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Tris final rerort o~n the extert’s mission under
No. TF/IUN/77/002/11=01/31.7.8.

Auring the first nhalf of 1577
the first h21f of 1678
the entire wear 1979

)

.,

[{J

ot

summarises the -~rcgress mad=a b, and the actual situatiam

in the mills selected %7 the Hungarizn Xinistry of Lisht

Industrv Auring the lesst vear,

These mills are:
Tahgelvem Xatsttgrigrér
Taci ' - -

Budaresti Harisnasyir

Tre ex—ert carried out surveTs in two Tore mifting milils,
in:
- -3030:;.
Maost si~mifican® -rosresz has bheen made =% Hahsgelwem:
- The c¢creaticn of th2 ~ost of n inder-endent
duction i.2naTer, as recommented.
- DProduction csntrel on the suh-mills i=wrovad
2nd resulted in 965 -lan fulfillzent in 197C,
- Farric inyentory in -rocess, Bv heft+zsp ~leonning
2ad 217¢csment has heen reduced n— zome 30 And
Amnroacl the z2al of 2 reducti~n 0of SCx estim=-

consummtinn sacwed ¢rngiizpanie rmo~ress n
oipd ~iartar. Annex I7 shows 2 hrea'-douvn.

o
inanle (Anm.Q2)

~eri2l fhe ccmma2nv's —anage-
-
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- (n tne exrert's recommendation the new function
cf a cormercial director has heen ajpointed
during the summer of 1972,

This has a ~ositive effect on range buildias,

rice setting, ~rofitability of west ex-ort etec.
The new commercial director contributes to give
more shane to the ccm-any's nolicy, which has
heen 2iling for too long 2 -eriod.

- A marketing section has also been created, adoot-
ing some ideas rut forward by the ex-ert in 1978,

In detailed fields -rogress was slow z2nd there is

still 2 lecv €0 be iarroved at Eabalyeu. The

December -~rosress rernort ccntains several recommend-

ations for the future.  gee page 1 of the summary of

the Hahselvem July rercry (A--. 77)

- In 7272 the nremosed ~nl soTincisszlo eemTeadoses
recozmendztions on Tie -lanzin. 37T n=23 heer -yt
into effacs 23 al the first ~vervTar of 1220, e
affects ~n ~rcducticn resul<s will zzow l=a—er,

- However, the earlier im~lemented decade nrograrmes
for cutting and dveing were tn some extent successful
and centributed to less stagnation in dveing,

~ Cn the exrert's recommeadation 2 f2ctcry manager has
reen 2nrointed a1z of 1st December 1979 filling u-
the 73~ of indecision in taz rroductinn ares,

- The cutting w2ste -~rcgram-e made du% li<tle -~~ogress.
2he nrzanisationzl -~recenditicns missed un till ne,

“hme use of ~redetermined mariers cculd be increased
fe)




In Budanesti dfarisnagyir

On the exvert's recommenda®ion decade -lanning for sizes
on knittine machines for socks as well as for stockings
and tichts has heen successfully imnlemented.

The company's yearly outnut raicsed by 22% since 1977,
its oroductivity by 213,

There is still 2 lo*t of urogress to be made in nlanning
ner shade, sssortment delivery to customers, the Juality
level and ~roduction organisation in some of the sub-mills.

Fcr Hodikot
and 3.F.K., surveys have been carried out as recommendations
nrut forward. Annexes 15 & 15/2 - =
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This final re-ort contzins furthermore z zZeneral vision on
factors deterainine effective mill m=negement.

Items affecting mill management zre:

a. ..arketing stratecy, assortaent rolicy

b. The urge for more exnort to often unknown western
markets

C. The authority of the troduction manager in
Zunearizn mills

d. The functioning of -lanning and -roduction csntrol
e. Materizl su=nnlry

£, Luality level
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Recommendations on these items are:

1. The organisational structure for the vnroduction area
should be shaned according to basic tecanological
characteristics.

Thus there shculd be a separzte production manager
for flatknitting z2nd for the jersey sector.

These nroduction managers shculd be Ziven assistant
nroduction managers for each srecific derartment such
as knitting, dyeing and finishing and garmeant makinc.
Annex 22 gives a samrlc of a hierarchical scheme.

Pl2nning and coordiration is in the hands of a
~roduction director or z <eneral »roduction-manager.

In case of a-nlying the two %technoclogical fielis, the
knitting rocm should contain tae two or more pasic
knitting tecanclogiss. Crisscrossing tarcuzn the

.- . \
TanignamTsy)
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Se The authority <¢f nroduction manegement should be strength-
ened, + should ve made resvonsihle for its own
efficiency, control of =roduction, cuality, wast: and
“raining 2nd the means to set targets should be
comrletely contrnllied by -~roduction management znd not
by other demartments, (Chanter 4.5)

3. The functioning of rroducticn nlanniag snould be geared
more tn the most efficient use of manrower and zachines
rather then to individual customer orders or cuzantity
acnievements.




The g£zrment sections in knitting industry are disregarded
too much and their plennine recuirements are to be clearly
defined.

The garment sections need more attention imn all res-ects,
such as mzintaining constant production lines, method
study and efficiency.

The work surply should be orgznised accordinglv. Several
~ronosals have heen nut forward.

Yaterizl ccosumntion is generzlly righ. nainlv this
originates from deviation of technological -rescriztion,

finishing guality znd Zrom cuttin~ zethnods.

$\)

It is reccumended %o Xxeser to the tzchnolosiczl rezuire-

. . 8 -
— ¥ FS a 4 -3 23 .
ments in mittinz, fo im-rove fyeing =ni finishing zethnds
< - - o de <3 e -1 g A =N
2nd disci-line 222 7o medernisz cutting zZechods.  {(2nusx 14)
A
- |

"The quality level needs to be urgraded. Since guantity

achievements -revail over :zuality the mentality c~»n only
be changed by strcne emmnasis from the side of the govern-
ment and the introduction of more aodern cu=2litvy control
systems.,

.arketing strztegy is lackiug in zizost 21l The 2ills.,
A~nointing mariketing directors snculd be the first stew.

Hadbselyem wW2s 2lreadr successful (szz .nnex S, -zz2 3)

fiapketing should z2lso resulf in zetter rangs buildl

1S,
Zaca comm2nv shculd develscn ranges 2nd collzetions which
distinguishes frca others




cont'd.

Jest exnort reguires fabrics with accertable su=lity
standards c¢n western markets. It also requires models
and model comstructions on 2 much higner level than is
ncw offered.

Western modelling technology is to be hired via the
duncarian Fashion insistitute.

Access to western customers should be more direct and
more suifance by technical -~roduction ~ersonnel shcul?d
he giren during the negotiation. his is 2 necessity
for ¥nitwear, more than for avparel rroducts.

“ne materizl su-nlv 1s 2 major -—rcolem for the Hun~arian
industry. he or.anisaticn of tike —rocurea=at of

- 4 3 - ~ ey P A ~ A b ar -,
azterizl izestulf 2%c. 4omen?s not 2ntirely on thae




2.1

2.2

INTRODUCTION

Zroiect Backeround z2nd Summary Cutline of Official
Arrangements

In order to follow ur the 1977 Project SI/HUN/75/814
and the 1978 Froject TF/HUN/77/002/11-01 the
Hungarian Government r.quested further assistance .
from the United Nations Industrial Develorment
Crganisation UNIDG for its knitting industry and, on
a "rust ino Fund Agreement. Cn 20 January 1979 the
expert arrived in Hune<ary to continue his work under
the 1978 Project, uow numbered TF/HUN/77,/002/11-01/
31.7.8.

The expert's contract had =2 duration of 6 nonths,
which was later extended for another 6 months up till
January 1920. )

3015 A ; Y ] A I ~am e /TS e
Tha =pg= ti*le i5: Zx-emt in i1 anaT=2zent (vniftine)

United Hations Industrial Develovment Crganisation UIIDC
was desiznated as executirg agency and the Ministry of
Light Industry as the government coonerating agency.

Chiectives

The ¥nitting industry nas »een extensively modernised
over the last seven years and it has 2n imrmortant role
to nlay in the develorment of industry in Dmntarv. I%
is expected to increase ~rodustion of fabrics =2néd offe
a wide choice of -roducts., The ex—ortability to fthe

industrialised countries is also to ve inpsreased.

Thepe are currently nine large size knittine mills and
four mills and cooreratives of mediur size.,
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Tke aim of the project was:

a. to evaluate the recommendations on -—roduction
organisation made in the previous year, in
narticular withk resrect to the organisational
structure, »roductivity and rroduct quality

b. elatorate on, 2nd initiate the immlementation.
of a cvrosramme of technical develonmsnt and
planning 2nd ~roduction control.

The Ministry .of Light Industry selected the following
mills for carrying out its duties:

- Habselvem Kotdttéruesvs-
- Vaci Xotottaruevér

- Bundanesti Harisnvazyir
- HéAmezdvasarhélw Diwvat KAtAttarugrvir (FCDICCT)

ia

- 32udapesti Tinom Xdtottarusvir (B.F.Z.)

4

iaA womis -Tang nastwre

-~ - ; 37T = . 5
#am 22¢h ¢f the 2ills mors go3el lans

- - — 'y - —

peen determined (az2ttached as A-mendices & - 8),

zconomic Usefulness of the Project

The terms of relferencze date from 1975 and they originate
from a veriod of technological renewal, whereafter the
need for updating the organisation of nroduction emerged.

In 1976 however, annroaching 2z new economic situation,
strong emrhasis has been laid on:

- economising of material (saving on immorts)

- quality (in view of exportability and saviag
on material)

- ~roductivity




In particular in the secound half of 1979 the expert's
activities deelt with the r~revaration for action on
the three azhove-mentioned items.

Project Activities

The main activities concernmed the imnlementation of
the expert's 1973 recommendations on nroduction planning
and control, in Eabselyem, Vaci Kotottirugyir and Buhar.

In Habselyem further evaluation of the structural organ-
isation of ovroduction management was 21s0 a major issue,

In Hodikot the expert was regu.sted to assess the nosition
of planning and nroduction control, economic utilisation
of material and manvower.

In 3,F.X. the linistry of Light Industry requested the
exrert to assess the entire organisaticn of the entercrise.

- TY
JLNALTES

Crganisational Structure of Production

The main recommendations laid down in the exmert's 1977
renort and urging for a reorganisation of the production
sector, whaich should be made responsible for its own
efficiency, waste, cuality, orders and training, were
follewed ur basiczlly cn the expert's recommendations,

The =ost of -roduction Manager was created in Habselyen
and Vac and rlanning and control zctivities are since
carrisd cut by Production :.anagement's own staff.




