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Alcomet - Automotive

LEAN.BG

ADDING VALUE

Team

Annual ceremony - January 2026, Pravets

Total area: 370 000 m2

Total number of employees: 1322 Scope of activities:

llz Core Business:

Casting (billets, slabs, coil casting)

Rolling (cold-rolled sheets, strips, foils)

Extrusion (standard and custom aluminium profiles)
Mechanical processing of automotive parts and components

Customers:
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Alcomet Automotive

5S Kaizen projects Voting score
Quarters Quarterly
2025 results
2025
Q1 9% 38% 45% 84% f;e;”m 182 96 08 98% 4.5 69.2%
AM
Q2 25% 90% 75% 100% | “eTerHeH 0 8% 8% 100% 2.0 67%
me Ha nnaH
(%)
AM
Q3 25% 90% 75% 100% | “emerHeH 8 24% 24% 100% 2.07 69%
me Ha nnaH
(%)
AM
NM3Nb/AHEH 100%
Q4 25% 90% 75% 100% | veHannaH 24 64 64 % --- - ---
(%)

Colorindicator: & above 90% | £ 80-90% | @ below 80%

Note: Final quarterly results are calculated as a weighted average of 5S, Kaizen and Voting scores.
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Q1 Kaizen Project — Problem, Scope and Targets AN B

ADDING VALUE

& Problem sl Project Scope

Defining the problem: Define the scope of the problem :

Improvement of the process for supplying the Automotive
Workshop with the necessary profiles by optimizing planning
and communication between departments, preparing a VSM
for visual tracking of the process, and optimizing the delivery
of profiles from the Extrusion shop.

The inefficient process of supplying the Automotive
Workshop, including the provisioning of all machines with
the required profiles which leads to difficulties in effective
and timely production, results in operational delays,
increased costs, and potential production losses, as well
as customer dissatisfaction.

@ Target and result

Measurement . .
: Baseline Result Savings
unit
Used Pallet in production pcs 182 96 98
5S % 9 45 35

22 000€

Loss of production area VE 2365 124.8 127,4

Period January 2025 February 2025 Mart 2025
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Before

Current Value Stream Map -SP56-07.02.2025

PRODUCTION CONTROL -ERP

Weekly schedule Yearly call-off with
+/- 20%flex
lonthly Order

e oot

Daily

Plastic Part Rework +Zone 6 Packaging
Cutting Machining . Passivation Manvel Camera P
. . Marking Assembly/ 5 ( Manvel) For Shipping
Ch Karaba: " Deburring + Control it
Py ) Profilma 620 iron * y Packaging Sebur wgo% I‘l shipping
3 shift ____’ 3 Shift oo 3 shift 3 shift 3 shift e 3 shift 3 shift ____} 3 shift ____’ 3 shift
5 Days 5 Days 5 Days === s5Days - 5Days 5Days == 5Days 5Days 5 Days
Sl el (®) (®) O ! Ol 1cod ® ©O (©)

16T 1100 pc 2310 pc 600 pc 0pc 432 pc 200 pc 4466 pc 5148 pc
29 000 pcs

Metrics Metrics Metrics Metrics Metrics Metrics Metrics Metrics
C/T=10 sec C/T=85 sec C/T=10 sec C/T=12 sec C/T=2 sec C/T=59 sec C/T=48 sec C/T=18 sec
C/Q=0 C/Q=0 C/Q=0 C/Q=0 C/Q=0 C/Q=0 C/Q=0 C/Q=0
SR= SR= SR= SR= SR= RwR= RwR= SR=
OEE =90 % OEE =95 % OEE =85 % OEE =75% OEE =90 % OEE =% OEE=% OEE=90%
18 days 8 days 0.5 davs 2h 25h 3h 1 days 3 days

| I 10 sec 85 sec 10 sec 12 sec 2 sec 59 sec 48 sec 18 sec

Daily average demand = 1391pcs

working time 75600 sec/day
Takt time ( sec) =54.35

Before

Total Lead Time =29.5 days

Total Process Time( VAT) =235 Sec

Planned Value Stream Map -SP56-07.02.2025

PRODUCTION

schedule
Monthly Order Scnecos
Yearly call-off
Weekly with +/-
scheduie \

Daily average demand = 1391pcs
Py working fime 75600 sec/day
Takt time (sec) =54.35

