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CCURSE IN TPPER LTATEER ALLOWANCES, CLICKING TECHNOLOGY

U D L e e ettt

AND_DEPARTMENTAL SUZERVISION,

June 16th = 27%ih. 1980 Szombathely, Hungary.

The course was held in the library and lecture room of the Sabaria Shoe
Pactory, Ssombathely, Hungary, where eleven members of staff from the Sabaria
shoe factory and other factories +hroughout Hungary, representing supervisory
and techrical management, joined together for a two week course.

Counterpart and translator for the course vas Magdolna ¥agy, Engineer
of the Leather Industry from the Research Institute for tne Leather, Artificial

Leather & Footwear Inatitute.
CGURSE CONTENT.
The course covered three main area :=

a) Upper Leather Allowances,
%) Quality and technical aspects of clickirg,

2) 3urzervisicn.

]
i
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UPPER LEATHZR ALLOWANCES.

The background and history associated with the Clicking Depariment in
relation to the other departments of the shce factory were dealt with, aign=-
lizhting the individualistic nature of clickers and the importance of good
zaterial utilization %o the economic succese of the shoe factory. The former
indicating the tole of training and supervision, and ibe latter emphaaising *he

importance of the best possidble costing allowance system.

The vide range of systems used for the leather allowances were briefly
dealt with arriving at the system known as Scien*.iir Leather Measurement (s1m)
and its variations, which is generally regarded as the best system available
at the present time due to its scientific base of allowances and the method
of pattern assessment, which has been arrived at sclentifically, and not as

in other systems “eing based on past inaccurate cutting records.
There are two areas to setting leather allowances :=-

1. Pattern Assessment and

2. Leather Assessment,

The Pattern Assessment works on quite straightforward principles using
2 planimeter to determine the exact area of the pattemy, the waste, and the
interlécks. This is converted to a Pattern Assessment Form where percen.ages
are calculated giving information on pattern economy so that action can bde
taken at sample stage to improve pattern utilisation if *his is at a.l possible.
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All the members on the course tackled this area with enthusiasm and esse.
Those from the Sabaria factory responsidle for the parallelogram system for
setting allovances were orilliant at their work and did auch to assist the

others on the course.

The Leather Assessment is an equally important part of te scheme, if not
mcre so. There are two arsas to this - a Discrevancy Co-efficient and a
Leathey Co-efficient,

The Discrerancy Co=efficient is the difference between the area recorded
by the tanner and the area assessed by the shoe manufacturer. If this is in
exceas of 3% (some worx to a margin of 2%) then action is taken through ‘he
leather buyer with the tanmer. It is a imown fact, that due to human error in
reading the dial on the measuring machine, or due to faulty machinery or handling,
the leather area indicated by the tanner is often wrong and therefore is in need
o." control by the shoe manufacturer. This {s not done within the Sabaria factory

and there is no equipment with which to do it.

The Leather Co=-efficient is an assesszent of unusable zaterial tased uweon
the shkoe %Yeing cut according to Be quality standard. Eere, a very experienced
versen 1z requirsd to undsriake ithis werk and adecuate traininz zust te given.
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allowance set, and Ifrom this a Virtual Price Controi is set so hat if deliveries
of leather fall below this action can again be taken through the leather buyer
with the tanner. In practice, leather assessed as 12% unusable has a Leather
Co=-efficient of 88, Thus having established the exact patternm assessment at
10Ch co=eificient, 2ll <hat ig Teguired is *c reaed off the allowance from the
crhart wnich conver®ts <hais +o the exac?t material allowance Sor a given leather

at the set co-efficient.

I+ can be seen that this system involves quite an increase in the man-

power required to maintain it, but it has been well established that the financ-

/ ial benefits in material savings do justify it for most types of shoe factories,
The writer was recmntly quoted by one company making a weekly saving in material
of approximately 20,000 dm2 « The system has a built-in allowance of 3%
incemtive for the clicker to save, and providing leather assessment is carried
out well the area allowance is very tight. In the SLM system the clicker's
return is ¢+ of the material cost. Therefore, with expensive leathers his bonus
on material saving will be greater,

To install the SLM system efficiently usually takes in the region of 3=4
months of constant practical work within the factory and in close comsultation
with management and the UNIONS. It is also fair to say that the system does
benefit both parties, and if anything favours the clicker, inasmuch as a clicker
can make material bonus on one order and lose it on others without any penalty,
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In he time available we could omly outline the system in the Sabaria
factory, and much more vork needs to be done in the setting of leather co—eff-
icients to draw strict comparisons. If the leather varies by more than %% eithexr
vay then ideally the leather should be sorted or a more close contact be made
with ths tannery to give more accurate gquality grading. Some leathers assesse..
during the course fluctuated by as much as 12%,

SUMMARY.

To summarise the fore-going, it can be 3aid that thers is ample evidence
to suggest that a system liks SIM would benefi* the Sadbaria fictory, and in
general terms be a good system to adopt for tha Hungarian S:ine Industry.

