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Abstract

This teaching case presents an ethical dilemma embedded in a real-life scenario within Pakistan’s knitwear
export industry. It follows the intertwined personal and professional lives of two childhood friends—Abdul
Raheem, the Dyeing Manager, and Farhan Ahmed, the Quality Control Manager—working at SA Group of
Industries. On the night of a critical fabric dyeing operation, Raheem is urgently called home due to his
mother's deteriorating health and entrusts the dyeing process to his team. His close friend Farhan,
responsible for final quality approval, is left to decide the fate of a fabric lot that does not meet quality
standards upon Raheem’s departure. Caught between friendship, company policies, cost implications, and
ethical boundaries, Farhan must choose between rejecting, reprocessing, or approving the fabric lot
through unethical means. The case explores themes of workplace ethics, moral courage, accountability,
and professional boundaries. It challenges students to consider not only the formal consequences of
decisions but also the informal, emotional, and relational pressures that influence ethical behavior in real-
world contexts. Set in the high-stakes world of global textile exports, the case stimulates critical discussion
around ethical decision-making, leadership under pressure, and the cost of moral compromise.

Keywords: Ethical dilemma, Leadership Ethics, Management Decision Making, Quality Control,
Workplace Morality, Friendship vs Professionalism.

Introduction

The textile and garment export industry has long been the backbone of Pakistan’s economy, accounting for
over 60% of the country’s export earnings and employing millions. Within this ecosystem, the knitwear
sector plays a particularly crucial role due to its complex production chains and intense quality expectations
from global buyers. Garments manufactured in Pakistan are shipped to international retailers such as
Levi’s, Nike, H&M, and Target, where even minor delays or quality defects can result in heavy financial
penalties or order cancellations.

SA Group of Industries emerged in the mid-1980s as a local knitwear manufacturer but quickly rose to
prominence by prioritizing three operational pillars: quality assurance, technical competency, and on-time
delivery. Its founder believed that machines could be purchased by anyone, but sustainable success came
from investing in people. As the company grew to a monthly production capacity of over 700,000
garments, it built a reputation for reliability and excellence, becoming a preferred vendor for elite
international brands.

Against this high-stakes backdrop, ethical decision-making becomes more than a matter of personal
integrity—it is central to operational performance and brand credibility. In fast-paced export environments
where margins are tight and delivery schedules are inflexible, managers must often make judgment calls
under pressure. This teaching case situates itself within that moral and managerial tension, using a real-

ISSN: 2308-7056 Khan (2025) 20


mailto:iatif56@yahoo.com

www.irbas.academyirmbr.com Jul-Sep 2025

International Review of Basic and Applied Sciences Vol. 13 Issue.3

world dilemma to explore the intersection of friendship, accountability, and ethical courage in the
workplace.

Methodology

This teaching case is based on a real incident that took place in the early 2000s within Pakistan’s textile and
knitwear export industry. The narrative was constructed through retrospective reflections and informal
conversations with one of the actual individuals involved in the incident. To protect the privacy and
confidentiality of all stakeholders, all names, identifiers, and timeframes have been changed or
fictionalized, while preserving the core ethical tension and contextual accuracy of the situation.

The case follows a qualitative interpretive methodology, consistent with best practices in teaching case
research. It applies narrative inquiry to present a realistic ethical conflict embedded in managerial decision-
making (Yin, 2018). This approach allows students to critically engage with context-sensitive decisions,
explore competing moral frameworks, and develop ethical reasoning skills (Kidder, 2009). The
development of the case is guided by pedagogical principles advocated in teaching case literature,
particularly emphasizing decision-driven dilemmas, emotional realism, and discussion-based learning
outcomes (Barnes, 1989; Christensen & Carlile, 2009).

Case Narrative

It was close to midnight on a humid summer night in the pre-COVID era at SA Group of Industries, one of
Pakistan’s leading knitwear exporters, when Farhan Ahmed stood alone in the dyeing department under
harsh fluorescent lights, staring at the freshly dyed fabric lot. Something was off. The shade didn’t match
the approved standard. As the Quality Control Manager, Farhan’s decision had to be immediate. With less
than six hours before the cutting lines would go live and the garments prepared for export, the wrong
choice could derail a multimillion-rupee shipment, damage SA Group’s reputation with global clients like
Levi’s and Nike, and trigger costly air freight charges.

His long-time friend and colleague Abdul Raheem—the Dyeing Manager—had left the factory a few hours
earlier after receiving news of his mother’s critical condition. The decision Farhan now faced had no easy
answer. Should he approve the substandard fabric to save the shipment, risking future rejection and his
credibility? Or should he hold the dyed fabric lot for correction, knowing it would delay production, disrupt
delivery, and possibly jeopardize Raheem’s standing? Or... was there a way to quietly manipulate records
to shield both himself and his friend from scrutiny? At that moment, Farhan found himself at the
intersection of loyalty, professionalism, and integrity—forced to make a choice no training had prepared
him for.

