
                                                                                     

 
 
 

UNITED NATIONS INDUSTRIAL DEVELOPMENT ORGANIZATION  
Vienna International Centre, P.O. Box 300, 1400 Vienna, Austria 

Tel: (+43-1) 26026-0 · www.unido.org · unido@unido.org 

 

 

 

 

OCCASION 

 

This publication has been made available to the public on the occasion of the 50
th

 anniversary of the 

United Nations Industrial Development Organisation. 

 

 

 

 

 

 

 

 

 

 

 

 

 

DISCLAIMER 

 

This document has been produced without formal United Nations editing. The designations 

employed and the presentation of the material in this document do not imply the expression of any 

opinion whatsoever on the part of the Secretariat of the United Nations Industrial Development 

Organization (UNIDO) concerning the legal status of any country, territory, city or area or of its 

authorities, or concerning the delimitation of its frontiers or boundaries, or its economic system or 

degree of development. Designations such as  “developed”, “industrialized” and “developing” are 

intended for statistical convenience and do not necessarily express a judgment about the stage 

reached by a particular country or area in the development process. Mention of firm names or 

commercial products does not constitute an endorsement by UNIDO. 

 

 

 

FAIR USE POLICY 

 

Any part of this publication may be quoted and referenced for educational and research purposes 

without additional permission from UNIDO. However, those who make use of quoting and 

referencing this publication are requested to follow the Fair Use Policy of giving due credit to 

UNIDO. 

 

 

CONTACT 

 

Please contact publications@unido.org for further information concerning UNIDO publications. 

 

For more information about UNIDO, please visit us at www.unido.org  

mailto:publications@unido.org
http://www.unido.org/


l~lfL 
DEVELOPlllllT OF THI IWIUFAct'URillG IllDUSTRY 

DP/POR/13/002 -PORTUGAL ,_ 

Technical reDOrt: dewelo1111ent of the 
d~stic footwear industn . 

' \ 

Dis tr. 
DSTRICRD 

DP/ID/SIR.&/672 
24 ~anuarr 1986 

lllGLISH 

Prepared for the t:ower .... nt of Portugal 
bJ tbe Un~ted •~tiolls Industrial Dewelopm1111lt Organization, 

acting as tbe ezecating agellCJ for tbe United •atiolls Progr .... 

Y.16-50166 
2763T 

Based Oil tbe wort of Odd E. Birtbaag, 
ezpert ill tbe footwear lndusta 

United •atlons Iadustrlal Dewelo,..at Grgaalsatioa 



llenllon of fir.a and com.erclal products does aol l11PlJ eadors ... at bJ 
lbe Ualled aatloas lnduslrlal Dewelopileal Orsani&a~ion (UllIDO). 



US'DACT 

A. CODHltut lD tile 11loe l•d•1tq wa1 HDt to Portqal for tile period 
6 October to 5 Dec...._r 1915 ••d•r tbe project DP/POa/13/002/&.0l/37/31.3~/ll-02. 
for wblcb the Ualted Watloaa Iadu1trlal Dewelo,..at OrculzatloD (U.XDO) la 
tile ezecutias as•ncJ. 

Tile purpose o~ tbe con1ultut•1 al11lon was to conduct two courses in 
production planalas ud control. and prepare a atudJ tour. 

Tile coaa•ltut adwiaed course particlputs in 1tep-b1-1tep plaanlas of 
the .... facture of footwear. 1trer1lnc the laportaace of 1tud1ing tlae aad 
11Dtion and being able to a11e11 tile 811Duat of tim. needed to c011plete each 
production process. 

Ia the course of tbe factoq wi1lt1. tile consultant helped factories to 
anal11e tbelr production pluning and control 111t... as well as to pin-polat 
thelr shortcaalncs. · 

.Tile report contains a number of •peclfic recomaeadations relating to the 
1ubject1 of aanag-•t and planning; proca~nt ud •rt.ting; and training. 
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A consultant in the shoe indast~ was sent to Portugal for the period 
6 October to 5 December 1915 aader the project DP/POR/13/002/&.0l/37/31.3~/ll-02. 
for vbicb the United aationa Indaatrial Dewelopment Or&aai&atioa (UIYDO) is 
th• ezecating agencJ. 

