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The company is in the process of dynamic development — with new
machines, equipment and team expansion. However, over time,
there is a deterioration in the maintenance of the equipment due to
the lack of a culture. Even new machines quickly depreciate. This
leads to the need to introduce autonomous maintenance in order to
improve the care of the equipment and build sustainable habits
among the operators.

There are no clear rules for cleaning, lubrication, tightening and
inspection, and the activities are not carried out systematically. This
leads to damage, downtime and difficulties in planning. We do not
have processed and easily accessible data on damage and replaced
parts. This negatively affects the efficiency of the equipment, the
motivation of the team and the safety of work.

To continue growing, winning new customers and increasing our
efficiency, we need reliable equipment and stable processes.
Solving the problem of lack of system support is key to reducing
downtime, increasing production security and improving overall
efficiency — the basis for sustainable development and better
customer service.

Category "A"™ machines

BbTpelwHo
Ne HaumeHoBaHMe Ha MalMHa Mogen dupmen | Texect
Homep
17 |2D orbBalla mawuvHa CFM 620 126 3%
18 (3D mawwuHa 3a orbBaHe Ha Ten AFM-3D8T 176 3%
19 | MpaxoBa nuHuA AAbo Ideal 231 15%
20 |BbHwHa npaxoBa NUHUA 141 1%
21 |Kantupawa mawmuHa SCM K560 10 4%
22 | MakTeTHWs uMpKynsp Holma HPP200 2 5%
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2. Target setting

Trend analysis:

The downtime of the machines due to emergency situations accumulates losses for the company. We do not have statistical data on how

long these machines were idle due to an accident.

Target:

5S
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Implementing an autonomous
maintenance plan
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Miglena Kopcheva — Executive Director
Stoyan Dilov — Production Director
Georgi Milenov- Production Unit Head
Hristo Manolov- Production Unit Head
Venelin Georgiev — Employee

Georgi Stankov—- Employee
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4. Current state analysis

SMC edging machine Powder coated Powder coated chamber
broken pipes of duster system Dlrty sensors Dirty lighting
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4. Current state analysis

SMC edging machine Homag — panel saw machine
Dirty electric cabinet Dirty tool cabinet
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Ne HanmeHoBaHue Ha MawmnHa Mogen dupmen | TexecT I::yu: I'Ir::e.;err::eH wlwlwlwlwToTwlwl wlwlwlw
HOMep Ty Ty 41142]|43|44]|45]|46]47]48]49]50]51|52

17 |2D orbBalwa mMaluMHa CFM 620 126 3% 0% 0,0%

18 (3D mawwuHa 3a orbBaHe Ha Tef AFM-3D8T 176 3% 0% 0,0%

19 | NpaxoBa NuHuA AAbo Ideal 231 15% 0% 0,0%

20 |BbHLWHa npaxoBa NUHUSA 141 1% 0% 0,0%

21 |KaHTupawa mawmHa SCM K560 10 4% 0% 0,0%

22 | MakTeTHWA UMPKYNsp Holma HPP200 2 5% 0% 0,0%
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5 - Why Analysis

Problem: Machines often break down, leading to backorders and low efficiency.

Why do machines break down often?
— Because reqular maintenance is not performed (cleaning, lubrication, inspections, etc.).

Why is regular maintenance not performed?
— Because there are no clear rules and standards for these activities.

Why are there no clear rules and standards?
— Because an autonomous maintenance system has not been implemented and operators have not been trained.

Why has an autonomous maintenance system not been implemented?
— Because there has been no focus on building such a culture and approach so far.

Why has there been no focus on this culture?

— Because efforts have been focused mainly on growth and production.rather than on sustainability and
maintenance.

