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INTRODUCTiION

Leather clothing industry has up tc the end of the 1960°s played a ininor
role in the leather usage of the world, i1 has hecn estimated that as
late as in 1968 the share of clothb.g indnsiry was about 5 per cent of
the total leather usage. During the last 7ive vears important changes
have, ! wever taken piace in ihe leaither world, and 1the demand for
clothing leather has Leen rising very rapidly. The development has

already been in progress for a long time.

For 20 yecars ago leather clothing industry was serving mostly such
consumers as spor:smen, outdoor people, hunting enthusiasts ete, and
others who had to work outside or often in demanding and cold weather
conditions thus requiring a protection against climatical circumstances.
The clothing industry-staried realizing that to get a bigger market share
of the consuming public’s clothing expenses it had to come into the so-
called fashion market. This was achieved Ly thorough and careful
investigation and developing work whick started frorm the adaptability

of leather into fashion clothing industry as one of the materials, equal
to textiles. A considerable change was necessarv .n the ianning industry
in order to produce leatter which met the requirements of designers
and production personnel, As thc situation is now, leather can be used
for practicaily all tvpes of clothing, not any more only for sportswear
but also for fashionable outer clothing, skiris, blouses, trousers, even

for evening gowns and swimming suits,

In several West-European countries, for example in Great Britain and
some Scandinavian countries the share of non-shoe industry leather has
during the last two vears already rcached over i per cent of the total
amount of leather produced. This of course includes not only clothing

leather hut also leather made ‘or leather <oods industry and interior
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decorating purposes such as upholsterv leatiter elo, Requirements like
faultless rubbing rastness, light 1astness and surtnce finish ore also
much more demanding for the tamning industry on the field of garment

leather than or that of siie leather.

RAW MATERIALS

Basicly we can talk of five different groups of clothing leather types,

Traditionally clothing leather made out of sheepskine has played the most
imporant role as tyvpe of material, both finished as suede and as nappa
leather. FEven though we know that out of the total sheepskins available
developing countries have only 40 per cent against the GO per cent of
the developed countries, this relation turns much inore favourable for
the developing countries when we remember that far betier shee pskin
clothing leathers can be produced of hair sheepskins than of wool sheep-
gkins, and the majority of hair sheep population 18 in the area of |

developing countries,

Goatskins form another very importan! type of raw material for clothing
leathers espccially as suede, Out of goatskins more than 3/4 are in the

developing couniries and thus form a good base for clothing leathers,

Clothing leather made out of cattle hides has gained in the last five years
an increasing timportance, hecause modern tannery technology has succeed-
ed to produce a so0f and thin enough product which in best qualities can

favourably compeie with the iraditional clothing leathers made of sheep-

akins,

When producing this clothing liide uappa a tannery gets an important side

product, split, which earlier was used mainly as lining leather in shoe




and leatner conis induiovane, Lo o Vbt tgasery teelonalogy can

now be produced o5 cwire sl zna agrecscle clodnn g material whicl
16 very ponvlar capeciaily (67 1ore sporty parts of eathe i clothing

collections,

)

Clothing leather mazde et of pioston. has moned o casing irportance,
and #s the avaiiabilie of “Ma meic: al o the woeld, tecanse of pew
slauihte rionse tecrigues, s £ 10 e lnay vers vapidly, this

material has 1o e Ccoovider.q VT ampeetant an he fulyre years,

As earlier mentiored, e qualitative requrenienis i clothing leather
are much higher than in other Loather using industries,  The colour
cards change much quicker and the accuracy of shaucs and tenes of
colours is very sirict of uig consnier warke s ke we ste rn Europe
and the United Staics.,  Tle importance of using propor tanmng and

dying methods to produre 2 leather where ¢oiouc fastness against drv

and wet rubbing, light fastness aof colours ard tengite strength requires
@ mwuch closer conperation beiween the tannerics amd the leather
clothing factories than in other ficlds. The refore a careful study has
to be made 7irs: about the availabiiity of tigh rlass enough clothing
leathers before & decision ran e rade about starting 4 leather clothing

