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Why Spinning Mill Hiring Has Become Difficult “WE WORK 365 DAYS

The labour market has shifted — old methods no longer work

More Options for Workers

Garment finishing, logistics, e-commerce warehousing & gig platforms now compete directly for the same labour pool that once came naturally to
ring frame and blow room jobs.

Changing Worker Expectations

Younger workers (aged 18—-30) want dust-free environments, digital attendance, faster promotion paths from Helper - Operator, and basic
smartphone-friendly communication from supervisors.

Old Mill Culture Still Persists

Shouting on the ring frame floor, irregular wage disbursement, zero onboarding, and no defined career path have created a severe loyalty deficit —
word spreads fast in worker communities.
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The Real Problem Is Not Labour Shortage %

India has enough workers — mills have a process & culture deficit

India has 450M+ working-age adults. Spinning mills face a shortage of reliable, trained, loyal operators — not people.

X X X

No Screening No Onboarding No Training Path No Retention Plan
Hiring anyone with no skill test on New.Jomer-s dumped on floor — zero No structured upgrade: Helper - Pay unclear, career undefined —
. orientation, no buddy, no safety Operator - Sr. Operator. Workers L
ring frame or blow room tasks o workers walk out within 30 days
briefing see no future.

Result: Constant hiring cycles - production stoppages - quality failures - rising cost per kg yarn
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The Mindset Shift Every Mill Owner Must Make %

Your machines don't create quality. Your people do.

Respect Loyalty Productivity Profit
Treat floor workers as skilled textile Workers commit long-term to mills Lower end breaks, better yarn Stable workforce = lower cost per kg
professionals, not daily-wage labour that commit to them first quality, fewer rejects per spindle yarn, better delivery performance

TEAM365 field data: Mills with structured HR programs report 35—-40% lower attrition & 12—18% better ring frame efficiency.
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Define the Right Worker Profile — Before You Search %

Match the person to the machine. Mismatch = 30-day exit.

Department “ Key Skills Physical Fit Experience

Blow Room Bale Plucker / Lap Former Fibre handling, dust tolerance, machine cleaning Stamina, hearing protection compliance 0-2yrs
Attendant

Carding Card Tender / Sliver Can Operator Sliver quality awareness, basic machine setting Attention to detail, defect detection 1-3yrs

Draw Frame Draw Frame Operator Sliver doubling, unevenness control Precision, focus on count consistency 1-2 yrs

Speed Frame Simplex Operator Roving twist, package build, creel handling Dexterity, attention span 1-3yrs

Ring Frame Spinner / Doffing Operator Yarn piecing <15 sec, TPl awareness, bobbin Fine motor skills, speed, endurance 1-4 yrs
handling

Winding/Cone Winding Machine Operator Package quality, electronic clearing, splicing, Quality eye, machine alertness 1-3yrs
cone build

Maintenance Fitter / Electrician Preventive maintenance, breakdown response, Technical aptitude, SOP discipline 2-5yrs

machine alignment

Quality Quality Inspector CSP, U%, thin/thick defect assessment, lab testing Analytical, lab skills 1-3yrs
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Best Hiring Sources for Spinning Mill Workers in India

HR PLAYBOOK

Build a reliable pipeline — not a revolving door

TEAM365

WE WORK 365

ITI / Polytechnic Tie-Ups

Partner with local ITls offering Textile Technology, Fitter & Electrician.
Provide stipends during training and secure first-right-of-hire from
graduating batches. Target ITls near Coimbatore, Erode, Nagpur, Bhilwara.

Worker Referral Network

Existing operators refer trusted workers from their home districts (Bihar,
UP, Odisha, MP). Referral workers integrate faster, stay longer, and cost 40—
60% less to hire. Formalise with a written referral bonus policy.

Quarterly Mill-Gate Hiring Camps

Announce via local WhatsApp groups, union notice boards, and panchayat
boards. Conduct live skill test on the day (yarn piecing, doffing speed). Filter
and offer on spot. Repeat every quarter.

Skill India / PMKVY Centres

PMKVY-trained ring frame spinners and card room operators are
deployment-ready. Connect with your District Skill Mission office. NTTF and
ATDC centres in textile clusters run short-duration spinning courses.

