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Pharmacy LDM




Transition to LMS

Pl team has become a part of our LMS team !
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Problem
Solving

Picking the process to improve

Emergency frays and boxes
Pain point for Pharmacy staff

Expiring/expired trays/boxes brought to pharmacy
for refilling towards the end of the month or
beginning of the month




Model for Improvement
[ PCE Ol
| Improvement

How will we know that a
change is an improvement?

What change can we make that
will result in iImprovement? o What are we trying to accomplish?

Improve the process around
replenishing code cart trays/boxes to
minimize bafching towards the end of

Act Plan

the month.

Study Do
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Model for Improvement

What are we trying to
accomplish?
How will we know that a
change is an improvement?

We will...

IMPROVE INCREASE DECREASE REDUCE

Distribution of workload for exchanging expiring
emergency code trays throughout the month

[outcome metric)

What change can we make that
will result in improvement?

From our baseline of:

T Mins Hours Days

{crcle cne)
Decrease the peak for number of Mi
ins Hours Days
To our goal of: code tray exchanges by 50% from E {cirele one) v
the baseline of a given month

By the date of:

This skrategically aligns
to:

8. Work with our suppliers, collaborators, and partners to improve operational efficiency and
effectiveness

1&. Continuously improve Supply Chain and Pharmacy alignment and integration

Act Plan

Study Do




Model for Improvement

What are we trying to
accomplish?

How will we know that a
change is an improvement?

will result in improvement?

What change can we make that

Act Plan

Study Do
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Model for
Improvement

What changes will we make that will be an
improvement?

We will redesign...

Emergency Code Tray Process to be
Level-Loaded

(process)
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STANDARD WORK - THE BEST WAY TO PERFORM A

EXPECTED
COMPLETION
DATE:

09/15/20

ACTUAL
COMPLETION
DATE:

09/15/20

PROCESS ORDO THE WORK

STANDARD WORK DEVELOPMENT TIMELINE

EXPECTED
COMPLETION
DATE:

09/11,20

ACTUAL
COMPLETION
DATE:

09/21/20

EXPECTED

START
DATE:

09/11,20

ACTUAL

DATE:

09,/11/20

EXPECTED
COMPLETION
DATE:

12/15/20

ACTUAL
COMPLETION
DATE:

0216721

EXPECTED
COMPLETIOM
DATE:

11710720

ACTUAL
COMPLETION
DATE:

Eartialhy
Complers

EXPECTED
COMPLETION
DATE:

05,3121

ACTUAL

COMPLETION
DATE:




Key Stakeholders

Initial Key Stakeholders

Pharmacy technicians

Pharmacists

Pharmacy buyer

Additional Key Stakeholders

Distribution

Other Stakeholders
Transport
Nursing

Epie

Working with Distribution from the
beginning has been exiremely important
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A STAKEHOLDER ACTIVITY

This activity is designed to encourage you and your team to thoughtfully consider each stakeholder
independently prior to implementing any new workflow, process, or technology. Carefully articulate how you will
accomplish each of the & E's with all identified stakeholders.

Process: Emergency Drug Trays/Boxes owner: Pharmacy
Stakeholders
SLITEIET Pharmacists Pharmacy Buyer Distribwtion Transport Mursing

Technicians

FLAN

Engage
(Adaptive)

What will your
stakeholders
connect fo?

Mot rushing to fill
boxes & frays

1. Ermeail= O7/11,/20
[Promrmacy Staff]

2. Staff Meeting: 07/ 14720
3. Bdvcation regarding
LhAS 071 6/20 (Gigi)

4 Port of weeky
planning meestings

Mot nushing fo sign off
on boxes & frays

1. Email: 0%/11,/20
[Pomrmacy Staff]

2. Staff Meeting: 07/ 14/20
3. Part of weekly
planning meetings

More confrol on meds
that go info boxes &
frays

1. Emmail: 07711720
[Pharrnacy Staff]

2. Staff Meeting: 07/ 14/20
3. Edvcation regarding
LhAS 071 6,/20 (Jonathan)
4. Part of weeskly
plarning meetings

Boxes & trays are ready
when staff comes fo
exchange them from
Pharmmacy

1.Enngil: 0725720
{Kendrick Brian)

2 Pharmacy LMS Board
orientation 10/07/20

3. Meefing 10/12 Curent
state mapping

Improve: workflow for
transport and eliminate
waste of mulfiple nps
1.Meefing: 11/20/20

