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# Title of the Kaizen project

Leader: : Arif Arifov

Team members: Yordan Stoev , Varvan Varbanov, Plamen lvanov, Iskren
Slavov

LEAN.BG Champion: Anna Goncharova

ADDING VALUE

Field of activity: Drilling Department

____________________

Location / Factory: Linamar/ Ruse

Completion date: 30.06.2025
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Following the change in management, the company entered a
transition period that affected the sustainability of established
work practices. Autonomous Maintenance (AM)—a key
process for ensuring long-term equipment efficiency—was also
impacted, leading to a gradual decline in adherence to
established best practices.

During the second quarter, increased seasonal employee
turnover became an additional challenge, making it more
difficult to maintain optimal machine utilization and increasing
the risk of reduced operational efficiency.

At the start of the project, the selected machine was operating
at an efficiency of 37%. Its overall condition and cleanliness
had deteriorated, with several abnormalities identified. In
addition, the company experienced workforce instability during
the summer months, further affecting operational performance.

The project supports the company's strategic objectives by
restoring Autonomous Maintenance (AM) and reinforcing
sustainable Lean practices, ultimately contributing to improved
productivity.
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Yordan Stoev Deputy Productl.on
Manager — Quality
Varban Varbanov Mal.ntenance
Engineer
Anna Goncharova Production Director
Plamen Ivanov Tooling Engineer
Deputy Production

Arif Arifov Manager — Technical

Iskren Slavov Process Engineer
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s 4. Current state analysis

Two Types of Production on the FA7 Machine:
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AM (ABTOHOMHa NogapbBXKa) nnad 3a Bb300HoBABaHe 2025 ~
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Launch of a 5S Recognition Program to reward employees' improvement efforts.

Training for new operators on the proper use of T-Cards, along with refresher training for existing operators.
Hands-on shop floor training with operators.

Recruitment of additional operators from abroad.
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Reduced Efficiency. —\

Why is efficiency reduced?

Equipment downtime has increased due to
more frequent faults and slower execution
of routine operations.

~

Why are daily operations taking longer
or not being completed?
Cleaning and basic maintenance are not

performed regularly, and the machine
condition is deteriorating.

Q1 - Main Problem
Equipment Condition

Why is cleaning and basic maintenance

not being performed?

Operators lack a clear understanding of their
AM (Autonomous Maintenance) responsibilities
and are not following the standard.

There is also an unstable workforce.

~

activities?

Why are operators not able to follow
the standard and perform their AM

Operators have not been properly trained or
refreshed, and there is no consistent system

for tracking and controlling AM activities. |
Frequent personnel turnover increases the risk ‘

of losing skills and knowledge.
—

Why is there an unstable workforce and
high operator turnover?

There is no structured onboarding process
for new operators.

There is no recognition system to motivate ‘
operators and encourage ownership and
sustainability.

Countermeasures:

+ Launch a 5S recognition program.

+ Train new operators on T-Cards and
provide refresher training for existing ones.

+ Conduct hands-on shop floor training.

» Recruit additional operators from abroad
to stabilize the workforce.
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9. Standardization

4. Nouucreane oxono
CHLPUAPHATA MALWNHA

2. Noyncreane Han 3. Nouncreane
CHPUAPHATa MAWMKHA | 8 cupuapHara mawnHa

1.Mouncreane Ha mukcepu

2.1 la ce noumcTH 3.1 fla ce noymcTH 4.1 Noyucreaxe ]1
QYHHUATA 32 NACHK crpenswara rnasa Ha paGoTHnTe mMacu
M OKONO HeR

1.1 la ce novwmcrar ‘
I xopnycwre

Ha CMecuTenuTe,

Knanammre

Ha posaropure

33 NACHK ¥

TPuOuukmuTe 33 cmMona

M BTELpAUTEN

3.2 [la ce noyncTv 4.2 Nouncreane
2.2 [la ce novmucTH rasupawara rnasa Ha Noaa OKoNno
KNanara Ha yHuaTa CLPUAPHATA MAWMKKHA
3a NACHK 3.3 1a ce nouncTn

wennara

“ cBbLpIBawara
nnoya (Staubli)

MbPBA CMAHA MbPBA CMAHA MbPBA CMAHA MbPBA CMAHA

D1. Mouucreane D2. Nouncreane
Ha nnarcopmarta D Ha CupuapHara mMawmHa D
Hag CLPUAPHATA MAWNHA
1. 1a ce noumncTar
2 NOYHCTAT ynewre NPEAHOTO U 3aaHOTO
PHUATE MAWMHK
MIXBHLPNAHE

HOCTTa Ha
Ta OT NACHK

Aa ce NONUCTH NOALT
Ha nnaThopma

oo Restart of the Autonomous
o s | Maintenance (AM) System
v waiara paanonars ST o wiiis T-Cards: One T-Card is used for
each shift/day and contains a
standard set of Autonomous
Maintenance tasks. The card is

