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IUTROIXJCTIOli 

This second part of the sp1it mission in Tanzania took place 
between the dates 12/10/92 - 23/11/92. The first mission was 
carried out between dates 28/7 /92 - 8/9/92 and the report 
produced as a result of that mission is referred tc within this 
report as a working paper. 

During the first mission Sh.ah Industries and Twins I.eather Goods 
Company received technical assistance whereas !~orogoro leather 
Goods Company was visited for one day only to assess the 
assistance needs for the second mission. As a resUlt of the first 
:mission a wo:rkplan for the expert and preparations to be ma.de by 
each company were agreed with the companies and the backstopping 
officer. The workplan is annexed to this report (Annex 1) and 
the activities of the expert during the mission were vecy similar 
to the anticipated duties, although there were solll6 minor changes 
due to preparations not being carried out in some circumstances. 
The details of changes made are contained in the individual 
company reports. 
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MOROGORO LEATHER GOODS COMPANY 

15/10/92 - 30/10/92 

Morogoro leather Goods Company has been the beneficiary of 
substantial training inputs during recent years, carried out 
within the factory and through. overseas training for selected 
personnel. 

The results and effects of this training on production skills, 
supervision skills and efficiency are negligible as far as can 
be determined by this expert. There J11B¥ be many complex reasons 
for this situation, but one overriding reason for the shortcomings 
in production is a lack of experience in production techniques from 
those personnel who have received previous training. Historically 
leathergoods production has been erratic with little or no focus 
on the needs of the market, and the basis for past production has 
been at the whim of the customer which has caused broken 
production with a. wide range of product types and specifications. 
Production has not been a11owed to settle into a routine to 
reinforce and consolidate the skills training. 

During a previous mission by this expert in 1991 similar 
observations were made and it was recommended in the subsequent 
report that markP,t research shou1d be carried out and production 
samples be prepared in response to the market needs. No action 
was taken to carry out this recommendation and then during the 
first part of the mission when the training needs were being 
assessed for this mission, the sane recommendation was reiterated 
as part of the preparations to be made. (See Annex 1 for details 
of these preparations). Once again no market research had been 
done and no samples produced. The effect of this on the activities 
of the expert during this mission has been double edged. On the 
negative side it has restricted the amounli and content of training 
given to production processes and related supervisory skills. Also 
the :relevant person».el have not experienced contact with retail 
outlets and the valuable feedback that could supply. On the 
positive side, the expert had the opportunity to design a 
co-ordinated range of bags, presenting an image for 14orogoro 
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Isather Goods Company under the "Bushman" logo. The pattern 
cutters were also able to learn a great deal about pattern 
cutting and the preparation of a prototype in readiness for 
production. The aim of the :Bushman series of bags is to establish 
a standard for production and hopefully continuity of production 
assuming marketing is sufficiently aggressive \vithin the tourist 
areas. 

The progracne of activities durinc; this nission was recorded 
by Ur I-;!sella (Production ~~r) for presentation to r-.:rs Iia.i:,;'\l. 

(General Manager) and is attached to this report as .~ex 2. 
The range of Bushman bags is illustrated in .!Jmex 3. 

2 . THE BCJSHMAU RANGE 

The 'lil tiiila te aini of this mission was to develop the opportwli ty 

for production to be continuous by having a desirable product 
targetted at a specific marl:et. Continuous production with 
pre-deten:d.ned qua.li.ty standards would encourace improvements 
in skills through repetition of :relatively sinple production 
processes (the 1earning curve). 

The concept of the Bushman range of utility bags was brought 
about by three contributing situations: 

a) The time factor did not allow for consumable materials to be 
brought in, therefore locally av~ilable materials were the 
only option. 

b) The product ra.nge must be siraple to make with emphasis on 
transferable sl:ills DE tween individual deDi,:;ns. 

c) The product design is intended for the tourist marl:et. 

The ma terio.ls used are cotton canvas from the Iiiorogoro Canvas 
Mill, leather from Morogoro Tannery, sisal and nwinga wood 
which are incorporated within the entire range. It is total 
supposition at this point whether or not this combination will 
be of interest to the potential. market and local market research 
woul.d have been of assistance. 1!he Bushman 1060 and promotional 
infomation has been printed locc.~ o.nto Ji;ic t::i.::;a to accor.1~ln.:.\,· 
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each bag. Seven designs and prototypes have been produced 
during the mission. 

2. 1 Prepara. ti on of thP. Range 

All the materials are in p1entifu1 supply and the only possibly 
doubtf'ul. supplier could be the tanne:xy, but after several trials 
on unfinished leather the teclmical personnel at t_~e tannery 
achieved an acceptable sample with a natural look finish which 
they a.re confident can be reproduced. 1 , 000 squa_-re feet was 
later fir..i.shed in this wa:y exactly as the sample piece, which 
was reassuring. 

The designs and specifications were prepared by the expert but 
pattern cutting and prototype making were the :responsibility 
of production workers within the factor.v. Ongoing su.perv-~sion 
and instruction from the expert was supplied where :required. 
The el!l.:phasis at this point was to standardise design features 
and production methods to encourage consistent acceptable 
'l.uali ty standards. 

A simple information storage and retrieva1 system was set up 
around the range to assist the t:ransf er of information from 
pattern cutter to supervisors to production. The intention is 
to maintain consistency within production through well-documented 
specifications. 

Followine several training sessions given to a1l the relevant 
staff, the followin~ records were completed i!:Iclediately after 
each sru::iple was approved:-

Production Operations Sequence: Each item produced is broken doi,·m 
into a logical sequence of production processes with consideration 
to the movement of wol'kpieces to min;.mise delays and bottlenecks. 
The line supervisor has been using th.ts information during pre
production trials to confirm the accuracy of the sequence and as 
a basis for labour timings at each stage. 

