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The company is experiencing rapid growth through investments in new
machines, equipment, and workforce expansion. However, over time,
equipment maintenance has deteriorated due to the lack of an
established maintenance culture. Even newly installed machines show
signs of premature wear. This created the need to implement
Autonomous Maintenance in order to improve equipment care and
establish sustainable maintenance habits among operators.

Clear standards for cleaning, lubrication, tightening, and inspection are
lacking, and these activities are not performed consistently. This results
in equipment failures, unplanned downtime, and planning challenges. In
addition, there is no structured and easily accessible record of equipment
failures and replaced spare parts. As a result, equipment effectiveness,
team engagement, and workplace safety are negatively affected.

To sustain our growth, win new customers, and improve operational
performance, we need reliable equipment and stable processes.
Addressing the lack of a systematic maintenance approach is essential to
reducing downtime, increasing production reliability, and improving
overall equipment effectiveness. This provides a strong foundation for
sustainable growth and enhanced customer satisfaction.

Category A Machines

Internal

No. Machine Name Model Company | Criticality
Number

11 | Milling Machine DMC 1035V DMC 1035V 195 2%

12 | Machining Center Salvagnini 230 4%

13 | HAAS Lathe SL-10 THE 172 2%

14 | HAAS Milling Machine MiniMill 231 2%

15 | HAAS Milling Machine VF-1DHG 221 2%

16 | HAAS Lathe TL-1 HE 21 2%
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2. Target setting

Trend analysis:
Machine downtime caused by equipment failures results in significant losses for the company. Currently, no statistical
data is available to track how long these Category A machines have been out of operation due to breakdowns

Target:
“ UNIT START TARGET

Implementation of

AM Plan % S7 69
5S % 53 90
PERIOD July202s  September

2025
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Stoyan Dilov — Technical Director

Hristo Manolov — Deputy Department Manager
Venelin Georgiev — Employee

Resmie Dimitrova — Employee

Georgi Stankov — Department Manager

Implementation of Target-result

> Standardization> Deployment > 5S >
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HAAS TL-1 HAAS Mini Mill HAAS VF1
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HAAS VF 1 HAAS TL HASS SL




Problem Target Team Current Project Root cause Implementation of Target-result Standardization Deplovment 55
selection setting building state plan analysis solution control ploy
BbTpewHo tonu CentemBpym
Ne HammeHoBaHMe Ha MawwmHa Mopen dvpmen | TexecT Le:yu: nF:::”leH Tolwlw WHW wToTwlw
HOMep Ty Ty 27| 28] 29| 30| 31] 32| 33| 34| 35| 36| 37| 38] 39] 40
11 |[®pes3a DMC 1035V DMC 1035V 195 2% 100% 2,0% I
12 | OrbBaLW UeHTLP Salvagnini 230 4% 100% 4,0% —.
13 |Ctpyr HAAS SL-10 THE 172 2% 100% 2,0% .
14 |®pesa HAAS MiniMill 231 2% 100% 2,0% .
15 | ®pe3a HAAS VF-1DHG 221 2% 100% 2,0% .
16 |Ctpyr HAAS TL-1 HE 211 2% 100% 2,0% .
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5 Why Analysis
Problem: Machines frequently break down, resulting in delayed orders and low operational efficiency.

Why do the machines frequently break down?
— Because routine maintenance (cleaning, lubrication, inspections, etc.) is not performed.

Why is routine maintenance not performed?
— Because there are no clear rules and standards for these activities.

Why are there no clear rules and standards?
— Because an Autonomous Maintenance system has not been implemented, and operators have not been trained.

Why has an Autonomous Maintenance system not been implemented?
— Because there has been no focus on developing such a culture and approach.

Why has there been no focus on developing this culture?
— Because the company's efforts have primarily been directed toward growth and production rather than sustainability
and equipment maintenance.