N
@ Root cause:
Lack of focus and systematic approach to building a culture of autonomous maintenance.
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Ne HanmeHoBaHMe Ha mawmHa Mogen dmpmen | Texect Texyuy LCn
c'raTyc CTaTyC WIWIW|WIWIW]IWIW]IW]IW]W|W
HoMep 41|42|43| 44| 45| 46| 47] 48| 49| 50| 51| 52
17 |2D orbBalja MallMHa CFM 620 126 3% 100% 3,0% I
18 |3D mawwmHa 3a orbBaHe Ha Tefn AFM-3D8T 176 3% 100% 3,0% .
19 | NpaxoBa nuHus AAbo Ideal 231 15% | 100% 15,0% _
20 |BbHWwHa npaxosa NUHUA 141 1% 100% 1,0% .
21 |KanTnpawa mawmuHa SCM K560 10 4% 100% 4,0% .
22 | MakTeTHUA LMPKYNAp Holma HPP200 2 5% 100% 5,0% .
MakcumaneH pesynTtar 100% 100,0%
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LEaNEG 8, Target- result control

SMC edging machine
replace pipes of duster system

Powder coated
Clear sensors

Powder coated chamber
Clear and replace lighting
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LEaNEG 8, Target- result control

SMC edging machine Homag — panel saw machine
Dirty electric cabinet Dirty tool cabinet
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LEAN.EG 8. Target- result control
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_ UNIT CléI_T_E_II_EENT TARGET INITIAL STATE IMPROVEMENT

Implementing an

autonomous maintenance % 100 100 69 31
plan
5S % 20 80 53 37
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LQHOLEF ABTOHOMHA NOAAPbBIKKA
KaHTtupauwa mawmHm SCM Olimpic K 560
Ne10
- MnaHunpaHo HyxHn
Homep |UsnbaHuten JeiictBue Cumson | UHTepBan P y OnucaHue
Bpeme (MUH.) WHCTPYMEHTH
10.1 o MouncTeaxe b 14 5 MouncTBaHe Ha aCNUPaLMOHHWUTE MapPKyyn
" CTPYKM
10.2 (o) MouncreaHe b 1Cc 5 Mapuan MouncTBaHe Ha ceH30pu 1 BOAAUM
10.3 (o] WHcnekuma @\ 14 3 Mapuan MpoBepka Ha HOXOBE 3a PaANyCH U LUKAUTE
10.4 (o) WHcnekumna @\ 14 1 MpoBepKa Ha HanAraHe Ha Bb3ayxa
10.5 o MouncrsaHe &, 14 15 MNapuan MouncTBaHe Ha 06LWWMA KOPNYC Ha MalIMHaTa
106 o Mouncrsane 8= ™ 20
Cma3BaHe Ha IMHENHW BogauN
10.7 o MNouncTeare b,g 4am 120 OCHOBHO NoYMCTBaHe Ha MaluMHaTa
108 ® Houncreane . M 60 MoumncTBaHe Ha U MHCNEKLMA Ha eNEKTPUYECKNA
g }" wkad
[ o [ oneparop | [gama a c [ Cosdan: |
L n [ nosspwwa | [ 912205 | Cmosn Aunos |
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MouncreaHe Ha obwmAa Kopnyc Ha
MmalwuHata

1.

2.

. Mouucrear ce scuukn

. Mouuncrea ce ekpaHa Ha

. MouucreaHe c npaxocmyKauka 8

Touka 10.5

Onucanue:

MawmHaTa ce U3KNIo4Ba OT
3axpaHBaHeTo.

MouuncTeaT ce ocHOBHUTE
Kopnycu(oTnpes 1 oT3ag) ¢
napuan 1 npenapar.