Specification Book: Patterns (quantity and types), sizes, details 
ot materials used, sundries and estimated materials consumption 
are recorded. The in:fol1llation will be essential to maintain a 
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consistent product during future production and will fonil the 
basis for costings and the issuing of materials to the cutting 
section. 

2.2 Pre-Production Trials 

13a.sed on the estimated materials consumption which has been 
entered in the specification book, leather ~·nd canvas were 
issued for five bags of each nodel nUI!lber. Durin6 cuttinti the 
esti!:Jated fi~s are conf'imed or corrected. The basis of the 
est~tion is to add 40% waste for leather and 2~ waste for 
can:vas. Following cutting of the five bags it was discovered 
that leather waste could be as low as 17% when small patterns 
were used but 25~ - 30% was the norm. The canvas waste 
estimate proved to be correct. 

Each group of five bags will be put through production according 
to the operations sequence with timings taken at each point 
during the transformation process. It was not possible to have 
pre-production trials on tl1e whole :SU.shl!lan range during the 
mission, but they will continue during the following weeks. 
The line supervisor should always be assisted at this time by 
the pattern cutter who produced the origir..al. pattern and 
prototype~ but this has been a difficult concept to operate and 
constant supervision of the pattern cutters has been necessary 
to encourage their presence in the production area. 

The ti.I:lines tal;:en can only be approximate but they will provide 
a Qri.deline for planning and labour costings. In a:ny event, 
normal conditions do not exist fo~ i£lplenentinc exacting cor.trols 
on production and the pro11ortion of labour inactivity tiirouL;11011t 
the section can absorb aJ'lY anomalies in the timings and flexibility 
of the operations sequence. 

The ma.in am of these trials apart from confirmU:lg the materials 
consumption has been to fBI!liliarise the line supervisor with the 

product and to establish a quality standard. 
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2.3 Conclusions 

Although it was not the intention a-:; the outset to develop a 
theme range, the responsibility to develop ne\T products was 
left to the expert once it was clear there were no prototypes 
prepared. The range of Bushman bags has been developed hurriedly 
without a:ny market research and is the ref ore an unknown quantity, 
but apart f'ro:n. the unusual. features of sisal. and wood which may 

or rJ.B:Y' not be acceptable, the stylinc and proportions a.re 
-oa.lanced for western tastes. The !lorogoro Leather Goods Coopany 
now has a product for the tourist :market and the opportmrity 
to develop further if company :marketing is vigorous and aware 
of the market response. 

The experience of being in daily contact with those responsible 
for production leaves and impression that the concept of good 
quality has not been developed within these individuals. It can 
only be hoped that the quality guidelines left by the expert and 
further production experience will encourage an appreciation of 
good quality. 

The introduction of a record sys"tem will allow for control over 
the use and mis-use of materials issued and make individuals 
accountable for their actions, in particular the pattern cutters 
who a:re ma.inly responsible for keeping these records and \'Tho have 
in the past shown a careless attitude towards exactness and det2il. 
1!he new materials estimating system wil1 now supply the basis for 
accurate costings which has not been practised previously. 

A valuable contribution tO\vards t..lie success of pre-production 
trialo and timines was made by the line su11cr .. 1isor, Ur I.Ia.saJ:i, 
and if al.lowed to continue with the system used durinc; the Iliosion 
he will pl.9.y an important role in maintai.ni.ne quality. 

The success of the Bushman range and the leathergoods line in 

general depends on the actions taken by the other specialised 
depa.rtI!lenta, primarily marketing and pu.rchasine. If full support 
is given and the administrative departments work together with 
production then it will be possible to achieve positive results, 
but if the adverse situation applies, then leathergoods production 
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will not be given the opporttmity to develop. 

3 PRODUCTIO!t Tl!:£1IDrG {ART: DIPWMA.TIC BAG) 

At the time the Bushman :razlGe was being deveJ.oped an order for 

120 "DiploI!latic" bags \12.S about to be put into :production. .An 

o:pportuni ty vra.s presented to demonstrate vra:ys in \Vi.rich quality 

can be noni tored and bproved \7hile introducin£; a S",fsten of 

ha.ndlin.:; ~d controllinG i7or:: pieces du:-cinc the a.ssenbly seque:!lce. 

\Ii th Gtridance fro:::i. the expert .::. new \7o:rl-.:il1G sanple was made by 

one of the pattern cutters Ytit!~ improvements to the pattern fi·~. 

The :.ie.,v patterns were set onto cardboard and zinc in preparation 

for cutting directly to the pa. ttern sh.c.pe. An operations sequence 

was prepared by the expert and pattern cutter toeeti1er \7i th 

contributions fron the line supervisor responsible for leather.:;oods 

production. Good communications bettree:n desi511 and production at 

this pre-production stage was e:r;.phasised repeatedly and this 

situation illus+rated the point very well. 

Five conplete sets were cut and put throud1 production with 

training given to the supervisor and production workers at ea.ch 

point of #issembly. Du.ring th.is exercise it was apparent that 

the qual.i ty v1ould be poor, due I!lainly to a lack of care fron 

the workers. The o bseTVr;. tions made were : -

Cuttina: Cutting tableo very untidy with no attenpt to tidy 

before/after cuttinti· Patterns become misplaced a'l'ld cut pieces 

have no storage area. The cuttinG l:nife \va.s Ila.de fron wood glued 

to a hacl:oaw bl::.de 2nd alt;llorj1 cuttin..:; ·;1ao }oosiblt:, tl1c "-w::ward 

handle waa not helpful. Blade sha;;ieo were unconventional and 

sharpening poor. Cut pieces were not accurate to the pattern. 

