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El siguiente trabajo se realiz6 con el objetivo de proponer mejoras en el proceso
de originacion de créditos (tarjetas de crédito y préstamos personales) en el
Banco Financiero del Pera. Se utilizé la metodologia BPM (Business Process
Management) para redefinir y disefiar el nuevo modelo de originacion de
créditos. Como paso inicial,se realizé la revision del flujo actual, desde quellega
un cliente a la oficina hasta el desembolso del crédito, encontrandose diversos
puntos criticos por mejorar como: tiempos de atencion (encontrdndose mayor
incidencia en la Red Retail “Carsa”), evaluacion crediticia, control de
expedientes, validacién deinformacion, entre otros. Los cualesgeneran pérdidas
econdmicas, incrementan el nivel de riesgo y ocasionan molestias a los clientes
que solicitan un producto crediticio. Posteriormente, se reestructurd el flujo de
aprobacion de créditos y se redefinié las funciones de las areas que intervienen
en dicho flujo. Finalmente, se implementé un nuevo Workflow conectado a un
motor de decisiones el cual reemplazaria al existente. Se obtuvieron ahorros
importantes para la institucion, calidad de cartera, competitividad, disminucién
de fallashumanasy optimizacion de los procesos relacionados con la originacion
de créditos.

ABSTRACT

The following work was carried outwith the objective of proposing improvements
in the credit origination process (credit cards and personal loans) at Banco
Financiero del Peru. The BPM (Business Process Management) methodology
was used to redefine and design the new loan origination model. As an inital
step, a review of the current flow was carried out, from when a clientarrives at
the branch until the loan is disbursed, finding various critical points to improve
such as: service times (with a higher incidence in the “Carsa” Retail Network),
credit evaluation, file control, information validation, among others. Which
generate economic losses, increase the level of risk and cause inconvenience to
customers who request a credit product. Subsequently, the loan approval flow
was restructured and the functions of the areas involved in said flow were
redefined. Finally, a new Workflow was implemented connected to a decision
engine which would replace the existing one. Important savings were obtained
for the institution, portfolio quality, competitiveness, reduction of human failures
and optimization of the processes related to the origination of credits.



