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Optimization of the Patient Nutritional
Supplement Supply Process

Chih-Wei Huang, Ying-Min Liu, Ching-Hui Li, Shu-E Lai
Department of Nutrition, Chung Kang Branch, Cheng Ching Hospital

Abstract

Purposes

Malnutrition contributes to rise in healthcare costs, and studies have shown that
nutritional supplementation can reduce the length of hospital stay. Although our hospital
provides a nutritional supplement purchasing service, the original process involved 19
steps and required an average of 2,117.1s to complete, causing considerable inconvenience
for patients. With a view toward to improving patient satisfaction and unit performance, in
this study, we aimed to shorten the purchasing time to under 900s.

Methods

In this study, we used the Quality Control Circle (QCC) framework and applied
elimination, combination, rearrangement, and simplification (ECRS) methods, together
with the 5S management principles. Measures designed to enhance process efficiency
included the elimination of unnecessary waiting time, setting up a dedicated service
counter, and reorganizing storage environments.

Results

Following implementation of the optimization measures, the average purchasing
time was shortened to 818.2s, exceeding the target with an achievement rate of 106.7%.
Monitoring conducted throughout 2024 confirmed that purchasing times consistently
remained within the set target range and compared with 2017, the unit’s annual revenue
increased by NTD 4,398,105.

Conclusions

By integrating the QCC framework with lean management tools, we were able to
effectively eliminate process bottlenecks and reduce space-related waste. The adopted
measures contributed to enhancing the quality of nutritional support for patients after
discharge, and the experience gained in streamlining procedures may serve as a valuable
reference for process redesign in healthcare settings. (Cheng Ching Medical Journal 2026;
22(2): 73-83)

Keywords : Nutritional supplement supply process, Quality Control Circle (QCC),
ECRS, 58 management, Patient satisfaction
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