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Explanatory notes

A comma (,) is used to distinguish thousands and millioms.
A full stop (.) is used to indiocate decimals.

The monetary unit in Hungary is the forint (Ft). During the period
oovered by the report, the value of the Ft in relation to the United States

rate).

" “dollar were $US 1 = Ft 41.74 (commercial rate) and $US L = % 20.83 (non-commercial

Totals may not add because of rounding.

The following abbreviations are used in this report:

BIMEO

BMKI

CMEA
GD
MC
MDI
MEFO
MEO
MERT
MLI
SATRA
TD
Usmuc

Quality Control Department of the Research Institute for
Leather, Artificial Leather and the Shoe Industry

Research Institute for Leather, Artificial Leather and the
Shoe Industry

Council for Mutual Economic Assistance

General Director

Min¥ségi CipSgydr (Quality Shoe Factory)

Fashion Institute

Central Quality Control Department

Factory Quality Control Department

Soviet Export Control Organization

Ministry of Light Industry

Shoe and Allied Trade Research Association (United Kingdom)
Technical Director

United Shoe Machine Co.

The designations employed and the presentation of the material in this
document io not imply the expression of any opinion whatsoever on the part of
the Secretariat of the United Nations concerning the legal status of any
country, territory, city or area or of its authorities, or concerning the

delimitation of its frontiers or boundaries.

Mention of firm names and commercial products coes not imply the endorse-
ment of the United Nations Industrial Developmemt Organization (UNIDO).



ABSTRACT

The project entitled "Footwear Development' (DP/HUN/75/001) arose from
a request submitted in March 1975 by the Government of Hungary for United
Nations Development Programme (UNDP) assistance in the modernization of the
footwear industry in Hungary. The request was approved in May 1975, with
the United Nations Industrial Development Organization (UNIDO) designated
as executing agency and the Ministry of Light Industry as the government
co-operating agency. This report summarizes the work carried out by the
three members of the UNIDO expert team in the following three areas, each
being dealt with by one expert during the term of his assignment: footwear
marketing (December 1975 to March 1976), shoe designing and pattern cutting
(July 1976 to October 1976), and footwear technology and management (May 1976
to September 1977).

Among the conclusions of the report, the following are noteworthy:

(a) Bungary’s economic structure would be well suited to producing
articles at competitive prices on Western markets, local technical
resources for the fooiwear industry are very good, and Hungarian shoe
factories seem to be well equipped and comparable to many of the best
producers in Western Europe;

(b) The difficulties faced by the Hungarian footwear industry on
Western markets arise from the failure to utilize local technical resources
fully and effectively, from the shortage of skilled workers, and from commercial
and marketing problems such as slowness in responding to fashion changes and
the lack of a clear product profile and aggressive sales and marketing
organization.

The following recommendations should also be noted:

(a) The product development departments should be reorganized with a
view to achieving greater specialization in shoe upper development and more
technical know-how at an earlier stage in the designing work;

(b) A stronger marketing organization playing a central role in both
style development and sales should be established;

(c) The quality control departments should be reorganized and the
quality controllers of semi-finished and finished products directly
administered by the production managers;

(d) Sewing techniques should be modified from the "cement assembly"
method to stitching largely by hand fitting, and the assembly of interlinings
should be rationalized by using pre-cemented interlinings and an iron-on
press instead of hand cementing with latex;

o (e) Lasting technology should be developed towards "hot-melt" lasting,
and wire brush roughing should be adopted for most materials. Automatic

roughing should also be developed further, and the application of cement
technology improved.






I1I.

Iv,

1.
II.

CORTENTS

mmeTIONOOOO..00.000...00.00..0...0.00..00000‘..0.0000..

FmDmGs.oooooooo000000000000000000000000 0600000000000 000000

A. Design and pattern cuttingeeeescecsccccoccccssccsnoccsss
B. Product development and research and development........
C. Upper maKing.ceseoescocossccsscossscrsscasssssssscscosccns
D. Lasting, making and stock fitting..seeseeccscocccsscenss
E. Quality and quality controlecscececcscccsscassscscescsces
Fo Productivity.cececcccccscscosscescesscccssscocssccccscne
G. Material and componentS....eeceeo0s ssesscscsccscosconscs
He LaBtBeccececrcosssorcrssocssscccccsscsssscosssssccssccce
I, MAChiNery..eceoesevescsccccccoosssescscscococossascscsas
J. Process time and inventory control.cesscsccccssccsccssss
K. Marketing.coeoeecooccsccoscossooscoosecsscscsccsccscoscnas

Lo G.n‘r‘l org;nizationoooooooooOooOooooooooooooooooooooooo
SABARIA SHOE FACTORY‘...ooooooooooooo000000000000000000.0.00

A. &ckg!‘oundooooooooooooooooo00000000000000000000000000000
Eo FindirlgsoooooooooooouoooooOooooooooooooo.o.ooooooooooooo

1. Org‘nization..o....o....00000000000000000000000000’00
2e Qu‘vllty CONtrOleceseccscsccscsscsocsccscensssoccsncnsee

RECOWMTIONSQoo.oooooooooooooooooooooooooooooooooooooo000

A. Minaﬂ‘gi Cipsgy‘roooooooooooooooooooooooouoooooooooooooo
Eo Mini’try Of Light Indu'tryooooooooooooooooooooonoooooo.o
Co &b‘ria Sho‘ F“ctoryooo000000000000000000000000000000000

Annexes

Pl‘Oj.Ct p.r‘om‘looooooooooooooooooooooooooooo‘oo“ooooooooo

Meeting concerning the implementation of recommendations....

A. mr‘a"‘i Cipagy‘r.ooooouoooo0000000000000000000000000000
Bo mni'try of Light Indu'tryoooooooooooooooooooooooooooooo
Co &b&ril sho‘ b“ctoryooooooooooooooo00000000000000'000000

Page

10

11
13
13
17
19
22
24
26
30
32
33
36

4

41
42

42
43

47

47
51
53

55
56
56
57
58

|
f
.



b=

Page
III. Reocommendations for the training of sewing machinists in
footw.u‘ mm‘wture............l.......l..ll.l.l'l.l'.l.... 59

IV. Min¥slgi Cipdgyér organogram S eeenareeceesanneenaenrnes 65

A. Present general OrganOgTAM....ceesecesocssssssssscnsse 65
B. Proposed general OTrgaNOZTAM. ....cceeeaseccerooscssces 66
C. Present product development OrgRNOZTa&M..ccevscecessss 67
D. Proposed research and development OrganograM......... 68
E. Present quality control organogram.cc.ceceecesecscccsss 69

V. Sketch for leather meagurement fraM@..ccceecvececccrcsces 70

VI. L‘stim‘mom lmutooooooooo.ooaooooooooo.ooooooooooooooo 7’
VIIO Mity contI‘O].-.----.............-----------..:.nuu-. 74
vIII. mommc qu.stions.ooocoooaooooooa-oooo.ooococooolooooooo 81

A. Cost breakdown for various types of 8hO€.....ccesessss 81
B. Investm.nt plm.............................."..'... 82

IX. Defects caused by roughing faultB..cecesecccoscsosssescss 85
X. Orgsnization of the Sabaria Shoe Factory...cceceecceveess 87

‘. mrr.nt or“m.zltion..........'...............I‘..... 87
B, Proposed re-organization.ccessecsersccecoceccecrcscnes 88
M 1. G'neru Dir.ctor........................".'...... 88
2. Technical DirectOrseccccscesccceccscosssssscarssne 91
3. Commercial DirQCtoroooooooooooooooo-ooooooooooo-o 94
4- Economic DireCtorooooooooooooooooooaooooooooooooo 97

5. Szombathely and Kb.mend hctori.aoooooo eeosssnens 100
6. Quality Control Departmentecececcsceccscecsccscece 104

on st‘ff t!‘lining pmpm‘oooo.ooooooooooo.olooooooolooooo. 107

A, General course for technical and administrative mana-

B, 3asic course for raw material quality control........ 108

C. Basic course for process control of semi-finished '
€00dB .t ttenenneeerssnserncrecooencossosssnsssnonaons 110

Tables

Te Shoe Sal€8 in 1976ceceeesssscsssssescsssccocecsoscsscrcas 20
2, Conventional leather shoe manufacture (stick-on process) 23
Jo Current MC production and proposed technology improvements T2
4. Domestic market claims in 1976seeescccccscsosscrsaiverses 74
5¢ ZXpoTt Claim8 in 1976esececocoscscscssocs cassasassosassese 76

6. Quality analysis of MC shoe production in 976..eeeeceses 78
{+ Disposal of upper lining and leather rsceived in ‘376 by

‘urlou tameries........................................ 80
3. ladies leather shoe of cemented construciion with
3ynthetic rbber SOl@ieerecosstssccssrssscssscscacsacscns 3.

9. Tactory investmant Proiect..........

@st a0 00 0000000008000 82




I. INTRODUCTION

MinBse8gi CipSgyfr (MC) (Quality Shoe Factory), the leading Hungarian
producer of women's shoes, has not been able to achieve satisfactory export
results in Western European markets. The reasons are mainly that in spite
of their solid quality, the products lack the necessary finish in terms of
style, fashion and eye-appeal, and that the organizational structure of the
factory is not geared to compete in dynamic fashion markets of the Western
Buropean type. The Government of Hungary, through the Ministry of Light
Industry (MLI), wanted to remedy this situation and to create am MC model
factory to serve as an example for other shoe factories in Hungary.

A request was therefore submitted in March 1975 by the Government of Hungary
for UNDP assistance in the modernization of the footwear industry in
Hungary. The request was approved in May 1975, with the United Nations
Industrial Development Organization (UNIDO) designated as executing agency
and the Ministry of Light Industry as the government co-operating agency.
The original budget provided for Governnent and UNDP contributions of
respectively $US 82,160 and $US 72,500.

The project also had a fellowship component, under which three Hungarians
should be sent for suitable in-plant training in the Western European shoe
industry (possibly in Italy, France or the United Kingdom) on the following basis:

Fellowship post Duration
Pootwear lesigmer 3 months
Footwear production 3 months
Footwear marketing 3} months

The tudget provided for this purpose involved Covernment and UNDP contributions
of respectively $US 3,000 and $US 5,400.

The project involved a team of three UNIDO experts, one of whom served as
Project Manager. Each expert prepared a report on his particular assignment.
The mission of the expert in footwear marketing took place from December 1975
to March 1976, and that of the expert in designing and pattern cutting from July
1976 to October 1976. The mission of the footwear technologist and management
expert, who served as Project Manager, was from May 1976 to Aprii 1977, and
was extended a further four months to enable the expert to follow up his

recommendations to MC and to give advice to the shoe industry in general.

DUPEEE . <



This report analyses the findings of the team and identifies the factors which
the experts. consider to be causing the difficulties faced by the induetry.

The long-range objective of the project was to achieve a considerable \
increase in the export potential of the footwear industry and to find waye and
means of meeting future development requirements.

The immediate objectives were as follows:

(a) To formulate and assist in implementing a flexible management
structure in order to achieve quicker production plamming through the MC factories;

(b) To provide direct assistance in design and styling, in process
control in upper leather cutting and upper stitching, and in production with
quality control and process work;

(¢) To advise on marketing for both the export and domestic market;
(d) To prepare a training programme to provide effective support in
case of production changes.
Annex II sets forth the conclusions reached during a meeting held to discuss
the implementation of the recommendations made in this report.
Special courses '
During the Project Manager's extension period special courses for the
MTM and sewing machinist instructors were conducted. The MTM ccurse was
held ty a memter of the "Deutsche MTM-Vereinigung'", and the expert considers
that such training should be contimied. It would te useful if a student
group of about 10 persons could be forred to carry out a complete YTM analysis
in a Bungarian shoe factory (the MC A-factory would be a suitable subject of study).
This work would take about one year to complete, and the Deutsche MTM-Vereinigung

would be responsible for its supervision.

The sewing machinist instructor course lasted three weeics and was based

on the principles of skills analysis. During the course !2 instructors were

trained for the various MC plants. Annex III, by R.C. Lucas, expert in footwear
marketing, contains recommendations for the training of sewing machinists in
footwear manufacture.
Kety project

One of the recommendations made by a UNIDO expert following a previous
missicn resulted in a joint venture programme with a United States company,
Katy Industries Inc. A contract was sigmed tetween MC, Tanimpex ard
Technoinpex on the oze hand,and Katy Industries Inc., on the other, whereby
MC undertaces to produce a suitable shoe for Uni‘asd Stases export and to sell
a fixed quantity of <hese shces through Tanimpex at seasonably revisabla
prices tased >z the world market situation and raw material costs. The
prodiction machinery would be recommendei a=d supplied by Xaty through
Teckroimpex. Xaty will supply the "know-how" »n a fixed-charge basis and

giarantee Tiality and production results and sales on the anited Sta‘es market.

e nd
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Beckground information

The Hungarian footwear industry is under rapid development and the
total production of 1976 was approximately 47 million pairs. Total production
is planned to reach 54 million pair by the end of the present five-year
plan in 198C. MC production was 7.3 million pairs in 1976, or-about 154 per
cent of total Hungarian production, and was distributed as follows: 55.9% for
Council of Mutual Economic Assistance (CMEA) exports, 42,7% for the domestic
market, and 1.4’ for western exports., The 1977 MC production plan places greater
emphasis on western exports, with scheduled production as follows: 49.7% CMEA -
axports and 39.7’ dome;tic market, Total production is planned to be 7.5 million
pairs,

The factory organization was restructured in late 1975, and is currentiy
meeting the requirements of both the domestic market and CMEA export market,
The current organization will not, however, bring optimum results on Western
markets, and changes taking place on the domestic market will probably also
demand & modified organizational structure in the near future, Suggestions for
& reorganization are therefore made in this report,
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II. FINDINGS

A study of the Jungarian shoe industry within a global economio context
shows clearly that Hungary's economic and industrial structure has considerable
potential for promoting the production of competitive fooiwear. The trend
in Western economies in recent years has been to move the shoe industry from
northern, industrial, high-wage countries to leee industrialized countries
with lower labour costs. Hungary's ecomomic structure would be well suited
to produce articles at competitive prices on Western markets, thereby
obtaining the hard currency needed to pay for the raw materials and machinery
which in the leather and shoe industry are mainly imported from ke dollar
ares.

What then are the protlems obstructing this development? From the
financial point of view, there seem to be no great difficulties, that is the
industry is given the tools to work with and all the shoe factories visited
seen to be well equipped and comparable with many of the best producers in
Western Burope. On the other hand, commercial and marketing problems are very
obvious. The success of Western Buropean shoe mamufacturers is umially cue
to the following factors: quick response to fashion changes; clear product
profile and aggressive sales and marketing organization; efficient purchasing
organization to Secure the right materials at the right price and at the right
time; capable and well-organized production unit with flexibility to ‘cha.ngs
overnight to follow new market trends. In the case of Rungary, the first three
factors seem to be lacking, and this is obviously caused by the fact tha+t thue
shoe industry is geared to the less market-orientated CMEA exports and the
domestic markzat only, The factories are therefore large and accustomed to work
with largs series of relatively unsophisticated products. Development, marketing
and material supply are geared to the same snds. In other woris, the present
organization is not designed for the vigorous conditions existing in Wessern
zarkets and cannot achieve good results,

A successful women's fashion-shoe factory for Western-type production
should not be as big as the fungarian state-controlled factories. Production
for sich a fashion-shoe factory should not exceed 54200 pairs/day.
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The social problems of the Hungarian shoe industry are many. The
shortage of workers in the Budapest area and of skilled workers throughout the
country is a real problem. Wages in the shoe industry, which are 164 lower
than the wage average in Hungarian industry as a whole, do not encourage
young people of high calibre to start in an industry which does noti offer
them grester benefits and opportunity. The workers' discipline and motivationm,

as well as their professional skills, leave much to be desired.

Local technical resources for the industry are very good. The technical
education and "know-how'" level of top management in the shoe, leather and
component industry is comparable with the standard in most industrialized
countries, and there is a Research Institute for Leather, Artificial Leather
and the Shoe Industry (BMKI) which is well equipped and has good technical
staff. It seems, however, that the resources are not at all fully and
effectively utilized. The contact between shoe factories and their suppliers
is very poor, and the lack of communicatior often causes embarrassing situations
involving delayed or unnotified material deliveries. The shoe factories also
have very poor contacts with BMKI, and do not utilize its resources to solve

their many problems.

