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Background

Johnson & Johnson’s mass production of

sterile sutures and other products ushered in

the widespread practice of modern antiseptic

surgery that dramatically raised survival

rates.



Heat Tipping 

A heat tipping process is needed to 
facilitate inserting the sutures into the 
barrel ends of a surgical needle. 

The process begins with tensioning the 
suture. Then, heating the suture and 
releasing the tension of the suture. By 
releasing the tension and cutting the 
portion of the suture it creates a heat 
tipped end. 



Line 31 (L-31 Vicryl)

The production L-31 Vicryl Regular and Plus are known as Heat Tipping.
● Apply the requirements and parameters for the tipping process using heat and cut for sutures Vicryl

and Vicryl plus.
● Three different designs of machines used in L-31

○ VHTU: Vicryl Heat Tip and Cut
○ BHTU: Brazilian Heat Tip and Cut
○ EHTU: Expandable Heat Tip and Cut

● Currently Regular Vicryl has five machines and Vicryl Plus 4 machines



Machine VHTC (Vicryl)



Machine EHTC (Expandable)



Machine BHTC (Brazilian)



Main Technical Problem

● Three new machines arriving
○ Two for Regular Vicryl and one for Vicryl plus
○ Actualize layout for both areas
○ Decide which machine is optimal for best production
○ Optimize layout with the three new machines included



Project Objective

1. Improve the layout of production line 31

2. Increase production from 1.8 million

threads per week to 2.5 million threads.



Project Constraints 

1. Available space for the new machines.

2. Limit Time.

3. Unclear cost/budget.

4. Outdated layout



Updating the Layout 
Before After



Lean is a key foundational element for JJOS, and this 
knowledge center is centered around building those 
foundational capabilities.

Methodology



Methodology
A Tactical Implementation Plan (TIP)



● Lean Overview
● Change Management tool
● Material recollection to present tool in L-31 1,2,3
● Recollect cycle times of each machine on L-31 Vicryl Plus and 

Regular
● Integrated Product Family matrix
● Takt calculation
● Integrated value stream mapping

1.0 Simplify and Strive



Integrated Product Family Matrix
Is a technique intended to group all activities in the value stream considering not 
only productivity (cost) but also safety and quality. 



Integrated Product Family Matrix 
(cont.)



Integrated Product Family Matrix 
(cont.)

The only riskful option to 
produce is 9E11S5



Takt Calculation
How often a piece must be produced to meet customer demand. 



Integrated Value Stream Mapping



Machine Capacities Comparison



● Create product Flow
● Product process flow improvement
● Create a draft layout
● Activity of Operator
● Critical Zone Map
● Start preparation on changeover process
● Implement machines in L-31 Regular
● Make necessary adjustments
● Do some trial runs and compare production

2.0 Synchronize 



Activity of Operator



Activity of Operator cont.



Activity of Operator cont.



Activity of Operator cont.



Activity of Operator cont.



3.0 Standardize

● Pilot initial proposals
● Validations
● Implement Proposals



Proposals

1. Remove aluminum wall in L-31 Regular.

2. Eliminate unnecessary materials in L-31 Regular

3. Replace Vicryl machine for 3 Expandable in L-31 Plus

4. Repositioning tables and materials in L-31 Regular.



Proposal 1 
Line 31 - Regular

The aluminum wall is highlighted by the red circle. 



Proposal 2 

Mechanics 
tool

Re-spool Table 

Can opener unused



Proposal 3 
Line 31 - Plus



Proposal 4 
Selected ProposalLine 31 - Regular

Now Desired



Implementation
Current Production

Total of 1,185,440 
threads  per week 
approx. 



With new machines 

Total of 2,229,200 
threads per week 
approx. 

Implementation
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