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ABSTRACT

The project entitled "Training of Closing Room Management and Supervicors"
(TF/HUN/78/001/11—01) reculted from the recommendations of the "Footwear
Development®™ pro ect (DP/HUN/75/001), and vas 2 direct follow-up of the project
"Training of Sewing Machinists for Footwear Industry" (TF/HUN/??/OOl).

The agreement for the project's executicon was signed on 24 January 1978

and the mission was carried out as follows:

Phase I - Training of Closing Room Supervisors in Budapest
17 to 31 July 1978

Phase II - Training of Closing Room Management in Szigetvér
21 August to 30 September 1978

The objective of the project was to continue the training in the
gkille analysis method ani introduce modern supervisor and management training

methodls, ’

This report summarizes the work carried out by the expert at duty statione
Budapest and Szigetvir. During his assignment in Budarest a preliminary report !
was presented to the Ministry of Light Industry and to the Management of Minétégi
Shoe Company. This iz the second part of the rep rt.

The expert recommended that crash training cources be nheld for all levels
of staff, as they were largely self-taught. He also recommended that the
machine layout be reorganized and stricter control be kept of stock and spare
parte. Daily or weekly conferences should be held for the staff, with

management present, in an effort to upgrade the work,
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INTRODUCTIOR

Te project entitlaed "Training of Clcring Roem Management and Supcrvicors" *
(’I'F/Hml_/TB/C(‘l/ll—Ul) (annax) resulted from the recommendations of ihe
"Footwear Development project (DP/HUN/75/001), and was a direct follow-up of *

the preject "Praining of Sewing Machinists for Footwear lndustry™ (TR/HIN/T7/001).

The agreement for the projecits execution was vigned on 24 Janu:iry 1279

and the mission was carried out as follows:

Phase I - Training of Closing Room Supervicors in Budape:st
17 to 31 July 137°
Phase 11 - Training of Closing Room Management in Szigetvir

21 August to 20 September 1)78

During the second phase of the acoignuent held at Szigetvdr the group
rarticipated in the day to day man.gement of the clocing rooms on site und in the

conference rom, Ttndies were made in the follcewing:

Moderh management technicue:r and system::

Application of new technolomy

Utilizatisr of worker: trairn.d by sl ll: analysic method
New programmiag techniques nd methade

Low-cost work aids and wmachinery

Quality control and superviuisn in ciozing rooms

Mambers of ihe time study dcpartment and duty supervisors attendel daily
training sessions in the classroom and on site exercises, GQood particiration

was achieved,

Thie report analyses the findings of t'e expert and the group working as
a team, and clarifies some cf the factors thal contribute to the difficulties

of the KATY footwear project at Szigetvar,

The objective of the project was to achieve the maximum advantage of men,
materials and machires in the closing room and subsidiary departments bty the
introduction of skills analysis trainirg and to improve the standard of
supervisors, technologists and time study congineers c¢nd to find way: and means

of meeting future expansion and development requirements, .
The immediate objectives were as follows:

(a) To provide assistance in modern supervisory and management training
methods;
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continue the labour training skills analysis method;
advise on production layout;

devise a constant work flow hetween the shift workers;
eliminate all hand and pre-cemented operationsj
introduce direct and freehold stitching;

devise a full training programme for th. labour force taken from

pre-~cement operations;

(h) To create new motivating factors and modifying ~ttitudes;

(i) To develop job knuwledge and skills of the work force and supervisors;

(j) To organize mini conveyors for the assembl ing ani fitting of
reinforcements on the Ganzi machine;

(k) To increase production pcer man hours ty improved methods and

technology;

(1) To prepare a training rrogramme to provide effective supyort for
future production changes.



-8 .

1. FINDINGS AT SZIGETVAR

The general planning and workshoy layout in the closing room o the
factory at Szigetvdr is very good. A cpocial feature is the direc* delivery
trancperters, whioh are an asset to modern closing room production. The
existing macltines and equipment =re adequate For praoent needs, but the company
is not obtaining the productivity, perfurmance, anc quality that they shoula

becaw:c of bad technology and machine layout.
Staff

Supervisory .taff have not teen trained in modern management production
techniques, or attended a crash course of trwining in the sewing machinicts
progranme. By and large, they are celf-taught and are not capable of directing,
leading, organizing, controlling or man:wting a closing room geared t> medern
techniques. The :ame applies to the shop-floor, There iz an urgent need for
retraining ctaff in modern techniques, However, they are reluctant to accept

changing a system that, in their opinion, ic correct,

The method." *hey were taughi duriw their threc years training period
are obsolete, fashicnale 40 years 120 when upper closing was prefitted at
every ctage for accuracy. Currontly, *he time ctuly technologists are viill
using these method: which increave the Iatour force Gy approximately 0% 0%
Immediate steps should bhe taken to rectity this situ 1tion because 1f know-how and
¢kills are not pre-ent, it will be impostible to develop a highly okilled

work-force.