A. Design and pattern cutting

A member of the UNIDO team of experts has thoroughly studied the design
and pettern-cutting depariments, and gives a ~omplete picture of their work
in a technical reportl containing recommendations for technological and
organizational improvements. The design and technical pattern-cutting
departments of the Pudapest factories subsequently adupted the expert’s
technological recormendations, and, in the opinion of the department heads,

have obteined very satisfactory results.

To further atandardize the pattern-making department work, further
technological improvements have been introduced. All the last moulds for new
1asts are now made in the product development department, and from there
handed over to the design depariment. A special method of standardizing the
throat opening in different heel heights has also been adopted. A last
mould and pattern will be fully approved after bulk production of 10,000
pairs. Any alterations to the pattern will then be commuinicated from the
technical pattern-making department to the designers and the correction will
be made.

1/

K. H. Longman, "Shoe design and pattern cutting" (DP/ID/SFR.A/8S).



The design department faces quite a difficult task, i.e. to work with
three entirely different markets with overlapping eeasons as follows:

Market Design period Presentation
USSR colleotion October -~ March May

Local market I May - August August
Local market II . October - February Februsry

Neeterr, including the United States April
spring/eunmer :

Western, including the United States September
mtum/wintor

July Auguast

December Jamary

It could be argued that fundamentally there is only one market and that
womer's faehion is today so universal that a fashion colleotion sold on the
United States market could as well be presented in the Bungarian and USSR
markete. Thie, however, is not so. Only the difference in the last fittings
for these triree markets requires different patterns, although the upper
design, constriaction and material would be the same.

It is there<ore very important to achieve a certain specialization in

the design department and to select special designers to work with the
different markets and with the different shoe types. It camnot be expected
that a designer, in the same design period, should switch his attention from
one market to another and from one type of shoe to another, and still
maintain a high level of creative performance. Cne of the main recommendations
made by the above-mentioned expert was to reorganize the design and pattern~
cutting departments by amalgamating them into one department only, and by
creating teams specialized in the different markets and shoe typee. This
recommendation is certainly a good one and would solve the probleme referred
to atove. In this connection, the expert feels that as this department
would then work under the pattern department manager, who in turn works under
the Technical Director, the marketing and sales department would Lave very
little influence over the product profile. Ae *the marketing and sales
department i3 responsible for the sales resulis of the company and hae direct
contact with the customers, it should have more influence over ‘“he product
profile and range building., This report contains recommeniations relating

to this matter.
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B. Product development and research and development

Product development is currently organized in one main department
(see annex IV). On the other hand, some development work is carried out in
the Central Organization and Development Depariment. Some of the functions
do not seem to be clearly defined and there is some overlapping of duties.
The main Product Development Department is under the supervision of the
Technical Director and the Central Organization and Development Department
is directly under the General Director.

The expert's suggested organizational changes are as follows:

(a) The main Product Development Department should be re-organized
along the lines recommended in the above-mentioned report, g/ and deal only
with the development of patterns, styles, lasts, heels and samples, i.e., only
with the developmeit of new products;

(v) A new department, called Research and Development (R and D),
should be created, and this department should take over part of the duties
of the present Central Organization and Development Depariment and of those of
the present Product Development Department., The suggested organogram for this
new department is presentel in annex IV;

(c) The Rand D department should work under the Technical Director
and have the responsibility of evaluating all new technical development
concerning new machinery, technologies and materials. This matter is further
dealt with in the section dealing with general organization.

C. Upper making

Cutting jepartments
The cutting departments in the MC group of factories are organized so

that the Fudapest factories have one central cutting department located

in the 3udapest A-factory and all the country factories including Tiszakeszi
and HdmezYvasarhelyi have their own cutting departments, programmed to
produce the quantity needed for the factory in question. All cut welding
and flow moulding for shoes to be stitched in Tiszakeszi or other factories
are also carried out in the Pudapest A-factory.

The cutting departments are mainly equipped with modern machinery.
For instance, the synthetic materials are cut in layers direct from rolls

with hydraulic beam presses using material feeding devices. The cutting

g/ Ibid‘
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departmenis are able to keep up with the planned capacities and do not
require any large investmeni to modeérnize. The only machinery that is
worn out and not functioning satisfactorily is the splitting equipment.

If additional capacity is needed, the cutting rooms can be re-organized
to give higher production without extra investment. Under the present d
organization of work, the upper leather clicking presses are not fully
utilized. The clickers cut a daily average of 180 to 220 pairs of shoes
of a 6 piece/pair model. In other words the clicking presses are
utilized to make only about 1080-1320 cuts per day. This result could
be about doubled if the work was organized so that a clicker would only
set the die, click and place the cut piece on a table or on ., conveyer,
with a clicker's helper examining the number and quality of pieces and
bundling them up. The helper should also examine and control the leather
received and returned and place it on a wooden horse.

The cutters at MC are working on a premium system for leather savings.
The leather allowances are calculated according tc the USSR system by
Susztorovics, and the method is basically the seme as that used in most
Western countries. A comparison made between the USSR system and a system
introduced in the Scandinavian countries by the Swedish Shoe Research

Institute gave surprisingly close results.

The MC cutters lately expressed their dissatisfaction for not earning
enough premium. This has been blamed on the fact that the leather quality
correction factors do not follow the upper-leather quality fluctuation.
This is true to some extent, and the leather quality fluctvations are

enormous and very difficult to comtrol.

A8 it seems that there will not be any change in this situation for
some time to come, the expert believes that the only way to deal with the
problem is to let a very experienced cutter-foreman make a practical cuiting |
test of all new material deliveries to ascertain the leather-cutting
correction factor. A still more accurate and useful method would be to |
construct a leather measurement frame to determine the percentage of
usable leather (annex V). This usable percentage would then be transformed
as a leather allowance multiplying factor, in order to work out in the . |

leather store the correct quantity of leather to be given out. This would

replace the presently used norms for the lesther grade (assortment) allowance.
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This system would function in practice so that a random sample of
about 7% to 17% of each delivery would be measured by an experienced upper
cutting technilogist or by an experienced cutter-foreman. The person in
question would simply count out the squares under the wire mesh, which
in his determination consist of unusable quality, and then calculate the

percentage of usable leather.

In a short while a bank of information would be collected and the MC
leather store and the purchasing department would be fully informed as to
what the usable leather portion consists of in the various leather types
and grades of the different tanneries, Sudden changes and deterioration of
quality could be noted in good time and should serve as a giod base for
quality complaints against the tamnery. The buying office also will probably
obtain some very useful information, and it may be found that a leather
previously considered expensive will now turn out to be cheaper than a
leather which previously was considered reasonably priced, as reflected in
the example given below.

Nominal price (Ft/&mg) Usable leather (percentage) Real price (Ej[gmzﬁ
5.00 75 6.25
5.90 95 6.20

The expert observed that the MC cutters are at present obtaining much
better leather-saving results and higher bonuses when working with a lower
grade of leather, say quality IV with 118 as multiplving factor. This
suggests that the extra 18% allowed for the leather quality compensation is
cut into the shoes instead of left away as waste. As the usable leather
percentage is no* accurately determined and the tannery grading ices not=
necessarily follow the norms on usable leather established by a shoe factory,
it is very difficult under the present system to comtrol the cutters'
performance accurately. The new system would make it possible to conduct
much more reliable checks on the cutters and see that leather of unusable

quality is not cut for the shoes.

i
Closing departiments i
In MC as in most shoe factories throughout the world the upper closing

department is the real boitle-neck. There are four main factors which

are infliercing capacity in thes: departments: planning and programming;

tecanclogy epplied; machinery and equipmentj skill of “he operators.
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Wi<h regard to the first factor, the writer has found the general planning
and workshop organization very good, especially in the newly organized
Szigetvir factory closing department. This organization will serve as a
model for the other MC closing rooms and the equipment required for this
has been recommended in the investment plan outlined in annex VIII.

The expert made special study of the Szigetvdr factory and in a technical
report of 17 December 1976 established that the newly installed KAEV direct
delivery transporters are increasing productivity by about 104,

The programming of the work, however, is not sufficiently accurate and
detailed. The work programming at factory level takes into consideration
only the total production time needed for completing the upper and the
detail operations are completely ignored. This often causes production
delays and programme changes when it is suddenly found out that a certain
shoe cannot go through the production line according to plan, as there is
not enough machine capacity or skilled labour for a certain detail operation.
Closing room production programming with detailed operation times need not
be as complicated as it sounds, and the extra work needed will be abundantly

repaid in the form of smoother production flow,.

The technology used in MC closing rooms is, in the expert's opinion,
not based on an efficient use of manpower. In several studies conducted by
by the expert, considerable labour savings have been effected by eliminating
certain operations which have no bearing on the appearance or quality of
the upper or by combining certain other operations, and in some cases by

changing the sequence of the operation flow.

The reason for this situation is that the shoes offered for sale have
not been studied in detail by an experienced closing technologist, and after
the shoes are sold it is too late to make the necessary changes.

The machinery and equipment in the closing rooms generally perform well,
but there has been a lack of certain simple home-made machinery, for instance
for laminating thermoplastic interlinings and edge-inking spray tables.

This is now being corrected and the first round-table-model thermolaminating
press is installed. There has also been a lack of certain other special
machines such as stitch and trim machines. This has been taken into

consideration in the investment plan.

Several changes hxve taken place during the past year, and a considerable

amount of improvements have been carried out in stitching room technology.
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The skill of the operators in the sewing section has a great deal to do
with the output of these departments. As there is no analytical training
system, the expert has recommended the adoption of such a system. UNIDO
could arrange the services of an expert to conduct an analytical training
course in Budapest. This is subject to finanoial arrangements by the
Hungarian Government on a Funds~in-Trust basis.

D. Lasting, making and stock fitting

The MC lasting departments are mainly organized to work with a
"home-made" constant speed conveyor, although the B-factory is equipped
with & United Shoe Machine Co. (USMC) Duo-Rail system. Construction of
a similar type of local conveyors has not been successful. The forepart
lasters are mainly the Hungarian made KAEV machines produced under Schin
licence, and original Schin Domina DHL lasting machines have been ordered
for the Szigetvdr plant to use in the Katy project. The side lasting is done
with Czechoslovak staple lasters and the seat lasting with USMC (or other)
heel-seat tack automatic maohines. A typical layout diagram of an MC lasting

track is presented in annex VI,
The main technical problems in the lasting rooms are as follows:

(a) Although the forepart lasting machines are equipped with
hot-melt cement applicators, this facility is not utilized, and the lasting
is performed with pre-applied latex cement. The main reason is that the MC
mechanics have not been able to make accurate enough hot-melt injection
moulds}

(b) The shoes are not produced in pairs and large differences are
accepted in the vamp length., This is causing many problems and claims
(114 of all export claims were caused by differences in vamp length);

(c¢) In many cases the lasting margin at the joint 18 t0o narrow
(often only three to four mm instead of the specified minimum of 12 mm).
Such shoes represent potential claims due to sole bond failure;

(d) The sole bond, although above the Hungarian minimum norm,
is not sufficiently strong. Over 60% of all domestic claims are caused by
sole bond failure. This aspect has been specially dealt with in the expert's
technical report of 30 January 1977.

It is clear that the lasting and making department has been rationalized
to quite some extent since 1974. At that time MC used 33 persons on their
making conveyor to reach the heel-attaching operation. Today these operations
require 24 persons at MC, although heat-setting has been included.
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It must now seriously be considered what further rationalization
possibilities the present stage of technology can offer and what should be
the long term objectives and plans from the investment point of wview.

The Katy project has selected a three-machine lasting system using
hot-melt forepart lasting with Sch8n Domina, side lasting with micro-tacks, '
and heel seat with regular heel-seat tacking automatic devices. This is
certainly still today the most universally used system for women's fashion
footwear, and has proved its practical value for years throughout the world.
The development is, however, going further, and there are already two machine
lasting systems available which can produce high-heel women's shoes in all
heel heights. An especially interesting system is the USMC combined DVUZ-RA
pulling-over toe and side-lasting machine. This machine together with the
USMC 5RB Automatic Heel-Seat Laster deserves serious study.

Annex VI, table 3, shows that there is a possibility of saving s<ven

persons per 1200 pairs from the lasting and making conveyor if the above-mentioned
machines and automatic roughing are installed.

The quality of the shoes should be improved by having loose linings,
thereby eliminating also the lining and laminating operations and that of
stitching down the lining on the lasting margin. In addition to the cement
side lasting by the DVUZ-RA, the sides are also tacked down with 5 or 6 tacks
in each side by the SRB automatic heel-seat laster. As the toe puff and
linings are automatically roughed prior to toe wiping, the operation of skiving
the lasting margins of leather linings or roughing textile linings will be
eliminated.

Six pairs of MC uppers have been sent to USMC with one pair of "Hedi" style
lasts (90 mm heel) to show the quality of the workmanship of these machines.
The USMC has also promisea to arrange a factory visit to a Western European
factory as soon as the machine system is operating in a women's faghion footwear
factory. The expert considers that a machine system as discussed above should
be of interest to MC in the latter part of 1979.

The making of insoles for the production of the Budapest factories
(12,000 pairs) takes place at the B-factory, where a modern Morbach production
line is installed. Plastac machinery from Italy has been ordered for the
Szigetvdr factory, and the Nyirbator and Szeged factories are working with an
old type of conventionally made insole. After installation of the Morbach )
equipment, it was found out that although labour was reduced by about half,
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the final product was more expensive, owing to the use of thicker and more
expensive shank board and to uneconomical material usage of the high speed
cutter. The price difference between the Morbach-produced and the conventional
insole is Ft 0,33 per pair, making it a loss of over Ft one million a year

for the insole production for the Budapest factories. This is actually

a typical example of the way in which the introduction of a well-proven and
economical production technology from a country with a high cost of labour
does not necessarily give economical results in a country with a different

wage structure and raw-materials situation.

According to pre-costing figures, Plastac insoles with injected shank are
the cheapest to produce, with a final price of Ft 0,19 less than the price of
the conventional type of insole. The mamufacturing of pre-finished Neolite
rubber soles for the Budapest Factories is also carried out in the b-factory.
A production line from CIC-Ralph is used for this purpose. The sole edges
are not well finished, giving the whole shoe an nnfinished look. This is
caused partly by low-grade edge colour and partly by a dust exhaustion problem.

E. Quality and quality control

The Hungarian yuality control system has been designed and introduced by
BMKI, which issues and maintains quality norms and standards for the various
products and materials used by the industry. Each company has its own Central
Quality Control Department ( MEFO), and the production plants and sub-plants
have their Factory quality Control Departments (MEO). The MEFO is usually
directly under the jurisdiction of the General Directon and MEO is supervised
from MEFO but functions under the Plant Director or Manager. In other words,

the guality control functions are separated from the production functions.

In the case of MC, MEFO consists of 33 persons (see organogram in annex III).
Of these 33 persous, excluding the Manager, 19 check and receive raw materials,
four work in the laboratory, three work on norms and statistics, two on shoe
claims and four on technical control, i.e. visiting various facilities and
checking that the norms and standards issued are adhered to. In the MEO of
the various facilities, there are 115 people working on various tasks of
checking and controlling quality. This makes a total of 148 persons directly
engaged in quality control functions throughout the organization, which means
that for every 190 pairs produced or for every 32 people employed there is one
engaged in quality control functions. This, in the expert's view, should
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certainly be sufficient man-power to ensure a high quality level.

MEFO and MEO do an excellent job in pz:oducing good data on second-class
and rejected shoes, on claims and customer returns, and on the reasons for

the rejection of raw materials, as reflected in annex VII, tables 4 to T.

It seems, however, that the analyses made and the efforts in the field
of quality control, do not bring the right results. In fact, the quality
of the shoes is very close to the critical level (although MC is one of the
best of the Hungarian factories in this respect). In 1976, revenue losses
owing to downgraded and rejected shoes and customer returns was Ft 91.7 millionm,
or about three times the profit earned by the company. Tablle 1 below
gives details.