C TaxLs. nop wenHata

NOHEQENHUK MOHEOENHUK |

10. Ceamuuno nouncraare
OKONo cLpuapHara w
MaluHa

9. CeammnyHO nouncreane
B ChLpuapHaTa MawuHa W

7. CeamuuHo noumcreaHe

8. CeAMMYHO NOYMCTBAHE
Hap cbpuapHara mawmka |\

B CbpuapHara MawwHa

7.1 fla ce noyncTaT
pesepsoapure

3a Bb3gyx

H nNLTeKuTe

Hag mawwuHara

CEOAMUWYHO

8.1 1a ce NOMMCTAT
3ubHMTE KONena
W penkn Ha wewnHaTa

8.2 la ce NOMMCTAT
cronepure, pencure
W onopHuTe NNaHKKu
Ha wewnHara

W KONMYKa rasm

CEOMUYHO

9.1 [la ce noumcrar
acNUpPauMoHHuTe
TPLOM

9.2 fla ce noyucraT
pencure Ha sparure

9.3 [la ce noumncrar
BCUYKM 0630pHMU
cTbKNa

10.1 fla ce nouncru
nnoyara Ha 4onHoTo
n3busane u nog Hes

10.2 la ce noyncm
eKCTPaKTopa 3a cbpua
v kabenoBogewara

10.3 fla ce nouncru
noga okono mawmuHara

CEOAMWYHO

double-sided—red on one side and
green on the other. Once all
assigned tasks have been
completed, the card is turned from
red to green, providing a clear visual
indication of task completion.
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Restart of the Autonomous Maintenance (AM)
System

These four T-Cards are designed to be completed
by operators at different stages of the shift:

1. Start of the Shift

T-Card 1: Pre-start inspection and cleaning tasks
T-Card 2: Equipment and work area preparation
2. During Tool Change (if applicable)

T-Card 3: Inspection and cleaning of areas
associated with the tool change

3. End of the Shift

T-Card 4: Final cleaning and inspection of the
machine and work area

MbPBA CMAHA |

CNPUDPHITE WERLMNA

MbPBA CMSAHA
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D1. Mouncreane

i cpaprars p Daily 5S T-Cards (Completed as Directed by the Supervisor)
e These two T-Cards are completed every day, but not at a fixed time. The direct supervisor
determines when they should be performed, depending on the production schedule and
e ) line workload.
Scope of the T-Cards:
Tk T-Card D1 — Cleaning the Platform Above the Sizing Machine
Chutes
Floor
| Utility connections
& it — D Extraction unit
‘ = T-Card D2 — Cleaning the Sizing Machine

Blow off the machine arms
Internal cleaning

Guide rails

Rollers

Cable carrier

Under the carriage
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Weekly 5S T-Cards (Scheduled Activities)
These four T-Cards are completed once a week and cover different areas around and inside the Sizing Machine. They are part of the regular
Autonomous Maintenance routine and are carried out according to a predefined schedule.
Scope of the T-Cards:
T-Card 7 — Cleaning Above the Sizing Machine
Air tanks
Walkways
T-Card 8 — Cleaning Inside the Machine
Gears
Guide racks
Linear rails
Carriage stops
T-Card 9 — Additional Internal Cleaning
Extraction ducts
Door guide rails
Inspection windows
T-Card 10 — Cleaning Around the Machine

Knockout plate

Extraction unit
Cable carrier

These activities are performed according to a schedule agreed upon with the production management and the maintenance team.
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NNAH 3A PA3IPBLUAHE

CraTtyc Ha pasrpblyaHe
No MpunoxeHn AeHCTBUA Moe a4 aa ce AKo [IA, Kbae? T Cpok
pasnpocTpaHu
1 CHbCABAHE HA YNEW 33 NACHH Oa Ha BCMYKK MaLLKMHK Apud Apndos 31.5.2025
2 MNogmaHa Ha NpegHK BpaTtk Ja Ha BCHYKW MalwmHK Bvpban Brpbanoe 31.5.2025
3 MoamaHa Ha 3a4HKM orpagu Oa Ha BCHYKM MaLLMHK Bbpbax BrpbaHoe 31.12.2025
4 Hosw kanauw Ha kabenosoaeum Oa Ha BCMYKM MalKMHK Bbpbax Bupbanos 31.12.2025
5 OxnaxaaHe Ha amMMH CTaHUMA Oa Ha BCHYKM MaLLMHK Brvpban BrpbaHoe 31.12.2025
6 ABTOMATHYHA rpecMpalla cuctTema Oa Ha BCHYKM MaLLMHK Bbpbax BupbaHose 31.12.2025
AM [ABTOHOMHA NORAEREE) ANaH 33 BE30GHoBREaHE 2025 manll
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