NPO3PayHU NOBBLPXHUHM Ha
MawuHata

MawuHaTa

30HaTa Ha arperaTuTe ,30Ha 1“
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LEAM.BG
Ne HaumeHoBaHue Ha mawuHa Mopen B%::':n.;:o Texect ::?yl: npce:'ryr::eﬂ :,‘;T?T;‘: ,6, v; : ; ‘w ;‘T ‘w r; r; ‘vé G ‘w W, T‘: wlw[w[w[w[w wm:"w wlw[wlw[w ;‘:‘:«M:ﬁ"w wlw]w]w "“M:P': wlw[w]w
1 g;t::g,m’:‘;:" Lean P2 230 5% | 100% 5,0%
2 (Nasep NUKON Vento 315 229 10% 100% 10,0%
3 |TpuGen nasep BLM LT5 1% | 100% | 11,0%
4 | MawwuHa 3a nasepHo pa3aHe L5-30 64 11% 100% 11,0%
5 |AGkanT Karmet SERVALO1S301 18 3% | 100% | 3,0%
6 |A6kanT Baykal 1250X35 APH 153 3% 100% 3,0%
7 |A6kanT Baykal APHS 125040 214 3% 100% 3,0%
8 |A6kanT Baykal APHS 2604X60 7 3% | 100% 3,0%
9 |A6kaHT Baykal APHS 2606X90 173 3% 100% 3,0%
10 |A6KanT Baykal S o 167 3% | 100% | 3,0%
11 |®pesa DMC 1035V DMC 1035V 195 2% 100% 2,0%
12 | OrbBawW LUEeHTLP Salvagnini 230 4% 100% 4,0%
13 |Crpyr Gonere ! 172 2% | 100% |  2,0%
14 |®pesa HAAS Dekel Maho 231 2% 100% 2,0%
15 | ®pe3a HAAS VR-1DHG 221 2% 100% 2,0%
16 |Ctpyr HAAS TL-1 HE 21 2% 100% 2,0%
17 |2D oreBama mawmna CFM 620 126 3% | 100% 3,0%
18 (3D mawwHa 3a orbBaHe Ha Ten AFM-3D8T 176 3% 100% 3,0%
19 | Npaxosa nuHus AAbo Ideal 231 15% | 100% 15,0%
20 |BbHwHa npaxoBa nuHuA 141 1% 100% 1,0%
21 |KavTtupawa mawuHa SCM K560 10 4% 100% 4,0%
22 | Nakrethun umpkynsp Holma HPP200 2 5% | 100% 5,0% BE
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First Audit Score: 53 points

MNpoBepouyeH nuct no 58

BCUMKN HYXHI NPEIMETY 33 MSCTOTO

Bason: | Haxu OO aona | Onaroska nara 10.06.2025
Opurop:| Ct. Hewesckun 1S 2S 3S 4S 5S 0O6LL0 - Makc. 100 T.
061w TouKN 9 8 13 8 15 53
Bp. Bonpock 5 5 5 5 5 25
CpenHo Toukn 1.8 1.6 26 1.6 3.0 2.1
[OeiiHocTn no 1S - COPTUPAHE 0/1]2|3[4]3a6.
1,01 Ha paBoTHOTO MSICTO Ce HaMMpaT caMmo HyxHUTe MaTtepuanu, Hall, u ap. Matepuanu, kouto | 1 v A
He Ca HyXH 3a Tekylara pa6oTa ca oTCTpaHeHu OT paBoTHOTO MSICTO.
1,02 Ha paGoTHOTO MSICTO Ce HaMMpaT Camo HYXHUTE MHCTPYMEHTH, npucnoco6nenus u ap.n. |2 v B
VIHCTPYMEHTH, KOUTO He Ca HyXHM 3a Tekyluara paboTa ca oTCTpaHeHu OT paBoTHOTO MSICTO.
1,03 Ha paboTHOTO MACTO Ce Ham1pa camo HeobxoauMOTO oG opyaBaHe. MalunHi, cTenaxu, 2 v B
wKachoBe, Mach 1 fip. KOUTO Ca M3NE3NN OT ynoTpe6a N HeHyXKHM 3a TEKYLLIOTO
NPOM3BOACTBO Ca OTCTPaHEH! OT PaGOTHOTO MPOCTPAHTCBO.
1,04 Ha paBoTHOTO MACTO Ce HamMupa camo vata (BKI. WH no |4 v
Tabnara). OcTapenu unu HeHyXHn foknaaw, 6enexkun, 06sBK, acmiun U Ap. Ca OTCTPAHEHN.
1,05 B cranpapra no 5S (pab. MHCTpykumsi/cxema 1 Mp.) 3a paBoTHOTO MACTO ca AeduHNpaHi ofv

HeviHocTu no 2S - CICTEMHO MOAPEXXOAHE

AeUHUPaHO MACTO.