However, the bonus system in the SLM is not ideal 21d would need modify-
ing %o suit the needs of the Hungarian Shce Industry. I+ is generally accepted
that limiting the scope of buonus earnings is mcre favouta',le in order to control
gquality. The aim teing to train cutters to zn establishe¢ standzrd, and with
control of materials to make for a tight sysiem all row.d. This is e)viously
needed in the Sabaria factory wroere there s a wide diierenca besweer. cutiers'
atili%ies on material utilisation. Cne sav2d as much zy 2,000 fowdnis during

-
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The students appraised the system well and :a general th comparisons
between the exlisting system and the SIM gave a tigh .er margin w:.-t the SLM,
If the sgystem is given a suitable follow-up with co-operation ¢f ‘e pattern
assessors with some-one working on the “eather sic» good zrogre.. wculd be
made which would have far-reaching affects on the -ungarian Shee [ndustzy in

general,

SUALITY AND TECENICAL.

During the third day of he course when ». began t¢ 1.2k at Leather
Assessment the question of quality raised iise'f and becans 3 burning issue
among the Sabaria Supervisors on the coursc. The problem .-l leather shading
vas the cause for this deep feeling of conzcerm among this :roup of Lupervisors
and such was the depth of feeling among this grouy tha’ 1 generated ap attitide
of an insuperable problem incapable of being solved, ©Pr:zented with this
difficult situation and without having nzd the time to | .vestigate it the writer
wae deeply concerned about the course fuvlfil.Xng its o9 a3ctives with attitudes
of almost despair among the supervisors over this yroc’sm, That it was of deey
genuine concern wes apparent for all to see, aas the w-iter was forcidly told
that 'you vould be gone in three veeks and we vill st. 11 have the problem! °'

In order to restore confidence ‘n thelr abllity to solve problems e
looked at this question of quality and requested technical zssistance to look
at the level of leather quality standarda, Llthougk ‘his assistance was reque-




sted during the first vweek of the course, no firm assurance wgs given that
leather quality and shading would be fully luvestigated.

This position is unquestionably very serious when one comnsiders the
effect this is having on the Sabaria Shoe Pactory in genmeral. A very high
percentage of work is being 'match-marked' and need not be, since in many
ingtances there is no shade variation in the leather wkatscever. This sitaazic
was quite apparent during visits to the sewing devariment on two separate
occasions. Here, cne can see operatives sorting out work to the numbered parts
with all the extra time that this takes, and with defirnitely no shade variation
among any of the parts that we could see deing stitched together,

That there is a problenm with some leatbers there is no doudbt, hence
the request to look into it, but here it should dbe stated that within a given
skin there are usually {wo shades and sometimes three. This was estadlished
during the Instructor Course in coing shading exercises when it was impossible
for the human eye %to detect any more thamn three separate shades from within

one skin of leather.

The situation within the Sataria facitorv is rz2de more seriocus By +he
<
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factor in *ke cutiirg depariment, zzd that cutters can cut the parts frow any
secticn of the sxin prcviding the shade is correct. This situation does exist
within the cutiing departmen*, where one can seethe cutters cutting the parts
from any section of tae leather. Cn one occasiomn I dié see 3 vamp heing cut
from very near *he offal region of the skinm and bYeing so stretchy a3 %o be

+ctally unacceptabdble.

The efforts within the work-force to overcome this problem is beyond
any doudbt and one can only respect and admire the considerable efforts that
are being made in every department to make shoes in pairs, but it is the
opinion ~ of the writer that much of this effort is mis-directed due to a
failure to attack the problem in the right way,

During the course we tried to establish an approach to the problem
along the following lines:=

1. To set a guality svecification for the shue based upon the sample
submitted to the customer. Here we examined the sample in detail and one
could definitely letect slight shade and print variations with the sample
itaelf. See the appendix which shows the set Quality Specification for the
leather and shoe causing problems,

2. To examine and assess the leather to this specificgtion - Can 4t
be cut to the required standard,and of quality and shade? What will the leathe;
co-efficient be, and will this Le acceptable to management?
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3, To srepare a suitable cutting system of the leather giving the
best quality and economy of tle material bdased on the quality specification,
and to shov the cutters in visual form how to cut up the leather., See appendix
for photographed exumple prepared during the course.

4. To esadblish a method of inspection to the quality and shading
standard.

With this as a first step we can then look at the question of leather
qualit; more closely and =~

1., Set a sample standard according to the grade, and inspect leathers
on delivery to that standard. Some-one needs to de trained in this vork, dut
clearly it needs to be done.

2. Take action on leather not meeting the required quality standaxd.

Tery brief examination of some skins revealed that a) the embessing
print wag invariadly missing along the back-bone area {the best quality) of
the leather due tc bad plating ir the tannery, resulting ia the clicker beiqg
unable to use this, the best material., And b) Shade 7ariations occurred chiefly
2+ *he zail 2nd neck 2rd3 and zroand the edges of <he lezzhzr whera 2 twg tone
affect 'shadow spray' seemed to have been carried ou% incorrectly in the tannery:
Also, on the red aniline printed sides there was severe patchy discolouration
(a sort ef blooming effect) or many skins making cutting of this leather very
diffisult indesd.

A1l these points ahould be investizated by the Leather 3Buyer in

coliaboeration with the cutting and leather departzent.
INSPECTION.

Inspection is carried out with great care in the Sabaria factory.
Most vamps are strained over a domed apparatus to shov up any faults or defects
in the toe region that might arise in lasting. 4 very high=-powered light
i1)uminates the leather and the glare from this is conaiderable and must affect
the eyes. All parts are re-examined again in pairs to inspect for quality and
shade, both as separate operations with considerable handling time. Even with
all this attention shoes do not always match in shade and the reject or re-cut
rate seems quite high in returns from the lasting room.

