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Learning Objectives
• Describe how to implement a solution to streamline the bill-only requisitioning 

process
• Discuss the outcomes and challenges from the pilot project.
• Explain data points required for a successful service line utilization dashboard. 
• Create visualizations that provide directional, clinically integrated supply chain 

data to support daily operations. 



Disclosure of Financial Relationships
Vizient, Inc., Jointly Accredited for Interprofessional Continuing Education, defines 
companies to be ineligible as those whose primary business is producing, 
marketing, selling, re-selling, or distributing healthcare products used by or on 
patients.

An individual is considered to have a relevant financial relationship if the 
educational content an individual can control is related to the business lines or 
products of the ineligible company.

No one in a position to control the content of this educational activity have relevant 
financial relationships with ineligible companies.
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The Problem: manual, inefficient processes led to inaccurate POs, 
long payment cycle, invoice holds and off-contract spend
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Old process The Problem in Numbers:

• 51.7% of lines were non-catalog 
(manually typed) 

• 50.5% of which were items in ERP 
catalog (false non-catalog)

• 19.06% of lines had price mismatch 

• 16% of invoice holds were bill only

• 40 hrs per week to process bill only 
requisitions



Goal Statement: To standardize and automate bill only requisitions using 
contract price and point of use information from UCM’s systems
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New process Basic thinking 

• Standardization of supplier data input 

• Don’t pass a defect: 

• Validation of price using UCM’s local 
and GPO contracts

• Validation of quantity using EMR data

• Reduction of redundant 
communication



The Outcome
• More than 70% of bill only PO lines are processed through 

cloud-based solution 
• Automated end-to-end bill only process 
• Reduced buyers’ manual queue by 95%
• Reduced the time from case date to PO date by 70%
• Reduced bill only invoice holds by 50%
• Estimated annual cost avoidance $200k 
• Increased contract compliance 
• Proactive contract maintenance 



Challenges

IT People Data

Lack of compatibility 
between ERP, 
contracting systems, 
EMR, and Cloud-based 
portal

Supplier engagement 
and buy in

Price alignment between 
ERP & contracting 
system

Internal stakeholders' 
engagement and buy in

Extensive review of off-
contract item use

Extensive pre & post go 
live master data cleanup

EMR documentation



Lessons Learned  

• 80% of automation success is data quality, process improvement, 
and clear communication 

• Data alignment between systems is a prerequisite for any 
automation 

• Different contract management practices pre-go live would have 
eliminated a lot of pre-work

• Stakeholders feedback and buy-in is key



Key Takeaways 

To achieve sustainable automation 
• Involve stakeholders from technology selection to future state design to post go 

live support 
• Create opportunities for feedback throughout the project, and be receptive
• Manage expectations (negative early results)
• Improve data quality and alignment between systems before applying new 

technology 



Questions?

Contact:
Hussam Bachour, Hussam.Bachour@uchicagomedicine.org
Cara Eason, Cara.Eason@uchicagomedicine.org

mailto:Hussam.Bachour@uchicagomedicine.org
mailto:Cara.Eason@uchicagomedicine.org
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Visualizations Guiding Conversations

Amanda Puls, BSN, RN, CVAHP, Clinical Value Analytics Manager, Supply Chain 
Froedtert Health, Milwaukee, WI

Jack Koczela, MBA, Director of Services, Supply Chain
Froedtert Health, Milwaukee, WI

Supply Chain Process Improvement:
From Problems to Opportunities



Dashboards

Supply Chain Dashboards

• Contract Compliance
• Supplier Identification
• Purchase History
• Market Share
• Cost or Spend
• Primary and Secondary Supply 

Categorization

Clinically Integrated Dashboards

• Utilization
• Age Demand Matching
• Appropriate Location
• Blood Loss
• New Hardware vs. Revision
• Procedure Codes
• Procedure Time









Looking to the future
Future State

• Predictive Analytics
• Contracting with KPIs
• Clinical Outcome Cost Tracking
• Clinician-Led

Lessons Learned

• Automation
• Every Contract/Service Line Differs
• Explants/Documentation
• Purchase History vs. Utilization 



Key Takeaways
• Visualizations
• Feedback = Engagement
• Create a Template
• New Technology



Questions?

Contact:
Amanda Puls, amanda.puls@froedtert.com

Jack Koczela, jack.koczela@froedtert.com
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