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Abstract — When working in a company that
contains processes regulated by state and federal
agencies, any task performed by staff is critical.
Especially when the company supplies products
that are consumed by people. A controlled License
staff member wants to improve the process of his
daily task. Kaizen is a Japanese business
philosophy of continuous improvement. This
philosophy will provide tools for this area to
achieve their goals. In this implementation process,
the subject matter expert team will review all the
tasks that they perform. Kaizen's philosophy will
guide the person to find the areas with the need to
improve. There is always a need to improve in any
task, the member just needs to be open minded to
have new improved ideas to be implemented in the
area. The result of the use of the Kaizen Lean
Methodology will help the area and as an output
the area will have several ideas to implement. The
most important result is to determine control for
not discontinuing the improvement established.

Key Terms: Control Area, Filing Cabinets,
Improvement, License.

INTRODUCTION

The Company distributor of Medical Devices
and Drugs of Puerto Rico’s Controlled area must
make sure that customers are properly authorized
by federal and state regulatory agencies prior to
shipping a product. Presently, there is an
established process in which various associates
from the controlled area conduct a license
verification to make sure it is current and valid.

Control area associates do not perform a
specific task; they share the same role thus, perform
the same functions. The method of transferring
information from one shift to another must be

improved in order to provide continuity and allow
for a smooth transition between shifts.

Each function must be accompanied by a
delineated process (Job Aid) to allow for the
improvement of procedures and the continued
operations. The area will benefit from a flowchart
that will improve the process of “SHIP TO”
creation. Forms 1 and 2 contain multiple blocks that
are not used or not needed. Standard Operating
Procedure does not reflect the actual duties of the

work’s activities and processes.
Research Objectives

o Identify and review the process and task that a
member of the controlled area needs to
accomplish. When the analysis and discussion
are finished the team will be able to offer
recommendation or ideas that could be
implemented in this work area.

e Improve the customer services and a faster and
better performance without losing quality.
(Since a simply wrong address could affect
other departments or any other wrong
information entered can determine that this
client is not properly authorized, most of the
improvements that the area implements should
have this objective)

e FEvaluate ideas or tools to help the team
member to not forget to verify any step of the
process.

e Provide alternatives from the office supplies
market to improve the filling area.

Research Contributions

This research should:
e Improve Business Processes and Sustain
Quality Improvement.



e FEvaluate electronic ideas and system for the
process to be more efficient and precise.

e Improve processes and the quality of
deliverables to the customers.

e Better understand the steps need to be taken to
fix a process and reduce wastes.

e Conduct a review of current processes, with the
result from the analysis be able to take
corrective measures.

BACKGROUND INFORMATION

In Puerto Rico to sell any type of prescription
or non-prescription drugs, the vendor must have the
necessary permits and even more if these
medications are controlled. A prescription drug is a
pharmaceutical drug that legally requires a medical
prescription to be dispensed. In contrast, over-the-
counter drugs can be obtained without a
prescription. A controlled substance is generally a
drug or chemical whose manufacture, possession,
or use is regulated by a government, such as illicitly
used drugs or prescription medications that are
designated by law.

The Department of Health of Puerto Rico
(Departamento de Salud de Puerto Rico in Spanish)
is a Cabinet-level government agency and one of its
responsibilities is to oversee and protect public
health in any service, business or activity. A
pharmacy must request the license through the local
and regional offices of this agency. These licenses
will need to be renewed every 3 years. Another
agency that provides other type of license is the
federal DEA and the Office of Controlled
Substances. It transfers the Division for the Control
of Drugs and Narcotics, attached to the
Administration of Mental Health and Addiction
Services (ASSMCA by its acronym in Spanish) to
the Office of Investigations of the Department of
Health, now Office of Controlled Substances [1].

Once the client (pharmacy or hospital) is
properly authorized by the agencies mentioned
before, the client can request the services of
supplies of the products with the company Cardinal
Health. The pharmacy or hospital contacts the sales

or credit area of the Cardinal company requesting
services. Once the credit area creates the account
of that new client, the controlled area will receive
the information and the record number of the new
client along with the required documentation.