According to his job description. ~be expert vas attacbed to tbe light 
lnd~at~ brancb of the Dire~io-Ceral da Industria and. in co-operation with 
Aaaocia~io Portaguesa das Industrias de Cal~ado. Collponent••· Artigoa de Pele 
e seas Saledanboa. be was specificallJ ret•ired to: 

(a) Conduct two theoretical courses in production planning. costing and 
cost control for tecbnical and .. nag ... nt personnel; 

(b) Supervise i11Pl ... ntatlon of tbe •Jst... introduced to one 8Ddel 
facto~; 

(c) Prepare a progr .... for a studJ toar and assist in the evaluation of 
caadidates for financing. 

Bact&round 

In 1979. 09100 fielded an espert to provide assistance to tbe tanning and 
shoe indust~ in Portugal ander project SI/POll/79/801, wbo prepared a report 
containing rec01111endations. !/ A progr .... of assistance in planning a 
national footwear technical centre and qualitJ control laborato~ followed. 
wbicb was financed througb a cost-sharing agre ... at ander tbe project 
DP/POR/77/020 on standardization and qaalitJ control. !I 

Tb• 1boe industrJ la PortuJal ca~rentlJ produces about 33 aillion pairs 
of shoe• annuallJ. of vbicb 16 ailllon ,airs are esported. & nuaber of 
positive changes bave taken place in tb•i Portuguese aboe indu1t~ since tbe 
espert reported on wort carried out in 1979 (Sl/POR/791801), bovever a lact of 
proper production planning and costing .. tboda aeans tbat export orders are 
often taken •l•ewb•r• because the induat~ finds it difficult to aeet deliverr 
requir ... ats and to calculate the real co1t1 of production. llore i11Prov ... ats 
are needed if tbe lndu1t~ ls to reacb international 1taad&rd~. 

An average of 950 pairs of 1boe1, per 9111»lo1ee, per rear are produced, 
wbicb l• about a tbird of tbe average production of countries witb a more 
advanced 1bo• ladu1tr1. One reason for tbe low procluctlvltJ ls tbe outdated 
working aetbod• used. 

One of tbe expert•a tasks under project DP/POR/831002/A.01/37131.31/11-02 
was to anal11e tbe current situation in eacb factorJ visited oa tbe studJ tour 
and 1ugge1t a suitable procluctlon planning and control 111tea for eacb, vblcb 

11 "A11l1tance to tbe t~anlas and 1boe indust~, II/P0&/791801, 
Portu1al: ter11lnal report" CDP/lD/111.11217). 

11 lee "A11l1tance to tbe Gover1111ent of Portu1al la plaania1 a natio~al 
footwear technical centre and taalltJ control laborator1: teralnal rept'rt" 
CDP/POll771020/ll-06/l/31.3.I). 
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t10ald enc011P••• the preparation of lon&-t•ra .... l~t•ra. short-tera. and 
seasonal plans; sal•• forecasts and bad&•t• for both ezport and da.estlc 
salH; orders for -t•rlal; and apdated -u• of controllln& atock ud 
t10rk-la-pro1r•••· 

l 

t 
1 
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UCOllllDDATIOU 

laaag..,at aad plaaalpg 

1. llaaac ... at staff at all lewels shoald partlclpate actlYelJ la production 
control. vblcb should not be left to alddl• aaaag ... at alone. Tbe 
partlclpatioa of sales. production and flaar~lal ... ag ... at staff ls essential 
•lace tbe factorJ'S perforaance and invest.en~ JOlicJ are involved. 

2. Planning sboald be tbe respoaslbilltJ of one person. vbo sbould be 
tborougblJ acgualated vitb all aspects of production. 

3. Loag-tera and mediua-tera plans and sales forecasts should be regarded as 
vital for future operations; da1-to-daJ or montb-to-month decisions are ao 
substitute. · 

4. llore staff should be skilled la ti .. -aad-110tloa studJ. Without full 
knowledge of the length of tl .. needed for eacb a11ellblJ operation, it is 
lapossible to plan the ti .. a sboe vill spend at each work-station. 

5. Tb• preselection of products for the collection sbould be carried out bJ a 
te .. c011pOsed of tbe pattern cutter, the factorJ .. aager, the production 
aaaager, the production planner, one or two of the best sales staff and, if 
possible, one or two of the best customers. 

6. DaJ sheets should be introduced la ali plants 10 that tbe for ... n in each 
depart.eat can plaa production ahead of tbe arrival of the work. 