However, in some mills, the responsibility for vital
items such as in-rrocess control on qu~lity, economis-
ing of maverial, setting uniforu work standards,
efficiency etc. is still not fully part of the function
of the roduction lianager.

This finds its origin in certzin rules dictated by the
Government. ‘

In particular, the work standards, counled to the wage
level, escanes control by production managezent. ihis
is to be regarded as weakening the functions of product-
ion management. |

Efficiency therefore is not devending on_the efforts of
oroduction management, but of general managemeﬁt while
determining the yearly nlanned degree of utilisation of
capacities. +he Troduction Manager's duty is to fulfill
those nlzans.

Lecisions for nrofustions Zep~riuents Ze-2nd kiznly on
technical installation with respect to capacity and quality
. are made by the independent Pecmnical Jirectors. They
jdecide almost indenendently on the basis of capacities and
less on zu~lity and efficiemcy.

s o0

Therefore, Taci KOtdttérugyar on the exnert's recommend-
ations made 2 major step in secember 1¢7< by anpointing

2 FTactory h.anacer coverins all res~onsibilities belonging
to the wrodustion arez, chus including tae Tecanical
Jipeeror's funecticn as well 2s those c¢f tae zrcdusction

~irector.

Tabselven's newly a~nointed >roduction .anager changed
£ne oroducticn organization consiisrablw, in =~2rticul=r
in =pe bpetser control over tae sarment ¢alkine sub-nills

in +*he ccuntryside,
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However, the new fuanctiocn could no*t be develoved to
the full exten: of resnonsibilities as recommended.

Due to rersonnel reasons, in June 1573, =Zabselyem
reguested the -ostnonement of further assistance to
the Froduction ilanager, andé the exnert thereafter
worked at HODIKUT.

Earlier in 1979 ECDIKUT h=d4 established =z logical oreg-
apisation structure for the nroductinsn sector with
full resnonsibility for 211 asnects, belonT 2
‘~roduction'. '

The exrmert was to assist in the bvetter functionine of
the staff grours for —~roduction orsznisation and control

'3

in the seecnnd levels of one of the »nroduction lines
(intecrated -~roduction line of circular rnitted fzdbrics

and i*g final -rodusts),

cl

Ty avmins gnd modusntion Son*

i ———

H

nzgad on =a~ Tlow nf toral

ki
1=
)

The -resent ~lanninz s7sT2
sold nusntities ner article number for each cuarter y=ear.
4As 2n exce~tion, exmort orders to the $ ares 2re -lanned
serarateslw —er customer.

As he did in the o+her mills, the expert recommended tn

‘nlan monthly ~roduction -~ortions, in ordesr %o enahle a

m~re refined ~lznninz 2nd capacity bal=nce 3nd clearer

Aafined -urchasin- orders. The -~rodustion Ae-~»t-ent then

woul? derive decade —roduztinn Troemanres for a2 close

cantrol an ~rodustincn,
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At Tahselvem decade —~rogrammes were imnlemented for

the cutting derartment and sewing nlants. 3ased
on the better -lanninz methods 2nd the exrert's
recommendations on rroduction items, rroduction
manasement was successful in establishing a better
control on the sewinec devartments in the sub-mills.

The result is resther imnressive, we refer to the -
summaries attached to this revort as Aprendix 9.
Also the inventory in ~rocess has been brought down
from 278 tons in June to 193 tons at tkhe end of
Hovember 1979. (See A-nendix 9a)

Further develormeunt of this system in the fabric mans
ufacturine rrocess, such as ¥nitting and finishing
has been rostnoned by Producticn iizn2gement.

A= Taci LAEStgavucTér ~5 ¢f Jemucwy 1°89C the monfthly

~lonnine -~rogramaes twrsuchout the rroduction -Tocess

—— - &
1 =2%a 1~ of ~arnents gre

-y
3
(]
3
-
3
[ P
S
<k
N
3
(9
¥
ot
¥ ]

Duringz the course of the year, decade nlanning »rog-
rammes were imrlemented for drveing and cutting. After
the establishing of monthly ~rosrammes for all ~roduct-
ion de~artments the sten towards decade trogrammes for
all ~roduction demartments will be not tToo comr~licated.

At Bu'har the self-im~lementad rroduction nlenning o<
rnitting machines ner size of nzlf hose 2nd sonks vas
along the lines set out by the expert and.'was successe
ful for the sam~le machine grouns. Further successful
im-lementation will only fcllow after un=-tradine the
tecani~2l trzining of machine oTerators, mecaanics and
other -srscnnel invelwed with tecanicsal a=tteTs in the

ynitring roors.
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The recommended vlanning system for the fine gsucce
machines succeeded soon after its im-lementation.

Planrins ver shade of hoth hosiery and socks was
omitted because of unreliable sunnly of coloured
yarn.

The latter »roblem avplies also for other Hungarian
knitting mills where coloured yarns are required on
the first stage of the -roduction rrocess, knitting.
This is in oarticular the case in flat-knitting, |
both on V-bed and on fully fashioned machines (flat
sequential knitting and straicht bar machines -
svstem cotton).

At BCDIKUT after a survey in Cet./Nov, nroposals were
nut forward for the most imrortant i+teas:

- economisinec of material
- ineresasing of :uaiit? ’

3 SR 31y A b ope dmmn S o g g -
s I PCCRSLITLEY LM SevWine LTS

Around 10-12% materials can be saved without invest-
ments, rerresenting around 20 million forints.,

wuality shculd be increased, not only to decrease the
number of rejects, but also to increase the nercentarse
of first quality from 84 to obver 90%.

Prodvetivity should he increased in all devsrtments
he at least 5% 2nd in sewinz by 2CH.

Durin~ the snrver advice was given for the reorganigat-
ion of the central ~lanninc methods, which were Hut
into effect as of December 1979 (first quarter 138C).




4.3

4.5

The B.F.X. survery in December 1979 and January ‘1980
contairs findings and recommendations on:

- economising of material
- a better steering of suoply to sub-mills
for garment making
- a programme for improvement of the fabric gquality
- a nrogramme for improvement of n»roductivity in
one of the garment making units in the countryside.

Product Suality

Product quality increased by 3 voints (Avvendix 17)
in Habselyem: it decreased in Zudapesti Harisnagyér
mainly in the socks and half-hose sector, due to
extension activities and transformatiom of Knitting
equiopment,

iarketing - Advice

L]

At Habselwem, on the recommeniziicns ru% orwzrd ov

o . ~
- R V- 2 T I .
- o e4b s‘- Ve S Wl
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i
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'3
Q

- —my A~ = 5 & v A
;eCTCT 235 Ze\eT 2mMCellTel.

This functions well and it is working much to The
Commany's benefit. Marketing activities have begun
and as a part of it, ~roduct range analyses, according
o a samnle study, carried out by the expert in 1978
are anvlied.

Vapketine in Bunrarian Znitting Mills

All enterorises are sellins %o three markets:

a. the domestic market
b, the CMii countries, chiefly USSR (15=3C%)
C. nard currency countries ( 0=15%

a,. The main zortiom is sold to the domestic market
thrcugh state-ccntrolled wholasale organisations.
~he wholesals orcanisaticns objective 1s to
sacure 2 rezsainsbl:z suntly of goods to T
ion at orice levels related to ¢he cantrally
~rlanned income lavels of the nonulasvicn,




a.

cont'd
Tt is more distribution than ma2rketing.
Delivery schemes are very broad.

The wholeszle organisaticns seem not always
aware of the real demand znd the order systenm
is not rational. This system requires an
overhaul. |

In some enterrrises the modellineg devartaents

do their own market research. Hdowever in the
most elementary way. Such enterrrises are more
successful tkhan otners in takine their share of
the demand, certainly where overlanoing assort-

ments are offered.

-
(23

{u

Sales to S i+s ~ortion
of the to%al ou

oriszs (betwaen EC 2nd 45

-~

(1Y
3

ntar>-rise to enter-

olume)

-AA..-/ [ )

assortaents huilt up in cicse ralavion wita
the buying organisations. Crders are given for a
whole year which forms the tase of the cavacity

~lannine=,

are

Zx-ort Lo bard currensy countries is extremely
difficult. TFactories witk informal contacts with
'western' custcmers however ars reasonably swccessiul.
“any of the contacts with western m~riets emerce irom
anv form of technical coozeration with western
zanuiacturers.,

ensirely u~on the zctivities of tke
and ex-ort trade orcanisztione

_haw lack information abcut

Znternrises relwving
stzte=-consrclled imrort
dc mot make -rogress.

clesz, svrling.




4.5

The Gevernment is urging the companies to incresse
their share in ex-orts to hard currency couniries
for zcod reasons. |

On the other hand, with a vroduction arparatus ,
geared to markets with 2 lower au=lity and delivery '
scheme requirement, quick reaction on mzrket dem=nds

of 'western' markets remain a cardinal ~roblem at-

the efforts to increase exrorts to hard currency

markets.

The Authority of rroduction kzn2zement

Some mills have weak, —°ssive ~roduction managers., ,
Some have stronger dut clinved wings m2nagers, a few

kave enough strons nroduction managsrs.

Te ey zewne i+ S oz common faet that in knitting mills

~mpAuntign manaTenant nas no direct cortral over =2t~
- : - > P S - S ey .- -
sinc fzrgess for sack of tihe ~reducticn Trocess:s.

Usually -roducticn targets are determined in chne
S5-7early and the yearly nl-=ns.

Jirect -roduction tarsets are only closer defined in
the case of snecific items, such as waste, routing and
inventories in nrocess. Such targets are then deter-
mined 5v either sub-offices of 'Technology' or 'Finmance
and idministration’. Onlw Zrnduction Zlanning and

Drasmammin~ are controlled by Zroduction l.anazazent,

Control on s-ecific =nzls and targets is ~erformed by
+the Ge-artments waich h2d ziven the instructions for
rt %o

&
them, and -rodustion -ersonnel follow-u- apd renor
DYy

+he instruction ziven denartments.




Usually the s=2nme standards as used for calcui=tion

reasons are 2lsc ~roduction standards. This is
valid for waste, gquality, efficiency ans out—ut,
largins are often considerable. Therefore, anart
fron the advise to unify Technical and Froduction
Denartments as has been nut into e fect in Vac, the
exert recommended to estzblish a tactical zrour fcr
.~rciuction »reparation urnder the nroduction manacer.