All licenses have an expiration date and each
agency has a different stipulation. Every time the
client renews or updates any address with these
agencies, they must notify by sending the new
license to the Controlled Area of Company by
email or fax. When the staff received these
licenses, the staff must update the record of the
client. If all the information is correct, they will
release the held orders on the system. If the
information is incorrect the staff member cannot
update the records.

DMAIC METHODOLOGY

DMAIC is a structured problem-solving
methodology widely used in business. This
methodology has five phases to lead a team
logically from defining a problem through
implementing solutions linked to underlying causes
and establishing best practices to make sure the
solutions stay in place.

o Define: In the Define phase, the focus is to
define the problem statement, scope, goals,
impact, team members and the schedule to
create the project charter. The project charter
generally includes a problem statement, project
objective and goals, project scope, risks and/or
challenges, project timeline (including
milestones) and the project team. Some key
steps for this phase are; review project charter,
validate problem statement and goals and
create/validate process map and scope.

e Measure: In the Measure phase, the focus is to
understand the current state of the process and
collect reliable data on the process speed,
quality, and costs that will be used to expose
the underlying causes of problems. Some key
points in the measure phase are to identify the
outputs, inputs and process variables relevant
to your project and crate a data analysis plan.



e Analyze: In the Analyze phase, the focus is to
identify how factors affect process’ output.
Also, to pinpoint and verify causes affecting
the key input and output variables tied to
project goals. Some deliverable in this phase
should be documentation of potential causes
considered in your analysis, data charts and
other analyses that show the link between the
targeted input, process variables and critical
output and calculation of process cycle
efficiency.

e Improve: In the Improve phase, the focus is to
modify the factors to improve process outputs.
Improvement options arise from the data
analysis. The purpose of this phase is to learn
from pilots of the selected solutions and
execute full scale implementation. Some key in
this phase should be to develop a potential
solution, evaluate, select, optimize best
solutions and develop and execute full scale
implementation plan.

e Control: In the Control phase, the focus is to
establish mechanisms to prevent the recurrence
of an issue and sustain measures implemented.
As well, to complete project work and hand off
improved process to process owner, with
procedures for maintaining the gains. Some
deliverables before and after data on process
metric, a system for monitoring the
implemented solution along with specific
metric to be used for regular process auditing.
On this phase monitor implementation use
observation, integration, and data collection
and charting; make additional improvements as
appropriate. [2]

RESULTS AND DISCUSSION

The entire description of this document is
based on the performance on the kaizen of the
Control Area that executes the tasks described.
When the staff member of the area is using the
forms to document the task performed, they must
cross a line on tree duplicated sections that forms

number 1 and 2 have. This form needs to be update
as the actual process is stablish at this moment.

One focus is the filing section. Now, any
wrong accommodation of a file folder will affect
the perform in a way that the staff members will
need to get together to try to find that missing file
folder. Time is money for any company, in the
DMAIC philosophy a situation like this is named
waste. A simple OUT flag that marks a red flag on
the filing cabinet should resolve the problem. When
the staff member returns the folder, they will see
this flag and return the folder to an empty space [3].
Following are the results by phase.

Define

At this stage a team was formed, and on each
meeting, was creating and analyzing the processes
that are executed in the area using the DMAIC
Methodology. The problem and deliverables were
identified and documented on the project charter.
The scope of the project was determined and
validated. The project charter draft was discussed
with the sponsor getting answer and questions.
Adjustment to the scope and timing was performed.
A communication plan and schedule based on the
agenda of each one was created. Various meetings
were conducted to make brainstorming of the task
that needed to be performed in the scope area.
Every day a summary of this brainstorming was
prepared. Figure 1 and Figure 2 are the project
charter created with the team member during the
Kaizen/Optimization.