201 N Ca AICHO WAEHT n P . VaxoauTe ca AcHO AechHupanm n 4 v
HesanpeyeHm.

2.02 MecTara 3a BCUMKM - € ICHO o4epTaHo u no ofv
HauwH. (npedmemu no noda - KyTuw, Hall, MaTepuany, Konu4kiA, IounCTBalLM CPEACTBa,
naneT 3a CTPYXKA U Ap.; npedmMemu o dpyau Mecma - UHCTPYMEHTH, CTenaxu 1 np.)

2.03 Konuuyectsarta 3a v Hall ca sicHo ouepTaHu 1 2 v
HagnvcaHm,

2.04 [ocTaBeHu ca eTMKeTM U HagnucK 3a matepuany, H3M, malwmky, ysacTsbuy, nauumunp. |1 v

2.05 [lokymeHTWTe (BK/1. MH(OPMALUs 0 TabniaTa) Ca YETIMBO HAAMUCAHY U UMAT SICHO 1 v

OeiitocTy no 3S - CUAVHA YMCTOTA

3.01 TopoBeTe ca YMCTN OT MPLCOTUSA, NPaX, OTMNaAbLIW, KOMMOHEHTU, ONaKoBbYEH MaTepuan u
Ap. MapkupoBKuTe no noaa ca B 406po CbCTosHMe. CTeHuTe, NperpaauTe, KONOHUTE, ca
umcTy.

onpegenexu B 5S ogura.

3.02 MawuHuTe ca YMCTU OT Npax, Macno, MpbCOTUS 1 Np. (paBoTHM NNOTOBE, kanaum, CToMkM ¢ | 3 v
marepuanu v ap.)

3.03 Bcuukv npeameTy - paboTHU MacK, KyTun, KoK, MHCTPYMEHTH, U Ap. Ca YUCTW, He ca 3 v
paskbcaHy unu nospeseny. Te ca noapeieHu no MecTara cu.

3.04 Ca YMCTK, He Ca NOBPEAEHN, U Ce CbXPaHsBaT Ha MecTaTa Cu. 3 v

3.05 n 3a ce Ha TO4HO 1 v
msCTO C Vi Ca NIeCHO AOCTBIHM NPK HyXaa.

[HeviHoctv no 4S - CTAHOAPTU3VPAHE 0[1]2]|3]|4|3as.

4.01 Wma rpadpmk, KOITO Noka3Ba Bpeme, 4ecToTa U OTTOBOPHOCTH 3a NMOYUCTBAHETO Ha []
MaLuVHITe, CTeNaxXu, paGoTHOTO NMPOCTPAHCTBO 1 Ap.

4.02 Wma rpadpmk, KOMTO NoKa3Ba Bpeme, YecToTa U OTTOBOPHOCTU 3a OTCTpaHsBaHe Ha 4 v
OTNagbuuTe OT NPOM3BOACTBOTO.

403 B ca MepKu 3a Ha 5S a (Hanp. Cuctemmn 3a 4 v
CbGMpaHe 1 OTCTPaHABAHe Ha OTNaAbUM - KOHTEVMHEpW, KyTu v Ap., )

4.04 Pesyntatute oT OAWT Ca NOCTaBeHN Ha BAMMO 3a Lenus ekun MACTO. 0|v

4.05 Toukure 3a Ha npe Al oauT ca o|v

HeiiHocTun no 5S - CAMOANCLIMIMTIINHA 0[1]2]|3]|4|3as.

5.01 Mpencraeuten Ha MeHUAXMBHTA e yyacTBan B JeiHoCTUTE Mo 5S kaTo oauTop, Ui B 4 v
LYV AGIHOCTM Npe3 nocneanmst 1 veceu.

5.02  EkunuTe (CMEHWUTE) C Ha-TonsiM NPUHOC B IEWHOCTUTE Mo 5S ce oTnuyasar. o|v

5.03 3a peitHocuTTe NO 5S ce OTAENAT AOCTaTBYHO BpeMe U pecypcu (Hanp. Onpeaeneqo 3 v
[AHEBHO/CEAMU4HO Bpeme 3a nouncTBaHe, 5S nuaep u ap.)