1. Store~rOOlll sbould be better organized so that it i• po11ible to locate 
tbe exact shelf on which a particular itea of .. terial or stock.is stored. la 
this var it is easier to monitor incoaing and outgoing stock and supplies. 

I. A technical description should be prepared for eacb shoe in production. 

9. Raad- or aachiae-operated clicker• should be controlled. roras could be 
used, indicating the performance of each cutter, tbe ti .. taken and the amount 
of aaterlal used for each order. 

rrocu.r..,at and aartetlpg 

10. Given the wide vari•tr of aachin•• on the aarket, experts should assist 
ln the selection of the aachiaerr that is 1101t appropriate for particular 
production proce11es. If aece11ar1, outside assistance sbould be sought. 

11. Stace changes la fashion and cu1to.er deaaad often necessitate a 
considerable investment in aachi~•rJ, a fea1lbilitJ 1tud1, as part of a long
or .. di1111-tera plan, sbould be aade before a aev product line i• iatroduced. 

12. Iver, trip that factorr personnel take abroad 1bould also include a studJ 
of aartet trends. 

traiplpg 

13. Course• devoted to the 1tud1 of ti .. and 110tion, such as tbe course 
planned for 1986, 1bould be re1arded a1 e11ential for tbe effective planning , 
and control of production. lpeciallr designed cour••• 1bould b9 provided 'for 
f actorie1 alreadr eaplorlag tt .. -aad-llotioa 1tud1 and for tboo• who vi1b to 
be~ia doiDg 10. 



- 9 -

U. ft• proYislon of -•ac-nt courses. botb for aiddle and ~op aaaag ... at. 
sbould ... treated as a -tter of •rc••c•· O.tside assistance sbould be sought 
if necessary; oae.soarce aigbt ... tbe Allericaa llaDag ... nt Aasoeiatioa. 

15. Bore specialized courses should be carried out. Dot oal• for tbe 
operation of seviDg -cbines. bat also of lastiDg -cbiaes etc •• based. 
possibl•• at the Centro de roraacao Profissioaal da Industria do Calcado 
(CPPIC). If aeeded. outside assistance sbould ... sought. 

16. lzperieaced workers should be trained aad •D&&&ed for leather sortlag and 
calculatlDg the optl .... utlllzatloa of .. terlal •o tbat waste is aYoided. 

1 

' 1 
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A.CtIYina AllD PUDillGS 

&. Adainistratiwe arrapg ... nts 

A coarse on production planning and control was beld at CPPIC in Saa Jolo 
da lladeira and was attended bJ 15 persona (see annez 1). Daring tbe course. 
vbicb lasted froa 15 October to I llowetlber 1915. tbe participants toured 
factories in ... 11 groups of three to four persona. In agre ... nt vitb the 
Dire~aO-C.ral da ladustria. a abort. intensive course on production planning 
and control vas held la Pelgaeiras froa 13 to 22 Wowellber 1915 and was 
attended bJ 1 persons. It. too. was sappl ... nted br a studr tour of factories 
(see anDH II). 

Both courses W9re to have been given in English, bat translation proved 
to be a probl .. and so tber bad to be giwea in Spanish, which .. ant that SOiie 

participants iaitiallJ onlJ bad a partial understanding of the course aaterial. 

Allong the participants were staff of SOiie of the 111>re well-known 
ezportera, as well as of factories that produce for both the ezport and 
dollestic aarteta. 

Bet ... ea wisits to factories, the participants .. t to share their 
esperiences, wbich gave th .. an overall wiev of the planning srste .. used bJ 
the warioua factories visited. 

Daring the visits, and the aaalrsia of production planning and control 
srst ... , sbortcoalaga ia processes and operations of individual aachines were 
pointed out. Although this topic was not within the scope of the aissioa, so 
teen was the interest ia it that the SaturdaJ• available were spent la 

·assisting factories to pin-po~at their deficieaces. 

8. Courses and factoEJ visits 

Of the .. in objectives that .... t be kept la aind wbea aaalrsiag the 
production planning and control srst .. la &DJ f actorr are: 

(a) To deliver the right product according to the cu1ta11er's 
specifications on ti .. ; 

(b) To aate optiaua use of all resources, such as plant, aaapover and 
aateriala; 

(c) To keep production ti .. abort, consistent vitb keeping stock and 
wort-la-progress at acceptablJ low le~els. 