Table 1. Shoe sales in 1976

Item Pairs Loss per pair Total loss
(in thousands of Ft)

Second-class articles 198,889 22.80 4,535

Substandard articles 22,000 67 .46 1,484

Security reserve

(30ld locally) 321,720 110.31 36,151

Export claims 79,259 154,44 12,241

Domestic claims 38,850 15742 6,116

Customer returns

(domestic) 159,763 195,33 31,206
Total loss 91,733

The biggest loss is caused by the security reserve for USSR exports.
As orders to the USSR have to be delivered exactly according to specifications,
and only first-class merchandise is accepted, production planning provides
for a 4.5% security reserve to compensate for eventually downgraded shoes,
This 4.5% is usually insufficient, and the total security reserve produced in:
1976 represented 7.7% of tota! export shoes. There is no easy solution to this
problem, and only upgrading quality through better workmanship and better . |
supervision can resolve the difficulties.

The second biggest loss item is domestic customer returns. It is

interesting to note that the main reason for the domestic returns are sole




bond failures, accounting for a total of 65.2% of all domestic returns.

On the other hand, sole bond failures represent ouly 11% of export claims.
As the shoes are mainly of the same construction and have the same materials
and cement, it seems that such a big difference in sole bond failure claims
mist have some other reason than quality, such as a different evaluation by
retailers and buying public of what is considered a legitimate claim.

A special study was made concerning *his very sensitive problem (see the
expert!s technical report of 30 Jamuary 1977). A number of the claims are
really caused by pure carelessness and a lack of supervision, resulting,

for example, in size differences (16.2%), wrong pairing, i.e. two lefts or
two rights (0.6%), or different vamp lengths (12%). In addition to financial
losnes, these faults are causing quite unnecessary irritation with export

customers.

It seems that the main problem about quality 2ontrol in MC is the belief
that quality can be improved by inspections and by-‘producing quality analysis,
instead of building the quality into the products through good workmanship and
supervision. The Quality Control Depariment operates separately from production
functions, and the quality data produced is not followed up by the Production
Managers and Technical Departments. Another factor that seems quite strange
is that domestic claims are not at any stage examined by quality control,
only the claim protocols are analysed. It would be of great importance to
ensure not only that quality control examines shoes that are the subject of
claims, but also that representative samples of the claims are shown to the
Technical and the new Product Development Department.

To improve this situation and to involve production staff and supervisors
more in quality checking, each facility should start a special quality control
system with the participation of senior management and supervisory personnel
(the expert has had good experience of this type of system in a United States
factory). This group should consist of the following persons:

Chief of MEFO or MEQ

Plant Production Manager {Chief Engineer)
Senior Supervisor of Cutting

Senior Supervisor of Stitching

Senior Supervisor of Lasting and Making
Chief of Technical Department

Technical Director and Chief of Product Development in the main plant
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This group of persons should have daily meetings (lasting 15 to 20 mimates),
examine half-finished and finished shoes selected at random by the quality
oontrol department, and make a quality assessment. The lack of quality or faulty
workmanship should then be appropr.ately dealt with as decided by the group.

The examined products should include: a case of finished uppers from eaoh
transporter; six pairs of ready lasted shoes, after roughing; and six paire of
ready shoes from the previous day's production.

In addition to this, the group should have a meeting once a week to go
through the quality analysis provided by quality control and to decide on
oorrective measures to improve the situation. In these meetings it would
be appropriate to present samples of customer returns which could then be
dealt with,

F. Productivity

It is very difficult to compare shoe production outputs in different
countries or even dit‘feront' shoe factories in.the same country. The reason
is that the type of shoes produced and the quality standards required or
technology applied make it impossible to establish a sound basis of comparison.
It is, however, interesting to note the following output figures in various
countries (source: Shoe and Allied Trade Research Association, England (SATRA)).

Output in 1972

Country (pairs/employee)
France 3170
Usa 2995
Canada 2179
Italy 2670
Holland 2470
Denmark 2220
UK 2010
Finland 1969
(Jermany 1960
Belgium 1660
Ireland 1600

According to the figures obtained from MLI, total Hungarian production
in 1976 was 48.4 million pairs, with a total work force of 42,637 persons.
This makes the yearly production figure of 1135 paire per employee. The eeven
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state-controlled factories have a higher output, with a total work force of
23,506 persons and a total production of 31.4 million pairs, i.e. a total
output per employee of 1335 pairs/year.

In the case of MC the figures are as follows:
Total work force: 5,000 persons
Total production: 7.3 million pairs

Output per worker: 1,468 pairs/year

The productivity of MC is the highest of all Hungarian factories, but
still very much below average output in the Western countries. The factory
has modern machinery, applies relatively modern technology and has a very
refined and simple product profile. What is then the reason for the comparatively
low output? If the work content of direct labour in the different departments
of MC is compared with internationally known standards, it will be found that
MC shoes are very much up to the standards normally accepted by the Pirmasens
Shoe Technology Institute (Federal Republic of Germany) or SATRA.

Table 2. Conventional leather shoe manufacture (stick-on process)

Operation Percentage of total labour involved in each operation
SATRA ‘ Pirmasens MC

Cutting 1 8 10

Cloeing 42 52 51

Stock fitting 6 8 5

Lasting and making 30 24 24

Finishing 10 8 10

When checking MC Production Norms for the average production times of
the direct labour involved in MC shoes, the following remilts are obtained:

Operation Approximate average time involved (mimites)
Cutting of upper 4
Cloeing of upper 21
Stock fitting 2
Lasting and making 9.7
Finishing 4.3
41 (production time)
_4.3 (10.5%)
Total 45.3

N
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This would give a direct labour productivity per worker of 10.6 paira/ﬁuy,

or 2,862 pairs/year (270 working days). This would not be far from the
Scandinavian or the Federal Republic of Germany direct labour outputs. When,
however, the productivity of the entire labour force is taken into account, the
enormous administrative aparatus and the very large indirect labour force brings
the productivity per person down to 5% pairs/day. This figure is confirmed by
the accounts department. The entire payroll of MC is Ft 153 million, making

the average labour cost per pair Ft 20.95. The direct labour part is Pt 74 million,
or an average of Ft 10,13 per pair. Annex VIII contains a cost breakdown
of a typical MC shoe. Direct labour accounts for only 5.4% of the total cost
of the shoe (in Western Burope direct labour is normally about 25-29%).

It is therefore clear that direct labour rationalization, especially if
involving heavy investment, will bring very little savings in the cost.
Administrative ra‘ionalization, however, would be highly desirable, and

could result in substantial savings.

G. Materials and components

Most of the raw materials used by MC are of Hungarian origin. Of a
total consumption of upper leathers of 844,435 ﬁ2 in 1976, only 5.36%, or
45, 300 m2, was imported. The total value of all the imported raw materials
was Pt 52 million, making 4.63% of a total raw material consumption valued
at Ft 1,123 million, On the other hand, it must be remembered that about
60% of the cattle hides used for local leather are imported, in addition to
most of the chemicals needed for the manufacturing of soles, heels, synthetic

materials etc.

One of the biggest problems for the shoe industry is the unrealibility
of material deliveries and the fluctuation of quality, especially in upper
leathers. It can be seen from annex VII, table 12, that the MEFO of MC
has graded down 15.2% of all upper leathers received and returned to the
supplier 17.2% of all upper leathers inspected. To accept only 67% of all
leathers inspected would be considered a very exceptional situation, and
certainly not a healthy one, for both the tannery and the shoe factory in
the Westzrn shoe and leather industry. This shows clearly that the locally
mamufactured leathers are far from being cf satisfactory quality, and in
spite of the grading-down and rejection of the leathers, the biggest
production problems relate to leather. Over 100,000 pairs, or 22% of the
second class shoes, have material faults, and 18.7% of the export returns

are caused by various leather faults.

RO V.
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The biggest problem, however, is that the local upper leathers are
unsuitable for the production of high-grade women’s fashion shoes. The physical
and chemical standards may well follow Hungarian norms, but the very important
non-measurable properties such as softness, feel, grain distinction, optical
depth of finish, colour shades etc., have not been developed very far, when
compared with Western fashion leather makers. The most important factor in
fashion shoes today is the upper leather, and when this part is lacking it is
impossible to produce a design to the desired standard.

Another serious problem is that the MEFC of MC is sometimes forced to
accept raw materials which are not fully satisfactory, as otherwise the
company would run out of materials. On several occasions the expert noted
that raw material deliveries arrived so late that there was no time to make
any checks or tests. The materials were sent to production immediately and

the tests carried out later,

The large variation in leather substances ceuses many production problems.
Materials which are specified 0.9 mm to 1.2 mm in substance are normally
0.9 mm to 1.6 mm (over 70% are on the heavy side). When a design is made, the
leather should, according to specification, be of light, soft and supple
quality, and the designer specifies an interlining for improvement of shape
retention. When the material is then received, 0.3 mm to 0.4 mm thicker,
rigid and unpliable, with an interlining cemented by using 5 to 6 cl of latex,
it is no wonder that even the designer cannot recognize his own creation.
The main reason for this situation is that the leather raw material, if split
to the correct thickness, will not give tear strength according to specification.
Ther is of course no easy answer to these problems, and the corrective
measures must start already in the rawhide buying. The shoe industry could
work with lower tear-strength materials if the correct type of interlinings
is used and appropriate care in production taken. The results would be
a much softer shoe and better foot comfort. However, no shoe factory in
Hungary would take such a risk if not sanctioned through BIMEO.

The technical problems concerning various components have been given
detailed consideration in the report of the expert in designing and pattern

cutting, and recommendations concerning insoles, stiffeners etc. offered.

Therefore, only some of the more general aspects of these problems will be
dealt with here.
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The Western Buropean shoe industcy has during ‘the past two decades more
and more developed in the direction of an assembly industiy. In other words,
the shoe industry produces shoes from components delivered by the component
industry. In Hungary this development is not so far advanced, and the shoe
factories are compelled to produce a large part of their own components,
such as insoles, unit soles etc. This, of course, takes away the benefits
of spec.alization and is part of the reason why the Hungarian shoe industry
has such a low productivity figure per worker in comparison with the Western
shoe industry.

It may be advisable to start up a component industry by creating a
special factory or by amalgamating a group of factories under centrally
co-ordinated management. In very broad outline, this should involve the
pamufacturing of lasts, heels, unit soles, insoles and stiffeners. The above
project should be carefully studied, formulated and evaluated.

H. Lasts

There seems to be considerable confusion about the tolerances allowed
to the lasts. In MC, the tolerances allowed in the last bottom length
have been & 1,0 mm, in spite of the fact that Goverrment standard No. 3355/1
specifies 0.5 mm. Moreover, a checking of MC lasts by a member of the team
of experts showed that over 50% of the lasts had a tolerance of 1.5 mm or
more in the 'ast bottom. The largest error measured was + 3.0 mm, Furthermore,
most of the MC lasts are solid without hinge or split. This causes distortion
of the shoes in the last slipping. The reason why MC uses solid lasts is
that the hinged lasts made by the local last factory break too easily.
Another point giving problems in MC production is that the lasts are made
t0o thick on the ankle position. The throats at the top line of the shoes
are therefore too wide and open. The reason for designing the last so thick
at the ankle position is that the lasts sometimes break in sole pressing.
It is suspected that part of the reason for this breakage is heavier than
normal pressure used by MC, and not only the quality of the lastwood.

During the visit to the last factory, various points concerning last

tolerances and last normalization were discussed in depth. The present

system of making and ordering a new last from MC is as follows:
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(a) The MC last designer makes one half pair of medium size lasts
in rough and supplies the last factory with the last bottom and profile
templates;

(b) The last factory makes one pair of lasts which after going
through a fitting trial in MC may be altered until a satisfactory fitting
and look is obtained;

(c) After the last has been approved it will be signed by both
MC and the last factory. MinSs8gi then supplies a full set of graded last
bottoms and last profile templates to the last factory;

(d) The last factory grades the whole series of lasts (1n MC's
case mainly ladies one to eight with half sizes) from one medium size
grading model (namely size four).

The main reason, according to technicians at the last factory, for the
large tolerances is the following. As the thres-dimensional last grading in
the last factory differs from the plane grading of templates by MC, it causes
the smaller sizes to gain more width on the last bottom and makes the larger
sizes too narrow. This would be corrected by making three grading lasts for
the series, but there is not enough last designing capacity available in the
factory. The last factory considered that if three graling lasts were used,

a tolerance of ¥ 0.5 mm in the last bottom could be achieved.

Although it is agreed that the above situation exists and to a considerable
extent affects the quality standards of the lasts, the expert belisves that
the main reason for the large tolerances, aspecially in the length of the
lasts, is caused by badly controlled finishing work of lasts after turning.
During a brief visit to the last factory finishing department, both of the
UNIDO experts agreed on the following:
(a) The work in the last factory is corcentrated more on output
then on quality;

(b) The skills of the finishers did not seem to be of acceptable
standard;

(c) Not emough mamual controls and checking against bottom and
profile templates was carried out after grinding off the knobs in the last
front and tack and after various other finishing operations.

The above points were discussed with the last factory technical
personnel and they agreed that the situation referred to exists to some
extent. The reasor was that the capacity of the factory was too small, and
that the factory needed investment to remedy the situation. Secordly, it is
very difficult to attract good and skilled workers to a factory which,
according to plans, should probably move to another location in the country.
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It was also pointed out that the machinery, although well maintained, started
to show wear and thereby led to inaccuracies.

The raw material used for the lasts is mainly local beechwood of
medium to low quality (the best quality is used for furniture). It is
seasoned for one year, but the seasoning and drying chambers are old and do
not function accurately. The synthetic lasts are made of polyethylene and
the blocks are injected in Dombdvér and Pécs. The lasts are plated in
another factory in Budapest.

A visit was paid to BMKI to discuss last normalization and to find out
the present status of the normalization programme carried out by the
Institute. The following information was obtained.

A last normalization system was introduced in early 196C and adopted
by a few Hungarian shoe factories. Other Hungarian shoe factories, for
instance MC, bave in some cases adopted their own normalization, or copy
foreign lasts and have in their range different Western European standard
lasts. This situation causes several difficulties for component-making,

tooling and also for the consumer.

A new last normelization programme started in the late nineteen-sixties
and ic based on an extensive foot measurement programme (15,000 persons)
carried out from 1968 to 1970. TFor this purpose the Institute developed a
foot measurement device through a photometric system. A special device
called a podograph was constructed, and the photos taken by this method are
then analysed by an automatic analysing machine. This method is very
interesting and would certainly find use in similar foot-measuring programmes,

if adopted in other coun‘ries with UNIDO assistance.

The second step is to collect all lasts presently used by the industry
and to analyse them and to combine these results with the foot measurement
result for making a suitable standard last for the different groups (babies,
children, ladies, men etc.).

The time schedule to complete this research work is as follows:
children - 1977, men - 1978, ladies - 1979.

The last normalization standard worked out will then be introduced
through the Bureau of Standards as a recommended industrial standard. This
means that the shoe factories are still free to use their own or any other
atandard for their production. The government standard will only enforce
sizing and marking anid general quality aspects.
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The last normalization research is not completed btut the UNIDO expert
team was informed that the last standardization will follow the usually
applied norms, such as standardizing the back parts and the seats of the lasts,
standariizing to one back height, and so on. It is interesting to note that
the standardization to one heel height in a size range is not planned. The

reason for this is that the last factory does not have the necessary capacity
or skills,

On the basis of the foregoing, the following conclusions can be drawn

and some preliminary recommendations made:

(a) The last factory needs investment to cope with the quantity and
especially with the quality requirements of the expanding and modernizing shoe
industry;

(b) There seems to be a certain lack of technical know-how in the
last factory. It would therefore be of advantage if a technical know-how
agreement could be worked out with a reputable Western last factory or some
technical help could be obtained through UNIDO services. In this connection,
the MLI has requested UNIDO to find a suitable specialist to undertake a
mission in 1978. As mentioned earlier, it may be of advantage if the last
factory would be amalgamated with a group of component makers so that the
last factory's work can be closely co-ordinated with the mamufacture of 1eels,
insoles, out-soles and pre-moulded stiffeners;

(c) As the lack of skilled workers in the Budapesi area is hampering
the production of quality lasts, it should be decided as soon as possible to
re-locate the factory, and an intensive training programme should then be put
into effect;

(d) More manmmal work and controls should be introduced in the finishing
of the lasts;

(e) The work on last standardization carried out by BMKI is based on
a very broad research programme and is certainly well conceived. However,
the expert has the following reservations:

(i) To collect for analysis all the lasts currently in use in the
shoe industry and to use the results to create a medium standard may cause
some deviations from correct fitting. It has been established that some
of the lasts used by MinSségi do not follow good fitting standards, being
for instance too low on the toe. It may be better if BMKI creates the
standard lasts independently from the presently used lacts, or at least the
errors in the present lasts must be taken into consideration in the analysis;

(ii) Standardization to one heel height in a range of sizes
should te studied, and the last factory capacity and technical equipment and
know-how should be geared accordingly ;

(iii) If a standardization programme is carried out it should be
enforced to a greater extent than just a recommended industrial standard.
Otherwise, the same last problems will contimue in future.
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I. Machinery

The machinery in MC is, generally speaking,of quite good standard, and
in some cases represents the most recent technology. This applies especially
to some of the machinery selected for the "Katy" project, such as the Flastac and
Bruggi equipment for, respectively, insole and leather unit sole making, and
the automatic roughing equipment from the United Shoe Machine Co. (UsMe) .