Elimimate work
duplicafion
1.Meefing: 11/20/20




Process: Pharmacy Code Tray Restocking

Job Inztruction Breakdown Sheet (JIBS)

Requirements: 5 prepared adult frays, 3 prepared padiatic frays

Revision date: 1172320

Equipment/Supplies Technology Meeded: Infeliguard, fray, medications, needles,

lalels, syringes, alcohal wipes plastic cover, locks, amber bag

Job Instruction

Breakdown Sheets
(JIBS)

Job Instruction Breakdown Sheet (JIBS)

Process: Disfribution Code Cart Restocking

Requirements: Report of expiring trays from Pharmacy

Revision date: 10/22/20

Equipment/Supplies,/Technology Meeded: Med Surg supplies. blank code cart
lists. database, cleaning supglies

Important Steps / By Key Points Reasons
WHAT / WHO HOwW WHY
Anything in a step fhal might =
A logical segment of the operaiion when ;_ i d':.m.'c.”b
seq rjore
SomTImm s Maike the work easier fo do, Le. knack”. s Far ay Pt
“irick’, speciol fiming, bif of special
*  Email *  Communication
Receive Inteliguard expiration |* Friday affer second « Start process
report from Pharmacy Wednesday of manth
Replace:
»  Read - sxpiing this week »  |dentify
*  Crange - expFing next week s Sort

Analyze dotalbase for expiing
supplies

Yellow — expiing next month

Generate list of expiring
supplies

Print st

Verbaly communicate with 20

shift code cart clerk

Communication

Physically locate the cart

Swap expiring cort with new

cart
Transport expiring caort o
Pharmacy

Update cart
Avoid expirafion

If supplies are NOT expiring-
Transport expiring cart

Crop off to Pharmacy for tray

swap
Pharmacy seals cart

Retum completed cart to

distribution cart room

Log expiration information in

log ook
END OF FROCESS

» Update
* Seal
+ Complete

Important Steps / By Key Poinis Reasons
WHAT / WHO HOW WHY
Anyfting in o dep fhot might -
Alogical segment of the I Make or break fhe job
when 2 injure the worker Reasons for key poiais
happens to advance ive work. Make fhe wark exsier o do, Le. “knock”, nck’, special #ming, b of Job Instruction Breakdown Sheet (JIBS)
= Login Frocess: Fhammacy Code Tray Assembly - Internal
. :
LS Work Group: o Expired/Expiing Medication Report: Run and print Revision date: 11/2/2020
! foup: report for medicafions iring within 60 da
Cptain Inteiiguard fray ™ cives ink e'xpﬁ " . mﬁ i st ACouracy Requirements: Trays refumed to Pharmacy or new frays on wire rack, RAD
iration re = Tray Report: Gives information on o on With lis Least woste -
o o of medicafions expiring- Print report togged medications
=  Email® Equipment/supplies, Technology Needed: Infelliguard, tray, medications,
» Every second Wednesoay of menth needles, labels, syringes, alcohol wipes plasfic cover, locks, amber bags
) = Troys expiring af the end of next month or earier -
LMms Wark Group: i |@eniify drug snorage/shor dared Pafient safsry Important Steps / By Key Points Reasons
mJ :VT?D":FI_:D‘S;EC" entify o Drug shorage meeting Least waste: WHAT / WHO HOW WHY
Highiigint fra uiring exchange on Tray Anything n o step that might -
: grignt rays =quing i ¥ report Atogical secmant of s oparafion | 1. Maka or besak tha lab
X . . R I wed when ta 2 injure the worker Reasons for key polnfs
LMS Work Group: =  Email ist of cart numicers fo distiibution supenvisor and crgi‘:nm'cuﬁor advance the work. Make five work easler fo do, Le. “knack”, “ick’, i
Develop st of cars with operations manager . a
EXpiring meds = Meet with disiicution Friday ofter repert ran [§ needed) SrrEGmI'E En'r'r;p-rmu =t + Donagloves
I . » Discard used or opened + toff & pofient sofety
Disiribufion process iriggered For Used Trays: ftems/medications + Infection prevention
= Break lock and remove fray Visualy Inspect and Clean |+  Wipe tray with purple wipes
Pharmacist/Technician: = Log retum ray in Inteliguard
Cart refurns to PFhamacy o See scx:aenshms Pglo‘.\.-. To I'ETUT‘ T{}_ Fhamacy, _, jcation safery +  Login to Inteliguard
for fray remarval select “Phamnacy™ as the location in the final step. For all Trays: + Scan used or expired tray Medication safety
= Fiace tray on wire rack for restocking Assess restocking needs in - | e Review restocking information *  Accuracy
Distribufion process friggered Intelliguard
Fhamacist: = Document gy and cart NUmoes in Inteliguard
Repienisn cart with new o Flace fray in cart and lock R * Placeinboxon HD shelves marked | | o oL Lo
Ty = Ofient s labeied frent of ray i focing fonwang .;heqm;jsmnr safety Dizcard expirsd for sxpired medications i
= Close the comparment =" Ty medications
s Pigoe red lock to secure the cart + Follow prompts on Inteliguard
= Log info Inteliguard * Ensure medications/supplies have
= Select “Virual Logbook™ from the gt side of e screen: expiration date > & months *  Accuracy
Stock medications/supplies [+  Place preparsd tray in asigned + Reduced waste
in tray place under the fube station
Pharmacist: » End Technician workficw
Documentation Tracking accurocy
» Login to Intelliguard
) + Scan prepared fray )
Phai st Patient safe!
Yeﬁ'f';'::' e Notelocknumberin nteliguord | o=t sat=ly
¥ »  Frint completed fray report
. * Floce prmt.ed. report on top of tray + Complete and accurate
. s Cover tray with tamper proof
Pharmacist astic wral + Tamper proof
Seal Tray [ P + Patient and staff safety
* Ploce completed tray on shelf - -
* Infection prevention