I*s tasks should be (indenendent from calculzatio
standards) to:

- set realistic standards on all ~roduction
onerations
- study and im—rove -roduction methons_

- control nerformances of all omerations and
-~ronesses —~erm=anently and advise -rodnction
management orn the cutcore.

S
cut bv the orcanisaticn troun .nder tas tecinical
director, who has no comntrol over troduction ~rocessing.

innther kind of ~ren=ration is to be ta.en u~ by a
erou~ attached to Planning., In this c=se, rroduction
will use its services at nrew=2ring the next following
jroductlon ~hase.,

I+ nas similar %2sizs 2s 'digrcsition' ané nresently it
should remlnce this ~rou- where it exists, altiacugh i*
should no* e urder control of the n~roduction werkshor
o whieh i+t is ~ttached now, but under ks divect
control of the centrzl -l-nning.department or i%s sub-
sidiaries -roduvetion mrogramming grours. Flarning
~pararation Trou-3 also coordinate eaci time two S M-
gecuent ~modnetion ~rocesses. Thus, <hew shonlé
nalsonz 55 ~pedustion -lanning and cintzol,

-t

B i



In some entervrises our advice was followed u-,
In some the idea still strugsles with comrmetences.

In those factories where the lechnical Directer
r.mains a sort of technical zdvisor and controls

nure technical derartments like technical rewnsir
worizshors, technical investments and reasearch and
develorment, 23 a ~roduct of the latter all product-
ion standards are considered as belonging to his -
comnetence =2nd Froduction Management will be witheld
from setting u» similar (seen as probably obstructing)
TTOUNS .

In other factories - the exrert has met two of them -
the devartment for technolegy as well as ~roduction
management are headed by one and the same technical
director or a factory manazer. This works out much
more efficiently.

Another -»n0dlem is th=2 s*andard hours, whizh is zainly
a ¢cAm-romise bpetwasn wases, wage leval 2nd -refuchion
stan;a£ds hT ex-erizuns, Zfronz influsnee Ty unizn
also ~revents tichtening standards. ~perefore, in
most factories enormous nrcductivity z2rgins can be
found in the sewing departments. rime study and zethod
develonment are mzinly a farce, since izgrovenmeunts
cannot be carried out due to the domination of the com-
~romise situztion. sithout cutside assistance, 3s a
carrier the situation is zlzost in 2 deadlock. Frod-
uctivisy reserves i 25% or mere in sewinZ, some 10%

in knitting and dreing =ve laring idle In some cases
eff 1cim‘c homewnrk

.3

additional canacify is found in ir
or in investine in more m=chines, in other cases
caracity is jfust iAlinz,

sharefore, settinc ~roduction standards - snecifically
in methods znd o-erator st2nfards - fox ~1l ~roduction
: spould veleng to '~rcdustion’, Weges is
anctaer magter and cculd be under administraticn or

T es ~nd standzrds 3heonld ne unlocked in
n

in~ industrr.




4.6

Mill Structure

Nearly zll knitting entermrises have several country
mills for the 1ake-ur of garments or other end
~roducts. These country mills are units of ur %o
1000 employees, mostly with a2 large numbter of so-
called non-physical workers.

The need for more outout and usine the benefits of

the industrizlisation nolicy for the countryside,
caused 2 drive for modern sub-mills to be installed,
far from the central mill. In nany enternrises the
erection of sub-mills took tl=ace in a rather high
tempo, and it has often been too much of an effort to
dovetail these extensicmns in the structure of the
enternrises. This struggle is still goving om, and aany
mills still face vrcblems emerging from it. Problems
arcse in heavy finzncizl burdens, in su-—17 <I werk, iz
-roduction comtrol zund in su~lity and efficiency.

_— e s . . . ) e - .
Traiainy 3tilled lozour laclis 3 37stemztical acorozch.

Zroncsals for 2 nettar dsls~acvion of autzority are nut
forward under 5.1.

The organisation in the sub-aills is to ve imTroved.

Wish a hetter su~nly of zoods and a better internal or-
zanisation and a better utilisation of mannower in
existing country mills thev still have a2 -otential for

an increase of tetween 20 znd 25 of the »nresent cutnut
JfherebT we include a2 srend towards scaller crdar series
and more moAdels, waicia will lead Sowards lower -roduction
costs, ¢f which man7 2re rel=ted to the aumber of
nersonnel,

&

Tha share of direct vroductive ladbour ranTes -rod S5C-

84, in the selected mills.,




4.7

Purchasing

Acrylics for Flatknitting are mainly npurchased in
Hungary. The spinning mills produce knitting yarns

as a sort of by-product. There is no spinning mill
sPécialised in knitting yarns and therefore B.F.K. as
well as.bhe other knitting companies depend on the

4 or 5 spinners, being basically spinuers for weaving
yarns. :

Therefore, a regurlar supply cannot be secured.
This effects the utilisation of capacity and the ful-
fillment of the production plan in a negative way.

Polyester yarns and blends for circular knitting face
an even more difficult situation.

This is aggravated in recent mounths while grkiually
shifting over from western suppliers to suppliers in
other socialistic countries. Yarn characteristics are
different from spinner to spinner and this :apvears
in the knittine room as machine setting prnblems and
other adaptation provlems, affecting quality.

The organisation of yarm disﬁributiodby the central
buying organisations seem to be not flexible and in

this resvect, 3.F.K. with a wide scope of yarn-tyres and

counts, seem to have more protlems than o3t of the
other knitting companies.




Juality

In zenersl, u- %ill now, cuality has veen
neglected (2 law gives incentivzes oun quantity
only), which sets the Hunzarian iandustry further
back agzinst the develonments on scyling and
guality elsewhere in the world.

The outlook for the future is zlso not too
tricht and the mills h2ve a rather limited
ex~ortability for -roducts which can meet with
international standerds, for althouzh the
dunearian knitting enterrrises are equivned with
mo. 2 to reasona®ly modern machines, and thair
~processing is induced by modern degelorment in
western countr.es, in many cases, additicnal
equi~ment and attachments necessary to mest the

reguirensn*s for 'finesses’ sre lacking, kel

those nasas where i% is necessz>r f:7 suscessivliz
mmzmzmims An o wggEamn mowiawz, hre grfaveriza gnhan’d
sa aliowel T Uavs o coosuniTtist Do o =liigiool

invastments. Cf crurse this should be in line
wish the marketing strategy vet to be develcred.

Tr-cess cantrol shoul? he more strict ~nd ~roduction

units for azking u~ T2rments for western customers
should not be mmddled u~ with orders for the sutir-

alw difcerent ezstern markets,

~ercentare of first qslity cutrut. Ihe way tkis
v is. is »v <he visibl
taviagn ~f rzrment m2iinec 224 br the

3 v
f cloth Aefectsz, measures »r7 She self

c-n=prcl z7enen &f <he wWor«ers,




Althonsh this may gzive an indication of the aualisy
level of = comm=nv, this is not 2 quality control

systen.

Under the nreveiling circumstances, it was consizered
not to he urgent te introduce a2 more modern a-~roach
to guality con%rol. However the fellowing figures
may show that a2n active nrogramme on zuzlity control
is most imrortant:

- losses in first ~ualitr -roduction ranging from
5-8% with an excertional 16% in one factory.

- szcond quslity fabric 3 - 9%

see annendices on second jualit~ of:

Bndaresti Zsrisnracyér
Zahselvem
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RECOMMENDATIONS

5. Crranisation

As the reguirements of 2311 the mills are different,
each of them hes to decide on the desired decree of
orcanisation, n2rticularly of -roduction. It must
be accepted that the nrodu~tion sector is resnon-.
sible for its own efficiency, and control of nproduct-
ion, quality, waste orders zand training. o do this,
the =roduction sector requires its ovm staff and e
~lanning denartment 2ble to advise the —roduction
manacet,

e m»ropose te streamline the or lS?thn schemes in
the -roduction secteor for ezch techno’ozlcal sector 2
senarate —roduction manacger has to be out in charee,

A scheme has been worked out for the 3.F.X. com»hany

2nd is 2fttached 25 arrendisz 22

The -roduction sec%tor sncu net £ollow toe zuidelin
1214 down by the derartments of finance and technolo;
it should alsc elaborate these zuidelines znd top
manz2zement should set -roduction targets. These guiie-
lines will mean 2 majnr change in attifude towards ~rod-
uction and suci a chance ceannot be achieved at once,

pl
Q

g g

Since the big erz of techniczl investment is over and
the technical director's —~ositisn cranged with it, i+%

should 2lso he considered whether the -~roduction manager
wonld be better hrought under the authexity of the

technical director. mig would work out nositivelw in

all technizal -roductin. me2tters suck =2s resnonsinilit—r for:
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2., the a~nlication of tecknclogical ~redetermined
rrcduction methods, standards and auality.

b. research and develorment would then he more
ceared toc nroductionability.

Range building and modelling should then be attached
to the marketing director's function.

The creation of vais function has been ~ronosed by
the expert in —revious Fears and in a few mills it
has been ~ut into effect.

The -~roduction manager should have his own resnmonsibile
ities, also in the nronosed rosition under {the techknical

director.

Zroduction man=cement shculd have its own srouss oo

-poduntion =renaration, working out in -racticzl dstails

the dat= set »— the =rouns for tacnneclcsy z2nd -~roduct

- setting realistic standerds on 211 ~roducticn
o~eraticns

- study ané iamrove -roduction methods

- con*rol -~erformesnces of all onerations.

Since in many mills rassive production mznagement couzed
iow rezlisation figures of -rcduction tlans, these
Weeame a trmaditioral level of rezlisation (sx-erience
data). “roducticn management should shcw the ccurage
to manacge to set higher tarzets and delegate the author-
it7 to defined -roduction section (~rofil leiter) in
order to secure realisation.




5.2

5.3

\n

\n

Froductivity

Productivity of the mills devend largely on the yearly
TLAN set by the comrany's general management in common
decision with »roduction management, technical division
and factory directors. Since huge reserves are hidden
in the mills, it seems feasible to recommend to increase
the utilisation of m2chines and mannower already in the
vlan stadium.

Capacity balance and bottleneck si%uations are to be
straightened out by careful and detailed nlanning.

Sottleneck situations are merely az matter of technology
and there the technical directer has a respomsibility.

Mill Structure

- S AaAe A e ) E -
ITS2 CI1 5 £CL=llsS=TICn I TYieé R2ny councry

. aa - R,
3a77. This will incre=se ftheir 27%ici
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Purchzsing

Since knitting yarn is a by-nroduct c¢f sninning mills and
the consuma—~tion of srtun knitting yarn is to be estimated
at some 7000 tcns a year, there seems srzace for z2 srecizl-
ised srinning unit for kmitting yarn in Eungary.

