
1

1

Optometry Supply Process

Team Leader:

LSS Black Belt:  Andrew Archila
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Timeline:

Phase Planned Gate 
Approval

Define: 01DEC07 15DEC07

Measure: 30JUN08

Analyze: 31MAY08

Improve: 30JUN08

Control: 31JUL08

Project Overview

Business Case:

Project Goal:

Problem Statement: 
Twice weekly “near” misses in Optical Support 
Unit (OSU) spectacle production might lead to 
decreased training readiness and is a safety 
concern.  Supply delivery delays have resulted 
in $11K annual expenditures for tracking and 

correcting supply-related deficiencies.  An 
excess inventory projected at $105K for lenses 
and $11k in frames is currently on-hand in 
OSU supply storeroom.

Type I :  “Right-sized” OSU Inventory
Assumptions: OPTAR savings may be available; 
able to increase range of lenses provided onsite
Type II:  Streamline Supply Ordering and Delivery
Assumptions: Cost avoidance possible from non-
added value time used for tracking and rework

Type III: Optimize Spectacle Delivery Steps
Assumptions: Improve customer satisfaction thru 
faster delivery; improve employee morale

Metric: MS-9 

FABRICATION

Baseline: Entitlement: Goal: 

Unit: Hours 7 hr 8 ¼ hr 6 hr

Metric: SUPPLY ADMIN Baseline: Entitlement: Goal: 

Unit:  Hours  / day
2 hr 2 hr 1/3 hr

Metric: NIS LENSES Baseline: Entitlement: Goal: 

Unit: Lenses  (out of 

s tock) 9 0 0
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Define Phase Overview

Define Takeaways: 

• Supply delivery delays have resulted in 
significant OSU staff cost-to-quality 
expenses, increased customer waiting 
time, possible decreased training 
availability, and safety concerns.  

•Excess OSU inventory should be “right-
sized” to produce Type I savings.

Process: Optometry Supply Process

Process Start: Spectacle Rx written

Process Stop: Supplies Received

Includes: Doctors, Supply PO, Medical 
Logistics Clerk, Lens Distributor, OSU 
Staff

Excludes: All non-optometry patients
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Charter

http://images.google.com/imgres?imgurl=http://www.eyeglasseswarehouse.com/images/aviator-7.jpg&imgrefurl=http://www.eyeglasseswarehouse.com/aviator.html&h=313&w=504&sz=26&hl=en&start=11&um=1&tbnid=Oed5komz6HggvM:&tbnh=81&tbnw=130&prev=/images?q=military+spectacles&um=1&hl=en
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SIPOC

Suppliers Inputs Process Customers Requirements

 Doctors 

(all clinics)

 Supply PO 

 Medical

Logistics Clerk 

(81H)

 Lens and     

Frames 

Distributors

Outputs

Rx Written

 Eyeglasses

 Supplies

 Inventory 

 Rx Order 

 Eyeglasses

Patients

 OSU

 Clinics

 Rx Info 

 Supply 

Order Entry

Supply 

Processing

 Inventory 

Replenishment

























Opticians 

Receive Rx

Pull 

Supplies

Glasses 

Fabricated

Glasses 

Delivered

Opticians Do 

Inventory

Supplies 

Ordered

Supplies Received

See 

Process 

Steps 

Below
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Critical to Quality

- Timeliness

- Accuracy

- Available Resources

- Communication

7

Voice of the Customer

• “Accurate, right-sized, inventory and supplies received in a 

timely manner” – OSU Staff

• “One day turnaround on glasses, no not-in-stock lenses or 

frames, and glasses made correctly” – Clinic Staff

• “Two-week turnaround on receipt of supplies and feedback 

when problems occur” – Supply PO

• “Improved feedback from distributors” – Med Logistics Clerk

8

Stakeholder Analysis
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Data Collection Plan

Objective (Why)
Measures/Data 

(What)

Data Collection 

Method                   

(How)

Data Sources 

(Where)

Timing           

(When)

Responsible Party          

(Who)