SkiY!DS: Too many individuals were allowed to use the skiving 

machines without suf'ficient traininL;. Damage to I:lachine part~ 

and bad adjustments at the point of sldving had not been detected. 

Correct settings for specific uses did not seen to be 1m.derstood 

by ~ of th" "perators. 
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Glueiz!g and Fold~:A~P A mis-matched collection of tables littered 
with odd pieces of wo:m nylon cutting pad was the only su:dace 
in use. A large group of women were crowded rmm.d this area 
and displayed no interest in trying to achieve a presentable 
quality. All operations were carried out from a sitting position 
and gene.raJ.ly too I!Illch adhesive was evident on and off the 
co~ponent pieces. 

~;:;: A good selection of nachines are available for leatl1e~coods 
production but they were positioned in a hapila.Zard, illogical 
layout. Hobody had :responsibility for these I!lachines and 
consequently they were not cleaned or given preventative 
nai.ntenance, resulting in careless and superficial damage 
(ie, broken bobbin winding nechanisn, lmee lifts, thread stands, 
dru!lG......;-ed bobbins and cases, lack of oil). The operator skills 
were however generally good. 

3.1 .Action Taken and Results 

The entire section was cleaned and reorganised \vi·Gh the sewing 
machines lined up alongside the glueing and folding tables. 
The previous tables were replaced by newer tables at a level 
height and a second table area created as a distribution and 
<tuali ty check point for cut and partially assembled uni ts. The 
line supervisor is now :responsible for all the machines within 
his section with instructions to organise the cleaning of 
machines every day • 

. cu~~int;: Tables were cleared of debris and repositioned to give 
more space for \7orkine. Side tables were cleared for cut pieces 
to be ntr!.cl:ed in tens. Traininc \Vas Given on 1:nife sharpenincr, 
anu. verbal enphasio put on accuracy. 

Resul_!:!: Vecy few unfortunately. cutting accuracy did not 
significantly improve and without regular supervision the tables 
were again littered. The problem is attitude rather than lack 
of skills. 

Skiving: Both machines were adjusted and sharpened and are in 

good working order. Samples of akiving for specific uses were 
prepared by the expert and fixed to the machines as a reference. 
The line supervisor now has control over who useo these machines. 
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Resulta: The article in production was made from PVC and ---therefore did not need skivi.ng. The only s.~iving carried out 
was on pre-production quantities of the Bushman range, and after 
several failed attempts tl1e adjustments were learned by at least 
one individual. fuere was no other opportunity to test the 
deptl1 of comprehension from the remaining opera tors in a 
production environment. Hopefully the supervisor will use his 
authority to control production skiv:lne. 

Glue~ and Folding: 1;aw tables \Vere collected :fron several 
9oints within the factor3 area and the old ones conpletely 2."e::toved. 
These tables :increased the working area, and a second group o:f 
tables could now be used for organising the component pieces 
in readiness for glui.71.S a."1.d folding. GlueinG was now carried out 
from a stanring position and trai.ni.ng given on clean glueing and 
neat folding. 

~_1:!: Glueing out fron a standing position increased the 
distribution area for d-."""Ying and the use of a specific glueine' 
area has vastly imp~oved quality and had an effect on attitude 
towards cleanliness. New folding methods have been introduced 
with noticeable improvements, but supervision is essential to 
maintain momentum. 

Se~: Apart froI:J. re-organising the leyout and having the .machines 
cleaned, the only contribution necessary was to demonstra:te one 
particular sewing operation which was creating difficulties for 
the opera tor. The remaining se\ri.ng operations witnessed by the 
expert were skilfully executed. 

3.2 Conclusions 

The principles of :manufacturing and the skills required to 
manufacture do not appear to be the problem bec~use when 
employees were asked specific questions on procedure or technique 
the anm1er was alweys there, even if it riquired a certain amount 
of coercion. Even on the subject of quality there was recognition 
of what determines good quality by Mr Msella and Mr Kasege 
(the Production Manager and his assistant). 
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A general lack of care and interest in the work presumably 

brought about by poor motivation would seem to be the reason for 

the majority of p:rob1ems. Much tighter supervision is :required 

at a11 1eve1s with Mr Mse11a and Mr Ka.sege taking a more active 

part in production. This would necessitate Mr l!sella being 

re1eased from much of his administrative work. 

~ent by resu1ts was discussed with Mrs Bagu and in theory 

the idea was received positively. Text has been 1eft with 
Mrs llagu. and ttr J,fsella on this subject as a basis for discussion. 

With the resources availab1e, the expert is confident that a good 
quaJ.ity product can be produced when a11 the :resources are applied 

and if a conducive working environment is encouraged. 
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RECcm.tEIIDATIONS 

To Morogoro leather Good.!..£OJD.J>8.DY 

1 • The range of J)nshman bags could offer an opening to the 
tourist :.mar.ket but support and action must be forthcoming 
froI!l all. the departaents which have an influence over the 
smooth running of operations. 

a) The naximml number of retail outlets I!lUSt be located 
and encou:raged to take the whole ::ra.Ilo"""e. 

b) Feedback from retailers on adjustl!lents/improvements to 
designs and/or new product lines need to be acted on if 
considered reliable. 

c) Quality products and reliable delivery I!IUSt be given 
priority. 

d) Uarl\:eti.llg (sales) I!IUSt consult with production before 
promising deliveries. 

e) Purchasing must respond quickly to the needs of production. 

f) Continuous production and repetition will eventually bring 
about iI!lprovem.ents in quality, but without sales th~.re is 
no production. 