Purchasing orders sihculd be carried out by the central
trade comranies according to more detalled s-ecifications
of varn znd other materials,

rarketing
This is to bve develoned in 2l1ll millss



\n
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- on the domestic market the ordering system by
the wholesale organisations is far from ideal
and needs an overhaul.

- west exnort activities ask for more guidance
with res—ect to tecknologicz2l and nroduction
technical cnportunities. The knitting industry
is to take further coordinated stevs.

Some recommendations would nelp to increase those
ex-orts:

- develop a sound msrketing strategy and abeandon
the slap happy aporoach.

- find ways to increase nermanent market ccatacts
for each vroduct zrourn. - -

- arpoint '~roduct managers' »T nrcduct coordinat-
‘; in the =n’=rnr15=s, s faal wich 211 I2c2Ts
onc erne& with marketﬂn‘ ts western countries
dirsctins 7:0&& + dsvalo—zent, order
=lanning, coordinztion < ~urchzsing -~reblecs,
production vrogress 2ad gu1lity for the ex-ort
orders as well as contacts with customers and the

sunervising foreizm trade orgznisation(s).

- build u~ 2 trade mari for Hungarian -roducts.
Juality levels should be accordingly.

“poduction Flanning 3nd Control

In ail miils the exr-ert recoamend2d ¢ -lan -rodfusction
in monthly nortions and introduce the composition of
~lanning lists for eaca srou- of items, fitting into
sewing units, cr xnisting mzcaine zrcu-s. This will
bring 2 cl=uzr line into the shart=term vlanning, whizh
is now based on, znd derived Ircm STOUTS cf customer
comding so z-ticle number,

orders, zrcu-ed Togetier ac
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5.8
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withcut regardine the s—ecific rroduction lines.
The nrovosed system has been imnlemented in Vac.

The exnert zlzo recommended the introduction of
decade tlannias for the short-term =lanning.
Zecanse of lack of nre-rlannins and su=~ly
calamities this was only ~zrtly successful.
HSowever, this system in itself is sound and should
he further develoved zfter the ~reviously mentioned
stez has been imnlemented ccarletely,

zuality

uality control on materizl is to he fuarther
extended not only for the szke of-¢la2ims hut for

contreclled adavticon in the -~roduction ~rocess.

- In -lant ccnirol by su-erviscors, egui--ed with

v2l13id and AdAet=iled hechnolcocicsl srecifications,

- il i AantEmat her a2 FTeRAcognAant Al zhaceT S
. - - - . Db e -y a8 S .
. . - o - -
A A me =ma m~rer ol w - -~ & >y~ Aimg myr o ma AT " meral =
L PSR .2 R N Q) v - PO RS IR SN —n - S e

The scheme of A~-~endix shows *the orcanisation
of ~u~lity contrel.

Zeonomisine of naterizl

Zconomisine Af material skerts with she chrice Af the

hest 2v-~ilable material. In the case of ‘rnist+tin

industrvy =viz ig warn, dvestuff, cnemicals, -rintine
I~

-2-ers, 3ince varn is %thae main ¢chmmsnent 2f fn

final -rsdunt (anrut half the cos% -rice) 1% recrires
utmast atten~icn,
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Recnzmendations:

- The varn s-ecifications for each fabric develnred
s:~uld he 1laid down im th= nurchasirz orﬂers The
situation where the centra2l buying companvy acaouires
any rarn with only the same common rgqsic datz, such
as count, basic chemical origin and a few more items
should he ahandoned. The texturisinc method, the
number of filaments, the chemical comnosition etc.
are most im~ortant facts for ~pocessing in ¥rnittine
mills 2n?® it determines cuality and material
consun-tion.

- ¥nittine of =2 determined fabrlc quality should bhe
~erformed on machines with the same guaze (not nixing
10 and 20 n.r.i.!) 2nd with the same fiurber” of needles
as the sam—le fabric~. Tha tension of varn feed, the
loom lap~th fnt ~=ien rissl factors should be regrrded.

S Sbal-2e %

, . e s
s 2z mAst ezu2l autecmes 2Iifar 272l IRX

-
v

finishing end it is the starting roint for economising
of material in the cuttineg room.

- The ex-ert's rencrt oum cu%tting in Vac is re~resentative
of the situation in Huncary., This rerort, dated
iugust 1979 is attached as Arrendix €0 this re-ort,




Arnex 1

United Nations Industrial Development Organization

Post title:

Duration:

Date required:

Mty station:

of zhe

Duties:

Qualifications:

Request from the Governmment of the
Hungarian People’s Republic

Special Industrial Services
Job Deseription

Ezpert in mill management /lmitting/
Six months

As soon as possible

Budapest |

The Hungarian kmitting industry hes extensively
modernized its production facilities azd aguizmans
during the last four years. UNIDO‘s assistance is
requested to ensure ovtimum utilization of installed
capacity, help out with organizational matters and
advise on further technological development.

The expert will carry out his duties in a Hungarian
enterprise ~ Habselyem KStottdrugydr - chosen by
the Ministry of Light Industry. He is expected %o:

1. evaluate and recommend improvements in the present
situation in the entervrise, with respect to or-
ganizational structure, productivity and product
quality;

elaborate on and initiate the implementation of
& programme of technical development and organi-

zation of froduction. ‘... recommended programme
of work will be evaluated and then applisd further

in other enterprieses in the mitting sector,

Textile engineer with experience in management of

Langyage:

mitting mills.

Znglish; German desirable.



Background
information:

The mitting sector has an important role to play
in the development of industry in thc Hungarian
Peoples Republic. It is expected to provide an
impetus in the in creased production of fabrics

and a wider choice of consumaer-oriented products.
There are currently eight large knitting factorieas
and four factories and co-operatives of middle size.
Statistics show that the production of the knitting
industry has increased by fifty per cent in the
last five years. The racent expenditurcs for the
development of this sector should result in an even
higher increase of production and more rapid product
development.
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List of Countermorts

Habselven Kététtarusyir

Yaci Eotottarveyar
Budanesti Earisnyasyar

Bodixot

tn

. APPENDIX 2

Talabér Gézané
January - June 1979

Mrs Kiss

Mr. Cenésey -
November/December 1979

Secemher 197Q/Jam2ry 1230
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Annex 3

The factories covered by the project wersz:

Budapesti Harisnyagyir, hosiery mill, with 2.000 machines.
Turnover 1977 was 1.155.000.000 forint.
It employs 3710 workers in 7 sub-mills.

Habselyem Kotottdrugydr. warplmitting ©ill for underwear.
Turnover 1977 was 1.109.000.000 forint.
It employs 4862 workers in 11 sub-mills- and processes
around 2000 tons of fabrics year which are converted
into 26 mln garments. |

s on circular

I3

Véci Kstottdrugydr: sports and leisure
mitting machines with 2.320 werksrs 22l 2 razrly
turnover of 941.700.000 feoriats.

There are 4 country mills for the sewing operations.

produc
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Babselyer xﬁtﬁtt&mgér

Progracme January - July 1979

Backgreund information

Habselyer KEBtOttérugyir is an underwear producer with some 160
Warpknitting and Paschel machines. Additionally 18 circular
knitting machines are in operation for the manufacturing of
fabrics for leisure wear. The company employs around 5200 per-
sons and has a yearly turnover of 1.0 billion Porints. Its ex-
port volume to the USSR is approx. 40 § of this total. Another
- 10 8 is exported to countries with hard currencies.

The Mills Headguarters are in Budspest. There are 5 country
nills with 11 sub-mills.

Norkprogqrazme

The rain objective for this enterprise is tc give assistance to
izprove PRODUCTION AND PRODUCTION CONTROL. Subjects related
were evaluated such as: ¢

- managerial aspects; long term policy, techncleogical developrment,
marketing, etc.

- organizational structure of the production area;

- assortment policy.

The recommendations on these subjects wers outlined in a report
in July 1978.

The bocard of Directors adopted the recommendations on the irm
provement in the organizational set up and in the second half
1978 new staff in the production management has been appointed.

In a meeting with the General Director and Dr. Hajnal of the
Ministry for Light Industyy it was agreed upon that the expert
will assist Management in the implementation of the new style
programming department with respect to:

- the unification of the planning activities;
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= the production programming and preparation of production
orders;

- integrate the "operative planning group” into the department
for programming and production control;

- its way of wvorking, using the present data about progress
control, its implications on the timely modifications of the
programmes and reduce the interference in established pro-
duxtion plans; _

- programmes for cutting and finishing will have to be
established.

The expert will assist in drawing up joi: description for the
section heads in the Programming and Production Contrxol De-
partment.

Purther activities are: assist in requiring and grouping
marketing information for preduction programming and product
development;

advise in quality control,

evaluate the department for Production Organization.

Alternatively the experxt will work in Habselyem and V&c on a
3/2 and 3/2 days a veek base.

During June the expert will evaluate the progress on the 1978
recommsndations on planning and quality control in the Hosiery
Mill Budapest Barisnyagyéir.

T IITT™




ANNEX 2

Vaci RXotottirusvar

Programme January - July 1979

With reference to the recommendations made in July 1978 and the

meetings at the Ministry for Light Industry on 13 Sentember 1973
and 22 January 1979, the programme for the forthcoming 6 months

will be as follows. '

1. Implementation of the July 1978 recommendations; see also
the Hungarian translation dated 17 August 1978.

2. Conducting the three installed workgroups resvponsible for
the preparation and implegentation of the reccmmendations
with respect to the control of the manufacturing of fabrics,
the production planning/programming and the organisation of
the cutting room, including the distribution of cut pieces
to the country mills.

3, Advise on ~roduct development, including market information
and quality standards.

4, Advise on the quality ccntrol system.

5. Advise on the application of HIM system in various production
departments.

In a meeting with the Production Director, Mr. Peregi, and the
techni-al director lir. Leyer on 23 Janucry this programme was
further evaluated.

It was recognised that vital conditions for a sound nroduction
coiatrol are to be improved.

Timely product development, based on market information should
result in =2 timely rresentation of the half-yearly collections
to the trade partners.

The conversion of customer orders onto productions rlans and
s for yarn and other materizls should be orought

03

The orogramming of =—roductisu orders znd Zhe trooress conitrol
needs all attentiocn, The oxnert envisarcss Yo immlsment an
imnrovaed lannin: or roducticn ccunvrel gysoen as ol che third

quarter of 1579

i
|
‘ |
|
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ANNEX

Worknlan ( second half 1979)

1.