1. Shorten the number 

of days between supply 

ordering and delivery 

1. Excel spreadsheet to 

track when orders 

submitted and received

1. OSU staff enters 

order request into 

Excel spreadsheet                        

2. Supply PO places 

orders into DMLLS       

3. Medical Logistics 

Dept. (81H) accepts 

orders from distributor

1. OSU spaces                 

2. BHC 1523 

Optometry                     

3. Bldg. 81H

1. Twice weekly 

ordering and data entry

1. OSU Staff                 

2. Supply PO                    

3. Medical Logistics 

Clerk

1. Optimize spectacle 

ordering to delivery 

time 

1. Excel spreadsheet to 

track when spectacle 

orders transmitted to 

OSU

1. OSU staff record 

number and frequency 

of SRTS orders into 

Excel spreadsheet

1. OSU spaces
1. Daily Excel 

spreadsheet updates
1. OSU Staff

1. Eliminate not-in-

stock status for lenses 

in OSU

1. Excel spreadsheet to 

track when orders 

submitted and received

1. OSU staff conduct 

physical inventory of 

supply room

1. OSU Spaces

1. Weekly updates to 

NIS list and STAT 

supply order submitted

1. OSU Staff

1. "Right-size" OSU 

inventory of stock 

lenses

1. Conduct full 

inventory of OSU 

supply room

1. OSU staff conduct 

physical inventory of 

supply room                           

2. OSU Department 

Head obtain lens 

inventory data from 

distributor

1. OSU spaces

1. Monthly inventory of 

OSU lenses                    

2. Lens exchange 

program initiation 

between April and June

1. OSU Staff                 

2. OSU Department 

Head
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Eyeglass Lens and Frame 

Ordering Process (Current State)

Optician Begins 

Lens and Frame 

Inventory

Optician Calculates 

Supply Need

Optician Inputs 

Inventory Required 

into Excel Spread 

Sheet

Optician Inputs 

Order onto Shared 

Folder on Internet 

for Order Tracking

Optician E-mails 

Lens and Frame 

Order to the Clinic 

Supply PO @ 

1523 Admin

Clinic Supply PO 

Receives OSU 

Order to Replenish 

Inventory

Are There 

Adequate 

Funds in 

DMLLS? 

Optometry Dept 

Head Contacts 

Comptroller to 

Request Funds
Clinic Supply PO 

Builds, Prints & 

Executes DMLLS 

Order

Yes

Comptroller Loads 

Additional Funds in 

DMLLS

Warehouse 

Personnel Receive  

& Process Shipment 

(Bldg 81 Supply)

Supplies Placed in 

Warehouse 

Waiting Area

Warehouse Driver 

Delivers Supplies 

to Bldg 1523

Driver Notifies 

Bldg 1523 Clinic 

Supply PO of 

Delivery of Supplies

Clinic Supply PO 

Notifies OSU That 

Orders Have 

Arrived

Opticians Verify 

Order & Records 

Packing Slip in 

OSU Log 

Optician Retrieves 

Boxes from 

Common Supply 

Area 

Opticians Place 

Frames and 

Lenses in 

Designated Bins

No

Optician Enters 

Supply Details into 

Tracking List in 

Shared Drive

Vendor Receives, 

Fills and Ships 

Order
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Cycle / Flow Time

Trigger (start) Done Flow Cycle People Involved % Yield Defects

Start Inventory Finish Inventory 120 20 1 90 Miscount, overlook, miscalculations

Start Spreadsheet Spreadsheet done 30 15 1 98 Mistype, miscalculation

Spreadsheet finished Spreadsheet saved 30 15 1 98 Mistype, not updating

Spreadsheet finished Hits E-mail send button 12 1 1 100 None

E-mail arrives Prints e-mail 60 1 1 100 None

Check Funds in DMLSS Fund status verified 2 2 1 100 None

No Money in DMLSS Sends e-mail to budget 4800 60 2 50 Request kicked back

Justification received Funds loaded in DMLSS 4800 30 2 90 Not entered in DMLLS

Log into DMLSS Order Executed 120 30 1 95 Choosing wrong part number

Vendor gets request Vendor ships order 7200 2400 4 95 Backorder, wrong item or numbers sent

Supplies arrives DMLSS Receipt Entry Done 120 20 3 99 Not entered in DMLLS, data entry error, Not delivered

DMLSS Entry Done Supplies Placed in Delivery Arena 20 2 1 99 Supplies in wrong customer area,

Supplies in Delivery arena Supplies Delivered to Customer 20 3 1 99 Delivery to wrong customer

Delivery of Supplies Notification of Delivery of Supplies 2 0.5 2 50 Supply PO absent, No attempt to tell Supply PO

Notification of Delivery OSU Notified of Supplies 120 0.5 2 75 No attempt to notify, OSU staff not available

OSU Notified by Supply PO Supplies retrieved 10 6 2 90 Other customer picks up

Supplies received Completion of OSU Log 90 20 1 99 Distraction, forget to log info, computer down

