
Session 4: Attractive Footwear Factories
and New Ways of Management

The Importance of
Training and Further Education

Présentateur
Commentaires de présentation
What makes a company an attractive employer? Many studies have looked into this question. The result is unsurprising and merely common sense: People do not want to be squeezed like lemons.But they will readily face challenges if they feel respected and supported, if they feel that they are not stagnating but that they are getting somewhere, and that their engagement at work is recognised.
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Giving employees the chance to acquire and extend professional skills and know-how is one of the most important levers for companies to make their “human capital” feel appreciated. Training and further education boost motivation – and the quality of work (in terms of productivity/less reworks/less rejects…which makes shoe production more sustainable as well, as we will see).An initial vocational training is a solid foundation to start a career. But it needs to be complemented, broadened and updated by further education (the keyword here is life-long learning).  This presentation gives an overview of the existing vocational training pathways for the footwear industry in Germany; and it highlights in particular a dual vocational training pathway for skilled workers, which – because of its success – serves as a model for implementation in numerous other countries. In this context we will see two examples of EU projects to illustrate the evolution of footwear-related training pathways: One project is about developing a vocational training pathway for skilled workers for footwear production, and the other project is about a new b-learning (blended learning) offer for sustainable footwear manufacturing. 
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Pyramid of human needs (after Maslow)
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To start with, let‘s take a look at the pyramid of human needs (after the American �psycologist Abraham Maslow).At the bottom of the pyramid: most fundamental needs:�1) PHYSIOLOGICAL NEEDS (health, food, sleep)2) SAFETY NEEDS (shelter, not being exposed to danger)3) BELONGING (love, affection, being part of a group)4) ESTEEM (from oneself and from others)5) SELF-ACTUALISATION (find self-fulfillment / realising one‘s potential)
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What drives and motivates employees?
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Now Maslow‘s scheme can also help us to understand what drives and motivates employees.Human beings are complex, and yet their needs for becoming committed and passionate team players are simple to understand because they correspond to what we saw on the previous slide.Employees / workers need to 1) MAKE A DECENT LIVING = Earn enough to be able to live in decent conditions (necessities + if possible additional luxuries)2)  SOCIAL SECURITY = Be covered by health and old age social security / insurance coverage3) BELONG TO A TEAM = Be on good terms with colleagues / gain recognition & respect / belong to a group of SKILLED professionals4) ESTEEM = Be acknowledged & rewarded for exceptional performance5) PROFESSIONAL DEVELOPMENT = Get the opportunity for further professional development, i.e. improve skills and know-how / advance career-wise
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BE RESPECTED

LEARN & GROW

BE AN INSIDER

BE ON A 
WINNING TEAM

MEANING

Employees will care about your business when you care
about them first.
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Depending on WHERE on the globe you are located, the needs may attain even higher levels:TO BE RESPECTED = basic level of engagement (build skills)LEARN & GROW = achieve further skills (extend skills)BE AN „INSIDER“ = feel emotionally connected (part of a skilled team)MEANING = Do meaningful work = increased commitment (purpose / vision)BE ON A WINNING TEAM = passionate employees (high performance)The best way to find out about the needs of your staff is to CONNECT WITH YOUR EMPLOYEES. Try to establish bonds. And always make the company’s goals transparent.Most employees do not just want to work for a paycheck; they want to work with and for people, and they want to do something that makes sense. A kind word, a short discussion about family, a brief check-in to see if they need anything ...  those individual moments are more important than meetings or formal evaluations.Every job should have the potential to lead to something more. This is why TRAINING AND CAREER DEVELOPMENT PROGRAMS are important.Take the time to develop employees for jobs they someday hope to fill − even if those positions are outside your company. Employees will care about your business when you care about them first.
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EMPLOYMENT & PAY

SOCIAL SECURITY 
JOB & SOCIAL SECURITY
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FOSTER TEAMWORK

ESTEEM     
FEEDBACK
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DEVELOPMENT 
PROGRAMS