Looking at shoes going through the Shoe Room on the conveyor with
leather giving the shading yrodblem, ve poticed distinct shading differences
betwveen paired shoes which to us were quite unacceptable. As the snoes vent
along the conveyor we followed these closely and found that the first operation
vas a shadow spraying sffect with a dark colour on the brown leather. This was
applied aleng the seam joining the spron to the vamp and along the heavy stitch-

ing on the leg. The difference in shade betveen the apron and the vamp was
immediately alleviated by this process. The next operator carefully examined
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the shoes obviously »aying grest attention to looking at the shade variationm.
kny shade variation was quickly noticed and the shade variatiom was then
immediately uniformedwith a fine spray which dalanced the shade perfectly.
This job vas being done with great care and skill and without the use of

excessive spray vhich would have spoiled the leather appearance.

A greater quality problem with these boots seemed to be the variatiom
in cutting where the cutter had cut the wrong direction of the siretch in
the leg region, and the forward sirainm in lastirg without the support of the
last underneath meant that the backer or lining acting in resisting the strxain,
the leather had been stretched forward, and in trying to re-assert itself left
creases and bagginess. Cut the correct way of the stretch the opposing forces
of the backer and leather would not have created this problem.

LIGETING.,

It is impossible tc make any firm observation 28 to the lighting
within tBe ~uttingz depariment, but it would be definitely advisabdle to carry
out socme tests since the problem of shading is causing such ccnfusion. There
could be cornflicting lighting vari,tions frem the fluorescent general ligkiing
azé the irndividual lighwing {srdinazr “wlds) wheras osperatiTes ghzde *hein
sections away from their izndividual lights. 3otk side areas of the cutiing
room has good natural lighting, tut could suffer from excessive glare.
Ideally, a lighting consultant should lock at this problem to see if improve-

ment could be made.
CUTTING ¥IT=JLS.

> = b e
—

The cutting methods within the Sabaria factory varied comsiderably in
cutting leather, A nucleus maintain a very high standard whilst others cut in
a vay quite opposed to accepted principles. Quite a number cut from the neck
of he skin downwards and some cut up one side of the skin and down the other.
There are styles where parts are cut at random by some cutters and the large
pleces remaining are placed aside to use for cutting other shoes. In other
words, they do not 'run in' another style, dbut cut it aftexwards.

An expllﬁation was put forward by the pattern aasessors on the course
for cutting fron the neck downwards on boots. This ias said to de the method
adopted in Finland and seen by some of the management whilst on a visit there.
However, whatever advantage there seems to te in this apprsach other shoes are
being cut in this way too, and there is a gemeral lack of understanding by a
lot of the cutters in hov to cut up the leatber. This can only be due to ine
adequate training.
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In many instances this 1s done by trainees on the clicking presses
and vould seem that very little instruction is given in the correct way to
cut the material., Almost everyone cuts up the material and not across, which
is both slowver and mere wasteful of material. When cutting up the material
it is very difficult to maintain a straight line with aome patterns as the
lccation points to follow are less, and in moving away from oneself in cutting
naturally means more difficult and a greater distance in the movement of the
hands. It also usually results in the wearing of ore area of the board as
the material is constanly moved across to the same posi*’-m,

There are no costings issued vith these materials and the amaterial
is cut very wastefully with uneven edges and folded very unevenly. The layers
are sometimes held together with paper clips and consequently easily move zbout
wasting even further material. During the Instructor Course we tried to
establish a correct method for this job by laying the materials on the special
table 57 the large presses, o2nd holding the edges together with staplee,

Or the travellinz head cutting presses and the Schon/Kaev presses a

very good standard of outting and Taving 4tke material exiats,

CLICKING BOARDS AND PRESSES,

A factor which seems to nave influenced cutting methods are ‘the boards

and presses.

o]

Presgses. With the mnechanical presses the tri» mechanism is situated on ihe

left hand side, ard wnilst it can te mcved with the team i3 usually located
separately on the left hand side of the press, resulting in all movements
having a tendency towards the right side, and resuliing in materials and prese
knives being placed conveniently to the right., A good bench has been designed
to work in this way and the system is working very well, However, considerat-
ion should be given to the use of left and right hand operated presses which
allows the use of both hands according to the pogition of the material on the
priss. With the beam always to the right side there is the tendemecy to work
the board accordingly and this necessitates the constant movement of the
materials rather than the easy moving of the beam from one side to the other
according to where the cutter happens to be in cutting across his board.
Hence, the possible bad habit of cutting up the board,

I% is also noticeable that on the recent Kaev presses (hydraunlic)
in use in the cutting room the trip mechanism is situated to the left side,
and whilst this can be used from both sides it would be preferable if this
trip mechanism could be positioned symmetrically on the beam to allow a mors
natiral and even movement of both bands either from the right or left side.

The nore recent Kaev catalogue does show this improvement,




BOARDS.

The size of the boards are about # of he actual press base size and
give less scope for cutting in moving across the materiai. A factor to de
considersd here is that each operator has his or her own board and removes
this at the end of their shift. Ideally, one would like to see a better board
and a full sized one laminated to a firm base to avoid the bowing vhich is
frequently seen. Such a board would not be able to be moved by the ladies
and could present storage problems. Howser, there is sufficient reason for
giving this a try vith some cutters and assessing the reaults. Generally speak-
ing the boards are not worn evenly which is an indication of bad cutting, but
wbich in this inotance is to some extent a reflection of the machines and the

boare.