Completion of Log Supplies stocked 480 30 1.5 98 Put supplies in wrong location 

18036 2656

300.6 hr 44.26 hr

Cycle Time = 44.26 hr

Flow Time = 300.6 hr
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Quick Win Overview – Lens 
Exchange

• Lens exchange program implemented between 
OSU & XXX Optical:
– Tailor OSU lens inventory to military optical labs 

across the country using XXX Optical historical data

– Maintain a 100-day inventory of lenses in OSU

– Implement a two-bin inventory to ensure adequate 
lens stock and timely reorders

– Generate a cost-avoidance by exchanging 
overstocked lenses 

– “Right-size” Lens Inventory
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Lens Exchange – Current Status

• 26,296 Lenses Returned for Exchange

• 14,912 Lenses Received on Exchange

• Type I Savings = $35,491

• Lenses Remaining to be Returned Approx. 

4,000 lenses

• Lenses Needed to Complete Right Size 

Inventory Approx. 2,200 lenses
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means Already requested

means Already requested and received

CYLINDER

SPH 0.25 0.50 0.75 1.00 1.25 1.50 1.75 2.00 2.25 2.50 2.75 3.00 3.25 3.50 3.75 4.00

+ 8.00

+ 7.75

+ 7.50

+ 7.25

+ 7.00

+ 6.75

+ 6.50

+ 6.25

+ 6.00 (96) (45) 3 2 (2) (100) (6) (86) (47) (29) 10 10

+ 5.75 (119) (83) (96) (47) (65) (97) (34) (70) (84) (48) (30) (21)

+ 5.50 (131) (81) (43) (17) (11) (171) (23) (109) (46) (21) (45) (26)

+ 5.25 (142) (32) (88) (111) (48) (55) (27) (92) (58) (39) (16) (22)

+ 5.00 (139) (79) (38) (65) (12) (22) (9) (152) (48) (45) (13) (16)

+ 4.75 (88) (70) (69) (92) (66) (65) (46) (85) (78) (67) (46) (14)

+ 4.50 (132) (55) (16) (8) 16 (15) (90) (50) (61) (45) (33) (6)

+ 4.25 (143) (84) (99) (45) (72) (86) (83) (40) (30) (30) (87) (12)

+ 4.00 (175) (39) (22) (24) (87) (18) (26) (111) 10 (57) (82) (9)

+ 3.75 (143) (89) (109) (100) (122) (36) (71) (129) (18) (27) (69) (5)

+ 3.50 (175) (61) (6) (11) (157) (16) (66) (127) (74) (30) (37) (40)

+ 3.25 (119) (78) (81) (59) (123) (9) (118) (61) (52) (44) (21) (10)

+ 3.00 (87) (95) (13) (21) (43) (86) 12 (104) (51) (40) (73) (34)

+ 2.75 (225) (60) (109) (41) (81) (95) (75) (120) (34) (58) (87) (15)

+ 2.50 (58) (55) (39) (19) (65) (74) (53) (57) (27) (87) (39) (14)

+ 2.25 (45) (86) (57) (64) (96) (133) (90) (44) (13) (64) (45) (9)

+ 2.00 (55) (144) (24) (9) 3 (81) (69) (189) (20) (94) (56) (3)

+ 1.75 (31) (29) 27 (20) (57) (26) (54) (90) (30) (69) (52) (43)

+ 1.50 48 (52) 48 4 16 (39) (71) (58) (73) (0) (65) (43)

+ 1.25 70 (29) 41 42 (10) (49) 6 (2) (5) (46) (74) (3)

+ 1.00 (100) 68 126 36 (0) (37) 32 (118) (20) (9) (68) 2

+ 0.75 170 (208) 174 108 71 (16) (36) (147) 13 (31) (75) (18)

+ 0.50 44 94 108 160 148 (40) 29 (141) (38) (2) (14) (48)

+ 0.25 (20) (248) 214 126 165 30 (110) (100) (61) (55) (6) (85)

(49) (119) 186 192 250 94 (86) 44 (7) (22) (67) (19) (55) 10 10 10 10

- 0.25 (98) (17) 130 90 64 110 (42) (3) (153) (170) (193) (69) (8) 10 10 10 10

- 0.50 322 144 364 272 137 81 (1) (79) (137) (125) (151) (58) (26) 10 10 10 10

- 0.75 580 238 256 170 76 (1) (117) 0 (155) (130) (156) (55) (47) 10 10 10 10

- 1.00 650 170 454 198 140 (8) (42) (36) (79) (84) (190) (60) (28) 10 10 10 10

- 1.25 574 16 66 75 35 28 (18) (15) (94) (161) (227) (177) (109) 8 10 10 10

- 1.50 426 (120) 238 131 74 33 (74) (10) (95) (207) (210) (158) (111) 10 10 10 10

