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Co-Workers Across the Ocean
On-Site Assembly —

All vehides manufactured and exported by Kinki
Sharyo are nat in finished gate  In our U.S. projects we
mugt conduct the find assambly of vehides on gte to
comply with the Buy Ameican Law. Also, some
cusomers request us to ddiver semi-finished vehides, to
dlow the on-gte ingdIment of locdly procured parts on
them. On-dte assembly is required in various ather cases
For example Egypt demands that the assembly of car
sructure parts and subseguent works should be executed by
alocd manufacturer, to promate the domestic production of
ral vehides

Also, on-dte assmbly is occasondly executed
because parts procured overseas have not been ddivered by
the time of the ddivery of vehides from Kinki Sharyo’s
factory, or because an additiona work need be performed on
the dteasaresult of adesign changeetc.

This chapter discusses early cases of on-gte find
assembly (FA), and another case of FA for codt reduction. |
expeienced dl these works as a member of the repective
project saff.

Bogton Project (from 1986) for MBTA

This project, involving the export of vehides to the
U.S, wasthe firg one of its kind awarded to Kinki Sharyo,
and therefore everything in the project was new to us. To bid
for the project, we formed a business partnership with S G a
Swiss firm; and caried out desgn and ather tasks by
drafting spedifications that were fa more dealed than
comparable onesintended for adomedic user. At fird, we
recdved an order for 50 vehide units, with an additiona 50
unitsasan option.  The project was unconventiond in that
to count the number of vehides, individud vehideswerenat
used as units; rather, individud articulated cars congiding of
two vehides (or boxes) were usad as units, with coupled

Motoichi HAYASHI
Ralling Sock Factory

boxesreferredtoasvehidesA andB.  Therefore, wehad to
manufacture 100 boxesto medt the order for 50 units

We then proceeded to the completion of a pratatype
vehide and to the ddivery of sami-finished production
modd vehidesto the U.S. The vehides were trangoorted
fromaU.S. port to Boston by truck.

It had been decided to conduct find assembly at arentd
factory in the suburbs, under the supervision of Enpratech (a
joint venture established by Kinki Sharyo and Itochu Corp.).
| and ather daff members from Kinki Sharyo had bean
digoatched to the Site to provide technicd guidance  Since
there were no locd workers who had any experience of
assembling rall vehides we had to train workers from the
scratch, regarding dl tasks invaved. A work manud had
been prepared beforenand to provide this training. The
manud, fegturing many illugraions was the work of a
Kinki Sharyo employee who had gudied the method of
three-dimensona drawing using a correspondence course
Later, techniques used for the production of the manud
heped our company draft domegtic work gtandards that
wereeasy to undergand for workers

To prepare for this assignment, | took a quick-learning
course a an English conversstion school.  Even so, | ill
found it difficult to communicate smoocthly with loca
workers a the beginning of technica guidance  However,
as peopleis people everywhere, | somehow atained a levd
of communication a which | could manage to make myself
understood with the hep of much gesturing.  Thejoy | fdt
at this atainment surpassed any sense of accomplishment |
had fdt in comparable guidance sessons in Japan.  Also,
friendship grew between me and the workers, and a sense of
shared misson among members of myteam.  Thisalowed
usto solve various problemsthrough cooperative efforts.

Looking back on the Bogton project, | now seeit asa
pleasant and vduale experience. Shortly before returning
to Japan after the end of my misson, some workers gave me
a presnt.  Also, | had an opportunity to meke a
commemoraive speech in front of workers as poor as my
English was

By now, Kinki Sharyo has manufactured atata of 120
vehide units for Bogton, which have been sarving loca
citizensastheir means of trangportation over 20 years



DdlasProject (from 1993) for DART

Equipped with its experience in Bogton, Kinki Sharyo
tackled this second project in the U.S. that we wereawarded .
Unlike the Bogon project, the Ddlas project invaved
condructing a new line condging of a dregtcar linein the
downtown; and atrack in the suburbs on which trainsran a
a speed of 106 kilomeers per hour.  This kind of traffic
sysemisreferredtoasLRT.
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Raytheon, a U.S. firm, took charge of on-dte assembly.
Also, mogt interior works were paformed on the dte
There were no workers specidized in such works in the
U.S; even in Jgpan, it is difficult to secure a suffident
number of expetsin vehideinteior works  Therefore we
had to overcome consderail e difficulties to perform interior
assembly works, which required adjusments according to
body design accuracy.