SA Group of Industries, a pioneer in Pakistan’s knitwear export sector, had built its name on three
unshakable pillars: uncompromising quality, on-time shipment, and trustworthiness with elite international
buyers. The stakes were always high—missing a vessel meant either a rejected order or absorbing the
massive cost of air freight, both scenarios that could damage the company’s reputation and profitability.

In the early 2000s, long before the age of digital quality control systems, decisions were handwritten,
inspections were manually signed off, and accountability rested squarely on human judgment. Within this
environment, the company relied heavily on experienced mid-level managers to uphold its standards. Two
such individuals were Abdul Raheem, the meticulous and seasoned Dyeing Manager, and Farhan Ahmed,
the recently promoted Quality Control Manager.

Raheem and Farhan were not just colleagues—they were lifelong friends. Their relationship went back to
school days, and over time, their personal and professional lives had deeply intertwined. Farhan, an MBA
graduate, had joined SA Group on Raheem’s recommendation and had earned a reputation for discipline
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and fairness. He was particularly close to Raheem’s family, especially his mother, who treated him like a
second son after Raheem’s father passed away.

A few months before the incident, Raheem had taken two weeks off for his wedding. During his absence,
Farhan had handled several minor quality concerns on his behalf. The two had built a quiet but dependable
rhythm in managing the dyeing unit—a section known to be one of the most technically demanding and
quality-sensitive in the production chain.

On the night in question, a large fabric lot was undergoing an 11-hour dyeing cycle for a high-priority
export order destined for a premium American brand. It had to be passed, finished, cut, stitched, packed,
and shipped within 36 hours. Any hiccup at the dyeing stage would send shockwaves through the entire
production line.

Both Farhan and Raheem stayed late that evening to personally supervise the critical dyeing operation. At
around 10:00 PM, Raheem received a distressing phone call—his mother had suffered a sudden health
emergency back in their hometown, nearly two hours from the factory. He immediately informed Farhan.
Though visibly shaken, Raheem assured him that the dyeing process was on track and that the shift
supervisor could manage the remaining few hours. With Farhan’s emotional support and managerial
understanding, Raheem left the premises to rush home.

By 1:00 AM, the dyeing cycle was complete. Farhan walked into the inspection bay, took a deep breath,
and examined the fabric. To the untrained eye, the material might have looked acceptable—but Farhan
could see that the shade consistency was off, the color fastness results uncertain. The batch failed to meet
the defined quality benchmarks.

That single moment unleashed a cascade of decisions—none of them easy. Rejecting the lot would mean
ordering a re-dyeing process, consuming an additional six hours at minimum. This would lead to a domino
effect: the cutting department’s schedule would collapse, the shipment would miss the vessel, and the client
might cancel the order altogether. The alternative—shipping by air—would wipe out the profit margin, not
to mention attracting management scrutiny.

On the other hand, passing the batch in its current state risked the brand’s quality assurance office rejecting
it during final inspection. That would cast doubt on Farhan’s competence as the QC Manager and, perhaps
more significantly, on his judgment in Raheem’s absence. The possibility also lingered that the error
occurred because Raheem had left early.

And then, a third, more ethically ambiguous option surfaced.

In the absence of digital tracking and audit trails, Farhan had the technical authority to stamp the inspection
sheet as “Approved by Buyer Representative,” a designation usually confirmed by physical inspection.
Doing so would protect the shipment, preserve his friend’s professional standing, and avoid a financial
crisis. But it would also involve falsifying documentation—a direct violation of company ethics, buyer
trust, and Farhan’s own conscience.

Standing under the fluorescent buzz of the inspection lab, Farhan Ahmed had to choose: delay the shipment
and face the consequences, pass the lot and risk quality fallout, or quietly forge a record and hope no one
ever traced it.

Farhan stood silently for a moment, his eyes fixed on the roll of fabric draped across the inspection table.
The whir of nearby machines continued in the background, but inside him, everything had gone quiet. His
mind circled around what was at stake: the company’s reputation, the buyer’s trust, his own credibility, and
the unintended consequences Raheem might face for leaving mid-process. A few strokes of a pen could
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make the problem vanish—or resurface months later as a scandal. The clock was ticking. Re-dyeing meant
delay, and delay meant damage. Approving the lot meant risk, and forging a signature meant crossing a line
that couldn’t be uncrossed. Somewhere between loyalty and responsibility, friendship and accountability,
Farhan had to decide. And he had to decide now.

Case Discussion Questions

1. What is the ethical dilemma faced by Farhan Ahmed in this case?

2. What are the potential consequences of each of Farhan’s available choices—for himself, the company,
and his colleague Abdul Raheem?

3. Which ethical framework (deontology, utilitarianism, ethics of care) best supports each decision path?

4. Should Farhan’s personal relationship with Abdul Raheem influence his professional decision? Why or
why not?

5. If you were Farhan, what decision would you make—and how would you justify it to your CEO and
buyer if questioned later?
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