- 1.75 404 78 190 96 (2) (22) (77) (20) (28) (46) (55) (51) (41) 10 10 10 10

- 2.00 464 139 164 77 (47) (102) 24 4 (81) (193) (74) (64) (104) 10 10 10 10

- 2.25 356 68 228 45 (21) (113) (31) (20) (50) (97) (35) (63) (99) 10 10 10 10

- 2.50 326 90 260 38 2 (37) 2 (22) (107) (154) (41) (27) (118) 10 10 10 10

- 2.75 106 54 121 57 (59) 0 (33) 17 (49) (106) (61) (64) (17) 10 10 10 10

- 3.00 216 87 114 47 26 (50) (31) 19 (104) (88) (90) (114) (17) 10 10 10 10

- 3.25 58 (31) 174 (14) 16 (32) (16) (18) (53) (77) (59) (28) (97) 10 10 10 10

- 3.50 202 34 92 (37) 78 (4) (39) (14) (34) (104) (85) (141) (177) 10 10 10 10

- 3.75 56 (6) 76 35 (130) (174) 6 12 (78) (55) (44) (27) (74) 10 10 10 10

- 4.00 20 (83) 73 56 (51) (122) (24) (19) (53) (63) (61) (71) (103) 10 10 10 10

- 4.25 (26) 19 104 (77) (278) (300) (79) (29) (39) (57) (116) (69) (43) 10 10 10 10

- 4.50 (106) 15 (7) (10) (22) (181) (99) (28) (46) (111) (52) (53) (79) 10 10 10 10

- 4.75 (139) (9) 51 8 (37) (115) (32) (29) (26) (78) (46) (75) (28) 10 10 10 10

- 5.00 (6) (125) (7) 12 (38) (36) (40) (26) (125) (105) (44) (29) (134) 10 10 10 10

- 5.25 (37) (116) (6) 4 (93) (54) (74) (52) (71) (62) (44) (29) (35) 10 10 10 10

- 5.50 38 (20) (11) (42) (27) (49) (60) (51) (57) (36) (60) (117) (80) 10 10 10 10

- 5.75 10 (22) (5) (26) (37) (61) (21) (36) (39) (38) (73) (26) (38) 10 10 10 10

- 6.00 (104) (155) (93) (178) (85) (42) (27) (77) (56) (73) (91) (53) (58) 10 10 10 10

- 6.25 (176) (22) (20) (43) (48) (52) (40) (36) (41) (47) (67) (39) (69) 10 10 10 10

- 6.50 (52) (40) (31) (46) (21) (46) (60) (48) (53) (26) (55) (71) (62) 10 10 10 10

- 6.75 (3) (60) 0 (15) (22) (48) (45) (54) (59) (66) (35) (55) (183) 10 10 10 10

- 7.00 (6) (50) (30) (45) (74) (38) (41) (63) (51) (121) (31) (47) (61) 10 10 10 10

- 7.25 (17) (73) (193) (72) (44) (47) (43) (39) (72) (33) (45) (57) (44) 10 10 10 10

- 7.50 (44) (37) (61) (36) (37) (33) (51) (66) (43) (41) (42) (58) (49) 10 10 10 10

- 7.75 (21) (12) (21) (38) (25) (35) (29) (37) (21) (38) (35) (15) (27) 10 10 10 10

- 8.00 (64) (16) (7) (29) (11) (4) (11) (23) (13) (27) (26) (24) (12) 10 10 10 10

- 8.25 (61)

- 8.50 (55)

- 8.75 (57)

- 9.00 0

PLANO
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Lens Ordering Tracking – Quick 
Win

• Tracked outlying clinics spectacle ordering 

practices

• Were Batching orders

• Problems with Batching

• Provided Feedback

• Control: Daily report and feedback if  

necessary of  spectacle ordering requests
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Additional Space

• 5s cleanup of  OSU

• Due to increased space, less waste have 

preliminary submitted plans to “Rehab” the 

OSU and utilize more production 

equipment to decrease total production 

time
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FMEA

Process Map Items What Can Go Wrong End Effect? Business or Customer Impact How Severe? 1 - 3 - 5 How Often? 1 - 3 - 5

Is Cause Detectable? 