Problem Statement - Is/ Is Not

The Is/ Is Not tool presented in Table 1 was
used to define the problem and guide to the root
cause of the problem. Figure 3 illustrate the SIPOC
created during the part of Define with all the
Kaizen members involve.

Measure

Walk downs were performed to review
workflow and ensure no activities needed to be
added or removed. In this phase the standard
procedure of the operation was discussed and



during the discussion a process map of the current
process was created.

understanding of process participants. Then, the
team can determine the value of each step: Total de
step 13, Total pain 43.

Figure 2
Project Charter, Second Page

In Figure 4 a process map shows the steps of a
work activity to be perform by type of licenses.

After creating, verifying and examining
detailed process maps created in the Measure
phase, the team will be able to list concerns or pain
points within the process (see Figure 5). This
allows the team to take advantage of the collective

Project Type O BlackBelt [ GreenBelt [J Kaizen [J JDI [J Workshop
Project Title Controlled Licenses Area Optimization
Table 1
Business Location Pharma Segment
Sponsor Rafael Nieves Date 82019 IS/ IS NOt
PROJECT DESCRIPTION
The Cardinal Health Puerto Rico’s Controlled area must make sure that
customers are properly authorized by federal and siate regulatory agencies IS IS NOt
prior to shipping a product. Presently, there is an established process in which
various associates, from the controlled area, conduct a license verification to License process Shlp tO creation
make sure itis current and valid.
Control area associales do not perform a specific task; they share fhe same performed in the pe rformed in the
role thus, perform the same functions. The method of transferring information What
from one shift 10 another must be improved in order to provide coninuily and controlled substance | controlled substance
allow for & smooth transilion between shifls. area area
Each function must be accompanied by a delineated process to allow for the
improvement of procedures and the continued operations. The area will Control |ed Su bstance Any Other
benefit from a flowchart that will improve the process of “SHIP TO" creation. . . . .
Forms 1 and 2 contain mulliple blocks that are not used or not neaded area in the Distributor department within
Problem/Opportunity Where L
Statement « Improvement to fiing container- Company, Guaynabo Distributor
o Drawers at over capacity . . .
o Labels are too small Distribution Center Company
o File folders do not have color coding
o Filing system is not adequate for storage of folders When Actual Iy N/A
New licenses creation
| Extent P " | New accounts set up
: licenses up-date
1. Establish a flow process for each type of fransaction to be entered on
ERP "
2. Make better use of technology to store information that can be quickly Suppliers | Inputs | Process | Outputs Customers
accessed and eliminates the stove-piping of information p—
3. Implement a new filing system * Clientes sonl il
4. Improve filing cabinet e Recibo
Project Goals and 5. Improve File folders - INTRANET ¥
Objectives a. Color code el Verificacion
b. Wore partitions b
6. Create flowchart for each process i
7. Update forms 1 and 2 .
8. Obtain a scanner Acluaillzarla
Digitalizar
Figure 1 1
- . Documentar
Project Charter, First Page v
Verificacion
Metric Baseline Goal Notes I
Archivar
Think SMART- New metric (Quality)
Specific,
S As applicable .
Reabisic, and ‘a5 applicable Figure 3
me Metrc related fo
potential unintended S I POC
sk
Business Impact
Satoty, Quaty, Douvory, | Mt Sl fo o Analyze
Cost, Strategy)
Scope +  Controfled Licenses Area . -
- - In this phase the team decided to use
Team Members ?!umect Leader., Rafael Nieves i
pport Team: Iris Garcia, Elizabeth Santiago, Maria Trinidad
TRIMWOOD as one of the tools to analyze the
Comments Not applicable .
tasks (see Figure 6). The seven wastes are

Transportation, Inventory, Motion, Waiting,
Overproduction, Over processing and Defects.
They are often referred to by the acronym
“TIMWOOD”. The 8th waste of non-utilized talent
or skills of workers “Resources” was later
introduced in the 1990s when the Toyota
Production System was adopted in the Western
world. As a result, the 8 wastes are commonly
referred to as ‘TRIMWOOD’