plant,

MARKE TING

Planning a leather clothing indusiry has Lo start from marketing consider-
ations, The producer has to wake it clear for hizaself 1o what rnarket

area he aims hia produc’ion. As shown in table No, I-/ the consumption

iy Study on the interrvaticnal capacity ot competing of the Finnish clothing

industry, The Fund of the Finnisn independence Memorial Year 1967,

Publication A 10, 972
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expensus of clothes and per sonal belonpgings as compared with private
consuplion exprnses person differ very mucn frean cach other in
various countr.es, Decasuse the leatier clahing prod.cers ol most
developing countvies bave 0 alrn Hieit goode 1o the American or West-
Eurapean maraet avecs, a varefdl roarket study hes to be made of the
types of clothing uaed, the dirferent kinds o! buying bhabis, different
tastes, the paiterns, (olout irends, wid natuweally also the measure-
ments of c¢lothing on the varmous maviet areas,  The form-giving of
the clothing as well as ‘he basic measurcments dre very dirferent {rom
each other if the product is aimed Lo the linited States or to Lurope.
There arc greai vaviations in lastes and measurements algo already
inside the [uropean warket area, The basic measurements, because
of a very different body-building of for example an Austrian,a Scandi-
navian or [rench woman, place different requirements for collections

aimed for these diff. rent inarkets,

Because of the well-known fact that we are in the coming decades faczing
with a hide and skin shortage n the world, the trend in leather clothing
industry is ihar in e future it only pays to produce fashion garments
out of leather, am the time of big sandard consumer marxets on this
field is going to te over. This fact emphasizes tne importance of all
these rather difficult considerations which a new beginning producer has
to face with when starting the leather clothing proeduction. Therefore,
the most recanimended form of workiug would he cooperation with some
already exisiing learher clothing marketing organization or producer,
This could le done in the form of joint venture or, which is another
very workable solution, by contracting technical know-how planning end
representdilon against a rovuliy pavment, Leather clothing marketing is
based on advance selling, and it is not advisable 10 try ‘o produce into
the warehouse garments for which there are no ordervs in hiand, not any-

way ore than the necessary stuall amounts jo even up with the changing



period between the scasons. The well-orpanized, already existing

European and Arnerican organizations operating on this field are basing
their sales on carelul marketl siudy and !nllow-up of the development of
advance saies with compu'ers so that the marketing management is all

the time aware of the situation,

It has to e noted fhat the sctual selling periods are rather short and
very intensive, For example the selling of the autumn/winter collection
usually starts right at (ne beginning of Janvary and ends in March,
during which 3-month-pericd the markeiing of the toral production for

the following autumn and winter has to be secured. In the same way

the selling of spring/ét:mnacr collections starts at the end of August and,
as u"rule. has to be completed before the middle of November to secure
an adequare ﬁroduc:tion time for deliveries which usually start the follow-

ing February,

As can be seen from this selling and production ‘cycle, leather clothing
industry requires a considerable place for atoring and collecting the

daily preduction, hbecause the customers, as a rule, want Lo receive

their tota! collection ordered a4 a whole shipment ‘at a certain time agreed
upon in the sales contract and are not willing to receive their goods
continuously in small shiprnent units. Therefore when calculating the

floor space necessary, one has 1o take ihis into consideration, as ready
leather garments reguire considerably more space than what such leather
working industries as tamneries, shoe faciories or leather goods factories

are used to,

The working capital bound to this operation is thus substantial, The
capiial turnover factor is in leaiher clothing industiry wmuch lower than
for example in a tannerv, Therefore in case of integrated industries -
tannery, léather"clmhing‘ faciory, leather goods factory together - which

is an ideal solution, the operation usually is planned so that the producing
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capacity of the tannery is bigger, usually double to what the own integrated
leather goods processing industries require, so that the turnover of the
total capital bound can be accelerated by the tannery, Naturally the added
value of finished products compensates for the lower turnover rate of

