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INTRODJCITCL
PROPOSED CHAGES T1T 1HE Qi MG DEFTHITTON

REOMATNATTONS ;

1. Power looms o he introdoced into tho Industiy

2. A strong and efficient Markoting Organisation to
bo set up. o

3. Poser weaving of all double width cloth to +ake
place in weaving units only in the crofting
arcis;  each wnit to houss probably 12 pover
looms.

4,  Each unit {o operate for 16 hours daily on a
2 shift basis on a 5 day week or on some
ecqrivalent basis. A minimm woge for unit
viorkers to he agreed.

The units to be branches of a new holding compauy,
Structure of new carpany as described in Para. M1,
The new Company to be based in Stomoway,

FARKETING CONSIDERATICNS

CHANGES REQUIRED FOR DOUBLE WIDTH POWER WEAVING
WEAVING UNITS

LOCATION OF WEAVING UNTTS

THE NEW DOUBLE WIDTH IOOM

EMPLOYMENT AND WORKING CONDITIONS IN THE WEAVING UNTTS
CONTROL, OF ot WEAVING UNITS

THE [IARRIS TWEED WEAVING COMPANY &

1. Punctions
2, Board of Directors
3. Management angd Staffing
4. Production
5, Distributicn
6. = Pre-Trading Operation
7. Office Premises
8.  Projected Output, Erployment, Financial results
9, Alternative Ioom
10. Funding
11, Single width weaving

12, Strveture of the H.T.W.C,

CORCIISIONG
APPENDICES /
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APPIHDICES :
I Proposed anendad Regulations governirgg the use
cf the Harris Tweed Certification Mavk,
1T Plan of Weaving Unlt.
IIT Suggosted seites for weaving units,
v Organiisation Chart of the proposed Weaving Corpany.
Vv Projection of output and weavers enployed -
Wilson & Iengbottom looms,
Vi Projection of output and weavers employed -
Dormier or Somet looms,
vViT Projaction of Individual Weaving Unit porformance.
VIIT Projection of Single-width Weavers'® performance, 'J
IX Harris Tweed Weaving Company’s projected Trading Accounts.
X Projection of Harris Tweed Weaving Company's Profit and
Ioss Accounts and Cash Flow.
XTI Estimated financial reguiroments,
XTI Comparison of financial requirements.



(4)
(5)
{(6) i b met up as a limited liabiliky cormpany

WJ.’rh an &l
as .'EOllO.’r::..

vad share capltal of E100,C00 allocated

) A% £40,000
‘achurses 30% £30,000
30% £30,020

Tts fimai-ions, Raayd of Divectars snd ataffing aba \Td e fin
accurdance with the propocals sel. ot in Paragrashs XI. 1. to 3.

(7)  The office of the new weaving comzany shiould e in Stornowvay,

MAREETING CUNSIDLRATIONS

An importent factor in conzidering the introduction of powar woven
double—width cloth will be its reception in the mariet place,  Accordingly
in 1974 the H.1.ihB. ewaged Lnbucon/A. i C. Manggement Consultants o under-
take a Market Swrvev to establish the dictribution and make-up tradse's
attitude to the prorosed wider machine woven cloth,

Tha Report was corpletad in January 1975 and has been circulatad to
representatives of the variocus bodies involvad in the Harris Tweed Industyy.
The key conclusions in the report ware:

(a) Double-width machine woven Harris Tweed will be readily
accepted by all markets at the same price per sg. metre as
single-width, though most customers will naturally expect
it to be cheapor.

) Machine woven double-width twesd will eclipse singlie—width
in all markets except the ULS.A. The rate of change will
be governed merely by the speed at which double-width
supplies can reploce single-iidth,

(¢} The most dangerous corpatitor of Harris Tweed in all markets
is still Harris Twead itself.

(d) Central control over the introduction of double-width tweed
is vital, if marketing success, and a propsr return on
investmant in new looms, is to he achieved,

A strong, disciplined 1‘1:11' f—\t ing orgenisation is es
woven double-width Tinoris Twe
can e no question i an inwvest
without sor: guarizs of an of
accewbted by “he ar - Loriate port

coorial 1f power-
¢ to be successfully ivt: . wwed. There
at on the cme e:vlw-f_.,,,-, in this report
cctive macketing body belng st up and
3 In the I.nduu bry.

Thex /
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(1) The cost Lo the wouver of 4 new Rapler Toom would ke at least
£5,0X0 and poraibly more Lion 210,000 cozonding on the choice

of louom,

{2)  The wachines orc more coviglex and would reguire more cxpert
tnidng and maintensines

(3} The hondling of the bemor vould be diffzcult, if rot imgossible,
for a single woaver,

(4)  Alnoct all the veaving sheds would have to he expansivaly
extended oy roiuilt,

(5) Distribution would be difficult and direct access from the ghed
to the main road would bo essential,

(6) Cne man to one new pover loom would lead to an inefficient use
of tho leom and 4ifficultion in cbtaining an adequate return

on the investmont made,

Inevitably when these problems have been assessed one is foreceqd
to the conclusion that it will never be possible to justify a scheme
for the introduction of power locis on the bazis of one to each
weaver in his own shad as at present. 2n altornative basis for
introducing power looms would he to consider locating then in the
Spinning Mills in Stornoway and Shawhost, On parely economic terms
a case could be wade for this alterrative but we discarded it for the
following main reasons:

(1)  The whole tradition of Harris Tweed as a cloth produced in
crofting townships would b destroyed.

