(3) MONTHS WORK PROGRAMME
1982 JULY INSTALLED SPDLS OPEIRATIVE 8PDS8 PROD.IN OZ.SPD/SHIFT | PROD.IX OZS/EPD/ | % INCREASE IN
OPERATIVE SHIFT- INSTALLED | paolw.
MOIRIOO
rEYSTLE 1574k 12245 2.14 1.66
MONNOO
EXTEMSION 10500 729k 2.47 1.77
NONNOO
PINE 12400 10213 2.53 2.08
T 1982 DEC.
nouog '
PEXTILE 1574 14678 2.28 2.125 + 28% @
MOMNNOO '
EXTERSION 12500 10667 2.54 2.1?7 + 26.7%
MOMNOO
FINE 12400 11702 2.76 2.604 + 25.19
JULY
i cor 12400 2746 2.68 0.593
PANGAIL
EXTRRSION 14500 8068 2.49 1.746
DECEMBER
PANGAIL COT 12400 10339 2.56 2.134 + 59.8¢%
TANGAIL MATERIAL CHANGES FROM
EXTENSION 11500 76.39 2.54 1.687 POLY/COTTON BACK 10 100%
COTTO}
TANGATIL
EXTENSION 11500 8687 2.7 2.047 + 8.52%
NOVEMBER
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