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COURSE IN IJPPER LEATHER ALLO'W.UfCES, CLICKI~G TECHNOLOGY 

AJ'P nzytR'!'MIRTAI. SWDJISIOI. 

Jupe 16th - ?7th. 1980 Szombathaly. Hupgarr. 

DJ'!'RODUCT!OB. 

The course was held in the library and lecture room of the Sabaria Shoe 

Facto?'Y', Seombathel7, Hungary, where aleven members of staff from the Sabaria 

shoe factory- and other factories throughout Hungary, representing au~erviaory 

and technical management, joined together for a two week eourse. 

CoU!lterpart and translator for the course vas Ma.gdolna 1iag:, Engineer 

of the Leather Industry from the Research Institute for +.he Leather, Artificial 

Leather & loo~vear Institute. 

COURSE CCNTEMT. 

The course covered thres main area :-

a) ITp~er Leather Allowances, 

~) ~uality and technical as,ecta of clicki~g, 

and ~) 5'l::er-.:-i.s Lm. 

UPPBR LEA'I'liER ALLOWA.i.'lCES. 

The background and histo?'Y' associated with the Clicking nepar~ment in 

r~lation to the other departments of the shoe factory Yere dea!t with, hign­

li€hting the :ndividualistic nature of clickers a.nd the i~~orta.nce of good 

:nateri.al ti.t!liaa':ion to the ~cono::iic .auccese of the sC.oe fa.c1;ory. T!le for:::'!::­

indicating the ~ole of traiuing and supe=vision, and the latter emphaaisin~ the 

importance of the best possible coeti~ allowance system. 

The vide range o! systems used for the leather allowances were briefl7 

dealt with arriving at the syste~ known as Scien•:ii~ Leather Measurement (SLM) 

and its variations, which is generally regarded as the best system available 

at the present time due to its scientific base or allowances and the method 

of pattern assessment, which has been arrived at scienti!icall7, and ~ot as 

in other systems ;eing based on past inaccurate cutting records. 

There are two areas to setting leather allowances :-

1. Pattern Ass,ssment and 

2. Leather As1eesment. 

The Pattern Assessment works on quite straightforward principl~~ using 

a plan!meter to determine the exact area ot the patte2",-the waste, and the 

interl*°ks. This is converted to a Patte:rn .lsussment Form where percen .. ages 

are calculated giTing information on pattern economy so that actioD can be 
taken at sample stage to improve pattun util11&tion i! ~his is at a~l poesible. 
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All the members OD the courae taclcled thia area vi th enthuiaam and ease. 

'rhos• troa the Sabaria !actor,r rsapon•ible for the .,arallelogram system !or 

aetting allowance• were brilliant at their work and did auch to assist the 

others OD the course. 

!h• Leathtr iseeaament ia an equally important part o£tle aclaese, !! not 

mere so. '?here ar9 two ar9aa to this - a Disere"D&llcI Co-efficient and a 

Leather C0=eff!.cient, 
The ~iacre~~ncy Co-ef!icient ie tne dir!erence between the area recorded 

by the tanner and the area assessed by the shoe 11&Duf'acturer. It this ie in 

exce111a ot 3% (aoae work to ~ margin o! 2%) then action ia taken thro~ the 

leather burer with the tanner. It is a known fact, that due to h'Ulaan error in 

reading the dial on the ;aeasuring machine, o~ due to faulty machine%'7 or hand1in& 

the leather area indicated by the ta.nner is ofte: wrong and therefore ia in need 

o.'" control by the shoe manufacturer. This is n.)t done within the Sabaria factory 

e.nd there is ~o equi,ment with which to do it. 

The Leather Co-efficient is .&n ~asessment of "Jllusable JJ&teri&l baaed u~cn 

the shoe ;ei~~ cut accordi~g to tie quality st~dard. ~ere, a very ex~rienced 

allowance set, and from ~is a Virtual Price Control is set soilat if deli7eries 

of leather fall below this action can a.gain be ta.ken thro~h the leather buyer 

vith the tanner. In practice, leather assessed as 12% unusable has a Leather 

Co-efficient of 88. Thus having established the esact ,a.tter:i aseesscent at 

10~ry ~o-9f:icient, a:l ~hat is =~quired is to reed off the allowance f=o~ the 

c~a=t which con7e=~s ~nis to the exact ~a~erial all?v~ce for a gi7en leather 

at the set co-efficient. 

It can be seen that this sy•tem .i:lvolvee quite an increase in the man­

power required to :aaintain it, but it has been well established that the financ­

ial benefits in material savings do justify it for most types of shoe !~cto~ies. 

The writer was rec11ntly quoted by one company making a weekly saving in material 

of a1pr0%imately 20,000 dJl
2 • The system has a built-in allowance of y,i6 

inc .. tive for the clicker to save, and providing leather assessment is carried 

out well the area allowance is verr tight. In the SIJI system the clicker's 

return is ~ o! the material cost. Therefore, with ex1ensive leathers his bonus 

on material saving will be ~eater. 

To install the SLM system efficiently usually takes in the region or 3-4 
months of con1tazit 1ractical work within the !acto17 and in close consultation 

with management and the UNIOBS. It ie also !air to •ay that the system doe• 

benefit both 1artie1, and it anything !avours the clicker, iuasmuch ae a clicker 

can make material bonus on one order and lose it on other• without an7 ,enalty. 
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Intl• till• available ve could onl7 outline the a711tem in the Sabaria 

ractory, and much more vork needs to be done in the setting of leather co-et!­

icienta to drav strict compariaoll.8. If the leather variee by more than 5% eithnr 

vay then ideally the leather should be sorted or a more cloee contact be made 

vith the tanner,- to giTe mol:'e accurate quality" grading. Some leathers aeeees,..1 

during the course fluctuated by aa much as 1~. 

Sl™MARY. 

To 1UJ111Darise the !ore-goinc, it can be ~aid that ther~ is ample ••idence 

to succeat that a system like SLM would bene!i~ the Sabaria f1cto~, and in 

pnercll terms be a good ayatea to adopt for tha Runprian s;:. :19 Industry. 

However, the bonus system i!l the SLM is not ideal e.1d would ne~d modi!y­

inc to suit the needs 0£ the Hun~:rian Shoe !ndu.et%'7. It b pnerally acce~ted 

that limitin~ the sco,e of bimuoa earnings is more f'avoo.%t•'1le in •Jrder to control 

qualit7. ·rhe aim "!::ein~ to train cutters to c.n establish•< ata.nd:i:rd, &"ld with 

control of materials to make for ~ tight system all rl'.lu.~.d.. Tbis is Q·Jviousl7 

needed in the Sabaria factoey wne"t"e there .:.s a vi de di: . .'erencq be-:w~t>r• cutters' 

The students appraised :.he system tiell an~. : . .J. 6eneral +..h coc~a:rison1:1 

between the existing system and the S!.M gave a tigh :er margin v:. ·.~ the SL.~. 

