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Ottobock Manufacturing Bulgaria Ltd.

Blagoevgrad – 2020г.

Sofia – 2023г.

Employees: 446 

Employees: 60 

Globally: 10 000+

Ottobock is a world leader in prosthetics, orthosis and bioinnovative technology,

with more than 100 years of history.

“Our mission is to make people more mobile”

Bebionic

Exopulse C-brace C-leg
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Exopulse – Mollii Suit

Exopulse Mollii Suit
Innovative solution for spasticity management

• State-of-the-art assistive device

• Helps manage spasticity and 

improve mobility

• Uses gentle electrical 

stimulation

• Non-invasive and comfortable 

for daily use

• Supports individuals with 

neurological conditions
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5S and Kaizen project presentation Q2 2026

ДД / ММ / ГГГГ

Leader:

Team members:

Champion:

Field of activity:

Location / Factory:

Completion date:

Dimitar Babulev (Senior Lean Expert)

Slavi Mitov (PE), Elena Manolova (PE), Valeri Nikolov (PE),                 

Petar Naydenov (TL), Georgi Petrov (QE), Velina Andonova (Training 

Coordinator), Mariya Mihova(Production Manager), Radoslav 

Bogdanov(Lean Expert), Miroslava Sabinova (Head of Global Design 

Transfer Management)

Lothar Koch (Plant Manager)

Exopulse Value Stream – Production System Stabilization

Blagoevgrad, Ottobock

30.06.2026

Project coach: Todor Neychev (Lean BG consult)

Exopulse Production SystemProject:
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Standardization Deployment 5S

High level definition of the problem: 

- Following the product release in February, the Exopulse 

value stream failed to ramp up as planned and entered a 

production deadlocк.

- The production system is currently unable to deliver stable 

and scalable output in line with business expectations.

Problem: 

- Production output remains at 30–35 pcs/week, far below 

the planned ramp-up target of 180 pcs/week, with no 

observed progress.

- The resulting gap of over 80% limits the ability to meet 

customer demand and puts industrialization at risk.

Connection to the strategy plan:

- First locally developed value stream in the plant.

- Class II medical device requiring stable and scalable 

production.

- Strategic priority at COO level – critical for successful 

industrialization.

1. Problem selection

Project scope: 

➢ Develop visual management (Focus Board)

➢ Implementation of quality control tools

➢ Establish skill development system

➢ Balance production flow and workload
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2. Target setting

Ramp-up revealed critical system gaps: 

- Lack of operational control in the production system

- Lack of alignment between planned and actual output

- Unstable and inconsistent production performance

- Reactive instead of proactive management

- Low & unstable FPY

Target: 

KPI UNIT BASELINE TARGET

Output per week pc 30-35 70

FPY % 50 75

5S level % 39 65

PERIOD March 2026 June 2026

Problem 
selection

Target 
setting

Team 
building

Current 
state

Project 
plan

Root cause 
analysis

Implementation of 
solution

Target-result 
control

Standardization Deployment 5S

• Establish a stable and controlled production system

• Achieve 70 pcs/week stable output

• Deliver €52K monthly operational impact
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2. Target setting

Operational stability must be system-driven
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control

Standardization Deployment 5S

Current State:

• Reactive management

• Lack of standardized coordination

• Escalation-driven problem solving

• Unstable operations

Target State:

• Visual management and 

performance tracking

• Standardized daily management 

routines

• Clear team ownership and 

accountability

• Stable and sustainable operations 

System-driven transformation

Next step: Implement structured daily management routines
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3. Team building
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Standardization Deployment 5S

A cross-functional team was formed to ensure clear ownership and enable structured ramp-up
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3. Team building
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Standardization Deployment 5S

Operational stability required cross-functional ownership
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Establishing the facts (Genchi genbutsu):

4. Current state analysis
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Standardization Deployment 5S

➢ Process deviations from Value Stream design

➢ Standards not reflecting shopfloor reality

➢ Lack of operational control
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Establishing the facts (Genchi genbutsu):

4. Current state analysis

Problem 
selection

Target 
setting

Team 
building

Current 
state

Project 
plan

Root cause 
analysis

Implementation of 
solution

Target-result 
control

Standardization Deployment 5S

➢ Unstable material flow

➢ Reactive coordination instead of planned execution

➢ Inconsistent process execution across operators

➢ Lack of visible process control and performance tracking
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Establishing the facts (Genchi genbutsu):

4. Current state analysis

Problem 
selection

Target 
setting

Team 
building

Current 
state

Project 
plan

Root cause 
analysis

Implementation of 
solution

Target-result 
control

Standardization Deployment 5S

January:

• Basic framework defined

• Initial recommendations available

• Limited and inconsistent usage

March:

• Increased activity and information

• More frequent updates

• Still lacking standardization and 

structure 

Vissual management evolved, but lacks structured operational behavior!
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4. Current state analysis
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Standardization Deployment 5S

Lean assessment confirms low operational management maturity

Conclusion: Significant gaps in operational management require a structured system-driven approach!