(2) Essential employment in crofting townships would be lost
and the very future of these commmnities could be placed in
jeopardy if people were forc:d to work in Stornoway.

(3) It is the opinion of the Harris Tweed Association's legal
advisers that there would be a real danger of the Orb Mark
being completely lost if this move were made,

_ We have therefore for the reasons stated in (1) to (3) above
discounted the possibility of the veaving being carried out at the
Mills in Stomoway or the Mill in Shawbost.,

This lecaves as the only real altornative the intreduction of
povier woven cloth on the basis that th2 locms will be housed in new
weaving sheds capable of containing a nunlser of machines and located
in /
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unit, whes cunite sheuld be locnted
aaitadng e, I consldering the
following f{actors should be taken inco acoocnte

(1) There will be a ndnimm size of building comable of rovidine
d Gl g
the necassary facilities for the weavers and be built ot a
reasonablio cosl.

il

(2)  The power looms can he operated more of Figdently in groups an
this also simplifies distributicn and rmointenance problemns,

We have therefore come to the conclusion that probably the most
appropriate size of weaving unit would be a hilding capabls of housing
12 looms.  Any greater nuwber of loons Per unit could result in too hich
a concentration of weavers in fewer areas while a smaller number of Jooms
per unit could lead to an wmeconomic operation,

The size of each weaving wnit on this basis would be approximarely
80" x 50" with adjocining toilet r canteen, storzage and office acoomndotion,
This would give a production area of about 4,000 sg, ft. A rowh shekch
plen for such a wit is attached as Appendix TI,

Taking into account the problems and cosits of building in the Festern
Isles we consider that the only basis on which it would be possible to bhuild
such township weaving wits would be for the H.T.D.B. to undertake the
construction of the wnits for leasing to an operating Corpany at a reat

fixed by the District Valuer. A two year rent free period might be necessary.

The market demand for power woven double-width Harris Tweed aned the
practical difficulties in acquiring suitabie sites ang constructing the
weaving uniis will in themselves dictate the epecd with which the new product
can be introduced, A smooth transition from a portion of the single~wicth
producticn to double~width is essential and the transfer mist not covar too
long a peried. The following programme -~ which would be subject to annual
review - is proposed for the introduction of township weaving units:

1977 3 wmits operative
1978 6 " "
1979 g v "
1980 c v "
1981 i " "

We have not tried to project bevond 1981 as obviously prouress hyv that
stage will doend on how the market has progressed, All the assuustions maae
hereafter are haused on the above schedule of township weaving unite haing
achieved,

Vi, /
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Tnitially ‘i»n:n Jt vas docided to investigate the introduction of
£ I~nad ,_t vag hopad that 1t would he poszible to
; YOrht definition. Tt was ageordingly

e »oler tvpe locm shvnld he dzsidgned and
TR af:tm\';'} : a LI, A vrototype troadied machineg, .
cummssiond by tha HeI.DeB. was desimned and builit by Wilson and
Iongbottom Ltd.  The propoded P2 lce for diis menine and 1ts rate of

wbput were such thet e econonices of its introduction could not Jjustify
the costs of changing o this form of producticn, This led to the
procosal that the loom ehould be motorised. Furither discussion resulted
in a decision to comsider altexnative power looms already on the mavket
and the SLb—ijm tee finally agresd that a choice of a suitable loom
for the Harris Tweed Industry should be made from the following machines:

-

counle~widsh
achieve this

Dornier
Somat
Wilson & Longhottom (Motorised)

We concluded that it would he of considerable value if the three
looms could he tested on the island hefore the final sslection was made
and v arranged with the loom agents for one loom of each make to e
installed in premises in Stornoway for a period of up to three months
g0 that a series of tests could he carried out, The trials ended on
4th July and a report on thom will be available shortly. The costs of
the trials are being shared by the H,1.D.RB,, the H.T.., the T.G.W.U.
and the Spinning Companies, A limit of E15,000 was placed on. the total
oost of the trials. '

It is not possible at this stane to state which loom will ultimately
be chosen as the right one for the Harris Tweed Industry. Depending on
this choice thore may be some amendnents nesded on the costs of the
schame outlined in this report along with some other points of detail.

The main concluzions will not however be affected by the choice of loam.

EMPLOYMENT AND WORKING CONDITIONS T TN THE WEAVING UNTT'S

e T ———T———

In addition to offering the woavers congenlal working conditions
the introducticn of the new units will provide the means of employing
them as Class I workers and thus rarove the disadvantages of the self-
enployed status.