To improve machinery standards further and to bring the techmology of
the various facilities to the same level, a proposal has been made for
machinery investment on the basis of the list contained in annex VIII. This
list has been discussed and modified on several occasions, and it now represents
the collective work of MC and the UNIDO expert team. In most cases the
machinery is selected to improve present quality standards and to reduce
losses caused by sub-standard production. The machinery also represents a
rationalization of present production technology and production methods, so

as to save labour (especially skilled labour) in sensitive areas.

Closing department

After further study of the closing department machinery, it was decided
not to recommend the computer-controlled sewing automats, and that the funds
involved could be better utilized for other purposes. The four USMC NC-Riegel
Automats A/ACB-A1 have been reduced to only two. This type of stitching
automat opens up interesting new possibilities for the technical pattern
maker to rationalize sewing department work. The machines are, however, so
expensive that it would be better to start with only two, and to work out a
suitable technology which could be expanded at a later date.

There is a need for KAEV stitching-room transporters, and a study made
in the Szigetvdr factory confirms that productivity improvements of 10% to
15% can be obtained when using this type of transporter with the MC type of
shoes, i.e. shoes involving relatively limited production series and large
variations in stitching technplogy and operation sequence between the various
patterns. Two Wsk-Intermarking machines should te obtained. These machines
would greatly rationalize sewing work by heat-embossing (with or without foil)
a stitch mark to the leather upper simultaneously with the cutting operation.

This method is suitable for genuine leather as well as synthetic uppers.

The upper-leather splitting machines used by MC have been subjected to

serious wear and tear and cannot give an even splitting of larger pieces of

R
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upper leather. It is therefore recommended that four' new Fortuna-model UA
splitters should be obtained. This machine is also suitable for contour and
profile skiving. As MC is skiving their own toe puffs and will have to
contimie to do so for some time to come, it would be advisable to have special
machines for this operation. To invest in special toe-puff skivers will
increase capacity in this operation and also save the upper skiving machines
currently used for this operation. MNC also needs machinery for the mamufacture
of straps. It would be useful if a special department for the manufacture

of straps could be started. Two Protos strap manufacture machines with

thermocement, model 1641 G, are recommended for this purpose.

In addition to the above, 20 Albeko Interlining Presses, model 113P, are
recommended. This is the cheapest press of the round-table type that the
expert has been able to find on the market. It may be, however, that these
presses can be made by MC mechanics. One "home-made" press is now on trial
run, If fully satisfactory, this item will naturally be produced in MC.

A total of 42 various types of stitching machines were recommended by the
UNIDO expert team after a study of the new range of MC shoes and of the
various recommendations given by experts from the Pfaff Machine Co.

Preparation Department

The production line for the mamufacture of pre-moulded fibreboard
counters, which was dealt with in previous reports, has not been covered in
the machinery recommendations. It is instead suggested that the production
of pre-moulded fibreboard counters should be carried out by a components
factory. To save foreign currency, machinery investment should be made for
a Welt-making Department producing the necessary welts for the leather unit
soles made with Bruggi machinery. The total investment for this purpose
would be Pt 2,355,300, including customs duties, handling and transport.

sti d Making Depariment

As MC is presently working with a three-machine lasting system, and
will do so for quite some time in the future, it is advisable that the type
of shoes mamufactured, i.e, high-heel women's fashion shoes, should be
tack-lasted at the joint. It is therefore recommended that eight sidelasting
(microtacks) machines should be purchased. This would standardize the system
and improve the poor results currently obtained from side~lasting carried

out by traditional staple lasters.

.
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One of the biggest problems with MC shoes is the poor roughing of the
lasting allowance and this is certainly causing a bulk of the legitimate
returns for sole bond failures. It is recommended that automatic roughing,
which now works in the Szigetvdr plant, should be introduced into the other
plants. Annex IX shows that the total revemue loss incurred by MC plants
as a result of roughing faults was about Ft 10 million in 1976. An investment
of 7 sets of automatic roughing machines, combined with Morbach roughing
machine model 14C, would cost about Ft 8 million. If the improvement amounted
to only 25%, the machinery would pay for itself in 35 months.

J. Process time and inventory control

The inventory control record of MC shows that the total '"work-in-process"
inventory for the factories fluctuated between 15.6 and 7.5 days, averaging
11.2 days for the whole group.

This result, which compares favourably with most well organized Western
shoe factories, is achieved by accurate planning and programming and
facilitated by the large series and ample time allowed, by the domestic and
USSR markets, from the date of order to the time of delivery. For instance,
the USSR delivery schedule for 1978 is as follows:

Sopt./Oot.1976: First fashion and style indications received from
Octs Rasno Export, the USSR buying organization responsible
for the import of footwear and allied products
Nov,/Dec,1976: Presentation of basic collection to Rasno
Feb, 1977: Rasno review, suggesied modifications and new ideas
May 1977:  Presentation of complete collection and receipt of
orders for 1978 production and deliveries
July 1977: Receipt of specifications for making up production
Plans
Sept. 1977: Final production programme for the first half year
of 1978

Under these conditions, it might be expected that the results would be still
better, but the process time is lengthened by such factors as component flow
between the different facilities and the unreliability of raw material supply.

The planning system, on which the compziatively good process times are
based, depends on the large series and on the time allowed for material orders,

deliveries etc. It is not suited for the Western type of fast-changing fashion
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markets. It is not easy to suggest changes at the factory level to improve
the present situation, as those required involve currently applied import and
export procedures. It would be difficult for the Hungarian shoe industry to
oompete in the high-fashion footwear field with the Western countries as long
a8 the shoe factories are restricted to working only with the central
export-import system and their own marketing and purchasing departments are
not allowed the freedom to work more independently. Until such time, the
Western exports can only work on the standard bulk production lines where

the competition is extremely hard and the margin of profit very limited.
Naturally some type of "joint venture" projects with Western factories can

be workable, but unless some organizational changes are made, even projects
like the "Katy" project may prove difficult to manage to the satisfaction

of the fast-moving marketis.

K. Marketing

As the marketing aspects have already been dealt with in detail in the
technical report of the team marketing cxpert,}/ only a few observations will
be added here.

The primary long-term objective of the project covered by this report is
to help MC to increase its export potential to the Western countries and to
make suggestions to maintain future development. The biggest difficulty
hampering access to Western markets is the non-market-oriented management
structure. There seems to be a certain reluctance to adopt modern marketing
techniques, which would be necessary to assist the break~through into the
sophisticated buyer-oriented markets. This is partly caused by the fact that
the centrally-planned economy does not give full freedom of movement to the
factories and that the product profile and quantities are decided at ministry
level. However, central planning does not eliminate the importance of an
active marketing organization at the factory level. For the local and the

Council for Mutual Economic Assistance (CMEA) markets, the marketing departiment

must, of course, work within the framework provided by central planning, but
it is important that the central directives are harmonized and completed with

the marketing departmentt!s own detailed work.

3/ E. Paschkuoz, "Footwear development and marketing" (DP/ID/SER.A/48).
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With regard to exports in general and Western exports in particular, the
fact that Tanimpex is formally in charge of all export activities, should not
stop the development of independent export efforts. The management and
marketing (commercial) department of MC should consider Tanimpex what it is,
a foreign trade agency needing constant checking, pushing and all the
assistance that an active marketing department can give. It should be
realized by the Government, Tanimpex and MC that better foreign trade results
can only be achieved by greater efforts on the part of the manufacturer. It
cannot be expected that a central agency handling so many product lines can
have active knowledge of each manufacturer’s optimum possibilities and
satisfactorily handle, alone and without active help from the mamufacturer,
the export field-work. By field-work is meant the representation of a company
at foreign trade fairs, visits to the main customers or to potential customers,
collecting information from material shows, fashion shows and plain window
shopping in the leading shoe fashion centres. Firsthand experience and
information is very much necessary in these activities and cannot be replaced
by second-hand information from an agency. It is well known that a shoe sale
may often depend on a certain change of the original model requested by the
customer. Such a change request should as far as possible be dealt with on
the sp>t. Only a well informed marketing man from tue manufacturer can deal
with such a change immediately. An agency representative mist first make

inquiries with the manufacturer, and as the line of communication is very long,

the chance is that when a reply is received it is already too late for the sale.

With regard to general organization, the work of the marketing (today
called commercial) department has already been outlined, and should have
considerable influence on style development through a special range builder.
It is very important that a well qualified person, with a good knowledge of
shoe technology and design and working under the Marketing Director, should,
in co-operation with Tanimpex, direct the work of range building. This person
and his associates must work within the framework protvided by the central
authorities and the national parameters. But he must on the other hand give
the range the individual "stamp" of MC and direct the range so that the special
capabilities of the various MC facilities are fully utilized and that the
Price ranges are correctly balanced, i.e. each price range is proviied with
shoes which will give the maximum economic return of the product as well as

the suitable aesthetic look required by the market in question.

[N
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In this and previous UNIDO reports, reference has often been made to
the "Western markets". An attempt will be made to define this very vague
term and to analyse export potential to this area. By "Western markets" the
expert means the developed industrialized countries of Western Earope, the
United States and Canada. Exports from Hungary to these countries are by no
means free, but in many cases severely restricted by quotas or licenses, and
in some cases protected by high customs duties.

With regard to ithe United States, the Katy project provides a framework
for the export of two million pairs per year. This is, of course, not a large
quantity for such a huge market, but to reach this volume of trade with a
sophisticated market will mean many changes in shoe technology and many
problems to oe solved, which it is hoped will be achieved with assistance
provided under the Katy project. On the other hand, Hungary has no trade
agreement with the United States, and the 20% duty will make it difficult to
compete with the most favoured nations subject to customs duties of only
8% to 10%. It should also be remembered that United States shoe mamifacturers
bave for years asked the United States authorities for protection against
imported shoes. There is at present a request to increase customs duties to
404 on all imported shoes exceeding the 1974 import level of 266 million pairs.

This is of course a question of trade policy outside the scope of the report.

The Southern Buropean countries such as Greece, Italy, Portugal, Spain, etc,
may be regarded as competitors in the Western Buropean markets. This leaves
Austria, Belgium, the Federal Republic of Germany, France, Luxembourg, the
Netherlands, the Scandinavian countries, Switzerland and the United Kingdom.
The only large Scandinavian market is Sweden. However, the Swedish-Hungarian
trade agreement provides only a very limited quota for footwear, which is
fully utilized. The same applies to the market of the Federal Republic of
Germany, which has traditionally been an important trading partner for Hungary.
In fact, the older consumer groups will still remember the Hungarian handmade
Budapest-style shoes as a top-quality footwear. In the oase of Austria and
Switzerland, no trade restriction exists. The market potemntials are, however,
quite limited. This limited potential should be better exploited and some
serious marketing efforts carried out. This applies also to Belgium,
Luxembourg and the Netherlands, countries in which the import of women's shoes
is free and without trade restrictionms.

The British and French markets are both very large and without trade
restrictions for Hungarian shoes. The expert, however, although unfamiliar

R ——
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with the French market, doubis whether the present type of MC shoes could
find any possibilities there. A market study would have to be made to find
out whether or not MC could produce a suitable shoe with economical returns
for this market. On the other hand, the expert considers that some real
possibilities exist on the British market. For instance, the British Shoe
Corporation, with 2000 retail outlets and very limited mamufacturing facilities,
should be exactly the type of organization that MC could find an ideal
trading partner, The type of simple court shoe currently produced by MC
could hardly find any competitive position in this market, as it is already
being manufactured by large English factories more cheaply and better than
MC could manage. Most probably the right type of product to fit the British
market under prevailing conditions would be boois and sandals. The British
market might very well be able to use the type of shoes which now seems

to be right for the Xaty project.

With regard to the local market, the UNIDO team marketing expert
suggested that it would be of great benefit to MC if one or two retail outlets
were directly administered by them. This would seem to be a wise step to take,
not only from the marketing point of view, but also in other respects, such

as acquiring direct experience from consumer claims and returns.

L. General organization

There are usually many varying opinions about how a shoe factory should
be organized, and certainly the local conditions, labour laws and administra~
tive requirements play such a large part that no univcrsal solution is
available. The product profile, which greatly varies from factory to factory,
is probably the most important single factor for iet:rmining which type of
organization should be selected. The MC group of factories was reorganized
at the end of 1975 and has functioned well under the strong leadership of the
present General Director. There are, however, some improvements which can
be suggested, and it is felt that the changes taking place in the btuying habits
of the local population as well as that of the other CMEA countries will have
to influence the whole organizational structure of a company producing
consumer goods. In this comnection, the sellers market concept for consumer
products such as shoes is gradually loosing ground to a strongly oriented
buyers market.

B e s X
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The organization of a company such as MC, with several production
facilities and sub-facilities, is certainly not an easy task, especially as
the distance between the various factories is in many cases measured in
hindreds of kilometres and the communications are not the best. A company
of this type needs a very strong and efficient central organization rd
at the same time the factories need a certasin amount of independe. to

be able to operate with maximum efficiency.

It is customary that a company of this type is organized so that the
various production facilities are specialized in a certain product. With
this type of organization the staff can learn special skills, which ig very
important in an industry relying on operator skills for quality. It cannot
be expected, for instance, that a cutter who is used to working with
corrected grain side leather can change overnight to cutting full-grain
aniline leather in pairs or to working with delicate chevreaux material and
obtain acceptable results. This type of specialization exists only to a
limited degree in the MC group of factories. Greater specialization according
to type of shoes, markets and price range would not only help in quality
improvements, but also improve the machinery and manpower utilization factor.

The work of the technologist and production planner would also be made easier.

Annex III contains a suggested organogram for the MC central organization,
concerning which the following observations should be noted. It is usually
felt that the General Director (GD) should be free from all routine work
80 a8 to be able to concentrate on the bigger issues. Certain control organs,
such as the internal control department and the general organization and
investment department, should, however, be directly under his supervision.

As many of the MC production facilities are very large and need a highly
qualified director, it is advisable to have them directly under the GD.
This is how it also functions today.

The main difference in the suggested organization plan and today’s
organization (annex IV) is that the writer has increased the number of
directore in the central organization from five to six, The addition is the
Purchasing Director who is in charge of all material supplies as well as
machinery supplies and equipment purchasing. In Westernfactories of the
size of MC a special man at the director’s level usually looks after the
very important function of material supply. In Hungary many of the shoe
industry problems are intimately connected with unreliable material supply
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combined with quality fluctuations, and the content of raw materials is over
70% of the price of the shoe. It would therefore be logical to have a
highly-qualified person devote all his time and effort to these problems.

As this post requires contacts with foreign suppliers as well, it would be
useful if the Purchasing Director has some foreign language knowledge and
experience in the work of a foreign trade agency such as Tanimpex.

Another important difference between today's organization and the
suggested organogram is that the Marketing Director (called today the
Commercial Director) is made responsible for the product profile and
range building. The easy trading days are clearly numbered, and no company
can be expected to exist without meeting customer demands. Therefore the
Marketing Depariment, which has direct contact with the customers, knows
their wishes and is responsible fo. the sales result, must have the means
to exercise its influence over the product range. The marketing work of=
this Department should be organized according to the recommendation of the
UNIDO team marketing expert-/ , and the Department should have a Range Builder
who, under the Marketing Director and with the kelp of the marketing
specialists, ie responsible for the product profile. The Range Builder's
job is not only to co-ordinate the work of the Product Development Depariment
and the Marketing Department; its real job is to work out the range request
in detail and to supply the product development staff with clear instructions
for each range by specifying the following: general type of shoe, price class,
last, heel, sole, type of upper design and material, colours, decorations etc.
This request should be supported by sketches, photos, cuts from fashion
magazines, colour samples and material cuttings.