CODING.

Press knife storage is excellent and the edges are code stamped for
jdentification ¢f size. An improvement to this to speed up identification would
Ye to colour size code these. The colour is much more gquickly identifiable so
that operatives can quickly store the knives away in sizes and »ick them out
easily Srom *he storage racks. Colour coding is very ~2ick to ineg®all znd

i3tifiee the sm2ll Sime szent In zefadlisy

WORKING CCMDITICNS &4ND ATMOSPEIES,

The gemeral working conditions and atmosphere throughout thi factory
is of a very high standard and one seldom finds a person avay from his or her
production area. Within the cutting room this ie also the case with a very
high standard of cleanliness and tidiness everywnere and wWith operators paying
very careful attention to their individual machines, The conveyor and box
system wvas working very well and never were there boxes to be found over the
gang-vay lines.

The leather trolley'horses’ for each cutter are somewhat low and
result in double handling within the leather store and for the cutter since
each skin has to be folded to rest satisfactorily on the 'horse’. This alsa
regulis in unnecessarily creasing the leather which under a number of heavy
skins can sometimes be quite severe,

M,T.M, Apvlications,

Looking at the Closing Department during a brief visit on two
occasions wvith course members from other factories, one is particularly struck
by the tremendous scope of the M.T.M. team to improve methode within this
department. Some of the table methods of fitting parts together could be rad-
ically iuproved and one was surprised at the extent to whioch M.T.M could be
applied, Another surprising point within the cloeing room was to find that
Prench binding was being attached by hand and not by using a guide. A guide at

-
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very little cost vwould double the production of this operatian. Five people
were attaching binding by hand.

The standard of workmanship throughout the Closing Departmeni was of
a very high standard and most of the stitching wvas exceilent.

SUMMARY OF QUALITY AND TECHNICAL,

Therw seems to be reasonable evidence to suggest that most of tre
problems existing within the cutiing department and in the fadXory are self-
inflicted and derive from an overiding consideration to solve the problem of
shading by resorting to excessive use of labour to match-mark nearly all the
vork. Other ways of solving the problem do not seem %o have been explored
and there seems to be7lack of understanding about i%, This has ~esulted in
frustration at superviscry level which then tends to run through the work fcree.
This was the main reason for having requested support in sear:hing for solutions
to these probleme on the basis of the known fact that happiness increases
energy whilst scrrow and digcontent decresases it. So in factories a happy ard
contented work force produces better quality arnd guantity than a disgruntled
sne, There ig alac the fact zhat to e Teleased frcm ithe ceontinuouws turdezn of
zatch zarking woull rzeult iz z vz3t incrzage In the proluctiocon czpanli=zizs =2f

the plant of the order of 3(%,

What we have tried to do during this course was to re-dizect the
obvious tremendous energy of these supervisors from a negative attiiude ts
a positive one, determined to overcome any obstacle preventing progress. This
can only be achieved if there is a willingmess by all concerned to %tackle these
problems in a systamatic way and provide the necessary supvort and understanding
at every level.

During the course vwe provided a fairly sound practical approach to
the problem dealing with most technical and quality w»robly 18, some of which
have been memtiocned in this report.

Lovked 3t in perspeciive thess prchblems are esay +n solve and I am
aure that the Sabaria management in consultation with the Ministry of Light
Industry and the Research Institute of the Leather, Artifidal Leather and
Footvear Industries and the tanners will quickly overcome these problems.
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SUPERVISION,

During the mecond week ve combined lessona in supervision with technical
talks as wmell as attempting a project based on the course work. Bach participant
on the course undertook the following project to prepare a manual of procedures
for heir own record, as well as to compare the results with those currently being
used within the Sabaria factory.

PROJECT WORK,

1. To prepare an 35LM Pattern Assessment.

2. To complete the Patterm Assesament Form and establish percentages
of waste.

3, Using the sample submitted to the customer %o prepars a Quality
Specification based on the sample.

4. To establish the Leather Co-efflicient based on the Quality
Specification with one bundle of leather,

5. To extend the Patternm Assessment Form with the Leatber Co-efficient
giving the Leather Allcvamce per pair,

€. Using the standard leather co=e fSicient estat .sh a system cf
sutiing *he lsather and prezare details ard methcds, a2 phcotogrash

of the layout, and a dizect comparison of zatesial utilisation, !

There wa s insufficient time to complete the talks on gupervision, |
priority being given to the »ractical work above. The complde supervisory manual
is bYeing transiated so as to allow stucents to ccmplete this course within their

own time.

SUMMARY OF SUPERVISION,

The Supervisory Course is a good one based on the modern psychological
behavioural sciences. The lessons given were felt to be highly beneficial to
+4e sourse members, and %hsss need tc de followed mp by the management and
at Inatitute level. ‘
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COURSE IN INSTRUCTOR TRAINING FOR PRESS CLICKING OF
UPPER LEATHER.

June 30th - July 11th, 1980. Szombathely, Hungary.
INTRODUCTION,

This course was again heid in the 1ibrary and lecture room of the
Sabaria Shoe factozry, Szombathsly Sungary, vhere twelve members of staff
representing tke Leather, Artificial Leather and Footwear Institute, staff
frcm the Sabaria shoe factory, and other staff from various shoe factories
throughout Hungary, met together for a two veek course devoted to the techaiquee
of instruetion in relation to the cutting of upper leather Ly press.

