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1.  About Iqbal A. Nanjee & Co. (Pvt) Ltd. 

 
1.1  Company Overview 

Iqbal A. Nanjee & Co. (Pvt) Ltd. (Nanjee) was established in 1974 in Karachi, 
Pakistan to provide services in the fields of survey, loss assessments, engineering 
consultancy, project and asset valuations, property valuations, risk management 
and evaluations, quality control and specialized studies in a variety of industries. 
Nanjee, a brand name in the industry, is the largest organization in the field of 
survey and valuation of assets in Pakistan operating from its office in Karachi with 
branch offices in Lahore, Multan and Peshawar as well as affiliated offices in 
Malaysia.  

  
1.2  Qualification and Team 

Over the years, Nanjee has assembled and developed a highly qualified and 
experienced team of quality professionals and panels of experts with a wide range 
of expertise in various disciplines including civil, mechanical, industrial, electrical, 
electronics, computer, telecommunication, chemical, petroleum and textile 
engineering, having expertise in technical surveys, technical inspection, production 
and efficiency audit, banking, insurance, financial services, business assessments, 
risk evaluation, project valuation, project management, estate management and 
asset verifications. 

 
1.3 Work Experience 

For almost four decades since its inception, Nanjee has gained a wide range of 
experience on more than 2000 projects in Pakistan and abroad of conducting 
numerous surveys, loss assessments, engineering consultancy assignments, and 
carrying out various studies that require specialized knowledge and skills in a 
variety of industries and disciplines such as textile spinning, polyester fiber, 
chemical, pharmaceutical, fertilizer, sugar, petroleum, oil refineries, gas 
purification, steel, hydel & thermal power stations, dams, electricity distribution 
companies, telecommunication,  risk evaluation, insurance, and banking. 



 
 

  

1.4 Projects Undertaken 
• Valuation and estate management for various financial institutions and banks.  

• Project takeover of the Finance & Trade Centre, Karachi.  

• Technical and efficiency audit of various government owned organizations on 
behalf of the Privatization Commission of Pakistan. 

• Technical inspection and valuation of complete facilities of Karachi Electric 
Supply Corporation, Karachi Water and Sewerage System, and Karachi Road 
Transport Corporation.  

• Technical marine surveys and assessment of erection losses for Pakistan Steel, 
Mangla Dam, Tarbela Dam, Hydel Power Stations, Fauji Fertilizer, Rupali 
Polyester, various sugar mills, various textile spinning mills , chemical plants, 
National Refinery, National Petro Carbon, Attock Refinery, Pak Arab Refinery 
etc. 

• Plant and machinery inspections and surveys under operational policies 
involving multi-million dollars projects such as Hub Power, Siemens, Guddu 
Thermal Power Project, Rousch Power, Japan Power, Pakistan petroleum, 
Chashma Nuclear Power Project, Ghazi Barotha Hydel Power Project, ICI PTA 
Plant and Fauji Jordanian Fertilizer, various textile spinning mills, cement, 
sugar, paper and chemical industries. 

• Risk inspection of Petro Chemical Complex and Energy Risks for Pakistan 
Petroleum, Attock Refinery, Power Generation Units, various textile spinning 
mills, cement, sugar, paper and chemical plants. 

• Financial services including conducting of Business Interruption (BI) and Delay 
in Start-up (DSU) assessments for various textile spinning and other 
manufacturing and service industries including Independent Power Projects. 

• Conducting valuations of Goodwill and Brand establishment for various national 
and multi-national companies including textile spinning mills. 

• Asian Development Bank assignment for verification of assets of Karachi 
Electric Supply Corporation and preparation of comprehensive report on 
generation losses, fuel consumption, fuel handling and other efficiency related 
issues at power stations. 

• Worked for international organizations such as Occidental, Shell International, 
Dawood Hercules Fertilizer Plant, Exxon Fertilizer, Cargill International, 
UNHCR and UNFAO as well as provided services to various government 
organizations of Bangladesh, Sri Lanka, Malaysia, Guinea, Iraq, Yemen, Libya 
and Bosnia Herzegovina. 
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2.  Executive Summary 
Nanjee was engaged by M/s. Stallion Textiles (Pvt) Ltd. (Stallion) on March 12, 2014 to 
conduct a thorough study and report its findings on Stallion’s various initiatives with 
respect to Business Process Optimization. Our study and findings in this document are 
based on our comprehensive background and knowledge with respect to the global 
textile spinning sector along with examination of detailed data on Stallion and its 
operations collected through numerous surveys, physical inspections of the facilities 
including plant and machinery, interviews with corporate/mill management and an in-
depth business assessment of the Project’s concept, its commencement, evolution and 
achievements.  
Stallion is the largest textile spinning mill in Pakistan comprising of 156000 spindles and 
the largest producer of 30/1 PC carded yarn in the world. Stallion is headquartered in 
Karachi and the project complex is located in Nooriabad with an 800000 sft all 
encompassing ISO standard self contained infrastructure on 12 acres. In our study we 
found Stallion to be the most cost efficient textile spinning mill in the world which has 
resulted from successfully achieving extra ordinary benchmarks with respect to 12 key 
initiatives that in combination have resulted in Stallion comprehensively attaining the 
highest levels of sustainable Business Process Optimization. 
  