Textile Cluster Associations

Coimbatore, Erode, Surat, Bhiwandi, Ludhiana & Ichalkaranji associations
maintain active worker registries. During seasonal mill downturns, skilled
workers actively seek placement through these networks.

National Apprenticeship Scheme (NAS)

Register at apprenticeshipindia.org. Train apprentices on live ring frames
and card lines for 6=12 months. Convert high performers to permanent
payroll. Government partly funds stipends — reduces hiring cost
significantly.
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Build a Mill Worker Referral System “WE WORK 365 DAYS

Your best workers know your next best workers

Announce Vacancy Worker Refers Joins & Performs Bonus Paid
Post on worker WhatsApp groups, Distribute simple referral slips. New operator must clear a 30-day Rs. 500-2,000 paid to referring worker
union notice boards & with section Referring worker submits candidate's supervised trial on the assigned after 60 or 90 days of confirmed
supervisors. Specify role, section, and name, relationship & prior section. Supervisor rates speed, retention. Announce the payment
shift clearly. experience. No complex forms. quality awareness & attitude. publicly — drives more referrals.

Referral hiring cuts cost-per-hire by 40-60%, reduces onboarding friction & improves 90-day retention significantly.
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Screening Checklist — Before Every Hire “WE WORK 365 DAYS

One wrong hire costs 3x more than a delayed hire. Never skip.

H B

Verify Aadhaar card, photo ID and residential address — cross-check with Check previous mill / textile work experience — note machines operated
current address and yarn counts handled

Ask reasons for leaving last spinning or weaving unit — probe gently but V4 Assess travel time and distance from mill gate — workers >15 km away
note red flags show higher absenteeism

Live skill test on the machine — yarn piecing speed, doffing, or blow V4 Observe punctuality, communication and attitude during mill-gate

room cleaning (see Slide 10) interview

Medical fitness check — respiratory health clearance mandatory for V4 Reference call to previous section supervisor or mill HR — do not rely on

blow room & card room roles written references alone

Never skip screening due to an urgent vacancy. Rushing one wrong hire creates 4—6 weeks of rehiring, retraining, and lost production.

TEAM365 | India's Leading Spinning Mill Project Consultants | www.team365.in




TEAM365 HR PLAYBOOK

TEAM365

Practical Skill Test Beats Paper Interview “WE WORK 365 DAYS

Many mill workers cannot explain — but they CAN perform. Test on the machine.

Piecing Speed m Yarn Quality

Target: < 15 seconds per yarn break Target: CSP awareness, U%, thin/thick defects

Time with stopwatch. Best predictor of ring frame productivity. Show 3 yarn samples — can they identify the defective one?

Safety Awareness Machine Following

Target: Follows 3-step supervisor instruction

PPE must be donned without prompting — zero tolerance. Give a 3-step cleaning or setting instruction. Can they follow sequence?
Doffing Efficiency m Learning Attitude
Target: Clean doff without breaking adjacent ends Target: Adapts to new machine model or yarn count
Observed doff cycle time and adjacent spindle disturbance count. Ask: 'Have you ever worked with a different ring frame brand?' Watch the response.
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Create a Strong Joining Process — Day 1 Sets the Culture wework3e5DAYS

The first day experience defines how long a worker stays

-

Welcome at Gate

Assign a dedicated person to receive
the new joiner. Introduce to section
supervisor, safety officer & buddy
operator. Do not leave them standing
at the gate.

Explain All Rules

Sit down and explain: shift timings,

wage structure, OT rate, attendance

bonus, leave policy, advance policy,
safety SOPs. Give a one-page
summary card to take home.

Issue the Mill Kit

Uniform, ID card, safety shoes, ear
muffs, department tools — all ready
on Day 1. A prepared kit signals: 'We

expected you. You belong here.'
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Machine Orientation

Hands-on tour of the assigned section
— ring frame alley, blow room, or
card room. Explain machines, daily

targets, quality standards, and who to

ask for help.
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First 7 Days Decide Retention

Most early exits happen because workers feel confused or invisible on the floor

TEAM365
WE WORK 365 DAYS

Section supervisor must do a daily 5-minute check-in with every new joiner during the first week — non-negotiable.