5.04 Bcuukv OnepaTopu, NMAEPH U HavanHuumM UMaT 3aaadm 3a usnbrHeHue no 5S B pamkute Ha 1| 4 v
ceammua.

5.05 Ekvna cTapTipa MHULMAaTUBM 3a NoAo6peHus Ha paboTHOTO MSICTO, KOWTO He ca 4 v

Second Audit Score: 90 points

MpoBepoyeH nucT no 5S -~
3asoa: | Huku OO0 sona | Onakoska fAara 23.12.2025
Opurop:| Ct. Hewescky 1S 28 3S 48 58 06LLO - Makc. 100 T.
OB TOMKM 18 20 20 16 16 90
Bp. Bunpocy 5 5 5 5 5 25
CpeaHo To4kN 3.6 4.0 4.0 3.2 3.2 3.6
[eitoctnno 1S - COPTUPAHE 0[1]2)34|3a6.
1,01 Ha paGoTHOTO MACTO Ce HaMupaT camo HyXHUTe Matepuany, Hafl, u ap. Matepuanu, kouto | 4 v
He Ca HyXHY 38 TexylijaTa paboTa ca OTCTPAHEHY OT PaBOTHOTO MACTO.
1,02 Ha paBoOTHOTO MSCTO Ce HaMUpaT CaMO HYXXHUTE UHCTPYMEHTH, npucnocobnexus u ap.n. |3 v
VIHCTPYMEHTI, KOMTO He Ca Hy)Hu 33 Tekywiata pabora ca o paBoTHOTO MHCTO.
1,03 Ha paGoTHOTO MSICTO Ce HamMpa camo HeoBXoaNMOTO oBopyaBaHe. MalwnHi, cTenaxm, 4 v
wwKaghoBe, Macil 1 [ip. KOUTO Ca M3NIE3NH OT ynoTpeBa Uik HEHYXHN 3a TeKyLLOTO
NPOUIBOAICTBO Ca OTCTPAHEHM OT PABOTHOTO MPOCTPAHTCEO.
1,04 Ha paGOTHOTO MACTO Ce Ham1pa camo (BKN. no |4 v
Tabnara). OcTapenu unu HeHyxxHu aoknaaw, Genexkn, 06ssK, adum 1 Ap. ca OTCTpaHeH!.
1,05 B crtanaapra no 5S (pab. MHCTpykuusi/cxema v Np.) 3a paBoTHOTO MACTO ca AeMHMPaHK 3 v A
BCUUKY HY)KHI DEAMETY 33 MACTOTO
[eiitoctn no 28 - CUCTEMHO MOAPEXOAHE 0[1[2]3]43as6.
201 N €a AICHO WAEHT " ol . ca SCHO AednHUP: n 4 v
HeaanpeyeHm.
202 MecTara 3a BCMUKM MPEAMETY - € ICHO AEHMHNPAHO, O4EPTaHO M MApKAPaHO Mo pasbrpaem | 4. v
HauuH. (mpedmemu o noda - kytvm, Harl, pl , KOMUYKHA, 5
nanetu 3a CTPYXXKv v p.; npedmemu o Opyau Mecma - WHCTPYMEHTH, CTeNaxm v np.)
2.03 Konuyecteata 3a MaTtepuanu, KoHcymartnem u Hall ca sicHo AenHUpaHm, odepTaHn u 4 v
Haanvcaxm.
2.04 [locTaBeHn ca eTUKeTM U Haanucy 3a Matepuany, H3MM, MaluHW, yyacTbuy, nasuum unp. | 4 v
2.05 [okymeHTUTe (BKI. MHpOpMaLWS Mo Tabnata) ca YeTNINBO HAANMUCaHN U UMAT SICHO 4 v
AEHUHIPaHO MACTO.
JeitHocti o 3S - CUANHA YACTOTA 0[1]2]3]4]zss.
3.01 MoaoBeTe Ca YMCTH OT MPLCOTHS, NPaX, OTNAAbLIY, KOMMOHEHTM, ONaKoBbYEH MaTepuan | 4 v
Ap. MapKkupoBKMTe Mo Nopa ca B A06PO CLCTORHYE. CTeHNTe, NperpapwTe, KONOHUTE, Ca
umeTu.
3.02 MalumH1Te ca YNCTHU OT Mpax, Macno, MpLCOTUS U Np. (paBoTHW NNOTOBE, Kanauu, CToMk1 ¢ | 4 v
vaTepvany v ap.)
3.03 Bcuukv npeameTy - paBoTHM MacK, KyTUM, KOO, MHCTPYMEHTH, M Ap. Ca YUCTH, He ca 4 v