Before garting this projet, | assumed that the dimate
of a southen US date was warm. Howeve, | wes
aurprised to find that there temperature changed
dramdicdly in the course of a day, espeddly in winter.
When the temperature thregtened to drop sharply in the
daytime, locd workers sopped work abruptly and went
home as fagt as they could. Asked about the reason for
ther early leave, workers replied that they had to rush home
for fear that roads would become frozen and unnegatiable
for ther cars

Our jaint efforts to overcome hardships eventudly made
the project a great success that atracted atention from dl
over theU.S,

As a groundbresking project, it has contributed to securing
our company an important podtion in the LRV market of the
country, with a succession of LRT projects being promaoted
there

Currently, a tatd of 115 vehide units are serving
commuters and tourigs in Ddlas  We ae now
manufacturing the same number of low-floor T vehides, to
be inserted between two boxes condituting a cab unit.

Hong Kong Project for KCRC
i

Kinki Sharyo ddivered 40 passnger vehides to Hong
Kong in 1974. In 1997, as a mgor project marking the
regun of Hong Kong to Ching, we ddivered 12
double-decker passenger trains adapted to a speed of 160
kilometers per haur, for the line linking Hong Kong directly
with mainland China  Since the train formation was
changed after the ddivery of these vehides it became
necessary to recongruct haf of lower-deck compartmentsto
freight rooms For that purpose more than 10 workers
from Kinki Sharyo and its cooperating company went to
Hong Kong to atend to the work. It was a the heght of
summer, and the compartments with fixed windows and
without air conditioners were ashot asin ageam beth.  In
that oppressve heet, everyone’s working dothes became so
wet that wringing them would have caused a downpour of
Swedt.

Subssquently, we ddivered atatd of 252 vehidesfrom
2001, induding ones for anew line We wereinvaved in
this project from the stage of the production of a mock-up.
Dueto a design change it became necessary to recondruct
the mock-up onthe ste. We managed to perform thisrush
work thanks to the cooperation of locd workes
Eventualy, the mock-up wasexhibited at arailway
exposition named Expo Rall.



We completed the project amoothly by ddivering dl
ordered vehides  Maintenance and some additiona works
after ddivery were dso performed with the cooperation of
locd workers.  Enginears hired in Hong Kong were
indudrious, and worked hard to mediate between Kinki
Sharyo’s team and the authorities, as wel as to ded with
complaints.

Later, some people who worked with usin Hong Kong
cameto Jgpan to seeus.  That was the moment when | felt
that they were our red co-workers with whom we had
transcended differences in naiondity to accomplish one
good work.

Currently, we are manufacturing 34 additiona vehides
for anextensonline  Asin the previous project for the Ma
On San Ral , the current projedt invaves the on-site
assembly of some vehidesfor the purpose of cost reduction.
Also, the attachment of outer plate sheets has been newly
induded in the scope of on-site assambly, in addition to the
inddlation of skirts, lower pratective covers for Sde diding
doors and various dgns.  These works have been
perforomed under Kinki Sharyo’s technicd guidance.  This
kind of prattice is referred to as PA (from “Patid”), to
diginguish it from FA (i.e the Ameican-gyle find
assembly).

Prgjetts in Hong Kong have come to invdve the
full-scde manufacture of partsin China.  This shift of our
production base has contributed to cogt reduction nat only in
export projects, but dso in the procurement of vehide parts
for domedicuse

As has been desaribed above Kinki Sharyo’s
experience has grown with the number of overseas projects
awarded to it. Our company has thus devdoped a very
international  character, with a condderade number of
firg-line workers having made some overseas busnesstrips
These experiences mean a great asset that will drive the
future deve opment of Kinki Sharyo.

Findly, one cannat discuss the character of a peoplein
definitive terms, asthere are individud differences. Sill, a
catain worker made an interesting remark to methat whileit
was dl right with him to come to work early, he wanted to
go home as early as possible after work to atend to family
affars | fed tha thiskind of remark pointsto differences
between Japan and the other countries regarding preva ent
worker sentiments

At dl times— and on this very day when | am writing
this chapter, some members of our company are working in
some digant corners of the world, with such lessons as
“When in Rome, do as Romans do” endined in their
suitcase



