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	Overview

Country or Region: Zimbabwe
Industry: Pharmaceutical
Customer Profile

National Pharmaceutical Company (NatPharm) is the national drug supplier in Zimbabwe. It is one of the largest suppliers of drugs to government hospitals and clinics, countrywide. The company employs 250 to 300 employees at branch locations throughout the country.
Business Situation

NatPharm had far exceeded the limitations of its outdated Invec inventory control system. Staff manually entered orders into the standalone Pastel financial management system.
Solution

NatPharm implemented Microsoft® Business Solutions–Navision® as its enterprise resource planning solution, including a customized tendering process model, with the help of Pinsoft Management Consultants.
Benefits

· Total inventory control

· Full financial integration

· Complete bidding process

· Decreased stock losses

· Increased productivity
· Improved customer satisfaction


	
	
	“…[W]e are looking to be the leader in IT integration in the pharmaceutical industry in Southern Africa.” 
Zealous Nyabadza, IT Manager, NatPharm


	
	
	
	National Pharmaceutical Company (NatPharm) is the national drug supplier in Zimbabwe. It is responsible for supplying drugs to all government hospitals and clinics. Its outdated Invec system was unable to handle large volumes of data, resulting in distorted inventory figures and failure to produce meaningful management reports. It was impossible to view accurate stock supplies, or cover a branch's stock shortages from overstocks at other branches, or even to track expiration dates of drug stocks, causing major stock losses. There was no integration between the inventory system and the financial system and all data was captured manually. The new solution had to replace NatPharm's inventory, financial, and bidding processes with total systems integration. NatPharm chose Microsoft® Business Solutions–Navision® (now part of Microsoft Dynamics™), and Microsoft partner Pinsoft for the implementation.
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Situation

The National Pharmaceutical Company of Zimbabwe (NatPharm) was using an outdated inventory control system called Invec, donated by the Zimbabwe government in the late 1980s. This was a[image: image4.jpg]Microsoft



 stock management system only, but not a fully integrated one, requiring much manual work to manage NatPharm's pharmaceutical inventory. It was loosely linked to a Pastel accounting system—but not integrated in any way. This meant that staff had to print documents from Invec and then manually enter them into Pastel. The process could take up to three days for a single order.

The old system was running on an obsolete platform resulting in increased support costs associated with supporting multiple applications. The system's security risk was high, as there was there were no access control or oversight measures in place, and some business processes were duplicated.

NatPharm IT Manager Zealous Nyabadza elaborates: “We could not tell how much drug stock we had, where the stock was and which stock had expired. It was difficult keeping track of customers’ orders, and we had difficulty telling what had been paid for and what had not—there was virtually no accounts receivable control. We could not produce operational and management reports and everyone was working under constant pressure. Further, we did not have vendor technical support for the systems and could not enhance them. Technology changes in the industry were passing us by.”

He goes on to say, “Head office was unable to tell what stock was in which branches. This hampered efficient movement of stock between branches to meet needs. Branches could not transfer drugs from each other on a timely basis—when one branch ran out it could not get a view of surplus stock at other branches in order to fill the demand from the first branch’s customers. Even when replenishing stocks from other branches, the drugs often would have passed their expiration date by the time everything was located and transferred.”

The drug expiration problem caused major, costly stock losses. This was compounded by a lack of stock security control. Nyabadza estimates that stock losses were in the order of millions of dollars.

The litany continues: NatPharm was faced with a myriad of problems with processing efficiency, because the reentry of the same data several times resulted in inaccuracies and inconsistency. Staff members were working high levels of overtime hours, which was both taxing for employees and costly for NatPharm as a company. There were delayed payments to creditors and problems in reconciling payments. Late payments by customers were common, because it was not possible to provide goods and invoices at the same time.

A Complete Overhaul Required

It was obvious that the company’s systems needed to be replaced from top to bottom. 

NatPharm required a single, totally integrated system that would allow networking of countrywide branches to the head office and each other, with online processing of information, guaranteed data integrity and security, efficient order processing, procurement of correct quantities of medical drugs, improved stock distribution, as well as complete control for accounts payable and receivable.