If the system is gi7en a a"..4!.ta.b:e follo"-u.' with co- ope:?:a.ti:::n cf · ~-e ;ia.!:t~rn 

assessors with some-one working on the -_ea ther sic> good prog::e .·~ would be 

made which would ha.ve far-reaching a.ff~ ;:t::; en : =.e ::unga.rian ~;h ;~ i:ndustzy in 

general. 

9UALITY AND TECHNICAL. 

During the third day of ile course Yhen """'; began to 1 "'.'.:k at Leather 

Asseument the question of quality raised i tse :.£ and becar.:'lil ~ burning iaaue 

among tbe Sabaria Supervisors on the cours•~. The 1roblem ·'~ leather shading 

vas the cause for tl:l.ia dee1 feeling of coD.:e1".'l among tttf :1 ;Tou1 or :.111ervisors 

and such vas the de1th of feeling e.mong this grou1 tha~ i geLerated an attitide 

of an inau:Jerable problem inca1able o! b~ing solved. p~~~ented with this 

di!!icult situation a.nd without having bad t''.e time to : .vestigate it the niter 

vas dee1ly concerned about the course f~lfil~lnc ita 0·1_3ctiYes ~ith attltudes 

o! al.moat despair amon« the supervisors c>V'e~ thia 1roc.:· .am. That it vas o! dee1 

renuine concern vas apparent for all to ae-e, a.aii> the ~' ·iter vas !'orcibly told 

that '1ou vould be gone in three week• Mi! we •lill r.~ . .ll have the 1roblemt ' 

In order to restore oon!idence ~.n the:.:r abJJ. i ty to solve problems ~·• 

looked at this queetion o! quality and reque~'ted te~hcical u1i1tance to look 
at the level ot leather ql.&litT atandar.~~. ~lthoucil ~his assiatance vaa reque-
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sted during the tint veek o! the cow:se, no !irm aaew:ance "\& giTen that 

leather qualit7 and s~ading vould be tully luTeeticated. 

'?hie position i• unqueationab17 T8J:7 serious when one considers the 

e!!ect this ia haTizl« OD the Sabaria Shoe Factorr in ceneral. A Tery high 

)Mlrcenta«e of work ia being 'utch-aarkad.1 and need not be, since in many 

instances there 1a .a.2 shade Tariation in the leather whatsoever. This si t"O.ai:ic· 

vas quite ap1arent during visits to the sevi:ig de?artment on two se.,arate 

occasions. Here, one can see operati7es sorting out work to the numbered 1arte 

vith all the extra time that this takes, and vith definitely no shade variatic:m 

.smong anz of the parts that ve could see being stitched tog*ther. 

That there is a probleJ:l vith some leatl:l!!ra then is no doubt, hence 

the request to look into it, but here it should be stated that within a given 

skin there are ~sually tvo shades and sometimes three. This vas established 

d'.l.2"inc the Instructor Course in (oing shad.in« exereieea wh~n it was impossi~le 

for the hUJDan eye to detect any Jtore t.'laz:r three se-parate shades from vi thin 

one skin of leather. 

S .. '1.--~.a•.: r,., ."",~• •""' .... -·1-. .:i 
·~ -· - ...... .,, - - ... .- ..... i ... .,,_ "'~- -

factor in ~t".2 cutting depa=t~ent, and tbat cuttars can cut the parts frow any 

section of the s~in providing the shade is correct. This sit"U4.tion does ex!at 

within the cutting departmen~, where one can ~eethe cutt6rs c~ttin« the ,arts 

from any section of t~e leather. Cn one occasion I did see a ~mp being cut 

from ~e'::'J n~ar ~he offal region of the skin and bein~ so str9tccy as ~o be 

~otally ur.acceptabla. 

The efforts within the work-force to overcome this proble~ is beyond 

&n7 doubt and one can onlT res,ect and admire the considerable efforts that 

are being made in svery department to make shoes in pairs, but it is the 

o~inion - of the writer that much o! this e!!ort is mia-d.~ected due to a 

failure to attack the problem in the ri~ht way. 

Diiring the course ve tried to establish an approach to the problem 

along the !ollovin~ lines:-

1. To set a qua.lit: s~eeification for the shoe based u1on the sam1le 

submitted to the customer. liere ve exaI!lined thw sample in detail and one 

could definitel7 detect sli~bt ahade and print Tariations with the sample 

itsel!. See the appendix wh.ich shove the set Quality Specification !or ther 

leather and shoe causing problems. 

2. To examine and aaaeaa the leather to this apeci!ict.tion - Can ~~ 

be cut to the required standard,and ot quality and shade? What will the leathel 

ca-.ttieient be, and will this Je aecettable to manacement? 
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3. '?o pre~• a aui table cuttinc syatea or th• leather giving th• 

b•at quality and econom.y ot t~e aaterial baaed on the qll&lity a~cification, 

and to ahov the cutters in visual torm hov to cut up the leather. See ap,andi:z: 

for photo«raphed e%atJl• pre~d durinc the co12%ae. 

4. To e!lablish a method o! U.Jection to the quality and shadinc 

standard. 

With this as a !irat step ve can then look at the question of leather 

qualit;; more cloaelT and -

1. Set a aam1le standard according to the grade, and 1.ns1ect leathers 

on delivery- to th.at etandar~. Some-one needs to be trained in this vork, but 

cle~l7 it needs to be done. 

2. Take action on leather not meetinc the required quality standard. 

Tfe:y brief examination of some skins revea.lll!d that a) the embossinc 

print was invari~oly ~isai~c along the back-bone CU'9a (the best quality) o! 

the leather due to bad plating 11: the tannery, resulting in the clicker be~~ 

unable to us~ this,the best ~aterial. And b) Shade 7ariations oc~u...-red chiefly 

effect 'shado·~ spray• seeced. to have been carried ou~ incorrectl7 in the tanner:; 

~lsa, on the red a.nili:le printed sides there was severe patchy discolouration 

(a sort cf blooML.ng effect) on mar.y skin• ll&king cutting of this leather very 

di!!icult i~de&d • 
• u:. these poi::lh should be inv~stigated b:• the Leathe= !luy~T in 

collabor~tion vith the cutting uid leather depart=ent. 

I~SI>ECTION. 

Inspection is carried out with great care in the Sabaria factory-. 

Most vam1s are strained over a domed a~paratua to sho~ up any faults or defects 

in the toe region that might arise in lasting. A very high-powered light 

ill.ainatee the leather and the glare from this is considerable and must af!ect 

the eyes. All 1arts are re-examined again in pairs to in•,ect !or quality and 

ehade, both as se1arate o~erations vith considerable handl!n« time. Even with 

all this attention 1hoe1 do not alvaya match in shade and the reject or re-cut 

rate seems quite high in returns from the lasting room. 

Looking at Shoes goin~ through the Shoe Room on the conveyor with 

leather giving the ehading 1roblem, ve noticed distinct 1badinc di!!erences 

between 1aired shoes which to us were quite unacceptable. As the shoes vent 

along the conveyor we !olloved these clo1el1 and !ound that the tirst 01eration 

va• a ahadov •fraying e!!eet with a dark colour on the brovn leather. Thie va1 
a11lied aloni the seam joining the apron to the "l'&m1 and along the heavy etitch­

inc on the l•I• The di!!erenc• in shade betveen the a1ron and the vam1 vaa 
im111ediatel7 alleTiated by thi• procea1. The ne:z:t operator ca.retull7 examined 
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the shoe• obviouel7 payinc ST9&t attention to looking at the shade Tariation. 