Upper manipulation

The cutting depar.ment at Szigetvdr is fairly well organized in the
upper-cutting section, with good use being made of the beam press for cutting

linings, re-inforcements etc., although the single arm clicking presses are not

working to capacity. The poor quality and colour variations of the leather reduces the

output of the cutters and could be conside ~nbly improved if the material were
better, Time is wasted by tying six pairs of upper: in bundles with string
and these have to bLe tied and untied ma:y times before finally being closed,
More than 30 seconds are lost for this .peration, Flastic bands of extra
strength should be used. A more .utisfactery method, which would save o lot
of time, would be for the cutter to cut an assortment and put them in stacks
of six; these could then be collected in Hhulk and taken to the quality control
table to be checked, paired and packed in bundles of six pairs fastened

with elastic bands,




1t would bhe advantageous if the skiving creration was performed hefore
the finil jqualit checking, as the skiving rection i adjacent to the cuttirn:
gection and is the correct place for combined operations, Since the arrival
of the expert, tho skiving section has been romoved 1o the next floor,
entailins more hrndling and not uchieving any “etter vroductivity, -ny faulty
partc or damaged component.s having to be takcen down "o the cutting deprrtment
for replicement. It was originally in the correct wo.iition and if space was
limited consideration snould have been given to reor ctwizing the leather ctock-

room, for example.

The closiry -lcpartment receives the uppers with all componentc skived,
stampel and re-inforcemente fitted, and with the uppers markel with a stiteh
line. If pattern rrickers wers inserted i: tho upper knives, savings would be made
on machines, operators and time, and stitchin:s could ove performed directly by

freeholding, as cuccessfully introduced by the experi,

Upper_closing

The machinery and equipmert in the closing room works well with moderate
mechanical failure rate, however, considerably more post-type machines could be made
available if the staff adapted and changed guides, pictons, feei-dogs and plutes
bringing into service machines that now remain i4le. Planning is required Por
spare parts e.g. correct under—cutting knives. The Pfaff 2332 machine in the
stock-room is out of sevrvice; if the corrcct cam were ordered, this machine,
which hac an automatic cut off, could be used for tacking sandal and tuckle

strape, thus increasing production, saving labour, and loing a better neater job.

Considerable time and space is lost when procecsing interlinings: the
waiting time for the machine varies from 23-27 seconds., Productivity could be

increased by one third if the work were reorganized.

The daily production work programme is produced without any thought being
given tc work content, availability of machines, equipment, manpower with the
required skille or the availability of materials e.g. leather, lining and

sundries,

The system now operating is of two shifts, each working vastly different
designs. Machines and machinists are not being fully utilized; time is wasted,
particularly at the completion of shift work when the whole department has to
be reorganized to accommodate the change of designs - a loss of 15-30 minutes

while mechanics change machines, reset gauges etc.




The lack of traininr i apparent in departmestal organization, Macrine
layout oe: notl follow the soguence 2F ewing operations wid work is moved from
mzin li1nc to gide uvransporier., roturne! and recycled — a coniderable loce iy
time, productivity and performonce, Uonsiderable valuable wnpace ic taken up
by machines, not ucaed in current nprounction, remaining on the main line

transp :~ter,

Production line mix contributes to the reduction of erformance and unde-
utili= 4ior of skills, machinc. and efficiency, e.g. the firct rhift produce,

boots uidl the second .hift, 1:3s5ts, sandals and pumps,

Jerrect selection and comtinstion of design with continuity cr wsort will

elinin “v vonsiderabl s time 1-00 and prodactivity, at the cune time full awe of

sewir, okills can be made,

Machines are wrongsly selocted foo various tasksy machines equijpped with

under-citters are ncet being useir becau..e ther: re ne spave partes or knivas,

[Tichine idlin :-time on the largc interlining and reinforcement ironiny pre.s
amoun-. to more than one third of the total cycle time., No thought hac heen si-r2n

to uci: - pinmarks incorporated in the knives thus eliminatin,: the markins proces:,