finally processcd products,

DESICN AN FORM-GIVING

The role of up-to-date design information in putting together a collection
cannot be strongly enough emphasized. The price level obtainable is
largely depending on if the product has an image of having the right up-
to-date lines and forms of the existing fashion or if it has to be consider-
ed previous season production. This usually gives an idea of models be-
ing copied from somebody else. As earlier mentioned, the sales value

of such a natural product as leather is in the future going to be so

high that it pays to work it to well-priced market levels which require
good quality togeiher with up-to-date form-giving rather than satisfying
oneself with low-priced standard markets which in the future have to be

left for man-made materials.

Marketing experience shows that a brand name or trade mark has an
important function of creating the image in the minds of the buyers re-
presenting for them certain standards and certain quality levels. To
change this image, once established, requires a lot of extra effort.
Therefore it is important that a beginning producer makes up his mind

avout what level of the marker he is aiming his production at,

The word "design'' is very much misunderstood aid misused in the trade
circles, so much so that maybe on'y the misusage of tie word 'democracy'

can exceed that. The lcather clothing producer in a developing country




has two basic Unes (o ihouse o the waorld af design. The firsy and

most often recommended by advisers from oulside the clothing trade
18 the way of national origivalitv n designs and potterns., 1t is said
that a producing country shouid develop iis own style, typical of its
background mentality and surroundaings. A good success can he achieved
on this line, too, bmt it has to be nowed tnal this succe ss nas usually a
short duration. Good examples are the sc-called Afghan coats,
Mexizcan styles, Hastern look etc. which all have a novelly value that
naturally has to be used, bui a sound long-range planning should Le,
according lo the expericuce of many years on this field, hased on the
tastes and fashion trends in the country where the production is sold,
This fact is the other way in design thinking wha! the producer can

follow,

A well-planned and thorougily thought~out backbone for all collections
starts from the just menticned fact. If the marufacturer has establish-
ed good marketing connections through for example relizble partners in
the consuming conntry, he is able to use and nrofit from the rapidly
passing fashion irends, so-called surface fashion, too, like the fashion

of "hot panis', gipsy looks etc. were, which constantly come and go,

Quite often new-beginrers, and | am sorry to say ever {irms several
years in the trade, consider that eoing to the so-called fashion fairs,
where they try to copy models eriibited, is a good practice. This has
tc be strongly advised againg., because ihese coples are always already
at least one season, if not twon seasons, behind when they are presented

to the marker,

Design work is usuallv tearn work the function of whichh has to be
properly umnlerstood. Iiven many manufacturers, long on the market,
have not made it clear to themselves and their own organization what
the different time levels where the merobers of the design team have to

work mean,



As shown Lelow, for exa mple in December 1973 the member of the
design team wiio represents the coming fashion trends and ideas (I)
bhas to live in lLis planming in the fask on of autumn and winter 1975,
at the samic time giving ideas and guidance for the team members who
are in full work producing the lines and forms of spring/summer
collections 1975 (I1). The 1hird level team me mbers again (111) have
to live 6 mon:ihs nearer giving the final touch of industrial serial
production for the autumn /v inter collection 1974 the se lling of which
is starting in January 1974, and finally the fourth level of the team
(IV), the actual marketing personrel, who do the follow -up of the sales
of spring/summer collection 1874 which they have sold the previous
autumn,

The different time levels of design thinking

I Designers responsible for fagshion trends
r
l

6 momhq

I {} Designers giving form to measurements of collection
on the market 12 months irom now (See tables 2A and 2B)

8 momhul
m ‘ Model inasters adjusting collection for industrial
serial production
6 months

Dec. 1v .‘\*!arkmi_r;g__ ersonnel (important members of the team),
1873 follow-up o! the saics of collecrion the deliveries of which
stariing shormly




