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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.



Learning Objectives

• Discuss strategies to overcome market pressures within the supply chain 
department.

• Describe successful team-based strategies to achieve financial and quality goals 
while transforming the supply chain.
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Background

Adena Health System, located in Chillicothe, OH, includes four hospitals in 
Chillicothe, Waverly, Greenfield and Washington Court House, as well as six 
regional clinics with a total of 341 beds.

Our independent health system faces numerous challenges: 
−Regulatory compliance 
−Reimbursement issues
− Improve operating margin 
−Additional supply chain talent 



Opportunity

We strive to transform our supply chain into a strategic asset. 
While we are a smaller organization, which dictates a smaller team, we still have 
impressive goals. 

• How could we access specialized talent and skillsets to compliment our efforts? 
• Could we receive a jolt of resourcefulness, agility and speed? 
• Are we capable of running multiple initiatives in parallel?
• Can we explore all spending including services?



Approaches and Results

Integrated support model: Established Value Analysis, operational and 
executive committees to lead supply chain initiatives across clinical and non-
clinical areas. 
Category management timeline: structured plan being executed through 
parallel workstreams (Med Surg, pharmacy, services) supported by dedicated 
staff and analytics. 
Invoice consolidation and vendor streamlining: More than 25 vendors 
consolidated under one master agreement with centralized invoicing – enabling 
faster payments and reduced administrative workload. 
Performance governance and measurement: Clear goals tied to timelines, 
conversion metrics and compliance targets – shared scorecard tracks both 
financial and operational outcomes. 



Timelines

Phase 1: Exploration and Alignment 
(Weeks 1 - 4)
• Identify strategic goals and assess 

internal capacity gaps
• Establish executive sponsorship and 

define transformation priorities

Phase 2: Launch and Infrastructure 
(Weeks 5 - 8) 
• Stand up governance structure and 

clarify roles across teams
• Finalize roadmap and begin onboarding 

tools, data, and resources

Phase 3: Execution and Collaboration 
(Months 3 - 6) 

• Launch parallel initiatives across 
targeted supply chain categories

• Engage clinical and financial 
stakeholders for rapid alignment

Phase 4: Optimization and Scale      
(Months 7 - 12) 

• Expand focus to broader services and 
indirect spend opportunities

• Track performance, refine processes, 
and prepare for future phases



Lessons Learned

Lean on the right resources to help you achieve your goals
−An extension of your team: adaptive, holistic, sustainable, strategic   

Reality check – you’ll have to tackle the “tough” initiatives eventually
−Explore categories like medical device, indirect spend / services  

It must be sustainable – not a one and done 
− Internal and external alignment, executable value 



Key Takeaways 

Establish standing governance cadence

• Executive committee: Monthly (strategic updates, escalations) 

• Operational committee: Biweekly (initiative updates, KPI tracking, issue resolution) 

Category management milestones 

• Quarterly planning: schedule category initiatives in 3-month increments

• Pre-launch alignment; 2-3 weeks before each wave, confirm scope, goals, roles



Key Takeaways (cont.)

Embedded checkpoints

• Mid-Initiative reviews: held 4-6 weeks into workstreams, evaluate progress

• Post-Initiative reviews: Document wins, lessons learned

Strategic planning sessions 

• Biannual reviews: Broader look at portfolio progress, key risks

• Annual refresh: Aligns supply chain roadmap with organizational goals



Questions?

Contact:
Andrea Chavez, achavez@adena.org

mailto:achavez@adena.org
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