3.  Background and History of Stallion 
In order to fully understand the background and history of Stallion, we found it 
imperative to study and report our findings on the Entrepreneur’s Background, the 
Entrepreneur’s Business Model and the Project History as follows: 
 
3.1  Entrepreneur’s Background 

Stallion’s innovative mega textile spinning project was conceived by its founder and 
Chairman Mr. Owais A. Dagra (Mr. Dagra). Mr. Dagra, a native of Karachi, is a self 
made entrepreneur with over 30 years of experience in ventures within Pakistan as 
well as the United States ranging from construction and real estate, engineering, 
marine services, wholesale distribution as well as retail and manufacturing.         
Mr. Dagra has a successful track record of creating businesses that have grown 
into large scale operations.  
He practices a detail oriented hands-on operational philosophy with a hybrid 
management system of entrepreneurial decision making, coupled with professional 
management processes. Mr. Dagra has achieved numerous recognitions including 
the prestigious award of Entrepreneur of the Year in the United States in 1998 at 
the age of 34, being the youngest recipient of that award and the first Pakistani to 
be honored with such distinction. 

 
3.2  The Entrepreneur’s Business Model 

Mr. Dagra over the years has cultivated a unique business model which he has 
successfully applied in various businesses. The model has evolved with time and 
experience into a refined process of opportunity creation, platform building and 
strategic opportunistic growth, resulting in economically surpassing the 
conventional business approach by a significant margin. 
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The model internationally is referred to as “Dagra Business Model - the Inverted 
Pyramid.” In the United States at Virginia Commonwealth University a case study 
is being conducted on the Dagra Business Model, lead by Prof. Kelly O’keefe, 
Professor of Strategy, along with Dr. Van Wood, Professor/Chair of International 
Business, and Dr. Robert Kelly, Professor of Management, to publish their findings 
in creating a curriculum style program for the benefit of their business school 
students. 
The comparison between the Conventional Business Model and Dagra Business 
Model are represented as follows with key highlights: 
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Stallion’s innovative mega textile spinning project was conceived based on the 
Dagra Business Model and has, as of 2014, successfully completed its Platform 
Phase of Business Process Optimization, as detailed in Section 4 herein. 
 
3.3 The Project History 

• 2003-2008 Opportunity Creation Phase – Business Process Innovation  
Stallion, in accordance with the Dagra Business Model, commenced the 
initiation of the Opportunity Creation Phase – Business Process Innovation in 
2003. As part of the strategy, it was decided to initially install a 15480 spindle 
unit to get acclimated with the details of the business processes and innovate 
opportunity creation.  
In early 2006 the plant was operational and Business Process Innovation 
commenced with identification of both micro and macro areas for opportunity 
creation ranging from capital expenditure to all major and minor line item 
expenses. Cost efficiencies and economies of scale research and analysis 
were also conducted both locally and internationally.  
By 2007, the R&D was completed and Stallion was ready to expand the size of 
its operation entering into the Platform Phase of Business Process 
Optimization. In 2008, the plant was expanded to its current size of 156000 
spindles and operations recommenced in early 2009. 
 

Phases Conventional Business Model 
(The Straight Pyramid) 

DAGRA  Business Model 
(The Inverted Pyramid) 

Phase-1 Strategy Phase 
In a Conventional Business Model, strategic planning 
is the first phase of the business plan. The business 
plan is conceived and strategy for growth over a future 
time horizon is mapped out with targeted financial 
projections and a specified percentage growth plan. 
The Conventional Business Model is generally based 
on historical norms of a business, availability of market 
data and the growth is based on a predetermined 
financial strategy, supported by actual performance 
relative to the plan. 

Opportunity Creation Phase 
Business Process Innovation 
Dagra Business Model starts with opportunity creation 
in a business through business process innovation. 
First going into the detail operating aspects of a 
business and identifying an economic edge with 
respect to the fundamentals of business operations. 
 

Phase-2 Execution Phase 
The second phase in a Conventional Business Model 
is the execution phase whereby the plan is 
implemented and the business becomes operational. 

Platform Phase  
Business Process Optimization 
In this phase, the Business Process Innovation is 
leveraged by creating a platform with significant 
economic edge through a multifaceted approach 
towards Business Process Optimization. 

Phase-3 Refinement Phase 
The third phase in a Conventional Business Model is 
the refinement phase, whereby the business 
operations and its financial aspects are evaluated and 
refinement exercises are initiated to conform to the 
business plan. Growth is prescribed per the financial 
strategy laid out in the strategy phase. 