Do

Draft a 'model planning system',
jo 7

a. DPring monthly production plans in line with the
confirmed customer orders, at the same time
considering nermanent production lines; and
completion of assortments sold;

b. Synchronise the knitting programmes with the
garment »roducticn plans, in order to achieve a
permanently lower inventory of raw knitted
material;

c. Improve the utilisation of the GAF cutting
preparation installation, while aiming at waste
reduction for the entire cutting cerformances.

Improve the decade programmes furtkher; including product-

ion control.

-

tdvise on establisning an el
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Aévise on product devsiopnents, including
quality standards and the product profile.

Advise on the quality control system.
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ANMEX 6

T

Work nrogramme - Sudaresti Eanisnagyir
Assist the comrany in:

a. Zvaluating the function of
~roduction managenent and the
self-im~lementation of -~roduct-
ion zlanning and contreol., - ~

b. Zstahlishing an effective

aualisT centrol system.
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Workprogramme HCDIXC?

During the expert’s contract period, the Ministry of
Light Industry in dungary requested the expert to analyse
the situation of the Subjects

Production Control
economizing of material
Juality

Productivity

in the integrated knitting mill HODIKUT, and to give advice
for improvement.

ifter a carefully prepared introduction the expert worked
in Hodikdt during Cctober and November 1979, during which
veriod he analysed the above mentioned subjects and gave
adice an *he resr-snizction of the planning department.

The cocmpany staff gave full support an implemented some
maju> preoposals.

For further evaluation of the main subjects a plan has been
developed and discussed with Directors of HODIXKUT and offi-
cials of the Ministry.

The aim is to achieve:-
-~ Saving of material in cutting of 5 =7 %

- Increase the Quality of work, so
that rejects will be reduced from 5 to
1=-2%
and product quality increase by 6 - 8 %

- Increase of Froductivity in sewing
of 20 % and in other departments by 5%.

Around 10 % material can be saved without investments,
thus representing about 2C mln forints.

altheugh other subjects z2nd organisaticnal work in the

flatiati and fully fashinned sector require attenticn, it

was agreed that the sector circular knitting, with the

highest production volume, will have to have priority and

the action plan is therefpre limited to this sector. f
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Workprogramne B.F.K.

Survey in the kni*ttinc comnany 3udapseti Finom Xotuttirugyar
Subjects to be analysed zre:

- The organisational structure

- Plannineg and nroduction control

- productivity

- utilisation of material

- Froduction organisation and the relationsshi» between
Beadquarters and its surnly of work to the submills

- the guality level.

Decembe r 1979
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Habselyem ZTrogress Revort December 1979

Sumnary l

During 1979 Directors and staff have oput more effort than
ever into better production performances.

The aprointment of a high level production director, as
recommended by the expert in 1978, resulted in a better co-
ordinated production process, bringing the company's output
to a record level.

The expert, in variable degrees of co-operation with
direction and staff, has injected Habselyem with many ideas
on organisational matters and pushed on higher quality, lower
inventories and on materiazl counsumption.

Yet, hamrered by adequate seconéd level in staff functions to
the production director, many subjects improved slowly in ttre
troducticn sector.

However, inmprovements are significant in:
] = -

- total output

- material supply, this year no more a disturbing factor
- production organisation in the sub-mills

- quality level of final goods and of finished cloth.

The organisational structure with respect to commercial and
economical activities also imrroved considerably.

In other fields zrogress was slow:

~ knitting quality

- the reliance on outdoor finishers and with it the
quality of finished cloth. Their own finishing
unit made but little crogress.

- noroduction »nlanning and control stagnated, although
a2 good start was made early this raar, Jo further
orogress was zade on zontkly nlanninz -Srogrammes and

wroduction order »lannine.
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-~ economising of material was only successful
insofar as the square meter weight was brought
down and in cutting the markers were better
composed.

For 1980 an engineer for organisation and
measures on lowering adaterial coansumption has
been appointed and preparatidns have begun.

- shaping the function of »roduction director was -
not comvleted. Zmphasis is now on better ner-
formances of the country mills, including the
securing of their supply. Control on the
following subjects &re still weak, or not per-
formed by production management:

1. Modifications of the produetion -_
programmes.,

2. Control on inventories in ~rocess
3. ~aterizl Comsumction

&4, Techrnological and organisaticnal
production preparation (targets
and -roduction standards).

The structure of the production management is not
firmly established. ‘he production airector,
directly revorting to the general director has no
control over the groups invelved with prevparing
cvroduction organisation, there is no central record-
ing on production matters such as inventories in
orocess, material consumption, quality etc. Arart
frem figures indicating the fulfillment of the plan
and efficiencies, most of the data can be found in
various departments under the technical director.
This dualism requires to te cleared up.

The ideal scluticn would be that the production sector
should no% revort to the generzl director, but %o tne
+echnical director, who then has to accept full
resvonsibility for croduction as well.

A\ ]
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~ Dyeing and finishing is also a matter of the
technical director. The envisaged manager for
this section leaves the company by the end of
the year, thus leaving again a gap in care, co-
ordination and technological control on finishing.

The organisational structure of Babselyem improved consider-
ably during 1979.

As recommended in the expert's vprevious revorts, a commercial
director has been appointed. At the end of this year a
marketing section has been created and is making up its
programme for the forthcoming year.

Due to consequent profit-maximalisation efforts, the most
economical articles have been sold. This will be reflected
in the company's trofit level. i

Tbe commercizl department, the well-functioning ecorcmical
section and the modelling devartment, zs well 2s other grouvs
worked in good co-orveration cn this sutject.

Tet there is an imrzortant role to »lay fcr the marketing
section in order to establish target product groups and in
shaping the still too much diversified assortment. In this
respect we recall our reporting of 1978.

In an attempt to assist Habselyem omn improving finishing tech-
nology, the exvert introduced a foreign commission finisher in
order to explore the possibilities of a form of transfer of
technological knowhow, A revort from the foreigm partner is
awaited.

This report contains several figures on efficiency, quality,
targets on inventories, waste and also recommendations on
ultimate goals on economising of material.

The principles on zlanning methods are explained again, and the
expert regrets that he was held pack Ircm contrivbuting to the
further development of the planninz sysvem.

/’ ——
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Inventory Develonment Juring 1979
Inventory as at 1st January 79 88.3 tons
Production, 1st half of 79 156.5 "
total 244.8 "
2roduction for 2nd half 76 1,945,83 "
to%al2, 180,86 "
Consumnrtion 1.1 - 3C. M1 ‘ 1,997.1 "
Inventnrvy —er 30,11.79 1%3.5 *
3rcren Aswn into:
T ~Tes 73,0 '
Aved 115.5 ’
123.5 "
Inventory 1.1 264,38 "
" 30.11 1G2.5

The -csition =2t 3Cth June 197G was 273.CC0 %os.

The decre=se 23 of June is 135,
M3]langr ZAzénd
term, izazz=t)
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Although management looks well ahead in order to determine its future
policy, it is not easy to recognize a coordinated and well-det'ined
elaborated policy and goalsetting in practice and in the main depart-
ments. There are obvious targets set by government and other
administrative bodies but each department works them out in their

own waye. Many times, vital problems, as<ing for integrated solutions
remain stumbling blocks to parties concerned. A great deal of them
are listed in the long and short-term work plan.

It is recommended to re-create a Department for Organisation under the
General Director, but with concrete tasks in respect to coordinating
the elaboration of plans for the realisation of the policies of each
of the Head Departments.

Personnel problems in acquiring adequate staff could be better solved
if the company policy were better and elaborately worked out in all
departments. However, the present 'job securing'! policy is an
obstacle in many cases.

As stressed upon in the expert's 1977 and 1978 reports, product
development is the weakest spot of Habselyem. In the previous years
a great deal of effort was madse in looking for mnew production lines
wnica were in fact strange To shne company's structure and Knowledge.
wone of these came to Iruigion.

Meanwhile, the traditional products were not updated, and Habselyem
now suffers from having outdated equipment, therefore the value of its
outptt is low. In Chapter I it can ve seen that the output per
worker is less than one fifth that of similar West German knitting
factories.,

In order to upgrade the value of Habselyem's output, marketahility
and export ability, the expert initiated contacts for cooreration
with a foreign finishing comrany for cthe transfer of technology and
Xnow-now, Furthermore, within the same plan of action he also
initiated acquiring assistance from foreign stylists in order to
inject marketable designs for west-export collections.
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Summary contd. EHabselyem July 1979

The renewal of the production management, which was recommended by 1
the expert, manifested itself in a better controlled production
process. The figures for the first half of 1979 confirm this -
less second quality; higher (4%®) efficiency in knitting; higner
quality of fabrics sold (19%). The productivity in sewing was -
based on the actually used standards - 97.2%, the commitments to
customers were for 95% fulfilled, and more positive facts can be
listed. Further steps should be taken, such as the reduction of
inventory in process, reductions of waste percentages, increase of
productivity in sewing etc. etc. For this, a plan of action on
‘the short and long term is defined at the end of this revort.

The implementation of the recommended programming system started

in April, and the most significant results can be seen in the

cutting programme. The sewing plant programmes, after a slow

start, are maintained as confirmed. It is feared however, that the
further continuation of the programme will not be without its nroclems.
A start was made witn the synchronisaticn of customer commitioents =nd
oroduction programmes.

Better allocation of Izbrics will depend cn installing central stTOorage
and recording systems. This sioould result in a drastic reduction of
fabric stock permanently.

sstablishing a well-run 'organisational department' to serve the
production department depends entirely on having available properly
qualified personnel.

Recommendations are given for further integration of the customer
orders into the programming system of all production stages and purchas-
ing orders; this has to be worked out in the Autumn of 1979,

The economy of material is to be tackled thoroughly, including
material handling and cutting. Foreign consultancy is to be acquired.

Recommendations are given on subjects such as the position of the
ourchasing department and increasing productivity of the garment
making sections.

July 1979
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Hosiery mill - 48 -
Summary of the Dec. 1979 Progress revort on Budavesti Harisnagy!

The expert had to assess the development of the performances
of the self implementation by the factory cof his 1977 and
1978 recommendations.

a. Planning
Decade programming proved to have been imvlemented

and developed up to a certain degree. 15-20% of
production was not according to the planning
programme. The activities on this subject made
slow progress in the sub-mills, where factory
organisation is weak. The smaller production unit
at the central mill is much better under control.
Nagybatony with its less complicated production
programme made good progress after a late start.