~ ahad• variation ,... quickly noticed and tblt shade Tariatioa vaa then 

imllediatel7 uniforudwith a tine •1%a1' vb!ch balanced the shade perfect~. 

Thi• job vaa being don• with ,reat care and akill and without the uae o! 

exceaaive a1ray vhich would have spoiled the leather &1JM1&rance. 

& greater quality 1roblem vith these boots seemed to be the variation 

in cutting vhere the cutte:t' bad cut the vronc direction of the stretch in 

the leg region9 and the forward strain in lastinc without the su~port o! the 

last underneath meant that the backer or lining actinc in resistinc the at:zain, 

the leather had been stretched !orvard, and in tr.Tine to re-e.asn-t itael! le:!t 

creases and b&«1iDesa. Cut the correct vay of the stretch the opposinc forces 

of the backer and leather vculd not bave created this problem. 

LIGHTI3C. 

It is impossible to make any firm. observation as to the lighting 

within tne ~utti~ de~artment, but it would be definitely advisable to carr,r 

out some tests since the problem of shading is causi~ such confusion. There 

could be c~~!licting lighting vari~tions ~rem t~g !luorescent gene~al l!~htini 

sections away fr~m their i:ldividual lights. 2oth side areas of the cutting 

room has good natural lighting, but could suffer from excessive glare. 

Ideally, a lighting consultant should look at this problem to see i! imprcsve­

ment could be made. 

Th~ cutting methods within the Sabaria facto...-y varied considerably in 

cutting leather. A nucleus maintain a very high. standard whilst others cut in 

a way quite opposed. to accepted principles. Quite a number cut !rom the neck 

a£11e skin downwards and some cut up one side of the skin and down the other. 

There &%9 styles vhere 1arts are cut at random by some cutters and the larre 

pieces remaininc are placed aside to use !or cutting other shoes. In other 

word1, they do not 'run in' another sty;le 9 but cut it a!te:vards. 

An explaziation was put !orvard by the pattern assessors on the course 

!or cut tin&' f'ron the neck downwards on boots. This is said to be the method 

adopted in Finland and seen by some o! the mans.cement •.thilst on a visit there. 

However, whatever advantage the:i:e seems to be in this appraach other shoes are 

being cut in this W&7' too, and there is a ge•eral lack o! understandint; by a 

lot o! the cuttera in bov to cut u1 the leather. Thia can only be due to in­
adequate -traininc. 
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.i:tJ'l"?IllG F.13RICS, SPONGES ABD POROMEBICS. 

In 11&111' instances this is doue by trainees on the clicking pre•"• 

and vould aeea that verr little inatrv.ction 1e civen in the correct va7 to 

cut the material. j.lmoet eve%7one cuts U'P the material and not across, which 

b both dover and acre wasteful a! Mterial.. When cutting u-p the material 

it is T8%7 dii'!icult to maintain a atraicht line vith some patterns as the 

location 1ointa to !ollov are less, and in movin« avay !rom oneself in cuttinc 

naturally means more difficult and a greater distance in the movement of the 

handa. It also usually results in the wear.in« of one area of the board ae 

the material is eonatanly moved across to the aame poai•~"'ll. 

T!iere are no costizi«a issued vith these materials and the saterial 

ia cut very vaatefully vith uneven edcea &.nd folded very unevenly. The layers 

are sometimes held together with .,a1er cli1a and consequently easily mOTe about 

wasting even further :naterial. Din-inc the Inatructor Course ve t%ied to 

establish a correct method !or this job by layin« the mate:ials on the s~~c1al 

table b7 the large ~~ess~s, and hol1i:i~ the ed~es together with staple~. 

On t,he travaaino5 head cutting pr~sses and the Schon/Kaev p:::esses a 

CLICKI~G BOA...'IU)S A.ND PRESSES. 

A factor which seems to have influenced. cutting methods are the boards 

and p-::-eaees. 

P~esses. With the ~echanical presses the tri? ~echanism is situated ~n the 

left hand side, a.nd ·.rhilst it ca.n b~ moved ·.dth the oeam is usual!:r located 

separately on the left hand sice of the 1ress, reeultinc in all movements 

having a tendency towards the right side, and resulting in materials and press 

knives being placed conveniently to the right. A good bench has been desicned 

to work in this way and the system is working ver,- vell. However, considerat­

ion should be given to the use of le!t and right band oiterated presses which 

allows the use o! both hands according to the position of the material on the 

1~1s. With the beaa always to the right side there is the tendency to work 

the board &ccordingly and this necessitates the conatant mOTement o! the 

materials rather than the easy ~oving o! 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 o! cutting up the board. 

It is alao noticeable that on the rec~nt Kaev 1resses (hydraulic) 

in use in the cutting room the trip mechanism is situated to the left side, 

and whilst tbia can be -..e4 !rom both sides it would be preferable 1£ thia 

tri1 mechanism could be 1oaitioned 171111etricall7 on the beam to allow a mor~ 

nat·JZal and even movement o! both hands eitller from the richt or left side. 

T•• more recent Kaev catalogue does show this improvement. 
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!OARDS. 
The size o! the board• are about ! o! tie actual presa baee size and 

~iTe lees acote !or cuttinc in movinc aero•• the material. A factor to be 

considered here 1• that each o~rator baa hi• or her own board and reaOTes 
this at the end of their shift. Ideally, one would like to see a better board 

and a !ull sized one laminated to a !irm base to avoid the bowing which ia 

!requentl7 seen. Such a board vould not be able to be moved by the ladies 

and could present stor&«e probleme. Ho..,.er, there is sufficient reason for 

civinc this a try- vith some cutters and aseeseinc the results. General17 s~ak-

1.nc the boards are not vom evenly which is an indication o! bad cuttinc, but 

which in this !no~ance is to some extent a reflection of the machines and the 

boar•. 

CO!)llG. 
Press knife storage is excellent and the eJges ar9 code stamped for 

identi!ication ct size. An improvement to this to speed up identi!ication vou:~ 

Je to colour size code these. The colour i3 much ~ore quickl7 identifiable so 

that opera.tivea can quickly stol:e the knives avay in 3izes a.:id ;iick thee out 

easily from ~he stora!e rackn. Colo'l.<r coding is .,~"!:7 -::·.iick to i.~s'":al!. ::!.na 

'iliORKING CC!Z~!TIONS .~ID ~:!'!".OSPEZR£. 

The general working conditions and atmosphere throughout t!:J.:, factoey 

is of a verr high standard and one seldoc finds a person avay :r~m his o:r he:r 

production area. within the cutting :room this ie also ~he case ~ith ave'!:';{ 

high standard of cleanliness and tidiness ever"Jvhere a..~c wit~ opera~ors ~ayi~g 

verr careful attention to their individual :::13.chines. The conveyor and box 

system was working v&ry well and never were there boxes to be fou:id over the 

gane;-vay lines. 