Growth Phase 
Opportunistic Strategy 
In this phase, the created platform is then used as a 
springboard to catapult into the growth phase through 
an opportunistic strategy versus a prescribed strategy 
as in a Conventional Business Model. 
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• 2009-2014 Platform Phase – Business Process Optimization 
During this phase, 12 key initiatives were undertaken, as detailed in Section 4, 
with respect to Business Process Optimization establishing the platform that 
would catapult Stallion into the Growth Phase of leveraging opportunistic 
strategy. 

 
4.  Business Process Optimization 

Stallion’s Business Process Optimization has been successfully attained as a result of 
focused initiative in the following key areas that have all combined to create a 
sustainably unique mega textile spinning business model: 
 
4.1 Infrastructure Quality and Efficiencies 

Stallion’s project complex has been designed with a high degree of focus on space 
utilization, operational efficiency and a compact layout to ensure sustainable 
optimization resulting in land utilization of only 12 acres which in itself is the most 
optimized per spindle land utilization in the world relative to the industry. The 
project comprises of the manufacturing facility, warehouses, administration blocks, 
powerhouse, residential facilities (for staff, workers and families), and infrastructure 
to support everyday essential services. The efficiency in layout design of the 
project has enabled Stallion to develop an optimized model with respect to 
infrastructure capital and operational expenditures.  

• Machinery Layout and Building Design Modification: 
A key area which consumes substantial energy in a traditional textile spinning 
mill, is the humidification and air handling/waste removal system.  
Stallion features a revolutionary design in its production hall with a machinery 
layout plan that is distinct on a global standard and differs from the traditional 
operating model of the textile spinning industry. As a result, square footage per 
spindle was reduced to less than one-third that of a traditional textile spinning 
mill by adopting measures such as: 
! No separating walls between various production processes and 

departments. 
! Distinctive machinery layout yielding 1.76 sft/spindle instead of industry 

average of 5.53 sft/spindle.  
! Optimizing the roof height to reduce the cubic feet area for air-conditioning 

humidification and waste removal system. 
! Significantly reduced mechanical heat emission per square foot, thereby 

yielding a reduced energy requirement for departmental environmental 
conditioning. 

Furthermore, the building design removed all departmental 
compartmentalization creating a single production hall environment, resulting in 
up to a 50% reduction in material and worker movement leading to enhanced 
departmental synchronization. 
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• Recognition by Independent Foreign Expert: 
The energy efficient model of Stallion has been recognized and certified by 
foreign engineering consultants such as German Air Engineering Consultant 
Mr. Heinz Hoss of Airplus Industrial Ltd., substantiating the energy consumption 
efficiencies of Stallion as follows:  
“The Stallion expansion project is a revolutionary concept and globally unique 
with respect to its focus on efficiencies and optimizations yielding in excess of 
4MW of energy savings in the area of air-conditioning-humidification and 
waste removal systems alone.” 

• Recognition by Independent Structural Engineering Consultants:  
Two certifications were issued by the Civil Engineering Consultants Messrs 
Akbar & Associates, with respect to the globally unique and distinct production 
hall and machinery layout, yielding 1.76 sft/spindle as compared to industry 
average of 5.53 sft/spindle.  

• Safety Standards: 
Stallion’s project complex was designed with the highest standards of safety 
with input from various professional experts.  
! The entire 12 acre area has a secure boundary wall with security personnel 

check posts and excessive lighting. The security force is populated with ex-
law enforcement personnel who exercise lawful diligence in round the clock 
vigilance to ensure a 24 hour crime free and safe environment.  

! The fire and emergency protocols have also been designed with the highest 
level of details and expert inputs from professionally qualified consultants 
incorporating simulations and drills to ensure minimal risks. Fire hydrants, 
sprinkler systems, magnetic fire catchers, adequate emergency exits and 24 
hour presence of fire and safety personnel as part of the overall standards. 
The fire and safety personnel are all ex-firemen, primarily from the fire 
departments of the surrounding cities of Karachi and Hyderabad. 
Furthermore, the entire area of the mill manufacturing building, raw material 
warehouses, powerhouse and administration are strictly non-smoking areas. 

! Stallion has also been able to achieve the highest levels of environmental 
safety within its manufacturing facility. As mentioned earlier, the single 
production hall concept and the innovative machinery layout design has 
resulted in significant reduction in energy consumption, thereby, reducing 
heat emissions within the building by over 60% which in turn has improved 
Stallion’s working environment in the production facility to the highest 
standards in the industry. 

! Similar safety measures have been taken with respect to raw material 
storage whereby all warehouses and storage spaces have been constructed 
with the highest specification levels ensuring proper separation and isolated 
compartmentalization to contain any risk to a minimum. The raw material 
warehouses and storage areas are also patrolled 24 hour a day by the fire 
and safety personnel as part of the daily routine.  
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! Stallion is one of the few textile spinning mills in the country that stores all its 
raw material in covered warehouses and storage spaces further ensuring 
enhanced safety and risk mitigation. 