The Gyula plant and its subsidiaries Doboz znd

Szeghalom cause many. bacilogs iz prcducticn, The firms
new Tecihnical Director has worxed out 2 vrofranme

for trazining technigal znd ~rocduction nerscnnzl on
main+tenance, creventing quality defects and overating
methods. Since this is = oure teccnical approach,
organisational matters and planning require simultaneous
action. Mcre attention is needed for the —~roduction
organisation in make up (Szeshalom) and Doboz both
causing delays in completion of orders.

A more active rlanning aoproach is needed and this
renort gives recommendations for further stevs

An zctive nrogramme is to ve drawn up for higher
nroductivity in Doboz, and a programme for imrroving
organisation and assistance to Szeghalom has to be

drawn un.
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Hosiery Mill Budapes?i darisnyagyar Annex 11
b. Quality

c.

After a severe drop in quality level since 1978,

the first cigns of recovery appear. First quality
output reached the same or higher levels in:the third
quarter in fine gauge products.

Half hose ( coarse gauge) in the central mill shows

a rather normal pattern. '

Gyula production ( half hose ) , although equirved with
older machines and a much more varied machinepark

for vaious reasons caused the major drop in first quality
output. The®a.so knitting waste reached untolerable
levels. The needle, sinker etc. consumption doubled

for the single cylinder machines arnd 1ncr°ased with

30p for the double cylinder machines.

In Gyula techniczl personnel has besen emnloyed in
establishing subsidizry plants in the town of Grmlz

7 RPN
ze_n LM,

(o))
(3]

[

n
Technical skill and supervision weakened and the
injection envigased by the programme for up-grading
technizal skill and know how as prepared by the new
Technical OJirector will hopefully bring the quality
and waste levels to normal provortions during 1980,

Productivity raised by 25% since 1977, which is a
complement to the Genral Director.

The 1977 recommendations with resvect to the stream-
lining of the procduction flow have not been put into
effect. Instead, modernisation and regrouning of
production phases into a less comnlicated crisscross
vattern w ill ease up <contrcl on the production
oprocess and on the levels of quality.

Froduction control is weak, even has 2 passive aprroackt
on the zreduction process., wWhat actions are taken if

for instance winding is »noor? Here agian. the authority
of production management is limited. We prefer %o our
note atout this Hungarian problem in our Final zenort.

Dec. 7970
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Vaci Kotottéruzyir

1.0

2.0

2.1

Assessment of the Company during 1979

The turnover increased by 2-3% against .the nrevicus year.
Since the produced number of pieces decreased by some 17-
18% the assortment has changed _n favour of more valuable
garments. .

Due to mechanisation the amcunt of standard hours verformed
decreased with about 4.6%.

Annex I gives more details.

Progress on the Exnerts Wbrk Procramme

The expert devoted much time and effort t¢ this mill.
- -_made
No counterpart was provided by the company which it not so

easy to advise on, and evaluate the crogramme,

Meverthelsss, much progress has been made during the second
half of the 7ear,mainly iz PFlanning azd the organisation of
Production Xanagement,

Production Planning

'As outlined in a note dated 30 May 1979 which is attached as

Annex II, fhree sters in planning should be tackled.

Step 1: the preliminary capacity plan
2: monthly production plans, deriwved
from the guarterly plans.
3: Decade rrogrammes for the nroduction
devartments.

After Step 3 was imrlemented earlier this year for cutting
and dyeing, and, based on the rather largely worked out
quarterly ~lans in December 1979 Ste-~ 2 has been im-lemented
acc:rding to our recommendatiocns in our interim report ~n
Fianning Methods and Zroduction Control dated October 1979,
and our supnlement to it, dated Decemner 1¥Y/G,




2.3

Annex 12

This is a big step forward znd 1t provides the plannine
data for each of the subsequent production phases.

Zach of the production departments will as of now make
its own detailed production plans.

When step 3 becomes. actual again and the central

rlanning office will give out production orders for each
article number/fabric number, which are combined in decade
periods,

Daily disvosition will thern compose production orders for
each production phase. For the time being their methods
will not change drastically, but order disposition will be
performed according to monthly determined orders instead
of quarterly éuantities.

Backfeeding of progress data, order coné}ol aid its co-
ordination is still an unsettled matter. The expert
recommended the introduction ¢f olanning bozrds and order
nrecress cparts,
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ince the organi era
d

ment is not determined, nu further crogress could be made,

Factory Management

As one of the maih achievements can be quoted that finally
producticon management has been changed. As of 1st December
1979 a qualified verson has been appointed as 'Factory
rianager', unifying both Production and Technology.

This fills the gan and cthe atmosphere of indecision in the
production area, which after the devarture of the nerson in
charge of oroduction left in the middle of this year.

It is e¢xpected that the apvointment of an active and
competent 'Factory Manager' and the reconmendations on
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2.5

3.0
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Planning Cutting
Production Control Securing of (uality
Efficiency (sewing)

will be evaluated and implemented.

Cuttine Waste

Reports on this subject were issued in August and

.November 1979 o

Discipnline in the cutting department increased somewhat
and this resulted in a gmall reductiop qof waste, 2 -

Recommendations on systematic imorovements by better markers
for combined sizes, longer svreading lengths, selection of
fabric pieces on width 2nd so on were not followed up.

Revorts

- Technical Rerort January - July 1979
- Interim Revort on Planning and Production Control,
Cctober 1979 (its zeneral recommendaticns are attached’

.- ..
Al T er mae A b -—m -
- LOTITZAT T2 »TE TO TZ2e 2nT

[{!]

rmrise znd She inistrv of
Lieht Industry of which the 2y, Ausust and November
renorts are attached as Avpendices II, IV and V.

Vggreets for 1980

Feasible targets should be:

-~ Comrletion of the planning system

- Savings on cuttinz waste by 6-8%

~ Increase of productivity in sewing by 20-25%
-~ TIncrease of quality.

Reorganisation of knitting department should contain more
emphasis on suz2lity than on ~roductivity since carzcity is
far beyond taat of the garment sections, and cuality
imcrovements will have a direct effect on ecomomising of
material and the cost orice of the comrany's garments,
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Meanwhile, many rrojects are envisaged to be tackled
in 1980 and onward. We wish the comnany success in
achieving their goals, i1 particular since for a while
it seems to intend to go on under its own steam.
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Report vaci Kotdtthrugyir Cctober 1979

GENERAL SUMMARY

This report analyses the present situation on Planning and
Production Control and gives recommendations for further
development of the programme,

Many subjects are intentionally not mentioned in this report,

for instance, the yarn and auxilliary supply, detailed programm-

ing of sewing rooms, productivity, methods, saving of meterials

in dreing and cutting, ete. etec. :

The abcve-mentioned subjects belong also to the duties of the
Production Management and there are many areas to be improved upoun.
However, we are convinced that first the ;roductiocn pr%cess has

to be nut into order so that it-runs smoothly and without
interruz-tizzz, Zi:zz :>¢2 the reesons why subjects nentioned
befecre can only be tackled after production orsgsnisationr is zut

A-
intz crder,

We recoamend that Planning should be based on monthly determined
orders instead of the totals for a quarter. It is envisaged that
out of the quarterly totals of corders, monthly units will be
selected. These have to be fitted into the monthly capacity
under consideration of the decided delivery times, Detailed
progranmes for each of the production derartments will then be made
in half-monthly units. According to our recommendations in the
first half of this year, a detailed programme for half-monthly
neriods had begun for dyeing and cutting. However this oreraticn
started in the middle of the production process, and since the
rroduction of fabrics was nct synchronised to.it, many difficulties
occurred. On the other hand the organisaticual structure was not
geared to an effective co-~ordination of the feedback of data and
rrogramme contrel. These prograame ccntrol data are abundantly
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available hut the production managezent had no effective.:

power, Cur meetings with the Company's Director in June

about this subject resulted in the fzct that in the second half
of this year some measures were taken to centralise the product-
ion manzgement and the rerplacement of some perscns, Ye were
not consulted about this development but it seems that all
efforts have been made to improve the preparation of ctroduction
programmes, and to secure supplies to the various :roduction
departments. we feel it is most important that under the Head
Production Manager the division between fabric production and
garment msking is maintained in the future. The Planning
Department should be strengthened and assist Production Manage-
ment in the prevaratiot and comtrol of sroduction. Taey should
tlay a stronger role than at cresent in production ccntrol.

Unfulfilled production should not sizmply oe carried forward to
the next month, but after consultation with an zctive :-rcduction
manager acticn should be taken to increase ocutzut and to revise
the actual situaticn, in crder tc nrevent delays fcr the future.
All ezhasis shzuld be ~siven vo ztruchuring -roductisn zonroetang

i e = b - - PN [

in the logical 2nd effective way. Cnly then can the neasures
already taken and recommended measures for the future be made
effective. We hope that this recvort will helr the croduction
organisation to be brought in line and to speed up the zlready
sterted developments. We also think that this interim report
~should be followed up after a certain time, so that we may avcid
the actual situation and to develop also other subjects important
for an efficient rnroduction,

I Planping Method

At present the planning of the productiocn departments is based
on the sold quarterly quantities only in the case of srecific
menthly delivery times, FPlanning is based on fixed delivery
tines. Upon the recommendatiosns detailed tlanning for dyeing
2nd eutting has been iarlemented. Sewing <“epartoents receive
only a brcad outline ¢f 2 halfemonthly rlzn 2nd this saoculd be
worked cut in detail by the sewing departaent u:nagers.,
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Progress ievort Vaci Kotdttarugyar Aucust 1979

During the first a2lf of 172 the expert visiteZ the cczpany

~.2ia 3ubjects ccvsrel uere:

- +tae ipnlexentatica of a :rorsrassin: and Lroduction
contrecl cysten;

- the evaluatisn ¢f the orzanisztion of *he custing
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Vac arcmst 1979
suzzcry cent'd

The expert coatinues his work on the plannin: systen, in 222 nart 79,

b

The inmsdiate ctjectives are:

+ha menthly rreduction lans in line
irned custcmer orders; at the =ma2pme tine
~ permanent ~roduction lines,

isk synchronised mounthly rrozrammes for

-ooduce exactly the required azcunts znd to zczisve
205 - 3Cu lower rermanent iaventories.

- dJdovetail tkhe - reparatory weri ror cutting uith tZe
nonthly -roducticn :lans while aining ot doiivery

(0]

cf cu

&)
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Survey Rerort HCDILUT, December 1979

I. a. Recommendations

We recommend to establish programmes for:

a. Planning and production control

c.