The course aaterial covered the following topics: 

(a) l.oag-tera plans (five to tea r•ar1); 

Cb) .. di....,.tera plans Ctvo to fiv• rears); 

Cc) ludget; 

Cd) lale• foreca1t; 

<•> lelectloa of picture•, pullovers, designs etc. for tbe collection 
(product develo,..at); 
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(f) Preparation of ~be collection (saaples); 

<1> Preparation of the technical description of each saaple; 

(b) Preparation of sales saaples; 

(i) Orders receiwed and registered; 

(j) Confiraing orders and ca11pleting cust011er cards; 

(t) AnalJsis of orders. production plannin1; 

(1) Preparation of wort tickets; 

(a) Ordering .. teri•l~: 

(i) An•lJsis of leather for uppers and balance record; 

(ii) Stoct record of lasts; 

(iii) Stoct record of heels; 

(iv) Stoct record of soles; 

Cv> Sundries record; 

(n) lledi ... tera planning Cone weet to one aontb); 

Co) DailJ planning; 

(p) Control of wort-in-progress; 

(CJ) Dispatch. 

Taking topics in the order above. a brief discussion of their importance 
for the factories visited and for the participants is siven in tbe following 
paragraphs. 

L99g-tera elans Cfiwe to ten rears> 

Throughout the courses and the factor, visits, tbe espert stressed the 
iaportance of long-tera plans, which allow firms to establish clearlJ defined 
poller directloas tbat are based on .. rtet trends as well as on technical 
developments. WaturallJ the plaas .... t be updated when new develop119nts 
arise. Uafortunat•lJ, aone of the flC'llS visited bad loag-tera plans, nor did 
the participants show ... ch interest in such plaa1. 

lfdl!lll=t•ra elap1 <twp to flyt rear•> 

Al .. \.<..::d1 •dlu.ttra plant, even thougb none of tbe flrat bad anr 
•diU9-t ... a plant, lnter11t •• shown in establhbin1 t ..... 

ADJ •di ... tera plan 1bould include new plant1, and espaaslons or ch••&•• 
in productloa, •• tlae cast .. , bt. PolicJ 1bould bt tMll defined and adjusted 
accordin& to tbt fira'• •••••· ludgtts for anf .. jor change or capital 
outla11 1bou~d bt set •P and revised perlodlcallJ to keep pace witb inflation. 
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Two to five Jears• planning tiae should be sufficient for the preparation 
of feasibilitJ studies for &DJ aajor change in order to demonstrate its 
profitabilitJ and possible iapact on working conditions. 

Budget 

In view of the understandable reluctance of the factories to go into 
detail in the presence of outside visitors. this topic vas not treated in 
depth. Standard budget foras. however. vere discussed vith the participants. 

s~les forecast 

Rr forecasts or predictions of sales are aade currentlJ in the factories 
visited. Collections are based on patterns (copied froa fa~hion aagazines>. 
vbic~ are either aade at the plant or brought there bJ cust<>11ers. Big 
custmaers often bring their ovn patterns. llartet research abroad. to forecast 
trends regarding lasts. patterns. aaterials. and especiallJ colours. is rarely 
carried out. One recent ezaaple of a vorld-vide trend vith ficancial 
implications bas been the switch froa purelJ jogging shoes to a more all-round 
tJpe pf footwear lite Ecco. In the former case. the soles are stuct on to the 
shoe. in the latter. polyurethane is injected. The investaent in aachinery is 
considerable. and should be subject to scrutiny in a feasibilitJ study. as 
part of a long- or aediua-tera plan. 

lo forecasts of the designs. patterns or quantities that vould be the 
llOSt profit1bie are aade in the factories visited. A frequent question asked 
bJ participants vas vbat size of plant and hov .. ~y pairs of shoes per day 
would give the best produr.tion aiz. There are no standard answers. but if a 
coaplete conveyor systea is available in the lasting department it should be 
operated at the designed capacity of the conveyor systea. lormally. the 
handling capacity of a conveyor system varies from 800 to 1.200 pairs of shoes 
per eight hours. depending on the tJpe of shoe being produced. 

Kany ideas surfaced during the courses that could be introduced in the 
various factories to improve their competetiveness. 