! Stallion enjoys an impeccable record of safety standards since its inception 
having had no reportable incidents or claims nor have there been ever any 
safety incidences of a remedial nature with respect to any staff or workers of 
the mill. 

! Stallion conducts thorough annual third party professional safety audits in 
collaboration with its insurance carriers. The quality safety standards at 
Stallion are reflected in Stallion being extended the lowest insurance 
premium rates in the industry. 

! Stallion maintains a highly qualified and sizable electrical department with 
24 hour staff presence to ensure daily compliance with comprehensive 
preventive monitoring and maintenance schedules that have been 
developed in collaboration with third party electrical engineering consultants. 

! Stallion also maintains a 24 hour emergency van/ambulance service with a 
dedicated driver to minimize the response time with respect to any medical 
emergency for its employees and has in-house arrangements for first aid. 

• Quality and Amenities Standards: 
Stallion has made substantial investments in the quality of its infrastructure. The 
infrastructure layout, specifications, and amenities have been designed and 
featured from the point of view of sustainable maintainability of the levels of 
standards to ensure optimum quality of life for its staff and workers. 
! Quality water supply is an ongoing problem in the area. The water pumping 

system of the government reservoir is insufficient to reach all the industries 
in the area resulting in the supply being short and erratic. Most industries 
contract with private water tanker carriers who source their water from 
unreliable locations. With special permission obtained from the government, 
Stallion has installed its own private pumping station near the government’s 
water plant to ensure adequate supply of reliable quality water for its project. 

! The entire 12 acre area has been concreted with an extensive network of 
side walks, pavements, roads and a central recreational ground. This level 
of intense hard surfacing is unprecedented and unique to Stallion in its 
objective of maintaining the highest standards of hygienic environment 
throughout the project complex. 

! Another area of environmental enhancement has been the installation of 
underground basins and mechanized pumping systems for the drainage of 
waste/sewerage and flood/rain water throughout the project complex. 
Stallion is the only textile spinning mill in the country with such a system 
resulting in the entire project complex being regarded as the most sanitized 
infrastructure in the industry.  
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! The administration and powerhouse facilities are designed with most 
efficient space utilization and state of the art systems promoting a 
professionally vibrant working environment with positively spirited employee 
motivation levels. 

! The residential colony area is divided into four segments. The worker 
bachelor buildings, the management bachelor building, the family buildings, 
and the services facilities for the colony residents. All facilities were 
designed by professional architects and engineers with highest quality 
standards relative to each segment and adequate provisions such as 
lighting, ventilation, sunlight, toilets, and maneuverability.  

! There is a 24 hour dining facility that serves affordable meals. A 
management committee at the mill has been set up to ensure food quality 
and rotational menus.  

! Other ancillary services such as barber shop, tailoring, laundry and a mini 
super market are also operational and provide low cost services for all the 
residents. The quality assurance of such services is also overseen by the 
management committee. 

! Stallion has made a central recreational ground for extra-curricular activities 
which is fully lighted and operational 24 hours. In addition, Stallion was the 
first textile spinning mill in the country to install cable TV service, free of 
charge for all its residents.  

! Stallion has a dedicated pick and drop school transport service for the 
children of the residents. 

! Stallion strongly believes in a secular professional ideology and working 
environment. In promoting freedom of worship, Stallion is the only textile 
spinning mill in the country that has built a church for its minority Christian 
workforce. A full time priest is employed at Stallion’s expense to provide 
guidance and mentoring to the minority community. Stallion welcomes 
outside visitors to the Church including the Sunday Mass and has hosted at 
Stallion’s expense delegations of foreign missionaries visiting the area. 
Similarly, Stallion has built a mosque for its majority Muslim workforce. 

! In addition to the services provided in-house, Stallion has supported and 
facilitated the locals of the area in a commercial development right across 
the mill providing a variety of retail, food and ancillary services for its 
employees as a variety and choice alternate.  
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4.2 Technical Reengineering 
The concept and operational model of Stallion was developed with a focus on 
achieving an optimum level of operating cost efficiency through comprehensive 
research, especially with respect to energy conservation in the production process, 
and cost efficiencies through economies of scale commensurate with a mega scale 
single unit operation yielding cost optimization of all operating expenses.  Stallion 
has completed major engineering modifications to the traditional plant and 
machinery through the use of indigenous design and developments to yield an 
optimum level of energy cost efficiency.   
In a traditional Ring Spinning Mill, the power consumption of the Ring Spinning 
department is almost 50% of the plant’s total power consumption. Stallion’s in-
depth research and development in the Ring Spinning Department and 
modifications in the design of the ring spinning frames have helped achieve a 
significant reduction in energy consumption.  
While a conventional ring spinning frame of 516 spindles would utilize an energy 
load of 30 KW, Stallion’s engineering modifications reduced the mechanical load 
on the frames and increased the number of spindles per ring spinning frame to 
1644 spindles per ring spinning frame. As a result, the spindle capacity per ring 
spinning frame was tripled with only a minor increase in energy consumption i.e. 37 
KW versus 30 KW. 
Stallion has been successful in the following areas of specific Technical 
Reengineering which have resulted in the mechanical load reduction and the 
resulting energy savings: 

• Re-engineering of building motion system. 