It is provosed that each unit should operate for 16 hours a day on
a 2 shift basis ovar a 5 day week, These arrancements may, however,
be /
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resoonsible for ths e raming of the wnit during the shift, Tralning
of staff will Le orgonizod centrally,

In arriving at the estimated lavels of arnlovment shown in Anpendices V
end Vl W }_:{ s (L ikh "!__\_? takon a |55 zindobic view s far as resicdiunl

Singlew Hogever, in forccasting the "Actual’

nwrbers 1i]-f.c1 y to ramain caplovad a "";e*‘ t‘lt‘. introduction of double-width

power weaving we have remenised that slack periods occur and that consequently
t-tine e should be availsile f rsibly up o twice as veny
L pin i

single-width we as would e newded A0 ey wers working on a full time
basis, In pract uun, ’m-'--. rc‘if‘ of - d i widlh weaving might
be slower thor in these Aoy n'h‘,\,b el it is pogsible that the
nuber of Jobhs remain. ng ior smglc—‘ rictth weavers could accooxdingly be greater
than forecast,

It must also be kept in mind that the present single-width workforce is
likely to diminizh due to natural wost age during the period under reviws,
A survey of the age-grouning of weasvers in mid-1972 indicated that 21% were
over the age of 55 at that time. We consider that the corresponding
percentage in relation to the 630 weavers active in 1974 would be at lbaqt as
great and thercfore, ascuming a retir mq age orf 65, it can be espected tha
over the next ten years the number reguiring employment in weaving would ba
reduced to aporoximately 5C0.  This rate of vedy ction could well ba
accelerated by the incidence of alternative employment in oil-related industry,

Althoush 2Appendices V and VI indicate a fairly drastic reducticn in the
nuer of jobs available to weavers following the introduction of double~width
power weaving, the flgures st be considered in the light of what could hzppen

if no such changs were made It is, or course, imposcible to make a wholly
accurale asse c;"nf‘nt bat if t.he trends of p,:ojuci:lon and emwicymant over tha

past 5 years continue, it would appear that withoubt re~organisation the mudber
of jobs avallable in single-width woaving could in any case fall to betwemn
250 and 300 by 1981, As indicated shove, these would tend to be part-timo
jobs, which would ocoupy the weavers for less than 50% of their time, wheress
Appendix V suggests full-tire emplovirent in 19381 for 132 power weavers nliis
part~tine emploment for a further 63 hand wesvers In addition to the fore-
going, it is nct unreasonable to expoct that the nunCDer of jobs within the
spinning /




(2} As an evtension of the oaivndy
could dirvectly conbrol
WoAVRDTS comnoorncd,

(3) By the creation of a ncr
financed and mscoed o 4 1trol o tho weaving

U S B T . R T P e el S T
OPalLaciinmd ainld Carale eioh weavi % Unal as & sopiaale branch,

Wz congider that the croation of many « nirate co~operatives
would unnecoszarily fraoment 4 ity en the island, It
wouldd create probless of managaront oontzol oo distribution which
could more easily bz cvercome in a single Company. We oon See no
great advantage in cresting a new organisstion involving sepavate
weaving co-operatives,

sy

There would be no administrative problems involved in allocating
units to individual 19511s znd e dny the weavers direct cmlovees of
theose 1Mills, This would however deprive the weaver of a freedom which
he presently bhas of which M1l to work for. There cculd be problems
of work load as bebviesa units if For instance one Mill haed a heavy
order book while another had a woak sales position, Host important of
all hovever it conld be regsrded as the fivst Step towards the ultimate
transfer of weaving into the Mills on a total factory hesis, A change
in the 'Orb' mark oould he more difficult to c¢btain if the wmits were
controlled on this basis,

The majority of the Comnittes do not therefore consider that
reaving wits should Le allocated to individual Mills, In their view
the wost appropriate way in which township weaving wunits should be
controlled is through a Weavers Folding Company set up for the specific
purpose of operating these units and their allied activities., For the
purpozes of this roport this new Cormpany has bean referred to as the
"Harris Tweed Weaving Comoany™ but the finzl choice of a nawe should he
left open until detailcd investigations have been completed,

Manufacturers Regervatices

[E——

Messrs. R, Buins aad A, Hzy, as rmepresentatives of the Hebridean
Spinners Advisory Comittee had sute regervations on the hasis suggested
for contreolling the oneration of the weaving units and for the distribution
of profit, Thelir views are recovded Dmeediately following the Conclusion
to this Report,
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(3) Generally to denl with all administrative malters on bealialf
of the Harris Woesd Wenvers,

(6) The training of veavers,

Ze BOARD O DTRECIORS

T P T T AT LR S L T

Vie considzr that the controlling Board of the new Company should

t..O'f"Dl'l aoOf vianvers and Elresy ditatives of the other p-',l}fld.‘.e,‘ﬁ
involved, It could be made up as follows

Chad mmaan - Nominoted jointly by H.I.D.B. and H,T.A.