Selection of pictures, pullovers, designs etc. for the collection 
(product development) 

The participants vere advised on vays and .. ans of developing their 
products in connection vitb the preparation of a collection. This should not 
be the task of one individual lite the pattern cutter. but of a team. 
consisting of the designer. the pattern cutter, the factory manager, the 
production manager, the production planner, one or tvo of the best sales staff 
and, if possible, one or tvo of the best customers. The participants were 
encouraged to introduce this teaa system when preparing nev collections. 
Designs, fashion magazln~ pictures, photographs or drawings aade on visits 
abroad, pullovers or shoes as vell as new lasts pt~~lde the basics for the 
teaa to work on. Pashioa colours for the season ahead, as vell as nev 
aaterlals, are nl less laportaat. 

Preparation of the collection 
<•aaales> 

After a decision bas been taken bJ the teaa regarding designs, aaterials 
and colours, the pattern cutter aakes the patterns, and the samples are made 
up. When the saaples or the collection ls finished, the teaa review it 
carefully and indicate possible changes in SOiie of the samples, and ~hose 
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considered least lltelJ to sell or uneconoaical for production are rejected. 
Th~ teaa should re.eaber that 80 per cent o( what ls sold noraallJ involves 
l~s• than 20 per cent of the collection. 

In Portugal, exporting firas have greatlJ reduced the nuaber of their 
patterns. Some firas wort on approxi .. telJ 12 patterns in a season, which is 
verJ good, however firms with 60 to 80 patterns for one season are also found. 

Preparation of the technical description of each sample 

A shoe specification docuaent bas to be created for each shoe ordered, 
containing all the relevant lnforaation necessarf for a comprehensive chect to 
be .. de regarding the availabilitJ of aaterials, components, patterns, die~ 
and .. rters. In addition it aay contain such inforaation as leather 
allowances, aethod of cutting and the closing (stitching) capacity. The shoe 
specification document should also be designed in conjunction with the wort 
ticket. 

The pattern cutter then bas to prepare a technical description of the 
shoe, and i'l&te a copy of it for each departaent foreman. The preparation of 
sho~ spec~fications and technical descriptions is an area where improvelllents 
are needed, only one factory bad a properly prepared technical description, 
and that had been prepared by one of their big custoaers. 

The basic contents are an exact drawing of the shoe, onto which every 
detail is written such as number of threads, number ~f stitches to the inch, 
distance from edge, perforating number, types of eyel2ts, types and length of 
laces etc. 

Since badly stived parts were se•n in several factories, affecting the 
,uality of the product, the type of foot that should be used for stiving (15 an, 
25 ... 50 111) could also be specified in the technical description. 

The amount of material needed for the shoe should be specified in 
detail. The value of the middle size of the range should be used when 
detet'lllining requirements. If the sample size does not correspond to the 
aiddle size, • pattern of a corresponding size should be used instead for the 
calculation. If the firm has an established percentage of difference between 
sizes, that aethod could also be used. The Russ and Small method of s~aling, 
using a parallelogram system for calculating the basic material consumption, 
is one proven aethod. Another could be to aeasure the pattern, including the 
unavoidable waste, electronically: the electronic scanner automatically reads 
out the pattern area, the "first waste" area and the percentage of the 
unavoidable first waste. The next llOst iaportant factor is the percentage 
that is added to the minimum requirement of aaterial (i.e. the pattern plus 
unavoidable waste) in order to arrive at the correct consumption figure. The 
aethods seen in various plants of placing the pattern in no defined system 
onto the aaterial and leaving space between the different parts, and the& 
calculating 10 to 15 p~r cent on top of that, are not acceptable. 

On the back of the technical descrip,ion fora, the operations for the 
various depart .. nts are noted sequentiallJ, giving the length of tiae taken to 
perform each operation as well as its cost, if applicable. 

ti.,-1nd-19tion 1tud1. The .,in obstacle to being able to control 
production effectively ls the lack of ti .. -and-110tion studJ people. so .. 
factories have Introduced tl .. -and-110tion studJ, but it ls 1tlll in its 
lnfancJ. During the factory visits, some of the tl .. s glven were checked 
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against the daily production figures of certain operations. Considerable 
discrepancies were found, in fact onlJ 50 per cent of the tiae bad been used 
effectively, should the recorded tiaes have been correct. Either productivity 
was low or the tiaing incorrect. Production planning is based on tbe tiae 
available in the factor1 and tbe utilization of this to tbe highest degree 
possible. Since aost of the eaphasis is put on the closing (stitching) room, 
an ezample is taten from this section. If there are 50 vorters, vorting 510 
ainutes a day, 25,500 minutes of production tiae are available daily. CA 
percentage of absenteeisa aust be taten into consideration.) If one pair of 
shoes tat•• an average of 25.5 ainutes to produce, the planned target !or the 
daJ should be 1,000 pairs. Since different patterns of shoes take different 
tiaes to complete, shoes are usually put into groups for planning purposes, as 
illustrated below: 

1 
2 
3 
4 
5 

Kinutes to produce 
(per 10 pairs) 

200-240 
240-280 
280-320 
320-360 
360-400 

CurrentlJ, none of the factories invited plan their production according to 
these criteria. 