2. The line supervisor (Mr l!asal::i) does not have the depth of 
experience to operate in isolation. He mist receive help 

from I.rr I:!sella and Mr :t:asege Wltil an acceptable quality is 

achieved, but the duties of Ur r..tsella would need to be redefined. 

3- All the points discussed relating to production should be 
continued or introduced:-

a) The working areas must be c1eaned daily. 

b) Wor.k should progress in groups of 10 uni ts. w1 th qual.i ty 

inspection at each stage of the transformation process. 
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c) The new inf on!lation recording systems must be kept up 

to date and used to assist production. -
d) The pattern cutter responsible for the •operations 

sequence • mu.st worlc closely with the line supervisor. 

e) All new techniques demonstrated should become standard 
procedure by production workers. 

f) Packaging and presentation of finished goods will have 

a direct influence on sales to tourists. Ba.gs must be 
clean, properly stuffed with shredded paper and tagged 

with the Eu.shman label. 

g) To remain competitive, prices should not exceed those 

recommended during the mission. 

4. Jack of J:10tivation is dest:ru.ctive to quality and output. 
Until this problem is tackled the task of producing a 

quality product will remain difficult. Some form of incentive, 

either financial. or non-financial., should be considered as a 

possible solution. 
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T\'lllts LEATHER GOODS COMPlJiY 

4/11/92 - 9/11/92 

The duties of the expert and the preparations to be :ca.de by 
1.tr Paul Ti to 's of 1\v:ins are ei ven in the docUiilent attached to 
t.liis report as Ann.ex 1. From the three preparation requests, the 
first one had been carried out by I.fr Ti to' s (clear the third 
workroon) but the electrical work had not been done. Tanzania 
was experiencing power rationing at the tine of this mission, and 
TANESCO (the national power company) have told Mr Tito•s that 
connection of three phase power to his wo:rkshop will be delayed, 
but Mr Tito's is hoping the de~ will not be too long. The fact 
that the electrical work had not been carried out did not affect 
the workplan for the expert. 

1 .1 Results from the First Liission 

:Belts: The new style of men's belt has been very successful. 
Orders for substantial quantities are being accepted and the 
quality achieved is good. There is potential for regional export. 

Zip Holdall: There has been considerable interest from buyers 
and several have been sold, however the design the.me has not been 
developed with new designs as hoped. This is Dost probably due to 
a lack of pattern knowledge and c~nfidence. 

Denchworl:: A lar&e order had just been conpleted of the sailC 
briefcn.ne nsed for trainin_: durin::; the first nission. T'ne 
execution of the bench\1orl: was already co!lpletcd and could not be 
observed, but the completed briefcase was neatly finished. 
Therefore, whether the training system was used or not could not 
be deten:!Jined. 

Pattern Cutting: There had been no attempt to re-cut patterns for 
existinB styles as was agreed and all previous trai.n:ing had been 
forgotten. The explanation given was that the workshop was too 
busy on the briefcase production, although it was discovered there 
was considerable confusion on what wns required and this is most 
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probably the reason. 

leather Cutting: i!le pmctice of cutting by knife around a 
pattern had not been continued. Cutting \7.i. th scissors on pre
JDS:rl.-ed lines was the method still being used even though the 
cutting table was available and ·i;he 1mife made during the first 
l!lission was within the worlrshop and being used for trilmning. 

leather Estimating: llo further estimates had been done and it 
soon became clear that the concept had not been understood. 

A general observation on why some of the training and 

recom:nendations had not been carried out is partly explained by 
language difficulties and partly because Mr Tito's had not 
received a copy of the report from the first mission contai.ni.ng 
the reco:mm.endations and he was therefore unsure of what he shoul.d 
do. 

2 ACTION TAY.EN 

There were no lea thergoods items in production during the mission 

and power :rationing restricted ma.chine sewing to two ~s only, 
dur:inB which a jacket order was taking precedence. These 

circumstances did not allow for further training on benchworlc 
skills, and the tra.i.ning time was used to concentrate on pattern 
cutting, cutting and leather estimating. 

2.1 Pattern C'u.tti.ng 

To encoura~e confidence, s}:ills and a {jreater depth of 
understandin5, t\vo senior employees were made responsible for 
reproduc~ patterns based on training from the expert. Two 
best selling styles were analysed and their patterns checked for 
accuracy and information content. The shortcomings of the 

existing patterns could be easily identified once new patterns 
were cut using the demonstrated system. A tota1 of five pattern 

sets were cut; three as a demonstration and two by the employees. 

~ system being used is a repetition of the technology 
introduced during the first mission, and w1 th more time available 

for traininc duri.ng this mission ·the possibilities for 
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comprehension were far greater. It has been enphasised to 
Mr Tito •s that he must continue with the systen and he has 

decided to re-wozic two pattern sets each week which will help 

to reinforce the technology. 

The new patterns which have been cut now have detailed infol.lll2.tion 
on asse!!lbly allowances, sewi..'r}5 reference points and specific 
production information. 

2.2 leather Estimati.nfi 

A new book was started to record pattern meastL-rements and \?a.Ste 

percentages using the SSI!le five new pattern sets produced du.rine 
the mission. 'Mr Tito's was given detailed instru.ctions on the 
method of calculation and was personally responsi-ble for entering 

the measurements into the book. A substantial proportion of the 
mission time was spent with Mr Tito's on leather estimating, and 

the advantages of using this system have been understood and 
accepted by r.f:r Ti to 's. All. new designs and re-rn>rked patterns 

are to be recorded and used as a basis for costings. This is 
essential. to maintain control over costs when the company gro\1s 
beyond job production. 