Countervart and translator for the Course vag Magdolna Nagy.
The course coversd two basic areas:-

a) The use of tke Skills Analysis approach to operator training
and the techrmuas and principles of the syatem.
and o) The application of these techngies to the teaching 5L the cutting
of leather by press.

‘-ely o7 uTe33 tDe svecial Saatures of
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teaching cutting by hand were not covered,

SKILLS ANALYSIS,

The first part of the course devoied itself to +he teaching of the
srinciples zovarzning the Skills inalysis approaci o traiznizg. These cetails
were given during a courve in Budapest and so there ig no peed to amplily <u
them in any detail in this report as they were widely publicised throughout
the shoe industry following the course in Closing held in 1977.

Basically, the approach of Skills Apnalysis, as the name implies,is
to analyze the skills of whatever job and break them down into a suitable
teaching programme.

CLICKING SKILLS,

Clicking can be broken down jnto two basic elements which are best
described as - the thinking and the doing. If we look carefully at the clicke-
ing operation we find that the clicker observes a very complicated mental nict=-
ure upon which he bases his decision as to how he cuts the parts of the shce
upper. As far as prees cliBking is concermed the actual practical vork involved
is relatively simple and straightforward where the techniques of T.W.I. {training
within industry) can be easily and readily employed. What is more difficult to
define is the 'Clicking Theery' and how best to approach this from a teaching
and training point of view.
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The training system for Clicking is based upon the chart prepared by
the writer shown on the previous page. Here we see a two stage approach which

have bdeen given the titles of :-
a) Establishing Clicking Thinking
and b) Interpreting Clicking Thinking.
This two stage approach is based on the belief that until a clicker
understands the theory of his work he will not interpret it correctly, and
that everything a clicker does in the performance of his work is based on the
correct clicking thinking. An example of this, is the positioming of petterus.
Until ve have taught the trainee what influences how a pattern must be poaitiones
there ia little point in doing exercises without the full knowledge of all tke
mang factors that influence this.

As can be seen frocm the chart the first stage is BASIC CLICKING THEORY and
covers four areas :-

a) The Relative Quality of leathexr

b) The lines of Tightness in the Skin.

¢) The Relative Juali‘y of Upper Sectioms,

d) The Lines of Tigh*ness within %ke Tpper,

Exa N & e B - ™ - RN -~ Y .3 .3 - Y- e m N w'a . - .
These Iour 3uvniects form the Tasic clicking theerr ol sia cutter

and are esgential before he can in any way atteme»t any practical work. .

The Use of Programmes. ‘

The above subjects can be taught in many ways, but an interesting
exarrle developed ®y G, 2randish of Norwieh was %o use Frogrammed Learnings of
the Linear t7ype %tc teach these Tasic subjects, Zers, Mr Brandish aized his
progranmes at the standard midéle average junior erntering the British Shos
Industry and found them highly successful. The writer has used them and {inds
they have many advantages, the best cne being that theydo teach every point
required and allow the student to progress at his or her own pace, which is
often impprtant in mixed ability classes. The technique also adopted by
Mr Brandish was a self-checking technigque where students after completing their
work check their own results. In the case of the programmes, they perform
written exercises in the form of diagrams and then check these against a light
box over the master transparency.

The question arises whether or not these programmes would have
application within the Hungarian Sysetem where the level of academic standard
is often very high indeed. From the test that we did on one programme, there
would seem to be a definite use for such an approach and in fact it wounld seem
that the supervisors on the course found ithe programme tested very useful, It
aiso seems that the standard entrat at 14 years is comparable to the persons
for whom the original programmes were intedded.

It should be pointed out that hhese programmes are the Copyright
of Mr Brandish and should it be found neceesary to go ahead with them his
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permission will be needed.

Algo included in the »rogrammed package is the use of test sheets to
ensurs that the trainme has acquired the necessary knowledge before he progresses
to the next stage.

mhe theory is a relatively straighiforward part of the training of cutters
vhether approached by programmes or not. What is more difficult is interpreting
this thecry into practise in a realm of primarily two senses where only experience
is the learner. These are kinaethegis and the use of the eyes.

Hers we hit upon the reason why Clicking has always maintained a certain
mystique and has resulted in a breed of men renowned for their individualism.
Only by years of experience have clickers developed the way they are interpreting
their fine senzes and skills in the cuttirg of leatkez.

If we look at +the chart ve c¢an see that the first area, The Kelative
Quality of Leather is by far the largest in terms of exercies, and herein lies
the smphasis of the fraining programme. 1f we can 'cram’ As much experience intc
this area a3 possible we hall zc¢ a long way to bridging the zap of this difficult
and complicated sumbjiect.

Thyvig havineg learmed I»om the »rogrammes abelt how leailsr 7aries zeeszdins
to its fibre structure we can move from the thecry %o the rapid understandirg of \
the practical side in feelins and seeing how the leather varies in quality from
various parts of the skin, This is followsed by identifying leathers and leather
substances oy feel and aight and then by feel alome.

In RGL 3 we see 10w the RSL affactsshading and 4o shading exerchass, This
i3 followed in R9L 4 with faults ir leather and hew to ldexntify them. Iz RGL S
we then look at how to assess unusable leather, and at ilis stage we are able to
start on the exercises of the Relative Quality of the Upper Sectioms upomn which
the first five exercises form the besis.