Analysis of orders, production planning 

Orders are analysed according to the delivery dates specified by the 
customer, which may be weekly or monthly. Before the delivery dates are 
conrirmed, a production plan is drawn up taking into account factory, plant 
and labour capacities. The production plan is also useful for showing the 
ezpected p~oduction load on the factory. 

In analysing the orders other factors are considered such as whether the 
article is a repeat with the same upper materials and colours. The closing 
room capacity must also be considered as well as the amount of lasts 
available, which entails knowing the number of lasts in use from the time they 
are put on the conveyor system until they are withdrawn. Problems with 
.. terials being supplied on time are not uncOlllOn, which partly ezplalns why 
producti01l bas to be put aside when certain materials or coaponents are not 
available. The golden rule ls not to put anything into production until all 
the materials needed are in stock. 

Dax sheet and progress sheet. The principle of planning ls to know in 
advance the time when wort on any order will be finished in each department or 
wort station. This is only possible when the exact time necessary to complete 
~•ch operation and the capacity of eac~ department are tnown. At present this 
ls not the case with shoe factories in Portugal, which put eaphasls on 
ce111pleting cutting by a certain date that ls sufficient to .. et the delivery 
date. The date when the shoe ls supposed to be finished la each department ls 
not specified. As far as the bottom department is concerned, there are no 
probleas since it has the same time at its disposal as the cutting and closing 
rooms combined. 

The shorter the production time, the less wort-in-progress, which aeans 
that less capital ls moving around the plant at any one tiae. Considerable 
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differences were noted in tbe production ti .. of tbe factories •islted, in an 
esceptional case. tbe prociuction tiae was 20 daJs. 

Tbe daJ sbeet is presented to eacb deparl8ent so tbat the for ... '. or 
person in cbarge knows beforehand esactlJ wbat wort is espected. In 1a.e of 
the factories visited the daJ 1beet va1 not in use. the cutting rooa was 
o•erloaded vith vort and other departaents registered wbat theJ produced, but 
not according to &DJ plan. 

There are various wars of controlling the wort flov through the various 
departaents; one is that aacb departaent registers the production for the d•J 
in a booklet and .. tes copies. At the end of the daJ, the original is sent to 
the planning office 10 that progress can be registered there. If a coupon 
s1stea is used Ca• is the case in Onaig>. the coupons are sent to the planning 
office several ti11e1 a daJ. 

Soae of the fa~tories used a sort of pin board with different coloured 
pins to distinguish their custoaers. lach pin represented a lot and its 
position on the pin board represented the stage of production the lot bad 
reached. This is a visual V&J of presenting production plans. 

Completion of custoaer card~. The factorJ should teep records of all 
purchases a custoaer .. kes, and of pa}'8ents .. de for purchases, indicating any 
unpaid invoices or accounts. Although such records were not found in every 
faetory vis!ted, theJ ere indispensable for financial control and show the 
credit-rating of each custoaer. 

Ordering ~terials 

When orders a~e received at the factorJ, theJ are analrsed and the 
aaterials required are ordered according to the aaterial c3nsuaption specified 
in the technical description, tating into account the .. teria~• actually in 
stock. 

Analysis of leather for uppers and balance record. Various forms are 
used in ?lanning the sequence of production. levertheless, the use of this 
form is important since the cost of .. terials is so high. If a clicker uses 
onlJ 1 per cent miore aaterial than the quantitJ noraallJ required, that 1 per 
cent can be vortb as auch as his or her salary. 

The factorJ order fora ls printed on both sides. On the front side the 
balance in stock ls registered; what has been ordered ar.~ what has been 
delivered. This corresponds with what factories nor.ally record. On the back 
of the form the orders for which the leather ls planned are specified. 