Exopulse

• Lack of structured shop 

floor management

• Weak visual management 

and performance tracking

• Limited standardization of 

processes

• Inconsistent execution 

across operators and 

processes

Overall maturity level: 1-2​

Key gaps:
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5. Project plan
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Standardization Deployment 5S

The roadmap was intentionally sequenced to first stabilize leadership routines and operational visibility 

before introducing advanced flow and productivity controls



Заглавие

макс 2 реда

Текст/Снимка

Бележки

Секция

файл

Подзаглавие

Подзаглавие 1 ред

Логограница ГраницаСреда

6. Root cause analysis
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Standardization Deployment 5S

"Operational instability was driven by missing management routines and lack of real-time control"

Lean assessment Root cause
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Standardization Deployment 5S

EXPECTED IMPACT

• Stable output performance 

• Increased FPY 

• Reduced variability 

• Improved flow efficiency
VISUAL CONTROL(VCM)

• Real-time performance 

visibility

• SQCDP & Hourly boards

• Immediate reaction to 

deviations

STANDARDIZATION

• Standard Work defined

• Process confirmation routines

• Consistent execution

QUALITY

• Error-proofing solutions

• FPY tracking & improvement

• Qualification & certification 

system

FLOW (PULL SYSTEM)

• FIFO / Pull system

• Balanced workload to takt

• Controlled material flow
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7. Implementation of solution
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№ ПЪРВОПРИЧИНА ПРОТИВОДЕЙСТВИЕ ОТГОВОРНИК ДАТА ПОЯСНЕНИЯ СТАТУС

1 Липса на подготовка преди смяна Въвеждане на start-of-shift meeting TL / Supervisor CW15/2026
Преглед на балансирането, SQCDP показателите и 3C 
действията

Изпълнено

2
Липса на структурирано приключване на
смяна

End-of-shift review TL CW15/2026 Обсъждане на изпълнение, проблеми и действия Изпълнено

3 Късна ескалация на проблеми Дефиниране на escalation стандарт Production Manager CW17/2026 Ясни правила за реакция при отклонения Изпълнено

4
Липса на фокус върху ключовите оперативни 
показатели

Преработване на Focus Board Lean / TL CW15/2026
Единна система за управление на представяне, 
стабилност и развитие на процеса

Изпълнено

5 Липса на реакция в реално време Hourly tracking система TL / Operators CW18/2026 Почасов контрол на output и отклонения Изпълнено

6 Липса на контрол на буферите Visual buffer management (FIFO/WIP) Industrial Eng. CW19/2026 Дефиниране на min/max WIP и поток Изпълнено

7
Недостатъчна прозрачност на операторските 
компетенции

Въвеждане на система за квалификации
Training coordinator / 
Engineering / 
Production Manager

CW23/2026
Обучение, оценяване, сертифициране и управление чрез 
Skill Matrix

Изпълнено

8 Липса на стандартизация Разработване на Standard Work Engineering CW23/2026 Дефиниране на оптимален начин на работа Изпълнено

9 Несъответствие на стандарти с реалността Process confirmation (Gemba checks) Team Leader CW24/2026 Всекидневна проверка на изпълнение на стандартите Изпълнено

10 Небалансирано натоварване Балансиране спрямо такт и manpower Industrial Eng. CW24/2026 Оптимизация на натоварването между операторите Изпълнено

11 Дефекти и вариации в процеса Poka Yoke решения Quality / Engineering CW23/2026 Предотвратяване на грешки и подобрение на FPY Изпълнено

12 Липса на FPY контрол Въвеждане на FPY KPI & Pareto анализ Quality CW15/2026 Проследяване на дефекти и корективни действия Изпълнено

13 Неструктуриран поток Въвеждане на Pull система (ConWIP, FIFO) Lean / Engineering CW20/2026 Свързване на процесите чрез pull flow Изпълнено

14 Липса на синхронизация на процеса Балансиране на линията (Line balancing) Industrial Eng. CW21/2026 Изравняване на натоварването спрямо такт Изпълнено

15 Липса на системно управление Въвеждане на SFM 2.0 (Daily management) Lean CW22/2026 Структурирано управление чрез рутинни срещи и KPI Изпълнено



Заглавие

макс 2 реда

Текст/Снимка

Бележки

Секция

файл

Подзаглавие

Подзаглавие 1 ред

Логограница ГраницаСреда

7. Implementation of solution

Problem 
selection

Target 
setting

Team 
building

Current 
state

Project 
plan

Root cause 
analysis

Implementation of 
solution

Target-result 
control

Standardization Deployment 5S

Building daily operational control

BEFORE:

10:30 SQCDP Meeting

• Too late reaction

• Problems already occurred

• Reactive management

• No preparation before shift

AFTER:

