
XI FORO LEAN & SIX SIGMA – 2024 – EL FUTURO DE L&SS: ROMPIENDO ESQUEMAS HACIA UNA CULTURA DE CLASE MUNDIAL 

VI FORO NACIONAL LEAN & SIX SIGMA

REALIMENTACIÓN DE RESULTADOS 
DE EVALUACIÓN

PREMIO A LA EXCELENCIA

Cultura de Excelencia Operacional en ambiente 

EMS.

ZOLLNER ELECTRONICS 

Ing. Octavio Matus

Ing. Víctor Sánchez



XI FORO LEAN & SIX SIGMA – 2024 – EL FUTURO DE L&SS: ROMPIENDO ESQUEMAS HACIA UNA CULTURA DE CLASE MUNDIAL 

VI FORO NACIONAL LEAN & SIX SIGMA

Costa Rica Operation 
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Costa Rica Operation (Customers) 
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Costa Rica (Strategic Plan) 
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Project definition and selection



XI FORO LEAN & SIX SIGMA – 2024 – EL FUTURO DE L&SS: ROMPIENDO ESQUEMAS HACIA UNA CULTURA DE CLASE MUNDIAL 

VI FORO NACIONAL LEAN & SIX SIGMA

Projects Gate Review 

Gate Reviews

Project 
Status

2024
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Costa Rica Operation (Define) 

“El indicador de entregas a 
tiempo “OTD” estuvo en 

58.31% (media), generando 
un impacto en el OTD y 
también en las ventas. 
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Costa Rica Operation (Define) 

WH Set Up SMT Washing Assy

Wiring

Press Fit

Screw

Wave

Testing

First Step
10/29/2020

Second Step
01/25/2021

Materials´ availability

PRODUCTION PROCESSES

TRANSACTIONAL PROCESSES

SPEED

Inventory accuracy in the floor shop

MRP messages: PO placement

Suppliers´OTD

Suppliers 
acknowledgement

Long LT & increases

SMT´s dropping 
components

1

2

Market availability

AVAILABILITY

SYNCHRONIZATION

SMED
MCT 

Reduction
FRONT 
FLUSH

PROCESS 
BALANCE

New Layout:
Process Sequence
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Costa Rica Operation (Define) 

Supplier Inputs Process Output Customer

· Internal 
Customer: 
SMT 02

· Planner

· Teradyne 
room

· External 
Customer: 
Teradyne

· SMT´s 
tables 
ready to 
be run

· Set up´s  
Siplace 
report

· Tables

· Feeders

· Materials

· SAP 

· Framework 
(traceability)

· WH

· Planner

· Maintenance

· To get the Set 
up´s siplace 
report from his 
Leader

· Research the 
components

· Look for 
tables and 
feeders

· Tables assy

SIPOC Diagram

SMT process (External Set Up) 
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Costa Rica Operation (Measure) 
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Costa Rica Operation (Measure CVSM) 
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Costa Rica Operation (Measure) 

· Semanas 

analizadas: 16 

semanas.

· Media de 

indicador de 

OTD: 58.25%

· El 

comportamiento 

del proceso no 

es normal entre 

semanas.

P-Value <0.05
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Costa Rica Operation (Analyze) 

Diagrama de Ishikawa : Bajo cumplimiento del BTS
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Improve

Agrupación 
por Familias 
(36% de 
reducción 
de Tiempo)

Preparación de Mesas)

Nuevo Layout

1

2

3
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Costa Rica Operation (Improve) 

Improvement Steps

P
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Re-locate raw material 
in WH (100%) and 

carry out a cycle count

Creates a montly plan 
to warehouse for 

component preparation 
(kits), visibility

Manufacture additional 
trays/frames for non-

T&R components

Train/show employees 
new methodology

Establish table´s 
parking lot

SMT frames´s furniture 
per sensitive 
components

Analyze the 80 PN we are 
purchasing today with straws 

in order to eliminate such 
package and reduce extra 
handling cost for Zollner

In order to reduce set 
up we can run at once 
the month-demand for 
High runners instead of 

once per week

Implement a progressive 
set up to maintain a min 
time for internal activities

To buy a new T&R 
(packaging) for the 

parts coming in plastic 
bags and straws

Constant cycle time to 
reduce shortages 

components risks: the 
components that will be 
returned to WH will be 

counted 

We will allocate the 
High Runners 

components together 
inside the lean lifter to 

reduce preparation 
time

Weekly cycle count (100 
PN per week)

Split out the current set-
up maker tasks in order 
to keep him focus on his 

responsabilities (no 
stencil washing)

Otras Mejoras 
implementadas
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Costa Rica Operation (Improve) 

Nuevo proceso 
estandarizado de Set Up

Evacuates the 
water tank in 
2.5 minutes.
Before: 8 min

69% 
improvement 
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Costa Rica Operation (Improve)

Set ups between shifts 
shows a similar 

performance (normal)

Target < 2.5 min
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Costa Rica Operation (Improve)

Cicle time 
reduction

Reduction
49.32% 
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Costa Rica Operation 

Reducción
 de transporte

 (Tiempo de 
procesamiento)
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Costa Rica Operation 

23,68%
BTS 

Improvement
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Costa Rica Operation 
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Costa Rica Operation 

OTD (On Time 
Delivery)
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Costa Rica Operation 

56.26%
Sales 

Increased
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Costa Rica Operation 
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¡MUCHAS GRACIAS! 
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