The store-rooms seen during the factorJ visits ranged frOll being well 
organized to totallJ disorganized. A store-rooa should be equipped with 
shelves on which all the .. terials are stored. The shelves should be clearlJ 
identified, using nuabers in the horizontal direction and alphabetical letters 
in the vertical direction. In this ~•J, &DJ aaterlal can be located easllJ if 
the shelf number ls indicated on the appropriate card in the card indes. A 
plastic-covered sheet of paper, which indicates incoaing and outgoing stock, 
should be afflsed to each shelf. OnlJ one of the factories visited used such 
& SJStea. 
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Stoct r•cords of lasts, be•l•. sol•• and sundri••· Altbougb various 
tJpes of l'toct cards were used in tbe factories visited. generallJ speallng. 
tbe cards se•n served tb•lr purpose. All the cards in use were based on tbe 
•••uaption that facto~les tend to ord•r tbe total amount of .. te~lal needed 
for a certain number of orders. or for onlJ one order. if it ls sufficientlJ 
large. 

Shoe costing. In order to cost shoes correctlJ according to the saaples. 
the factorJ .... t bave all the inforaation needed to fill in the costing sheet 
(see annex III). 

A .. diua-sized factorJ producing 250 0 000 pairs of •h~•• a J•ar. selling 
at an average ex factorJ price of SUS 12 a pair. will .. te a turnover of 
SUS 3 aillion a fear. The profit varies froa factorJ to factorJ and will to a 
great extent depend on the .. rtet. If onlJ an error of 1 per cent occurs in 
the calculation of costs in the ezaaple above. that alone amiounts to SUS 
30.000 • fear. llanJ of the factories visited. however. add 35 per cent to the 
actual costs of labour and .. terials to cover all other costs. The example 
above shows that this practice ls fer too rlstJ for •DJ fira. 

In particular. when sales are sluggish. a factor1 depends on exact 
calculations in order to assess hov far it can reduce prices without actuallJ 
losing aoneJ. but even aore so that it tnovs the percentage of discount that 
could be given to boost sales. 

C. Findings 

Soae of the factories visited only accepted orders for a ainiaua of 2,500 
pairs of shoes. for which it is relativelJ easJ to plan production. Piras 
producing for the doaestic .. rtet. however, need a different planning s1stea, 
since they have to handle anJthing between one to a few hundred pairs of shoes 
per order. 

OnlJ three factories will introduce greatlJ changed, or new, SJstems; in 
the rest of the factories, ainor or aajor changes will be aade to perfect the 
sfsteas currently in use. 

A few factories have atarted to use coaputers for planning; in addition 
to using th .. for accounting. theJ have alsc just begun to use thea for 
control of stoct, including finished goods. lloreover leading coaputer firms, 
lite 1811, Burroughs and Philips, are developing progr .... s for the shoe 
industry, which .. ans that computers can be expected to handle aore production 
planning and control functions in the future. 
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Anne1: I 

LIST OF PUTICIPAllTS Im THE COURSE m PRODUCTim PLADillC AllD COlllROL. 
CDIRO DE POlllA.CA.O PROFISSIOllAL DA lllDUSTl.IA DO C&LCADO. SAii JOAO 

DA IW>EIIA. DD WAllES or rums nstTED 

•aae of participant 

Santos de Oliveira 
llanuel Antonio 
Luis Liaa 
Fernando Ferreira• 

Leandro llelo 
9oraando Faria 
Pinto de Oliveira 
Edite Dias 
llelo Arruda 
Gomes da Silva,. 
Paulo llartins 

Fernandes Afonso 
Arlindo llartins 
Alberto Abreu 
llanuel Liaa 

Sociedade de Cal~ado Feaina. Lda. 
Sociedade de Cal~ado Feaina. Lda. 
Freitas. Tei1:eira & Ca. Lda. 
Aco-Fab. Cal~ado Lda. 

Laborat6rio APICCAPS 
IAPllEI 
Pinto de Oliveira & lrmios Lda. 
At..ida Bastos & Dias Lda. 
Direc~ao Geral das lndustria 
Osvaldo Pinto Lda. 
Carlos Pereira de Castro & Irai.o 

Lda. (llariaa) 
CFPIC 
CFPIC 
Gon~alves & At.reu Lda. 
UIC-Uniao Industria Cal~ado Lela. 