Assign a Buddy Operator

An experienced spinner or card tender who guides the new worker on
section practices, machine quirks, canteen timings, and who to avoid.
Recognise buddy workers formally with a small allowance.

Appreciate Good Work Publicly

A public mention by the section supervisor in front of the team is 10x
more effective than a bonus for new joiners. Do it in the daily shift
briefing — costs nothing.

Give Small Achievable Tasks First

Start with simple doffing or bobbin handling — not full machine
operation. Build confidence in stages. A worker who succeeds in Week
1 stays for months.

Correct Errors Privately — Always

On the ring frame floor, correct mistakes one-on-one — never shout in
front of peers. Culture and dignity standards are set in Week 1 and are
very hard to change later.
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Pay Structure Must Be Clear, Fair & Compliant

Workers leave when salary is confusing. No surprises builds trust.

Wage Clarity

Incentive Structure

Basic wage: As per state Textile Labour Act
minimum wage — displayed at mill gate

OT rate: 2x normal daily wage — mandatory
under Factories Act, no exceptions

Attendance bonus: Rs. 300-800 for zero-
absence month — top motivator in seasonal-
labour zones

Productivity incentive: Per kg yarn output
above daily target on ring frame / winding

PF:12% employer + 12% employee on basic
wages — mandatory for mills with 20+ workers

ESIC: For all workers earning < Rs.
21,000/month where mill employs 10+ workers

section
v Deduction breakup on every payslip: PF, ESIC, Zero-defect shift bonus: For card room and ring Advance policy: Max 1 month basic wage,
advance recovery — itemised, no surprises frame sections with clean quality runs repaid in 3—6 equal monthly deductions, zero

interest
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Statutory Compliance — Non-Negotiable in Every Indian Spinning Mill

Compliance is not just legal obligation — it is your strongest retention signal

Act / Regulation Key Requirement for Spinning Mills

Factories Act, 1948 Shift limits (9 hrs/day, 48 hrs/week), rest intervals, overtime caps, welfare officer for 500+ workers, créche for women workers

Payment of Wages Act Wages must be paid by 7th of the following month (mills with <1,000 workers). No unauthorised deductions. Full OT at 2x rate.

Provident Fund (EPF Act) 12% employer + 12% employee on basic wages. Mandatory for establishments with 20+ workers. UAN must be activated for every worker.
ESIC (ESI Act, 1948) Applicable where mill employs 10+ workers and employee wages < Rs. 21,000/month. Provides medical, sickness & maternity benefits.
Minimum Wages Act State-notified minimum wages for 'Textile Workers' category — display at mill gate. Wage revision occurs every 6—12 months in most states.
Payment of Bonus Act, 1965 Annual bonus: minimum 8.33% of wages. Applicable to workers earning < Rs. 21,000/month. Must be paid before Diwali/Puja festival.
Payment of Gratuity Act Workers completing 5 years of continuous service entitled to gratuity. Formula: 15 days' wages x years of service. Non-waivable.

Maternity Benefit Act, 2017 26 weeks paid maternity leave for women workers. Créche facility compulsory for establishments with 50+ workers.

LFWES
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Retention Is Not Only About Salary

Spinning mill workers stay where they feel valued, safe, and respected

WE WORK 365 DAYS

Dust-Free, Safe Floor

Proper HVAC, suction systems, PPE enforcement. A clean ring frame
floor is a retention tool. Workers talk to their families about where
they work.

Clean Canteen & Toilets

Basic dignity. A canteen with hygienic food and clean, functional toilets
communicates respect louder than any policy document.

Public Recognition

Best Operator boards, shift-end appreciation, monthly award
ceremonies. Recognition costs zero and produces 3x engagement.

Respectful Supervisors

No shouting. No public humiliation. Supervisors who correct privately
and praise publicly create teams that never want to leave.

Emergency Leave Support

A worker who gets compassionate leave approval during a family crisis
becomes a loyal worker for years. It costs one day's OT — it earns a
career.