Controlled Licenses Process Map - Actual

g Verificar Email
g
g -'
-
a
Validar
= Boencia
(=]
o Veriicar que Libesar
E e refigjan los > ondenes
cambios refenidas
- L
o
E Decumentar ——
e
S
[
Figure 4
Process Map
|Verificar la
A - Actualizar todas las 5 5
informacidn de las n n . Ver en ERP que se |Ver ordenes Documentar cambios|Comunicar la n
B _ |Download y Grabar R Validar cuentas activas Digitalizar B 5 T Archivos el
Verificaremail |, Buscar folders | Imprimir licencia |licencias (DEA, PR 3 L reflejen los retenidas y enlaformaly actualizacion de
Licencia Licencia DEA |relacionadasaesa |Licencia 5 N N o _ (folder
ASSMCA, SALUD) licencia cambios liberarlas adjuntar en el folder |licencia via email
Alinear Licencias
Email llegan sin Acumulacion de Documentos Impresora fuera  |Folders no apropiados - No sevalida  |No estdn claras Impresora  [Uso de multiples  {Se nos olvida La forma tiene No hay un Se nos olvida
nimero de cliente |documentos guardados | "apifiados” del area del sin divisiones licencia - DEA | cuales son las fuera del area |pantallasenuna _ |verificar los muchos campas que [formato verificar folder
Documentos NO |Algunos fuera de No estandarizacion en No hay Espacio en No hay Varias cuentas con  |Duplicidad de 3 |Archivos
legibles lugar orden los documentos evidencia de |modulos consistenciaen  [muchos numeros de |misma obsoletos
Documentos Condicidn no Siesfaxnohay [Hayque
incorrectos ergonomica Verificacion de SOP comunicacion |doblarse
Informacion Documentos No hay evidencia de No hay
duplicada obsoletos que se hizo la comunicacion | Apretados
Sin indicaciones Falta de (Comunicamos | No hay formato
No se sabe cual es la Se pierden los
iltima trabajada archivos
Falta adiestramiento
atodos los
envolucrados Mal archivados
No hay guia del Regla de 24 firs
proceso no se sigue
No 508
Figure 5
List of Steps and Their Concerns and Pain
A total of 43 pains was determine with all the Improve

member of the Kaizen. When the kaizen is wrap in,
those people who perform the task and who have a
desire to continuously improve this process flow
quicker and more dynamic, are noticed. After the
analysis, the result showed that most of the tasks
are defects, very few resulted in the other types, and
none in the transportation type. Some potential
route causes are known, this will help the transition
to the next phase creating new ideas to not have
these pains/concern in the actual process.

Continuing the brainstorming process, it was
decided to create a Fishbone to assist the team in
finding out what is the potential root causes for all
the 43 an undesirable effect and pains. Figure 7
illustrated the fishbone completed.

To update the record in the system the user is
required to perform a transaction on each license.
The Kaizen members noticed that the client, for
example pharmacies, are not required to hold
license T, for that matter they brought the ERP
system expert and as a result of this discussion the
pharmacies will not be required to be updated on
each license type. A total of 6 updates will be
performed in the systems to improve and reduce the
number of steps in the process. Figure 8 shows the
process that will be edited in the system. The
legend in Figure 8 is in Spanish. It means: X is
equal to the client can buy without retaining the
orders, 0 is equal to permit retain orders the staff
will need to evaluate, and Y means the client
cannot order the product.
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Client number notincluded in email

Unreadable documents

>

Received wrong paperwork

Duplicated information

Indications notincluded

Difficult to identify which task has been done

Personnel missing key training

Missing process guideline
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Missing SOS

