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LFxx10 Production line layout optimization

Leader:  Georgi Georgiev

Deyan Yordanov; Tomislav Yordanov; Petar Doktorov ; Yana
Nestorova ; Dimitar Yalachkov ; Zheko Radulov ; Pancho
Zahariev ; Denis Gelkov

Team members:

Project coach: Stoian Neshevski

Champion: Pavel Larionov

Field of activity: Industry & Automotive

Location / Factory: LEM Bulgaria

Completion date: 26.09.2025
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= LEM Bulgaria growth initiatives for FY 2025-2026 includes the transfer || * Optimize the layout of LFxx10 and the bill of process , with the aim to

of 12 products , on 2 production lines , with planned SOP of December match the current production output and sales demand and decrease
2025. overall footprint.
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= We constantly aim to optimize the existing production layout as our l I - | ‘ ) = b t*ﬂ
brownfield capacity is limited. The LBG business extension plan is { | n
based on new production lines and product families. By reviewing the ' T
bill of process and utilization of each station we ensure that we keep the || |y | e | i

optimal for the current production load.
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2. Target setting

Trend analysis:
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LEM Bulgaria Floor 1 - Total lines coverage,

sqm
881
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FY24-25 FY25-26

[—Production area, sqm e Total sqm avaliable

Target:

Primary metric for the improvement is free
sqgqm.

Secondary metrics are walking time for sub-
assembly feeding and time to prepare WO in
RM WH.

CURRENT
_ UNIT BASELINE TARGET STATE

Free Square meter FL1 ~
Walking distance S/A meter 28.5 <15m 25
MO PICIEI L minutes ~ 300 <200 ~175
time ,daily
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Meeting participation
MName Role Deparment| 05.08.25 26.08.25 17.09.25 23.09.25 26.09.25

Deyan Yordanov Process Enginner IE X X X - -

Tomislav Yordanov| Process Enginner IE x X x x X 05.08.25 — Act|v|ty kick-off

Petar Doktorov M35 Manager M3 X X X X X . o .

Zreko Raduloy MS Engineer Vs - - - " . 26.08.25 — Event pre-requisites alignment
Dimitar Yalachkov |  MS Engineer MS X X X X X 17.09.25 — Detailed daily plan alignment
Pancho Zahariev MS Engineer M3 - - - X X .

Denis Gelkov M5 Technician M5 - - - X X 23.09.25 - Kaizen event start
Yana Nesterova |Production Manager | Production X X - X X 26.09.25 -— Kaizen event end
Georgi Georgiev PE Manager IE X X X X

Spas Spasov Shift Leader Production X X X X

Pavel Larionov Operations Director | Operations X - - X X
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LFxx10 Finish good zone is 94 sqm and the Winding area is
127 sgqm.

Total walking distance from WH (A) through Kanban (B) and
prod line (C) is 28.5 metres.
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Timeline

2
o

Projects steps 5.08 | 6.08 | 25.08 | 26.08 | 1.09 | 16.09 | 17.09 | 23.09 | 24.09 | 25.09 | 26.09 | 14.11

Line assesment

Project champion aligment

Draft state proposal

Support functions aligment

Validation requirements

Facility aligment

Production planning change

Detailed daily plan creation

O |0 INJOJUnn | BARWIN]|E

Event execution
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Kaizen follow-up and ClI
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Day
No Event plan 22.09 [ 23.09 | 24.09 | 25.09 | 26.09
1 |All equipment on wheels to be gathered in one place
2 Final tester move and connection (to keep intermediate
3 |Assembly stations move (can operate ASAP after move)
4  |AOI station move
5 [Potting machines relocation
6 |All racks to be emptied and cleaned
7 |Removal of equipment selected for for decomissioning
8 Internal Kanban of S/A move to new area
9 |Winding preparation move to new area
10 |Cyclone machines re-organization
11 |Energies and ventilation connections
12 |Validation
13 |Start of normal work
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@ Problem statement:
LEM Bulgaria is missing 95 sqm to execute the current growth initiative

5 Why analysis :
1.Why is LEM Bulgaria missing 95 sqm ?

- Because new equipment and workstations can "t be installed with the currently
available floor space
2. Why can 't the new equipment and workstations fit ?

- Because existing production lines ,buffers and Kanbans occupy more space than
required for current output
3. Why are existing areas consuming excessive space ?

- Because layouts were designed historically for different production volumes and
different WIP rules and overall sales volumes
4.Why hasn 't a space optimization been implemented earlier ?

- Event was done , matching previous growth ambitions.
5.Why the vent outcome wasn "t enough to cover new demands ?

L. Conclusion :

The current shortage isn 't a structural facility limitation but a layout and space-
utilization problem. The recommended solution is focused Kaizen event, aimed at
equipment review and line feeding optimization.
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After kaizen
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LEAN.EG 8. Target- result control

After kaizen

FG WH WO preparation, average minutes daily
Sep-Dec 2025

> [ 294 287 \ 4 \
Totaltime in WO Time per Average 300
WO count Month . . . Worked days . )
preparation,min WO, min daily,min 250
306 September 8806 28.78 30 294 200 174 168
301 October 8882 29.51 31 287 J | 150
220 November 4528 20.58 26 174 100
195 December 4197 21.56 25 168 50

Average daily,min

B September m October m November m December

oL e R
Free Square ~95 - Walking time reduction is equivalent
PR to 10.66 % FTE optimization
Walking distance . 28 5 <15m 25 - WO preparation time reduction is
S equivalent to 21.55 % FTE
RM WO . optimization
preparation time mmsute ~ 300 <200 ~175
,daily - Cumulative yearly saving of all
activities > 37 539 BGN
PERIOD 2024 SEP 2025 DEC 2025
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Planning levelling board ( Heijunka box)

Product classification A-B-C

Planning and levelling of A & B
Increase & Decrease in MOQ depending
on backlog, forecast, daily capacity
Introduction of Make-to-order for low
runners

Bi-Weekly review from Planning team

Raw material Kanban feeding
Based on levelled volume — 91 % of RM were
moved from Kitting to Kanban
Remaining 9 % - Make-to-order kitting for low
runners to avoid shelf blocking with dead stock
Set-up of 2 bin rule , with each bin covering 5
hours of production

Sub-Assembly Kanban optimization
Based on levelled volume internal Kanban
was reviewed
Low runners were allocated to Kanban rack
to free up space for high runners and to
visualize and limit stock
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Deployment plan

Status of deployment

No Implemeted action Is the de|?loyment If YES, where? Responsible Due date
possible?
1 Planning leveling board Yes Automotive cluster IE + Planning 15.02.25
2 S/A Kanban review Yes LFxx10 Winding IE + Planning Every month
3 Planning leveling board review Yes LFxx10 FG Planning Every 2 weeks
4 Kaizen optimization of layout Yes Floor 2 H-families IE +Planning + MS + Prod 20.02.25
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