Clear Promotion Path

Every worker must see their next 2-3 roles in the mill. No visible
growth = active job search. Show the ladder on the department notice
board.
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Supervisor Behaviour — The #1 Retention Factor

Workers don't leave spinning mills. They leave bad section supervisors.

EEEBRR

v/ GREAT SUPERVISORS DO THIS

Correct errors privately — one-on-one, away from the ring frame alley

Listen to machine complaints: noise, vibration, dust, faulty spindles — and
follow up

Appreciate daily achievers verbally at shift-end — builds loyalty without cost

Communicate targets, shift expectations and quality goals clearly every day

Recommend high performers for skill upgrades and promotions proactively

TEAM365
WE WORK 365 DAYS

X WHAT DESTROYS RETENTION

Shout at a spinner in front of peers — one incident drives away 3-5 workers,
not just one

Dismiss safety concerns as excuses — Factory Act compliance is mandatory,
not optional

Show favouritism in OT allocation, shift assignments or leave approvals

Ignore a worker reporting a personal difficulty or family crisis

Take credit for section performance without acknowledging the team

Supervisor training is a business investment — not an HR cost. A trained supervisor retains 8—12 workers. An untrained one costs you 15-20 replacements per year.
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Skill-Based Growth Ladder — Show Them the Future “WE WORK 365 DAYS

Workers stay when they can see the next rung. No visibility = no loyalty.

“ Helper Rs. 8,000-10,000 Bobbin carrying, floor sweeping, machine feeding assist, basic cleaning
n Junior Operator Rs. 10,000-13,000 Doffing, simple repairs, bobbin handling, machine-side assist
Operator Full ring frame spinning, card tending, winding, cone build
n Senior Operator Rs. 17,000-21,000 Quality checks, count change, machine setting assist, training juniors
Line / Section Leader Team of 8-12, shift output targets, quality reporting to supervisor
n Section Supervisor Rs. 28,000-42,000+ Full section ownership, shift discipline, OT management, GM reporting

Link skill grades to monthly assessments: machine speed + quality scores + safety compliance. Merit-based promotion builds aspiration — tenure-only promotion breeds complacency.
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Incentives That Work in Indian Spinning Mills

Small, consistent rewards create lasting motivation. Recognition costs less than rehiring.

TEAM365

WE WORK 365

Full Attendance Bonus

Rs. 300—-800 for zero-absence month. Biggest motivator in seasonal-labour regions (Bihar,
UP, MP). Post eligibility list at section entrance.

Best Operator of the Month

Certificate + Rs. 500 cash + name on department notice board + photograph on WhatsApp
group. Public recognition multiplies the impact.

Section Team Award

Ring frame alley / blow room team with best efficiency and zero quality rejection gets
group reward — shared meal or team outing. Builds unity.

Festival Gifts

Diwali, Eid, Pongal, Holi — Rs. 200-500 gift for all workers. A small gesture during India's
biggest festivals creates year-long goodwill.

Productivity Bonus

Per kg output above daily ring frame / winding target. Section-wise tracking via production
register. Pay weekly or monthly — not annually.

Safety Champion Award

Zero accidents + PPE compliance for 3 consecutive months. Special recognition certificate +
gift. Reinforce what you want to see more of.

Long Service Awards

3-year: Certificate + Rs. 2,000 + letter. 5-year: Certificate + Rs. 5,000 + extra leave. 10-year:
Premium gift + plaque + family event at mill.

Children Scholarship

Annual scholarship of Rs. 1,000-5,000 for workers' school-going children. The mill that
invests in a worker's child earns permanent loyalty.
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Reduce Absenteeism with Smart Systems %

Unplanned absenteeism is the #1 productivity killer in spinning mills

Track attendance daily with biometric system — section-wise dashboard shared with GM and production manager every morning by 7

1 (o)
<3%
2 Identify repeat offenders — understand root cause (health, transport, domestic difficulty) before any disciplinary action. Counsel first. . )
Target Absenteeism Rate per Shift
Maintain a departmental leave calendar — coordinate planned leaves to avoid sudden OT burden on remaining workers
4 Build a cross-trained backup pool — train at least 2 workers per section on adjacent machine skills for immediate cover deployment
5 HR + Section Head joint counselling meeting before any formal disciplinary action. Document all counselling sessions in worker file.
6 Review absenteeism weekly in production meeting — link consistent absenteeism to incentive payout eligibility after 3 warnings