• Re-engineering of gearbox system. 

• Secondary gear drives system, locally engineered to reduce drafting load. 

• Proprietary spindle design optimizing energy efficiencies. 

• 1644 spindles frame, the longest and most energy efficient conventional 
geometry ring frame in the world. 

• Re-engineered suction and blower system for 1644 spindles, maintaining the 
same energy consumption as consumed by 500 spindles ring frame. 

 
4.3 Process Reengineering 

Another key opportunity for operational cost efficiency identified by Stallion was in 
the process flow. In a traditional textile spinning mill the various departments in the 
process are independent and compartmentalized due to the need for maintaining 
different environmental conditions.  
Stallion’s revolutionary design of a non-compartmentalized floor plan, coupled with 
Stallion’s unique machinery layout plan, whereby the orientation and positioning of 
the plant and machinery were substantially changed from the traditional norm 
resulting in eliminating the barriers and stoppages in the process flow thereby 
significantly reducing the time and motion required for product handling.  
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The manufacturing building design as detailed above, featuring an environmentally 
balanced single production hall concept complemented Stallion’s Process 
Reengineering initiative yielding an optimized time efficient process flow.  

 
4.4 Energy Efficiencies 

The Infrastructure Efficiency, Technical Reengineering and Process Reengineering 
mentioned above have resulted in Stallion being the most energy efficient textile 
spinning mill in the world. 
The Energy requirements of the project are met through captive power generation 
and currently the connected gas load is 8000 KW. 
In order to ensure efficient and highly economical energy consumption for plant 
operations, the project design is based on technological advancements both in 
terms of plant and machinery as well as civil and allied infrastructure. 
A standard 25,000 spindles textile spinning mill of recent vintage consumes about 
0.136 KW per spindle and the older textile spinning mills about 0.160 KW per 
spindle. Overall, energy consumption for a large textile spinning mill typically 
averages about 0.1372 KW per spindle.  
By comparison, on a load per spindle basis, a textile spinning mill the size of 
Stallion would have required energy connected load of more than 20MW, whereas 
Stallion has a connected load of just 8MW, (which is even slightly more than its 
requirement), thereby achieving more than 60% energy efficiency on a 
comparative basis. 
The detail of Comparative Analysis is as under: 
 

Description Industrial 
Average 

Stallion 
Textiles 

Connected Load 
Energy Consumption 

Efficiency 
Number of Spindles 156,096 156,096 156,096 
Connected Load Per Spindle (KW) 0.1372 0.0513 0.0859 
Connected Load Requirement (KW) 21,416 8,000 13,416 
Connected Load Energy Consumption Efficiency 62.65% 

 
4.5 Continuous Operations 

Stallion’s plant is a 24 hour a day, 365 day a year continuous operation. The 
continuous operation aids in optimizing the building design, machinery layout plan 
and process flow efficiencies to ensure sustainable energy conservation. Based on 
these unique features, in 2014 Stallion was able to obtain an exemption status with 
respect to energy curtailment after its diligent pursuit of such status since 2011.  

 
4.6 Innovative Mill Management Model 

Traditional management team structure of a textile spinning mill in Pakistan is 
headed by a qualified B.Sc. textile engineer with all key areas i.e., production, 
maintenance, administration and powerhouse reporting to that position. The middle 
management comprises of junior textile engineers. This is a typical structure in the 
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average textile spinning mill size in Pakistan (which is around 20000 spindles) with 
respect to the operating methodology as well as the management span of control.  
With Stallion’s size and operational scope, the traditional model needed numerous 
modifications and adjustments. Over the last five years, Stallion experimented with 
numerous management models and structures to identify the optimum model most 
suitable and sustainable with an approach towards institutionalizing the system of 
management to ensure the optimum structure with sustainable continuity going 
forward as well as effective applications with respect to future expansion. 
After the numerous experiments, Stallion identified the following key areas, 
essential for its management model to be optimized and most effective: 