- medium term
- short term planning

The main problems originate from insufficient planning
and unreliable supply of material, where synchronisation
is needed. '

Production planning and control should be established
not only in the Headquarters, but also - short term -
for each of the technological product groums ( profiles).

This would emerge a "department planning®:

In particular planning and production control is needed
in the oroduction devarcaents within the Circular knittine
profile:

- cutting

- dyeing and finisning

- the sewing rooms
Production organisation

Programmes for increasing productivity and mality are
to be established in;

- circular knitting
--cutting ( with emphasis on economising on materi
- the sewing rooms

and in full fashioned knitting
and make - up of full fashioned garments

Most important subjects:

- economising on material

- productivity

- efficiency

- better control on supply and with it a dovetaile
scheme for yarn dyeing.
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~d. Zxportability

The exposrtability to markets of the indugtrialised
world could be increased by:

- applying more improved technology in knitting
and finishing,

- minor investments in make up of garments

- more direct contact with customers
. Caro Ldama bor
- creating posts of " Product managers” ( here:
a mix of marketing, technology and economics),

who should overate under the Sales Directer.

1.5.0 zz3p_cf_actism

It is recommended to draw up a plan of action:

.Its contents should be:

1., 3,0 ZImmediate objectives
3.1 To revise the medium term planning system, including
a. balancing.capacities with the supvly of material,

b. establishing monthly workable production programmes
for the integrated process in the circular knitting
profile,

¢c. establishing an adequate system of production recording
for both production control and linking the subsequent
monthly plans smoothly,

establishing oroduction prograzmmes for the short term
for esach of the production departments, based on realis-
tic standards.

£

e. reorganising the distribution of orders to the respective
production departments,
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1. 3.2 to
in
1.3.3 to
in

1.3.4 to
in

=61 = Annex 15

reorganize the cutting room
order to

- secure the planned suprly to the sewing rooms
- increase the productivity

- reduce the cutting waste

reorganise the knitting rooms

order to
- increase productivity
- increase quality

reorganise the sewing rooms
order to
- increase productivity
- increase quality
- complete orders in asscrtment
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B.F.K. is one of the nine companies under the Ministry
of Light Industry. The main problems are:

- The centralised management system
- The high exransion of canacity

Based on the survey we would like to put forward the
following recommendations:-

1. ''he organisational structure should be
reshaped logically and should allow more
decentralisation of authority. It should
be avoided to shape the function to the per-
sonalities. Instead the function should be
clearly defined and the right yerson shoulAd
be sought for it.( Scheme on amnex 22)

2. The financial structure of the comrany mizh%
need a closer lock.,

3. The ratio between direct nroductive labour
and indirect labour now 55% should bhe imrroved.

4, The overcanacities should be utilised. Al thoue:
in 1960 an attemnt was made to increase tne
nlanned targetv hy 18%», whico undoubtedly wil]
have a positive effect on ~roductivityr,

-

Se The mode. develonment needs rationalisation c¢l
the models while considering sewing methrods 3uaa
sewin~ aua’ivTy.

o. The exmort to western countries siaould be aevel-
ored, Sters should oe investimated Ior tne

ric~ht a»mroacn to he mede,




10.

11.

12,
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Wuality level needs to be tackled inteunsivelw.

in 1979 the total amount of rebates on quality
was over 4 million forints and this was mainly
caused by cloth defects. The apnéintment of

a finishing exrert will definitely have a nos-
itive effect on the reduction of seconds. At

the same time the canacity bottleneck of dyeinz
and finishing will be solved which will secure

the higher nlanned target for 1G80.

The liateszulka factory needs full surport and
coaching.

Debrecen factory needs a more inderendent »osition.
In porticular with respect to the-.sunply of yarus.
in this factory all attention should be given to
quality and economising of material.

centralised cutting room needs urgrading of

- . . . o~ - -

172 organisation since this is the cint of

. m et e

N

Tae WOTK AL3TITLT

(]

ution to siree larTe zarment na.ling

factories.

vieasures should b2 taken on the econmmising of
material. This will also involve better contrnl
~rn quality of the jersev fabric and finisninr. I7

"the right measures are taken, some 43 tnns of +-run

can be saved in one year. ontsi ie exrertise is

highly recom:iended.

Production »l2uning and rroducticn control should
he geared more tn the srnecialised sewing unics ard
this needs an adaption of the system. A mewi
develored malculation system on a memorv calcul *TnT
PTV 1096 (Hunrarian made) recently introducsd in
the nlanning system should be further develoned Tor
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devartment planning. This will increase the flexability

of the planning system. It needs however a better organised
feed backsystem of the production data for adaption of the
‘monthly programmes.

The production planning system needs an in between list
comniled according to fabric numbers for the fabxic oro-
duction and for the garment making part of production, a
list compiied according to article numbers for each sewing
line. The present base of planning and disposition on
customer orders is not to be continued.

13.8.F.K. collections are similar to those of three or four
other Hungarian knitting companies. ;
Since Modelling is basically strong, it would be a good idea
if the thought would be given a chance to-compoée garments,
where jersey fabric is matched with flatknitted pieces. (4.7)
In order not tTomix up two technological sectors, the ‘cgsey
sector should in sucih a ease get the disposal of t-: necess=ry
flatknitting machines.
Rakospalota could ultimapely be adced to Tae Lugld management
and the production of flatknitted garments should than be
given over entirely to Debrecen.

Budan~esg+s, 27 Jan. 19°0

ST

Cmam——
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Montkly Report - August 1979 Vaci Kotottérugyir

The Utilisation of GATF Markers a2nd Cuttinge Waste

Pindings:

a.

Base for the GAF markers are the marker layouts srcduced by
the Texonigue system.

For all sizes of sold items a layout instruction is made
ter size, or, in some cases, rer two combined sizes, and
vpnotograched. Zach size is rrojected on two or three
comnonly known widths of fabric.

iarkers on real size are rroduced according to the layout

instructions and multiplied by the GAF system on heat seal
vaper. However, there s 2 limit to the making of heat
seals: ;

- the dervartment for tecinclogy determines_jof which size
heat seals zre to be made, The -resent rule is that at
least 100C tieces zer size have to be manufactured in a

T. This quantity is Jlsrived Ifrom The accum-

e
Tamad Atra— 3 s —tm o = . -
nL2Ted CUSTOmEeX Qorders IO TILAV Cuarlver,

tetal cutting volume, caali aerkers or hand in-lays on
the spreading tables is the common tractice. However a
‘start was made to use

By

neat seals for these fabrics.

The Heat sezls

Due to single size markers, the lengths of the hesat-s
normally 2round Z,50m. dowever, there ars many 1
3.50m and in only a2 few cases the lengths ara cver 2m,

f <he layers’'is

enending on the tyne of fabric, the height
redeternined. Fer lightweight blouse

o)
abrics this is 12 cm,

'J L)

for heavier track suit faoric it is 15 cm.

Comnosision of cutting oriers by 'dismosizion'

Taiting into acccunt the rules undsr 1o the disvcsition cozposes
cuttinz orders of =z0C=-3CC kzs. Fcr iastance, z=n order Ior
tlouses of 10CCm i3 arnroxinasely 320 xgs. cn 2 2.47m marker
lensth tais mezans 2rsund 180 layers, whica gives z2p :stizased
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In the given circumstances this seems to be all right. However
locking %o the fulfilment of customer demands, the comrosition
ef cuttinz orders being based on the accumulated customer orders
for an entire quarter does not regard the menthly coafirmation
of orders.

'Disvosition' composes orders by subtracting the open sizes ver
colour from the quarterly ordered amounts of a given item.

If the quarterly system would be replaced by a monthly system,
the possibility of working to monthly ordered and confirmed
custcmer orders will be orpened.

On the other hand the minimum of 1000 pieces ver size can then
not ove maintained and the use of multi-size markers will become

a must. -

'Disposition' does not regard differences in fabric width and
lists simply the arbitrary laid out fabric pieces by the store-
room personnel. We coserved piece-widths of 146 tc~152 cms for
2 given cutting order fcr which the hezf-seal width was 144 cm.

PETE N

that there is nc storage per fabric-

W
-
[V
(¢
t

wi A w32
PANERG aa

O

-

first-out manner, in so far as it was stored in that order.

The result is:= extra cutting losses due to width wvariaticns
witnin cutting orders
- the necessity to keep each fabric piece
separated during the entire cutting -rocess,
in order to avoid mixing parts cf different
shades.

FTabric Pieces have a limited weight of arnroximately 20 kgs.

Y

Jris mezns that derending on the weizht of thae fzbric, the pizce
length is either around 40m or 50m, causing many overlarpings on
the spreading tablszs. licrecver, each fzoric ziece has two ends,
of which 2% least 3Ccnm cannot be used and is simtly 'raste.

bric zieces cannot have

u
¢}
I_)
(0]
o)
3
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0
®
H
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€ Cbservations made in the cuttinsg rooa

i. The cutting plan for z decade _s rudimentary. The

daily quantities to be cut are 1/11 I{rom the total

[T

requirenents for that decade. The realisaticn there-
fore 15 deviating of this basic olan for, in case of
small daily quantities, more days are combined together.

The cutting vlan is made up by the forelady. The
tlanning denartment is inactive in this vital process.

ii. Tone streading lengths are con average € to 1Ccm longer
than the markers. Cn a marker of 5.50m and = srreading
neight of 3C layers, a 10cz cvcr-lensth is an extra loss
of 1.8%.

iii.For a 144cm marker width febric was wade available in
widths varying between 145 and 1522m. -Three- of the 10
tisces had =z width of over 14ocm, ziving z2n extra cutting
waste for that parfticular order of 1% (accernting “4cexm
width as unavoidable zllowancs for the d«4ca marker).

. - . ~ I . ~ & - - . .

-« Sl A A A - a TAYM [ AaA_ it ~mevmA 3 S et A meavva s a =~ A~ Te

L. Ll TIC .OC-ll 102 314¢ ;_.‘.‘."_\...,..-C_ cI ZzZ7>ze e e ITCLe
- - —_ - e - PN ~
Sonm Aumine s—omzading s - mAm ATAm Amrea S AT e a N
-t ) ot - - T e T eam el @ ——— e ~ < - T W e, e 4 o - - -

Tuns. Zxtra side waste and time for re-zdjusting the
layers wzs the unavoidable result. lic penalty exists
for errors like this,

erally ccntain a reserve of 1-13cm of tze

<
ct
(83

(1)

3]

o

3 H
w

(0]

=

()]

a3

[}

o]

otal merker langtin. Cn a 5.50m merker, this means 0.18

vi. 30-80cm of the beginning end cf each ' -w fabric ztizce is
nos taxen within the marker length. Since tTh2 7isce ends

ars crumnrled or unfit for use Ior ctker reasons, this

means taat frem every piece of ZCm, azproximately 1m or
ezsing the niece lengvihs
/1
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viii. Tupbulzar fabric should be slit ogen, even if this has
to be done after finishing. Cren width fabric
results in half the soreading height and in more
favourable in-lays. Tris means that a cutting order
can be soread and cut at one time, and not - as
observed - in two separate performances.