M.cninee coull be employed for itrimming sandalc; prefolding sand: 1 ctraps;

punchine holes; arnd uplying reinforcement tape,

A conviderabl: amount of pre-cementing operation: exist, e.g. vamps and
collars, The use of i Hestika machius could be ccngidered for cementing and

fittire toe puffe,

Zipe could be marked tefore stitcainz and rivets used to secure buckles,

All thece operations would zuave time and skills,

The lack of poat and flat-bed type machines for decoration and fancy
stitching causes lcs: of output and poor quality work, 1In the machine sgtock-room
the expert found the following: post and flat-bed machines that, if serviced
and modified, or a new feed-dog snd plate ordered and fitted, could be used
immediately. Threce of these machires are heavy duty,ideal for decorative stitching;
the remiining thre« are suitable for c2llars, vamps or zip stitching, A Pfaff
2332 automatic int:.cking machine is also available which, if the correct cam is
ordered and fitted, could considerably increase the buckle attachment intack

production aind replace the hand-trimming operations,
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The fitting of reinforcement dontlets 10 o protlemy -—art btei i roule o
the main transporter iystem, and  jart on a Guori preer whioh ia oner-ited v ‘hree
machinigtc at the eod of the depar‘ment, Tri: 1. w exnellen maect.ne  nd, 1 F
fully utilized, stould be mfficient for miki-c th cntire produetion w.th th
proper work flow cystem, for example, the loc. betweon openiny and clovaine of

the pregs is 2)=4% reconds,

An on site exercise clearly showed that, if o mini traneporter :yiten wa: ueed,
with cor increase in component holding trays -nl thra. orera*urs taken from the
main line transporter, the machire could be fed with maximum efficicncy v

operator rroductivity increased by an ectimated 0F-1 %,

When Pfaff binding post tyre machine are rot required for binding operatione,
modifications to the binding piston plate could be mide by the removal of mide
and piston then these machines could be used for the heavy decorative werk sn
designs 5115, 125 and 336 giving better quality work and ocutput,
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11. MINGSEa1 SHOF FACTORY

A dctailed stuly of thic factory was ot made, orly a short tour of the

¢l ~ving room, but the followin = points were riotewortlhy:

(#) The transporter systoem while not modern, would naverthel zss be
effoctive 1f properly used;

(1) Instead <f using 4he box . yotem of 10-20 pairs per hiox, vomplete
material choulu be contained 1 cact bhox, which should be numbersd, Opersicre

shoi1ld work acco-rding to the Yoy number and assor’ment;
(v) The michine layout neds lterines to suit the sequence of operations,

Training courses should be introduced for the staff;

(d) Department disciplinc needis to be stricter, Machinists et and lrink
at the machines and smoke outiide the regulation breaktime;

(e) A d41ly crurerence orn the quality of cloiviiny- room uppers wnd finiched
shoes rhoule e cenducted ty 1 venior member of ihe staff with the rales manager
)r 1 representative rresent. Faults slould te recordad and departmental headg
should have copies vo that imjrovements to guuality and o rrection 1o tedinigaes
can be madry

(F) The hourly recordii; of individual production performuce is 4 must
for feedback;

(g) Order and cleanliness and general good hou:ckeeping needs ittention;

(h) Management should demand higher productivity and performance from the
labour force, maybe a review of the output bonus system would help.

The work should te done only by day. If the correct methcde are used, the
mackines will te loaded and worked to capacity. That would mean 3 big savings in

machines wear and tear, more time for routin: moinienince andi b:iter supervigsion,

Action that could be Takea Wy the Government

One »f the bizrest problems, creating many difficalties in production
planning, ic an acute =hortage of raw materials, e.g interlinings, leather
ani components, If the target fijurec are to be achievel it is of paramount
importance thit csupplies are claimed from the suppliers and received on time,
at least 10 days in advance., The factory at SzigetvAr producing the KATY footwear
for the North American export market depends on its future orders, which means
delivery must be on time., Since the expert visited the fuctory, the work has been
completely reorganized, it is, hosever, doubtful whether the factory will be able

to complete the urgent orders from the United States of America on time,

Any help the Ministry can provide of a speedy clearance of documents and
custome would be greatly appreciated by the company. Lost orders mean lost
revenue and poagsibly the loss of future orders from the United States.
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It is recommended that the Government consider and take action as soon as
possiblc on labour problems. Discipline is at a low and absenteeism extremely

high, causing a chaotic situation in the closing departments.