• Floor oriented hands-on management  

• Enhanced shift productivity structure 

• Centralized technical control 

• Independent administration and powerhouse management 

• Corporate/mill management integration 

• Floor oriented hands-on management  
The operational management structure, that included areas of production and 
maintenance, was redesigned with promoting floor oriented labor managers 
and the floor oriented maintenance mangers into key management positions 
thus the operational area was consolidated with all management positions 
coming directly from the floor.  
Furthermore, these positions come from the expansive workers segment of the 
textile spinning human resource population, instead of the scarce textile 
engineering community. This model turned out to be highly successful in terms 
of front line level control, execution and detail orientation.  
In addition, by extending management level opportunities to the worker 
segment, Stallion gained massive applaud and positive response from the 
worker community and is the only textile spinning mill in the country with such a 
program making Stallion the most desired and sought after employer in the 
industry. 
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• Enhanced Shift Productivity Structure 
Stallion’s efficient floor plan along with time and motion optimization has 
significantly reduced worker load relative to the industry norms. To optimize the 
span of control, Stallion decided to apply the work load reduction toward 
extended hours per shift, thereby going from three 8-hour shifts in 24 hours to 
two 12-hour shifts. This resulted in a net reduction in total workers, thereby 
enhancing the HR facet of the span of control and administration processing 
efficiencies were optimized.  
Stallion made this decision after conducting a study to understand the 
difference of productivity levels in various workers and to identify the 
fundamentals behind high productivity workers versus low productivity workers. 
This study identified a direct relationship between serious personalities versus 
casual personalities.  
In doing further research, it was found that workers that tended to be more 
serious were focused on economic growth and a high percentage of them were 
also doing part time jobs in the neighboring industries to maximize their 
economics. The workers that tended to be casual were more involved with 
social / extracurricular activities; less focused on economics and had relatively 
low productivity levels.  
With this data, the decision was made to enhance the shift structure to a 12-
hour shift incentivizing the shift workers with four hours of guaranteed overtime. 
The result was an interesting phenomenon. Stallion was able to not only retain 
its high productivity serious workers but over a very short period of time, 
percentage of such workers grew to a majority, with a substantial benefit to 
Stallion’s production rate and product quality.  
The working environment for the shift workers is far superior on a per hourly 
basis at Stallion due to a 8-hour traditional industry work load stretched over 12 
hours in the Stallion model, thereby further optimizing the workers hourly output 
efficiency. 

• Centralized technical control 
Having resolved the operational aspect of the management model, the 
technical aspect needed to be addressed in an effective way, again to ensure 
an optimized level of technical control and execution, given the large scale 
nature of Stallion’s operational scope.  
After thorough deliberations and analysis of the various management model 
experiments in the past and the need to complement the hands-on operational 
management structure, a Technical Services Department was organized at the 
corporate office with a sub-department at the mill, whereby, all functions with 
respect to technical parameters, maintenance compliance, production 
monitoring and quality assurance were consolidated with centralized intellectual 
control. This department was populated with textile engineering professionals 
with a focus on technical expertise.  
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This step also resulted in a high degree of success both in terms of technical 
and maintenance control as well as significant improvements in both production 
and quality compliance. Furthermore, the procurement department at the 
corporate level was merged with the Technical Services Department to ensure 
seamless requisition-to-execution optimization. 

• Independent administration and powerhouse management 
Similarly, the mill administration department and the mill powerhouse 
department were made independent with requisite management positions 
reporting directly to the corporate management resulting in a more integrated 
day-to-day hands-on control and execution in those areas. 

• Corporate/mill management integration 
Through the redesign of the mill management model in four independent areas, 
as described above, all reporting to corporate management, and in particular, 
centralizing the Technical Services Department at the corporate office, Stallion 
has been able to integrate its corporate and mill management while also 
bridging the cultural gap traditionally a challenge in the textile industry. This 
positions Stallion to sustainably maintain an optimized level of centralized 
control and efficiencies throughout all facets of its operations. 

Stallion has spent the last five years experimenting with various management 
models, but in keeping with its quest and focus on efficiencies, Stallion was able to 
create an opportunity by innovating a solution from within the available resources 
and practices of the market place. This approach has now been institutionalized 
and can be applied to multiple units going forward.  

 
4.7  Production and Quality Enhancements 

After finalizing and successfully implementing the Innovative Mill Management 
Model, referenced above, in June 2014, Stallion embarked on optimizing its area of 
production and quality.  

• Production 
The Technical Services Department played a key role in the process of 
identifying opportunities at every stage of the process with intense research, 
trials, experiments and technical adjustments which resulted in achieving the 
best production rate in Stallion’s history. The current rate of production for 
Stallion’s plant is in excess 5,000,000 pounds per month which is a 20% 
enhancement over its past peak performance without any increase in energy 
consumption. Most certainly, technical efforts were complemented by the 
efficiencies of the production operations. 
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• Quality 
Stallion produces 30/1 PC yarn for the manufacturers of the home textile export 
industry of Pakistan, located primarily in Karachi. The product is used both for 
weaving and knitting and is generally made in three different quality parameters 
- warp and weft for weaving, and the third quality is knitting yarn. The pricing of 
the product is generally (from low to high) warp, weft and knitting. Stallion 
historically has been producing the product for the lower priced warp segment. 
While the product is generally referred to as 30 PC, the actual count is on the 
finer side in the 32 range.  
Stallion’s Technical Services Department was given a mandate to develop a 
universal quality that would be acceptable for all three segments, warp, weft 
and knitting. The challenge was to keep the entire process flow of the plant and 
material settings uniform so that the inefficiencies of the conventional process 
flow segmentation could be avoided.  
In August 2014, by taking measures through detailed research, trials, 
experiments and technical adjustments, Stallion was able to enhance the level 
of its fiber integration, thereby gaining the ability to lower the yarn twist while 
maintaining requisite strength making the yarn quality universally feasible for all 
three applications. This optimization of quality has positioned Stallion to 
enhance its margins as well as the ability to tap into a much broader segment of 
the market. 