The leather trolley'horses' for e~ch cutter are somewhat low and 

result in double handling vithin the leather store and for the cutter since 

each skin has to be !old•d to rest ,ati~far,t~~ily ~n ~he ·~~~~A'. Thia alR~ 

reoults in '1Jlll1ecessarily creasin« the leather which under a nUJ11ber of heavy 

skin.e can sometimes be quite severe. 

M.T.M. Ap~lieations. 

Look~ at the Closin~ Department during a brief visit on two 

occasions vitb course members from other factories, one ie 1artioularlT struck 

bT the tremendous scope of the M. T .M. team to im]trOTe method• within this 

department. Some o! the table methods o! !ittinc parts together could be rad­

ical~ i~1r0Ted and one vaa aurp~ised at the extent to vbioh M.T.M could be 
applied. Another aurpri1inc point within the cloeinc room vaa to find that 

f%ench bindinc vaa beinc attached by har.d and not by using a gu.id•. A guide at 
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Terr little eoe t would double the productio"l ot thie operation. Fi Te ,.ople 

vel:9 att•chiz>« binding by hand. 

The standard of vorkmanahi~ tin-ouchout th6 Cloeing De,artaen~ vaa Gt 

a Te~ h1ch standard and moat o! th• atitcbi.Dc vaa ucellent. 

SUMl'WlY OP Q.UALIT"f .llll> l'ECHN!C.U.. 

There seems to be reasonable e•idence to suggest that moat of t~e 

1roblems existing within the cuttin« department and in the !acit01'7 are •elf­

ini'licted and deri-Ye from an overlding consideration to solve the problem at 
shading by resorting to e:tceasi've use ot labour to match-mark nearl.7 all th• 

vork. Other ways 0£ aolvi.nc the 1roblem do not seem 

and there seems to be7lack of understanding about it. 

to have been •XJ>lored 

This has =eaulted .i.n 

!rust%ation at su1e:rviao~ leTel which then tends to run through the vork fr..ree. 

This vas the main reason for having requested support in sear~hing for solutions 

to these problems on the basis ~f the known fact that hap,iness increaaes 

energy whilst scrTov and discontent decreases it. So in factOTiee a hap':Y and 

contented work force ,roduces better quality alld ~uantity than a disgrantled 

the plant of ~e order of 3~. 

lw'hat we have tried to do durin~ this course vas to re-di=ect the 

obvious tremendous ener17 ~f' these su~erviso~s from a ne€3tiv9 attitude t~ 

a positive one, determined to ove=come any obstacle ?reventi~~ ~=og-=ess. Tr.is 

~a.:i onl7 be achieved if t~ere is a willingness by all concerned to tackle t~eee 

problems in a systamatic ~ay a.nd provide the necessary support and understandin€ 

at every level. 

D'lll'ing the coll:'se ve ,rovided a !airly sound practical approach ta 

the 1roblem dealing vith most technical and quality ,rob'le us, some of vhich 

have been mentioned in this report • 

.aure that the Sabaria ma.nagoement in consultation vi th the Ministry o! Light 

Indust17 and tbe Reeearch Institute o! the Leather, .&.rti!ida.l Leather and 

Footwear Industries and the tanners will quickly overcome these problems. 
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SUPERVISION. 

Dur~ the second week ve combined leaaona in supervision vith technical 

talka aa •11 aa atte11ptinc a 1roject baaed on the courae vorlc. Each participant 

on the cours• undertook the !ollovinc 1roject to 1repare a manual o! procedures 

!orileir own record, ae vell aa to compare the reeulta with those currently b6inC 

used vithin the Sabaria factoTT• 

PROJECT 'JOHK, 

1. To 1repare an SL..~ Pattern Asaeseaent. 
2. To com~lete the Pattern Aaaeaement Form and establ.!sh percent&«ee 

of vaate. 
3. Using the aamial• submitted to the eustomer to prepare a Q.uali't7 

Specification baaed on the sample. 

4. To eetabl5sh the Leather Co-efficient baaed on the Quality 

Speci.!ication vith one bundle of leathe~. 
5. To extend the Pattern Aaeeesment Form with the Leather Co-efficient 

~iving the Leathe~ Allovaace per pair. 

6. iJsing the standard leather co-~r!'icient estat ... dh a sy!tern of 

of the layout, and a di:-9ot comparison of ~ate=ial utilisa~ion. 

There wa s insufficient time to complete the talks on eupervision, 

priority being given to the practical vork above. The compJ&e superrisory manual 

is ~eing translated so as to allow stuC.ents to ccmplete this course ~ithin thei= 

own time. 

S'ID"J~'! OF SUPER7ISION. 

The Supervisory- Course is a good one based on the modern psychological 

behavioural sciences. The lessons giTen vere felt to be hi8hly beneficial to 

the course mewbers, a.nd thss~ uewd to be f~llowed ~P by the management and 

at Institute level. 
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COURSE Ill INSTRUCTOR nil'!llllG FQR PRESS Cl.ICKIBG O:P 

UP!'ER LEA.'mER. 

J'.D1e 30th - Julz 11th, 1980. Ssombathelt. Kimga;:r. 

nrrRODUCT!01'. 

This course was &«&in he~d in the library and lecture room of the 

Sabaria Shoe factor.r, szombathaly Himga..-y, vhere twelve members of staf! 

r9present~ tl:.e Le&ther, Artificial Leather and Footwear Institute, start 

trcm the Sabaria shoe factory, and other start from various shoe !actorie• 

throu«hout Hunga.rT, met together for a tvo week course devoted to the tech:iiquee 

of instruction in relation to the cuttine of upper leather by press. 

Co'\lllte~rt and transla~or for the Course was ~dolna Nag. 

The course eove~d two basic areas:-

a) The use of tl:.e Sk~.lls .1na.l7sis ap-proach to o-pera.tor trainin~ 

and the techiii. uae and princi-plee or the system. 

·o) The application of these technqua to the tea.ching o: the cut tin~ 
and 

of leather ~y p:::-ess. 

teaching cutting oy hand ~ere not coverec. 

SKILLS AllALYSIS. 

The fi=st ~art of the course devoted itself to the teachi~g of the 

~ere gi7en during a cou:::we in !uda~est and ao t.her~ is no ~eed to a.c?lify en 

them in any detail in this re-port as they were videly publicised throughout 

the shoe industr:r following the course in Closing held in 1977. 
!asically, the approach of Skills Analysis, as the name implies,is 

to analyze the skills of whatever job and break them down into a suitable 

teaching programme. 

CLI C'KING SKlLLS. 