>

Accumulation of saved documents

>

Bulky file folders

Incorrectly filed documents

Position not ergonomic

Obsolete clientfile copies

Indicators to mark empty spaces notin use

HKX|[>X|>x

Printer located outside the work area

Innapropiate folders

No standarization of documents orders

SOP check

No way to verify that licence alignment was performed

Validation of DEA's licence not being conducted

Unable to confirm which accounts are inactive

HKIX|X[X]|X]|>x

Scanner located outside the work area

Unable to validate that license has been digitalized

>

Multiple windows in one computer screen

Space in cubicles

>

Forget to check orders on hold

>

No established process for checking medicine cabinet licences

>

Too many unused spaces

A single record holding multiple account numbers

>

No specific format to send the info

>

Information duplicity

Faxed forms do not provide an effective communication

No communications with sales department

Updates not recorded

Often incomplete client copies are filed

Obsolete filing system

Uncomfortable body positions while filing

Different types of filing folders

Inconsistency in folder format

Folders get lost

Wrong filed documents

Rules not being followed

RYXX XX XXX [X|X]|>

Figure 6
TRIMWOOD
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Lkencla RX OTC Ley7S Medikal Comentarios
' x x x x
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T -] x o x
v 0 x ] X
o o o o x SOLO SELE VINDE LEY 75
v 0 ) ] x
Recomendackon
Ucencla KX OTC  Ley 7S Medical
¥ x x x x
L] 0o o ] X Se le vende vn retener todos bos knyectables
RT [+] 0o 4] x Se le vende un retener 1odos kos bvyectables
R 4] o o x S le vende vn retener todos los knyectables
T Y x Y x
L Y x Y x
() Y Y 0 x SOLO SELE VENDE LEY 75
v 0 0 o x

Leyenda: XoPermitido COMPOar sin retenes
O=Permitido ordenar con retener orden para evaluacidn
YaNO se permite Ordenar

Figure 8
ERP Systems Updated

For Table 2, the team was able to create a list
of improvements and make the analysis of what it is
priority to be implemented and be able to assign
deadlines.

Table 2 was created to have all the pains and
the action to eliminated or improvement the pains
detailed with deadline and owner to implement the
better way to perform the task. Figure 9 illustrate
the format to notify the last email worked. This
format was created since the folder to receive the
emails does not notify the second person what was
the last email worked. This will be in a common
area where everyone will have access. The staff
member who print and save the last email or license
should write the information in this format. In this
way the staff avoid not knowing what the last email
job was.

Manpower

Hrs is ot follow ————— B\
Forgot to
release orders
Folder save in the
wrong area
Documents
pending to be save

—_—

Environment

/

3 ‘J‘ Defects in the license process

Staff

without training

Figure 7
Fishbone



Table 2

Opportunities and Actions

Complet

# |Opportunity| ed (Yes F/zeDss:gsl:ELe Action:
or No)
Presentar situacion en
GEMBA de “Customer
services” — buscando
Email llegan Rafael  |solucion
1| sin nimero No | Nieves/ 10- |Desarrollar
de cliente 31 comunicado y
compartir con todos
Departamentos
involucrado
Presentar situacién en
GEMBA de Customer
services — buscando
Rafael [solucién
2 Documgntos No Nieves / 10- |Desarrollar
NO legibles ;
31 comunicado y
compartir con todos
Departamentos
involucrado
Presentar situacion en
GEMBA de Customer
services — buscando
Documentos Rafael  polucién
incorrectos No | Nieves/10- Desarrgllar
31 comunicado y
compartir con todos
Departamentos
nvolucrado
Presentar situacion en
GEMBA de Customer
services — buscando
L Rafael  solucién
4 Ir:jformacmn No | Nieves/ 10- |Desarrollar
uplicada 31 -
comunicado y
compartir con todos
Departamentos
involucrado
Presentar situacion en
GEMBA de Customer
services — buscando
sin .Rafael solucion
5 indicaciones No | Nieves/10- Desarr(_)IIar
31 comunicado y
compartir con todos
Departamentos
involucrado
Iris Garcia / |Desarrollar una
No se sabe Si 10-16  |herramienta “visual
cudl es la management”
6 A
Gltima Rafael e t |
trabajada No | \ieves / 10- [Piscutir formato con e
31 equipo
Falta .I.Ma.';a d Adiestrar al personal
adiestramient rinidac e controlado del
7 No Elizabeth
0 a todos los Santiago nuevo proceso y de los
involucrados /12-15 acuerdos
. . Se sustituye por
8 Z‘:lh%(%z? Si Equui%/ 10- | desarrollar el SOP y
P crear el SOS
9| Nosos | si |'MsGCR/Inecoliar sOS

