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BackGround 

K211 is new mass production program, 5*family 
with 280k annual volume, 4*doors and trunk-lid. 
Till now the many Kaizen idea in K211,and next 
month ramp up will be completed. 
So the goal is optimal utilization  lean production 
line for K211. 



Overall Plan 
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 Project Charter 

Project Name: SGM-K211 optimal production   

project method: DMAIC/ 8Muda 

Dep: K211 

Team Member: IE  ETE QE  Mfg. Logistics  WH 

Project Plan 

item Define Measure Analyse Improve Control 

start  2.3 ~ 3.1  3.2 ~ 3.20  3.21 ~ 4.1  4.2 ~ 5.15  5.16 ~  

completely  2.3 ~ 3.1  3.2 ~ 3.20  3.21 ~ 4.1  4.2 ~ 5.7  5.7 ~ 

Problem statement:(5W1H): 
What ‘s  the  current  status, time,capacity,headcount, efficiency ? 

What’s  the lean production line? 

Where can  use Jidoka? 

Which station is  bottle neck? 

How many waste  exist in K211 ? 

How to reduce the waste ? 

How  to improve quality? 

When can completed? 

 

Project Scope: 

Layout/ 

headcount/  

raw material area/ 

pre-blocking-ass'y-wrap tape-100%-packing 

 

Project target 

Baseline:efficiency 80%    PPM  10k 

Target:150%  PPM <5k 

Process target: one piece flow in cell (low WIP) 

Finance target: efficicncy 150% 

 

 

  

Chamption   6 sigma Exec. Andy.Wang 

MBB 
sigama  

commissioner   

M  I A C D 



Problem Statement 

High PPM  and  80% eff. 

M  I A C D 



 Project Scope & Process 

Improve Y 
scope  for  
Quality 

Cutting Taping Pre-blcok E-Test Packing 

Input Process Supper Output 

 Operation 
Buyer 

supplier  

Customer 
 information 
material 
machine 
operator 

product 
Handbook 
Apply to  
customer 
 information 

SGM K211 

Customer 

100% 

M  I A C D 



Organization 

Sponsor : Alice 

Guider: Jason 

GB Leader: Andy 

IE 
Andy.Wang 

ETE 
Arthoro.P 
Yang.Jun 

Warehouse 
Yang.Ting 

QE 
Hu.Chumei 

Log. 
Zhu.Ronglong 

 Mfg. 
Qiao.Zhihua 

Production 
Requirement 

Equipment/ 
Tool Design 

Raw material 
Feed material PPM/Audit  

Production  
Schedule 

optimize 
the process 

M  I A C D 



Goal Statement 

Target Finance Efficiency 150% 
Target PPM  below  5000 

M  I A C D 



Item 
Plan 

Plan Content 
2月 3月 4月 5月 6月 

Define 

          

 Project charter 
 problem 
 target  
 members 

Measure 
          

 MSA  /  Layout 
 Process capability 
 Process mapping 

Analyze 
           Move/Motion study 

Improve 
          

 ECRS/Muda/PDCA 

Control 
            

Project Schedule 

Project plan time Project actual time 

2/2~3/1 

3/21~4/1 

3/2~3/20 

4/2~5/15 

5/16~ 

M  I A C D 



Measure 

Measure  Cycle Time/Headcount/Station Qty. 

D  I A C M 



 Analyze Summary D  I M C A 

A1:Pocess Analyze  

A2:Quick Improvement 

 

 

  

Measure Define 

Control 



 Process Analyze 

1.Planner  
production 
plan 

2.PD release 
Cutting/BO
M 

3.produce 

KPOV 

KPIV 

X = Key Factor  

C = Control Factor 

S = SOP Factor 

N = Noise Factor  

Taping Test + Clip 100% 200% Packing Shipping Cutting 

1.Insert 
circuit  
follow  
Visual aid 

2.Lock TPA 
by tools or 
finger 

Pre-Block 

1.Install  
tube 

2.Taping 

3.Routing  
wire 

1.Wrong  
Cutting 

2.Mterial  
issue 

1.Select 
Test level 

2.Install 
CONN clip 

3.Paste 
label 

1.Demision 

2.Location 

3.Parts NO. 
QTY. 

1.Demisio
n 

2.Location 

1.Chek 
Actual 
QTY 

2..Check 
material 
P/N 

3.In BOX 

1.Materi
al 
shortage 

2.Worng 
part 

3.No 
tools 

1.Wrong 
test level 

2.Wrong 
part 

1.Missin
g 

2. Wrong 
length  

3. Wrong 
parts 

1.Materi
al 
shortage 

2.Worng 
part 

3.Borad 
Fork not 
ergonom
ics 

1.Missin
g 

2. Wrong 
length  

3. Wrong 
parts 

1.Wrong 
P/N 

2.Lack  
Qty. 

1.High 
frequenc
y 

1.transfer 

cancel 

D  I M C A 



 Quick Improvement D  I M C A 
1. Pre-Block&Taping layout change 

One line 90 degree 

Advantage: reduce  body turn-back motion 
Disadvantage: no DRI: Mfg. Ning Bo 

Done 



 Quick Improvement D  I M C A 
2. Use fixed fixture to  through the circuit 

Before:  one hand hold rubber , 
 the other hand hold circuit and through 

Advantage: more convenient than   
                      no fixed fixture or manual  
Disadvantage: no 

Done 

After:  Rubber install on fixture, and  
double  Hand hold circuit to through  

Design Drawing 

DRI: ETE. Arthuro 



 Quick Improvement D  I M C A 
3. Pull terminal fixture design Done 

Advantage: can prevent  rubber out  effectively 
Disadvantage: no 

Drawing: Li Pengchao 
DRI:Joce 



 Quick Improvement D  I M C A 
4. Blind plug concentrated operation 

Advantage: centralize manage, improve line balance, low WIP 
Disadvantage: no DRI: Mfg. Qiao ZhiHua 

Done 



 Quick Improvement D  I M C A 
5. Tube box change  

Advantage: 1.reduce arrange tube time    
                      2. 5s 
Disadvantage: no 

Done 

DRI: Mfg. Qiao ZhiHua 



 Quick Improvement D  I M C A 
6. 1 Tube box change 
   .2 Reduce length of Circuits Boxes  

Advantage: 1.less  times to feed material 
                      2. get material easily 
Disadvantage: no 

Done 

DRI: IE. Andy 
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