The Fange Builder will take an active part in the work of the sample
gselection jury, co-ordinate the sales range and see to it that the sales
force and marketing will have the samples in correct time with the necessary
back-up information concerning prices, deliveries etc. The work of the Range
Builder will involve extensive travelling and require some foreign language
knowledge as well as solid know-how in shoe design, technology and materials.

A certain overlapping of duties has been noted in the present organization
of technical development. For instance, the Central Organization and

4
-/ Ibid., annex V.
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Development Department (directly under the GD), the Techmical Development
Department (under Product Development and the TD), and the Budapest faotories!
technical development services are all working on technology and technical
development and sometimes on the same projects and problems. The job
descriptions are not clear emough, nor is it clear which of the departments
should initiate orders for spare parts, tools or implements for new machinery

or technology.

In the suggested central organogram all the technical development work
has been concentrated under the TD, who has the following main depariments
under his jurisdiction: Central Work Studies, Technical Services, Research
and Development, Central Quality Control and Laboratory, Development of
New Products.

The Central Work Studies Department would be responsible for production
planning, including long-term plans (five-year plan) and the half-year
production plans. Production programming will be concerned with the closer
details of the plans and the utilization of the various facilities, so that
the special skills of a production unit will be used for the right type of
shoe. The method study, time study and technical norms as well as the
incentive schemes are all under the Work Study Department, and it is hoped
that the recommended MTM course will help this department to standardize
technical norms and increase productivity.

The Research and Development Department is a newly-created main department
which will take over a part of the responsibilities of the present Main
Organization and Development Department and part of the work of the present
Product Development Department. This department will then have full
responsibility for development in machinery, technology and materials, and in
particular for the following: new machinery and material evaluation,
material norms, official norms and standards, new technology, chemical
technology and technical literature. The responsibility of the department
head is to follow up all new development in the sector of machinery, technology
and materials, to recommend new machinery to be purchased, and after approval
has been received through the Organization and Investment Department (directly
under the GD) to see that the machinery is ordered correctly with all details
including tools, spare parts and supplies needed for a trial production
period of for example three months. The job of this depariment is also to

deliver the purchased machinery or new technology in working order tc the
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production plants with the help of the supplier's installation techniocians

and its own factory mechanics. The job requires a well-qualified shoe techno-
logist with a knowledge of languages, as visits to foreign trade fairs and
technical symposiums will be necessary.

The Central Quality Control Department would be under the TD. The
modern trend in organizing quality control is to keep quality control apart
from production functions and often directly under the Managing Director.

This is how the present organization functions, but not satisfactorily.

This very important subject was dealt with in chapter II, section E. The
Department for the Development of New Products would work as previously under
the TD, but as already mentioned the Technical Development Section will be’
placed under the Research and Development Department for easier co-ordination.
This department should in other respects be organized as suggested by the team

expert in shoe design and pattern—cutting.z/

There is no* much to say about the work of the economy and the a.dminigtrw—
tive departments. It seems, however, that these departments employ a much
larger number of people than what is customary in Western countries. This is
partly caused by the different administrative requirements, but some admini-
strative rationalizatior should be carried out to reduce present inefficiency.
An Administrative Rationalization Section should be added to the General
Organization and Investment Department, and the first job for the section
should te to organize an internal postal service, a paging system and a typing
pool. As there is no internal postal servicg. \a:ll written inter-departmental
commnications are delivered by hand by members of the departments concerned.
This is a waste of productive time, especially as the distance between the
departments can be hundreds of metres. 3By providing the different departments
with in-and-out post toxes and having a postman make a few rounds each day,
this problem would be solved. Considerable time is also wasted and sometimes
important messages or international phone calls are delayed owing to the lack
of a paging system. As the factory buildings a:e widely spread it is
sometimes difficult to find a person in a short time by sending somecne to
trace that person. A system with signal lights or individual pocket buzzers
would solve the problem. It has been noted that writing letters, memos etc.
is often done by a technician or an administrator with very little typing
skill, owing to the lack of an effizient typing pool. A central typing pool
in the different facilities would rationalize much unproductive work.

2/ K.H., Longman, loc. cit.
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III. SABARTA SHOE FACTORY
A. Bao und

This ohapter summarizes the team work carried out in Sabaria Shoe Factory
by the Organization Group and the Quality Control Group from 4 March 1977 to
15 May 1977. The findings and recommendations of the teams are presented in
condensed form in this report and in the related annexes. More detailed
material is available only in the Hungarian language.

Sabaria Shoe Factory in Szombathely is one of the 7 state-controlled
companies with a total production of 5,414 million pairs 1976. The total
Production value exceeded Ft 1,000 million, and ranks thereby as the third
largest Hungarian shoe factory. The total mumber of employees was 4,234,
making a productivity of 1,278 pairs per person per year, which is below the
Hungarian average and far below the normal Western European standard. The
quality standard during the production year 1976 was also much lower than
planned, and only 83,74 of production was qualified as first-class merchandise
with a large percentage of shoes being returned as a result of customer claims.
On the domestic market about 7% was returned from consumers, representing a
value of about Ft 50 million.,

As instructed by MLI, the expert visited the Sabaria Shoe Factory in
early February 1977 and made a short survey of the factory's technical
standard, product range and profile, and the general organization. A technical
report on the factory was submitted to UNIDO, MLI and the General Director of
the factory on 7 February 1977.

This report was discuzssed with the M of LI and the General Director, and
a joint project was launched on 8 March 1977.

The expert was appointed team leader for the Organization Group and the
Quality Control Group, the teams started to work on 21 March and had finished
the first part of their task when this report was drawn up. A new organizational
structure had been worked out in detail and an improved quality control scheme
was ready for presentation. This report contains a summary of the main

results, the details of which are available only in the Hungarian language.

On all of the issues dealt with, suitable compromises were reached
whenever differences of opinion occurred. In two cases, however, a team member
wished to place on record his dissenting opinion concerning the organizational
structure of the quality control department.
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B. Findings

1. Organization

The present organizational structure of the Sabaria Shoe Faotory
(annex X) is not functioning properly and needs urgent reorganization. The
expert, in his report of 7 February 1977, made a general proposal for a new
type of organizational structure at the Sabaria Shoe Factory. This proposal
was discussed with MLI, and it was decided that the two Director poste suggested
by the writer for the marketing and purchasing functions should be combined
under one Director, namely the Commercial Director. Thereby the organizational
structure at Director’'s level was defined, with a General Director to supervise
the work and functions of the Technical, Commercial and Economic Directors.
It was decided that the Organization Group was to establish the best possible
organizational structure, without considering the current availability of
personnel, and after the organization was ready, it would be decided what
type of reschooling and new employment would be needed.

The Organization Department of the Sabaria Shoe Factory made a substantial
contribution by working out the information flow, functions and sub-functions
needed for the effective running of the plants. The Organization Group worked
out the organograms and determined the functions, authority and fields of
responsibility for the following posts: General Director, Technical Director,
Commercial Director, Szombathely Factory Director, KSrmend Factory Director
and MEFO (annex X).

The following are the main changes from the present organizational

structure:

(a) A new post of Commercial Director is created;

(v) The Commercial Director assumes the responsibilities for both
marketing and purchasing;

(c) The Commercial Director is given the responsibility of range buildings

(d) The quality of incoming raw materials is the responsibility of the
Commercial Director and he will administer the material receiving operations.
The functional control of raw materials rests, however, with MEFO (an objection
to this function was recorded by a team member);

(e) MEFO will function under the Technical Director instead of the
General Director (this was objected to by a team member).
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2. Quality control

As quality must be built into the shoes and cannot be improved by ever
80 careful analysis or fault examinations by a separate department for quality
control, it was suggested that the quality control should not be an entirely
separate organizational unit, but should be intimately connected with production
functions. It was therefore suggested that the following organizational
changes should take place:

(a) The MEFO organization should work under the Technical Director
and not under the General Director;

(b) The MEO should function under the Department Production Managers;

(c) Respomsibility for the quality of incoming materials should be
Placed in the hands of the same person who is responsible for purchasing, i.e.
the Commercial Director. The functional control should, however, remain
with MEFO;

(d) The Laboratory should be connected with the Technical Development
Department and not with quality control. It should, however, continue to
service the Quality Control Department with quality control data.

The above points were discussed by the team, and after strong and
well-motivated objections, it was decided not to adopt points (b) and (d).

The MEO would therefore continue to work directly under the Factory Director
and the Laboratory will, as before, belong to the Quality Control Departmmnt.
The group is recommending, however, that the MEFO organization should be ‘.nder
the Technical Director, and that the responsibility for raw material quality,
the administration of incoming material supplies and selection functions
should be under the Commercial Director. With regard to MEFO, the main reasons
for the suggested changes are the following:

(a) The GD should be disconnected from all routine work as far as
possible;

(b) The TD is in charge of production and manufacturing as well as
product development and production preparation. As all the above functions
are intimately connected with the quality aspacts, the TD should also have
a direct access to quality control. The TD is the person whom MEFO must first
alert in case of quality irregularities;

(c) The TD is the person with know-how concerning all aspects of quality,
and can take the correct decisions for needed improvements. The GD is a top
administrator and policy maker without deep technical knowledge, and should
not be involved in detailed technical work.

In connection with raw materials and control, considerable importance

was attached to the following factors:



(a) The Commercial Direotor is in charge of material purchasing,
therefore he must also be responsible for the quality purchased. For this
reason he must also have the authority to administer the raw materials
receiving service and selection procedures;

(v) The Commercial Director is responsible for the time schedule for
incoming raw materials. It is therefore also natural that he will administer
the department selecting the goods.

(¢) The Commercial Director deals with the commercial claims concerning
raw materials. It is therefore logical that he will be able to check them
directly.

The MEFO functions, authority and responsibility are described in annex X.
All these points have been unanimously agreed upon by the quality group.

A quality control training programme was prepared and the group recommended
the implementation of the three courses as soon as possible. The courses are

described in detail in annex XI.

Quality incentive schemes

The team studied the quality incentive scheme started in the Sabaria Shoe
Factory in early 1977. Although the scheme was found rather complicated to
administer, the team decided to recommend its continuation. The factory has
all the information available to administer the scheme, and it would serve
no useful purpose to discontinue a system which was approved by the trade
union and introduced only a few months ago. A proper evaluation of the scheme
should be made at the end of 1977 and a decision should then be taken
concerning its continuation or alteration. A simpler alternative could then

be introduced.

The cutting department leather saving bonus should be urgently changed

from the current system to a simple system embodying the following features:

Saving in upper and lining leathers: 104 premium of material value up to

a maximum of Ft 600 per month;

Saving in synthetic linings and upper: 10% premium of material value up to

a maximum of Ft 400 per month;

Saving in component materiala: 8% premium of material value up to a maximum

of Ft 300 per month;

De-premium caused by material wastage to be carried over to the next

period, but only up to SO%.

Transfer to another job of a cutter receiving de-premium during six

consecutive months.

The system described above has not been 8o far accepted by the trade union.
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Premium system for quality controllers

The premium system for quality control was discussed and the following
system is recommended.

... Cutting Department. If the cutting results concerning material faults is
kept at the planned quality level (presently 95% to 98%), the cutting

room controller receives a bomus of Ft 100 per month. If the quality is
improved from planned quality level by 0.4, the cutting room controller will
receive Ft 150 per month.

Stitching room. If the stitching room faults are belcw 0.8% in the final
grading, the stitching room controllers receive Ft 100 per month. If the
stitching room defects exceed 0.8%, no premium will be paid. After a half-
yearly control of claims and returns (consumer claims), the stitching room
controllers will receive Ft 600 per half year if the stitching defects
giving rise to claims are under 0.5%.

Finished goods control. With regard to inland commercial claims, if the

final grading of the shoes does not deteriorate more than 5%, owing to inland
commercial claims, the controller will receive a bomus of Ft 300/month.

If the deterioration is between 5% and 10%, the controller receives Ft 100
per month.

In the case of exports, the controls carried out by the Soviet Export
Control Organization (MERT) will be used as a basis for determining the
percentage of shoes that have to be re-graded. Regrading rates of 1%,

204 and 25% will bring bonuses of, respectively, Ft 300/month, Pt 200 /month,
and Pt 100/month. The percentage is to be yearly adjusted according to
company plan.

Super control. On the basis of quarterly checking commercial claims under

1%, 1.5% and 2 will bring, respectively, Ft 1000/quarter, Ft 700/quarter,
and Ft 500 /quarter.

Head of MEO., If MERT control is under 22%, the head of MEO receives
Ft 150 /month.

Raw material control. Quality controllers of raw material stock will

supervise the premium for upper leather raceivers, If all leather recaived is
within the acceptable quality assortment norms, the material receiver will obtain

— . o
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a premius of Ft 800/month. If quality deterioriation is less than 9%, the
premiunm will be Ft 600/month, and if deterioration is 9 to 10%, the premium
will be Ft 500 /month. If there is over 10§ deterioration, no premium is
granted,
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IV. RECOMMENDATIONS

A. MinSabgi CipSgyér

1. The whole approach to designing and pattern making should be fundamentally
changed. The determination of designe and sales range should be ensured by

the Marketing Department and not the Technical Department. A special "Range
Builder" should work out the range request for the different markets. The
Range Builder should work under the Marketing (Commercial) Director and

develop the sales range according to directions from the central authorities
and the market research results, and by utilizing the special capabilities

of the various MC plants.

2. The Design and Pattern-making Department should be re-organized in
accordance with the recommendations of the team expert in shoe design and
pattern cutting.é/ The design office and the technical pattern-making
offices should be amalgamated in one department. The work should be
organized so that a certain pattern making or design group will specialize

for a certain product type, market, production plant or production conveyor.

3. All the designs should be properly studied by an experienced closing
room technician before presentation to the jury. The technician will take
the most rational and easiest closing technology into consideration, and
together with the designer make modifications in the construction of the
upper without changing the original appearance. It is of course the designer
who has the final say concerning any changes of an aesthetic nature. The
designer must, however, be aware of the importance of a construction
simplification to the labour content and finally to the price of the shoe.

4. The lining assembly technology for the cheaper grade of synthetic shoe
should be rationalized. Presently the lining assembly of the cheaper type
of shoes takes the same amount of time as the more expensive type of shoes
with leather linings. A suggestion has been submitted separately. The
time-gaving would result in about a 30% improvement in closing room output

for this type of shoes.

5. The cutting room, when more machinery capacity is needed, should be
equipped with conveyors and a "cutter's helper" should carry out the counting,

sorting and bundling operations.

8/ 1pid.



6. The leather cutters should be organized into groups so that a certain
group will specialize in the cutting of a certain type of material and shoe.
It is very important that some type of leathers, such as full-grain aniline
nappa, chevreau (glac8 kid) and similar types, are cut in pairs. This type
of expensive leather must be cut by a real specialist, and the specialization
should continue down the line in the closing and lasting rooms. A special
closing room conveyor should carry out the more difficult and sensitive

work, and another conveyor should be specialized to work at a greater speed
with simple technology for synthetic shoes. The same applies to the lasting
room tracks. A system should be established whereby the design or pattern-
making group already knows that this shoe is going to go through a particular-
production line, and will know exactly what are the capabilities and special
skills available,

7. The closing-room programming must be carried out in more detail. The
programme should not only take into account the total closing-room time per
pair or how many operations are needed to produce 1200 pairs in & hours, but
also the operations involved and the availability of machinery and skilled

operators for special work tempos.

8. An analytical training system for sewing machine operators should be
introduced. UNIDO could arrange for an expert to conduct a course, subject to
an official government request and suitable financing arrangements.

9. The following technical changes should be carried out in the stitching
roomss
(a) All shoe parts should be joined together without previous cement

assembly. The stitching should follow marks from pattern prickers of matrix
markings;

(b) All interlinings should be thermoplastic and joined to the upper
by heat press;

(c) Vamp, regular and nylon-on~foam linings should be thermo-coated
and assembled by heat press;

(d) Linings should be stitched in by hand-fitting without previous
cement assembly; :

(e) Stitch and trim machines should be equipped with original knives or
spares from the machine mamufacturer;

(f) Edge-inking should be done by spray gun and a special spray cupboard
with revolving round table should be developed.
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10. The following technical changes are recommended in the lasting and
making rooms:

(a) The forepart lasting should be changed to hot-melt cements;

(v) Vamp length control should be introduced;

(c) Lasting should be made in pairs;

(d) Roughing should be carried out by wire brush;

(e) All strap shoes should be lasted with closed (buckled) straps;

(f) An instant lasto-meter should be ordered and used for checking of
grain cracking on upper leathers.
11, The Central Quality Control Department (MEFO) should function under the
TD and a daily spot check should be introduced, involving, at factory level,
the participation of the Technical Manager, the chief of MEO, senior supervisors
of all departments, and the chief of the Technical Department. In the main
plant the TD and the head of Research and Development should also participate.