07:45 SQCDP:
Reflect yesterday → Save today → 

Escalate risks early

16:00 end-of-day reflection:
Review execution → Close actions → 

Prepare tomorrow

• Proactive daily management

• Problems identified during shift

• Escalation before output loss

• Preparation before operators 

arrive

• Structured follow-up at end of 

day

• Continuous management 

presence throughout the day
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Standardization Deployment 5S

Building daily operational control

Performance

Balancing

Operators

Buffers

SQCDP

Stability

Pareto’s

Materials

Tasks Kanban

3C

Agendas

Capability

A3

FTE ramp-up

Trainings

Skill Matrix

Daily Management

Process Confirmation

BEFORE AFTER
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Standardization Deployment 5S

Establishing reliable process times for operational control

Difference: +0,07% Difference: -3,9%

Impact:

• Actual process times 
validated through re-
measurement

• Reliable foundation for 
balancing and capacity 
planning

• Hidden bottlenecks 
identified

• Improved decision-making 
based on real data
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Standardization Deployment 5S

Using line balancing to build operational control and improve productivity

Stable operations created the foundation for productivity optimization

Line balance chart
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Standardization Deployment 5S

Implementation of daily operational control tools

Hourly boards installed on critical positions Productivity checks per area during the shift
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Standardization Deployment 5S

Establishing process confirmation and structured problem solving

Process confirmationsExamples of findings and corrective actions

Result: Deviations are identified, analyzed, and converted into immediate and sustainable countermeasures
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Standardization Deployment 5S

Capability stabilization through structured qualification system

Training area – real simulation

Introduction of training path Theory and practical evaluation

• Dedicated training environment established to support structured 

capability ramp-up

• Operators certified prior to assignment on critical production 

processes

• Re-qualification systematically driven by FPY performance and defect 

trend analysis
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Standardization Deployment 5S

Capability stabilization through structured qualification system

• Structured qualification path for each critical operation

• Standardized training program combining theory and practice

• Clear practical assessment criteria for operator certification

• Alignment with production and quality standards

10 days full-time training program Practical exam requirements​
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Standardization Deployment 5S

Capability stabilization through structured qualification system

• Qualification results systematically tracked per 

operator

• Failed evaluations trigger targeted re-training 

and skill development actions

• Certification status directly linked to skill matrix 

and deployment decisions 
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Standardization Deployment 5S

Capability stabilization through structured qualification system

All trainings are formalized, tracked, and reflected in the skill matrix, ensuring controlled deployment 

and workforce flexibility

Training → Evaluation → Certification → Record → Skill Matrix → Deployment
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Root Cause & Problem Solving (whiteboard)

• Structured problem-solving approach 

applied to identify root causes of quality 

losses

• Cross-functional collaboration ensured 

comprehensive analysis and alignment

• Pareto analysis prioritized the main 

drivers of FPY losses

• Targeted improvement actions defined 

based on root cause insights
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Standardization Deployment 5S

Implementation of quality control tools to improve First Pass Yield (FPY)

• Weekly quality review process established and led by quality engineering

• Key FPY loss drivers prioritized using Pareto analysis

• Corrective actions systematically tracked for effectiveness and sustainability

• FPY improved through structured prioritization of key losses and systematic follow-up of corrective actions
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Reducing flow interruptions through visual sequencing control – Pull system

• Buffer handling logic visualized directly at the point of use

• Unclear operator decisions replaced by standardized sequencing 

rules

• Operator flow clarified to reduce waiting time and confusion

• Visual sequencing instructions installed directly on buffers

RRR
Result:
Flow stabilized through pull-based sequencing, reducing interruptions, waiting time, and operator uncertainty
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Standardization Deployment 5S

Engineering-driven process stabilization through real-time flow analysis

• Real process flow tracked directly at the point of 

execution

• Bottlenecks and waiting time patterns identified and 

visualized

• Inspection activities standardized across operators

• Engineering and team leaders jointly analyzed and 

eliminated flow disruptions
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8. Goal-result control

BEFORE KAIZEN AFTER KAIZEN

Problem 
selection

Goal Setting Team
Current 
status

Project 
plan

Root cause analysis
Implementing 
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METRICS UNIT BASELINE TARGET ACTUAL %  IMPROVEMENT

Output per week pc 30-35 70 80 129

FPY % 50 75 91 82

5S audit result % 39 65 73 87
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• Real-time operational visibility created
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• Standards and staffing connected to performance
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10. Deployment

Is the deployment 

possible?
If YES, where? Responsible Due date

1 Quality Board (Pareto / FPY reviews) Yes Vienna production plant M. Buhl 31.8.2026

2 Qualification Manegement System Yes Rest of Value Streams L. Koch 31.12.2026

3 Shopfloor Management 2.0 Yes Rest of Value Streams M. Mihova 31.12.2026
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Exopulse Mollii Suit

Thank you!

Dimitar Babulev – Lean Champions Q2 Meeting, 03.07.2026
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