NatPharm targeted Microsoft® Business Solutions-Navision® (now part of Microsoft Dynamics™) as its system of choice from the outset. Nyabadza advises that the company also looked at an SAP system, but could not justify acquiring it. "Very few companies in Zimbabwe were running SAP at the time, so we had no way of drawing on operational information as to how well it ran, and we did not want to take a chance. We could therefore not develop sufficient levels of confidence to opt for SAP." He adds that SAP was also prohibitively expensive in the light of NatPharm’s difficulties in acquiring foreign currency to pay for the system overhaul.

One of the key requirements of the new system was reliability, which was a deciding factor in the choice of Microsoft Navision. Given the critical nature of NatPharm’s role in Zimbabwe’s pharmaceutical industry, it had to be confident that the system chosen would deliver on this. “Reliability of the system and the data produced was a very important consideration,” says Nyabadza. “In fact one could almost say that this was the biggest requirement after that of a consolidated system,” he continues, “and it was a pivotal contributing factor to our choice of Microsoft Navision software, as it is well-known for its reliability.”

Having decided on Microsoft Navision, based on a request-for-proposal process for the new system implementation, Pinsoft Management Consultants emerged as the only Microsoft partner capable of the level of customization necessary, reports Nyabadza. 

New Microsoft Navision Module and Customization

Pinsoft needed to take full advantage of the capability of Microsoft Navision to be significantly customized to integrate with the particular needs of the Zimbabwe pharmaceutical industry. While Microsoft Navision has standard modules capable of linking a warehousing system to an inventory control system, and in turn connecting to a financial system, Pinsoft had to create a brand new bidding module. The Zimbabwe Tender Procurement Board requests bids from companies across the world, and everything needs to follow the country’s bidding regulations. Because of this, the international procurement system processes needed to be built into the Microsoft Navision system.
Solution
Thorough process analysis and mapping was needed, as the new system would totally replace all legacy systems, and there was no room for error. Design and testing commenced after the process mapping. 

“Even though Microsoft Navision was fully capable of meeting the requirements for the new bidding management module, a lot of hard work was necessary to first prepare and map the entire bidding process before Microsoft Navision development could begin. This preparation took longer than envisaged, but at the end of the day our Navision implementation represents a triumph over adversity,” observes Nyabadza.

Implementation in phases began in early 2003. Microsoft Navision 3.7 was implemented, consisting of the following modules: general ledger, fixed assets, sales and receivables, purchases and payables, inventory, warehouse management, and the newly developed bidding process module.

One large main server was installed at the NatPharm head office, running the Windows® 2000 Advanced Server operating system. All branches were fully networked to it. All workstations were replaced with new ones running the Windows XP operating system and Microsoft Office XP. Approximately 60 workstations were installed in the company’s various branches.

Besides the implementation and development training on the Pinsoft side, NatPharm staff needed additional basic IT training in order to use the system in many cases—because they are primarily pharmaceutical technologists, and did not have the necessary IT skills.

NatPharm was able to start making use of individual models as they were implemented and tested. This helped to ease the company’s employees into the new way of working, and also allowed time for the necessary training to occur. 

“As soon as we started using the new modules, our entire company started gaining confidence, because it very quickly became clear that the implementation would indeed transform our business,” says Nyabadza. “The reliability was immediately apparent and we felt that our choice of solution was vindicated from the outset,” he adds.

Naturally there were difficulties in migrating staff to a new system as they were very used to the old system. But because the old one was so outdated and cumbersome, employees were enthusiastic to get to a point where they could take advantage of all the benefits. “There wasn’t so much resistance as a need to execute this migration in a way that empowered the users,” explains Nyabadza.

Norman Zvenyika, Managing Director at Pinsoft, explains: “A further crucial requirement was that the company’s IT department be fully empowered to manage the new systems on a day-to-day basis. The aim was to enable first-level support within NatPharm itself, so that IT staff would only have to rely on us for occasional back-up support.”

NatPharm’s new fully integrated Microsoft Navision system was deployed in December 2005, and was officially commissioned by the Minister of Health for Zimbabwe, Dr. David Parirenyatwa, in January 2006. 

