
How a growing ASC network 
streamlined purchasing and 
supported cost alignment



As ambulatory surgery centers (ASCs) expand through 
acquisitions and new facility builds, managing supply 
chain operations often become more complex.

One multi-site, GI-focused ASC network was 
facing growing pressure to bring more consistency to 
its purchasing approach. Pricing varied across locations, 
visibility into spend was limited and managing multiple 
distributors added complexity to day-to-day operations. 

Scaling a multi-site ASC network

The organization is a physician-led ASC group 
focused on gastrointestinal procedures, with a growth 
strategy centered on acquiring existing facilities and 
developing new sites.

This approach supported rapid expansion, but it also 
introduced variability in how each location managed 
purchasing. While some facilities had existing 
relationships with MMS representatives, sourcing 
decisions were often made independently at the 
site level.

As the network grew, this decentralized model made it 
more difficult to maintain consistency. Administrative 
teams were managing multiple distributors, different 
pricing structures and varied ordering processes, 
which added complexity and limited visibility into 
overall supply chain performance.

Inconsistent pricing 
and fragmented purchasing

As the organization expanded, supply chain challenges 
became more visible across the network.

Facilities were working with multiple distributors, 
contributing to variation in both product selection and 
pricing. High-volume items were not consistently priced, 
and in some cases, the same products were purchased 
at different price points across locations.

At the same time, administrative teams were managing 
time-intensive workflows related to purchasing, 
invoicing and reconciliation. Without a centralized 
view of spend, it was difficult to identify patterns or 
opportunities for alignment.

Key challenges included:

•	 Limited pricing standardization across facilities.
•	 Fragmented vendor relationships.
•	 Reduced visibility into purchasing and spend.

These conditions created a need for a more consistent 
approach that could support both day-to-day operations 
and long-term growth.

The customer The challenge

The organization needed a more coordinated model to 
support its continued growth.

By working with McKesson Medical-Surgical (MMS), 
the group began consolidating purchasing and aligning 
pricing across facilities while introducing a more 
streamlined supply chain structure. Together, these 
changes helped support more consistent operations 
and created a stronger foundation for future expansion.



Consolidation, standardization
and technology alignment 

Centralizing distribution
To help reduce complexity, the organization moved 
toward a single-source distribution model. This 
transition supported a more consistent approach to 
ordering and helped reduce the number of vendors that 
administrative teams needed to manage.

McKesson’s focus on non-acute care settings supported 
coordination across group purchasing organizations 
(GPOs), manufacturer agreements and purchasing 
workflows. This helped bring multiple elements of the 
supply chain into closer alignment rather than managing 
them independently.

Standardizing pricing and products
With improved visibility into purchasing data, the 
organization worked to align pricing across facilities and 
address inconsistencies in high-volume categories.

This included reviewing commonly used products, 
identifying where pricing differences existed and 
working toward greater consistency. In some cases, 
product selection was also reviewed to support more 
standardized ordering practices.

These efforts helped:

•	 Reduce variation in pricing across locations.
•	 Support more predictable purchasing practices.
•	 Make it easier to evaluate costs across the network.
•	 Implementing technology platforms.

To support a more connected purchasing environment, 
the organization aligned its processes with a 
centralized platform.

The approach The solution

A consultative, data-driven strategy

To better understand the organization’s needs, the 
engagement began with a customer-led discovery 
process, supported by McKesson’s ASC-focused 
team. The organization defined its priorities, while 
MMS led a detailed analysis of purchasing activity 
across facilities.

This included reviewing invoices, product usage 
and pricing trends over time. By analyzing 
approximately one year of data, the team was able 
to identify patterns and highlight areas where 
pricing varied across locations.

This effort was supported through coordination 
with key stakeholders, including:

•	 Group purchasing organization partners.
•	 Manufacturers.
•	 Internal pricing teams.
•	 Technology platform providers.

Validating pricing across these groups helped 
confirm where discrepancies existed and where 
alignment could be supported. This structured 
approach allowed the organization to move forward 
with a clearer understanding of its supply chain and 
more confidence in the decisions being made.

https://mms.mckesson.com/content/insights/partnering-with-ambulatory-surgery-centers/


This platform brought purchasing activity into a more 
unified system, helping teams track orders, review 
spend and access data across facilities. With improved 
visibility, both administrative and leadership teams were 
better positioned to evaluate purchasing patterns.

The platform also supported:

•	 More consistent workflows across locations.
•	 Improved access to purchasing data.
•	 Greater transparency into ordering activity.

Providing ongoing strategic support.
In addition to distribution services, the organization 
receives ongoing support designed to adapt 
alongside its growth.

This includes access to ASC-focused specialists who 
guide purchasing strategies and operational planning. 
Regular business reviews supported by analytics help 
highlight trends and identify potential savings areas 
over time.

Support also extends to expansion planning, including 
guidance for new facility builds and acquisitions. 
This helps ensure that supply chain considerations 
are incorporated early, supporting a more consistent 
approach as the network grows.

The results

Cost alignment and 
operational consistency

Immediate impact
Following the transition, the organization began to 
see greater alignment in pricing across facilities. 
Variability in high-volume categories was reduced, 
and rebate opportunities were identified through 
more coordinated purchasing.

Additional outcomes included:

•	 Consolidated purchasing under one distributor.
•	 Simplified ordering and delivery processes.
•	 Access to next-day delivery with low unit-of-

measure flexibility.
•	 Operational improvements.

Administrative teams experienced a reduction in 
the complexity associated with managing multiple 
vendors. With more consistent workflows in place, 
time spent on reconciliation and issue resolution 
was reduced.

Improved visibility into pricing and purchasing 
activity also supported a clearer understanding 
of spend across the network, helping leadership 
teams evaluate performance more effectively.

Business outcome
The organization entered into a distribution 
agreement with MMS and transitioned purchasing 
from a previous supplier to a more centralized 
model.

This shift supported a more coordinated approach 
to supply chain management aligned with the 
organization’s growth strategy.

https://mms.mckesson.com/content/insights/improving-surgical-inventory-management-a-guide-for-ascs/
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A scalable foundation for growth 

With a more standardized and transparent supply chain 
in place, the organization is better positioned to support 
continued expansion.

Ongoing efforts focus on enabling new facility 
development and acquisitions, evaluating additional 
service solutions and using analytics to identify 
opportunities for optimization. Together, these activities 
help maintain alignment as the organization grows and 
adapts to evolving operational demands.

Why consolidation and alignment matter

As ASC networks grow, a more standardized approach 
to purchasing can help reduce complexity and support 
greater consistency across locations. Improved pricing 
transparency enables more informed decision-making, 
while technology enhances visibility and supports 
scalability over time.

Simplify your supply chain with a more coordinated 
approach. Learn how McKesson Medical-Surgical 
can help simplify purchasing, support cost 
standardization and help your organization scale 
with greater confidence.

The long-term impact

Key takeaways
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