wnm Teca o mMecTara cu.
3.04 [oKymeHTUTe ca Y/CTW, He Ca NOBPEEHN, U Ce CbXPaHsABaT Ha MecTara Cu. 4 v
3.05 n 3a ce ChXp: Ha TO4HO or 4 v
MSICTO C V1 Ca NIECHO [0CTBIMHY NPY HyXaa.
[eiiHocTu no 4S - CTAHOAPTUSUPAHE 0[1]2]34|3a6.
4.01  Wma rpadmk, KOITO nokasea Bpeme, 4ecToTa 1 OTFOBOPHOCTM 3a MOYUCTBAHETO Ha 0|v B
MalvHUTe, CTenaxu, paboTHOTO NPOCTPaHCTBO W Ap.
4.02 Wma rpacdmk, KOITO Noka3sa Bpeme, YecToTa v OTFOBOPHOCTU 3a OTCTPaHsBaHe Ha 4 v
OTnagbUUTE OT NPOM3BOACTBOTO.
4.03 B ca Mepku 3a Ha 58 (Hanp. Cuctemn 3a 4 v
cbbupare v oTcT Ha - KOHTeiHepy, kyTun n ap., )
4.04 ot oauT ca Ha BAVMO 3a Lenus ekvn MACTO. 4 v
4.05 Toukure 3a Ha oput ca 5 4 v
[eiHocTtyn no 5S - CAMOAUCLINITIMHA 0[1[2|3|4|3a6.
5.01 Tpenctasuen Ha MeHW@KMBHTa & yuacTBan B AEMHOCTTE N0 53 KaTo OAMTOP, WiN B 4 v
APy 4eHOCTM Npe3 nocneaHms 1 Mece.
5.02 EkunuTe (CMeHWTE) C Haii-roNsm NprHoc B AeiHocTuTe no 5S ce oTnnyasar. 0|v
5.03 3a peitHocuTTe No 5S ce OTAENAT AOCTAaTbYHO BpeMe u pecypcu (Hanp. OnpeaeneHo 4 v
[AHeBHO/CeAMM4HO BpeMe 3a noumcTeare, 5S nuaep 1 ap.)
5.04  BCudK/ ONepaTopy, NMAEpK 1 Ha4anHVILV UMAT 3aAaJV 3a NbAHeRne o 53 B pamkuTe Ha 1| 4. v
ceammua.
5.05 Ekvna CTapTvipa MHULMATMBY 33 NOAOGPEHMS Ha PaBGOTHOTO MSCTO, KOUTO He ca 4 v
L onpenenetn s 5S opura.
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11. 5 S — Plan — Assembly area and Solder station

SOLRER STATION Cronumy-3enoiuans ELECTRONICS BENGH




Problem Target Team Project Root cause Implementation of Target-result .
- ; o . . Standardization Deployment
selection setting building plan analysis solution control




G

Problem Target Team Current Project Root cause Implementation of Target-result .
- ; oy . . Standardization Deployment 5S
selection setting building state plan analysis solution control

Nty

Before
Solder station




G

Problem Target Team Current Project Root cause Implementation of Target-result .
- ; oy . . Standardization Deployment 5S
selection setting building state plan analysis solution control

Nty

Before
Work ‘Bench

w

ANOABAHE PaGoTHa maca WORK BENCH
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LEAN.BG 11. 5 S— Assembly area and Solder station

Before After
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LEAN.£G 11. 5 S— Assembly area and Solder station

After After

PaGoTna maca WORK BENCH
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