Just before the launch, additional training sessions were done in order to finalize customizations as some key personnel had left the organization. This placed additional pressure on both NatPharm and Pinsoft. 

Zvenyika explains that the challenge was met by ensuring that the focus was always on a team approach. “Through consistent use of our Microsoft Navision implementation methodology, which facilitates full documentation and team participation, the project becomes team driven rather than depending on individuals,” he explains.
Benefits

A number of benefits have resulted from the implementation. NatPharm now has a single fully integrated system, which has positively changed the company’s working methods and reporting abilities, boosted productivity and staff morale, and reduced costs—all by a large order of magnitude. 

“NatPharm has gained the freedom to focus on its core business of procurement, storage, and distribution of essential, safe, effective, and affordable pharmaceutical and medical supplies to the nation,” says Zvenyika.

Time Savings

The integrated system has already shown almost immeasurable benefits, according to Nyabadza. There have been massive time savings and the manual processes have now been eliminated. For instance, there is no longer the need to print out each individual order and track it manually as best as possible. The fact that the financial system is now integrated has translated into a time savings of two to three days per order over the previous manual process.

Improved Reporting

Employees can now quickly produce management reports—and without logistical headaches. “We were previously unable to produce management reports in time for board meetings. When the meeting came round it always created a lot of pressure on everyone,” explains Nyabadza. “Everything is now accomplished at the click of a mouse button. Any user can produce the reports they need immediately, and they have much more flexibility in report customization and management.”

Efficiency and Morale

The system has created a lot of peace of mind and greatly reduced the pressure on the staff. “The staff is now overjoyed,” comments Nyabadza. Moreover, he advises, this has had a significant impact on employee morale. Staff turnover has dropped. Productivity and efficiency has improved dramatically, as has the ability for the staff to simply get their work done.
Cost Savings and Improved Stock Control

Although it is still too early to determine exact numbers, Nyabadza is confident of huge cost savings due to the vastly improved stock control. There is also better forward-looking stock control. “We can now forecast stock ordering as well as forecast when and which stock will expire. So we are able to move that stock to a location where it can be used before it expires,” he explains. 

Previous stock losses have almost been entirely eradicated, and are now within absolutely acceptable levels. Nyabadza says that previously the stock losses amounted to millions of dollars. “Stock loss has been decreased by almost 80 percent,” he says. “We are now looking at trying to eliminate the remaining 20 percent, which is not related to lack of stock control systems, but rather due to a need for better physical security of stock.” He believes that the technological issues around stock control have been totally solved.


Return on Investment
Although the newly implemented solution has not been in place long enough to provide a clear measurement of return on investment, Nyabadza is confident that this will be apparent sooner rather than later. Initial indications are that the benefits accruing from the implementation of Microsoft Navision will far outweigh any of the costs incurred.

Bidding Process Management

The newly developed bidding process management module has meant that the

entire bidding process, from start to finish, can now be managed centrally. All bidding rules and regulations have been built in, including the national bidding regulations, and NatPharm can centrally view and manage bids from all its bidding companies across the world.
Employee Collaboration and Interaction

Nyabadza says that there is “absolutely no question” that the levels of employee interaction and collaboration have improved, not only within branches, but between different branches as well. “Head office can now view stock levels in each branch, and staff at our branches can easily determine stock levels at other locations. This means that the branches finally have proper stock information. Stock now can be moved immediately from one location to another to meet branch needs. Anyone in any branch can now obtain needed inventory from another branch,” he explains.

Empowerment

In answer to whether the new system has empowered employees, Nyabadza says that there is “absolutely no question about this.” He continues: “There is great joy within the company, even though staff members are still building their confidence in being able to use the system on an individual level. Naturally, they need to get used to the new system and more training is underway.”

Customer Satisfaction

The implementation has allowed for much more timely supply to NatPharm customers. Delivery times have been slashed and the previous problems of not being able to supply the right stock have been ironed out. Customers benefit from the ability to manage everything centrally. Financial systems integration means that the customers can now be promptly informed exactly where their stock is and what the costs are.

System Reliability

Nyabadza says that although NatPharm has not been using the complete system for very long, thus far it has been very reliable. 