 
4.8  Operating Cost Efficiencies 

Stallion has been able to successfully attain substantial cost efficiencies in the 
areas of energy, process and infrastructure efficiencies as well as through its 
Innovative Mill Management Model, as explained above in detail. In optimizing 
operating costs, Stallion has been able to drive a significant benefit from its 
economies of scale cost structure and the volume discounts resulting from its size 
as follows: 

• Due to its large scale buying of cotton, Stallion is able to procure cotton at a 
commission rate of 0.25% vs the market rate of 0.50%. Representing significant 
savings over its competitors. 

• Similarly, Stallion is the largest single buyer of polyester fiber in Pakistan and 
enjoys in excess of Rs.2/- per Kg. cost advantage over its typical competitor.  

• The yarn selling cost of Stallion is 1.25% versus an industry average sales 
agency commission rate of 2% to 3%.  

• Transportation cost of finished goods is significantly lower for Stallion because 
of its strategically planned location in Nooriabad and 30 PC customers are 
located in the adjoining city of Karachi. Majority of the textile spinning mills 
producing 30 PC yarn are located around the cities of Lahore and Faisalabad in 
the country’s northern province of Punjab, incurring considerably higher 
transportation expenses as illustrated herein: 
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Analysis of Stallion’s Comparative Advantage in Annual Transportation Cost Savings 

Transportation Cost: Rupees 
Vehicle  

Capacity 
(Bags) 

Freight Charges Freight Charges/Bag 
Nooriabad to Lahore to Faisalabad to Nooriabad to Lahore to Faisalabad to 

Karachi Karachi Karachi Karachi Karachi Karachi 
400           11,000  75,000  70,000  27.50  187.50  175.00  
500 12,000  80,000  75,000 24.00  160.00  150.00 

Weighted Average Transportation Cost Per Bag 25.75  173.75  162.50  
    
Annual Transportation Cost As Per Destination   
Description Nooriabad to Lahore to Faisalabad to 
 Karachi Karachi Karachi 
Annual Transportation Cost (For 600000 bags) 15,450,000  104,250,000  97,500,000  
Stallion’s Annual Transportation Cost Savings  - 88,800,000  82,050,000  

• Stallion is extended most economical pricing by its suppliers, contractors and 
vendors with respect to supplies and services due to the size of its operations 
and volume purchasing. 

• It is a standard practice in the industry to fund subsidies for service contractors 
within the mills that provide essentials to the staff and workers such as dining, 
ration and other allied services. Due to Stallion’s size and volume, no such 
subsidy is provided by Stallion, however, the products and services are 
delivered to Stallion’s employees at competitive rates and on a comparable 
basis to other textile spinning mills in the industry. 

All the above factors combined have resulted in Stallion optimizing its operating 
cost efficiencies on a sustainable basis. 

 
4.9  Ongoing R&D Commitment 

In keeping with its long term vision, an in-house research & development (R&D) 
facility had been conceptualized, designed and put into place at Stallion to achieve 
the following prime objectives: 

• In-house technical manufacturing facility for maintenance and Balancing, 
Modernization and Replacement (BMR) activities of plant and machinery. 

• R&D for development, trial and implementation of cost effective solutions 
required to decrease capital and operating expenses. 

• Promote local development of spinning technology to reduce dependence on 
foreign machinery manufacturers and strengthen Stallion’s continuous 
operations optimization. 

The R&D facility consists of a mechanical engineering workshop that acts as an in-
house manufacturing facility for the multitude of mechanical parts like gears, 
pulleys and shafts which are continually required in the running and maintenance 
of the plant. The R&D facility also contains an electronic engineering set-up to 
provide comprehensive in-house support for maintenance and repair of electronic 
components. The R&D facility also provides locally designed cost effective 
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modifications and solutions that can be manufactured in-house or through local 
vendors for current and future projects. 