Companies enabling their workforce to participate in training 
and development programs express esteem and appreciation.
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Now how can employers respond to those needs? The answer is: By developing a pertinent strategy of how to treat their most important asset, their HUMAN CAPITAL.1) Employment & adequate pay 2) Job security, a stable, safe, and fair work environment, medical coverage and other benefits; assistance to workers for their special needs (such as child care arrangements, transportation, flexible work schedules) 3) To promote collaboration between workers, the roles must be clear. Therefore clear company policies as well as clear and organized work procedures and open lines of communication (formal and informal) are necessary to create an atmosphere of teamwork and cooperation; reward and recognition programs / incentive programs foster ideas and commitment; social activities create bonds. 4) To respond to the ESTEEM needs, a good idea is to install a feedback system, but even better is 5)5) To help employees to advance in their self-development in terms of their career, the company should provide guidance and mentoring as well as opportunities for promotion. It is an HR task to develop TRAINING AND CAREER DEVELOPMENT programs.When companies enable their employees to develop their career, this expresses esteem and appreciation.
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If you want good performance, provide the appropriate conditions.
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Caring for your staff is one of the principal managerial tasks.If you want good performance, you have to provide the appropriate conditions.At a basic level, this starts with seemingly banal stuff, for example an ergonomic workplace (individually adaptable chair, correct height of the working table) ...
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It starts with sensible workplace organisation.
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... or with a sensible organisation of the work place (ex: board to put down finished work in a way that the pieces cannot fall down).Small cause, big impact!
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Image credits: Zünd, Dürkopp Adler (Minerva Boscovice), 
Molina & Bianchi, Klöckner Desma Schuhmaschinen GmbH

Use machinery to its full potential by thoroughly training
the operating staff.
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What our consultants have experienced in numerous missions is this: Companies readily invest in machines, and often decide to get the latest state-of-the-art equipment. But then – despite the substantial investment – the machines are not used to their full potential because the operators are not (thoroughly enough) prepared = trained. Of course the machine suppliers will organise an initial training for their customers. But can the fundamentals always be taken for granted so that these introductory trainings stand a chance of achieving their full impact?Imagine your company has decided to buy an ultra-modern direct-injection machine, a 3 million US dollar investment. To derive maximum benefit from this investment in terms of efficiency and quality of work, don‘t you think it is worthwhile spending a few thousand $ (in the range of one or two or even five percent of the machinery investment) on training? Same scenario in the cutting, stitching, or lasting department: Buying the most sophisticated machines is only a good investment if the operators receive the best possible preparation for working with the new equipment.But independently from purchasing new machinery: Helping your employees to develop and enhance their skills is an investment in your Human Capital and therefore in the future positive development of your company. �
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On average, 150 operations are required to manufacture a shoe; 
complicated styles can require up to 200 or even 300 work steps.
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Shoe manufacturing is complex: About 150 operations are required to producean average shoe style (you will even find styles that require 200 or 300 work steps).In view of this multitude of operations, machines, materials and components, it is advantageous to have skilled workforce. 
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Skilled workers who are familiar with the complete process are 
extremely versatile and have a quality-oriented approach.
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 Skilled workers are familiar with the complete process have a totally different regard on how to execute single operations as well as – and this is the most important point – ON QUALITY than workers who just received an on-the-job training Skilled workers are extremely versatile and can be placed ANYWHERE on the production line. Skilled workers have at least a basic knowledge of machine maintenance.  And they are capable of taking on the role of internal tutors.
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School Leaving Certificate (lower secondary school)

Skilled Worker
for Leather
Processing

(2 years)

Industrial 
Shoe Maker
and Finisher

or

Shoemaker
(3 years)

Orthopaedic
Shoe Maker

(3 ½ years)

University 
Entrance

Quali-
fication

Certified 
Foreman

(26 weeks)

Certified Footwear
Technician, Focus Design  or

Industrial Engineering
(2 years)

Bachelor of
Footwear Design

(1 year)

Master of Art
(1 ½ years)

Bachelor of Engineering
Leather Processing & Footwear

Production Technology
( 3 ½ years)

