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STANFORD SUPPLY CHAIN AT A T
GLANCE SUPPLY CHAIN
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Medical Tech Systems: GPO: Clinics: Mail: Inventory Non-Labor Miles
Supplies: Locations: Spend: Traveled:

31.5M Peoplesoft, Vizient 96+ Locations | 1.9M Pounds | 2400 Pars Over $1.78 | 1.3M Internal
Supplies Lawson, Arc- Serviced of Mail Serviced Qualified Miles Traveled
Managed Helios, GHX Managed Spend Annually
Annually Annually

106 Operating Rooms 2.5M+ Outpatient Encounters

A\
ﬂ 1200+ Licensed Beds




HEALTHCARE SUPPLY CHAIN
OPTIMIZED TO BE LEAN, NOT TO

Right Item. Right Price. Right Time. Right Place

HANDLE AN EVENT LIKE COVID-19

» Gaps and vulnerabilities
in global supply chain
amplified

 U.S. based
manufacturing not
sufficient to meet
domestic need

Procurement

&

Logistics Production

JIT inventory
management practices
prioritize lean with low
margin for disruption

Raw distribution fill rates
dropped into the 80
percent range

Poor data infrastructure
to support forecasting
and collaboration



P
AUDIENCE QUESTION SUPPLY CHAIN

How has your organization responded to the global supply chain
disruptions?
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OUR STRUCTURE WAS GETTING IN C T
THE WAY SUPPLY CHAIN

 How we are set up * How we needed to perform &
operate




STAFF WAS BEING OVERWHELMED

WITH REACTIVE WORK

Proactive (Reliability)

,"1"..
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Reactive
(Shortqges)

Prevent Prepare Predict

Team needed to work differently
and build capabilities across the
resiliency spectrum to get away
from daily firefighting

Respond




What did we do to change the balance ?
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KAIZEN EVENT SUPPLY CHAIN
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« Small group of stakeholders
from different levels and B MESITERT o S
functions within Supply Chain
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- Frontline staff, Managers and |ZTT TR REERES moo s
Directors —_— gy SR :

* Dedicate time over 4 days to =
review SHC’s current Supply &= =
Shortages response and & = =
determine how processes can |= & -
be reengineered and improved = = 3

~

m i Bn A

« Virtual event using online tools
because of Covid restrictions = Re T

11



oo
SUPPLY CHAIN
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KAIZEN EVENT

Day 1 Solution Prioritization Matrix - Supply Chain Shortages Response Y
o Reviewed Cause and Effect issues related to -~
Supply Shortages "o . -
1 a N\ JIs

o Drafted a SIPOC (Suppliers, Input, Process, {10 4 AT :
Output, Customers) to a future state Feasibility - O

Day 2:
o Finalized SIPOC
o Created and reviewed Solution Prioritization e R g

Matrix, to help to prioritize future-state initiatives G b H g H

-. Proposed Solution 1 &1 5 k4

4 Svanreble gousp of wrivaiumis 11 WrvE o3 e e RO/ ge (oare 0 85 5.7

Day 3' = Create stondard grocess for sending HOrtage sotITasoms 10 new Wortage T ess ;o "2 (2
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assigned roles B T s ek 10 s 1
Déigiay @ more consae B of roduct MOTage 10 10 wpdly Dhain eadery/ seaf! 10 75 b %

o Documented deliverables needed to support work ! N Sy D | 2 &

B Creete Tudiosu vineed for seeing vendor info more conlly | 10 s 0

Day 4: = Soarn i shily 40 reviow comaeiier svbuiites for asw shortagss fanes | S 73 43
Mgt e (e o AT Etann # 10 MAMIIUOO8 Lank Lon e bie mame Leverly rosgurs s o Meetages 5 0 40
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o Created an Executive Summary | emStn e riont g TR | &1 4
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KAIZEN OUTPUT - DELIVERABLES SUPPLY CHAIN
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@ Stanford

Responding to Product Shortages — Supply Chain RPIW Executive Summary MEDICINE

Attendees: Andrew Smith, Ben Lee, Shawna Parker, Adam Littlejohn, Dustin Slodov, Renee Rolle, Hema Joshi, Brenda Banuelos, Robert Brandt, Chris Fay,
Gabriel Gomez, Stephanie Eddy, Janae Silacci, Stephanie Eddy, Jose Pluguez, Ryan Garner

OBJECTIVE - Improve the process for responding to product shortages from time of shortage notification to delivery of potential product substitute.
Step 1: ENABLE THE PROCESS — Target Date: March 31, 2021
Proposed Solution Solution Description Notes

Develop daily BT Bt i<t with ded inf P hort MDM and Medli Proposed data fields are listed in supplemental info section.
- Build a worklist with needed information to manage shortages — and Medline
product shortage & & Considerations should be made for protecting MDM time to

- DELIVERABLE: Includ iteria for identifyi itical ducts — MDM, DP, Resili
worklist M E = @ (e Ty e o BRI s dedicate work on these deliverables.