2.3 Cutting 

The trailtin.g given centred on three new designs which were made 

up as prototype sanrpl.es. Knife sharpening and l:nife teclmique 

were the main skills to be practised and from obse!"V2.tions made 
the cuttine skills de~onstrated by Twins e!ilployees \rere adequate 
for the production quantities nonnall.y produced (snall quantities). 
The continuation of cuttine by lalif'e \ri.ll depend on en 

appreciation by I.a- Tito's of the advantaces of thin Dct!1od over 

the scissor method. The impression given by the operators during 
this mission is that cuttine by knife is not necessarily 
considered to be a better method than scissors and oay not 
therefore be adopted. 
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3 UE\1 PRODJCTS DEVELOPED 

A lack of confidence with pattern cutting necessitated :further 
training on patterns and the pattern cutting system was 
demonstrated on three new bag designs. The theme of the new 
designs relied on simplified production processes and introduced 
severa.1 new ideas which can be re-used in subsequent desJ.ens. 

Is.dies• Belt: A wide fashion belt is a popular iten locally, 
and Twins did not have anythin5 to satisfy this market. The 
new belt in its basic form can be the basis for several desicns 
and five alternatives were decided on with Mr Tito •s. 

Shoulder Bag: J._ sma.l J handbag with sil:l:ilar styling to the majority 
of the existing range of baes was produced to demonstrate the 
pattern system which will be used to :re-wo:rk old patterns and 
for demonstrating sewing with.out prior glueing. 

Fashion Ea.ck Pa.ck: Targetted directly at the fashion conscious 
sector of the na. tiona.l market, this bag reflects current European 
fashion and introduced some new production techniques which will 
il!J.prove quality and simplify production. 

Double Flap Bag: This smaJ J handbag used new ideas for production 
and can form the basis for many other designs usll:lg the same 
pattern and production procedures. 

ill the patterns were cut by the expert but cutting, benchwork 
and se\'linG \rere carried out by Twins employees as part of the 

traininG progrru:me. 

4 REVISED WORKSHOP LAYOUT 

Electrical preparations had not been started and there were no 
new machines delivered before or during the mission. The new 
ma.chines to be delivered are known to be five Consew sewing 
ma.chines, one skiving machine and one strap (strip) cutter, all 
of which should be aupplied wi. th three phase motors. :Because 
at present three phase power is not connected anywhere within the 
workshop there are no restrictions on machine placement and the 
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optiz:nm use of available space could be planned •'Ii th nininal 

costs and disru.ption. 

The new floorpl.9.n annexed to this report (>.nnex 't- ) has brought 
into use the second workroom and a large hall area. The second 
workroom will become a sewine rooI!l wi t-11 one three :phase overhead 

line supply~ a mi.niJ:!n.un of six power outlets. The hall area 

will becoI!le the cuttinc roon, a.ll.d the existin::; wo~!~roon will be 
a ~neral pu_ryose m>r}:roo:::l \7llere the m?.jori t;y o:f asse':'"1bly 

processes \'lill be carried out. 

The oajori ty of clearance wor1: has already been done but there a...-re 
some existing machines re!!lai.nin6 in the second \70rlr..room which need 
to be renoved. The exist;!lG cupboard space could be cleared and 

brought into useful service as a sto:re:rooI!l without too IIIllCh 

reorganisation. 

5 COITCIBSIOUS 

As a direct resu1t of the first I!lission t-li.e aost obvious 
improvement is in men. s belts and these can mprove further with 

the aid of a strap cutter. It was disappointing to discover 

pattern cutting, cutting a.lld the leather I!leasureI!!ent system 
had not been adopted f ollow:i.ng training during the first mission, 
but the short duration of that mission did not allow for thorough 
training and it is now apparent that everythinG was not u.llderstood. 

Proportionally, more time was spent on training in these three 
areas during this nission and the procedures \rill have to be 
I!laintained if there are to be illprovel!lents in production Ila.11..age::::ient, 

efficiency and quality. 

The current machines and tools are :clini.I!lal or non-existent, and 
those pieces of equipnent that are in use are poorly suited to 

their jobs. ?Jew machines and tools are ur60ntly needed and the 

list of tools recommended in the work~ paper o.f ter the first 

mission remains ur.cha.n&ed. 

The leather supplied by Moshi Tannery is not particularly 

suitable for jacket production and plays a I:Jajor part in the 
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development of Twins as a competitive company. If a:ny assistance 
can be offered by mnno on sources of leather and its 
il!lportation, there is potential for considerable quality 
inprovenents with jacket production. 
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RECOJ.EIIDATIONS 

The type of production being carried out for the most pa.rt is 
job or SI'L-:oll batch production to local special. orders which all0\7S 
for a great deal of flexibility. However, ?a Tito •s has 
expectations for the GrQWth of the comparzy \mi.ch will necessitate 
a move to larger scale batch production and I!l.Ore en!Jbasis on 
planning and efficiency. With the future develo:pr!lent of the 
coz:ipany in mi.."ld the recoI!II!l.endations to I.tr Tito •s are as follows:-

1 • Al.l the recommendations which have been made in the worl-:":L"l.G 
paper produced duri.:-ig the first mission must be applied. The 
key points made in those recol!ll!lendations are:-

- Continue to develop the new sl:ills deaonstxated durinG 
training, ie pattern cuttilJe, leather cutting, benchwork, 
leather estimating. 