Chief Erecutive

2 Weavers - HNominated by the Weavers Union.
2 Manufacturec's _
Representatives = Nominated by the Hehridean Textile

Manufacturers Association.

1 Other ~ Nominated by H.I.D.B., and H.T.A

3. MANAGEMINT' Pk {1 C}TAFL THG

(Notes  Salary estirmates are based on late 1974 values)

The Company should be staffed on the following hasis:

(a) Chief Exscutive

This post nust he £11124 by a perseon of high calibre with a
thorough Jncwledyz of weaving, and preferably with considerable
exparicace of wirking in the Harrie Tweed Industry. IIls salary
would have to ke cnsarzbe with his sbility and experisnce,
probally/

S




(b)

LS wWonld

ovide an re\JJ'L
vhoshould :bw
than £3,500.

:irterxt S
aporintad i:o

(c)

While each weaving wiit
of ‘“ﬁ’“Lu*q un the 1o
arid main ik
arnloy & T
overhauls @i
ondition, L

ully trained tuner cavable
nmral edjuatinonts
“-u-_. w1 Coniny shonld
g : waible for mujor
sy tThat 2l] LI vas meintai d in good
vy would ba ot lanst £3,25%0 and as his Jjob
idavable anunt of travelling to the weaving
units he r*o lr\ rrosaldy use the @mell van which would be required
for specinl Jou: *nf,v" to the sir ITEVETE, This van will
alhesst CE:LLuuuy e mder-utilicod on disleiialion work e thiz
early sta and weald be uzeful for o Carvying soare parts eto, for
the locm.,.

wd

() Distribution Wecutive
A person of some experience in distributicn v ould be required for
this position, in VJ.D 1 Of the proposal that all distribution of
Harris Tweed should, st an early datec » boccie the responsibility
of the Weaving Co‘mmv It is assumad that this will becone a
full time job at a salary of £3 F 250,

(e} Cle%&’cal qu:'C_‘J i
Tt is not possible to say exact] Y how much clerical assistance will
be required but w to 3 clerks or clerkesses have been allowed for
in the first vear,

The above level of staff in the Weaving Compay 1y should ensure that little
Or no administration work need he cary 1M cmt in the weaving units,

A chart showing the menagoment and staffis 1g organisation proposed is
attached as Ap“:mdix v,
PRODUCTTION

All wzaving will continue to be done orly in the crofting communities as
at present, The major changa envisagad in these proposals is that all
weaving /
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Pwill have no wershoose
c:ue-::t: From the Mills o

(1)

Tl .'.,!-. 4

L

:
~7idth v ’ea:rmg wmit,

(c) It is ex.
with meo i

Loavgoe bor v

T aias will

the first yeas I wideh i ""“J_; of the single
width woa*]«: Inat th‘iv. conlirmation after more detalled

invest et takon plece. A second, sraller vehicle of tha

"Tronsit" tyize (00 anl.) would be recuired for urgent work and tox
Journeys to eingla-uidih weavers viere it would bhe 1imeccnomical to

e the lavgor sehicle,

{d)  As at present, deliveries for single width weaving to the more reacte
aveas of Lewls and larris can be carried out by the Fost Offico,

(e}  Two drivers with a Class 2 HGV licence will be required; one to
drive the lawe vehicle fuil timz;  the other to drive th= van and
to deputisa for the driver of the larger vehicle,

PRE —TW&I‘JTNG OPLEATIONS

———2 T ek i

In oxder to commence trading effectively on the tarset date it will be
necessary 1o appoint the key management parsomnel as guickly as possible
after sgreement to proceed with the new Compeny,  This will allow for
detailed operational plans to be prepared,

OFFT PRl \ﬁ_g v

Suitable rented office accowndation will be rejuired for the Weaving
Company in Stornoway and this should dinclude a yard or parking area for the
Company's vehicles,

PROJFCTD OUIFUT, 7

ar
l
Sl i

L" HALNT Zl’”“ P "\.‘.\T‘I}‘ » RESULTS

The follewing assurptions have been made in preparing the rodjected financial
results

1/



(2

longhotton

(3) The foﬂu.urff Tomm elf
of doubles-wit

sency rabings have bzon used in respect

5% thereafter

(4) The timing of thz Z'L_'l‘l't;l“(.‘CLthlCl of tha 1&om wits is in accordancs
with the programnz sob out in Para. VI

(5) The staffing of the loom units follows the proposals mzde in
Para. I¥.

Mppendix V is a teble of the projectzd output yardace of hoth single
and do le—wm\.h Movris Ta oed for tl vears 1975 to 1981, together with
cihwont the sams period. The
prq)oru_loq of to*-'] O‘JLT)uL alloLL;_c_t 0 Eouble~width cloth wroluction
has hoen caleulated in cccordance with the assunod capacity of the
motorised Wileon and Lenglottca Toom, The balance of the total

oubput reprecents residual single-width pr oduction.