12. The work norms and standard times should be standardized in all the plants,
An MTM system for work evaluation should be introduced, and the services of the
"Deutsche MTM-Vereinigung" requested to hold a course for the technicians

concerned.

13. The material and components, including lasts, should be carefully

checked by the material receiving department and accepted only against the
correct specifications. The production depariments must be immediately
informed of quality variations, if any. This is especially important with
regard to upper leathers, and any variations concerning substance, physical
strength etc. must result in corrective measures such as splitting, reinforcing
or leaving out interlinings, depending on what would be the correct step to
take.

14. Machinery investment should be completed in accordance with the machinery
investment list given in annex VIII. With regard to long-term policy, develop-
ment should proceed along the following lines:

(a) Cutting rooms. Capacity improvement in this department should be
obtained by increasing the utilization grade of the present machinery through
reorganization of the work place. An upper clicking press should not be
considered fully utilized if not clicking at least at 2500 cuts in an
eight-hour shift;

(v) Closing rooms. Careful investigation and practical trials should
be carried out on the automatic sewing section. This should include the
Automatic Control Bar Tacker from USMC and the automatic Controlled Stiicher,
model A, from the same company. The automatic edge following system by
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SATRA and that with geometric controls are also interesting developments,
which in a relatively short time should be ready for production evaluation.
At the present time, however, the above machinery, owing to its complexity,
is not of real benefit to MC, but should be followed up and evaluated by the
technical development section. The prices of this type of automatic machine
with computer control are far to high, but it must be remembered that one of
the items that have recently been going down in price is the electronic
control and calculating device, and this trend certainly seems likely to
continue. Of more immediate interest in the sewing section is the new type
of integrated sewing station, such as the Pfaff 3826, which combines several
operations such as back seam closing, rubbing and taping;

(¢) Lasting and making. In the lasting and making rooms the long-term
goal should be to change to a two-machine lasting system. This should be
considered when the replacement of the present lasting equipment takes place
in a few years! time, Whether the system considered in annex VI will be
adopted, or a similar system at that time will be evaluated as a better
alternative, depends entirely on developments in the near future.

15. Marketing efforts, especially in respect of the Western murkets should
be stimulated. Proper market research must be conducted, and it is important
to determine the needs of the various Western European countries in terms of
potential volume, trade restrictions, type of shoes and price levels, so that
the Development Department can work out the suitable ranges. As a first step
Tanimpex should arrange for the ¥C Commercial Director and Range Builder to
visit one of the large British shoe chains. The object of the visit would
be to obtain firsthand information of the English market, so as then to te
able to make a suitable sample range.

It would be advisable to open one or two local retail ottlets, which
should be administered by the MC Marketing Department. These stores would
give MC both valuable firsthand information about consumer needs and

possibilities to deal directly with consumer claims.

16. With regard to general organization, the central management should te
restructured along lines more orientated to sales and marketing, and the material
purchasing function should be assigned to a newly-created post of Purchasing
Director. This is not in accordance with prevailing Hungarian practices, and

a Purchasing Director is regarded as an addition to the non-productive
administrative apparatus. It must, however, be remembered that over 70% of

the value of Hungarian shoes consiats of raw material costs, and that the
biggest difficulties in manufacturing have to do with the unreliable material
supply. It is therefore necessary to entrust a highly-qualified director with
this function. In the suggested organization plan, as the purchasing function
is taken away from the present Commercial Department and only the sales and
marketing functions are 1éft, this department is called the Marketing Department,

JPIDVDE ¥
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and is headed by the Marketing Director. As this department is also
responsible for customer relations and sales results, it has been given the
range-building function.

The organization of the central management structure should be carried
out by the MC's own organization department to greatest possible extent,

although some outside help from the MLI organization department may be required.
The organization department should also introduce some much-needed administrative

rationalization.

B. Ministry of Light Industry

1. One of the biggest reasons for the relatively unsatisfactory quality of
Hungarian shoes is the use of deficient raw materials and components. The
large percentage of seconds and sub-standard shoes is also caused, to a large
extent, by the raw materials and components situation, and the same applies
to the size of the security reserve. The unreliability of the supply also
causes production difficulties and delays and is the reason for the shoe
factories' relatively high raw materials inventory level. This applies
especially to upper leathers, and there is a need to remedy this situation
as soon as possible. The contimation of the UNIDO project in the leather
industry would therefore be advisable.

2. The quality standards of Hungarian lasts are not fully satisfactory and
the tolerances are much too large. The last factory needs investment to cope
with the quantity and especially with the quality requirements of the expanding
and modernizing shoe industry. It would be advisable if a technical "know-how"
agreement could be worked out with a reliable western last factory. Initially,
a project should be launched with the help of UNIIO to show the factory the
correct steps to be taken.

3. A project should be started to study, evaluate and formulate the
possibilities and benefits of starting on industry for shoe component manufao-

turing. This project should study the possibilities of starting up a completely

new factory for this purpose, and alternatively of amalgamating some of the
existing factories in one group. The components to be manmufactured should
include: lasts, heels, unit soles, insoles, stiffeners (premoulded fibreboard
counters).
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4. Present customer-protection legislation concerning guarantee periods for
footwear should be seriously reoonsidered. The shoe industry should not be
made liable to pay for claims that are not caused by faulty materials or
workmanship. Normal wear and tear in this type of product should be the
consumer'’s liability.

5. With regard to machinery investment policy, BMKI should draw up a

long-term investment plan for the entire shoe industry., It is not a rational
and economical policy to purchase the same type of machinery from different
suppliers. It seems that no consideration is given to spare parts and service
possibilities. This is a very important factor in a country where it takes

& long time to obtain spare parts from outside sources. It would be advisable,
when invesiing in a new production line or machinery system,to obtain a complete
range of equipment from one manufacturer.

6., It seems that government policy concerning.the economic development of
the shoe industry is based only on one principal, i.e. increased production
will bring increased revenue. Every year production is iscreased, and it is )
emphasized to the factories that the most important thing is to meet the
production target. At the present stage of shoe industry development in
Hungary, it would be better to put all the emphasis on quality improvements.
Taking MC 1976 production as an example, it can be calculated that, based on
present profitability (Ft 32 million in 1976), a production increase of one
million pairs would bring an extra profit of only Ft 4.5 million. To achieve
this result, heavy investment, labour recruitment and training would be
necessary. On the other hand, a quality improvement of only 1C% would bring
in a M 9 million, increase in earnings. Such quality improvement should
be easily obtained if a strong campaign is undertaken by the Government to
improve factory controls and work discipline. This government campaign should
motivate the factories and workmen to better performances by setting goals

and offering incentive rewards.

7. The Fellowship Programme provided for in the project budget has so far
not been carried out, The procedure should be accelerated soc that the
Fellowship Programme can be implemented during the last quarter of 1977 at
the latest. Candidates' application papers should be forwarded to UNIIO as
early as possible,
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C. Sabaria Shoe Factory

1. The factory should be reorganized as soon as possible along the lines
suggested in this report and itse annexes, The reorganization programme could
start almost immediately and be implemented during the second half of 1977.
The company has most of the required personnel, barring a suitable person
for the newly-created Commercial Director post. This is obviously one of
the key positions with an essential contribution to make to the successful
management of the company. The person holding this post not only needs the
necessary commercial and shoe industrial know-how, but, as he will be dealing
with both foreign buyers and suppliers, he should also have some foreign
language knowledge. The company will rrobably need some help from the
Ministry to find a suitable person. Outside sources can do very little to
help in implementation and in the further detailed work needed for the
reorganization. The company orgmnization department under the guidance of
the General Director is fully capable of handling this job.

2. The reorganization of the quality control system and department should
be implemented as discussed in this report according to the following

timetable:
Beorganization of the quality control department
Timetable
Preparation of detailed quality control procedures 1977 (second half)
Re-editing of instructions for process control
according to experience accumulated 1978
Implementation of the organizational changes suggested
concerning MEFO, the Development Department and the
Commercial Department 1977 (second half)
Organization of product process quality control 1977 (lecond half)
Reorganization of quality data information system 1977 (second half)
Consolidation of the whole quality control procedure
by issuing detailed written instructions and
co-ordinating the work with other departments 1978
Execution of the training programme
Timetable
Decision on detailed training programme 1977
General course on quality control 1978-1979
lourse on raw material quality control 1977
Course on process control 1977
Finished goods grading course 1978-1979
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centi schemes

Iimetgble
Introduotion of proposed ochanges 1977

3. The faotory will need further help from the quality control group to
implement and introduce the proposad changes and to organize and assist

in training. As soon as a final deoision is reached concerning the implementation
of the quality aspects, the quality control group should draw up a work

programme for the contimuation of the work.

In addition, a random, ‘daily quality control system should be started for
all production units. The main reason is to involve the Production Managers
morse in quality control and to create a forum for fast decision making at the
level of manager ur supervisor.

4. One of the biggest reasons for company revemue losses is domestic

customer returns and claims. The faults are carefully analysed from the

claim protocols, but the claimed shoes are not at any stage examined by quality
control or the techni~al department. The claim protocols do not seem to give
reliable information concerning the defects, and in some cases even give a
totally wrong impression. A system should therefore be worked out to enable
company officials to examine returned shoes.
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ox II
MEETING CONCERNING THE IMPLEMENTATION OF RECOMMENDATIONS

A meeting was held in the Ministry of Light Industry om 7 July 1977 to
discuss the present report. The factory management had been asked to prepare
a concrete programme to implement the recommendations contained in the report.
The discussions concentrated on the practical measures to be taken to carry
out the programme. The outcome of the discussions is given below, with each

point referring to the correspondingly numbered recommendation in chapter IV.

A, Min¥ségi CipBgyar
1. It was agreed that the marketing activities of MC are to be intensified
and that the export and home markets need a new type of organization more
oriented toward marketing than toward production. The expert was asked to
prepare a marketing rlan for the Western markets, including suggestions for-
travelling, exhibitions and establishing contactis.

2. The proposal for reorganizing the Pattern-Making Depariment into
gpecialized teams for various markets and types of shoes is under implementation.
The centralization of all pattern making in one department cannot be carried

out for practical reasons.
3. This recommendation has already been adopted and carried out.

4. The recommendation concerning lining assembly technology for cheaper

shoes has been accepted and put into practice in the new range.
5. This recommendation will te implemented when needed.

6. It was agreed to continue the specialization of the various plants as
recommended. It was, however, pointed out that some practical difficulties

will prevent total specialization.

7. It was agreed that this recommendation would be implemented as from the
third quarter of 1977, and the expert was asked to work out, with the factory
technicians, a complete programme which cuuld then be iransferred also to

other factories.

8. It was deciied that the stitching machinist imstructor course would be
given by a UNIDD expert during July-August 1977. All financial and technical

details were subsequently cleared.
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9. All proposals were being implemented and would be fully operative as
from the third quarter of 1977.

10. All proposals would be implemented and fully operational as from the
third quarter of 1977.

11. It was decided that MEFO would contimue to function under the GD and
not the TD as suggested. The daily random quality control system would be
introduced in all departments. The expert was asked to take part in its

Practical introduction.

12. The MTM course was to be launched and the standardization of rates and

time norms carried out.

13. It was agreed that the checking of components and raw materials would
have to be carried out more accurately and sub-standard components and
materials would not to be accepied.

14. The MLI had approved the machinery investment list and “he list was
subject to the approval of the National Bank. It was agreed that machinery
investment in future should follow the lines suggested in the report.

15. It was agreed that the shoe factories working for Western markete needed
to increase their own marketing efforts. Although the implementation would
take some time, MC would start preparing for such a change.

1€. In the general organization the Commercial Department would be kept under
one director only, and the marketing and purchasing functions would not be
divided. The movement towards more a market oriented structure would be

kept in mind, and the Commercial Department would be reinforced by giving

it the range-building function. Administrative rationalization as discussed
in the report would also be carried out.

B. Ministry of Light Industry

1. It was agreed that the UNIDO Leather Project should be contimued and
that UNIDO should be requested to provide an expert for this purpoase. The MLI
made known its views on the recruitment of an expert for this post. The post
should become available in early 1978.

2. A special expert for development and assistance to the Hungarian last
industry was required. The MLI would iake a request to UNIDO +o find a

suitatle expert for this purpose.
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3. The MLI agreed that the Hungarian shoe industry should be based on
assembly factory principles, and that a component and supply industry should
be developed. This work should be carried out during the 1980-1982 period,
and UNIDO assistance would be required. It was agreed that a know-how
agreement or a joint-venture programme with a rsputable Western-BEuropean
component maker would be an advantage.

C. Sabaria Shoe Factory

The work of the organization and quality groups was completed on schedule
and the programme implementation was in progress. The expert was asked to
conoentrate on the following areas in his further work in Sebaria: daily
random quality control procedurs; checking and suggesting modifications to
the present technology; assisting the range btuilders in devising a more
homogeneous range for Sabaria.

During further discussions the expert was requested to address the

Scientific Association for Leather and Shoe Industry concerning his experienoce
in the Hungarian shoe industry. In addition, the Project Manager raised ths
question of the UNIDO Fellowship Programme, and requested that the fellowship
candidate applications should be processed very urgently. A decision was
taken regarding the third ocandidate for the programme.
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Annex 111

RECOMMENDATIONS FOR THE TRAINING OF SEWING MACHINISTS
IN FOOTWEAR MANUFACTURE

(By R.C. Lucas)

The shoe industry has always had a major problem in produocing the uppers
required for the conventional leather shoe factory. This is largely due to
the fact that the highest proportion of the major skills in shoe-making are
concentrated in the department concerned with upper assembly. Furthermore the
diversity of upper types and methods and machines used in this assembly can
vary widely from factory to factory, making the transfer of labour from one
factory to another a problem in itself. The only successful way to solve this
problem is to introduce the best possible training methods with qualified

instructors.

Training

Owing to the complexity of sewing skills and the present wide range of
operations, which are constantly changing with new designs, materials and
machines, it has been found that the most successful approach to training
upper machinists is to use the Skill analysis method of training. This has
the following four basic aims:

(a) To enable operators to reach the standard of output and quality of
the experienced worker in the shortest possible time;

(b) To assist operators to acquire versatility in skills and thus
become part of a flexible labour force;

(¢c) To encourage the development of individuals as far as their abilities
will allow;

(d) To develop people as people and members of an industrial group.

Traditional approach to training

In the majority of industrial situations a systematic approaoch to training
has not been adopted and the traditional methods persists. This merely
involves placing the new person next to an experienced operative who is unable
to devote sufficient time to the learner. This is known as the exposure method.
The disadvantages of this approach are as follows: very long learning time;
low quality with high percentage of rejected work; people leaving because they
do not achieve expected earnings or job satisfaction, lose confidence in
themselves, and become worried and frustrated; output and machine efficiency

remain low and product’.n losses are consequently excessive.
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The exposure method also has the following weakness: possible bad
instruction from untrained person; possible use of incorrect method; lack of
systematic training programme; little opportunity for practice; distraction
from the demands of production; worker is often told what to do and not how
to do it, nor why it must be done in a particular way; little attention from
the instructor/operator, with the burden consequently being placed on the new
worker to learn the job for himself; no knowledge of results and no measure
of the effectiveness of training.

Min¥ségi factories

All the MC factories suffer from the above-mentioned disadvantages or
weaknesses of the exposure method. In partic:lar, there ure no standard
methods; many bad habits exist; movements and machine control are limited
through lack of practice; &skill development is retarded through excessive
use of fitting by adhesives; many single operations are performed by two people,
reducing the responsibility for quality achievement; young people are being
employed in boring and sometimes unnecessary operations with little future
for skill development.

The latter represents the most serious challenge to be faced.

Zssentials of skills analysis training

In modern industriul conditions more efficient methods of training are
required than those associated with the traditional approach. To develop
proper training it is necessary for a senior member of the company to decide
what the training policy should be. To enable this policy to be developed, it
is essential that an assessment of training needs should be undertaken.

