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LEAN.BG

ADDING VALUE

-y

Products: Ac & bc motors, steering axles, reducers,
transmissions, pistons, injection pumps, forklift kits

Total area: 6 200 m2
Total number of employees: 35 Scope of activities:

+ Trade and repair of lifting, transport and industrial equipment
* Trade with spare parts for lifting, transport and industrial equipment

Customers:

Above 75 000 all over the world
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TVH Bulgaria
5S Kaizen projects Voting score
Quarte Quarterl
rs 2025 y
results
2025
Q1 9% 61% 45% | 100% | Efficiency, | 8729 | 9997 | 9200 | 100% 4,5 90,3%
pcs
Q2 27% 97% 60% | 100% LT 29 24 24 100% 1,82
reduction,
days
Q3 50% 97% 80% | 100% Perform., 45 53 50 100% 2,21 91,2%
pcs/m.
Q4 32% 95% 60% | 100% Cost 0 62k 50k | 100% --- --- ---
avoid.€

Note: Final quarterly results are calculated as a weighted average of 5S, Kaizen and Voting scores.
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Q1 Kaizen Project — KITs assembly

ADDING VALUE

& Problem sl Project Scope

Defining the problem: Define the scope of the project:
- Low productivity: 2024 targets are not reached by 3,1% Q1 project focuses on the assembly of KITs. 5S implementation
- High performance fluctuation: from -19,9% to +28,3% and optimization of material flow.

- Low effective layout and lack of space
- Bad material and tools handling

@ Target and result

Measurement

KPIs : Baseline Target Result Savings
unit
Increase of productivity Pcs/month 8727 9200 9997 I n Crease d
Efficiency increase % 0 5,4 5,5

turnover by
9,9%

Period 2024 March 2025 April 2025
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Q1 Kaizen Project — Before & After

LEAN.BG

ADDING VALUE

Before

After

Define the problem:
Not reaching the monthly performance targets, poor layout organlzatlon
storage of tools and materials ——

Define the improvement:

Implementation of 5S, tools organization, visual standards.

CpaBHeHue npou3BeaeHn Opoiiku no 02024
meceum Q1 2024 kbm Q1 2025 22025
14,000 +5976p
+5,2%
12,000 +7266p
2 10,000 ! *7,8%
S +2386p
'-; 8,000 +3,1% 9,258
o 7,626
8 6,000
§ 4,000
[g_. Y
2,000
0
SAuyapu despyapu Mapm

CpaBHeHue npou3BeneHn OPOUKU Q1 2024
Q1 2024 kM Q1 2025 mQ1 2025

40,000

35,000 +1,5616p
3 +5,5%

'S 30,000
‘§‘25,ooo 28,431
% 20,000
15,000

3
S 10,000
5,000

Q12024 Q12025
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Q2 Kaizen Project — Reman of ELR

ADDING VALUE

& Problem sl Project Scope
Defining the problem: Define the scope of the project:
- High Lead Time: 696h (29 days) Q1 project focuses on the assembly of DC motors. 5S implementation. VS
- Low VA level: 2,87% Mapping and creating a continuous flow. Implement ergonomics at the work
- Low productivity: - 4,4% bench.
N R R 1
1 gt I
e S
e a s me il
SRR ing
i ' 2
T A TR

@ Target and result

Measurement : .
: Baseline Result Savings
unit
DC motor reman Lead Time Hours/pcs (days/pcs) 696 (29) 576 (24) 528 (22) I
ncreased
3,79

VA level % 2,87 3,47

—— — : 4 , productivity
: : by 33%

2024 June 2025 July 2025

Period
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Before

Before

Poor 5S at the WP and layout; long LT;

Implement 5S and ergonomics on the WP; Continuous flow and Pull, Decrease

the LT.

1 Nonysasane u 06paoTka Ha nopbKa

2 Mssamgare wa nogxogauy "AoHOp" OT cknaga

3 Nopwka STD
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Q3 Kaizen Project — Reman of PIS

aaall

LEAN.BG

ADDING VALUE

£ Problem

sl Project Scope

Defining the problem:

- High fluctuations.

