GANGA

MEDICAL CENTRE & HOSPITALS PAT LTD

Indian Journal of Pharmacy Practice., 2023; 16(3):191-199. - = -
https//www.ijopp.org Orlglnal Article

The Impact of SIX SIGMA DMAIC Methodology in the
Effective Pharmacy Inventory Management System in a

Major Trauma Care Center — A Prospective Observational
Study

Britto Duraisingh Lourdu'*, Kumutha Theivasigamani?, Anagha Harwin?, Kensylin Paulraj?, Sandra Paul?,
Akash Lachmanan?

‘Department of Pharmacy, Ganga Medical Centre and Hospital Pvt. Limited, Coimbatore, Tamil Nadu, INDIA_
‘Department of Pharmacy Practice, Nandha College of Pharmacy, Erode, Tamil Nadu, INDIA_

Dr Britto Pharm D
Head — Pharmacy Services
Ganga Medical Centre and Hospitals Pvt Ltd
Coimbatore, Tamil Nadu.

(v q 8th Edition

— CAHOCON ==

6TH & 7TH APRIL 2024



INTRODUCTION

Inventory control explains how to optimize the

available resources with a view to reduce the material

costs and achieving improved capital turn over.

Challenging process

Maintaining sufficient inventory levels

Avoiding overstock

Fulfilling customer demand

Minimize inventory burden
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e GANGA

Lean Six Sigma: DMAIC

Define Measure Analyze Improve Control

Define the Quantify the Identify the cause Implement and Maintain the
problem. problem. of the problem.  verify the solution. solution.

Excellent process improvement toll by eliminating the defects in the processes
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PROBLEM DEFINITION

 Up-to-date and upgraded inventory management for achieving reliable,
consistent accuracy and preciseness for achieving best practices in hospitals

and to alleviate the defects causing inefficient inventory system.

* Misaligned incentives and independent goals can disrupt the flow of the
supply chain within the organizations. Any defects occurring during handling

these processes may lead to inventory burden.
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PROBLEM DIAGNOSIS

MEDICAL CENTRE & HOSPITALS PNT LTD

Inventory associated facets No of No. of errors DPU DPMO Six sigma level
samples
Procurement facets 1200 354 0.059 59000 3.06
Distribution facets 2500 1465 0.244 244166 2.19
Infirmary unit facets 200 686 0.114 114333 2.70
Return medicine unit facets 300 206 0.015 15833 3.32
8th Edition

CAHOCON 22

6TH & 7TH APRIL 2024



PROBLEM REMEDY GANGA

MEDICAL CENTRE & HOSPITALS PAT LTD

PROCESS SUPPLIER

Improper GRN entry

Wrong purchase order /

Inavailability of drugs

Increased supply lead time *
Wrong system transfer / oL ] .
Variation in profit margins *

Lack of Physical stock check /
Logistics issues /
DEFECTSIN

r

L J

Stock out of drugf/ Demand for non-formulary drugs/ PROCUREMENT

Demand for consumables ™
Increased TAT in dispensing /

CONSUMER

Monitoring of drug movement

Lack of Communication

Drug price control ordersf

POLICY
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DRUGS ENVIRONMENT
Flaws in maint:rancinsctisi Peak hour

-

Short Increased TAT

expiry & cut
medicines /
No FIFO bl Partial intend supply

Y

MNo double checking of
Batch number error / recieved items x‘
DEFECTS IN

Improper intend / Lack of supervision & audit/' DISTRIBUTION

Lack of guidance and ;
knowledge /, No upto date billing /
Lack of manpower / Technical error f
Apathic towards work/ Unaware of RQL ,f

PHARMACY PROCESS
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DRUGS ENVIRONMENT

Shortage

Short expiry

Protocol inadherence
Excess /
Emergency situation /
Expired /

DEFECTS IN
Lack of guidance / Improper documentation / INFIRMARY UNITS

Improper stock
maintenence register

Lack of communication %

Lack of knowledge and
interes

Improper storage

e
ol

L J

Delay in replacement

Prescription refill without checking

Lack of cross checking /

PEOPLE PROCESS
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MEDICAL CENTRE & HOSPITALS PAT LTD

PHYSICIAN

DRUGS

Damaged

Excess number of drugs
prescribed

Short expiry >

Lack of communication

Excess drugs dispensed with patients

Drug cost /
Wrong patient billing /

Unusual stop orders

DEFECTS IN RETURN
MEDICINE UNITS

Improper documentation

>
Unwanted time spend for
purchasing excess drugs /

Lack of policy adherence /

PROCESS NURSE

Lack of knowledge
>

No proper lookout in
medicine trolly

Excessive intending b'_n.r/“

nurse
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GANGA
LOCKING THE IMPROVEMENT

Deploys - KAIZEN method by which drugs

are procured on the basis of their

movement and utilization AVF BVS
CVS AEF

BES CES
BDS BDF
CDS

*Supply lead time is to be considered always
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ROOT-CAUSES

PROCUREMENT

Infrequent manitoring of drug
movement

—_—
Increased supply lead time /
Stock out of drugs /

Wrong system transfer /

DISTRIBUTION

Short expiry and cut

medicines
R

Lack of knowledge and
guidance

Improper intend placing /
No Upto date blling /

GANGA
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CORRECTIVE ACTIONS

PROCUREMENT

Protocol inadherence

_—>
Improper documentation X

Short expiry drugs /
Prescription refill without
checking/

INFIRMAR\; UNITS

Lack of communication

Qver intending of drugs

Short expiry drugs /

with patients/
Wrong patient billing /

INVENTORY
MANAGEMENT
SYSTEM

DISTRIBUTION

Following FSN analysis of
drugs
‘—

On time placing of

purchase order
Regular audit on stock of drugs
“based on RQL
Double checking before
\transferring

Performing frequent auditing
‘—

Conducting training programs

Monitoring of FSN analysis &
\drugs stock levels
Spontaneous system updation

\endo

and documentation

RETURN MEDICINES UNITS

Strenthening
\documentation practices
Monitoring expiry of drugs
Y weekly
Double checking of patients’
\ medicine trolley before refill

INFIRMARY UNITS

8th Edition

Providing education and Checking of drugs before
guidance on protocols intending

Monitoring and documentation
of expiry dates

Srengthening communication
\, skills

Cross checking of patients
details before billing

RETURN MEDICINES UNITS
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CLONING THE IMPROVEMENT

MEDICAL CENTRE & HOSPITALS PNT LTD

Inventory associated facets No of No. of errors DPU DPMO Six sigma level
samples
Procurement facets 1200 118 0.019 19666 3.56
Distribution facets 2500 413 0.068 68833 2.98
Infirmary unit facets 200 385 0.064 64166 3.02
Return medicine unit facets 300 158 0.026 26333 3.44
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Financial benefits by preventing indirect loss (0.07% to 0.02%)

Maximized net profits by preventing direct loss
Minimized total inventory investment (7.1%)
Maintaining proper stock level

Minimizing stock out of drugs

Maintaining of re-order quantity level
Minimized returns of short expiry drugs
Reduction in inventory burden

Proper maintenance of infirmary unit stocks

Customer satisfaction on pharmacy services 8th Edition
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PATENTED THE INVENTORY MODEL
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