Centralize
ownership and
maintenance of
vendor contact info

REDESIGN: Designate central team ownership and maintenance of vendor info — CM
REDESIGN: Lawson will be single source of truth — MDM and CM Communication plan proposal is listed in detail on next page.
DELIVERABLE: Tableau report for visualizing vendor info across institution — MDM

Step 2: ASSEMBLE THE TEAM — Target Date: April 15, 2021

Proposed Solution Solution Description Notes

REDESIGN: Assemble group who meets daily, review worklist, notifications — Supply Chain Leadership
Create new REDESIGN: All notifications to be sent to and triaged to single email — Shortages Team The RPIW has identified specific individuals as a proposal for the
Shortages Team REDESIGN: Create and follow new template for building new substitutes — Shortages Team and MDM new shortages team.

REDESIGN: Follow escalation path for subs not available, or needing attention — Shortages Team

Improve

e REDESIGN: Increase clinical attendance for more timely response to sub approvals — STF The STF has some overlap with the new shortages team, but
Force (STF) REDESIGN: Integrate interventional into meeting cadence — STF also includes higher up leaders for quick approvals.

Develop process for This will reduce workarounds used by Logistics to incorporate
stocking location REDESIGN: Regime for updating stocking locations including product substitutes in real time — Logistics subs into daily workflow, and ensure point of use updated for
updates both 5C and Clinical staff.

Step 3: FURTHER DEVELOP HELPFUL TOOLS — Target Date: May 2021

Proposed Solution Solution Description

Shortages Team DELIVERABLE: Develop criteria for different tiers of criticality — Shortages Team and MDM Visualization of shortages info would be for awareness purposes
Deliverables DELIVERABLE: Visualize list of shartage info for supply chain leaders and staff — Shortages team only. Could be sent as an email daily to leaders and staff.
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KAIZEN OUTPUT - SHORTAGES . T
WORKGROUP AND STF SUPPLY CHAIN
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Stanford
MEDICINE

Supporting Information

NEW SHORTAGES TEAM MEMBERSHIP (DRAFT PROPOSAL)
This team would meet daily to review the worklist and any new shortage notifications. They would then be responsible for the shortage response including preparing any items
to review for the substitution task force:

ROLE NAME BACKUP CONSIDERATIONS

TEAM LEADER Adam Ben Deprioritize the PCN project

MDM AMALYST Hema Mengfan Extend timeline of other projects and be mitigated from ad-hoc requests. Andrew will also support.
DP SUPERVISOR Alyssa Terrance Meed to fill open supervisor role to help with this. Transition PAR changes to general team. Potential to delay conversions.
BUYER Robyn George Move some departments to other buyers.

MEDLINE REP Renee Stephanie Offload generic requests to DSM team.

IC Chris Shift responsibilities to other ICs

cM Keerthi Baljeet Fill category manager role at Hayward. Leave PPE workgroup and handoff to resiliency CM.

DPIC Gabe Mike MNeed to fill open supervisor role to help with this. Transition PAR changes to general team.
INTERVENTIONAL IC TBD Follow-up with Steve

REGIONAL IC TED Follow-up with Almeda

When the team needs to escalate a shortage based on clinical need or urgency the following escalation path will be followed:
1. Shortages team leader to escalate to supply chain admin directors (to be assigned).
2. Admin directors can then communicate to clinical leaders where appropriate
3. Admin directors can assist with reaching out te vendors for communicating urgency as well.

ENHANCED SUBSTITUTION TASK FORCE TEAM MEMBERSHIP (DRAFT PROPOSAL)
This team would continue with their weekly meeting and management of off-cycle reviews when needed. Changes are highlighted in yellow.

BACKUP CONSIDERATIONS
TEAM LEADER Manager or higher Supervisor Logistics manager or director
CLINICAL REPS Director roles Mursing clinical educators or medical directors may be appropriate
cM Keerthi Baljeet Fill category manager role at Hayward. Leave PPE workgroup and handoff to resiliency CM.
DPIC lanae Habtamu MNeed to fill open supervisor role to help with this. Transition PAR changes to general team. Potential to delay conversions.
INTERVENTIONAL IC TBD Follow-up with Steve
REGIONAL IC TED Follow-up with Almeda