Clicking can be broken down into two basic elements vhich are best 
I! we look carefully at the click-described as - the thinking a.nd the doing. 

ing operation we find that the clicker observes a verf complicated mental pict­

ure upon which he bases his decision as to how he cuts the parts of the shoe 

u1,er. As far as preas cli&king ia concerned the actual pra.etical work 111volved 

11 relatively simple a.nd straightforward where the techniques o! T.~.I. {traininr 

within indust%'7) can be easily and readily employed. What is more di!ficult to 

define is the 'Clicking Th••%'7' and hov beat to approach this from a teachinc 

a.nd training point of view. 
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CLICKING TBA!l'lllG 

.-~~------Basic Clicking Theorz 
Relative Quality 
of Leather 

I 

I 

I 
Lines of ~ightness i 
in the skin P.elative quality of 

i the upper sections 
' 

Theory Tests 

I 

i 
Lines of tightness 
in the upper 

t-------B.ASIC CLICKING PRACTICAL--------

RQL 1 Identi!Ying ~+....___ ______ ~ 
~ 

Leather Quality LTS 1 Stretch exercise I 
Identifying - sides I RQL 2 
Leather Substance ~TS 2 Stretch exercise ! 

RQL 3 

RQL 4 
RQL 5 

RQL 6 

Effect of RQL on 
shading. Shading 
exercise 
Faults in leather 
Assessing imusable: 
leather 
Assessing leather 
~rea - ~easurement -
eye 

?.G,L ~ Assessir.g ?.Q areas 

~o sC.ce ~ua.:ity 

standard 
RQL 9 Assessing overall 

leather quality, 
a:i.d gTad.in;; 

?.Ci. lO Assessing :i.ap en 
suede 

- skins 
T 

RQU l Establishing RQ 
to shoe 

RQU 2 3ar shoe RQ 
RQU 3 3oot RG. 
RQU 4 ~dge '~cvledge 

exercise 
RG.U 5 ?.G. :'or linings 
:.=:.c ,: z:, ~,..::: ;ar: .s !".:r 

-r 
.~.'O, 

~STAELISHHG CLI CKI:·;G 
T.iI:UC::TG 

~------

exercise 

shoes 

exercise 
:TlI :i Str-::.c=i .5:rste~s -

:""''.3.b~i~s 

:~u ) s~r~~~~ sys~eos -
ccmponer.ts 

-------THE QUALITY SPECIFICATION-------. ., . 
I 
y 

Leather Allovances 

LA l First >ra.ste R+M 
LA 2 First vaste SL.\t 
LA 3 "Put up" factors 
LA 4 Leather coefficient. 
LA 5 The allowance + 

size variation 

INTERPRETING CLI CKI~lG 
THINKING 

• Machine and Eou1 mnent 
Pattern Orientation Control 

' PO l Parallelogram syzte:::. 
, PO 2 SL.\f system 
· PO 3 ?O for high quality 

value parts a) child 1 3 

b) boot c) ladies 
d) gibson 

MEC 1 
MEC 2 
MEC 3 
MEC 4 

MEC 5 

~·tsC 6 
!-!EC 7 

SA!'""ETY 
Pressure setting 
Stroke setting 
Releasing stuck 
beam 
Cleaning -
lubricating 
Board maintenance 
Knife 

! PO 4 PO for m/qual. a.bed 
PO 5 PO for l/qual abed 
PO 6 PO a.11 patts in line 
PO 7 E"Je assessment + PO 

----- -------- --------

to butt areas-abed 
PO 8 Eye assessment + PO 

for other parts 
PO 9 + 10 a.s 7-8 but w-ith 

marks 
PO 11 PO on varying skfo 

sizes 

Pattern OrieJtation on Leather 

CTJTTlNG WORK 

SPEED CUTTIJG 
i 

Single knives with 
different orientation 

I 
BENCH LAYOUT 

I 
i 
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The t:aininc system for Clicking ia baaed upon the chart pre,ared by 

the writer ahovn on the previou page. &r9 ve ••• a two atace approach vhich 

bave been giTen the titles o! :-

a) Eatabliahinc Clickinc Thinkinc 
and b) Inte~retinc Clicking Thinkinc. 

Thia tvo stage approach is baaed on the belief that until a clicker 

understands the theory of his vork he will not interpret it correctl7, and 

that everyth.ln6 a clicker does in the performance of his work is baeed on the 

correct clicking thinking. An exa.mpl9 o! thia, is the positioning of patteJ:'nB. 

Until ve have taught the trainee vb.at ini"luencee how a pattern must be poai tionec 

there is little point in doing exercises without the !ull knowledge of all th• 

m~ facttcra that influence thia. 

As can be seen from the chart the first stace is BASIC CLICKIRG THEORY and 

covers four areaw :-

a) The Relative Quality of leather 

b) The lines of Tightness in the Skin. 

c) The Relative ~uali~y of U?~er Sections. 

d) :'he Lin~s of Tightn€as ·•itt.:.n °:he :i}:lpe::-. 

and are es~ential before he can in any way attem~t any prac~ical work. 

The Use of Prog;ammes. 

The above sabjects can ~e taught in many wa.73, but an i:J.teresting 

exa.~?le d.evelop'9d by G. ~ra..."l.dish of ~ orwich vas to use Fro~acmed Lea.=n.:.n~ of 

the Linear type to tea.ch these basic sub ~ects. iie::a, :~:r .B.cazdish a.i::ied his 

programmes at the s~andard mid~~e average junior e~teri~ the Britis~ Sho9 

Induatr)" and found them highly successful. The vriter b.a.s used them and finds 

they haTe many advantages, the best one being that th~do teach eTerf point 

~quired and allow the student to progress at his or her own pace, which is 

often imyprtant in mixed ability classea. The technique also adopted by 

Mr 3randish was a 1elt-eheeking technique where students after completing their 

vorit ehe~k their own re1ulta. I~ the ease of the programmes, they perform 

written exercises in the !orm of di~a and then check these a«ainst a lirht 

box OTer the master tranaparen~3. 

The question arises whether or not these pro~ammes would have 
application within the Hungarian System where the level of academic standard 

i1 often very high indeed. ~rom the teat that we did on one programme, there 

vould 1eem to be a definite use tor such an approach and in tact it would seem 

that the 1upervisora on the course round the prog'%'amm.e tested very u.aetul. It 

also seems that the ataDd&rd entrmt at 14 years is comparable to the persons 

for whom the original Jrogramae1 vere inte4ded. 

It 1hould be pointed out that kl••• programmes are th• Copyright 

a! Mr Brandi1h and should it be round nece••&l7 to go ahead with them his 
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pezmission vill be needed. 

Al10 included in the ~rogramaed pacJcace is the use of test sheets to 

ensure that the trailiae has acq~d the necesaar,r knowledge be!ore he progreeae• 

to the nert sta.ce. 

The theo%l" ia· a relatively straightforward part o! the training of cutters 

whether a~proached by programmes or not. What is ~ore di!!icult is interpretin« 

this thec:cy into ~ractiae in a realm of primarily two senses where only experience 

is the learner. These are kinae&heaia and the use of the eyes. 

Here we hit upon the reason vhy Clicking has always maintained a certain 

1117stique and has resulted in a breed of men renowned for their individualism. 

Only by rears o! experience have clickers develo1ed the vay the~ are interpretinc 

their fine senses and skills in the cuttillg of leather. 