The nurber of weavers estimriex] to be arployed on double~width
producticn throuzhout the bodget poriod is simpiy a calculation based
on the mumher of weaving wnits in oporzticn., Walle there are
approzimtely F 30 registored Harris Twoed weavols ab prescnt, the
actual production for 1974 is equivalent to the cutpot cf 290 weavers
working full th.'i(‘ cn tho H'--.tt'er lev romuel 1coms, ’=‘hr‘ agradual
reduction in the mubaer of "full-tim: waavers ing single-width
cloth is in direct propor:ion to the forecast of L::e residual single-
width preductics.

it /
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The weaving Camomy's projachked tradin vears 1877, 1978 and
1979 are summarised in Apson ¢, it bzing assursd that the first threo
weaving mits will not b2 in operation before 1977, The following
explanatory comrmnts are mnde:

(z) The Gross Tncome of o wweovine 1z oarmremrlate Fioora ehyue
on the subsidiary sceta aix VIT) pultiplied by the nucor
of wiits in uvse. The hand weaving Gross Thecea is identical to that
shown on the single-width weavers subsidiary statarent (Bpoendix VELLD).

(b}  The overhsads are made up of the weaving unil expenses shown on
Appendix VII, multiplied by the an propriate nunher of units, together
with the Distributicon and Administrotion exienszs estingted in the
Light of the facilities and staff requirenents discusced earlier in
this report,

(c) In these projections it is assumed that single-width weavers will
. 3 - L3 .. -
- remain self-amploved vhercas unit weavers will be engagad on a
"class one" basis by the new Weaving Comps any.

The weaving Company's estimated profit and loss acoount and cash Flow for
the three yesrs following the introduction of double-width woaving are
sumarised in Appmndix X, 2As we indicated in Para, XX(e), it will be
necessary for sone pre~trading expenditure to be incurred presvnably in
15976,

Provided the sales and production forecagts arce mot it would acpoear that
acceptable profits could be emmed by the weaving corpany. It should he
noted, however, that no provigion has lheen made in the projected accounts
for the payviment of honuses to the veavers. The inirodaction of & snitable
scheme for bonus payments may be considered +o be an important aspact of
the Conpany policy, We believe that an eguitceble schaie should be devised
wherehy /
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Lokesr ©

The total canital oost
of the we

H.I.D.D.

107 I _-_t:.a

ioall

T
[

L ey

Tinancial

Wiz, N2 acoount Loing

cver th years 1876 to- 1978 including the

+.

T\’mg valts which we bope would ha bullt and leaced by tr.::

J_

1976 {including 3 units)
1977 " 3 v
1978 ( " 3 ")
1973 (" o)

£

483,000
423,000
433,000

138,000

—————

1,487,000

P

It is procoscd thet this reguircnent could ke funded as follows:

RBank /

Share Cenital

Tosn Capdital |

R:gi.c,nal Develomnznt Crants
Company's Retained Fa;nmys

Weaving Units,
(finaaced by H.I.D.B.)

£

100,000
360,000
1\)U i l._.]
142,000

710,000

777,000

—r

1,487,000

v
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WEAVEXS &3 & reng Gpticn of control of their veos ingy

Although we have czf_‘:U'Ir:—.c“I for the purmess of tha inencizal projecti
tha s iu:ﬂﬂ—"-‘idln weavers will retain their = ’L-w _.ﬂ,cz*,v.f_d .E:fmb 2
mv o ,.J,-_'ﬂ it equitolhie tr; £
sbatur‘ to thuu, of Class On: workers eralo

RNy

T hrr—

At the outset of the discuseions it was not envis “aved that the Spinning
Companies would b ir wited to invest in the new weaving Comnany, The reason
for this was to Freserve the independence of the weavars,

- [ " ' '
FRV R S Pl v a Coi2 3D l\

activities, we to Imv-z a mmﬂflty hare in the new Cogpany,

We consider that the weavlyg compeny should be sot U’) as a Limited Liabili t j
Company with an autlorised sod lssuad ehave capital of £100 G0 allocat:

follows:

H.I.D.B, 40% £40 O’D
M:LﬂL fcr*"un,u 30% ¢ f), O

Obvicusly /
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The mark ehutl only Lo aiiixed {0 darris Tvoed which
in producod:

(1) from pure virgin woeol produced in Scotland and is

(2} wholly manvfaclured in the islands of Lewis, lavris,
' Uist, Barra and their several purtenanocs and sll
Kuown as the Quter Hebrides and is oithor

et
b

™

L]
L
Faa

o . -t : P T I o LTy L
andwoven by tho islandcis at theinr homss in

which cose it will be clearly marked as "Handwoven'
or

"
[#3

(b} woven by the islanders within the erefting towa=
ships and in premises approved by tho Associstion
and

(4) manufactured to the technical specifications and

standards for the tweed for 1he time being approved
by tho Asscciation.”