TEMPLATE FOR CREATING NEW SUBSTITUTES
The following fields will be provided by the shortages team to MDM when creating new subs:
1. Effective Date [need to validate further)
2. Enddate
3. Primary Iltem
4. Substitute ltem 14
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Kaizen Output - DATA needs
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Stanford
DATA FIELDS FOR SHORTAGES WORKLIST MEDICINE
ITEM INFORMATION
FlELD SOURCE LOCATION INFORMATION RESEARCH INFORMATION
LAWSON # Lawson FIELD SOURCE FIELD SOURCE
MFG PART # Lawson PAR LEVEL UOM Lawson, PecpleSoft RECURRENCE OF BACK ORDER Insight/Medline
VENDOR PART # Lawson PAR LEVEL MAX AND MIN Lawson, PeopleSoft S0OH ASSET Lawson
VENDOR ID Lawson LOCATION DETAILS Lawson, PeopleSoft SOH DISTRIBUTOR Insight/Medline
VENDOR NAME Lawson LOCATION SOURCING Lawson, PeopleSoft DOH Calculation
Uom(s) Lawson ENTERPRISE WIDE NEED Lawson, PeopleSoft BURM RATE Lawson, PeopleSoft
UOM CONVERSION FACTORS Lawson KILLED LINES (ROLLING 7 DAYS) TBD
UNSPSC Lawson OPEN ORDER QTY TED
MEG NAME Lawson PRIMARY /SECOMDARY SOH/DOH Lawson/Insight/Calc
BRIEE ITEM DESCRIPTION Lawsaon UTILIZATION DED/FORECAST Medline
IC 13 RECORD (PREFERRED SUBS) | Lawson ALLOCATION Y/N Medline
CRITICAL ITEMS FLAG* Calculation
*Criteria to include high usage, acuity/where it is stocked, # of stocking locations, state mandated 20-day SOH
COMMUNICATION PLAN PROPOSAL
The table below details a proposal for communicating updates for managing product shortages.
MESSAGE TOPIC DESCRIPTION DELIVERY METHOD TIMING AUDIENCE
CENTRALIZING
All vendor info will be maintained in Lawson. Other tracking efforts such as Email announcement from Category
VENDOR CONTACT March 1% All Iy chain staff
S Smartsheet will be removed. Tableau will be the user interface. Management and MDM. arc supply chain sta
COMMUNICATING Communicating critical flag criteria and creating visuals at point of use for Email announcement from Admin h _
CRITICAL PRODUCTS | critical items Directors March 15 All supply chain staff
MANAGING PRODUCT | Description of the new product shortages team and new standard work for  Supply Chain All Hands Meeting et R Al Iv chain staff
SHORTAGES managing shortages Cverview (20-30 mins) are SHLe e
i ) ! _ All supply chain staff,
CREATION OF NEW A new team has been created to be the central point for managing product  Email announcement from Admin April 15t vendors. and clinical
SHORTAGES TEAM shortages. Announce new DL-shortages email. Directors p lead :
eaders
IMPROVING - R . . . . . o .
Formalizing leadership of the STF and who will be involved representing Email announcement Admin 3 - Clinical leadership and
SUBSTITUION TASK . ) ) _ _ April 15* B R
S clinical personnel and especially interventional Directors supply chain leadership
STOCKING LOCATION Regime for updating stocking locations including product substitutes in real  Email from Logistics leadership. } To relevant supply chain
UPDATES (ESPECIALLY time Discuss at shift handoffs April 15 and clinical staff 15
FOR SUBSTITUTES) )




DATA AND ANALYTICS TOOLS T
DEVELOPED TO SUPPORT ACTION & SUPPLY CHAIN
COMMUNICATION o T

Su ppl\f Chain Usage Tool
Standard Work & : S
Distributor Fill Kill Report Communication
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DAILY SHORTAGES STANDARD

WORK IMPLEMENTED
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SUPPLY CHAIN
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What results have we seen
since implementing the new
process and structure?



KAIZEN TEAM

Responding to Product Shortages — Supply Chain RPIW Executive Summary

oo
SUPPLY CHAIN
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@ Stanford

MEDICINE

Attendees: Andrew Smith, Ben Lee, Shawna Parker, Adam Littlejohn, Dustin Slodov, Renee Rolle, Hema Joshl, Brenda Banuelos, Robert Brandt, Chris Fay,
Gabriel Gomez, Stephanie Eddy, Janase Silacci, Stephanie Eddy, Jose Pluguerz, Ryan Garner

OBJECTIVE - improve the process for responding to product shortages from time of shortage notification to delivery of potential product substitute.

Step 1: ENABLE THE PROCESS - Target Date: March 31, 2021

Proposed Solution

Develop dally
product shortage
worklist

Solution Description

DELIVERABLE Bulld a worklist with needed Information to manage shortages —~ MOM and Medline
DELIVERABLE: Include criteria for identifying critical products = MDM, DP, Resllience

Notes

Proposed data fields are ksted in supplemental info section
Considerations should be made for protecting MDM time to
dedicate work on these deliverables.