 
4.10  Efficient Corporate Structure 

Stallion’s corporate management structure comprises of a total strength of 42 
employees at the corporate office. Other textile companies with similar turnover 
levels generally operate with corporate staff strength of 80 to 100 people.            
Mr. Dagra remains hands-on in all strategic and key aspects of the business and 
he has groomed his management to operate with versatility and a detail oriented 
approach. Stallion’s organogram is designed to be flat with direct interface of 
corporate management with mill management to ensure timely and efficient 
decision making. The business processes are systematized in a fashion whereby 
execution takes place within parametric norms requiring exception based 
management input.  
Stallion does all its hiring through a process of comprehensive competency testing 
to ensure that each employee has the requisite level of intellect and professional 
skills to perform their duties in the most efficient manner possible. Similarly, 
personality profiling tests are also conducted to ensure human interactive 
compatibility and cultural uniformity.   
Along with the internal team, external teams of professionals, service providers and 
vendors have been assembled after in-depth due diligence with clear mandates in 
alignment with Stallion’s interests, thereby ensuring timely, efficient and cost 
effective relationships.  

 
4.11  Centralized Operational Control 

As part of its optimization strategy, Stallion has centralized all key aspects of 
operations to ensure enhanced controls and efficiencies as follows: 

• With the interactive reporting structure of mill management to corporate 
management centralized control over mill operations has been optimized.  

• With respect to yarn sales, being the company’s primary revenue source and a 
critical area requiring constant focus, Stallion has established a strategically 
exclusive agency relationship incorporating a satellite office of the sales agent 
within its corporate office to ensure on site control, decision making and 
customer relations on a daily basis.  

• Stallion’s logistics department and the sales agency’s satellite office (housed at 
Stallion’s corporate office) together manage the customers’ logistics as well and 
ensure that all dispatches are executed most efficiently. 

• Stallion’s cotton procurement program is also centralized. Similar to yarn sales, 
Stallion has established a strategic sole agency cotton buying relationship with 
an agency satellite desk in Stallion’s corporate office ensuring optimization with 
respect to effective controls in this category. 

• Stallion’s procurement department is responsible for all local and international 
procurements of parts and accessories. A small warehouse is maintained for 
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critical parts and supplies to ensure timely deliveries to the mill without having 
to maintaining duplicate inventories. 

• Stallion has also setup an in-house construction and maintenance department 
at the corporate office that is responsible for all maintenance and upkeep of 
Stallion’s assets under direct supervision of corporate management. 

• Mill security and local departmental liaisoning is also centralized at Stallion’s 
corporate office, headed by a senior director, ensuring timely information and 
prompt response regimentation. 

All the above elements of corporate design facilitate Stallion’s ability to optimize 
centralized operational control ensuring sustainability and institutional application 
of its systems going forward. 

 
4.12 Sustainably Unique Mega Textile Spinning Business Model 

Stallions business model is based on Mr. Dagra’s inversion strategy built from the 
ground up. The business model has been successfully implemented by optimizing 
operational cost efficiencies as well as optimizing capital expenditure thereby 
positioning Stallion not only as simply the largest textile spinning mill but also 
achieving a sustainable economic edge. In addition, the following aspects of 
Stallion’s business model are unique to the textile spinning industry: 

• As part of the business model, Stallion’s area of focus is pure operational and 
all elements of speculation and major areas of risks have been hedged. 
Therefore, Stallion’s business model does not support cotton speculation. 
Stallion operates with minimal raw material inventories and in addition further 
hedges those inventories by comparable forward sales to ensure margin 
reliance. 

• Stallion is the only textile spinning mill in the country that has introduced a 
supply chain management system with significant economic benefits for its 
customers. Due to its sizable production volume, Stallion is able to offer just in 
time deliveries as well as forward coverage to its customers, thereby eliminating 
their need to carry large stocks of inventories as well as supporting their 
initiatives of large scale orders and forward delivery commitments to the 
international home textile industry.  

• Stallion is the only textile spinning mill in the country that has its representative 
attend the largest home textile trade convention called Hemtex in Germany. 
Stallion’s representative facilitates its customers at the convention with 
immediate response of quantity, pricing, and delivery commitments with respect 
to the customers’ transactional negotiations. 

• The area of manpower resourcing has been hedged by the innovative mill 
management model and the enhanced shift productivity structure successfully 
implemented by Stallion and unique to the industry. 

• By centralizing and consolidating its management and controls, Stallion has 
developed the template for future applications in its growth opportunities. 
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5.   Conclusion 

 
With the support of the “Dagra Business Model – The Inverted Pyramid” and bringing 
into practice the 12 key initiatives with respect to the Business Process Optimization, 
Stallion has successfully completed its Platform Phase and has achieved the goal of 
establishing a mega size textile spinning project with the capability to deliver consistent 
and acceptable quality product to a broad customer base and is now ready for its 
Growth Phase through a well planned Opportunistic Strategy.   
 
Over the last 8 years Stallion has successfully completed the various phases of 
planning, innovation, integration, market positioning, optimization of the plant and 
machinery utilization on a 365 day basis, optimum production and consistent quality 
yarn manufacturing for all segments of the p/c textile weaving/knitting base in the 
country while also achieving the highest levels of capital/operational cost efficiencies 
unlikely to be matched by competitors. This is a unique blend of attributes which 
ensure Stallion’s consistent growth in the future with robust profitability. 
 