elow tube station

If drugs and supplies ARE
expiring
Transport expiring cart

Crop off to Pharmacy for tray

remaval
Trarzsport cart back fo
Distrilbution for restocking

Swap
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SKILLS MATREEX UNIT/AREA: PROCESS REDESIGN: __ @ i
g SKILL LEVEL OF EMPLOYEE f
0 1 2 3 4 : =T
m;ﬂmm Exposed Can Do With Assistance Can Do Alone Con Train Others :
) _ Pedommed key wark fiow Cnce employes has ;
Bttt ooty Pl ey eimpioy=--g [ e
Approach Training Approoch Srrma inifial procesz confirmation e 1%
: Our target for training is 7 of staff by date
Terd # of Staff Trained fo
Zrt i Total # of Staff
T | Date last
11/24/2020 =
uvpdated: OII o o b ()
0 28 0.00% Skills'Training o begin on

Training Period Process
Confirmations *You only need a
second process confirm during
the training period if the
employee warranis one

(IF ADDITIONAL

Inifial Training TRAINING
Skall Leved of Process

Employee Coniim #1

NOV 25th

each employee needs fwo
additional process
confirmations

PROJECT GO-LIVE

11/25/2020

11/25/2020

02/17/2021

V12772020

112742020

11/25/2020




Visual
Management
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Week OF 3/21/2021 3/28/2021 4/4/2021 4/11/2021

# of Planned
Trays

5-10 trays/week (At least 7 trays/week)

Total # of Trays
Tumed Over

4 10 7 5

% of Trays

tumed over to 57% 143% 100% 71%
plan

MONTH/YEAR: March-April 2021




Prepared Code Trays

Count
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:
: 0 T i | L L T N T el ] | TS y =¥ N L T a T T g =r P L] 3 T LI ey LY T L L L LW ! 0Ll | R | L | i T i T T | Rt TS, IO | Ll L] D L L T L

Tetsts) G R ORI (SRR AR N O SR PR RO N SR SRS b K A D D SR R e DR i
Vo b W Kbt e e b e s (bt (v (i o e S b e e evasalie Wl Ve P e e gy W oV oV AV o v
R N e e R ) i o L S oy DR ORI INDE (O3 0 S o s D S e A B s Y S DR O AN A
2 BT ol ol o\ o\ SoN o RO oV A WA E AV RSNV RN A gl e A IR L SR NGNS

VAR GERCERAER ER Y
X %\Q‘\ ’L\@\ o

A

9/1/2020 - 3/31/2021

BEFORE

««..,,:z-.-‘-'
SR T
o :

1

1

A

AW

i

AL Sk o e L TS

©




Key Learning

Different from LDM: LMS starts before measuring begins
Slow, methodical, deliberate process
|dentification and collaboration with key stakeholders is vital

Eliminates silos

Helps in truly working towards overall institutional goals

Thank you to Pl team for walking through each process and
being part of the feam!
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