10-16

No Eli Pizarro / |Someter a Operacional
11-15  |Excellence
No Manae/tlﬁllzab Adiestrar el equipo
Se establecié nuevo
proceso el cual
determina que una vez
revisado el cartapacio
se archiva
Acumulacion . inmediatamente
Maria p,
10 de Si Trinidad / El area de documeptos
documentos 10-16 pendientes de archivar
guardados al final del turno todo
tiene que estar
archivado
Se elimino el &rea de
cartapacios pendiente
archivar
Maria
Documentos . Trinidad e [Se eliminaron los
115 i Si R
apifiados Juan Ramos /cartapacios inactivos.
10-16
Maria
Cartapacios Trinidad |Discutir en GEMBA la
12jalgunos fueral| No Elizabeth |situacién para
de lugar Santiago [disminuir la situacion
/10-31
Luis . .
Veldzquez / Reallzgr gvaluauon
Condicién no 11-15 Ergonomica
13 . No Completar los
ergonémica Rafael
. acuerdos y
Nieves / 12- .
31 recomendaciones
L Se removieron
14 DREITE]E8 Si UHlies) @ cartapacios de clientes
obsoletos Juan Ramos / nactivos
10-16
Maria
in'czi?clfiig?es irinidad e
15 S No Rafael  |Comprar indicador
de ubicacion .
Nieves / 10-
de folders
31
Impresora Rafael .
16/fuera del areal No | Nieves/11- Egr?llzar‘j:;ﬁrcr;ztlvas
del trabajo 15 Y
. ., |[Evaluar las diferentes
. Iris Garcia / .
Si alternativas en el
10-16
mercado
Folders no Maria
17 a_lpro_pl_ac_ios § Trinidad e |Escoger la alternativa
sin divisiones .
No Rafael  |més adecuada para la
Nieves / 11- operacion.
15
No Marfa  |Establecer un proceso
estandarizaci Trinidad e |para la organizacion de
18| 6n en orden No Rafael  |los documentos en los
los Nieves [folders segin vayan
documentos /11-15 |siendo actualizado.
Verificacion Si Ellngeth Form.as sometidas
19 de SOP No Santiago / |Pendiente someter
11-15 SOP
No hay
evidencia de Se afiadi6 para
que se hIZ.OI lal ) Iris Garcia / documentar tarea en la
20, verificacion Si forma 1
10-16
de la
alineacion de
licencias