The importance of this ‘iine level thitking becomes clear if one pays

attention to the fact that the tarnery, the second link .n the irtegrated
production jine - ive first link ig the raw ekin buying - has to know
the coming cclours cequired for e pradocing of sales collections well
in advance to be abl 1o - Cler i reguired dves auu othep chemicals
and make the often hime-covsurmng calonr and gharle maiching on theip
own availaile skius apd Whnery technigoes,  The teain memniers on
level II who nave to give, - weniion only a deiail, tor example the
lengths of the garmer:. ;4 e collecuon (tatles 24 and 28) which re-
quire:nents iary on different TATKETIng 2,088, 1rust know what the buy-
ing pullic is goinpg 10 require noa retail shop 12 months in advance
and may not e 1nilienced ton mich by the marketing team members
on level IV who ‘end to live in their thoughis on :he present require-

ments of the cusiomers,

To satisfy a dernanding lmyer the c¢ollection usually has to be well-
balanced between garmeats mean: for different purposes., For example
it {8 extrernely difficult to sell a coliection abnve iow-priced mass
levels, if it consists oniy ef jackets, and the couts, blouses, and
trousers arc missinz. Jjust ag difficul' {t is 1o market a collection
which is mare exclusively of for example lamb, suede, The huyer
prefers 0 look for a balanece between lamb sveces, lamh nappas, hide
happas and maybe sportier outfits made of sucded splits, Therefore
it is a good idea to form a cooperation Letween different 1anneries who
supply the gairmen' manufacturer with differerny marerials, or to form
& marketing group where difierent specialized leather clothing manu-

facturers can together produce a well-balanced collection,
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TECHNICAT. AND FINANC AL, ASPECTS

— B e —

Production space

The planning of a leather ciorhing plant car be started in several ways,

Technical knowlcdge for piamiing a prouuction unit can be more easily

found, but as we have pouriied ot velfore, the nroducticn is only one
fourth of tie toral siruciure, the marketing, design and form-giving,

and financing forming the other three equally important sectors,

Concentrating at first only on the production sccfor, the rnost usual case

"is that a itannery, a shoe iactory or a leather merchant, in several cases
y y

also a textile clothing factory, has an emply production place avajlable,

and their decision- and pelicy-making directors have decided to either

integrate or diversify into the leather clothing branch,

A practice which can be recommended is to con'act experts on this field

who can make the preliminary planning and advise on how big a production

can e realized on the available plant 1loor space.

Lxperience shows
that usually it is much smaller than what is thought beforehand, because

in addition 10 ihe actual working spac° one has to

take into account the

material storage,

the finishing and we quality control areas and, which
usually comes as a surprise io the

be ginning investor, a considerably
large warehouse arca which receives the daily production and where

the garments wait for the scasgonal shipment time,

To illustrate 1l tasic requite teits

needel we can look at a case study

of & typical medium-sized leather ¢lothing factory which is planned to

produce about 30,000 units of leather clothing annvally. 1f we are to

build a new production anit, which usually s the inost effective and

rational way, we are going to need the following areas:




- 1

o 2
- about 1,200 " or PUCOGnOnon arean
o . 2. : . .
= minimun 800 T o warebcuse grea whicl, g oo ern ¢orn-
Blruction is pilanned under the $uane oot udjoining the
production hall, ‘o heip 'he prodiciiog, Mo
= In urban areas, dep mding nohe locad reqitir ernenig, ghout
300 m” jor wasivng, changing. rest rooms ard canteen
facilitieos

i

- the sama avea, 300 1ny ~der otiie apace

Naurally tins divigio; i« anty a rule of the thumb which e xperience

has shown adequaie in moest parts of the workld, and i can be diminish-
] i

ed sc {ar as social arens anc office are concerued according to the

local practice,
Personnel
M

There are great diiferences in the world, as well in de ve loped countries
as in developing couniries heteen the abiluy of people in adepting them-
selves into the indusirially orranized and very requiring working conm-
ditions depending on if they are from L ELD rur‘al‘ar‘eas or if the