With the Lineg of Tightmess in the Skin we extend from the programme in
examining skins and sides allowing the student to feel and stratch the leather
to see practically how the tightness is formed in the upper and to draw on the
skin with chalk the lines of tightness and those areas, if any, where there seems
to be mutual tightness in any direction.

The Lines of tightness in the umper continues with practical’feel’

exerciees in dete:%&ng the stretch of leather, and here we find it is betier to
have actual examples of leathers which stretch unacceptably mixed among those of
acceptable stretch, allowing the student to run through them in the correct
handling way identifying those that are not acceptable, This is covered %ith
exercise LTU3whilst the first exercise is purely letting the student define
stretch direction rather than'atretch quality’, and this is done using circles
with eight lines across them and allowing the student to place them on a chart
with the lines thought to be the direction of Jeast stretch. This is done to

to a target time since we are wanting to establish the skilled speed of the




experienced worker.

Even vwithin an sxperiencad group vwe founa there to ts iifferences of
aaeesament in judging the quality of the cut parts, and cleaxly it is thias area

vhich establishes the skilled cutter from the ndwice. Hence, I revest the necess-
ity to concentrate on this area ae being fundﬁental to the training of a gskilled
cutter.

Judging the quality of upper leather is 2nother perfect gxamnle and
illustrates the problem encountered during the first supervigory course. How do
ve compare leather and to what standard can a judgement be made? Here the writer
recommended that tne use of the so-called supreme shoe upper leather, calf skin,
be used as a standard on which to compare ethers and to form the basis of the
teaching in comparing other leathers from the point of view of 'feel' ‘'bdreak'
strength, stretch and appearance. It is precisely this difficulty of comparing
such a variable material of leather from the point of view of gquality that makes
clicking an art dependent largely on the use of the eye and the {ine asenae of
feel in the fingers.

4+ can be expected that the prozrammes and the Zasic Clicking Practical

Szercies will take a full week or even longer to ccmplete. All these exercises

-~
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carrr with thez “he aporeora‘te miclelge lesscrnaz
example, tne Edgé Knowledge exercise will have to inciude a “asic %alk on patierm
cutting involvinz the types of seams and allowances., Since the programmes 3eal
with the patiterns for a standard gibson shoe we tried to have a standard range
of all basic shoes 3styles 30 -~ z2a%t during the comse ke sindert would end up
quite familiar with %ke names of all the sections and tke way in which these
interiock tcgether,
One exercise which needs to te added to the list is the exersise of
the correct way of bundling leather %together and tying it np, which will need %o
be done at the completiocn of each exercise where bundles of leather is involved.
At the beginning of the course wve completed a complete stage I analysic
and the knowledge lessons appropriate to each exercise were listed,

Whilst i$ is stated that about onme week will cover the 2asic Clicking,
exercises relating to quality can be continued with throughout the course since
ve are constantly building up the experienfe of handlimg leather., The emphasis
will be to vary the types of leathers as much as possible to broaden the experienc
e of the trainme.

STRETCE SYSTSMS FABRICS.

Having taught the priciples of stretch in leather we can move onto
the same principles as they apply to fabrics in the LTU exercises. These offer
the first'taste of the student té lock patterns together using the principles
of tightness in the fabric related to the shoe. These should be extended to

cover the range applicable to the factory concerned, and in each case as tho‘r“dh”
uses his or her own ability to establish the most economical system in line with




the direction of tightness of the material as it must go in the shoe.

The range of exercime should cover cutting in a straight line, cutting diagonally
and cutting with more than one pattern at once. Here it is possidble to acquaint
the student with costs very easily and each exercise can have a target of time

and cost as the basis.

Duting the course some excellent wcrk was done in this area primarily
for the reason that this area was so lacking in the Sabaria factory. There werw
no systems established in the Sabaria factory and wvhen we did comparisons ve
vere easily able to show at least a 20% saving cn material by improving the
methed of interlocking the patterms.

In tis area there is a great need for establishing systems for
cutting on the fabrics, sponges and poromerics so that the young »eovle entering
the factory can be taught propexly how to cut the material.

Partizularly outstanding during this part of the course was
Vaxgﬁné Kiraly Zsuzsa of the Institute who conirituted considerably to the

course with some ezcellent work and a demonatratisn in this area.

establisnment of the Quality 3Svecification vefore entering onto the second nar:
of the course aimed at interdreting the Clicking Thinking, !

The second stage covers ‘hree arsas in pac,llel, Leather Allowances, Pztiern

Orientation and M¥achina & Equipment Control.

Leather Al owances,

During the ccurse we dealt but driefly with the subject of Leather
Allowances since time did not permit to go into this subject in detafl. In many
ways this a;:f%ch is to be recommended in the actual training scheme unless it
is decided that a very full and comprebensive course is preferred for the traine
ees. The writer's view is that a brief oatline is sufficient so that the trainee
can concentrate on the all important area of gaining rapid experience of handling
leather rather than teach too many specialised areas at once. After a period in
the factory the trainees can be given a spec:al course in Leather Allowances wherr
this subject alone can be concentrated on,

PATTERYN ORIENTATICORN.

