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Resumen: El presente trabajo de investigacion tiene como objetivo mejorar la reposicién de inventarios en una
empresa retail, debido a que es fundamental para cualquier empresa satisfacer la demanda del producto. Es por esto
que a traves del porcentaje de pedidos cancelados en la empresa minorista y mediante un diagrama de Ishikawa se
determiné que el problema era que no contaban con centros de distribucion por lo que el proceso logistico producia
sobrecostos. A través de la metodologia aplicada la propuesta de mejora se divide en tres etapas, las cuales consisten
en el levantamiento de informacién y diagnostico de los Hubs logisticos, el disefio y validacién de la propuesta de
mejora, y finalmente la viabilidad, riesgos y tiempos que tomaria ejecutar. la propuesta. Estas etapas determinan que
la solucién a tomar seria colocar un polo logistico que soportara la distribucion como un almacén de bajo costo. Se
concluye que es factible implementar el Hub, lo que permitiria aumentar la disponibilidad de mercancia, asi como el
surtido, y ahorrar en transporte desde el centro de distribucion de Lima hasta el Hub ubicado en Tarapoto.

Palabras Clave: s Hubs * Retail * Lean tools * Inventario

Abstract: The purpose of this research work is to improve the replenishment of inventories in a retail company, due
to is essential for any company to meet the demand for the product. This is why through the percentage of canceled
orders in the retail company and by an Ishikawa diagram it was determined that the problem was that they did not have
distribution centers so the logistics process produced cost overruns. Through the methodology applied the improvement
proposal is divided into three stages, which consist of the collection of information and diagnosis of Hubs logistics,
the design, and validation of the improvement proposal, and finally the viability, risks, and times it would take to
execute the proposal. These stages determine that the solution to take would be to place a logistics hub that would
support distribution as a low-cost warehouse. It is concluded that it is feasible to implement the Hub, which would
increase the availability of merchandise, as well as the assortment, and save on transportation from the distribution
center of Lima to the Hub located in Tarapoto.
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PLANTEAMIENTO DEL PROBLEMA

The company under study is dedicated to the commercialization of appliances and household items, with participation in several
countries and in Peru, has managed to position itself as one of the leaders in distribution and logistics. During the last years, it has
implemented a very powerful web platform that allows people from all over the country to buy products through the website and
pick up in store or at home. However, with the implementation of this platform, the company began to present prolonged delays in
the shipment of products to the jungle area. Likewise, direct shipments from the Distribution Center to this area generate cost
overruns that do not guarantee the long-term economic viability of forest operations. Below are the percentages of orders canceled
in the jungle area of the country historically.
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As shown in the previous figure, there is a considerable increase between 2020 and 2021, the main reason was the
implementation of a web platform, which led to a greater number of requests for orders throughout the national territory. Thus,
throughout 2021, the company increased 19% in the number of canceled orders in Jungle zone of the country and the reason that
was most repeated in that percentage was that the orders took longer than established by the company's policy.

OBJETIVOS

The purpose of this research work is to improve the replenishment of inventories in a retail company, due to is essential for any
company to meet the demand for the product.

JUSTIFICACION

Economic growths are heavily dependent on investments in infrastructure, sustainable industrial development and technological
progress. It is clue to get the most out of every single resource. The purpose of this research is to apply Lean tools to improve
production and efficiency in retail companies in order to establish standards and finally, promote strategies to present a supply chain
improvement project. The process of managing the flow of goods from a retail company is essential in order to get the most of each
resource to increase profits and lower carbon emissions.




DISENO METODOLOGICO

The methodological design of this research corresponds to a case study in which a new strategy was proposed for the improvement
of order delivery and supply of stores in the jungle area of Peru. In the improvement proposal, the projection of flows based on the
sales history was developed and the need for jungle in cubic meters of merchandise was considered to establish the size of the
logistics Hub. In addition, there was the judgment of three experts in logistics improvements in the retail sector, who fulfill the
roles of Manager of Supply Chain and Planning and Replenishment analysts in a Peruvian retail company and were of vital
importance to verify the reliability of flows, projections and scenarios. It should be noted that the professionals mentioned have vast
knowledge in the implementation of Hubs, since they have participated in similar projects in other regions of Peru, such as Ica and
Cusco.

The methodological process of the research was structured in three consecutive stages in which engineering techniques will be
applied and are of vital importance for the reliability of the improvement proposal:

Table 1: Stages of the improvement proposal

Stage Scope Techniques and/or Tools

Collection of information on Hub

1. Stage of information collection and location alternatives Documentary analysis
diagnosis
Cost collection by location Demand projection
Hub project total cost flow elaboration . - b
2. Design and validation of the prel Operating Utility 3 scenarios

improvement proposal Development of tentative route after

implementation of the Hub Logiplan Software

Elaboration of project schedule and risk 5 X
: Irrigation matrix
matrix
3. Viability, risks and timing of the

improvement proposal

Preparation of conclusion on project

feasibility Gantt chart

In the first stage, all the necessary information was collected to complete the projection flows, i.e., rental costs of tentative locations,
labor cost in the locality, security costs, maintenance, sales of past years, number of past orders, inventory replenishment policies.
It should be noted that this information was obtained from the historical flows of the company under study. Under the comparison
of costs with the historical ones of the company, the reliability of the data was validated

In the second stage, all the information obtained in the previous stage was used to elaborate the cost flows of the project with a
horizon of no less than 4 years. Likewise, the economic projection was made based on three specific scenarios: optimistic, expected,
and pessimistic. Based on these projections, an initial conclusion was established on the economic viability of the project, and times,
costs, etc. were considered. The form of validation of the results at this stage was determined under the margins provided by the
experts based on the projected sales.

Finally, in the third stage, a risk matrix was proposed for the project, this matrix is a management tool that allows to objectively
determine which are the relevant risks for the safety and health of workers throughout the implementation of the Hub. Likewise,
the contingency plan to be followed for each risk was detailed. In addition, a Gantt Chart was made that served to visualize the basic
components of the project and to organize it into smaller and manageable tasks.

NOTAS
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