industrialization has already heen accepted 0v then,

Usually it is better 1o plan to increase the production gradually in order
to be able ro teach as wel} senjor s+aif responsille of *he quality and
production as aciual labouring produciion siafr for the high requirements
that modern mdustirialization und 1he ragimaining of rigid quality require.
In our case studs we can assn'me that we wani 10 reach the production
of 30,000 vni‘s of leather LArImenis in five years ir order for us to be

able tu cope with the leaching and learning requirements.,




To be realistic we have 1o remember ‘hat o most coumries the work -

ing personne! in the sew.ty ndis'ry is voung feaaic pe rsormnel who for
natural reasous and becanse of the res:lessiess ol the industrial
societics in 21l arcas Fruve a cerwain rate of changing the ermmployment,
Therefore it is usually tecoa.ienud oo counn 0 a 10 per cent addition
in the persounnel necded o keep the production {low steady. For example
in our case siudy, due to the learning and teaching reasons we plan

the production as luvilows:

Time Luiis Personnel required
Serior staff  Produciion personnel
1st year 4, 500 2 persons 21 persons
2nd year 8, 000 4 persons 30 persons
3rd year 11, 000 T persons 39 persons
4th year 18, 000 10 persons 5G persons
5th year 30, 000 12 persons "5 persons

With a production of 30, 000 units the scnior stafl would consist of one
manager, five forenen, one warchouseman, oneé work study man, one
machine mechanic, ana three office workers {assuming that the marketing

and desicn staff are contracted or these functions are taken care of b
g Yy

the partner in a joint venturc),

The achooling of the senior staff responsibie for proper techniques and
quality control is one of the most important factors for profitable
operation. The usual method i3 to coniract already skilled personnel,
but a more recommended practice is the buying of know-hiow, which can
be done against royaliy agreements or with joint ventures. Perhaps the
most successful method is to have the key persons schooled in an
efficiently working, well-organized factory of an e xperienced partner,

- To illustrate the complexity of leather clothing manuiacturing, refer to

tables Nos., 5 and |,
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LT e, L F

. . ,e 1

Capi ol roouires ot e dlvnded etefen the Tiied coniind in Luiidings,
machinery, grare oorto oo Lo Laptan oo dadl v or salaries, operation
costa, At boud To Sl K, s o, s L Te TS, e Strrtoe et vary greatly
from CONLLEY 1y CuTanTy, Vo o--.;;\-_';j)fe; Duve Ced Tone space for production
and warehousng o dere D ooy cud e s Lan vaey aerording o ¢ limatical
reGuireinents, . 0 10e S ET o e o rorapeative praste industry’s
COMIBOrelL: Pro®#el ¢l oa 20 corarevind aesir all 4l prestige project
heiween USs3" 1o 330 Dive :.!'. e s irivs UACY 16 the same way
starting Trom USSL vo U557 50 pes day., I the price of land has to be
taken into consiersiion or noion the caleulatiors varies also from country

to country just as well a5 axes, interesi ratwes eic.

Macninery costs dewvend iargely on rthe tyne of praductien chosen as well
as on the type of wiachinery wiuch cun Le acatired {romn about 15 major
producers in the world., The quality of the 1machines of course varies
algo greatly, thus reflecting back .ot mairienance costs and spare part
expenditures. We hove to reraember thal the machinery requirements
include a great varietyv of aivferernt other kinds of special machines, too,
starting frows patiern cabiing and form edging mmachines (o presses,
maintenance mackines, leather horwos workges talbles and chairs, steam
developers ete,  Tota) instalations ncluding necessary office machinery

v

come very near o he sem o of TSN, uou,

The working cap:tal roguirerceints vary rarpely tecause of the different
leather prices, but one Las o keep o raad when considering this type

of indusiry that the turncver rate is relative’y low because of the require-
ment of keeping the scasonal production 1a the warchoure to wait for the

shipments., A gond zuidhing llgerg is thot 25.28 per cent of the yearly

tirnover is bound inlu maierats, he'l-eady proagucts and ready stock
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and abhout the same anmonnt into credits outstana ng by the customers,

These figures hawe 1o te calculated individually from case to case, but
one has to kecp in mind that working capital regrircients can also vary
more than 20 per «eii from month to month depending on if we are look-
ing at the situa‘ion wherce the production season is in the beginning or
near the end when the ready carment stock is at its greatest before

the shipments,

Because of the thuilding, machinery and equipment costs in the beginning
of the operation are rather suvstantial, a loss during the first operation
year has to be foreseen, the annual profit will, however, be increasing
gradually with the growing capacity and skill of the faciory (refer to
table No. 5).