and further that;

“"A distinetive marik will be applied to the tweced woven

a L3} . ! " .kt t - .
in 'Harris', "Lewis", "Uist” or'Barrs"” as the case may

be "

NOTiE: The quality standerd reforrcd teo in the letter to DPCP
is contained in provision (4) and a suitable form of

words to describe the specification lg baing discugsed,
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APPENDIX VII
HARRIS TWEED INDUSTRY
HARRIS TWEED WEAVING CC LTD

Subzidiary Statement of Individual Unit Performance
Projections for 3 years to 31/12/79

1911 1978 1979
Production per week in double
width linear yards 3,547 4,256 5,320
Production per amnum
{48 weeks) (a) 170,000 200,000 250,000
Rate per yard {b) 30p 30p 30p
£ £ £
GROSS INCOME PER U4IT
{a) x (b} 51,000 60,000 75,000
UNIT WORKER EARNINGS (12 x £40
per wk in 1974) (including
NI etc) 26,000 _ 27,000 27,000
25,000 33,000 48,000
OVERHEADS
Heaving Unit Expenses
Rental of buildings 2,167 2,167 2,167
Loom depreciation 12,000 12,000 12,000
Rates and Insurance 1,667 1,667 1,667
Heat, Light and power 3,666 3,666 3,666
Sundries 1,000 1,000 1,000
20,500 ’ 20, 500 20,500
DISTRIBUTION (Allocation from
central distribution budget) 1,000 1,333 1,555
ADMINISTRATION {Allocation
from central administration
budget 5,000 3,917 4,278
26,500 25,750 26,333
TRADING SURFLUS/(DEFICIT) PER UNTT (1,500) 7,250 21,667



APPENDIX VIII

- HARRIS TWEED INDUSTRY
HARRIS TWEED WEAVING CO LTD

Subsidiary Statement of Single—width Weavers Performance
Projections for 3 Years to 31/12/79

1977 1978 1979
P?oduction in Single Width 3. 160,000 2,200,000 560,000
linear yards
Bquivalent Weavers' yards (=) 1,185,000 825,000 210,000
Rate per yard{1974: 50p approx)(b) 50.00 50.00 . 50.00
Plug % handling charge ' 2.50 2.50 2.50
(e) 52.50 52.50 52.50
£ £ . i
GROSS INCOME (a) x {c) 622,000 433,000 110,000
WEAVERS' EARNINGS (a) x (b) 532,000 . 413,000 105,000
30,000 20,000 5,000
OVERHEADS
Distribution:

(Allocation from central
distribution budget based 10,000 T4 500 2,000
on volume of production)

Administration:

{Allocation from central
adminietration budget -
Basis: Actual where
poesible atherwise
apportianed on voelume of
production)

24,000 17,500 5,000

34,000 25,000 7,000

SURFLUS/(DEFICIT) (4,000) {5,000) (2,000)



APPENDIX IX
HARRIS TWEED INDUSTRY
HARRIS TWEED WRAVING CC LTD
Projected Accounts for 3 Years to 31/12/79 (£0001e)
1977 1978 1979
(3 sheds) (6 Sheds) {9 Sheds)
TRADING
GROSS INCOME Units 153.0 360.0 675.0
Hand weaving 6£22,.0 433.0 110,0
T15.0 793.0 785.0
WEAVERS' EARNINGS Unit Workers 78.0 162.0 24 3.0
Hand Weavers 592.0 413.0 105.0
670.0 575.0 348,0
105.0 218.0 437.0
OVERHEADS
Weaving Unit Expenses:
Rental of buildings 6.5 13.0 18.5
Loom depreciation 36.0 72.0 108.0
Rates and insurance 5.0 10.0 15.0
Heat, Light and Power 11.0 22.0 33,0
- Surdries 3.0 6.0 9.0
61.5 123,0 18445
Distribution Expenses:
Wages and associated costs 4.5 6.0 4.5
Vehicle running costs {incl. repairs) 5.5 6.5 7.0
Vehicle depreciation 3.0 3.0 4.5
13.0 15.5 16,0
General Administration:
Executive Salaries 16.0 16.0 16.0
Clerical salaries and wages 5«5 5.5 4.0
Travelling 4.0 4.0 4.0
Postage, stationery & telephone 4.0 4.5 5.0
Rent, rates & insurance 3.0 3.0 3.0
Heating & lighting 1.0 1.0 1.0
Repaire & renewals 2.0 2.0 2.0
Charges for office machinery 1.0 1.0 1.0
Miscsllaneous expenses 2.5 4.0 T-5
39,0 41.0 43.5
. 178.5 244.0

TRADING SURPLUS/(DEFICIT) 5) 8.5 193.0

|




Harris Tweed Weaving Company Ltd.