This assessment will determine which job systematic training is required for,
how many people need to be trained in each job anmially, and to what standards
training should be given,

Once the jobs for which planned training is required have been determined,
it is necessary to prepare written syllabuses of the skills and knowledge
required to perform the job to experienced worker standard., In order to
accomplish this task, it is essential to find out by detailed analysis what
knowledge and skills are required. When the required needs are known, it is
then necessary to formulate training schemes. These will show how the

information is to be presented within the framework of planned programmes.
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Skill and knowledge should be presented in a logical and systematic
manner comprising induction, basic training, advanced training - including
stamina building - and, where applicable, facilities for further education.
It is essential that adequate measurement of progress by trainees is introduced
specifying targets to be achieved at each stage of training. Records of
progress are an essential feature of any training scheme, in order to assess the
effectiveneas and value of the training given.

When the syllabus of skills and kuowledge required and the ensuing
programme has been designed, it is necessary to have instructors to teach
operatives. While instructors should be experts in the jobs they are teaching,
it is also essential that they chould have formal training in the methods and
techniques of instruction. The success of training finally depends on the
suitability of the trainees. It is therefore advisable to have a proper system
of selection which will determine which candidates are likely to succeed.

The main elements of skills analysis training are therefore the following:

(a) Assessment of training needs;
b) Analysis of skilla and knowledge;
c) Written syllabuses based on the analysis;

(d) Planned training programmes;

(e) Progress measurements and recording;
(£) Properly trained instructors;

(g) Careful selection of trainees.

The proposed course will fulfil items (b) to (f), whilst items (a) and

(g) are the responsibility of management and personnel, although the instructors
should be closely involved with these procedures.

What must be realized, however, is that while the course will provide
the basis and techniques for building up individual skills analysis training
methods and a basic form of sewing-machine training in terms of skills and
knowledge, and while students attending the course will become completely
familiar with these techniques, the actual individual operation and quality
training, fault analysis and the programming of the basic skills to suit
individual factory requirements will need to be established. These vary

considerably, even within MC, and some co-ordination of training activities
Will need to be established to avoid duplication of effort and varying
standards of quality and methods.
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During the final week an attempt will be made to help prepare suoch
specific programmes for individual factories, according to the operation
requirements., However, this is a long-term and constantly-changing projeot
that confirms the point made earlier of assessing these operations where
training is urgently needed.

Need for preparation
Successful teaching depends largely on good preparation. The students

will require time to prepare for a specific course according to the operation
requirements. They will also need to extend their skill and experience in
skill analysis, and this will have far-reaching effects as individual manuals
are prepared for each operation. This can extend beyond sewing operations.

Co-operation

Co-operation will be required at all levels of management and in particular
at supervisory level, where the greatest benefit is obtained from such a
training system. However, it has been often found that at this level the
greatest resistance is made, and this can so easily ruin the introduction of
this form of training. The resistance largely comes from ignorance of the
system and lack of adequate information as to the methods used., For this
reason it would be extremely useful if all those likely to associate with this
form of training could attend a special seminar where the course and methods
used can be presented and discussed.

Off-the-job training

Since the mumber of demonstrations and the amount of knowledge is so
great, the ideal way to run these courses is to have a room separate from
the production line. This avoids the distractions of production and enables
learning to take place more quickly. Essentially, one should look to a
professional training centre where methods are being constantly up-dated and
teaching aids in the form of quality charts, specifications etc. are being
prepared to meet the ever more demanding styles, materials and methods.

The room can be as close as possible to the production area to enable
supervisory contact and ease the movement of materials. The ideal number of
trainees, both in terms of what an instructor can handle and from the point
of view of group psychology, is six. With regard to the size of the training
room, this will be reflected in the number of trainees required and the
number of operations in terms of machines to be trained on. It can be very

advantageous to place in the training centre the machine the trainee will be

P
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using in the factory, and then move it out when the training is completed.
This would then avoid variations in machinery affecting the trainee’s
performance when transferred into the production line. ‘

The area required per trainee is 6 m2, and for the instructor, 12 m2.
The ideal shape is oblong, approximately 10 m x 5 m, with machines down either
side. It may be decided to extend this room if more trainees are required, or
if other machines are installed for training, e.g. skiving, folding, binding
etc.

ipment

The instructors are well aware of the basic equipment needed to run the
course, However, consideration should be given to participation of the Shoe
Institute or other qualified personnel within the company to help in the
preparation of visual instruction mamuals based on still photographs which
show the detailed method and assist the learning process. During the course
difficulties have been experienced in the variation of sewing-machine desigm.
Wherever possible, standardization of machines will congsiderably help the
learning process and eliminate many variables in teaching specific skills,
These have been reflected in thread guides (steps should be taken to discuss
these with machinery mamfacturers); thread stands; treadle and presser foot
lifter variations.

In all these respects there is an almost total lack of consideration for
the operative of these machines used during the course. This has led to a
noticeable drop of many seconds in expected performance, and of approximately
304 excess time required to perform them.

The use of a foot lifter as opposad to a knee lift on the posts is
difficult to assess in terms of excess time, but the element of fatigue is
definitely greater and the use of opposite movements of the feet is not a good
thing, with yet another variation in the foot control of the machine. On the
post machines, the treadle control is far too much to the right and not
centrally positioned as it should be beneath the needle. All these factors lead
to sitting in different positions from one machine to another, and are not
conducive to good learning or working conditions. The standard fitting of an
oblique base on post machines which tilts the machine towards the operator is
also not included, and the position of the edge guide conflicts directly with
the passage of the thread through the needle eye.

f
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Re-treining

The course will give details in preparing re-training programmes for
operators whose performance is not up to the desired standard. Observations
has shown that the therbligs of "reach" and "move" have not been developed %o
s highly skilled performance. It is known by analysing training development
that these therbligs do not improve as rapidly as the stationary therbligs of
"grasp" and "position". The following two factors are certainly contributing
to this lack of skill development:

(a) Great efforts are being made particularly in one MC factory to
maintain quality standards for the American market. It is a known training
fact that where there is sole emphasis on quality this leads to lack of skill
development and in fact reduce the quality level by imposing unrelaxed and

unnatural movements. Fere special training techniques need to be developed
for individual operationsj

(v) The pre-fitting of work reduces the fine development of feel and
touch in the fingertips and eliminates the essential quick fitting-together
of the parts.

Problems of the new system

One can appreciate the problems for the development of the new training
system. The trainees must be trained to such a high standard that they
influence the development of other operators. There is always the danger that
unless management takes the necessary precautions, the trainees may have to
return to the established system.

How far new training methods will affect the standard norms accepted for
the jot is difficult to say without a detailed study of the existing situationm,
but this is certainly an important area that management must take into account.
To be successful the new training system will require the highest level of
management support.

For the above-mentioned reasons the greatest benefits can be seen where
sich a system of training is introduced to an area where its labour has no
traditional background inhibiting its development, and it is in these areas |
that new standards will be set and maintained. However, there is cause for |
concern even in these areas. For example, at Csenger completely 'green" labour ‘
was seen being introduced to every conceivable bad method, which, if contimied,
was likely to lead to standards even lower than in established factories, where
at least experience can serve as a guide.
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Administrative and
Personnel Director

66~

Solicitor

Typing Pool
Printing
|__|Telephone, Telex
Internal Mail
External Mail
Personnel
Welfare

Finance and Accounts
Economy

Director of Economy

Decision Preparation

Secretariat
Secretariat for

Purchasing Director

Costing and Cost Control
Budget and Planning
Wages and Pay-roll

Purchase of Raw Materials
Purchase of Machinery
Purchase of Supplies
Control of Raw Materials
Raw Material Central Store

.
s

m
)
+
0
0
.
a
~
@
k
@
]
0
S
L

Domestic Sales

Export Sales

Marketing

Range Building
Pinished Goods Store
Shipping: Delivery
Transport and Handling

l_!arketing Director |
A L]

Central Work Studies .
Technical Services

Research and Development
Central Quality Control

Nyirbator Factory
Production

| Administration

]

Production J

Szigetvir Factory

echnical Norms
ncentive Schemes

[ Administration

]

Fdaint enance
Repair

Building

Energy

[Water

[Mechanics
Construction
Tooling

Safety Inspection
Spare Parts

Production

Szeged Factory

[ Administration |

|

I

ew Machinery Evaluation
ew Material Evaluation
terial Norms

fficial Norms and Standards
ew Technology

echnical Literature

Development of New Products-

Control and Internal Control

[ Central Estate and Building

[organization and Investment

Technical Director

Quality Norms

Commercial Claims
stomer Returns

Design
Pattern Production

_},ast and Heel Development

Closing Technology
Pre-Costing

Sample Froduction

Budapest Factories
Production

| Administration

A——
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D.

research and development or

Research and Development

Typist

New Machinery and
Factory Development

Technology Development

Upper Machinery

Lasting and Making:
Stock Machinery

Installation

Building Development

Upper Technology

Lasting and Making:
Stock Technology

Chemical Technology

Material Development

Upper Materials
Soling Materials

Material Norms
and Standards
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Annex V

SKETCH FOR LEATHER MEASUREMENT FRAME

|

Sketch for a leather measurement frame to determine usable percentage of
upper leather. The frame is made of metal (aluminium) with a wire mesh.
The steel wire every 10 cm is in red, every 2 cm in black.
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Annex VI
LASTING-ROOM LAYOUT

ical Min¥eégi Cipd roduction tr ort

ﬂ @ Removing last and

hammering on heel 1lift

Socking [__éoﬁ & Activating and

laying soles
@

Hoel nailing

® ®
8 @® l j@Cemonting soles
Cleaning and repair
® ®
Repairing after ® ) Cementing and filling
controls ® bottom

Conveyor Length: 50 m
Speed: Variable
Number of carriers: 14C

Ironing throats & :

Stamping and pairing

A ]
(S

Inspection and controls (capacity = 3x140 = 420 Pairs
ection and contro
® @ " il Production: 1200 Pairs/8 Hours
@

Packing g " ﬂ'oughing

< ®
Loading transporter D @'— ® Contour pressing
Stapling insole @
Trimming and latexing Toe scouring
insoles @ ®
Inserting counter @ D ®
Conditioning counter : Heat setting
Back-part moulding @® ®

E Back-part lasting

Cementing lasting @

margin

Toe pulling and lasting Side lasting

@ U Side lasting

o[ k[ P
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Annex VII
QUALITY CONTROL

Tables 4 and 5 show the domestic and export market claims submitted in 1976. .

Table 4. Domestic market claims in 1976

Defects Number of pairs involved :;zczndi“'!:c:.!
Material
Yellowing of leather 557 0.3
Defect in patent leather 380 0.2
Breaking of synthetic material 542 0.3
Lining staining 461 0.3
Breaking of leather 584 0.4
Bresking of heel 1,574 1.2
Peeling-off of finish 103 -
Loose leather : - -
Pipy grain ’ - -
Colour difference - -
Counter defect 1,017 0.8 |
Tearing of vamp 2,946 24 |
Dry leather 6 - |
Peeling-off of ink 498 0.4
Decoration defect 1,174 0.9
Breaking of toe 15 -
2ip defect - -
Lining delamination 11 -
Toe-puff defeot 8s -
Sole breakage 2,250 1.6
Top piece breakage 2,489 1.8
Textile breakage 6,844 4.8

Total material defects 21,636 15.1
Techmical
Wrinkling of lining 29 -
Wrinkling of seat 7 -
Over-roughing 9358 0.6
Sole bond failure 92,967 65.2
Different size 395 0.2
Different vamp length - -
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Dafsots

Numbsr of pairs involved

Psrcentags of

Wrong pairing

Breaking of stitching
Breaking of stiraps
Different length of shoes
Platform defect

Joint differences

Sols positioning
Hesl-cover yellowing
Counter wrinkling

Hsel attachment failure
Breaking of quarter

Total technioal defeots
Transport damage

Unsummarized protocols

Total defects

5,761
12,988

5

8,055

121,142
5
6,973

totgl defects
4.1
9.1
5.7

84.9

159,756 (or 5.22% of total domestic sales)
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Table 5. Export olaims in 1976

Number of pairs Percentage of
Defects involved total defects
Material
Yellowing of leather 1,722 2.2
Defeot in patent leather 4,217 5.4
Breaking of synthetio material 1,152 1.5
Lining staining 1,742 2.2
Breaking of leather 248 0.3
Breaking of heel 364 0.4
Peeling-off of finish 247 0.3
Loose leather 3,848 4.9
Pipy grain - -
Colour difference 469 0.6
Counter defeot 319 0.4
Tearing of vamp 870 1.0
Dry leather 2,630 3.4
Peeling-off of ink 117 1.6
Deooration defect 1,261 1.6
Breaking of toe 1,138 1.4
Zip defeot 151 0,1
Total material defeots 20,495 25.8
Teohnical
Wrinkling of lining - -
Wrinkling of seat 595 0.7
Over-roughing 8,200 10.4
Scle bond failure 8,703 11.0
Different size 12,8135 16,2
Different vamp length 9,644 12.0
Wrong pairing 477 0.6
Breaking of stitching 3,587 4.6
Breaking of straps 1,041 1.5
Different length of shoes 1,163 1.4



Table 5 (cont,)
Number of pairs Percentage of
Defects involved total defecte
Platform defeot - -
Joint difference 411 0.5
Sole positioning 6,015 7.6
Heel ocover yellowing 320 0.4
Counter wrinking - -
Total technioal defeote 52,991 66.9
Transport damage 3. 111 7.2

Total defects

79,257
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Table 6 contains a quality classification of MC shoe production in 1976

Table 6. Quality analysis of MC shoe prodfuction in 1976

Item Pairs involved
Total production 7,321,002
Exports 4,282,181
First-quality domestic sales 2,567,574
Seccnd-quality domestic sales 417,270
Rejects 53,977
Downgraded due to material fault 106,183

Downgraded due to technical fault 365,064

production process

(a) Closing _
Toe puff ' 7,901
Assembly 10,686
Top line stitching 14,195
"Second stitch 1,247
Binding 1,024
Fancy s*itch 3,839
Closing of quarter 21,643
Folding 13,1713
Perforation 3,456
Trimming 2,915
Jounter stitching 1,160
High-frequency welding 4,991
Total closing defects 86,230
(b) Preparation
Stock fitting 16,033
Other preparation defects 25,161

Total preparation defects 41,194

(c) Lasting and making
Back-part moulding 40,645

Toe lasting 46,722
Side lasting 28,640



Itenm Pairs inwolved

Seat lasting 24,174
Over-roughing 28,172
Heel attachment im
Cement application 11,9%9
Sole positioning 20,854
Wrong pairing 3,179
Dasaged 30,024

Total lasting and meking defects 237,640

Total technical defects

365,064
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Annex VIII
ECONOMIC QUESTIONS

A. Cost bregkdown for various types of shoe

Table 8 shows the cost breakdown of one type of ladies leather shoe

Table 8. Ladies leather shoe of cemented construotion

with synthetic sheet rubber sole

Item Cost (Ft) Percentage
Upper leather 80.0 39.0
Lining leather 30.0 14.0
Insole 3.5 1.5
OQutsole 8.0 3.5
Heel and top 1ift 18.0 8.0
Other materials 22.9 10,0
Total materials 162.0 76.0
Direct labour
Cutting 0.95
Bottom olicking 0.94
Closing 6.46
Lasting and making .}.&
12.0 5.4
Indirect labour, social cost, social assurance 5.8 2.6
Factory overhead cost on materials, labour, energy,
machinery etc. 6.8 3.0
’ Central overheads on fixed assets, bank charges,
management, technical development 17.0 7.6
Profit 12,0 2.4
Total 215.6 100.0
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Annex IX
DEFECTS CAUSED BY ROUGHING FAULTSy

Domestic returns
Over-roughing

Sole bond failures, total of 92,967 pairs, 50% due to
inadequate or poor roughing (estimate)

Subtotal
Export returns
Over-roughing

Sole bond failures, total of 8,703 pairs, 50% due to
inadequate or poor roughing (estimate)

Subtotal
Shoes graded second class
Over-roughed

Total

e lost (defective pairs x Ft/pai
Domestic returns: 47,435 x 157.42
Export returns 12,550 x 154.44
Seconds 28,172 x 22.80

Pairs involved
935

46,500
47,435

4,350
12,550

28,172
88,157

7,467,217.70
1 '938' 222 [ 2l

642,321.60

Total revenue lost due to roughing faults:10,047,761.30

Total investment for seven Buar automatic roughing machines and seven

Morbach model 14C roughers is approximately Ft 8,000,000.
possible the following labour savings:

14 roughing machine operators

14 contour press operators

6 contour press mould makers

34 x Pt 30,000 = Ft 1,020,000 (wages)

34 x Ft 15,000 = Ft 510,000 (sooial costs)
Total labour savings = Ft 1,500,000 /year

This would make

9_/ Source of figures: MC quality oontrol records for 1976.