If ve look at the chart ve can see that the first area, The Relative 

Quality of Leather is "by far the largest in terms of &.>.:ercies, and herein lies 

the 9m~hasis o! the training programme. If ~e can'cram'as much ex,erienee into 

this area as possible wegiall gc a !on~ vay to oridging the gap of this difficult 

and comJl!cated subject. 

to its f~bre structure ve can mov9 from the theory to the rapid UDderstar.di~g of 

the practical side in feelin? and seeing bov the leather varies in quality from 

various parts of the skin. This is followed by identifying leathers and leather 

substances ~y feel a.nd aight and then by fee: alone. 

!n RQL 3 we see :-iow the RQ.L affac.t~ shadi:l~ and do shading exercises. :'"iis 

ia followed in ?.Q,L 4 ·•i th !aul ts in lea the= and hew to ide:.tify the:n. :::. ;:,~;.. 5 
we then look at hov to assess unusable leather, and at tl.is stage we are able to 

start on the exercijes of the Relative ~ua.lity of the Upper Sections upon which 

the first five exercises !or'm the basis. 

With the Lines o! Tightnese in the Skin we extend from the prog:amme in 

examining skins and sides allowing the student to feel and stratch the leather 

to aee p=actically how the tightness is ror.ned in the upp•r and to drav on the 

skin with chalk th• lines of tightness and those areas, if a.Jl1', where there seems 

to be mutual tightness in any direction. 

The Lines of tightness in the u~pe~ continues with practical' feel' 

exsrciees in dete4~c the stretch o! leather, and here we find it is beher to 

have actual examples o! leathers which stretch unacceptably mixed amon~ those o! 

acceptable stretch, allowinc the student to run through them in the correct 

handling way identi!ying those that are not ac~eptable. Tuia is covered •ith 

exercise LTUjvhilst the !irst exercise is purely letting the student de!iue 

stretch direction rather than' stretch quality', and thia is done using circle• 

vith eight lin•a across them and allowing the student to place them on a chart 
vith the linee thought to be the dizeetion ot least 1tretch. This is done to 

to a target time since ve are wanting to establish the skilled speed o! the 
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ex]Htrieneed worker. 
Evan within an experienGed grou}t ve founn there to be H!fenncee o! 

aaeeaament in judging the quality of the cut ,arts, and clearl~ it 1a this an& 

vhich establishes the skilled cutter !rom the ~ice. Renea. I re,e&t the nec•se-

1 ty to concentrate on this area ar being !un~ental to the training of a skilled 

cutter. 
Judging the quality of upper leathe~ is another '~Tfect a.xam,le and 

illustrates the :problem enco1111tared during the !irat su'Pervisory course. :row do 

ve compare leather and to vhat standard can a. juclpment be made? Ren the writer 

recommended that the use o! the so-called supreme ahoe u~per leather, cal! skin, 

be used as 3. standard on which to com.,are crthers and to form the basis of the 

teach~ in comparinc other leathers from tl:Ie point of view of '!eel' 'break' 

strength, stretch and appearance. It is precisel7 th!s difficulty of comparing 

such a variable material or leather from the poi::lt o! viev of qualit,' that makes 

cl!cking an art dependent largely on the use of the eye and the fine aenae of 

!eel in the fingers. 

It can be e~?ected that the ?ro,;=ammes and the ~asic Clicking Practical 

Szerc~s •ill tak? a full week or ev~n l~n~er to ccm~lcte. i11 these exe~cises 

example, tee Edge Anov:ed~e exercise wil: nava to i~clude a ?asic ~alk on patta=n 

cutting involvin~ the ty~es oi seams and allowances. ~ince the programmes ieal 

with the patterns for a standard gibeon shoe we tried to ha.ve a standard ran~e 

of all basic shoes s"tyle.s 3·J -_::.at during the co'tlee -.;he student would t!nd 'J.~ 

quite fa~iliar •ith t~e names of al~ the sections a.r.d the way i~ Yhich th~~e 

One exercise ~hich needs to be added to the list is the exercise of 

the correct way of bundling leather to!ether and tying it ~p, which will need to 

be done at the cozpletion of each exercise where bundles of leather is involved. 

At the be~inning or the course ve completed a comtziete st~e I an~lysiE 

and the knowledge lel!lsons ap,ropriate to each exerciseo vere listed-. 

Whilst i* is stated that about one veek will eoTer the ?asic Clicking, 

exercises relating to quality can be continued with throughout th~ course since 

ve are constantly building up the u.:perienje of bandli11c leather. The emphasis 

will be to vary the types of leathers as much as possible to broaden the experienc 
e o! the trainae. 

S~llE'l'Cl! SYS'l'EMS 1A!RICS. 

Hav:fng taught the prtlciples o! stretch in leather we can moTe onto 

the same ~rinciple& as they a1pl7 to fabrics in the L'l'U' exerci•es. These o!!er 

the !irst'ta•te' ot the student to lock pattern• together using the principles 

o! tightness in the fabric related to the shoe. These should be e%tended to 

cover the ranee applicable to the facto%')' concerned, and in each caH as the't\l"'t..-~ 
uses bis or her own ability to establish the most economical system iu line vith 
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the direction o! tightneea of the material ae it must go in the shoe. 

Th• range 0£ exerc:iae should c~er eW.ttillg in a atraJ.«ht line, cuttinc diagonall.1' 

and cuttillg with lllore than one pattern at once. Rare it 1• poaaible to acquaint 

the student vith coeta Tery easil.T and each e%erciae can ha~ a target o! tilte 

and coat as the basis. 

Du;Sing the course some excellent vcrk vaa done .in this area ~rimarily 

!or the reason that this area vas so lacking in the Sabaria factory. There verw 

no systems established in the Sabaria factory 9.lld vhen ve did comparisons ve 

ve~ eaail7 able to shov &t least a 2016 aavi.ng on material by im~roving the 

aethod ~ interlocking the patterna. 

In~ia area there is a great need for establishing systema for 

cutt~ on the f~brica, a~o~s a:id poroaerica so that the 7oung ]t8o,le enterin« 

the factory can be ta~ht prope~ hov to eut the :nate.rial. 

Particularly outstanding during this 11art of the course vas 

Var~e Ki:o:ily Zsusaa of the I~stitute who contributed considerably to the 

course ~1th som~ ~xcellent work and a demonat=ation in this area • 

..... --·· . --~ "' - .~ ··-

e9tablishment of the Quality S~ecification oefore en~eri.!lg onto the aecccd part 

of the course a!~ed at inter,reting the Clicking T~inking. 

The second sta~e covP.rs ~hree area3 in pa:~~~el, Leather !llowances, ?~tte~ 

Orientation and ~achina & gquipment Control. 

1eath~r Al:ov::l!lces. 

During the course •e dealt but oriefl7 with the subject af Lea~her 

Allowances since ti~e did not per.nit to go into this subject in detail. In IJlall7 

vays this aI~rich is to be recommended in the actual training scheme unless it 

is decided that a verr full and comprehensive course is preferTed for the t~ain­

ees. The writer's viev is that a brie! o~tline is sufficient so that the trainee 

can concentrate on the all important area o! gaini~ rapid ex~erience of handlin« 

leather rather than teach too lll&ny specialised areas at once. A!ter a period in 

the factor)' the trainees ean be given a specnal course in Leather Allowances vhert 
this subject alone can be concentrated on. 