HARRIS TWEED INDUSTRY

Projected Accouts £'000's

APPENDIX X

Summarised Profit & loss and Cash Flow for 4 Years to 31.12,79

1976 1977 1978 1979
PROFIT & 1OSS AQOCUNT
Turmover 775.0 793.0 785.0
Trading surplus/(Deficit) (8.5) 38,5 193.0
Before charging int, payable 15.0 36.5
Starting up exps. written off 7.5 22,5
’ 22.5 59.0
Less R.D.G, Credit 7.0 15,5 29.5 21.5 37.5
Profit/(loss) before taxation (24,0) 9.0 155.5
Provision for taxaticm - - 0.5
(24,0} 9,0 105.0
Dividends payable - - 7.0
Profit/{loss) retained {24.0) 9.0 98,0
CASH FL{W STATEMENT
Profit/(loss) before taxation . {24.0 9.0 155.5
Add back: Depreciation 76,5 114.0
Starting up expenses
written off 15.0 22.5
' 91.5 136.5
Less R,D,G. Credit 41.0 14.5 77.0 21.5 115.¢
Add: Share Capital 100.0 - - -
Loans 120.0 140.0 100.,0 -
R.D.G. Recelved - 36.0 36.0 36.0
Gross Inflow 220,0 193.0 222.0 306.5
Utilisation: Purchase of
Fived Assats 189.0 180.0 187.0 60,0
Starting up
= 45,0 - - -
Increase/(Decrease)
in Working Cap. 6.0 20,0 13.0 -
Taxation paid - - - -
Dividends paid - - - -
Loan Repayments - - - 30,0 65.0
250.0 200,0 230.0 125.0
NET INFLOW/ (OUTFLOW) {30.0) (7.0) 8.0} 181,5
CIMULATIVE INFLGW/ (OUTFLOW) (30.0) (37.0) (45,0} 136.5




HARRIS TWEED INDUSTRY

HARRIS TWEED WEAVING CO LTD

Projected Financial Requirements for 4 Years to 31/12/79

Year of expenditure

(Year brought into use)

(Number of units in operation)

Items of equipment and cost per item

Looms
@

Vehicles: Lorries
@

Vans/Cars
@

Office equipment
B&Y

FINANCIAL REQUIREMENTS
Qapital Fxpenditure

Looms
Vehicles
Office equipment-

Starting-up expenditure -

Working Capital (IncreasedDecrease})

Weavers earnings (1 weesk)
Maintenance stores (say)
Cash in hand

SOURCES OF FUNDS
Share Capital
Loan Capital .
Regional Development Grant
Retained earnings
Bank Overdraft — Increase/(Decrease)

SURPLUS FUNDS RETAINED (from earnings)

APPENDIX XT
1976 1977 1918 1979
(1977) (1978)  (1979) (1980)
(3) (6) (9) (10)
36 36 36 12
£5,000 £5,000  £5,000  £5,000
1 1
£8, 600 £8, 600
2 (1) sold
£2,800
Various
£4,800
£ £ £ £
180, 000 180,000 180,000 60,000
14,200 - 7,000 -
4,800 - - -
45,000 - - -

- 13,000 (2,000) (4,000)
5,000 5,000 5,000 2,000
1,000 2,000 10,000 2,000

250,000 200,000 200,000 60,000
[ - — —— . —
100,000
120,000 140,000 100,000 -
- 36,000 36,000 36,000
- 17,000 56,000 69,000
30,000 7,000 8,000  {45,000)
250,000 200,000 200,000 60,000
P — p—————— —— e —
136,500



HARRIS TWEED INDUSTRY

Comparison of Financial Requirements

PROJECTION 1 (W & L)

Locmo
Office equipment and vehicles
Working capital etc

TOTAL REQUIREMENT (COMPANY)
Less: Generated from profits
REQUIRED FROM QUTSIDE SOURCES

Less: Regional Development Cranta

FUNDS REQUTRED/(SURPLUS GENERATED)
BY COMPANY:

BUILDING COSTS:

TOTAL FUNDS TQ BE RAISED (all at
1974 values):

PROJECTION 2 (Dornier) /{Somet)

Looms
Office equipment & vehicles
Working capital etc

TOTAL REQUIREMENTS (COMPANY)

Less: Generated from profits

REQUIRED FROM OUTSIDE SOURCES
Less: Regional Developmert Crant

FUNDS REQUIRED /(SURPLUS CENERATED)
BY COMPANY:

BUILDING GOSTS:

TOTAL FUNDS TO BE RAISED (all at
1974 values):

ANNUAL
CUMULATIVE

ANNUAL

CUMULATIVE

ANNUAL

CUMULATIVE

ANNUAL
CUMULAT IVE

ANNUAL
CUMULATIVE

ANNUAL

CUMULATIVE

APPENDIX XII

1976 1977 1978

£'000
160
19
-1
250

£'000
180
20
200
17

183
36

S——

147
397

233
466

380

1 1
o
Lv)

450
20 -

470
43

427

Bl e
o .9 (W }g
[o N BVEN | I CU e

wn
-]
o

[

-
Lt
]
oo

|

£'000
180
7
13

200
86

114
36

F2i 131
O =1 F=a
pton g o oo

(262)

1,066

1273
£'000

-

[=1V]

60
270
(210)

36

(246)
229

78
17

{168}

1,006

150
325
(175)

(175)
425

¥zl
e |2

(97)
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Liing its famous profuct world wide,
: 1} !