As the seven roughing units recommended in the investment plan will take
care of only half of the MC production, only half of the yearly roughing loss
has been taken into consideration in the pay-back calculation period below.

Improvement (percent 28 30 15

Improved income due to

upgrading (millions of Ft) 1.24 25 3.75
Labour savings (millions of Ft) 1.5 1.5 1.5

Total savings per year 2.74 4.0 5.25
Pay-back period (months) 35 24 18
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The General Director is the chief executive officer of the ocompany and
directly under him are the personnel and departmente shown on the above
Or'ganogranm.

Functions

(a) The General Director has the following functions in addition to
‘those shown on the organogram:

Co-ordination of economic and social activities of the trade union,
party and youth organizations

Representing the company in external activities and keeping contact
with outside organizatisns

Forming company policy, strategy and tactics, and establishing
company plans

Personnel administration
(b) The General Director also has the following functions through the

sain depariments under him:

Staffing and Education

Selection, education and training of personnel for key-positions

International connections

Organizing special education and ocourses

Offic d Factory Suppl

Worker supplies (work cluths, lunchee etc.)

Welfare services

Security Service

Civil defence

Organization
Overall syetem-orientated organigation activities

Result and Internal Control

Internal audits

Seoretariat

Administrative work of top managere
Technical secretary

Authority

The General Director is empowered to perform the tasks indicated below.

(a) Negotiation, modification and termination of contracte with outside
organizations, and in particular:

Approval of collective trade union agreements

Signing of agreements to join associations, institutes etc., and of
original agreements with ocutside companies and institutes
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Approval of long-term oontiraots with banks and of long-term
and yearly co-operation agreemente

Modification of company profils

Approval of export and import contracts, of partioipation in trade
fairs and exhibitions, and of direct company salee polioy

(b) Approval of company regulations, and more speoifically:
Osneral administrative rules
Organizational structure
Work rules and regulations

Rulss for special activities and for the utilization of ocompany
tuildings and equipment

Approval and modification of long-term company plans and ocompany
activities

Responeibilities

The Gsneral Director ie responeible for the aotivitiee etated in the
Articles of Association and for the effeotive running of the company in
accordancs with the Companiee Law.
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The Technical Director works under the CD and directs the depariments
and services shown on the above organogram. Under his functional control is
the production of the Szombathely and KSrmend factories through the facilities

Directors.

Functions

(a) In addition to the functions shown on the above organogram, the
Technical Director supervises the following activities:

Range tuilding jointly with the Commercial Director

Co-operation with outside partners and within the facilities on matters
relating to production flow

Co-operation and co-ordination between the centiral technical depariments
and the facilities

(b) Through the main departments under his supervieion, the Technical
Director has the following additional functions:

Development
Long-term and short-term planning of technical development

Compilation of development data (planning, raw material needs and
documentation

Innovations and standardization
Production Planning and Programming
Production control

Semi-finished goods inventory control
Machinery disposition

Quality Control

Supervision and co-ordination of quality conirel, development, and
analysie in all facilities

Defining the concept of quality in order to facilitate quality planning
and development

Quality control of product development

Analysis of claims

Technical Services

Planning and maintenance of energy supply and buildings
Company~level co-ordination of power and water supply
Factory Safety

Labour safety and accident preventation

Personnel administration in the technical depariments
Deputy of the GD in questions of civil security
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Authority

The Techniocal Director approves deoisions taken to ensure fulfilment of
the functions of the departments under his supervision. This includes
decisions relating to the following matters:

Sample mamufacturing

Raw material norms and parameters

New technologies and production systems

Factory development (new btuildings, layouts and machinery)

Half-yearly production programmes (jointly with the Commeroial Director)

Co-operation contracts with outside partners (o.g. for the purohase of
semi~finished goods from another factory)

Level of productivity and labour force needs (jointly with the Econmomio
Director)

Methods and frequency of laboratory tests

Maohinery distribution and withdrawal from uss (jointly with the Ecomom: 3
Director)

Aocident preventation rules and factory safety regulations adopted
centrally

Responsibilities

The Technical Director's main responsibilities are as follows:
Execution of company plans in his field of work

Establishment of an economic production range jointly with the Commeroial
Direotor

Effective usage of development funds and energy
Keeping cost norms and levels of materials under his control
Execution of investment plans inside the btudgeted time and plan.
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The Commeroial Direotor works under the General Director and direots the
departments shown on the above organogram.

Functions

(a) In addition to the functions shown on the above organogram, the
Commercial Director supervises the following activities:
Market research, gathering and analysing market information etc.

Creation of an ecouomi ally balanced range for different price groups
(jointl, with the Technical Director)

Maintenance of stocks of finished goods
Raw material supply and storage

Quality control of raw materials

Shipment and delivery of goods

Personnel administration of his departments

(b) The Commercial Director aleo has the following departmental funotionss

Marketing
Long-term and shori-term sales planning

Operative secles programming

Planning of finished goods stock levels

Fashion information

Advertising and sales promotion

Making of contracts and sales agreements

Commercial handling of claims on finished goods

Raw Yaterial Supply

Raw material market surveys

Long-term and shori-term planning of raw material supply
Contracts for the purchase of raw materials

Commercial handling of raw material claims
Transportation

Shipment of raw materials to the facilities
Supervision and maintenance of company cars and trucks

Making of shipment contracts with outside companies, forwarders and
shipping agents

Budapest Office

Contacts with buyers and official bodies, such as the Fashion Institute,
government ministries etc.
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Authority

The Commercial Director approvee decieions taken to ensure fulfilment of
the functione of the departmente under hie supervieion. Thie includee
decisions relating to the following matterss: ’

Half-yearly production programme (jointly with the Technical Director)
Price deductions and rebatee

Production profile and range (with jury)

Raw material pricee and price increases

Import levele and types of raw materiale to be imported
Tnventory levele for raw materiale and finiehed goods

ibilities
The Commeroial Directoris main responsibilitiee are ae follows:

Fulfilment of company plane in the commercial field
Range building

Purchaes and salee contracts
Maintenance of planned etock levels
Quality of raw materiale
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The Economic Director works directly under the General Director and
directs the departments shown on the above organogram. Under his functional
direction are the Directors of the Szombathely and K¥rmend facilities for
administrative purposes.

Functions

(a) In addition to the functions shown on the above organogram, the
Economic Director controls the following at company level:

Fconomic co-ordination

Credits

Information supply

Personnel administration of his departments

(b) The Economic Director also has the following functions through the
main departments under him:

Economic department
Long-term and chort-term budgeting

Working out cost policy

Company and factory level tudgets and acoounting

Preparation of rules and regulations for cost control

fconomic analysis of company activities

Accounting and Financing

Drawing up contracts with banks

Directing the physical inventory and control of inventory levels
Working out norms for physical stock and financing

Drawing up rules for selling of fixed assets, machinery or materials
Drawing up quarterly and yearly balance sheets

Labour Force

Negotiating trade union contracts

Control of salary levels, proposal of salary increases

Working out incentive schemes

Recruitment planning

Co-ordination of time norms within the factories

Authority

The Economic Director approves decisions taken to ensure fulfilmeat of the
functions of the departments under his supervision. This includes decisions
relating to the following matters:



Company level planning and budgeting metk is

Costing and pricing

Short-term agreements with banks

Stock levels (financial aspects)

Yamfacturing plans (economical aspects)

Financial conditions for short-term and long-term ocommercial ocomtracts
Data~processing development

Implementation of new date~processing methods or systems

Company economic rules and regulations

Purchase of equipment for data processing

Ramponsibilities
The Economic L.rector's resposibilities are as follows:

ELoonomic planning and budgeting methods
Costing policy

Preparation of costing and stock norms
Finanoing and accounting

Maintaining wage norms and levels
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The Factory Directors work under the General Director. The Technical
Director and Economic Director supervise, however, production and economic
administration through the Factory Directors. The organizational units
shown on the above organograms function directly under the Factory Directors.

Functions

The functions of the Factory Directors, in addition to those showm on
the above orgsnograms, are the following:
(a) To organize and direct the factory activities in accordance with the

factory rules and regulations and the company law, and to ensure the effective
running of the factory;

(b) Co-operation with the party and trade union organizations;

(c) To carry out the following tasks through the organizational units
direct under him:

Technical and Administrative Managers

To fultill the factory production plans in quantity and quality

Development of factory productivity

To organize the stock controls of raw materials and work in progress, and
to maintain established levels

To direct cost control, information processing and distribution
Personnel administration of the work force
Effective use of the labour force
Other special activities

lity Control ) er
Co-operation with outside quality control organizations
Collection, analysis and distribution of quality oontrol data

Quality control of semi-finished goods and components from outside
suppliers

Staffing and Education

Development and training of key workers
Organization of special courses

Office of Guardian

Defence and security of factory property

The Factory Directors have the authority to approve decisions or take
actions to ensure fulfilment of the functions of the departments under their
supervision, This authority covers, for example, decisions and action relating
to the following matiers:
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Fanctions, autbority and responsidilities of the technical and
administrative managers

Pactory-level ordere iesued in accordance with company-level rules,
regulations and instructions

Proposals for long-term and short-teram faotory plans
Rules and regulatione proposed by the managers
Quality norms of the different production depariments
Work safety and accident prevention

Borais and premium dietribution and incentives

Use of faotory funds

Rules for inventory control

falary and wage inoreases

Qualifications of key-personnel
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The Chief of the Central Quality Control Department (MEFO) works under
the Technical Director and the departments under his direct or functional
control are shown on the above organogram.

Functions

(s) The functions of the MEFO Chief, in addition to thoss shown on the
above organograms, are the following:

Long-term and short-term quality planning and policy formulation in
co-ordination with other departments

Development of quality control methods

Contact with institutes and other cutside quality control bodies
Organizing quality control at company level and making suggestions for
quality improvements

(b) The MEFO Chief also has the following functions through the
departments under his supervision:

Main Technical Control Department

Collection and distribution of quality documentation

Company, shoe industry and national standards

Counter samples

Technical control of product development and production preparation
Quality control of basic and final ranges

Control of production documentation

Quality Analysis and Claims

Export control

Examination and acceptance or rejection of claims from commerce and
consumers, and recommendations for correciive measures

Analysis of quality documentation relating to production preparation,
product development and finished goods

ggborltorz

Laboratory tests of incoming raw materials and components and of finished
goods

Chemical tests for cements and glues
Development of chemical technclogy
Manufacture of finish dyestuffs

Authority
The MEFC Chief has the authority to perform the following tasks:

Personnel administration of organizational units directly under him




e —

-1“-

Issuance cof instructicns and adoption of decisions with regard to
organisational units under his functional control

Control, discussion, and data gathering with all functional units in
connection with company-level quality control activities

Taking decisicns concerning ccmpany rulss and regulations in his field
of activity

Sto pping production in case of defective quality

Establishing range quality levels and rejecting unsuitable models from
the rangs

Regponsibilities
Ths MEFO Chief is responsible for the effective performence of duties

and for all activities carried out or neglected im his department and field

of work.

.



Defining the concept of quality
Science of quality
Mazager's funotion comoeraing quality

Orgenisation of the quality ocontrol system)
content of quality comtrol; social funotions
of quality oontrolj quality development in
different departmente

Qality regulations and legielation, guaranty
periode, consumer protection, quality aspects in
commeroial contracte

System of regulating technical aspecte of qualityy
standards in the new economic management systea

Coanection between quality and prices
costing rulee; connection between quality and
prioe in socialist and capitalist oountries

Nethods of quality comtrol

Quality control rulee

Quality oontrol equipment

Analysis of defects

Conditions of quality oomtrol

Laboratory tests and use of laboratory results
Selection of samplee for quality control
Analysis of produots and product documents
Raw material quality oontrol

Production procese quality oontrol

Pinished goods quality control

Analysie of claims from oommerce and oonsusers

Qathering and analysing juality oontrol information;
sathematioal and statietical methode
Total
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Suggestion for g bgsic training course for the oomtrol
o eod goods

Mules and regulations for the control of finished goods and the analysis
of olaims

Rules for the grading of finished goods

How to settle claims

Quality certificates

Method of analysis and decision on claims

B. sic course fo t 0
biect matt Tiae (hours)
Company level quality control system 2
System and rules for raw material quality
standards and quality instructions 4
Required quality levels for raw materials é

Methods of quality control in laboratory

and by visual inspection 6
Categories and classes of quality and quality grading 4
Working procedure for raw material quality conmtrol 2

Total 24

Company level quality control system

(a) Theory of company level quality control to cover all aspects
of company conirolsj

(v) Organizational structure of the quality control department}

(c) Place of quality conmtrol organization in the company organization
structure}

(Q) Information system and flow of quality data.

- -
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System and rulee for raw material quality etandarde and quality instructione

(a) National and industrial raw materials standarde;
(v° Cospany raw materials quality rules:

(1) Syetem of raw material standards applied by the company and BMKIj

(i1) Quality control of shipmente in raw materials contracts
(specifications, counter samples);

(iii) Inetruction papers and their function in quality oonmtrol.

Qiality levele necessary for raw materials
Upper and lining leathers
Synthetic upper and lining materiale
Upper and lining textiles
Sole leathers and other soling materiale
Sling elabs, sole plates and unit sclee
Fibreboard materials
Textile-based counter and toe-puff materiale
Heele and heel covers
Filling materials
Secondary materiale, nails, eyelets, rivete, shanke etc.
Stitching materials, needlee, threads, bindinge, tape etc.
Chemical materials, cements, dyestuffs, solvente etc.

Methods of quality control in laboratory and by visual inspection
Phyeical properties
Touch and handle
Surface quality
Workability in production procees
Wearing properties
Properties for various climatic oonditione
Ageing
Storing of raw materials and stock controle

Selection of samples for laboratory teeting

Categories and classes of quality

Content of quality categories
. Classification of upper and lining leathere
Classification of leathers according to purpoee or uee

r——
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Textile materials
Synthetic soles
Fibreboard materials

Working procedure for raw material quality oontrol
Outside controls (development)
Factory controls
Control results
Quality claims and their handling

C. c 00 (*] cees oont -
£o04s

Subiect metter Time (hours)
Company level quality control system 2
Quality standards and norms used, with techaical
descriptions 4
Cut materials, process oontrels of semi-finished
goods, finished goods ocontrols, sample selection
for testing 12
Contrel norms and rules 2
Result analysis 4

Total 24

Company~level quality control system
Basis for oompany-level quality control
Structure of quality control
Qiality control purpose and role
Information flow in the quality control system

Quality standards and norms used, with technical desoriptioms
tandards applied to footwear
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Quality planning, article and material cards and technical descriptions
Quality control technical norms file

' Labdoratory and visual controle of cut materiale, and semi-finished and
finished goode
(a) Cut materiale and components:
(1) Checking of measuremente and accuracyj
(ii) Surface control of leather;
(b) Procees control of semi-finiehed goode:
(1) Syetem of procese comtrole, work placee to be controlled;
(i1) Parameters to be controlled bty inetruments, equipment used;

(ii1) Comparison against counter samplee, selection of counter samples}
(iv) Operatione to be checked againet writtem inetructions;

(v) OBerations with limited control poesibilities;

(vi) Controle which can be performed in laboratory, sole bomd control

. and control of eeams;

(ﬂi) Sample eelection, control frequency and quantity of samples.

Norms and rules for the quality comtrol
(a) Control norme:
(1) Suitable work place;
(11) Quality inetructions and counter sazmples;
(iii) Control equipment and apparatus;
(b) Rulee applying to the workers;
(c) How to handle faults and defecte.

Result analysia
(a) Information from the controllere:
(1) National etandarde and defect nomemolature;
(i1) Summary of defects)
(ii1) Use and completion of the forme;
(v) Ivaluation of quality information:

(1) Claseification of the seriousneess of the defect (defecta to be
corrected immediately and those with long-term solutions);

(11) Defect classification according to PARETO (statietical eystem
salecting when and where corrective action is necessary);

(i11) Suggeetions for correcting varioue defectes.
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