In this series of exerciees we look first at the methods adopted
by Russ and Small in setting first waste allowances and a means of measuring
thes and their application to cutting of leather. Eere we can see that the
parallelogran system can be sometimes used, and therefore the trainees need to
be made aware of it. In the S.L.M. system we have an extemsion of this with
consideration being given to the possibility of two patterms being assessed at
once if cut from vamp materisl, and also the recosmition that certain patterms
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will be cut from certain areas of the 3kiz The $.h system does recognise
this and is an immortant step in develsjiua click ' ng training, whereas tihe
parallelogran is confined to cutiir.r pg 3srns in ine way, and not in lefts and
rights, and is purely a system (2 *u-vgt food) of mcasuring first vaste.

ASSESSING AREAS,

Apart from the difficulty of asssssin; l.=ather qua ity in all its
aspects, & main feature of the skilled »utter is hils ability to assesg the
areas of leather and the patiturps ane tuild up » mental p::ture in his mind
how the »atterns wlll fit intc the lexther. Heics, we n:ied to build exercises
which will aim to equip the trainee witn the ubility to . ok at a egkin of
leather and a set of patterns, and see in the 7mind how t-.3se will fit onto the
skin and hov many pairs c¢an be cut from it.

The Pattern Orientation exercieer ccrntinue wit'. assessing a wide a
variety of skins as possible cut out of board having twu main considerutions:=-
1. Assessing the best quality buit area ard ¢ Assessing the remainder in relat-
ion %o this. dere we need skirs and sides of all skapes and gizes cut from
board which have been vpreviously accurately assessed so that we have scme mears

3f checiking *he %trainmes prcsress. These aze covered In the firgt stages of

The Pattern Crientation exercises co=-incide with these area assessments
by establishing now patterms lock toge.her for high, medium and low quality
varte, asince clearly We are concerned with interpreting c¢ur clicking thiznking
upan fundamental qualiiy consideraiicns. As can be seen in the appendix 1,7cut
all

of the snoe locking itcgether and the back part of the shoe locking together.

arts do not lock *ogetner, tut usuwally confine themselves <o the front za=*

K}

Eowever, wheres we have shading considerations we often have to lock
together in a straight line blending the shade from toe to heel as far as is
pogsidble. Hence the exercise of organising the patterns in a straight line
across the skin, but with stretch considerations very much in mind as part of
the quality standard,

Pattern Orientation then continues on board with the student assessing
the butt areas by eye, recording the amount of vamps or firat quality parts
that he or she expects to get from them, and then laying out the patterms on
the bYoard as economically as possible but with again quality comsiderations.
All these exercises have to have very well worked out systems with which to
compare the trainees progress and for the trainee to be able to see how well he
ox she is progreesing., This is then done for other quality areas again on bosrd
with the only comstraint being that the lines of tighiness must be adhered to.

The Board is then used on the other side, this time having marks upon
it, giving the student the added constraint to show their ability of trying te
fit the marks into the un-seen edges of the shoe and to fit round the marks in
the most economical vay,




The Pattern Orientaticn exercises are completed on the standard range
of styles so that the student becomes familiar with as vide a range of patterns
as possible, and these are applied tc the videst possible range of sking and
sides to cover the effects sof varying arecs and pattern sizes.

MACHINE & EQUIPMENT CONTROL.

Highest or tha list is that of SAFETY and this cannot receive too
auch attention. The rezainder are relatively straightforward to teach and

were discussed well oo tie course,

SPEED CUTTING.

After iie 25:2ine & equipment control exercises have teen covered
the student can be introduced to a range of steed cutting exercises where all
that is required is to develop quick snd accurate knife manipulation using
different layout systems with differesn: kmife orientation. Within the Sabaria
factory there are a whole range of such exercises, and it is interesting e
ncte that during the course one iady actually did a remarkabdly zocd demonstr-

ation 2lmost halving %he norz for cutting voromerics,
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sevaral compcnenta and we dealt with <his tearing in mind tae consideraticrne

mentisned in the first retort.

PATTEIRN CRITNTATICOY O LIATHER.

the course in

[

We now come %o perdaps the zest critizal nart o
Suilding cn the xnowledge 3and all tZe exexcises which siounld have given <he
student a very clear imsizht into the details or Clicking and bhow the m=ind of
the experienced clicker worka., This is what we are aiming for - teaching the
trainee how he muat think and appy his thinking.

The aporoach to this is normally to layout patierns on the leather

or to mark up the leather using a marking pen. Clearly, this type of exercise

is too slow and does not simulate the work of the clicker, With patterns
we cannot really feel and haddle the leather otherwise the patterns will be
moved about, and any exercise should come as close to the real thing as fs poss—
ibvle. For this part of the course we need a marking machine which will allow
the use of press inives or plastic patiterns like a marking pattern where we c¢an
use a ribbon type ink and print on the pattern onto the leather bandling the
leather and patterns in the same way as if the trainee was working a clicking
press. So the size of the board will be that of the press thus sllowing the
student to follow thLe same pattern of mevement except that he will not cut up
the leather - merely mark it. This is then hung up and the student calculates

the time per pair, the areq per pair and compares with the costing and allowed
time. It will be the job of the instructor to assess the work for quality.




With this exercise equipment the student will be able to perform at the speed
above that of the cutting press, thus giving the maximum experience in the
handling of leather and patterns which is so essential to training the cutter
in the shortest possible time. V“iven the right equipment for this work the
course will have a far-reaching effect. BEack skin of leather can be unsed

time and time again, and the widest selection of skins should be available for
the trainee to test his ability on, as well as the videst range of patterms.