PATT!!R?i ORI~lTATION. 

In this aeries of exercieea we look !irst at the methods ado1ted 

by Rua• and Small in settin« first va•te allowances and a meana of measuring 

the• and their application to cuttin« o! leather. Rare ve can see that the 

parallelocram system can be 1ometime1 ueed, and therefore tile trainees need to 

be made aware o! it. In the s.L.M. 171tem we have an extension of thia vith 

conaideration being given to tbe possibility o! tvo patterns being a1ees1ed at 

once i!' cut !rom vu1 material, mid al10 the rec!Ot~ition that certain 1attern1 
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vil2 be cut fro• certain areas ot the 3tin The 5:·'1 system does recognise 

this and is an important step in devel.o-;:Jut· el:!.elc:".'.g tni:ling, whereas the 

parallelogram ia confined. to cuttir_r ~ ... ~,:na in :;ne way, and not in letta and 

righta, and is 1urely a eyste• (:. •.·.u-.. ~ tO·)d) of D.Lc,aauri:lg r-:::rst vaate. 

!SSESSlBG ABEAS • 

.!part !'rom the di!ficul ty of GI.SH Hine i_.,,,i;her qua· .i ty in all its 

aspects, a mai.!l feature ~f the skilled ~~t+.er ib his ab~lity to assesa the 

areas of leather and the pattilrns ana 'b·:lild '.J.J o mental p~ .;ture in his mind 

hov the Jatterns. v1ll fit ir.tc the le.,ther. !£F1~e, ve n;,,.d to build exercise• 

which will ailll to equi1 the t:cainee vitti tha ~)ility to ~'Ok at a ekin of 

leather and a set of patterns, and see in th~ !land hov -e:-.He vill fit onto the 

akin and haw many pairs can be cut from it. 

The ?attel:n Orientation e:xerl.!iee>: ecLtinue wit'. assessing a wide a 

Tariety of sk.ins a3 possible cut out of board ~avin« tvJ main considerations:-

1. Assessing the beat quality butt area ai:d 2 Assessing the remainder in relat­

ion 'to this. :ie::-e ve need skins and aid.es of all shapes and sizes cut from 

boar.i which have been previou3l7 ~ccura~ely assessed so tha~ •e have some oea.es 

-=r '!' .... ... ~ .. - .. 
The Pattern Orientation exe=ciees co-incide with these area assess~ents 

by establishing how patterns lock toge· .. her for high, medium and low quality 

parts, si:lce clearly ve a.re concernt:Jd with inte~reti~g ou·r clickin~ tci~ki~ 

upon fundamental q'.lali ty conside=a. tions. As can be seen in the appendix l~:rout 

all parts d~ not lock togethe=, :ut ~sua.l:y confine the~selves ~o the fr0nt ~a="= 

of the shoe locking to~ether a.nd the back part of the shoe locking to!ether. 

However, where ve have shading eonsiderations we often have to lock 

together in a straicht line b·l.ending the shade from toe to heel as far as is 

possible. Kence the exercise o! organising the patterns in a straight line 

across the akin, but with stretch considerations very much in mind as part of 

the quality standard. 

Patte:rn Orientation then continues on board with the student asseaeing 

the butt areas by eye, recording the amount of vamps or first quality parts 

that he or she expects to get !rom them, ar.d then laying out the patterns on 

the board as economically as possible but with again quality considerations. 

All these exerei•es have to have very well worked out systems with which to 

compare the trainees progress and !or the trainee to be able to see how well he 

or she is pro~•••i•«• This is then done for other quality areaa aga.i: on board 

with the only constraint being that the linea o! tightness must be adhered to. 

The 3oard is then used on the other aide, this tim~ having marks UJOD 

it, giving the atlident the added constraint to show their ability o! trying to 

!it the marks into the 'tlD•eeen edges o! the shoe and to !it round the marks in 

the moat economical vay. 
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The Pattern Orientaticu exerciaea are ~ompleted. on the standard :ra&:lP 

or style• so tba~ the student beco••• !aailiar with as vide a ranee or ,atterns 

aa poaaible, and th••• are &~plied to the videet poaaible range o! skine and 

~ides to c<>Ter the e!!ecta or Ta.%'Yi~g arece azid pattern aizes. 

P..ACRI1'E & fili.nP!'.EHT CON'50!.. 

Highest on tha list is that or SAFETY and this cannot receive too 

much attention. The ~::ainder are relatively strai~htforward to teach and 

vere discussed vell Gn t~e course. 

SPEED CUTTING. 
After til• ·i!•;:aine & equipment control exercises have been covered 

the student can be introduced to a ~ of s~eed cutting exercises where all 

that is required is to develo~ quick and acc"!ll:ate knife manipulation ~•inc 

different layout systems with di!fe~ent knife orienta~ion. Within the Saba=ia 

factory- the~• are a whole range o! such exerciees, and it is inte~sting ta 

note that during t~e ~ourse one lady actuall7 did ~ ~markably gocd demonstr-

at ion ~l~ost ha:vi.ng the nor:i: f~r cutting poroce=ics. 

T' avr-r.m 
~ .. '1.-~ ,..,, \.# - • 

. ... ,_ .... ·~ -- ~ - -

seva:~: com?cnen~a and ~e dealt w:tc :~ia ~eari~g in ~ind the consideraticcs 

~enti~ned i~ t~e fi=st =g~ort. 

":luilding on the '.< .. ~owleC.ge ~d a.ll :.::.e e:xe:::-:i9e3 •hich s=..-:icrld have .i'i -.ren :X.e 

student a very clear insight i:lto the details of Clicking and how the ~ind of 

the experienced clicker works. This is what ve are aiminc for - teaching the 

trainee hov he muat think and ap-,JT his thinking. 

The ap~roach to this is normally to layout patterns on the leather 

or to mark up the leather using a marking pen. Cle~ly, this type o! exercise 

is too slov and does not simulate the vork ot the clicker. Vith patte:rns 

we cannot really !eel and haddle the leather otherwise the 1atterns vill be 

moved about, and any exercise should come as close to the real thing as is poss­

ible. For this part o! the course we need a markin« machine which will allow 

the use of press knives or plastic patterns like a marking pattern where we can 

use a ribbon ty1e ink and print on the pattern onto the leather b.andling the 

leather and pattern1 in the 1ame way as if the trainee vaa vorking a clicking 

pn11. So the siz• of the board will be that of the pre1& thus &lloving the 

student to follow tLe 1am. pattern o! mevement exce1t that he will not cut up 

the leather - merely mark it. Thi• 11 then hllD~ u1 and the 1t1ldent calculate1 

the time per pair, the are4 per pair and compare• with the costiDg and allowed 
ti••· It will be the job o! the in1tructor to assess the work !or quality. 