Root Cause
Lack of focus and a systematic approach to developing an Autonomous Maintenance culture.
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BbTpewHo lonu CentemBpu
Ne HanmeHoBaHue Ha malwmHa Mogen dmpmen | TexecT I::yu: I'Ipct-a;err::eH Tl owTwlwlwlwlwlwlwlwlowTwlw
Homep Ty v 27| 28| 29| 30| 31| 32| 33| 34 35| 36| 37| 38] 39| 40
11 |®pesa DMC 1035V DMC 1035V 195 2% 100% 2,0% I
12 | OrbBaWw UeHTLP Salvagnini 230 4% 100% 4,0% —.
13 |Ctpyr HAAS SL-10 THE 172 2% 100% 2,0% .
14 |®pesa HAAS MiniMill 231 2% 100% 2,0% .
15 | ®pesa HAAS VF-1DHG 221 2% 100% 2,0% .
16 |Ctpyr HAAS TL-1 HE 211 2% 100% 2,0% .
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5 ABTOHOMHa noaapPbxKa Ppesa Hass Mini Mill Z
NIKI N2195 NIKI

MNAaHK paro Hy®#H1
BPEME (MMH.) MHCTRYME HTH

Hrempyxyun 3a Asmoxoma Moddpswsa

‘P‘ Touua 1953

Homep | ManbaxmMTEn NeHCTEME HuTEpBan Onmucanme L

MouwcTere CTpymomTe o7
1 hls] MOMMCTEAHE HA MAWMHATA OT OCTATLYHM YCTROACTBOTE 18 CMAHS HE

OTRAE M W CTRYHEM. AT AT,

1851 o MowcTEaHE

T pecHpaiiTe CTREHFMHATE HANPITAEAWM DERCH
H3 EpaTaTa.

195.2 fu] 3mazaane c 5

TIMME TETE CTPYHHMTE O yTpoHcTaoTo 33

Cumson
=7
195 .3 [u] MowacTEaHE . c 10
e CMAHI HA MHCTRYMEHTH. a\ Touwa 1954

MpoESpaTs HWEOTO H3 PE3EPEOIPA 33 MACHD M Oimcasine:

135.4 o HMHCMSHLIMA
M0 A0 MaAHETE M NOMMCTEIHE Ha dMmapa.

Mposspere HUBoTE HE

PEIZDE0APS 38 WATHD WD
ABTRAHETE .
TIOMMCTEAHE CMWCTONST CBLIAYK HA 2. =hnoM

195 5 o MowcTEaHE
BEHTHAITOPH - [HE NO-M3NKD OT 20 o)

MoMWCTEEHE H3 SMATLDE 33 Macno-
OENEHAIUETS TEHHOCT.

195.6 0 CMAHA

195.1 195.4

195.3

1c 1M 1c

195.6 195.2 2145
5~ =7
\5 M 1C iM
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AM (ABTOHOMHa NnoaApLXKa) NnaH 3a BHeapsisaHe B HAKU OO/ 2025 (cTLnku Ha AM ot 1 o 3) b
v | o | v | G| ronsr] 1| oo s TR o TR o TN o RS e R RS
Homep ye GELD 1]2[3]4ls]6[7]8]9
1 |OrbBaw ueHTLp SALVAGNINI 54 Lean P2 230 5% 100% 5,0%
2 |Nasep NUKON Vento 315 229 10% | 100% |  10,0%
3 |Tpwben nasep BLM LTS 1% | 100% 11,0%
4 | MawmHa 3a na3epHo ps3aHe L5-30 64 1% | 100% 11,0%
5 |ABKanT Karmet el IR 3% |100% | 30%
6 |ABKanT Baykal 2N | s | 3% | 100% | 3.0%
7 |ABkanr Baykal i 214 | 3% |100% | 30%
8 [Abkant Baykal ol 7 3% | 100% | 3,0%
9 |ABKanT Baykal sy |13 | 3% | 100% | 3.0%
10 |AGkaHT Baykal 3 1:::1520 167 3% 100% 3,0%
11 |®pesa DMC 1035V DMC 1035V 195 2% | 100% 2,0%
12 | OruBaw ueHTLp Salvagnini 230 4% | 100% 4,0%
13 [Croyr Coverel | 2 | 2% |100% | 2.0%
14 |®pesa HAAS Dekel Maho 231 2% 100% 2,0%
15 | Ppesa HAAS VR-1DHG 221 2% | 100% 2,0%
16 |Crpyr HAAS TL-1 HE 21 2% | 100% 2,0%
17 | Pobor sagapnane Yasmawa | 3% | 0% 0.0%
VR-1-
18 | PoGor d 3% 0% 0,0%
A0
19 |Burosawa mauwmHa 3a KawoHu AY2,5NN 3% 0% 0,0%
20 (2D orbBawa mawnna CFM 620 126 3% 0% 0,0%
21 |3D mawua 3a oruBaHe Ha Ten AFM-3D8T 176 3% 0% 0,0%
22 | Npaxosa nunus 231 15% 0% 0,0%
23 |BbHWHa NpaxoBa nuHUsA 1% 0% 0,0%
MakcumaneH pesynrat 100% 69,0% TekyLly pesynTat
2.10.2025
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First Audit. Points 53 Second Audit. Points 85