- Preparation of the third roon for the installation of new 
machine:ey according to the layout prepared by the expert 
during this mission. 

- Reorganise the existin{; site to make better use of 
available space according to the prepared layout. 

- Install new strip lie'hting according to the prepa::-ed 
l.eyout. 

- I.i21:e enquirieo to ARP.EL m::.~~Lllc about a subocription, 
or if the cost iz prohibitive one ism1.0 ::n.1ot be the 
min:iI:n.tJ!l purchase • 

2. Explore the possibility of importing better quality leather 
from Keeya (for jackets). The cost of local:cy supplied 
leat.11er is TShilline 500 per square foot (approximately 
US.s' 1 • 30) which is very similar in price to Keeyan leather 

but ereatly in:ferior in quality. 'l!he cuttin.6 yield of 
Kenyan leather and the quality of finish will benefit the 
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cost and saleability of T'\rins jackets. 

3. The local market is an exhaustible market and must be 

expanded. Uew reeional markets J!Jl3:y be possible areas for 
develop?::ient assumine quality and price remain coc.petitive, 

but positive action must be taken very soon to research these 

ma.rl:ets before the local m.rket is exhausted. 

To mrr:oo 

The recomnendations made durinG t..11.e first mission :renain 

unchanged except for recommendation 2 which requested certain 

machinery iil place of the original requisition. The orig:iI1al 

requisition has already been processed and therefore it is no 

longer possible to recomm.end the two Juki sewing machines. 

However, the remaining :machines recommended are still :required 
and should be supplied to Tu.ins together with the original 

requisition of five Consew sewing machines. 

From the re:caining recommendations made at that time the priori;ties 

are:-

- Uew hand tools (recommendation 3) 
- Study visit to Universal (recommendation 1) 

- Spare parts (:recommendation 4). 

1. Further teclurical. assistance should be provided following the 
deli ver:1 of the new machinery and tools bu.t there I!Illst be 

cruarantees that l:!r Tito•s has completed all the points in 

recor:n::mndation 1. 

2. Any assistance l'lhich can be given by Ult"IDO to make contact 
with leather suppliers and/or possible I?JB.rkets for finished 

jacl:ets may be very use:t'u.1 for the developl!ler..t of Twi?ts 

jacket production. Mr Ti to • s is uncerta.il on .how t.mIJX> can 

help hi.I!l and a formal letter from :regional head~uarters will 

be of assistance • Mr Felsner has offered assistance to 

lifr Ti to• s should he v.Lsi t Nairobi but la Ti to• s is still 

unclear on the procedure and Jna\Y' not take up the off er of 

assistance without a formal invitation. 
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SWJ! IlIDUSTRIES LIUITZD 

10/11/92 - 20/11/92 

1 3.ACI:G~OUIID 

The planned duties of the expert and t!1e preparations to be Il.2.de 

by S11ah Industries \7hich [".re outlined ir.. Annex 1 were not 

C[>.1Tied out. 

The I'.lai...ll 2:rurpose of the !l:ission was to develop a q_u.2.1.i t;y" control 

syste:n based on better qun.li t;y le'1ther inyJOrted fron .AJ.f'~ 

Tannery (I~enya). The leather h.c:i..d not been ordered and there is 

no possibility of sta.nd.al.-Uisinti <!uali ty flith the usual leather 

supplied by Hi.n.o Tannery. The qualit;y of leather from Hirao is 

very irreo.1.lar a'!ld no:rnal \7o:rl:inG nethods cannot be used durj.nc 

mamtf'actw."'C • 

I.!r Fels:l.er ( CTA) brol1 .. cht n. size:::.ble Q.1.-=E.J.J.ti ty o:f len.ther fro.TJ. 

Hairobi on 19th Hovenber but u."lf'ortwmtely there vtas only one day 

rem.inine of the mission and nothillG could be done apart fron 

leaving instructions on how the leather can affect production and 

quality. 

Another factor in:fluencirl..c the reason why prer.,arations had not 

been mule by Shah Industries was that-. the list of preparations 

to be done and a copiJ of the expert's report had a.rri ved onJ.y a 

fe\1 dcys before the second part of the nission. FrO!'.I. the fu:..te of 

posting in Dar es Sn.laa.n and delivc:r"J to Shci1 Industries too1: 

4 weeks. 

The final considemtion in detc1':rlnil1.:; ti1c ':ror::}_)llu! \~.:::; the effect 

of po\ver rationine on possible tra.ininG. At the tine of this 

mission TAl'iESCO was cuttinG po\'Ter to Shah Industries for 2 or 3 
clays per \7eel:, which left the factol"'J in da.r1:neso and without 

machinerJ. Any f orn of planned traininc to a schedule was 

impossible under these circunstances. 

1 • 1 The New VlorkJ,>lan 

In addition to the difficulties caused by power mtionin~, the 
two individuals eivcn traininc dur:i.nc the firot part of tho Misoion 
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were not present for the whole of this mission \7hich Dade it 

difficult to arra.Ilu~ a training progran:ne. It was decided the 

greatest benefit would be fron producing new desiGlls together 

-.-ri th new production teclmoloc:v. The beneficiaries of this 

info:ma.tion and tra.~ wc.._tld be the Production I.rianage!' 

(IJr V Shah) and Edmusa I.fush.i, who has already received traininG 

durinG the first mission. 