1- 3 - 5 Total Risk Priority #

    

Rx written (Dr/Optician) Dr. writes wrong Rx Patient vision poor (mildly degraded) 3 1 1 3

Opticians batch orders Decreased spec delivery turnaround times 3 3 3 27

Opticians mount spec Rx Batch lost or not transmitted correctly

Decreased spec delivery turnaround times, 

Rework, Decreased supply 5 1 5 25

Opticians pull from 

inventory Pull wrong power lens Rework 1 1 1 1

Out of stock on frames / lenses

Decreased spec delivery turnaround times, 

outsource eyewear to NOSTRA, ultimately 

could decrease OPTAR received from 

NOSTRA, rework (order resent by clinics) 5 5 1 25

Opticians fabricate 

spectacles Block axis incorrectly Rework, patient vision poor (subtly degraded) 1 1 1 1

Product out of ANSI standards Rework, patient vision poor (subtly degraded) 1 1 1 1

Spectacles are delivered to 

patient

Duty driver doesn't pick up finished 

goods

Decreased spec delivery turnaround time, 

rework (order resent by clinics) 1 3 1 3

Recruits almost leave / do leave without 

eyewear

Safety issue, decreased training readiness, 

poor vision (could be severe degradation) 5 1 1 5

Optician conducts 

inventory audit No time to conduct audit

Out of stock lenses, decreased spec delivery 

turnaround times 1 3 1 3

Incorrectly determine what is needed Delays, NIS more common 1 1 5 5

Optician orders supplies Not enough $ in OPTAR No supply ordering, NIS, delays, poor vision 5 5 1 25

Order delayed / batched by supply PO Delays, NIS more common 3 3 3 27

OSU recieves supply 

orders Stock on backorder

Rework (clinics reorder, OSU reorder, supply 

PO rework) 3 3 3 27

Inaccurate amounts received (partial 

orders)

Rework (clinics reorder, OSU reorder, supply 

PO rework) 3 1 3 9

FMEA (Failure Modes, Effects and Analysis)
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Eyeglass Lens and Frame Ordering Process 
(Value Added / Non-Value Added)

Optician Begins 

Lens and Frame 

Inventory

Optician Calculates 

Supply Need

Optician Inputs 

Inventory Required 

into Excel Spread 

Sheet

Optician Inputs 

Order onto Shared 

Folder on Internet 

for Order Tracking

Optician E-mails 

Lens and Frame 

Order to the Clinic 

Supply PO @ 

1523 Admin

Clinic Supply PO 

Receives OSU 

Order to Replenish 

Inventory

Are There 

Adequate 

Funds in 

DMLLS? 

Optometry Dept 

Head Contacts 

Comptroller to 

Request Funds
Clinic Supply PO 

Builds, Prints & 

Executes DMLSS 

Order

Yes

Comptroller Loads 

Additional Funds in 

DMLSS

Warehouse 

Personnel Receive  

& Process Shipment 

(Bldg 81 Supply)

Supplies Placed in 

Warehouse 

Waiting Area

Warehouse Driver 

Delivers Supplies 

to Bldg 1523

Driver Notifies 

Bldg 1523 Clinic 

Supply PO of 

Delivery of Supplies

Clinic Supply PO 

Notifies OSU That 

Orders Have 

Arrived

Opticians Verify 

Order & Records 

Packing Slip in 

OSU Log 

Optician Retrieves 

Boxes from 

Common Supply 

Area 

Opticians Place 

Frames and 

Lenses in 

Designated Bins

No

Optician Enters 

Supply Details into 

Tracking List in 

Shared Drive

Vendor Receives, 

Fills and Ships 

Order
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Eyeglass Lens and Frame Ordering Process 
(Ideal State)

Auto Order 

System Places 

Order

Vendor Fills and 

Ships Order 

Overnight

FedEx / UPS 

Delivers Orders 

Directly to OSU

Order Verification 

Completed as 

Optician Restocks 

Supplies

Restocking 

Completed

Final State
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Implementation Plan

• After lens exchange is complete will conduct full 
inventory

• Will set up 2 bin system (reorder index cards set 
in bins to notify time to reorder)

• Cards will also have amount to reorder

• Will reduce time spent to conduct daily inventory 
significantly as well as make it more likely to 
occur on daily basis

• Write SOP on lens reordering to allow for future 
supply clerks to easily follow