MposepoueH nuct no 58 g MNMpoBepoyeH nuct no 58 Sl
vl
3ason: | Hukw OON1 soma | Onakoska para 10.06.2025 3ason | Huu OOQ ona__| Onakoska hata 01.10.2025
Oawrop:| Cr. Hewesckn | 1S 28 38 48 58 O6uIo - Makc. 100 T. Oavrop:| Cr. Hewescn | 1S 25 3s 4s 55 06 - Makc. 100 7.
06 TouKN 9 8 13 8 15 53 06 TouKN 18 17 18 16 16 85
Bp. Bunpocy 5 5 5 5 5 25 Bp. Bunpocy 5 5 5 5 5 25
(Cpeario Touxm 18 1.6 26 16 3,0 21 Iﬁm 36 34 36 32 32 34
LeitrocTn no 1S - COPTUPAHE 0[1]2]3]4|3a6. [LleitHocTv o 1S - COPTVPAHE 0]1]2]3]4]zas.
1,01 Ha paBoTHOTO MSICTO Ce HaMUPaT CaMo HyXXHUTe Hall, v ap. puanu, kouto |1 v A 1,01 Ha paboTHOTO MACTO Ce HaMupaT camo HyxHuTe MaTepuanu, Hafl, n ap. Matepvanu, kouto | 4 v
He ca Hy)XHu 3a Tekywiata paboTa ca oTCcTpaHeHu oT paboTHOTO MACTo. He Ca Hy)XHU 3a TekyLlaTa paboTa ca OTCTpaHeHu OT paboTHOTO MSICTO.
1,02 Ha paboTHOTO MSICTO Ce HamupaT CaMo HyXHUTE HCTPYMEeHTH, npucnocobnenns n ap.n. |2 v B 1,02 Ha paboTHOTO MSICTO Ce HaMUPaT CaMo HyXXHUTE MHCTPYMEHTM, Npucnocobnenns 1 ap.n. |3 v A
VIHCTPYMEHTH, KOUTO He Ca HyXXHM 3a TeKyllaTa paBoTa ca OTCTpaHeHu oT paboTHOTO MSACTO. VIHCTpYMEHTW, KOUTO He ca HyHW 3a TekyliaTa paboTa ca oTCTpaHeHn oT paBoTHOTO MACTO.
1,03 Ha paBoTHOTO MSICTO Ce Hamupa camo HeobxoanMoTo oGopyaBaHe. Malwntm, cTenaxu, 2 v B 1,03 Ha paboTHOTO MACTO Ce Ham1pa camo HeobxoaumMoTo obopyaBaHe. MalumHi, cTenaxm, 4 v
LwkachoBe, Mac 1 Ap. KOUTO ca M3Nesnu oT ynoTpeba Uk HeHyxHN 3a TeKyLLOTO WwkachoBe, Macu 1 ip. KOUTO ca U3Nes3nu oT yrnotpeba Unu HeHyxHM 3a TeKyLLLoTO
NPOM3BO/ICTBO Ca OTCTPaHeH! OT paBoTHOTO NPOCTPaHTCBO. NPOM3BOACTBO Ca OTCTPaHEeH! OT paboTHOTO NPOCTPaHTCBO.
1,04 Ha paboTHOTO MSICTO Ce Hamm1pa camo Ta (K. wano |4 v 1,04 Ha paGOTHOTO MSICTO Ce Ham1pa camo (BKN. wmano |4 v
Tabnara). OcTapenu unu HeHyxHv Aoknaam, Genexky, 06siBi, adulum 1 Ap. ca OTCTPaHeH!. Tabnara). OcTapeny unu HeHyxxHW fAoknaav, Genexku, 06aBu, aduLun 1 Ap. ca OTCTPaHEHM.
1,05 B craHaapta no 5S (pab. MHCTpyKuus/cxema 1 np.) 3a paBoTHOTO MACTO ca AecHUpaHn ofv 1,05 B cTanaapta no 5S (pab. MHCTpyKums/Cxema 1 np.) 3a paBoTHOTO MSCTO ca AeMHUPaHU 3 v B
BCUYKY HY)XXHV MPEIMETY 33 MACTOTO BCUUKM HY)KHM NPEAMETM 33 MSICTOTO
Henroctu no 2S - CUICTEMHO MOAPEXXOAHE 0(1(2[3|4 |3as. [OevHocTy no 2S - CUCTEMHO MOAPEXOAHE 0[1[2|3|4 326
2.01 MMpoxoauTe ca siCHO UAEHTUDMLMPEHN W He3anpeyeHn. M3xoauTe ca icHO AedmHUpaHu 1 4 v 201 N ca SICHO nA n p 5 ca ICHO AeUHP: n 4 v
HesanpeyeHn. HeaanpeyeHu.
