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5S and Kaizen project presentation Q3 2025

ДД / ММ / ГГГГ

Reducing Logistics Waste and Optimizing Workstation Layout in TPH 
Head Production

Leader:

Team members:

Champion:

Field of activity:

Location / Factory:

Completion date:

Viktor Ivanov

Tsvetozar Ivanov, Tihomir Bozhenski, Hristo Ninov, 

Daniela Nikolova

Majed Majed

TPH Production Line 

APS Bulgaria

18.09.2025

Project coach: Stoyan Neshevski
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High level definition of the problem: 
The production process for the TPH (Thermal Print Head) product is 

distributed across multiple buildings, resulting in significant inter-process 

material transportation. These transfers generate waste in terms of time, 

labor, and internal logistics costs. Material flow is not standardized, and 

the workstation layout is not optimized. As a result, duplicate effort, 

limited traceability, and reduced production efficiency are observed.

Problem: 

Inter-process material transportation is performed manually and 

frequently requires moving materials between buildings through internal 

connecting corridors, resulting in:

Additional transportation time 

Waiting time between operations 

Hidden costs associated with indirect labor

The inconsistent arrangement of workstations creates inefficient material 

flows, making it more difficult to standardize the production process

Conetion to the strategy plan:
The project directly supports several critical success factors defined in 

the company's strategic plan, including:

• Increasing production efficiency by reducing waste associated with 

inter-process material transportation; 

• Reducing internal logistics costs and improving operator time 

utilization; 

• Creating the foundation for standardized material flow and visual 

management; 

• Improving production flow and enabling future production line 

reconfiguration to support expansion or automation.

1. Problem selection

Project scope: 

TPH (Thermal Print Head) 

Production Line

Alpha and Bravo Buildings
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2. Target setting

Trend analysis: 

• Identify and eliminate non-value-added activities in the CP 2" and CP 3" processes.

• Reducing waste associated with material transportation between the ALFA and BRAVO buildings.

• Proposing a consolidated production line layout to increase efficiency and improve flow.

Target: 

KPI UNIT BASELINE TARGET
CURRENT 

STATE

Production Time sec/pc 37,5 30 26,7

PERIOD week27 week38 week38
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Names and duties of people

Meeting dates:

Every Thursday

3. Team building

Team photo
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Madzed Madzed Plant Manager

Viktor Ivanov Planning Leader

Tsvetozar Ivanov
Industrialization 
Engineer

Tihomir 
Bozhenishki

Mechanical 
Engineer

Hristo Ninov Capacity Specialist

Daniela Nikolova Team Leader
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4. Current state analysis
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The production process for the TPH product begins in the Alpha 

department.

• Materials are transported manually between 

the buildings. 

• The transportation takes place between the 

ALFA and BRAVO departments. 

• No value is added during this transportation 

step.
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The subsequent steps of the production process are carried out in the 

BRAVO department.
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4. Current state analysis
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Допълнително време за транспорт Метри

Разстояние между сградите ALFA и BRAVO 

(през вътрешен коридор)
13.2

Допълнително ходене между отделни работни 

станции
25.8

Общо изминато разстояние на продукт 39.0

Средна скорост на ходене с товар 1.2м/сек

Загубено време на единица поради   

вътрешен транспорт
32.5сек

Годишен производствен обем 25 000бр

Общо време за допълнителен транспорт 226 часа

Общо изгубени годишно 31.3 работни дни!

13.2
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Разстояние между 
сградите ALFA и BRAVO 
(през вътрешен коридор)

Допълнително ходене 
между отделни работни 

станции

Общо изминато 
разстояние на продукт

Допълнително време за транспорт, метри/брой

Inter-process material transfers are carried out manually and often involve 

moving between buildings through internal passageways, resulting in 

additional transportation time.

TOP 1 PROBLEM



Заглавие

макс 2 реда

Текст/Снимка

Бележки

Секция

файл

Подзаглавие

Подзаглавие 1 ред

Логограница ГраницаСреда

4. Current state analysis
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Времена за производство на TPH - по операции

Отдел Операция
Време 

сек/брой
A31  Inserting rubber dampers 17
B21 Gluing head to radiator 38
B21 UV gluing and edge curing 19
B22 Soldering FFC cable 36
B21 Additional UV glue application 19
B22 Electrical test 20

* Процесът е физически разделен между зоните ALFA и BRAVO

17
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19 20
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Времена за производство на TPH - по операции
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Phase 1
Data collection and time 
studies

Weeks 27–29
Process Engineer / 
Planning

Phase 2

Rearrangement of 
workstations according to 
the new production line 
layout

Weeks 33–35 Maintenance / Planning

Phase 3

Final time studies, 
production line 
observation, and operator 
training

Weeks 36–38
Process Engineer / 
Planning

Phase 4
Target setting and process 
standardization

Weeks 36–38
Process Engineer / 
Planning
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Racks for Empty Returnable Containers –

Wasted Production Floor Space

Area for Empty Boxes and 

Carts – Wasted Production 

Floor Space
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Coordination and Cross-

Functional Collaboration to Build 

the New Infrastructure
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Collaboration with the Maintenance 

and Engineering Teams to 

Rearrange the Production Line and 

Calibrate the Equipment
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Layout of the New Consolidated TPH CP2" and CP3" Production 

Line
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New Consolidated Production Line 

for TPH CP2" and CP3", Enabling 

Parallel Production of Both 

Products



Заглавие

макс 2 реда

Текст/Снимка

Бележки

Секция

файл

Подзаглавие

Подзаглавие 1 ред

Логограница ГраницаСреда

5. Project plan

Problem 
selection

Target 
setting

Team 
building

Current 
state

Project 
plan

Root cause 
analysis

Implementation of 
solution

Target-result 
control

Standardization Deployment 5S

Each test result is manually 

entered into an Excel 

spreadsheet.

BEFORE

Now, a single button on the 

same screen automatically 

records the result, saving 3 

seconds per module.
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Времена за производство на TPH - по операции

Отдел Операция
Време 

сек/брой
A31  Inserting rubber dampers 25
B21 Gluing head to radiator 27
B21 UV gluing and edge curing 19
B22 Soldering FFC cable 27
B21 Additional UV glue application 19
B22 Electrical test 17

* Процесът е физически на една производствена линия

BEFORE AFTER
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9. Standardization
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1. Standard Operating Procedures (SOPs)

•Develop documented work instructions for every operation. 

•Include the sequence of steps, required materials/tools, and quality criteria. 

•Ensure the instructions are easy to read and visually supported with photos, diagrams, 

and pictograms. 

2. Visual Management

•Floor markings to define material flow routes and work areas. 

3. 5S Methodology

Sort – Remove unnecessary items. 

•Set in Order – Organize everything for quick and easy access. 

•Shine – Maintain cleanliness and workplace condition. 

•Standardize – Establish common organizational standards. 

•Sustain – Maintain discipline to ensure long-term compliance. 

4. Training and Multi-Skilling

•Train every operator on standardized work methods. 

•Conduct regular training sessions and rotate operators to increase workforce flexibility.

5. Kaizen Approach

•Implement the continuous improvement cycle (Plan–Do–Check–Act). 

•Introduce small improvements immediately and incorporate them into the standard.
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GOLDEN DEVICE

Optimal Material 

Placement 

Automated Recording of 

Final Test Results 
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Best Practices
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