“From the time that modules began to be implemented over the past year or so there has been virtually 100 percent reliability. We have experienced no system outages. The new system has run 365 days a year, and we have never had any databases going down,” he adds. “Confidence in a system’s reliability, and the reliability of the data produced, is essential in order to create overall business confidence. Everything depends on this, from simple reporting to strategic business decisions. Microsoft Navision has given us a level of reliability that has allowed us to proceed with the utmost confidence,” concludes Nyabadza.

Big Plans for Future Development

NatPharm is already planning to add some more customized reporting, and is looking at upgrading to Microsoft Dynamics NAV 4.0 (previously known as Microsoft Business Solutions-Navision), so that the company can use the new Business Notification systems that it offers.  This will allow NatPharm to set up and receive alerts to aid in the management of its supply chain. Suppliers and customers can be included in this alerting system, allowing them to have timely access to information that impacts on their orders as well. 

This will however require that NatPharm’s IT department obtains further training in administering and customizing the system. 

There are also some bold new initiatives in the pipeline. To enhance service delivery to customers, NatPharm is now creating an interactive, customer-facing Web site. The idea is to link the Web site to the Microsoft Navision system, so that customers can order stock over the Web. The user interface for the Web site should be ready by April 2006, at which point development will begin on the Microsoft Navision integration.

Furthermore, the Minister of Health for Zimbabwe has tasked NatPharm to formulate a plan to integrate all Zimbabwean hospitals and public pharmacies with NatPharm’s Microsoft Navision system. Nyabadza says that they are looking at a two-to-three-year project. This will again depend heavily on completing the Microsoft Navision customization and concluding development skills training.

Nyabadza believes that such a system will represent a big breakthrough in the pharmaceutical industry.

“By the end of 2008 we should be celebrating another first—we are looking to be the leader in IT integration in the pharmaceutical industry in Southern Africa,” he concludes.
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Microsoft Dynamics
Microsoft Dynamics is a line of integrated, adaptable business management solutions that enables you and your people to make business decisions with greater confidence. Microsoft Dynamics works like familiar Microsoft software such as Microsoft Office, which means less of a learning curve for your people, so they can get up and running quickly and focus on what’s most important. And because it is from Microsoft, it easily works with the systems that your company already has implemented. By automating and streamlining financial, customer relationship, and supply chain processes, Microsoft Dynamics brings together people, processes, and technologies, increasing the productivity and effectiveness of your business, and helping you drive business success. 

 

For more information about Microsoft Dynamics, go to:

www.microsoft.com/dynamics
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For More Information


For more information about Microsoft products and services, call the Microsoft Sales Information Center at (800) 426-9400. In Canada, call the Microsoft Canada Information Centre at (877) 568-2495. Customers who are deaf or hard-of-hearing can reach Microsoft text telephone (TTY/TDD) services at (800) 892-5234 in the United States or (905) 568-9641 in Canada. Outside the 50 United States and Canada, please contact your local Microsoft subsidiary. To access information using the World Wide Web, go to: � HYPERLINK "http://www.microsoft.com" ��www.microsoft.com�





For more information about Pinsoft Management Consultants products and services, call (263) (4) 369-445, e-mail � HYPERLINK "mailto:sales@pinsoft.co.zw" \o "mailto:sales@pinsoft.co.zw" �sales@pinsoft.co.zw�, or visit the Web site at: �� HYPERLINK "http://www.pinsoft.co.zw/" \o "http://www.pinsoft.co.zw/" ��www.pinsoft.co.zw� 





For more information about National Pharmaceutical Company (NatPharm) products and services, call (263) (4) 621-991, e-mail Zealous Nyabadza at � HYPERLINK "mailto:znyabadza@natpharm.co.za" ��znyabadza@natpharm.co.za�, or visit the Web site at: ��HYPERLINK "http://www.natpharm.co.zw/" \o "http://www.natpharm.co.zw/"��www.natpharm.co.zw�




















“…[A]t the end of the day our Microsoft Navision implementation represents a triumph over adversity.”


Zealous Nyabadza, IT Manager, NatPharm
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