The waste percentages of tubular fabric is extrenely
high, in particular if large items are to be cut from
it.

In addition to this aspect, the spreading versonnel
usually take a very large margin at the piece ends.
Action to economise here is to be taken.

Multi-size markers

Multi-size markers have less marker losses than single size

markers.

Multi-size markers will be a ster forward in completing the
size assortment for monthly'ccnfirmed orders.

Vyulti-size mariiers rnowever, need more sorting and vundling
tace 2fter cutting. In shs presens cuvsting recun layous This
aspect is not regarded and is 2 major hampering factor for
establishing multi-size markers. It is even a setback for

ortimalisation of the present single size markers.,

2. What is to be done?

2.

Oe

Reorganise the storage of finished fabric pieces, Per 4dye-
1ot tne fabric has to be stored separately.

All cieces should DPe 1abelled with the real width, length and
weight.

FPabric should be laid out according to instructions of the
disposition zroup. These instructions should contain the
srescrived width, length and weight, quality group.

The condition for it is an up to date and detailed inventory

recording systed.
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e. The disvosiftion group should be given more detailed instruct-
ions to ove used for the composition of cutting orders, such
as the waste tolerances per item, using up final dye-lots,
menthly confirmed customer orders, the decade plan for the
cutting room and its intermediate adjustments, full infor-
mation about the available fabric in all its detzils, etc.etc.

f. Introduce the use of multi-size marksrs. This ircludes:

that space for sorting and bundling has to be made avail-
able in the cutting room,

that apart Irom multi-size mothermarkers ver decade, a
nuzber of aarkers nave to ve made Ifor order remnants,
left over from mothermarker cutting orders,

this has to bte determined by 'disposition', which in this
case cannot belong to 'cutting' any more, and should be
subordinated to 'mlanning’.

g. 2Revise the status of 'disposition',

h, ZIsTablish z decade plan zccording %o cutting order reguirements,
taxing into account fae talanced cutiiag room capzcivy.

1 Se7 Sizntensd wzsTe stindards cer z2rticls number for siagle znd
j. Increase the weight of fabric pieces by a2t least 25%.
Xeo Sl1lit 2all tubular fatric open and zmake amarkers for open width.

1. Iastruct the spreading rzersonnel in the cutting room for econ-
omising the use of fabric: keep to the marker length
smaller beginning ends

-

work more accurately

R. Th2 incentive system siculd be trouzht in line with guality

and waste svandards; the quantity incentive zikould not ve the
dominzting factor any nore,

=2

the UNIDO renort dated June 1877,

We recommend to read again the cnarters cn 'Cutting' centained in

= R s

Zoe Lo SeCULlT2S
- 2 P - - S S atm = amamm lgm mma Aremed A W -
—‘:‘-e ..L:..‘sn CJ:%"u' T2 1S S o LITInz 2 WO T4s 12352 0 J42 D -OCL-
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Chiectives conta.

At the same tizme a first sted is to be made tc bring monthly
nroduction orders in line with monthly custcmer orders, while
taking intc azccount deliveries of the full 2ssortment in size

ard colour.

Tre third objective is to raise productivity in the cuitting
room by 5 to 1CH.

The required time

The time required for it will be 14 man months.

The resul:t in waste reduction will vecome in step, whereas the
other objectives will only be fully fulfilled =zt the =nd of the
operation,

Scome remarks

Factory management was lucky in its choice of the new "forelzdy in
the cutting room. She seems eager to improve the general situat-
ion in her dermartament. 'Housekeering' improved consilderzbly and
+he use of neat-sezl mark.rs has increased. Jowever, she needs

LS oe

tn

- - ; . - _ -
et - ~ ~ ;
zad Treis szacwla e >2 CEgTUTOonEd. S Za

~e ey - o -
3..:54.: vanue’ IS - [V
- -~ . -
narsnta LA 2T A AT
rerenusd D00 ZLTLNT Gl

This repcrt contains several facts that can already te taxen up by
the forelady and other departments as ol now,

‘-
The nlanning asvects also reqguire continued attention. However,

it seems to be more effective to bring the crucial cuttimg room

st. Waste, orsanisation and troductivity have

so the reliability of the performances of sewing rooms
ntion. The olanning system could be refined znd

3
H
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O
H
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e
date inm = later chase z2nd fully gearsed e The urdated

0o
conditions of the -raducticn decartmencs.
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Habselyem

Quality Level of Final Products

The quality level increased considersbly.

First quality products after finmal inspection; 3rd gquarter; 94.3%

The October oroduction showed even 95.7% first quality.

The figures for January - Jume were: 92.76%.

The main sources of rejects are:

h )

October 2rd Quarter 1st quarter

Pinishing 1.7 % 2.98 % 2.8 %
Knitting 1.97% 2.57 % - - 1.9 %
October showed 2 lower ' amount of increase of the rejects
shifted over to the fabric sales. ( 5618 kgs.)
The trend is downward: August 8CCe K=
sext. 8254 s
October 5618 Kg
November 1777 Kg

This means an improved qualitylevel of finishing!



-T2 = 'S
Budapesti Harisnyagyir(Hosiery mill) Aﬂﬂﬁx_jg
QUALITY % TABLE 4
1979
1st quul. [1st gt 3rd qtr.
1978 cuali {
guality ~
st Qual § 1<+ 2nd 2rd Ard
Balf Hose 97 .2% T4 o8 T 5255 T.Bo5 1. 04%
Coarse Tights 89.6% 84.27% || 87.13 9.28% 2.72% | 0.87%
Stockings 98,8% 8.65 || 98.62 1.23 0.13 0.02%
Tights 92.9% 13 J193.34 4,52 2.04 0.1%
Table 2 & 3
Apart from & th quality final oproducts. there is a certain amount
 rine waste: 3) ——
of knitting waste: 1998 . 1970 ( I-ITII Curt)l Needlzs, sinkers
221fhosge central mill 1.47 1.25 % ! in mln Fopin®
2 cylindar 3.5 5.98 & 1573 1979
Gyula plant, single cyl 5.03 6.17 % } ¥ 2.6 4 4.01 4
' 2-cyl 5.90 6.71 % 2.35 3.23
Fine gauge hosiery
Nagybatony plant 2.16 2.76 % 5,15 4,48 |
central mill 1.40 1.25 % | 1.54 1,31
Pesztersebeth 3.84 2,75 # 5.03 4,10
[Vinar utca ( briefs) 0.93 0,88 % )
Vibar uteca ( full fashi- % 1.37  1.85
oned pullovers) 4,92 4.81 %
Waste( wnitting) in total
% of output: 0,36 % 0,52 » Coarse machines (Gyula main
ly ),
1.22 % 0,85 % fine gauge machines ’ >|
in value % of turnever Q.48 C.44 % ( 12 » imnrovement)
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Provosed organisation scheme
Quality control in sub-mills

Genéral Directon

Production Technica
Management Director
i
—T
e 1 — - -|Technology} —
Prod. Prod. /
Tert Yert* -
icum icum | B 5 e -=—--?-~'
Quality technologicall
Control nroduction
Prod. (varn, at random - daga + stand-
management] checks on prod- ards.
‘sub-mill sub-mill] |sub-mill] | uction final
nroducts in the
Technology + nroduction production unit%
—|preparation ;
Ercducticn ~onSTCL e
+ {
juality control on _
he spot ME
N ey . . R
final insrection
NB Quality control is part of the duty of -roduction managers.

InssTuctions on technology shcould be clear. Changes in

technology and its standards should be authorised by tech-
nological staff and production preparation group urnder

roduction ilanagers.
technology in HG delegates authority to Production :anagers

of sub-mills,
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UNITED NATIONS NATIONS UNIES
D

4 20 9

UNITED NATIONS INDUSTRIAL DEVELOPMENT ORGANIZATION

LERCHENFELDER STRASSE 1. A-i070 VIENNA. AUSTRLA
P.O. BOX 707, A-1011
TELEPHONE: 43 500 TELEGRAPHIC ADORENSS: UNIDO  TELEX: 75812

screnence: QA 321 HUN 31 19 September 1975

-

HUNGARY: Incéreasing the Efficiency of
the Knitting Industry (SIS)

Dear ¥r Bloch,

eees We are enclosing herewith 2 copies of the Project Data
. Sheet for this project, which is a modified version of the
unofficial request received by us from the Hungarian Embassy
in Viemna by letter of & September 1975. - -
We should appreciate it if you would request the Hungarian
authorities to expedite the formal submission of ithis request,
and obtain clearance on our re-draried version. If this is
forthcoming we would be glad of your approval and signature on
behalf of UNIDO.

We lock forward *o hearing from you further.

Yours sincerely,

,-",(.{--°- /’, —’*’-/Zf(ﬁ
+ Ljubomir Babié
Chief

Section for Europe and Middle East
Technical Co=operation Division.

kacevad
LM
NI‘ L‘ BIOCh, Rf:.ﬂ:!rv
Deputy Director, VIR
United Nations Development Programme in Europe, - A
Palais des Nationms, ACTIONMN
CH~-1211 Genewva,
Switzerland. o o

oo: Dr Somjén, National Committee
Mr Modrinszki, Permanent Missiono.
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List of vpapers vresented, lectures

1.

Plannine and nroduction control in integrated
ktnitting mills.

Lecture for memhers of the Hungarian Institute of
Knitting Technologists, March 1979.
Audience 200.

"Mittsl- und langfristige Marketing Strategie der
Betriebe der Bekleidungsindustrie und die Marketing
Tatigkeit® |

Lecture for Hungerian Managers, invited by the

Vice Minister for Light Industry in May ™979.
Audience 100,

141

anegsment znd orgznisation Jevelonment in Hungarian
rnitsing nills”,

lLecture 2 the Zungzrian Intern=tional Textile Conference
June 1¢79,
Audience 100

In-nlant lecture on the methods for olanning and
oroduction control at Habselyem in l[Ma~ch 1979
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