-he cloth is gafequarded bre thz Orb Trads Meork which is
nteolled v the Harris Timed Aseocisticn on bolnl? of the
Oae of the key definitions of the 'Orb Marlk' is that Hsvitls
b2 hand wowen by the wervers at tholr owa homes z1d there wore
ool reasons for this reoairement o be maintained as an

essantial festure of the Orb Mulk ) mnilatlons, it has helwaed to preserve
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additional
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L TOWARhins_gad has provided a much roeedod.

soures of revanie o the confters vl their families,

In tha past five years there has been on even more sienificant decline

=

in the damwnd for Harris Twesd then hog beos the czse In tha Textile industyv

as a whole,

For various reasons the nunber of major manufaciuring conpanies

in the industry has hemn rechicod Trom seven to three and tre nunhar of

weavers employed in the industry has fallen from about 1100 to an estimated

630.

There are many contributing factors to this deciine, amcng them being

Or marketing strateqy and a chenue in Coruier Tesjulirencats avay Jrun Cwed
-4 e | . A ¥ r

‘but perhaps
the constri

rmost importznt of all a loss of interest in Harris Tweed duz to
ctions brought about by its being a narrow widtr cloth,

na continn

Twead will
decline in
will ha wor

AVl
In s0

ration of narrow-width production as the =ole form of Herris
inhibit a poszible expansicn of sales and could lead to further
tumover; and certainly the competitive position of Harris Tweed
sened by the higher weaving cost of hand woven narrow width cloth,

far as the weavers are concemed {he pre;za'if)&matisfactory working

conditions will continue and this will deter vomgislanders from entering the

industry.

his, in turn, will have serious consequences, not only on the

industry itself but alse on the econony and well-being of the islands. .
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Fiewe iRy et & Sheyia Wieeterery et Flce

If the Harrvis Tweed Industry is t develop, then clearly it must be on
the basis of a mixture of power—woven cloth and traditional single-width
hand-woven cloth, The possibility of hand-woven double-width rroduction has
been investigated in some deteil, Tnvestigation shoved that this is
thecretically feasible, but the capltal costs and poor retwns on Such ar
operation made it an impractical proposzition.

Honbevee,

i

Aecrnin Tostin, Ssewodiog >ould Mbisin Hrt dosseispid bessi frtpsnt:

This inevitably led to the chelusion that the anly valid altemative ‘was ?

the introduction of power 1ooms on a baeis which allowed the weavers to work in
their own commmnities with the benefits of Iodern standards of emplovment,

Frotmpan
units might
programre [/

report outlines how double-width power weaving in township veaving

be introduced.  There can, of courze, be variations of how such a
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Uhichever fommla, 1D eny, is used it
ticyg dnvelved in the induc

e

proqrarsa could o achdeved,
would require to ke acocantable 1o 311
before it could be successiully azcoopli

In preraring this report we have ass
Harris Twead sales, sipressed in double-—w

mad the following levels of
h lireor yards:

1575 1,700,000
1976 1,900,000

1977 2,080,000
1978 2,300,000
1979 2,530,000
1980 2,780,000
1981 2,920,000

These figures ere based on a forecast prepared by Tubucon/?.I.C.
Menagement Consultants in thelr Market Repart which wa coneider to be
a reascnable estimate of what ndght be achicved.

FROPOSED CHENGHES TN ‘UHb; QRB MARS DEFTNTTICN

gy —r—

The current 'Orb' trade mavk definition precludes the sale of
power woven cloth as Harris Tweed, Until tha Deparinent of Trade
agree to arend the definition of the Harris Tweed trade mark to allow
for power woven cloth there can be no change in the present maethod of
weaving,

The H.T.A. are in the courez of making a submission to the D.T.I.
for an amendment to the Regulations governing the production of Havris
Twesd, Dztails of the Association's sulmission are attached as
Appendix 1. ' -

In the event that the Association is unsuccessful in having the
definition ‘amended to allow for power weaving we do not consider that
it vould be prudsnt to proceed with power weaving as proposed in this
report without the protection of the Orb Mark and the use of the nama
"Harris Tweed". Mo stcy should be taken which would jeorardise the
protection which presently exists,

RECOMMENDATTONS

Qur recommendations for the introduction of double-width weaving
into the Harris Tweed Industry are as follows:

(1) If the H.T.A. are successful in their submission for an
amendment to the Requlations, then power looms for the
production of double~width cloth should be introduced

 into the Industry at a reasonable speed consistent with
social considerations,

(2) A strong, centralised marketing organisation, approved
by all sections of the industry and the H.I,D.B, must be
set up with responsibility for the effective marketing
of Harris Tweed,
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