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1. Project Title & Description
Project Name:
Project Alcatraz — SMT Production Line Installation
Description:
Falcon Electronics, a contract electronics manufacturing (EMS) provider, will install a new Surface Mount Technology (SMT) production line at its main manufacturing facility. The project covers the procurement, installation, and qualification of solder paste printing, pick-and-place, reflow oven, and automated optical inspection (AOI) equipment, and its integration with the facility's existing Manufacturing Execution System (MES). The new line will expand Falcon's production capacity to support a newly signed automotive electronics customer contract.
2. Purpose / Business Justification
Falcon Electronics has secured a multi-year supply agreement with a new automotive electronics customer that requires production volumes exceeding the throughput of the facility's current SMT lines. Without additional capacity, Falcon risks missing contractual delivery commitments and losing the opportunity to grow its footprint in the automotive EMS segment. This project directly supports the company's strategic goal of growing automotive-sector revenue by 25% over the next two fiscal years, and secures Falcon's position as a qualified, capacity-ready supplier for future automotive programs.
3. Measurable Objectives & Success Criteria
	Objective
	Success Criteria

	Install and qualify the new SMT line within 4 months (by December 31, 2026)
	Line is operational and passes First Article Inspection (FAI) by the target date

	Achieve sustained production throughput of 3,500 boards/day at full capacity
	Throughput validated over a continuous 2-week production run

	Achieve first-pass yield (FPY) greater than 98%
	FPY confirmed by AOI and functional test data during ramp-up



4. High-Level Requirements
The new line must integrate with Falcon's existing MES and ERP systems for real-time production tracking and traceability.
The line must meet IPC-A-610 Class 3 workmanship standards required for automotive electronics assemblies.
All qualifying equipment and processes must meet IATF 16949 requirements applicable to the automotive customer's program.


5. High-Level Project Description & Boundaries
In Scope:
Procurement and installation of SMT equipment (solder paste printer, pick-and-place, reflow oven, AOI system); facility modifications required to support the new line (electrical power, compressed air, ventilation); equipment qualification and process validation; operator training; and integration with the MES.
Out of Scope:
Construction of new facility space or building expansion; procurement of production raw material inventory beyond initial qualification runs; and recruitment of new operating staff beyond training of existing production personnel.
6. High-Level Risks
	Risk Description
	Likelihood
	Impact

	Equipment delivery delay from the selected equipment supplier
	Medium
	High

	Facility utility upgrades (power / compressed air) take longer than planned
	Medium
	Medium

	Operator training and production ramp-up progress slower than expected, delaying yield targets
	Low
	Medium


7. Summary Milestone Schedule
	Milestone
	Target Date

	Project Kickoff
	September 1, 2026

	Equipment Procurement Complete / Delivered to Site
	September 30, 2026

	Facility Preparation & Equipment Installation Complete
	October 31, 2026

	Equipment Qualification & First Article Inspection
	November 30, 2026

	Production Ramp-Up Complete & Project Closure
	December 31, 2026



8. Summary Budget
	Estimated Total Budget
	USD $1,850,000

	Funding Source
	Capital Expenditure Budget — Operations Expansion Fund

	Budget Notes / Assumptions
	Includes SMT equipment (~$1.4M), facility modifications (~$250K), training and process qualification (~$100K), and contingency reserve (~$100K, ~5% of total budget).




9. Stakeholder List
	Name
	Role
	Interest / Influence
	Dept.

	Angélica Navarro
	Project Sponsor / VP Operations
	High / High
	Operations

	Ricardo Palacio Serra
	Project Manager
	High / High
	PMO

	Fernando Ibarra
	Plant Manager
	High / Medium
	Manufacturing

	Daniela Cortés
	Quality Manager
	Medium / High
	Quality Assurance

	Luis Beltrán
	Facilities Engineer
	Medium / Medium
	Facilities

	James Whitfield
	Customer Program Manager (AutoDrive Systems Inc.)
	Medium / High
	Customer



10. Project Approval Requirements
The project is considered successful when the SMT line is fully qualified, achieves the throughput and first-pass yield targets defined in Section 3, and passes First Article Inspection. Formal acceptance requires sign-off from the Project Sponsor (Angélica Navarro) based on the Quality Manager's review of qualification and FAI reports. Final project closure additionally requires sign-off from the Plant Manager confirming the line has been fully transitioned to production operations.
11. Assigned Project Manager & Authority Level
	Project Manager
	Ricardo Palacio Serra

	Authority Level
	Authorized to approve project expenditures up to USD $50,000 without additional sponsor approval, manage vendor and contractor agreements within the approved budget, and make day-to-day resource assignment decisions for the project team.


12. Sponsor Name & Authority
	Sponsor
	Angélica Navarro / VP of Operations

	Authority
	Full authority to authorize project funding up to the approved budget, approve scope changes, resolve escalations beyond the Project Manager's authority, and represent the project to executive leadership.





13. Assumptions & Constraints
Assumptions:
Facility floor space for the new line is available and has been pre-approved by Facilities; the selected equipment vendor can meet the proposed delivery schedule; and the existing workforce can be trained to operate the new line without the need for additional hires.
Constraints:
The project timeline is fixed at 4 months, tied to the automotive customer's contractual production start date; the capital budget is capped at USD $1,850,000; and installation activities must not disrupt production on Falcon's existing SMT lines.
14. Project Team / Organization Structure (Optional)
The Project Manager reports directly to the Project Sponsor (VP of Operations). The cross-functional project team includes representatives from Facilities, Quality Assurance, Manufacturing Engineering, and IT/MES Integration, each assigned by their respective department lead to support the project through installation and qualification.
15. Communication Requirements (Optional)
Weekly status meetings with the core project team; bi-weekly steering committee updates to the Project Sponsor; a monthly executive summary report to senior leadership; and ad hoc escalation communications for any risk or issue threatening the critical path.
16. Approval Signatures
	Name / Role
	Signature
	Date

	Angélica Navarro / Sponsor
	
	

	Ricardo Palacio Serra / Project Manager
	
	

	Fernando Ibarra / Plant Manager
	
	


17. Version / Revision History
	Version
	Date
	Author
	Change Description

	1.0
	01/09/2026
	Ricardo Palacio Serra
	Initial draft
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