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Introduction:

Process redesign is important for companies as it allows them to better adapt to changes in the business
environment, improving operational efficiency, reducing costs, improving product or service quality, increasing
customer satisfaction and remaining competitive in the market. It also facilitates the identification of bottlenecks, the
automation of repetitive tasks and the implementation of best practices, which leads to more agile and efficient
functioning in the organization.

That the redesign of processes to achieve better control and internal management within a company focuses on the
fact that every organization must have a mission, vision and organizational chart, to be able to establish its processes
accordingly. The implemented processes have a characterization, a flow diagram that allows visual understanding,
development of processes and indicators that allow their control so that they can be improved in the future. The
Process Map and the General Organization Model. With the use of these techniques and tools, the critical issue of the
business in the company is identified, the insufficient integrated management of the processes, weakens the
possibilities of the entity to take advantage of the opportunities that the environment offers, jeopardizing the
fulfillment of its mission. This is indicated in their research work; Alfonso-Robaina, D., Et. to the. (2011).



Methodology:

Below you can see the application of the stages of the DAMAIC Methodology and the results of the data obtained for analysis
and to be able to generate the necessary improvements and optimizations to the existing internal processes in the company
with the purpose of redesigning them focused on continuous improvement and maximizing value for the customer.

1st. Define Stage

As the first stage of this DMAIC methodology, the aim is to define the current situation of GITSA. Therefore, it is stated that the
Tuxpan International Bulk Carrier S.A. of CV Company currently operates as a for-profit organization, whose business is
focused on the sale of grain by the ton.

Likewise, it is announced that one of the most notable areas that the institution has is the private dock located on the edge of
the river, from which unloading operations for input imports are carried out. Likewise, a conveyor belt is provided whose
function lies in the movement of grains from the landing stage to the four warehouses; this set of tools, in addition to
providing operational benefits, positively influences the company's value chain. As part of the methodology, the respective
areas that make up the internal processes of the Tuxpan International Bulk Company are defined:

- Surveillance process
- Scale process

- Quality process



Methodology:

2nd. Measure stage

This second part of the methodology has the main objective of germinating an approach that is useful, to establish the bases
that carry out the development and measurement of transition times, in which all internal processes are carried out within the
International Bulk Carrier. From Tuxpan.

Therefore, representing one of the first activities carried out within the present study, a documentary investigation was
carried out that was later transferred into tables, whose objective was to show the different variations in entry and exit times
of each unit load between the three shifts in proportion to the first month of the exploration period.

Likewise, the internal processes that were subject to study were identified to collect significant data as explained in the
previous section, that is, the four stages of surveillance, scale, loading and quality control will be measured.



Methodology:

3rd. Analyse stage

As a result of the previous research activities developed in the measure stage, much more supported knowledge has been
obtained about the deficiencies suffered by the process subject to improvement.

Consequently, a descriptive analysis was carried out with the problem statement as reference points, in addition to all
statistical and empirical information during the study period. The following two tools were used as means for the
development of this analysis:
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Results:

Taking into account the data obtained and the previous analysis of the data, a redesign of the internal processes was carried
out as an improvement alternative for the company, implementing the use of a technological device to make it more
efficient and streamline it as shown below:

As we can see in the previous process, a suggestion was implemented to use a technological device, Call Bell* that notifies
the operator without the need to physically go look for him at the unit and he is aware of the corresponding shift for his
mobilization within the company maneuvering yard.

Call bell* Corresponds to the warning signal through a technological device (beepers or pager system), which the
transporter of each unit will receive to let them know that their entry or exit turn is authorized.
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Results:

The following diagram shows the redesign of the scale process and the use of the “call bel
truck entry process times by announcing the access of the units in advance.

I”

device that will speed up the

The implementation of the Call Bell* technological system represented a simple and appropriate alternative due to its
characteristics, as well as its low implementation cost. One of the advantages of this device is that it does not require
rigorous installation or training Intensive to the personnel who will use it.
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Results:

The following Table shows a comparison of the times carried out in each of the areas and internal processes of the
company, showing the difference in each one and the total time necessary that each unit must carry out within the
maneuvering yard. the company obtaining an optimization of it per unit within the maneuvering yard.
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Results:

In the previous table it is observed that; the accumulation of days minutes worked, unproductive times such as breaks; shift
changes; The period of availability of the tools and the percentage of loss of the inputs, represent a set of significant
elements for the search for the TAKT Time in the processes, resulting in a monthly demand of 927 units loaded with a daily
demand of 39 units and A 28 -minute realization time dedicated to each unit in the total process within the company.

Table 3

Development of takt time of mnternal processes
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Expected monthly
demand

daily demand 39 Loads/day

927 Loads'month

Netavatlable ume 1906  Total munutes

Total mmutes to be

Result 28
performed per unt




ANnexes:

Annex 1
Surveillance Area Process

Annex 2
Scale Process

Annex 4

Operations Diagram of the Intemanonal Bulk
Carrzer
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Conclusions:

Finally, we can conclude that the redesign of internal processes of an international grain Decisions based on data, these
benefits are fundamental to maintain the competitiveness and success of the company in a globalized business environment.

The use of DMAIC methodology; (Define, measure, analyze, improve and control), raised through a structured approach to
improve and optimize the processes existing in any company through an effective redesign, focusing on continuous
improvement and maximizing the value of customers. For future studies it would be convenient to analyze how the redesign
of the processes affects the profitability of the bulk companies, the return of investment, as well as the impact of customer
satisfaction at the national level and investigate how the organizational culture influences the success of the processes

redesign.
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