Master of Science
(1 ½ years)
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Let me highlight how the training system for the footwear industry in Germany is organised – as an example of a country with a long history of industrialisation – , with a particular focus on the dual training pathway „Industrial shoe maker and finisher“ (highlighted), which is the training for skilled workers and simultaneously the base for further career building in the German footwear industry.The German dual system, by the way, is currently being analysed for transfer by a number of countries because of its apparent success (for “producing” dedicated, quality-oriented skilled workers, but also in terms of youth employment).The particularity of the dual training system is that the apprentices are guided by internal tutors – experienced skilled workers who impart their expertise and know-how.
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Company 
Practical skills in real 
working environment

VET School
General and vocational 
knowledge related to 

the training occupation

Chamber of Industry
& Commerce
Quality Control, 

Arbitration, Exams

Trade Unions, 
Industry Associations, 
Ministry of Education, 

Employment Office
Curriculum Design

Apprentice
Dual Vocational Training

4500 hrs
3 years

750 hrs
3 years

Industrial Shoe Maker and Finisher
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This slide explains the main actors and their roles within the dual system.How the dual training system works: A company proposes a three-years’ training contract (with progressively increasing remuneration in the 1st – 2nd – 3rd year) to its future apprentices.Finding appropriate candidates is not always easy because the shoe industry does not have the best image. During these three years, the apprentice will learn each single step of footwear production, he/she will learn about the materials, components, machines and other equipment, and on top about range creation, product design, and prototyping. The apprentice spends about 4 days per week in the company and 1 day per week in VET school. The Chamber of Commerce organises and supervises the exams. The curriculum design is done by a board of experts from all social partners.The training period allows the company to get to know the apprentice; the apprentice also becomes familiar with the company. In general, the company will employ after the apprenticeship as a skilled worker. The dual training programme is an investment into the future of the company: It ensures the constant availability of skilled workers (and maybe some of them will go further and become a technician, a designer, an engineer…).
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Project objective: Understand how the dual vocational training 
system works in Germany and to adapt it / transfer it to Portugal 
and Spain.
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By the way, this training pathway ″Industrial shoe maker and finisher“ is currently subject of an European research project entitled ″dualTRAIN“. The main idea of the dualTrain project is to understand how the dual vocational training system works in Germany and to adapt it / transfer it to Portugal and Spain. It aims to provide workers with skills, knowledge and sufficient expertise to hold a skilled job position. Besides professional skills, practical training allows the acquisition of other skills (soft skills) such as responsibility, team work and learning to learn. 

http://www.dualtrain.eu/
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Topic

Cutting (knife/cutting die) / materials

Preparation for stitching

Stitching

Preparation of bottom parts

Assembly

Finish / preparation for shipping 

Quality Assurance

Industrial Shoe Maker and Finisher
Apprenticeship / Company 

Particular about the dual system is that the apprentices are guided by internal 
tutors – experienced skilled workers imparting their know-how.

Présentateur
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There are two curricula for the “Industrial Shoe Maker and Finisher” apprenticeship. This one here lists the skills and competences the apprentice is supposed to acquire in the company.The main benefits of the dual vocational training system for the parties involved are: Companies are engaged in the training of skilled workers and in the curriculum design. The apprentices spend most of their time in the company (in fact an apprenticeship contract is a temporary work contract but adapted to training conditions). In general, the aim is to hire the trainee after the apprenticeship, which results in reduced recruitment cost.(continued on the following slide)…�
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Unit Topic Hours of teaching

N° Total 1st year 2nd year 3rd year

1 Construction methods / Shoe types 40 40

2 Upper materials 120 120

3 Cutting (knife / cutting dies) 80 80

4 Preparation for stitching 40 40

5 Stitching 120 120

6 Use of adhesives 20 20

7 Lasting of cemented footwear 80 80

8 Proper fit / Made-to-measure footwear 60 60

9 Bottom parts 100 100

10 Different makes / Finishing process 80 80

11 Pattern development / Pre-production 100 100

Total 840 280 280 280

Industrial Shoe Maker and Finisher
Apprenticeship / VET School 

Foster the careers of the next generation of top performers.