Factories visited 

Gon~alves & Abreu Lela. 
Pinto de Oliveira & Iraios Lela. 
UIC - Uniao lndustria Cal~ado Lela. 
At..ida Bastos & Dias Lela. 
Fnina 

•Participated for onlJ one daJ. 

eo-.. nager 
Production aanager 
Control aanager 
Production and qaalitJ 

technician 
Quali tJ control 
Technician 
Production technician 
Production technician 
Technician 
Pattern cutter 
StudJ pattern cutting 

Director of production 
Teacher 
Production technician 
Production aanager 
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bnu: 11 

LIST OP PllTICIPAllTS I• THE COURSE 08 
PRODUCTIO. PLAllllillC AID> COllTROL. PELCUEIUS 

.... of participant 

Artur de Castro Carlos Pereira de Castro & Iralo Lela. (Karina) 

.Joaquia Costa Pabrica de Cal~ado ~illas 

.Josi Castro Pabrica de Cal~ado Soze 

.Josi Galhardo Pabrica de Cal~ado Zala Lela. 

Alciao Pereira Pabrica de Cal~ado Zala Lela. 

Alberto Carvalho Pabrica de Cal~ado Zala Lela. 

.Joio Oliveira 19eluca Industria de Cal~ado Lela. 



• 
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MPH JU 
cosrUIQ sam 

OatsidH 0 !4J ft 
0atsidH 0 141 ft 
OlltddH 0 14J ft 
Quarter linings. sq ft 
Va1p llniags 
Side liaing• aad backers 
Top baad aad facing 

D!tcdptlog 

aottoa .. terials Olltsol• 
ta1ole 

SuadriH 

Gr laden 
J.&bour 

OUrbet4• 

Welt or rand 
a .. 1 conrs. sq ft 
Rauer 
Balf aiddle 
Seat lift 
a .. 1 and top-piece 
Sb&Dk and filling 
SOct ( iaclading 

stmpiag) 

Blading or strip 
Loops or tabs 
Battoa or backle 
SJ•l•t• 
Stiffeaer 
hff 
Tri-ing 
'Lac•• 
Carton &JlCl tissue 

Clicking 
Preparatioa 
Closing 
Pr••• rooa 
Lasting 
rtalsbiag 
Sboe rooa 
Geaeral 

Variable rents 
SOclal HcarltJ 
D .... e allowaace 
Carrlase ca••• etc. 
1..,1. &ad 1boe lo•• 

factor, OYerb•acl• 
Offlce ezpea1H 
l•lllag .. ,. .... 

Total factor, co1t 
Discount S oa 1al•• price 
Profit S 

lelliag price per dozen pairs 
lelliag price per pair 

UpD!r cost 

Bottoa cost 

Suadries cost 

Griadea cost 

Labour cost 

CQ•t 
Total 

' 1 



bottoa: 

clicking: 

closing: 
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GLOSSARY 

a tera that refers to the whole of the bottoa of the ahoe as 
opposed to the upper. It generallJ include• soae of the following 
coaponenta: insole. welt. bottoa filling. aiddle aole. runner 
aole. heel. heel lifts. top-piece 

traditional word in the shoe industrf for cutting 

tbe joining together of warious upper parts bJ a.wing 

counter: a reinfc~c ... nt placed between the upper and lining. at the heel 
(stiffener) end of the shoe. to aaintain its abape 

heel: a support placed under the rear part of the shoe to raise it ~o 
t•e desired height in relation to the front part 

insole: the inside larer of the shoe upon which the foot rests and to 
which the upper is attached in the process of lasting 

last: wooden ... tal or plastic mould upon which the shoe is bu~lt 

puff: a reinforc ... nt placed under the toe part of a shoe upper before 
lasting. to aaintain the lasted shape and protect the toes 

quarters: bact portion of the upper 

shant: a strip of .. tal. wood or bard plastic used to reinforce the waist 
of the shoe 

stiving: thinning and reducing tbe edge of the upper to aate the joints 
neater and less bultJ 

sole: one of the laJers foraing t~e base of the shoe upon which the foot 
rests (insole. outsole. aiddle sole. half sole) 

top-piece: the part of the heel in contact with the ground 

upper: the part of the shoe that covers the top part of the foot 

vaap: tbe separatelf cut part of an upper covering tbe whole of the 
front of the foot. or the front except the toes, if the toes are 
covered bJ a toe cap 

welt: a strip of leather used in welted construction that is attached to 
the aargin of the upper. which in turn is attached to the top 
surface of the ~ le 

, 