In all this work the preparat.on will have to have been considerable to make

the training effective, since the student requires immediate feed=back on his
resul+3, and only if there is the right examples to show the student after he
has made the best possible attempts will these exercises bear the fullest impact
onthe trainee.

TRANSFER TO PRODUCTICN,

During the Pattern Orientation on Leather exercises the instiractor
will maintain close contact with the supervisor watching closely the progress
of *he %‘rainees in %‘erms of sveed and quality, and material eccnomy. Since
all these times and allowances have already beer set for the anz2in Clickineg
Room it will be very 2287 tc ¥eep 2 zocd checx on Ine traineez »Hrosres:s,
Jrazsfer tc¢ production can be dorne gradually allowing the student to zove onto '
actual cutting when ithose patterns and leathers have been fully mastered at
the Pattern Orientation stage, or, in ocme full move direct to the Clicking
Room wken all have “een mzztered., This will depend %to some ex+tant ca the
gituation a2nd *he tyne of work. Sovloying a gradnal change neans that hoth

instruector and supervisor will work closely togetner thus gaining %he in“tegrat-

o

»n of

=

he training centre with the cutiing rcom, ard placing the important
enphasis of the iraining within the company.




SUMMARY.

Dyring the course ve were able to go throvgh ithe details of the course
as set out in this report, but for reasons of time, equipment and materials, as
vell as the space within the library, very little practical work on the exerciees .
vas given. Before it is posasible for the instructors to complete such a course
ample time in preparation would be required.

The students on the course »erformed well and most progressed consider-
ably as the course went on in ability and confidence. Some had the difficulty
due to their long experience of locking at their work through the eyes of the
trainee, rather then from their own ideas. These points were made very strongly

to those concerned and all vere aware of these problems,

It vas gereraly felt that the programme as set out is a good sound
approack to the training of clickers, but needing considerable preparation

esveciaily in terms of materials and patterns for each particmlar factory.

During the discussion with M» Schmel on the firal day it was recommende
d that a two stage appreoach bYe given to the training of clickere iz order %o
simplifs the exparience for the insiructors.
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cpping out design patilerans. Frepare exercises and a zmarual for T

3

faorics and ¢
tkis first stage with full costings and lavouts for every synthetic or fabrice

material, and pig-skins.

The advantage of such a {irst stage is that the instruciors are quite

capable at the present time t» undertake such a courze, 2nd that ihe needs fo-
this introductory iraining is really lacking within %he Savaria faz%ory, and will

give immediate econcmic gains as well as training to the yocung entrants,

Stage 2, After a per.od of about six months the second stage could bde attempted
after the instructors have had time in co-operation with the Institute staff to
complete the necessary preparations.,
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10.
11.

12.
13.
14,

15.
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- AND INSTUCTOR
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REBOMMENDATIONS 3ASED ON THE SUPERVISORY /CCURSES

Assign & suitadble person to undertake the assessing of Leather
Co—efficients to .ully evaluate the information supplied for
setting Leather Allowances,

Assign a person fully qualified to assess leather on arrival at the
factory for quality, and arrange a system in co-operation with the
buying department to control leather quality.

For the supervisors attending the course set a time scale and »rogramme
for the completion of a) Quality Specifications
b) Personal objectives,

and c) deparimental objectives to be diacussed
w4ith senior management as laid down in the Supervisory Lectures.
It is recommended that b and c could be ccmpieted within one month
and a divided equally among the supervisors for ccmpletion within
three months, or to set a number per week,
To take acticn as laid down in the report in respect of shading of

leathers and match-marking cf ccmpornents.

Look a3t the overall funciticn of <he Zuality “on=wrsl sta
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Zerezral,

Leather department toc %take action with problem leathers,
Involve taznery, Institute and Ministry in the scientifie problems of
liznzing, snading and leathers.

Bvaluata all cutters and nrevare a2 »rogramme of -e-iraining for thnze
using -ad methods.

Start courses immediately in cutting Pig Skin, fabrics, poromerics and
other man~-made materials for the junior trainees.

Experimmnt using a full width board with a group of experienced clickers,
Give consideration to the purchasing of a new press allowing left and
right band operation and bench layout to assess future needs and traine
ing methods. This is just one press for trials.,

Consider applying colour coding to the press knives,

Immediately programme MTM application within the closing department,
Immediately purchase French binding guides for post machines and elim-
inate hand guiding.

Assign a suitable person to develop training centre for clickers based

on the programme given during the course, This should be dome in

close collaboration with the Institute officers,
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I would like to record my deepest gratitude to everyone connected
with the two course and for the wonderful hospitality extended
to me in Ssombathely.

In particular I would pay the varmest tribute to zy counterpart
Magdolna Nagy who was ocutstanding in every respect. Magdolna not
only handled the course wonderfully well, bu% vas 8o excepticually
quick in grasping the details of the course and in presenting it to
the students. I am also indebted to her for translations done in

her own time for the benefit of the course.




Appendix I

Course members on the Instructior Course.
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Course members on the Supervisory Course,




APPENDIX II.

Quality Specification prepared for Paitern 6602

which was causing problems in shading and cutting.
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APPENDIX III.

Example of S.L.M. Pattern Assessment with the
Pattern Assessment form recording areas and percentages.




APPENDIX IIII. Layout of Pattern 5€02.

Details of instruction based
on this layont were prepared

and translateld.
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