para enviar la

[Trinidad e

Maria
No se valida Trinidad e
21| licencia - No Elizabeth |Adiestrar el personal
DEA Santiago /
10-31
No estan Maria
claras cuales L Se removieron
. Trinidad e . .
22| son las Si cartapacios de clientes
Juan Ramos /|. i
cuentas inactivos hasta 2017
T 10-16
inactivas
Impresora .
23|fuera del area DUP;'(:ad Duplicada |No aplica
del trabajo
.NO hgy . . |Se afiadi6 para
evidencia de . Iris Garcia
24 Si documentar tarea en la
que se /10-16 orma 1
digitalizo
U,SO. de |/_UIS Realizar evaluacién
multiples Velazquez / E .
rgonomica
o5 pantallas en No 11-15
una sola Rafael  |Completar los
pantalla de Nieves / 12- |acuerdos y
computadora 31 recomendaciones
Luis . .,
. Realizar evaluacion
Velazquez / P
. Ergonomica
6 Espacio en No 11-15
mddulos Rafael  |Completar los
Nieves / 12- [acuerdos y
31 recomendaciones
Maria  |Incluir en el “Leader
Se nos olvida Trinidad e |Standard Work”
27| verificar los No Elizabeth -
retenidos Santiago / [Determinar las horas
10-31 |de verificacion
NoO h Incluir en el “Leader
coonsi?tlencia S e o
i Maria Determinar las horas
en verificar . e
las licencias Tr_mldad e [(de verificacion
28de botiquin No [Elizabeth Someter las nuevas
N ’ Santiago /  |reglas de ordenes
0 hay un : .
. 10-31 retenidas en sistema de
ciclo de q
\verificacion D (e Bl
licencias
Incluir en el “Leader
Standard Work”
Maria Determinar las horas
La forma inidad d ificacio
tiene muchos ) Tr_ml ad e e verificacion
29 campos que Si [Elizabeth Someter las nuevas
10 Se usan Santiago /  |reglas de ordenes
10-31 retenidas en sistema de
lacuerdo con sus
licencias
Iris Garcia/ |[Evaluar las diferentes
Si [10-16 alternativas en el
mercado del cartapacio
s M Escoger la alternativa
cuentas con Trinidad e més adecuada para la
muchos No |Rafael et
30jnimeros de Nieves / 11- [P ’
cuentas en un 15
solo Maria Establecer cual va a
cartapacio Trinidad e |hacer la regla de
No [Elizabeth cuando se va a crear
Santiago/  (diferentes cartapacios
10-31 para una misma cuenta
No hay un Rafael
31{formato No  |Nieves, Desarrgllar formgto y
e P comunicar al equipo
especifico Maria

informacion Elizabeth
Santiago /
11-15
Rafael
Nieves,
Duplicidad Maria
32|de la misma No [Trinidad e Ef;ﬂ;?g;goem:ﬁmoy
informacion Elizabeth S
Santiago /
11-15
Si es fax no Rafael
hay Nieves / 11- |Consultaa IT buscar
33 L No .
comunicacio 15 alternativas
n efectiva
Rafael
Nle\{es, Desarrollar formato,
M iz ik conseguir a quien se va
34icomunicaci6 No ([Trinidad e 9 d -
. la notificar y comunicar
n con venta Elizabeth H caniioe
Santiago / quip
11-15
Maria
Comunicamo Trinidad e IAdiestrar en el proceso
35/s antes de No [Elizabeth en los NUevos aguer dos
documentar Santiago /
11-15
. Maria
Senosolvidal Irrinigad
\verificar . .
Elizabeth IAdiestrar en el proceso
36(folder y se No .
- Santiago/  fen los nuevos acuerdos
archivan NO
¥ 11-15
incompletos
Maria
IArchivos [Trinidad e  [Se removieron
37|obsoletos Si |Juan Ramos / [cartapacios de clientes
10-16 inactivos hasta 2017
No I\‘/l;ilzz ez / Realizar evaluacion
Hay que a Ergonémica
11-15
38(doblarse Rafael
mucho - Completar los acuerdos|
No |Nieves/12- .
a1 ly recomendaciones
Iris Garcia/ |Evaluar las diferentes
. [10-16 alternativas en el
No hay Si
mercado
formato de
29 los folders Maria
(muchos g .
tipos) Trinidad e Espoger la alternativa
No |Rafael mas adecuada para la
Nieves / 11- |operacion
15
Iris Garcia/ |Evaluar las diferentes
Si [10-16 lalternativas en el
. mercado
Se pierden Maria
) ES RS [Trinidad e  [Escoger la alternativa
No |Rafael mas adecuada para la
Nieves / 11- |operacion
15
Maria Discutir en GEMBA la
Mal Trinidad situacion para
41jarchivados No  [Elizabeth acionpara
. disminuir la situacion
Santiago
10-31
Regla de 24 Maria .
42lhrs no se No [Trinidad ;d;gzt;ireigsggggfggz
sigue Elizabeth