2.02 MecraTa 3a BCU4KM NPeAMETH - e ICHO AedMHMPaHO, O4epTaHo 1 MapkupaHo no pastupaem| 0 | v 2.02 Mecrara 3a BCUYKM - @ AICHO 04€epTaHo 1 Mapk1paHo no 3 v B
HauH. (mpedmemu o noda - kyTuu, Hall, MaTepuanu, KONuU4KW, NOYUCTBALLM CPEACTBA, HauuH. (Mpedmemu ro noda - kyTvm, Hall, matepuany, KONWYKW, NOYMCTBALLM CPeacTBa,
naneTu 3a CTPYXKA U Ap.; MpedmMemu ro dpyau Mecma - UHCTPYMEHTU, CTenaxu 1 np.) naneTu 3a CTpYXK1 U Ap.; npedmemu o Opyau Mecma - UHCTPYMEHTU, CTENaxu 1 np.)
2.03 KonuuecTsara 3a maTepuanu, koHcymatusm u Hall ca scHo aeduH1paHn, ouepTaHi n 2 v 2.03 Konuuectsara 3a matepuanu, koHcymatusm 1 Hall ca sicHo AedvHupaHm, o4epTanmn u 4 v
HaanmcaHn. HaznMcaHm.
2.04 TocTaBeHu ca €TMKETH M Haanucy 3a matepuany, H3MM, Malwuky, yyacTbum, nasuumnnp. |1 v 2.04 ToctaBeHu ca eTUKETM U Haanucw 3a matepuany, H3M, MawmHY, yyacTbuy, nasuum unp. | 3 v r
2.05 [okymeHTuTe (BKN. HhOPMALWS NO TabnaTa) ca YeTAMBO HaANMCaHU U UMaT SICHO 1 v 2.05 [okymeHTuTe (BKI. MHchopmaLusa no Tabnara) ca YeTIMBO HAANUCaHN 1 UMAT SICHO 3 v a
[ehMHMPAHO MSICTO. IeMHUPaHO MSICTO.
[eitHocTy no 3S - CUANHA YUCTOTA 0[1]23[4]3a6. [eviHocty no 3S - CUAVHA YUCTOTA 0]1]23]4|3a6.
3.01 MMogoBeTe ca YMCTW OT MPBLCOTUS, Npax, OTMAABLLM, KOMMOHEHTH, ONaKOBBYEH MaTepuan u 3 v 3.01 TMMopoBeTe ca YMCTU OT MPLCOTUS, NPax, OTNAABLLW, KOMNOHEHTU, ONaKOBBLYEH MaTepuan v 4 v
ap. MapkupoBkuTe no noaa ca B 406pO CLCTOsHME. CTeHUTe, NperpaauTe, KONOHUTE, ca np. MapkupoBKuTe no noga ca 8 A06po CbCTosHMe. CTeHUTe, NperpaauTe, KONOHMTE, ca
YucTn. umcTn.
3.02 MawwuHuTe ca YUCTH OT Npax, Macno, MpLCOTUS 1 Np. (paboTHW NNoToBe, Kanauw, cToiku ¢ | 3 v 3.02 MawwuHUTe ca YUCTM OT Npax, Macno, MpLCOTMA 1 Np. (paboTHM NNoToBe, Kanaum, CTOMKM C | 4 v
marepuvany v ap.) marepuanv u ap.)
3.03 Bcuukv npegmeTy - paboTHN MacK, KyTUM, KO, MUHCTPYMEHTH, U AP. Ca YUCTW, He ca 3 v 3.03 Bcuuku NpeaMeTy - paGoTHN MacH, KyTuUM, KO, MHCTPYMEHTH, U AP. Ca YUCTU, He ca 3 v B
PpaskbcaHm n nospeaeHy. Te ca noapeaeHy no Mectara cu. paskbcaHy unu nospeery. Te ca NOApeaeHm no MecTara cu.
3.04 [loKymeHTUTe Ca YMCTW, He Ca NOBPEAEHN, N Ce CbXPaHsABaT Ha MecTarta Cu. 3 v 3.04 [loKyMeHTUTe ca 4MCTU, He Ca NOBPEAEHM, U CE CbXPaHsiBaT Ha MecTaTta Cu. 3 v a
3.05 Matepuanure U KOHCyMaTMBMTE 3a NOYUCTBAHE CE CbXPaHsIBaT Ha TO4YHO ONpeaeneHo 1 v 3.05 Marepuanute ¥ KOHCyMaTMBUTE 3a NOYMCTBAHE CE CbXPaHABAT Ha TOYHO ONpeaeneHo 4 v