Investigate transport issues — many mills in Coimbatore, Erode & Nagpur run subsidised bus pick-ups from worker colonies. Cost is
recovered in productivity.
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Build Emotional Connect with Your Mill Workers TEAM365

WE WORK 365 DAYS
A worker whose family respects the company stays longer — and brings more workers like them

alhula

E Celebrate Indian Milestones v Support in Difficult Times

. . I . A ) Medical fund (int t-free), children's scholarshi t, ad
Birthdays, marriages, child births, and festivals — Diwali, Eid, Pongal, Holi, Onam, edica emerg.ency un. (m eres r.ee) chiidrens s.c olarsnip s.uppc.)r. advance on

. K . R . - salary for hospital admission. The mill that stands with workers in crisis earns the
Navratri. A Rs. 200 gift on the right occasion creates lifelong emotional loyalty. deepest loyalty

T Long Service Felicitation

Annual family event at the mill — workers bring spouse and children to see where Felicitate 3, 5 and 10-year workers in a formal ceremony. Invite their families. A
they work. Arrange tea, snacks, a mill tour and a small gift for children. Most powerful garland, a shawl, and a personal letter from the mill owner creates a memory that is
culture-builder available.

shared for years.
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Training & Development — Build People Before Expecting Performance

Train people well enough so they could leave. Treat them well enough so they don't want to.

Step 1: Skill-Gap Assessment

Before training, assess. Know where each worker stands on machine speed, quality
awareness & safety compliance. Test monthly.

Step 2: Structured OJT Path

Helper - Jr. Operator - Operator via supervised On-the-Job Training. Each level has
defined competency checkpoints and timelines.

Step 3: Mentor-Mentee Pairing

Every senior operator is assigned a junior to develop. Mentors receive a monthly
allowance. Both sides build loyalty through this bond.

Step 4: Celebrate Learning

Recognise workers who complete training milestones on the department notice board.
Learning culture requires celebration to sustain itself.

TEAM365 | India's Leading Spinning Mill Project Consultants | www.team365.in

Monthly

Quarterly

Bi-Annual

SPINNING MILL
TRAINING CALENDAR

5-min shift huddle on quality & safety SOP

Machine skill assessment — speed & quality

OJT milestone review + grade progression

Cross-training on adjacent section machines

Full skills audit + promotion recommendations
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Spinning Mill HR Retention Dashboard “WE WORK 365 DAYS

Track monthly — section-wise and mill-wide. What gets measured gets managed.

Action if Off-Target

Hiring Cost / Worker If > Rs. 4,000 — activate referral bonus campaign

30-Day Attrition Rate If >12% — exit interviews + supervisor review mandatory

Absenteeism Rate / Shift

If >5% — HR counselling + backup pool deployment

Productivity / Spindle Shift target Track shift-wise — flag any section below 85% of target

Accident Rate Zero Target Any incident triggers safety audit + PPE enforcement review

Skill Upgrade Rate > 15% / year If < 10% — reset training calendar and OJT pairing

Supervisor-wise Attrition Any supervisor > 15% — mandatory coaching and HR review

Referral Hire % Target > 30% If <20% — run referral bonus campaign for next quarter

Review this dashboard in your weekly production meeting — not a separate HR meeting. 15 minutes of data

TEAM365 | India's Leading Spinning Mill Project Consultants | www.team365.in
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The Real Cost of Attrition — Every Mill Owner Must Know This

Attrition is not a HR problem. It is a financial drain on every spindle.