Santiago
10-31
Iris Garcia/ |Evaluar las diferentes
Si [10-16 alternativas en el
mercado
Maria
A3|Apretados Trinidad e  |[Escoger la alternativa
No |Rafael mas adecuada para la
Nieves / 11- |operacion
15
. Equipo — 10- [Evaluar posible
44.%:‘)';?,5 RafE pr oE:Tas o 31 utilizacion para manejo
del proceso de licencia
Buscar todas las
. [formas obsoletas
Uso de M"."”.a descartarlas /
formas Trinidad Incluir en su “leader
45expiradas No [Elizabeth standard work”
conversiones Santiago e
obsoletas 10-31 erificacion mensual

de que se usa la forma
ladecuada

Figure 9
Last Worked Email

Forms 1, 2 and 3 used to document the process
(see Figure 10) were improved. These previous
forms had duplicate tables that meant that the one
who had to document the task would need to
obliterate several blank spaces.

Figure 10
Forms 1,2 and 3

To document the process of digitizing there
was no space available in any of the three forms.
Therefore, form 1 was modified and included a
check box to document this process (see Figure 11).
Also figure 11 illustrated a check list that was
added to the form to help the user don’t forgot to
review any step. As part of this phase, three quotes
from three different suppliers were sought. These
quotes will be evaluated to see if it is feasible to
acquire new equipment for the filing area. Figure
12 illustrated the proposed cabinets and folders.

[Forma 1 - LOGO Entrada y Verificacion de Licencias

Fecha:

Numero de cuenta:

Nombre del Cliente:

| D ownaiizaco
—

[ oficina de Investigaciones (ASSMCA) D DEA [ validacion DEA

O Nuveve O
Tipo de licencia recibida:

[ cambio O

[ SARAFS

Pt
[J Nombre del establecimiento estd alineado
[ Nombre de la corporacion esta alineado
1 Direccién fisica estd alineado en las tres licencias
Comentarios:

Seccion de firmas:
Entrado por: Firma: Fecha:
Verificado por: Firma: Fecha:

*El proceso de verificacion de licencias incluye verificar fecha, numero, nombre, direccion de localizacién, ademas,
verificar que la 2 hip to” en intranet.

Figure 11
Form 1 With Digitizing Check Box

Figure 12
Filing Area Equipment

Control

One of the types of control that are going to be
implemented is the standard operating procedure



(SOP) with the new changes. All team members
will be trained. It is worth mentioning that several
of them were part of the kaizen process. In most of
the cases if you don’t involve the staff that perform
the task in the Kaizen process most of the
improvement will not be effective. By involving
the staff that executes the task as part of the process
of continuous improvement you will have the key
of success. Because they are the experts that are
running daily, they know what is needed and what
is not. In addition to the SOP there is a Standard
Observation Sheet (SOS). This SOS (see figure 13)
is a visual guide which allows you to see the
process step by step and in addition to showing the
screens or drawings of what you should do [4].

Standard Observation Sheet

Figure 13
Forms 1,2 and 3

CONCLUSION

As previously mention in this document, to
work in an area that the process is regulated is
serious. It is good that these companies keep using
methodologies like Lean Sig Sigma which will be
beneficial for the company to maintain and improve
the quality of the processes. When the company
have audits either internal or external, the result
will be positive. But the focus should not be just to
go well in audits but to do things right from the first
time and always improve them. Always involving
in the Kaizen or projects those who perform to any
task that is determine needs improvement is the
only way that the improvement you implement does
not fall over. Because putting new and improved
processes for them to manage it when you can wrap
them up from the beginning. The members of the
team should be the most important part of the

implementation and present the result of the kaizen
to management will help them improve their
engagement and presentation skills. When clients
buy products in pharmacies they simply go and do
not know everything behind the scenes to get it to
our hands. Each of the ideas expressed will help
the area to do the job better more quickly without
losing quality. In this Kaizen about 30 defects was
found but in the same way they proposed about 40
ideas for improvement. In these days the
environment of constant change, technology helps
us a lot to improve our processes. Companies
should maximize the use of tools to reinvent
processes because if people do not change, we will
become extinct.
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