MSICTO C MOAXO/AsiLLA MAPKMPOBKA 1 Ca JIECHO AOCTBIHY MPU HyXaa. MSICTO C MOAXOASILIA MAPKMPOBKA U Ca JIECHO AOCTBHM NPK HyXza.
[evHocTtn no 4S - CTAHOAPTUSUPAHE 0]1]23]4]3a6. [eiHocTtn no 4S - CTAHOAPTUSUPAHE 0|1]23]4|3a6.
4.01 Wma rpadhmk, KoiiTo nokasea Bpeme, YeCToTa U OTFTOBOPHOCTU 3@ NOYUCTBAHETO Ha 0fv 4.01  Wwma rpadpmk, KoiiTo nokassa Bpeme, YecToTa 1 OTFOBOPHOCTM 3a NOYMCTBAHETO Ha 0fv
MaluMHTe, CTenaxv, paGoTHOTO MPOCTPAHCTBO W Ap. MaLumMHUTE, CTenaxn, paGoTHOTO NPOCTPAHCTBO M Ap.
4.02 Vma rpadhmk, KOiTO nokasea Bpeme, YeCToTa U OTFOBOPHOCTH 3@ OTCTPaHsiBaHe Ha 4 v 4.02  Wma rpachmk, KOWTO Noka3ea Bpeme, H4ecToTa M OTTOBOPHOCTM 3a OTCTPaHsIBaHe Ha 4 v
OTnagbuyTe OT NPOM3BOACTBOTO. oTnaabuuTe OT NPOU3BOACTBOTO.
4.03 BbBeaeHu ca NpeBaHTMBHU MepKM 3a cra3BaHe Ha 5S uanckBaHusaTa (Hanp. Cuctemu 3a 4 v 4.03 BbBeaeHn ca NpeBaHTUBHW MepKK 3a cnassaHe Ha 58 uancksanuaTa (Hanp. Cuctemm sa 4 v
cbbMpaHe v oTCTpaHsABaHe Ha OTNaabUy - KOHTEIiHepy, kyTii n ap., ) Cbb1paHe 1 OTCTpaHaBaHe Ha OTNaAbLY - KOHTeMHepW, KyTun 1 Ap., )
4.04 Pesyntarute oT OAUT Cca NocTaB Ha BAVMO 32 LIenus ekun MACcTo. 0|v 4.04 Pesynratute oT OAMT Ca NOCTaBEHW Ha BAWMO 3a LIENWs eknn MACTO. 4 v
4.05 ToukuTe 3a H: HU Ha O[T Ca USMbIHEHM. 0fv 4.05 Toukute 3a Ha NPEeAXOAHNS OAUT Ca U3MbIHEHU. 4 v
[OewrHocTyn no 5S - CAMOOUCLIMIMNHA 0]1]23]4|3a6. [OevHocTtn no 5S - CAMOAUCLIMIIHA 01]23]4]3a6.
5.01 [lpeacTtasuten Ha MeHMAKMBHTA e yyacTBan B AeMHOCTUTE Mo 5S kaTo oauTop, Unn B 4 v 5.01 [peactaButen Ha MeHMIKMBHTa € yyacTBan B eHOCTUTe Mo 5S kaTo oauTOop, UNu B 4 v
APy AeiHOCTM npes nocneaxns 1 meceu. APy fAeiHOCTY Npes nocneanus 1 mecew.
5.02  EkunuTe (CMEHMTE) C Hai-ronsiM NpuHOC B eHOCTUTE no 5S ce oTnuyasar. 0|v 5.02 EkanuTe (CMeHWTe) C Hai-ronsm NpuHoc B AeitHocTuTe no 5S ce otnuyasar. 0|v
5.03 3a peitHocuTTe Mo 5S ce OTAENAT JOCTATLYHO BPeMe 1 pecypeu (Hanp. OnpepeneHo 3 v 5.08  3a neitHocuTTe Mo 5S Ce OTAGNST AOCTATLYHO BPeMe M pecypeu (Hanp. OnpeneneHo 4 v
[IHEBHO/CEAMM4HO BpeMe 3a nouucTeaHe, 5S nuaep v ap.) AHeBHO/ceiMM4HO Bpeme 3a nouvncTeate, 5S nuaep v Ap.)
5.04 Bcuukv onepaTopu, NUOEpU U HaYanHULM UMaT 3aAa4m 3a U3nbrHeHre no 5S B pamkute Ha 1| 4 v 5.04  Bcudku onepaTop, MAEPU U HAYANHULM UMAT 3a4aqi 3a u3nbiHeye no 5S 8 pamkute Ha 1| 4 v
ceamnua. ceamnua.
5.05 Ekuna cTapTvpa MHMLMATMBM 3a NOA0GPeHUs Ha PaBOTHOTO MAICTO, KOUTO He ca 4 v 5.05 Ekvna CTapTvipa MHULMATMBW 3a NOAOGPEHNs Ha paBOTHOTO MSCTO, KOWTO He ca 4 v