Présentateur
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This slide shows the main topics of the VET school curriculum for the vocational training pathway “Industrial Shoe Maker and Finisher”.Advantages of the dual system (continued from previous slide):� Apprentices receive a specialised training and gain practical work experience in a genuine production environment. Such trainings meet the needs of the job market in an ideal way, which – on the contrary – is not always the case for purely VET school based systems. Apprentices have a high “EMPLOYABILITY”.� Governments can free up and shift part of their education & training budget to other educational projects. In many countries, the dual training system is considered the most successful concept against youth unemployment.But whatever knowledge and skills are acquired in an initial vocational training: Due to progress (in technology, but also, for example, in terms of sustainability), what we once learned is subject to half-life. It needs updating, it should be expanded and complemented by further education measures or by trainings to specialise in certain areas (as we saw on slide 12). 

http://www.dualtrain.eu/
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Success Factors of the Dual Training 
System

Foster the careers of the next generation of top performers.
Training the young generation is perceived as a social responsibility.

Présentateur
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What are the key success factors of the dual training system?To put it in a nutshell: Vocational Training is seen as a social responsibility. It is important to impart skills to the next generation to ensure a smooth generational change. It is seen as an investment in the company’s future success.The apprentice is immersed in the company from the very first day. The dual training system emphasises PRACTICAL work experience in a REAL, PRODUCTIVE working environment. Within the company, skilled workers with a “training license” (which can be acquired during a one week crash course at the Chamber of Commerce) impart their know-how to the apprentices; they take on the role of “tutors”. The operations are taught either at dedicated training work places (like a stitching machine or a table for manual cutting for apprentices) or directly on the production machine (no company could buy a toe laster just for training purposes). As a rule of thumb, an apprentice is “profitable” after his/her first year.�The role of these “tutors” is key within the dual training system. The overall training programme is supervised by the factory manager, who also dedicates time for internal training hours (theoretical knowledge) with the apprentices.Part of the duties of the apprentice is to keep record of his daily activities and learnings. This booklet can be supplemented by materials’ samples, drawings, etc. It needs to be signed by the head of production every week.
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But whatever knowledge and skills are acquired in an initial vocational training: Due to progress (in technology, but also, for example, in terms of sustainability), what we once learned is subject to half-life. It needs updating, it should be expanded and complemented by further education or by trainings to specialise in certain areas (as we saw on slide 12). Initial vocational trainings as well as further education pathways are not static, they are constantly being adapted and modernised in order to match the industry’s needs, as the following example will illustrate:Another EU project called STEP to SUSTAINABILITY (which was also presented during this congress) illustrates the evolution of job profiles according to the current needs of the industry.The main objective of STEP to SUSTAINABILITY is to design, develop and pilot a new job qualification profile and a correspondent training on "Sustainable Footwear Manufacturing“. This project was initiated in order to take action against the visible shortage of vocational skills in terms of sustainable footwear production, potentiating the best use of the outcomes in the fields of materials, machinery and processes developed in the frame of many European R & D projects with sustainable purposes with the goal to improve the competitiveness of the European footwear industry.

http://www.step2sustainability.eu/index.asp
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Contact your training center of choice to help you with your specific
training needs.
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I hope that this presentation could provide you with interesting insights, and that I could point out the IMPORTANCE OF TRAINING AND FURTHER EDUCATION in a pertinent way.In any case, if you decide to take action in terms of reinforcing the skills and competences of your HUMAN CAPITAL: Please do not hesitate to contact your training center of choice in all matters of footwear-related education and training.They have standard course programs you can choose from, they provide train-the-trainer programs, and they can conceive tailor-made training programs to meet your company’s individual requirements.
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Empowering your workforce to acquire skills and competences is 
crucial for your company‘s future success.

Présentateur
Commentaires de présentation
During this UITIC congress, we have been able to catch a glimpse of what the FUTURE FOOTWEAR FACTORY could look like.Technological progress is exciting and passionating. But no matter what technological revolution is there to come ‒ we are still far from a completely automated footwear production.One thing is for sure: Shoes will always be concepted BY PEOPLE FOR PEOPLE. And the demand for expert knowledge will never cease. ��Empowering your workforce to acquire the necessary skills and competences will be crucial for your company‘s future success.��Thank you for your attention.
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