Products made fron finished leather a-7-e lovrer in qual.i ty t!la.Il 

the vecctable 11anned e-oods and :production teclmoloG;V is lirri ted, 

the:ref c:re the en!;}hasis was placed on this section of tile product 

ranur.e. Patterns and sample prototypes would be produced usi.ng 

stanfu?.rd.ised features and si.I!tilar production nethods which should 

encoUL.-age quality throu01 fanil.ia.ri ty by repetition. 

1.2 Observations liade Resulting fron the First Uission 

Frol!l the training given during the first mission the outcome 

\'ra.S observed as follows:-

i) Se~: The new Juki machines are regularly used although 

the majority of sewing still takes place on the older 

I!la.Chine s using the lart.;er ( 180) needle. There is no 

noticeable i.I1provement in sewing quality. 

ii) Wallets: Quality is generally good and the new technology is 

beinc maintained. 

iii) Pattern cuttinc: There arc no ne\7 dcoicns, therefore the 

i1c..ttcrn cuttin(; systc:i ho.s not been practised. 

iv) Subdivision of patterns: A few patterns have been adapted 

but more attention must be eiven to this subject especially 

when the cuttine yield is so poor. 

v) ~o.ther Estimatine: The syste:ra }~s been continued but the 

reeul.ting figures caimot be considered accurate with the 

variable leather quality. 1!he control of leather issuing 

is however very successful. 
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vi) Cutt:Ulg: The pre-marked hand cuttinc nethod is still beinG 
operated and cannot be changed tmtil the leather quality is 
better. Machine cutting and corrected cuttin{; dies \till 
be ljiven priority once the die ma1:i.nG equipI!lent is 
aYailable. 

2 REAPPRAISAL OF MACHIMERY RECOMMENDATIONS 
. 

The recommendations made to mrroo in the \'forking paper af'ter the 
fi:-st mission have been reconsidered by Ila- Shah in light of the 
current worldwide recession and diminishing retail sales. 

Ref: Recommendation 1 - Die making equipment is still the 
priority and following the visit by Mr Felsner on 19th November 
there has been action taken on purchasing this equipment. 

The development of small leathergoods production is not now a 
priority for Mr Shah and it is therefore unnecessary to purchase 
a glueing ma.chine. The glueing ma.chine recommendation should 
now be CANCELLED. 

Ref: Recommendation 2 - The edge binding conversion package for 
Juki DSC 245 is still recommended and would be a valuable 
addition to quality improvements on finished leather products. 

Ref: Recommendation 3 - J,fi' Shah has economised by building an 
extractor system from locally available materials which he has 
already installed, therefore there is no need for U?ITDO to follow 
up the request from Mr Shah. 

Ref: Recommendations 4 and 5 - The itemised spare part8 and lamps 
are still required. 

3 REAS._ON_S_F_OR_A_C_TI_O_N_TAKE __ N 

Quality improvements in the vegetable tarmed leather range of 
goods are totally dependent on revised production methods . ·• 

resulting from improved leather quality and cutting accuracy, 
both of which are due to be acted on based on recommendations from 
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earlier missions. The technology to make these improvements in 

quality is already in place and no further additional action 
could be taken during this mission. 

Finished leather products are generally poorly designed and 
finished~ al though wallets have improved considerably following 
training during the first part of the mission. Handbags and 
travel bags remain as the only part of the leathergoods range 

which require upgrading. 

Power rationing precluded a stiuctured training programme and 
the emphasis was centred on preparing new designs and prototypes 
together with training on associated technology when power was 
available. 

4 ACTION TAKEN 

J3ags made from finished leather play a small part in the overall 
:ra:uge and are usually produced individually and to order. Pattern 
cutting is by trial and error and production technology is 
limited. New designs have not been produced on a regular basis 
and the technology required for tµis type of product is not 
developed sufficiently to achieve a good quality. 

Using finished leather four new bag designs were produced during 
this m:.;.ssion using related technology and standardised design 
features. An additional three vegetable tanned leather bag 
designs were produced to demonstrate pattern sub-division and to 
extend the variety of this type of product within the range. The 
new designs produced are illustrated at Annex s. 

4.1 New Products and Production Technology 

A. Holdall: A medium sized zip fastened bag with three exterior 
zip pockets. Standardised features include a new .handJ.e design 
and seam pipin8 without using adhesive. Training was given on 
pattern cutting and practical participation in using new sewing 
skills. 
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B. Ba.ck Pack: A large utility bag aimed at the passing tourist 
ma.rltet which can be developed into a group of similar products 
using the same basic pattern. Standardised features include 
french binding which is already in use and the same new hand.le 
design. Training was given on pattern cutting and sewing 
skills. 

C. :Brief case: A slim line soft sided zip fastened case with 
interior pocket layout. Standardised features include the new 
handle design and sea.I!l piping without using adhesive. Training 
was given oo ~tern cutting, practical. participation in the new 
sewing skills and a new method of lining fitting. 

D. Handbag: A soft gathered bag as a modern alternative to the 
dated styling of some of the bags on display. Standardised 
features include the new handle design and sea.I!l piping without 
using adhesive. Training was given on pattern cutting and the 
new sewing skills. 

4.1.1 Results 

The disruption to training caused by power rationing and 
absenteeism meant continuity of training was very difficult. 
Training was given wherever and whenever the opportwlity was 
available. Edmusa Mu.shi vecy quickly picked up: new sevil.ng 
skills and ldr V Shah demonstrated a clear understanding of 
the pattern technology. 

Four new designs added a different dimension to the product 
range and the technoloGY used would be simple to develop into 
a wider range of designs. 

4.2 New vegetable tanned leather products 

The rea&ons for producing three bags from veg leather were to 
put some different shapes in the showroom display and to show 
how subdivision of patter.as can increa:Je cuttinc yield and add 
interest to a design. 