- 2: -

With tlLia u:areiae equipaent the student vill be able to per!orm at the spe•d 

abOTe that of the cutting preea, thus giv~ the mati.m'lllll •%1>•rience in the 

handling o! leather and patterns vhich is 10 eeaential to ~aining th• cutter 

in the lhorteet possible time. ~iTen the right equipment for this work the 

course will have a tar-reaching e~!ect. Each skin of leather can be used 

time and time again, and the videst selection of skins should be available for 

the trainee to test hie ability on, as vell as the viaeet rar-.ge of patte%'Ds. 

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

the training effective, since the student require3 immediate feed-back on his 

reeult3, and only if there is the right examples to show the student after he 

has made the beat possible attem1ta will these exercises bear the fullest im~act 

on the trainee • 

'l'RABSFER TO PRODUCT!CN. 

During the Pattern Orientation on Leather exe~cisee the instructor 

will maintain close contact with the supervisor watching closely the pro,;-rees 

of tile trainees in ~erms of s~eed 3.Ild qt4alitj', and material economy. Since 

all these tim9s and allowances have al=eady been set for the ~ain Cl~ckin~ 

':.'r::i.::afer to ?=~duct.:.on can be ·:!one ~ac:ua::.7 a.::.::.o...-ing -:r:e s-:uc!ent ':o ::iove on to 

actual ~utting when those patte=ns and leathers have been fully mastered at 

the Pattern Orientation stage, or, in one full ~ove direct to the Clickin~ 

aoom when all have been ~a~tered. This ~ill ~~pend to eo~e ex~ant c~ the 

situation and the ty?~ of war~. ~m~lo7ing a t"="adual cha.n~e ~~ans that both 

i=.s~ru.c~o= ~nd supervisor .. _.!.l.l \r/or!c ~loeely tcgether thile ~aining 4;h'3 !.n~e~~t­

i'n of the trai~ing ce~tre ~ith the cut~ing :room, a.cd pl~cing th~ U!~ortaJ:lt 

emphasis of the training within the company. 
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StOOURY. 

Dur.in&' the eou...""Se ve were able to ~o throu!h the details 0£ the course 

as set out in this report, but for reasons o! time, equipment and material•, as 

vell aa the apace with.in the librar,r,ve~ little 1ractical vork on the exercieea 

vas given. ~e!ore it is possible for the instructors to complete such a course 

ample time in preparation would be required. 

The students on the course ~erformed vell and moat progressed consider­

ably as the course vent on in ability and confidence. Some had the difficulty 

due to their lon« ex~erience of lookin~ at the!~ vork through the eyes of the 

trainee, mther then from their ovn ideas. These points vere made -rery strongly 

to those concerned and all vere ~vare of these problems. 

It vaa generaU.y felt that the 1rogramme as set out is ~ good so-c:nd 

approach to the training of clickers, but needin~ considerable pre~aration 

ee,ecially in ter.ns of materials and patterns for each particular factory. 

During the discussion with Mr Schmel on the fi~al day it was recommend~ 

d that ~ two stage a~pr~ach be given to the trainin~ of clicker~ i:l order ~o 

si:n:;:ilif; the ~::rparience f,,r the instruct OT:?. 

fabrics a..~d cho~~i~g out 1esign ~at~er:is. P=epare exercises and a ~anual for 

this first sta~e with full costings and lavouts for eve'!'Z synthetic or fabric 

material, and uig-ekins. 

·r~e advantage of such a f!rst stag9 is tnat tea inst::-uctors are quite 

capable a.t the :;>resent t.:.:ne t-:> under-o;ake such a C1'u=se, and tha.t tte needs f;,::­

t~ia intr".ld-.:.ctory train::.n,g- is ro:?all7 lac'.<inl!' vi thin "':he Sa':;aria !"a~"':ory, ar.~ ·o1:.11 

give i:nmediate econcmic ~ins as well as tr~ining to the young entrants. 

Stage 2. After a per.od of about six months the second sta~e could be attempted 

after the inst:ructore have had time in co-operation with the Institute staff to 

complete the necessary preparations. 
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REBOMP.:ENDA.TIO!IS 3J\.SED ON THE SUPERV!SORY /ccURSE-.S 

1. A.asign a suitable peraon to undertake the assessing of Leather 

Co-.!ficiente to ~ull.J" eT&luate the information supplied !or 

setting Leather ..lllovancea. 

2. A.aaign a person fully qualified to aaseaa leather on arrival at the 

factory for qu~lity, and arrange a system in co-operation vith the 

bt1:1~ department to control leather quali t;r. 

3. For the superviaora attending the course set a time scale and ,ro~e 

for the completion or a) Quali~ Specifications 

b) Personal objectives, 

and c} de1a.rtmental objectives to be discussed 

·111i th senior mana«ement as laid dovn ill the Supervisory Lectures. 

It is recommended that b and c could be ccmpleted within one mo~th 

and & divided equally among the supervisors for completion ~ithin 

three months, or to set a number per week. 

4. To ";ake action as laid down in the ~91ort in respect of shadin~ o! 

leathers and ~atch-markinr cf ccmponents. 

ge:c.e=al. 

6. Leather depart~e~t to take action with problem leathe=s. 

7. Involve ta:ine::cy", Institute and ~inistry in the sc~entifie problems o! 

ligh~in~, snadi~~ and leathers. 

~si~g ~ad ~athods. 

9. Start co~rses immediately in cuttin~ Pig- Skin, fabrics, poromerics and 

other man-made materials for the junior traineee. 

10. Ex~eriaant using a !ull width board with a ~oup or experienced clickers. 

11. Give consideration to the purchasing of & new press allowing left a.nd 

right band operation and bench layout to assess future needs and traill­

inc methods. This is just one preaa for trials. 

12. Con•id•~ appl7ing colour codinc to the press knives. 

13. Immediately programme MTM ap1lication within the closing department. 

14. Immediately purchase rrench binding guides for post machines and elim­

inate hand guiding. 

15. Assign a suitable person to develop trainin~ centre for clickers based 

on the programme given during the course. Thia should be done in 

close collaboration with the Institute officers. 
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I vould like to record my deepest ~titude to e•er,.on• connected 

vith the two co'Urs• and for the wonderful hospitality extended 

to me in Ssombathely. 

In particular I vould pay the varmeat tribute to my counterpart 

Magdolna l'lagy- who va1 outatanding in every respect. Magdolna aot 

only handled the course vonder!ully well, but vas so exce,tivually 

quick in g-raspin~ the details of the course and in presenting it to 

the students. I a.a also indebted to her for translations done in 

her own time for the benefit of the course. 
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course members on the Instructor Courae. 

C~U%ae members on the SupervisOJ:7 Courie. 
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APPENDIX :I. 

~uality Specification prepared for Pattern 6602 

which vas causing problems 
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A.PPE?rnIX III. 

Exam1le of s.L.M. Pattern Aasesament vith the 

Pattern Assessment form recording areas and percentages. 

---

I 
. ' 

--·- -; ~ 

<· 
, r Z :t .<! ,,. 



APPENDIX IIII. 

• 

Layout of Pattern 6602. 

Details of i~st:=uction based 

I on this layout were pre"Pared 

l a.:ld translate~. 
I 

are due ~o ~a=k3 on the s~~~ 
I 

· which did :lot show clea=l:r :~ 

the photo~a?ha 
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