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RESUMEN

El presente trabajo busca, por medio de la implementacion de técnicas de Lean
Manufacturing, la mejora en el proceso de produccién de la empresa Songroses S.A.C.,
dedicada al cultivo y produccion de rosas bajo invernadero. Las oportunidades de mejora
identificadas son en el area de postcosecha y en la cdmara de frio, por la falta de orden y
espacio, Yy la rotacion de personal. Se plantearon alternativas de solucion, siendo cuatro
en total: implementar técnicas de lean manufacturing en el area de postcosecha y en la
camara de frio, implementar un sistema retributivo y realizar capacitaciones a los
trabajadores y sus familias. Se utilizaron ocho criterios de evaluacion para determinar la
prioridad de las soluciones propuestas y se les otorgd una puntuacion para luego realizar
un ranking de factores para cada una de las cuatro soluciones. Como resultado 6ptimo se
encontr6 la implementacién de técnicas de lean manufacturing en el &rea de postcosecha

y camara de frio, debido al efecto a largo plazo que tendré para la empresa.

Finalmente, se eligi6 como solucion la implementacion de técnicas de lean
manufacturing solo en el area de postcosecha ya que luego podra replicarse en las otras
areas en un futuro. Se opté también por impartir capacitaciones a los trabajadores y
familiares pues requieren de conocimientos necesarios para realizar sus labores, ademas
de permitirles sentirse mas involucrados. Los objetivos de estas soluciones son de
organizar y reordenar el area de trabajo y capacitar a las personas, asi como difundir la
importancia de valores en la vida diaria. Se realiz6 una evaluacion econémica que mostré
un beneficio para la empresa, reduccién en costos y aumento en las ventas, la cual es una
de las metas principales de la empresa. Se concluye que la hipotesis planteada al inicio

del trabajo se cumple.

Palabras claves: Songroses S.A.C., rosas bajo invernadero, area de postcosecha, lean

manufacturing, optimizacion.
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ABSTRACT

The present research work seeks improvements in the production process, through the
implementation of Lean Manufacturing techniques, of Songroses S.A.C., a company
dedicated to the cultivation, harvest and production of roses under greenhouses. The
improvement opportunities found, after internal and external analysis, are in the
postharvest area and in the cold chamber, due to the lack of order and space, and the
rotation of personnel. Alternative solutions were proposed, four in total: implementing
lean manufacturing techniques in the areas of postharvest and cold chamber,
implementing a remuneration system and provide training to the workers and their
families. Eight evaluation criteria were used to determine the priority of each solution
proposed and a score was given to rank each of them using different factors.
Implementing lean manufacturing techniques in postharvest and cold chamber areas was
found to be the optimal solution due to the long-term effect they can have on the

company.

The solution chosen in the end was implementing lean manufacturing techniques
only in the postharvest area, as it can then be replicated in other areas later on. Moreover,
a second solution was chosen as well in order to provide training to the workers and their
families as they require the knowledge to do carry out their job properly as well as making
them feel more involved. The objectives of these solutions are to organize and order the
work area and train people, as well as to spread the importance of values in daily life. An
economic valuation was made, showing a benefit for the company, a reduction in costs
and a rise in sales, which is one of the main goals of the company. As conclusion, the

hypothesis stated at the start of the investigation was proven right.

Keywords: Songroses S.A.C., cultivation of roses under greenhouses, postharvest area,

lean manufacturing, optimization.
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