CONCLUSIONS

The leather world is living in a period of great changes. The consuming
public’s hunger for natural materials is a trend which cannot be over-
looked, The demand for real natura! leather is going to be far greater
than the available raw-matesial sources can sutisfy, Therefore it is
important that all available leather is worked io as high-classed consumer

products as possible, To achieve this the countries who have the most

substantial raw hide and raw skin sources should try, in cooperation with

industries with longer experience, to develop these resources into products

satisfying the demanding customers of today,
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The per celrita values, Laad on the price level of 198, of ciathes
and persoral coasumption oxoenses 83 «well as of private coencumption
expenses in seme UECT-countries in the vears 1500=16508

7

Private consumption

Private consumption
expenses, $/perscn

expenses, $/person

SR L ;

2800 2800
L uies) |
b g 2 Netherlands
3 ’ s Enclang » -
i 2850 » 1 N Ttaly 2600
i = Norway
g Re = France -
. Ry = Sweden
2400 b Se ¢ Wesi-Germany 4 2400
Sv a Firland
L t E mmm -
U = USA
g 2200 L  (60) =  in 1960 4 2200
‘ 63) = in 1768
L 69) = in 1969 -
78) = in 1975 URe)
2000 | - %)+ 1in 150 { 2000
1900 } Pufss) 4 1800
1600 -4 1600
> -
r
b -
s ¥ 1200} 4 1200
L o
1000 } 4 1000
- -~
000 } 41 000
u h |
800 : 4 800
t{0)
I B B £ _§ 8 "y 1 1 & b i 1 F 1 1 ’

i A 1 1 'S
0 80 100 120 140 160 180 200 220 240 200

Clothes and personal belongings $/inhabitant
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THE WORK PHASES IN SEWING LEATIER GARMENTS

Assort’ig the sking by colour

Individual cutting

Placing the patierns

Group cutting

Die stariping

Thinning

Assorting

Drawing the linings

Cutting ihe linings

Dividing the linings into hundles

Ironing the glue fabrics

Sretching the collars

Cutting the fur collars

Sewing the collar with fur machine
Sewing the extended pieces with fur machine
Meaking the bLuttons

Making the buckles

Counting the accessories

Preliminary sewinrg with normal machine
Sewing the pockets with normal inachine
Seaming with normal machine

Double -stitching

Sewings with thicker thread

Primary gluings

Gluing the seams by hand

‘Gluing the button holes

Turning the front edge and gluing
Gluing the collar edge

Spreading the glue with machine
Opening the scams with machine
Measuring the facing

Sewing the sleeves with special machine
Sewing the sleeves with normal machine
Seaming the linings with special machine
Seaming the linings with normal machine
Sewing the inside coat pocket and labels
Sewing the hem of the lining

Sewing the labels

Sewing the lining to the facing

Sewing the edges of detachable lining
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Sewing the coilar with fur machine

Sewing the fur wimmings wiih fur machine
Ironing the lininy

Sewing together the lining and the collar
Placing the lining

Sewing the front edge with normal machine
Sewing the front e:dge with cutting machine
Sewing rthe tionr edge with  hicker thread
Ironing with a press

Making the bution boles with a machine
Finishing the buson icles

Fixing :he press buirons

Sewing 'iie Luttons with machine

Sewing the buttons by hand

Fixing the iuckles

Evening the insiie edge of the front piece
Cleaning with vacumin cleaner

Finishing ironing

End control

Packing into plastic bags
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