Supervi.ory staff, stock controllers and time study engineers

Machines and equipment are of 4 high standard, however, to meet the

demands of modern management techniques ind tzchnology:

(a) Staff must be trained;
(b) Attitudes modified or changed;
(c) Wages should be in relation to responsibilities;

(d) An added incentive scheme fcr 100% performance and quality should
be considered;

(e) Short training courses of 5-10 days shculd be held to cover all
industries;

(f) External training should be arranged if possible,

Machines and equipment
Machines and equipment are of equally high standard but an attempt should

be made to standardize them and sufficient spare parts should be stocked for

emergencies,

Technical training school

Immediate action should be considered to replan the 3=year training
programme which is out of date, The skills analysis training for sewing
machinists methods must be introduced,the old system is in conflict with the
new, and machinists in the 3-year training programme are outclassed by the new

trainees trained in the UNIDO system. <

Immediate correction is required of pre-cementing and fitting operations

that are many years out of date.
ity control

The standard of quality is good, however, it could be considerably
improved by:

(a) The line supervisors doing the job they are supposed to do, that is,
supervise;

(b) Assistant supervisors being given a list of job specifications and
responsibilities with a master copy held by management, which should be amended
at least every six months;
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(c) Each operator being visited every hour for the supervisor to
check work materials, and obtain feedback on the productivity of the operator
againct the norm;

(d) The chief quality controller checking regularly for wrong
agsembling, wrong colour threads and poor standard of work at source before
the production is despatched to the mixking department.




-15 -

III. RECOMMENDATIONS

1, Planning should be done well in advarce of production and the designe

used only when there is sufficient material to complete an order,

2. Stock cards should be checked regularly for material availability e.g.

leather and lining materials,

3. Reproduct.ion conferences should be held with heads of department, chief
closing-room supervisors, engineering and production personnel on:

Selection of the combiration of decigns

Availability of machines

Work content

Degree of skill required for new machines and equipment

Special programme for the machines, layoat anl organization
4. Boxes should be increased to contain 1.-12 pairs which will entail less
h&ndliﬂb"o
5e Introduce heavy duty elastic tands for boots which will save time,

6. The continuation of designs through shifts should be introduczd with a

minimum of delay.

T, The machines in the closin:s room chould be organized as soon as possible

according to the plan submitted by the expert.

8, Daily orio-hour training sessions should be held for training room

supervisors, t.me-study engineers, technologists and production perconnel,

9. A retrairing programme for experienced machinists should be introduced

of 5-1C days duration to correct methods and record work measurement:,

10, Increases in piece-work pay should be made as further incentive bonuses to

increase productivity.

11, Consideration should be given to increasing the basic pay, or to an
incentive bonus for the supervisors of the department, The situation is that
operators on piece rates are earning more than the person in charge. This should

not be allowed and rewards should be given for responsibility and enterprise,

12, At least every six months the daily production norm should be reviewed and

the targets increased accordingly, e.g. 3%~-5% according to designs.



13, More effort should be demanded, at Jovernment level, from supervisor.:

and workers. This should be supported by the manasrement who should dictat:
the company policy and follow up by daily or weckly meetings to discuss proposals
or rogress. There should be a management advisory committee to allow
for 2 two-way communication between shopfloor supervisors and middle and top

management .

14. Consideration should be given to increasing the staff on each shift by one
qualified person to prepare and collect materials, oxchange damaged parts and
give the supervisors more time to supervise the stoff. The title of maniimlator
is supgested for the extra ctaff member who would te responsible for all the
materials required for the current daily productior., He would be subordinate

to the supervisor on each shift.

15. The locally-made reinforcemeni machirie is good but considerable delay
occurs because of the sticking of parts. Consideration should be given to using
2 silicon spray to prevent this, or alternatively to fit a stainless steel

roller.

16. All machines not required for current produc-ion should be taken out of

the main line immediately.