Power rationing prevented the two handbags from being 
completed, but the briefcase was finished and provides a useful 
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~le of pattern subdivision and the advantages to be gained. 

5 CONCIDSIONS 

The recession has had an adverse effect on retail sales and 
consequently a downr ....rd trend in production output. The entire 
production unit has been reduced in size and is in need of a 
boost to regenerate itself. A better quality and cheaper vegetable 
tanned leather is ~ssentia1 for efficiency and qua1ity improvements, 
and with a better quality and competitively priced product there 
may be an opportunity to find new mar.kets. The leather brought 
from Nairobi by Mr Felsner wi11 be useful in demonstrating the 
potential improvements and advantages for production. Until Shah 

Industries is using better quality leather there is little to 
be gained from further technical. assistance in this specific 
area. 

An alternative boost to production/sales could come from goods 
made from finished leather. Finished leather is available 
1oca1ly and the machinery to produce these products is already 

on site. Goods presently made from finished leather range from 
good but expensive small items to veey poor and expensive large 
items. At the time of this mission these goods were produced 
with very little management control/supervision and a great 
deal of work will need to be done to bring about improvements. 
The range of bags produced during this mission should hopefully 
provide a stimulus, but in the long term a training course for 
selected personnel would be the desirable solution. 
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RECa.uENllATIONS 

To Mr Shah 

Recommendations I:Jade follo\'l'ine the first part of the I!li.ssion 
which are i tel!lised in the working paper are still relevant. 
Recoinendn.tions 1 and 2 concerning the use of inported vegetable 
tanned leather and leather point needles !ilUSt be treated wi t...':t 

urgency. 

Recommendations 5, 6, and 1 can be acted on iz:l:lediately and 
with ~!1e imminent arrival of die making equi:praent the emphasis 
must be on maki~ the correct preparations. 

Uew reco!llilendations relating to finii=hed leather products; 

1. Those products presently on display should be re-assessed. 
The IJajori ty are outdated in their design, poorly made and 
overpriced. Where possible all those products fo'Wl.d to be 
unsuitable for display shou1d be removed as they are detrimental 
to the presentation as a whole. 

The pricing structure of these pa.rticu1ar products should be 
given attention with consideration to their competitiveness in 
the local and :regiJna1 market. 

2. With few exceptions the :responsibility for producinG these 
products rests with EdJ:ru.sa J.fu.shi. Addi tio11al personnel must 
be involved to increase tl1e size of this section and checks 
on IXl:i;te:rno and pro~ss should "ue l"e,:ularl~.r c~:::.·::::-ied out b~~ 
l~r V Shah. 

To mn:no 

A :reappraisal of the machinery recommendations made in the earlier 
workin6 pa.per has been itemsed in section 2 of this report. 
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Recm;rnendations to UlilDO continued ••• 

If 1!r Shah has serious intentions about developing products 

:ma.de fron finished leather he will require assistance. Training 

of selected personnel could be considered by mrrno as a possible 

future !lission. 
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UNITED NATIO"IS - NATIONS UNIES 

Moruoro Leat=h@r Coocls Factoey 

Duties: To give training in production methods. Based on designs 
produced by K.L.G.F. personnel, trial pilot production of 
approximately 100 pieces of each design will give training t~ 
production workers and supervisors in production methods. 

During discussions between Hr. Ksella~ Kr. Massay and Kr. Tracy, 
it was agreed that the following prepara.tions should be carried out 
before the next mission: ~~,( 

1) purchase 1,000 sq.ft. natur:al ~;de 
J.· ~-

2) purchase 2 aluminum QL zinc ~eets (for patterns) 
3) cut the patterns and prodiie~.,. four canvas and leather bag 

prototypes. The des i gns,~hould be based on local market 
research. · J 

4) ensure there are sufficj.ent materials, fittings, etc. to 
product 100 pieces.~of each orototype 

5) the binding machir{e llU~t !>e in good working order. 
~· 

Twins Leather Goods eoWeiU 

Duties: 

• 

Make a ;:~~yout in preparation for delivery of seven new 
machine . Give training in product development and 
produ~on technology. 

Twins sho~~repare the following before the next mission: 

1) cle~ third workroom in readiness for the new machines . . ,/ 
2) r.~nnect 3 phase electrical supply to the workshop 
3):place strip lighting in all workshop areas. 

I 

Sbah Inclustries Ltd. 

Duties: Introduce a quality control system. Give further training in 
production technology with specific priority to small leather 
goods. 

Shah should make the following preparations before the next 

mission: 

1) check and correct patterns/cutting dies where possible 
2) produce good working patterns and make a record of each one 
3) purchase leather from Alpharalll4 to be used during training 
4) select suitable personnel for training in quality control 

methods 
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UNITED NATIONS - NATIONS UNIES 

5) consider establishing a specialize<l sec~ion for small leather 
goods production which would involve 3-5 workers and a 
separate area of the factory prepared for this use. 

We have requested Mr. Kassay to foll~hese matters with 
companies concerned. ~ 

.· . .' 

() 
Y~s sincerely, 

0 r Juhani Berg 
S~iorjlndustrial Development Officer 

~.gro~d Industries BranchjLeather Unit 
Industri~ -.~rati~ns Technology Division 

• • 
. -· ·.' .· 

the 

NOTE FOR MIL MASSA~ 
PLEASE FOLLOll-~E KATI'ERS 

MISSION. . - ' 

SO 111AT ALL IS PREPARED FOR. THE REXT 

jd<of.~~Y-••< ~ 
.~ 

{ 
\. J · ..... 
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