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5S and Kaizen project presentation Q1 2026

ДД / ММ / ГГГГ

Production Optimization:
Scrap Reduction on the 25 MN Press

Leader:

Team members:

Champion:

Field of activity:

Location / Factory:

Completion date:

Tefik Fuchidzu

Batuhan Anar, Tundzhay Redzheb, Eray Hamid

Georgi Apostolov

Aluminum Extrusion

Alcomet/ Shumen

30.06.2025

Project coach: Stoyan Neshevski
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High level definition of the problem: 

Problem: 

Irregular replacement of the cooling table 

conveyor belts.

Conetion to the strategy plan:

The objective is to ensure that the equipment is regularly 

inspected and kept clean through planned maintenance of 

the 25 MN press. This will reduce handling-related scrap 

and prevent rejected profiles from proceeding to the next 

processing stage.

1. Problem selection

Project scope: 

•Scrap generated by the cooling table.

•Profiles that should be rejected as scrap are instead 

transferred to the next processing stage.

•This results in additional labor, time, and energy costs 

(electricity and natural gas).

The 25 MN press is part of the production line. It produces 

between 800 and 1,000 tonnes of profiles per month.

Expected Benefits

• Scrap caused by profile handling, which currently accounts 

for up to 43.62% of the monthly scrap, will be reduced. 

• Profiles identified as scrap will no longer proceed to 

downstream work centers, resulting in savings in labor, 

energy, and processing time.
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2. Target setting

Trend analysis: 
Based on the study, the project is planned for 
implementation on the 25 MN press. This press was 
selected because it accounts for an average of 43.62% 
of the total monthly production. 
The objective is to reduce scrap caused by profile 
handling and production interruptions. 

Target: 
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The objective for the second quarter is to 

implement Autonomous Maintenance on the 

cooling line of the 25 MN press. As shown in the 

chart, during the first three months of 2025, scrap 

caused by profile handling averaged 0.46% of 

monthly production. The target is to reduce this 

figure to 0.10% by the end of September.
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Names and duties of people
• Georgi Apostolov – Production Director

• Tefik Fuchidzhi – Area Manager 

• Batuhan Anar – Production Engineer 

• Tuncay Redzheb – Area Manager 

• Eray Hamid – Area Manager 

Meeting dates:
1. 11.04.2025

2. 24.04.2025

3. 08.05.2025

4. 22.05.2025

5. 17.06.2025

6. 24.06.2025

3. Team building

Team photo
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Establishing the facts (Genchi genbutsu):

4. Current state analysis

Add visual evidence focused on the problem (photos, videos
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•Question: Why are the profiles being damaged?

Answer: Because part of the equipment is worn and damaged. 

•Question: Why is the equipment worn and damaged?

Answer: Because regular preventive maintenance has not been performed.

•Question: Why has regular preventive maintenance not been performed?

Answer: Because there are no clear maintenance instructions or schedule. 
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4. Current state analysis
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Before

•The equipment had no maintenance cards, and no schedule for routine maintenance was defined. 

•When a failure occurred, operators discussed the issue with the maintenance technicians, and the problem was addressed. 

•As a result, when operators changed shifts, a new operator who was unaware of the issue could not ensure that it was fully 

resolved. 

After

•Under the new system developed through the project, the operator identifies the faulty equipment, completes a red 

abnormality tag, and attaches it to the equipment. 

•The operator then completes a blue maintenance card and places it on the maintenance board. During their daily rounds, 

maintenance technicians review the blue cards and begin preparing the required repairs. 

•Once the repair has been completed, the maintenance technician removes the red tag from the equipment and returns it to 

the operator.
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A project implementation timeline was established to define when each activity would be carried out. As the project 
team, we monitored progress during regular review meetings with the responsible team members.

5. Project plan
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•In this step, we can demonstrate how the indicators defined for the problem or for the 

development of the current situation are affected by the implemented 

measures/actions, and to what extent each measure/action is reflected in the indicators.

•In the achievements section of this step, the sharing of the effects of the changed (or 

newly introduced) points is also highlighted, with the aim of providing insight for future 

applications.

8. Target- result control

Change in performance metrics:

Problem 
selection

Target setting Team building Current state
Project 

plan
Target-result 

control
Standardization Deployment 5S

•Compared with the first three months of the year, a reduction 

in scrap caused by profile handling has been observed.

•However, monitoring should continue for several more 

months to confirm that the improvement is stable and 

sustainable.
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Based on the work completed, a One Point Lesson (OPL) was developed. The responsible employee was trained on the required steps to 

ensure the task is performed correctly.

9. Standardization
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In addition, regular equipment cleaning and inspection instructions were introduced for the areas identified by the press and maintenance 

team leaders. These include visual and mechanical checks to ensure that the equipment is inspected regularly and kept clean.

9. Standardization
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For the 25 MN extrusion press, we plan to identify additional improvement opportunities and implement the necessary optimizations. Our 

objective is to roll out standardized maintenance and cleaning instructions across all areas of the largest press at ALCOMET.

10. Deployment
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BEFORE(43) AFTER(88)
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