17. Consideration should be given to makirg a fu:l interlining knife that will

increase production,

18, Management should insist that an hourly recording of individual production
performance be made, the departmental head must assure this, and signed by the

supervisor at the completion of the shift, not 12 hours later as at present,

19. Sample boards, materials, needles, thread, patterns, should be placed at
each machine together with the full information required to demonstrate to the

machinist what her job is.

20, A correct inventory of machines available for production should be kept

together with stock cards for spare parts, and these must be uplated regularly.
21, Hand-punching of straps replaced by machine work.

22, Perforating should be made on the knife in the cutting room, not in the

closing room.,

23, Straps should be folded and cut in the cutting room, not in the closing

room,
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24, Buckles should be attached by rivets or by the use of Pfaff Auto
Intacking 2332 with the desired cam,

25. Cement machines should te used for neoprene operations,

26, An urgent survey should be made of technology in upper-cutting as the

machinists are self-taught and need to be chown the correct method,

27. Time norms should be revised as the actual stitching time does not relate

to the norm,

28. Productive u.e should be made of tne training departmernt when trainee:

are ready for production work,

29. £11 new machines coming to the factory should go first in to the training

department for the operator to be taught their correct use.

30, A daily pilot run of 20-50 pairs should be introduced in any new design
to overcome any difficulties with the technology, improve the time ratirg, and

correct the design on the knives before production starts.,

31, The time rating for moccasin uppers seems to be incorrect and should be

restudied,

The 3-year training programme should be completely overhauled and all
prefitting operations should be abolished,

32, Direct stitching should be introduced at once. The foundation laid as

the introduction to upper closing will then be set for a new method., The same

applies to upper maniprulation and subsidiary departments, all of which are

working with outdated methods. To change and modify attitudes is almost <
impossible, only a comprehensive crash course retraining programme will improve

matters and it should be given top priority by the management.

33. The management should consider engaging young people to train as time and
method study engineers abroad, for instance, in the United Kingdom of Great
Britain and the United States of America.
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JOB DESCRIPTION

Expert in the Triinin. ¢f Closing Room Managemcnt and
Supervisors (Foctwear Irdusitry)

Bight wecks (split micnion)

Two week: - Jure 1)78
Six week: - Augot=-Sentorber 1378

Budapest, Szigetvir

To contirue the l.bour training in the skillu wnalysis
method and introiuce molern supervisor and man.ccment
training methods.

The expert will te attiched to the Ministry of Light
Industry il will wort in the Min8ségi CipSgydr in
Budapest wnd SziysctwdAr. Specifically the oxpert will
be expectced to:

A, Durins the fir-t phasc:

1. Hold 1 two-week triining course for closin;,~ room
supervisors and toechnologists on the following
subjects:

-implementatim of skill analysis training on
supervisory level

-practical pplication of MTM in labour training
-modern maunurement >f closing rooms

-cloging room prosramming

-gpecialized closine room work teams

Twelve percons arc to attend the course,
B. During the second phase:

1. Take part in the daily management of 2 specially
selected clouing room and implement the followingt

-modern management techniques and systems

-new technology arplication

-utilization of workers trained by skill an.lysis
method

-implementins new programming methode

-advise on machinery and low cost work aids
-quality control in closing room,

The expert will ilso be expected to prepare a final report
setting out the finding: of his mission and his
racommendation: to the Government on further actions
which might be taken,
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Extensive experience in closing room management, labour
training by skill analysis methods, organizing of closing
room production, preparation of work programmin;,: and
quality control in the closing room.

English; German an asset,

The shoe industry forms an important part of th~ country's
economy. The total annual shoe production in 11376 was
48.4 million pairs and the total work force employed

was 42,637 perscne, In 1)75 the MinYségi Shoe actory
produced a total amourt of 7.3 millions pairs of shoes,
mainly ladies? fashion footwear,

As part of the UNIDO project (DP/HUN/75/001). Footwear
Development, a three-week sewing machinist instructor
course, vased on the skill analysis principles, was
conducted. During this course twelve instructors for
the Minfségi factory were trained and all Min&:é€-ri
factories have started their own training departments,
It is now important that this work will be followed up
and implemented in practical terms in the closing rooms,

The Hungarian Minioctry of Light Industry intends to
create a model clousing room in one of the Min8v&gi
factories, The experience gnined in this closin~ room
could then be utilized in the whole national shoe
manufacturing industry,
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