Cost of Replacing ONE Ring Frame Operator

Cost Component Estimated Cost (per worker)

Lost productivity during vacancy (avg. 15 days) Rs. 4,500-6,000
Hiring camp / referral / agent cost Rs. 1,500-3,000
Onboarding and induction time cost Rs. 800-1,200

Training period — reduced output (30 days) Rs. 3,500-5,000
Supervisor time spent on new joiner Rs. 1,000-1,500

Quality losses during learning curve Rs. 2,000-4,000

TOTAL REPLACEMENT COST PER WORKER Rs. 13,300-20,700

TEAM365

At Scale — What Attrition Really Costs

25,000 Spindle Mill
20% Annual Attrition
=30 workers replaced

50,000 Spindle Mill
25% Annual Attrition
=75 workers replaced

10% Attrition Reduction
through HR investment:
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Rs. 4—6 Lakhs
per year

Rs. 10-15 Lakhs
per year

Saves Rs. 2—8 Lakhs
ELLTIELY
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India’s Spinning Labour Map — Where to Hire & Why  wEworksespavs

Know your worker geography — hire from the right source clusters

ﬂ Tamil Nadu

ﬂ Maharashtra

Coimbatore, Erode, Tirupur Nagpur, Ichalkaranji, Solapur
India's spinning heartland. Highly skilled ring frame operators & card room workers. ITls Strong weaving and spinning tradition. Ichalkaranji powerlooms create adjacent skill base.
produce 8,000+ textile graduates annually. Best source for compact & combed yarn skills. Nagpur mills source from Vidarbha rural labour — reliable and loyal when treated well.

Gujarat m MP & Rajasthan

Bhopal, Indore, Bhilwara

MMF spinning capital. Surat has large pool of synthetic yarn operators. Migrant workers from Bhilwara is India's synthetic fabric hub. Growing pool of trained ring frame and draw frame
UP/Bihar form the primary labour base for ring frame and winding sections. operators. Lower attrition rates than coastal clusters — workers prefer proximity to home.
Punjab & Haryana m Migrant Catchment
Ludhiana, Panipat Bihar, UP, Odisha, Jharkhand

The primary source of ring frame helpers and junior operators across all spinning clusters.
Highly mobile, hard-working, and respond very well to structured growth paths and timely
wages.

Panipat: shoddy yarn & recycled fibre. Ludhiana: hosiery yarn. Workers skilled in open-end
rotor spinning and cone winding. Growing pool of ITI-trained electricians and fitters.
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10 Pillars of Retention — The Complete Framework

Implement in sequence. The first 5 are foundation. The last 5 build lifetime loyalty.

TEAM365

WE WORK 365 DAYS

Clarity

Vision, roles, targets & systems — eliminate confusion on every shift

Career Growth

Show every worker their next 3 roles on the mill floor — no visibility = no loyalty

Flexibility

Trust-based shift management — measure output, not hours stood

Emergency Support

Interest-free emergency fund — stand with workers in their worst moments

Open Door Policy

Monthly 1-on-1s — listen to understand, not to reply. Heard workers stay.

Connection

Understand workers' personal goals — connection before compensation

Celebration

Recognise small wins publicly. What gets recognised, gets repeated

Loyalty Awards

1, 3,5, 10-year milestones — make tenure visible and honoured

Training

Skill-gap analysis - OJT - mentor pairing - milestone recognition

Organisational Culture

Culture is what supervisors do daily under pressure. It cannot be copied.
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Open Door Policy — Listen to Understand, Not to Defend I%Mgg%

Employees don't leave because of problems. They leave when they feel unheard.

"The biggest communication problem is that we do not listen to understand — we listen to reply."

Monthly 1-on-1 Sessions

Non-negotiable — 15 minutes, one-on-one, away from the ring frame
floor. Every supervisor, every section worker, every month.

Act on What You Hear

Workers stop speaking up when nothing changes. Acknowledge,
commit to an action, and follow up within 7 days — even if you say no
with a reason.

Ask the Right Questions

'What do you need to do your best work?' / 'What is frustrating you
most?' / 'How can | support you better this month?'

Anonymous Feedback Box

Place a physical suggestion/complaint box at the canteen. Read
submissions weekly with Section Head. Respond on the notice board.
Transparency builds trust.
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You cannot build a scalable spinning mill
with an unstable workforce.

Want Quality Yarn?

- Hire right. Onboard properly. Train continuously.

Want Ring Frame Efficiency?

- Build clear systems, measurable targets, fair pay.

Want Worker Loyalty?

- Build respect, recognition, and a growth culture.

Your ring frame operators, card tenders, blow room workers, and winding operators are the backbone of your mill.
Treat them well — and they will build your mill with you.
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