Batancing

" Rework +Zone é i
Cutting - - Plastic Part - ok 2o Packaging
Profilma ! Assembly/ CLul-Le) Db ( Manuel) For Shipping
ool 620+Marking Ehiremn Kobey Packaging Coniol et TN shipping
3 shift 3 shift “Fros 3 shift —FFos  3shift “HFO»> 3 shift - 3 shift ... 3shift weed 3SHift
5 Days 5 Days —HFO> | 5 bays —HAO> ooy SHEO2 | - o " 5Days '} =P 5Days
(@) l®) l®) o Yo Yo o Yo =
Elg O ® I ol ® © oXo%e 00 |
o1 8 J V ced
11000 pes -3 - %
Metrics Metrics Metrics | Metrics Metrics Metrics Metrics
C/T=16 sec C/T=85 sec C/T=12 C/T=2 sec C/T=48 sec C/T=59 sec C/T=18 sec
C/Q=0 C/Q=0 C/Q=0 C/Q=0 C/Q=0 C/Q=0 C/Q=0
SR= SR= SR= \ SR= RwR= RwR= SR=
OEE =90 % OEE =95 % OEE =75 % OEE =90 % OEE =% OEE = % OEE = 90 %

3 davs 6.5 days 0.5 days 8h 3h 3h Total Lead Time =17.5 days
16 sec 85 sec 12 sec 2 sec | T I [T e Total Process Time( VAT) =240 Sec
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Q2 Kaizen Project — Problem, Scope and Targets

LEAN.BG

ADDING VALUE

£ Problem

sl Project Scope

Defining the problem:

In a period of expansion and
equipment, the lack of a stable maintenance culture is
becoming increasingly apparent. Although the CNC Heller
3 is a new machine, there are signs of premature wear and
tear and accumulation of dirt. This indicates a lack of
systematic maintenance and control.

investment in new

Define the scope of the problem :

Increasing operator engagement through TPM (Total
Productive Maintenance) Implementing in CNC Heller 3
Autonomous Maintenance will:

Slow down machine amortization.

Reduce future spare parts and repair costs Increase
equipment useful life

Free up maintenance department time and resources

@ Target and result

Measurement

Baseline

Result

Savings

Autonomous Maintenance (AM)

%

unit

5S

%

25

75

90

Period
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April 2025

slide 6

May 2025

June 2025

8 000 €




Q2 Kaizen Project — Before & After

LEAN.BG
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Before
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Q2 Kaizen Project — Before & After
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Before
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Q3 Kaizen Project — Problem, Scope and Targets aal

LEAN.BG
& Problem sl Project Scope
Defining the problem: Define the scope of the problem :
After the successful implementation of autonomous Implementing Autonomous Maintenance for CNC Heller 1 &

2 will:

Extend the service life of the machines Increase operator
engagement through a clear structure of responsibilities
Slow down machine amortization

Reduce future costs for spare parts and repairs

Free up time and resources from maintenance department

maintenance for CNC Heller 3, the project is being
expanded to Heller 1 and 2 with the aim of standardization
and sustainable implementation.

@ Target and result

Measurement . .
: Baseline Result Savings
unit
Autonomous Maintenance (AM) % 8 24 24
5S % 25 75 90

15 000 €

Period July 2025 August 2025 September 2025
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Q3 Kaizen Project — Before & After
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Before After
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Q3 Kaizen Project — Before & After

LEAN.BG
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Before
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Q3 Kaizen Project — Before & After

After Complete all Heller zones

LEAN.BG
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Q4 Kaizen Project — Problem, Scope and Targets
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£ Problem

sl Project Scope

Defining the problem:

During the machining of aluminum components on CNC Chiron, a significant
volume of lightweight aluminum chips is generated. Due to their low density,
these chips spread across the working area, frequently accumulating in
critical zones such as guides, sensors, tooling interfaces, and robotic handling
points. This results in rapid contamination and increases the risk of premature
wear, unplanned stops, and quality deviations.

The machine operates with high autonomy through robotic loading, requiring
minimal operator intervention. However, the absence of defined standards for
cleaning frequency, ownership, tools, and duration has led to inconsistent
execution of basic care tasks. Currently, there are no clear rules.

