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High level definition of the problem: 

With the increase in production volumes, the implementation of new 
automated lines, and the recruitment of new operators, the aluminium 
profile packaging process has become a critical factor in ensuring product 
quality and production efficiency.
Over the years, accumulated knowledge has become dispersed among 
experienced employees, various folders, files, and information systems, 
without a unified standard for its management and updating. This makes it 
more difficult to train new operators, increases the risk of incorrect 
packaging, and leads to additional inspections, repackaging, and customer 
complaints.

Problem: 

There is no unified, up-to-date, and easily accessible system containing 
packaging instructions by customer and product. As a result, operators have 
difficulty finding the correct requirements, rely on different sources of 
information, and frequently make packaging errors, leading to repackaging, 
additional labor, and customer complaints.

Link to the strategic plan :

The implementation of a standardized packaging instruction management 
system will support increased production volumes, faster training of new 
operators, a reduction in customer complaints, and the sustainable 
utilization of new production capacities.

1. Problem selection

Project scope:

CSR

Finding of valid 
instruction for packing

Control of the ready 
packaging
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2. Target setting

Trend analysis: 

Target: 

To develop a unified, standardized, and easily accessible system containing up-to-date packaging instructions tailored to
specific clients and products, and—through its implementation—to reduce the number of repacking incidents by 90% by
September 30, 2026.
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INDICATOR UNIT BASELINE TARGET
CURRENT 

STATUS

Repacking No of repacks 35 ≤ 3 7

5S % 13 40 31

PERIOD July 2026 September 2026

- 83,3% - 80%

At the beginning of the reporting period, there were 
35 instances of finished product repacking.

There were 18 customer complaints attributed to 
"failure to meet customer requirements.“

By the end of the reporting period, a decrease of over 
80% was observed in both metrics.
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Tolga Hayredin
Group manager “Packaging” - Extrusion Shop

Diyana Kishisheva
Head of Production Costs and Project Management Department

3. Team building
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Names, job titels and picture of the team 
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Fact finding (Genchi genbutsu):

4. Current state analysis
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The lack of a unified system 
consolidating all customer 
requirements hinders and 
slows down the packaging 
process, creating:

• an environment 
conductive to errors;

• additional labor and 
time loss;

• increased risk of 
customer complaints;

• difficulties in 
onboarding and 
training new 
employees

Different Excell files

Multiple folders

Various management systems

Different types of drawings
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5. Project plan
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No Project steps 27 28 29 30 31 32 33 34 35 36 37 38 39

1 Problem selection *

2 Target setting *

3 Team building *

4 Current state analysis *

5 Project plan *

6 Root cause analysis * *

7 Implementation of solutions * * * * * * * *

8 Target-result control * * * * * *

9 Standardization * *

10 Deployment * *
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6. Root cause analysis
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7. Implementation of solution
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8. Target-result control

Before Kaizen After Kaizen

INDICATOR UNIT BASELINE TARGET
CURRENT 

STATUS
%  

IMPROVEMENT

Time required to 
find instructions

H:m:s 0:15 0:00:60 0:00:60 93,3

5S % 13 40 31 77,5

Change in performance indicators:
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Before the implementation of the customer-specific 
packaging instruction system, the time required to locate the 
relevant instructions was 15 minutes.

Following the implementation, the time required to find the 
necessary instructions was reduced to just 1 minute.
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9. Standardization
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9. Standardization

• Adress: https://package-hub.tail1b0f49.ts.net/
• Username: lean-champions
• Password: 123456789101112
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10. Deployment

Може ли да се 

разпространи
Ако ДА, Къде? Отговорник Срок

1

Имплементиране на единна 

стандартизирана система за управление на 

инструкциите за опаковане

Да
Станция „Ръчна 

опаковка“
Толга Хайредин 30.12.2026

2

Имплементиране на единна 

стандартизирана система за управление на 

инструкциите за опаковане

Да
Станция „Баркод - 

опаковка“
Толга Хайредин 30.12.2026

ПЛАН ЗА РАЗГРЪЩАНЕ
Статус на разгръщане

No Приложени действия
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Initial audit. Score - 13 
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Final audit. Score - 31 
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11. 5 S

Before After
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Before After
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Before After
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