Centralize
ownership and
maintenance of
vendor contact info

REDESIGN: Designate central team ownership and maintenance of vendor info = CM
REDESIGN: Lawson will be single source of truth = MDM and CM
DELIVERABLE: Tablesu report for visualizing vendor info across institution — MDM

Communication plan proposal is listed in detail on next page,

Step 2: ASSEMBLE THE TEAM — Target Date: April 15, 2021

Proposed Solution

Create new
shortages Team

Solution Description

REDESIGN: Assemble group who meets daily, review worklist, notifications — Supply Chain Leadership
REDESIGN: All notifications to be sent to and triaged to single emall - Shortages Team

REDESIGN: Create and follow new template for bullding new substitutes — Shortages Team and MOM
REDESIGN: Follow escalation path for subs not available, or needing attention = Shortages Team

The RPIW has identified specific indwviduals as a prop
new shortages team.

i for the

Improve
Substitution Task
Force (STF)

REDESIGN: Increase chinical attendance for more timely response to sub approvals = STF
REDESIGN: Integrate interventional into meeting cadence - STF

The STF has some overiap with the new shortages team, but
840 includes higher up leaders for quick approvals.

Develop process for
stocking location
updates

REDESIGN: Regime for updating stocking locations including product substitutes in real time - Logistics

This will reduce workarounds used by Logistics to incorporate
subs into daily workflow, and ensure point of use updated for
both 5C and Clinkcal staff.

Step 3: FURTHER DEVELOP HELPFUL TOOLS — Target Date: May 2021

Proposed Solution

Shortages Team
Deleverables

Solution Description

DELIVERABLE: Develop criteria for diferent tiers of criticality — Shortages Team and MDM
DELIVERABLE: Visualize list of shortage info for supply chain leaders and staff — Shortages team

Visualization of shortages info would be for awareness purposes
only. Could be sent as an email daily to leaders and staff
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IMPROVED SHORTAGE RESOLTION

-
SUPPLY CHAIN
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Right Place

Shortages Worklist % Resolved

oo 1.0
0.3
9% 53% 0.6
0.4
0.2
g% 0.0
March April May lune July
e\ orklist Tracked/Resolved %
= Decrease in % resolved due to bandwidth — priority to critical items
Shortages Worklist Tracked

=00
500
400
300
200
100

o

March April
M Shortages Tracked
*  Consistent volume of items identified each month in Shortages group

21

0.0
50,0
40,0
30,0
200
10,0

0.0

7%
60%
50%
40%
30%
20%
10%

0%

Turn Around Time (Days) - Shortages and Sub
Task Force

53

45

17.4 16.0

Il X

E—
6.1
March April May June Julby
m——Shiortages TAT s STFTAT
= 50% improved 5TF turnaround
*  Shortages turn-around stabilizing to 6-7 days
Sub Task Force - Identified and % Approved
64% 140
[ 58% 11 i
L2% 100
80
50
40
20
0
March April June July
I 5TF ldentified 5TF Identified,/Approved %

= Sustaining 50+% approval rate for substitutes
*  Volume approx. 80 monthly
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IMPROVED COORDINATION AND C T

E N GAG E M E NT Right Item. Right Price. Right Time. Right Place
Shortages by Divison - Active Shortages by Divison - Not Started Shortages by Division - Completed
. Inpatient . Inpatient N5 . Demand Planning Complete
. Demand Planning . Interventional NS . Inpatient Complete
@ Interventional @ Regional NS @ Interventional Complete
@ Regional @ Resiliency NS @ Regional Complete

@ Resliency

. Demand Planning NS . Resiliency Complate

 Daily huddle across all teams; rotating leadership
» Attendance tracking; maintained at ~95%

- Initially driven by Demand Planning and Resiliency; now getting greater
engagement from all Logistics areas including Regional
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OTHER IMPACTS SUPPLY CHAIN

* More responsibility and visibility for front line staff to build capabilities
from entry level Supply Chain members on up

* Greater understanding and definitions around what is and what is not
a critical supply

* Tighter partnership with our distributor through inclusion in the kaizen
and the daily shortages workgroup

* Prioritized resources to build standard reports and analytics tools
 Embedded data-driven decision-making into daily standard work

22



UNEXPECTED BENEFIT —
FOUNDATION FOR PROACTIVE

WORK

Respond

1

Reactive
(Shortages)

C\
SUPPLY CHAIN

1 ime. Right Place

. Update
Identify ﬁ -
Current / working list,

Potential i:::tr::
Shortages needed
Coordinate  Shortages@stanfordhealthcare.org
updates at Contact
POU to vendor(s),
support identify/review
s:lftg] potential subs
Order
approved
subs into

asset(s) as
needed

Prevent

Prepare

Predict

I|
Proactive (Reliability)
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CONCLUSION & TAKEAWAYS SUPPLY CHAIN
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