Define the scope of the problem :

This initiative directly supports Alcomet’s strategic focus on maximizing asset
efficiency and strengthening operator ownership within the TPM framework.
Implementing Autonomous Maintenance on CNC Chiron’s will reduce
accelerated wear, extend equipment lifetime, and optimize maintenance
resources, contributing to sustainable production performance.

Protecting assets today to safeguard productivity tomorrow.

@ Target and result

Measurement : :
: Baseline Result Savings
unit
Autonomous Maintenance % 24 64 64
5S % 25 85 87 13 OOO €

Period
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Q4 Kaizen Project — Before & After

LEAN.BG
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Lessons Learned
LEAN.BG

ADDING VALUE

¢ What we have learned from our kaizen projects

1. Standards create freedom.

Clear work standards and visual management allow people to focus on solving problems, not
surviving the day.

2. Gemba is the strongest communication channel.

Decisions taken close to the process are faster, more accurate, and respected. Leadership lives on
the shop floor, not in offices.

3. Culture beats tools.

5S, TPM, SMED — these are structures. The real enabler is mindset, consistency and respect.

4. If improvement stops, problems start.

Every day without Kaizen brings the process one day closer to failure. Progress is a habit, not a
project.

» Clean machine = clear mind = stable quality.
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~ Summary of the main results and benefits of the year.

LEAN.BG

« 5S scores improved by +80%

* Reduced Breakdowns by 50%

» Saved 58 000 € in total efficiency gains
« Maintenance cost less

* Less spare parts in stock

* Less breakdowns on machines

» Higher motivation and engagement
* Improved workplace organization
 Clear workplace
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Example of a Skill Certification & Meister Qualification Board from Yamazaki Mazak.
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# Our long-term vision and commitment

LEAN.BG

ALCOMET AM (ABTOHOMHa noaapbXKKa) NnaH 3a BHegpsisaHe B AnkomeT ALl 2025 (ctbnku Ha AM ot 1 go 3)
E d autonom
Xpan a u Ono OUS BbTpewHo Texywy |Mpeternen SAnyapu Mapt Mai onu CenTemspyn Hoemepu
Ne HaumeHoBaHue Ha MawmHa Mogen c¢upmen | Texect
. craryc | craryc v w[w[w]w|w[ulw[w|w[wwlw|wlw[w[w[w[wTww]wlw]w[w[w|w[wwTwlw|w[w]w]wlw[w]w]w[w[w]w|w]wlw]w]w]w ww | w |wwlwlw|w
malntenance to all HOMep 1234567891011121314151617181920212223242526272&‘293031323334353637 8| 39[40(41(42(43]| 44| 45)|46)47|48 2|3|4[5]6]7[8]9
1 |Heller 3 H2000 | 2021181 | 8% | 100% | 8,0%

machines

oStandardize 58 aUditS 2 |Heller 2 H2000 | 2021180 | 8% | 100% | 8,0%

acCross depar‘tments 3 |Heller 1 H2000 | 2021179 | 8% | 100% | 8,0%

* Reduce setup times | « [t ozisw | 2029143 | 0% | 100% | 100%

Continue Kaizen trainingl 5 |Chiron 2 DZ15W 2023144 10% | 100% | 10,0%

for all operators

6 |Chiron 3 DZ15W 2023145 10% 100% 10,0%
7 |Chiron 4 DZ15W 2023146 | 10% | 100% | 10,0%
" . Optima IX-
8 [Fiinsonic 480/100HD 2025009 5% 0% 0,0%
Multi-station
9 |Karabay Ultrasonic | 2021183 6% 0% 0,0%
machine
10 |Pressta SW600 SW600 2021178 5% 0% 0,0%
11 |Pressta 620 Profilma 620 | 2021177 | 10% 0% 0,0%
12 |Combine line Pressta Profilma 620 | 2025010 | 10% 0% 0,0%
0% 0,0%
MakcumarneH pesyntat 100% 64,0% | Tekyw pesyntat

17.12.2025
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Thank You

LEAN.BG

ADDING VALUE

We would like to thank our management, colleagues, and Lean Champions
community for their support and collaboration throughout the year.
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BOITHY EH I2n L7

THANKYOU FOR YOURATTENTION
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