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How one EMS company improved production time by shedding the straight line flow.      

  

Two years ago, Orbit One decided to redesign its SMD line in Ronneby, Sweden, with the goal
to decrease machines’ setup time or to increase uptime and shorten lead times.

The work started in 2010 when two “straight” production lines were reconfigured into a “U”
shape, under the theory that this would minimize setup time and improve production flow. 

To do so, we took two of our three lines and put them together. In other words, we took four
placement machines and split assembly across the four modules, setting up the placement
heads to assemble at the same time but just using half the number of feeders.

This way we shortened the lead time, and by using just one of the two feeder boards in the
machines, we could perform a setup while simultaneously running the machines for the present
job. That positively impacted uptime. 

To optimize after this redesign, we adjusted the modules to balance the assembly time, which is
of course important because the module with the longest assembly time determines the output
from the machine. In theory it is simple, but it does require some effort from operators and
programmers to make these movements between the modules. Depending on the design and
number of components, some boards are harder to optimize. Also, other potential bottlenecks in
the line, such as the screen printer or oven, must be considered.

Overall, the reconfigured line has been very successful. We produce with increased efficiency
compared with the previous line configuration, and it’s easier to change production plans closer
to the start date compared with the previous layout. Moreover, overall setup time has been
decreased approximately 50%.
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