- Completely missing 5S.

- Not reaching the performance targets: -24%

g 8

77

63 62
\

3

Bw3cmaHoesigaHe Ha PIS, 2024, mece4Ho

BpoR Ha mecey

8 8 &8 8 8

23 25 22

JAN  FEB MAR  APR  MAY  JUN  JUL

26

AUG  SEP  OCT  NOW

DEC

LUen: 58
6p/mec.

Define the scope of the project:

Implement 5S. Implement Lean Principles: Identify the Value; VSM; Create
flow; Establish Pull; Continuous Improvement.

@ Target and result

Savings

Measurement :
: Baseline Result
unit
Reach monthly performance pcs 45 50 53
Reach annual target pcs 533 700 684

Period
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Before
LEAN.BG

ADDING VALUE
Poor productivity; high fluctuation, missing 5S. 5S and Lean principles have been implemented, visual standards.
2024 target / 2025 target / ) Reman of PIS 2025, TVHBG

done done* . —PIS 2024 —Target — PIS 2025
800 800 - 166p 70 A
700 - 1676p 700 98%
500 6% 500 £ 60 \ / \ ’/\ ;':rg:st:
500 500 E 50 \ \ o]
400 400 g w
300 300 o
200 200 &

100 20
0 700 533 o 1700 684 10
0 Lien M3nbnHexve
Uen M3nbnHeHne 0
JAN FEB MAR APR MAY JUN JUL AUG SEP OCT NOV DEC

Annual ceremony - January 2026, Pravets slide 9



Q4 Kaizen Project — Warehouse, buffer stock area acal

LEAN.BG

ADDING VALUE

£ Problem

sl Project Scope

Defining the problem:

- Missing 5S in the Warehouse area
- Big buffer stock — appr. 50k €
- Large area is occupied for the buffer stock

Define the scope of the project:

- Implement 5S in the Warehouse

Perform inventory of the buffer stock item and input them into the ERP
Input the buffer stock item into the production

Reduce buffer stock area

Split the warehouse space to dedicated areas

@ Target and result

Measurf-;-ment Baseline Result Savings
unit
Buffer stock items € 0 50 000 62 000
Cost
Buffer stock area m? 64 32 32 .
avoidance

Period
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Q4 Kaizen Project — Before & After

LEAN.BG

ADDING VALUE

Before

After

Define the problem:

Define the improvement:

Inventory of the buffer stock & act
standards.

CTapT Ha BHeapasaKe Ha 5S
L T R ——
PHHOHCOBT OLEHKD E__._E Kpsmwsen mr
NoapesGa f— v//
CrawaopTiHpane
Jonpuxowaasawe sERP| [ —
Bycbep wa npoexTa -w
PUHAAH NPOBEPKD H OAHT

Bacrave

NN RBHUBBTRI LN LAUSELTBINE
Ke

ions to avoid; implement 5S; visual

—~— — ~

e e ]
|
|
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LEAN.BG

¢ What we have learned from our kaizen projects

« 5S, KAIZEN and LEAN methodology, tools and work not only in a big companies with a serial production
« All staff started to change their mindset in a positive way; 5S and KAIZEN culture is a must!

* Increased ownership and accountability of the staff to their field of activities

» Established a routine for daily 5S checks

« Establish a base for a further growth

 Better cross-department collaboration
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~ Summary of the main results and benefits of the year.

LEAN.BG

« 5S scores improved by +200%
 Improved efficiency from 5,5% to 33%
 Cost avoidance of 62 000 €

» Production balancing and avoidance of fluctuations

» Higher motivation and engagement
* Improved workplace organization

» Stronger problem-solving culture

» Team work
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% Our long-term vision and commitment

« Start of TPM implementation

« Standardize 5S audits across departments

« Standardize Safety audits across departments

* Increase the Quiality ratio of the in-house production items
 Continue Kaizen training for all operators
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Thank You

AAAAAAAAAAA

We would like to thank to all colleagues, Lean Champions community and
Stoyan Neshevski for their support and collaboration throughout the year.

Thonk ¢
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