onpeaeneHy B 5S oaura. onpeneneny B 5S oguTa.
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LA 11.5S

Touku 3a nogobpeHne

OpraHu3npaHe Ha macaTa
3a 3anosBaHe.
MpepnoxeHne n cNUCHLK
CbC HYXKHUTE MHCTPYMEHTU
3a uenTa.

Mpeanoxexue 3a Crenax Touku 3a nopobpeHue
3a Kabenute.

MpeanoxeHune 3a Ctenax
33 ipyruTe MHCTPYMEHTY. CNUCHK CbC UHCTPYMEHTU — BUAO0BE + Kpenexu.
Oa ce rpynupat go 05.08 — nprmepHa cTeHa Ha CKuLa

He e cBbpLUeHO - ga ma

ckuua no 05.08 MoAHOC 338 UHCTPYMEHTUTE???

W | CNUCHK CbC 30HMTE 33 UHCTPYMEHTHUTE.
Cpok 30/07 ;
y 1| PeleHne: RonnyKa 3a MHCTPYMEHTUTE =5 6p.
Pasmepu : npeanoXeHnaA 3a paamepu — 4a UMa CKULLa UK
CHUMKa. Kbae LWwe ce ckanampa

leopru

Cpok 30/07 — Cpok 15.08

Xpucto MaHonos
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