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To ask a question: 
• Select session name
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• Send in any time; Qs will be held 

until the session’s Q&A period at 
the end
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• Dr. Joshua Herzog has a vested interest in 
or an affiliation with the following suppliers
o Globus

o Stryker

o SeaSpine

• The other presenters have no real or 
perceived conflicts of interest related to 
this presentation

• Note: The content presented is for informational purposes 
only and is based upon the presenter(s) knowledge and 
opinion. It should not be relied upon without independent 
consultation with and verification by appropriate 
professional advisors. Individuals and organizations shall 
have sole responsibility for any actions taken in connection 
with the content herein. HealthTrust, the program 
presenter(s) and their employers expressly disclaim any 
and all warranties as to the content as well as any liability 
resulting from actions or omissions of any individual or 
organization in reliance upon the content.

• This program may contain the mention of suppliers, brands, 
products, services or drugs presented in a case study or 
comparative format using evidence-based research. Such 
examples are intended for educational and informational 
purposes and should not be perceived as an endorsement 
of any particular supplier, brand, product, service 
or drug.

Disclosures
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1. Recognize strategies to reduce osteobiologic variation 
and systemwide spend through evidence-based 
standardization.

2. Recall methods to streamline logistics by eliminating 
bill-only practices and item adds, while also enhancing 
product safety and availability.

3. Identify the components of financial resiliency in the 
context of osteobiologics and vendor consolidation to 
drive sustainable value.

Learning Objectives

CE Credit Deadline: 08/31/26 
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Justin Smolder | Senior Director, Clinical Resource Management  |  HealthTrust

Moderator

CLINICAL & MARKET CONTEXT

CE Credit Deadline: 08/31/26 
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• Osteobiologics support bone healing, defect filling and spinal fusion

• Autograft remains the gold standard with osteogenic, osteoinductive and osteoconductive 

properties

o Autograft limitations: donor-site morbidity, added OR time, variable quality

• Osteobiologics serve as alternatives or adjuncts to overcome these limitations

• Products are often combined to optimize fusion outcomes

Clinical Background of Osteobiologics

CE Credit Deadline: 08/31/26 

FINANCIAL FITNESS STARTS IN THE OR: TACKLING OSTEOBIOLOGIC VARIATION

Source: Vaccaro et al., Spine J; Boden et al., Spine; Younger & Chapman, JBJS; Epstein, Surg Neurol Int; NASS Guidelines
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Clinical Background of Osteobiologics

CE Credit Deadline: 08/31/26 

FINANCIAL FITNESS STARTS IN THE OR: TACKLING OSTEOBIOLOGIC VARIATION

Source: Buser Z, Brodke DS, Youssef JA, et al.“Allograft Versus Autograft in Lumbar Fusion: An Updated Review.”Global Spine 
Journal, 2018

$$$$ Bone morphogenetic proteins (BMP)
$$$ Cellular bone matrices (CBMs)
$$$ Demineralized bone matrix (DBM)
$$ Synthetic bone graft substitutes             
$ Structural and morselized allograft        

Major 
Osteobiologic 
Classifications 

Include:
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Market Dynamics

CE Credit Deadline: 08/31/26 

FINANCIAL FITNESS STARTS IN THE OR: TACKLING OSTEOBIOLOGIC VARIATION

Source: Overley et al., Global Spine J 2019; NASS Coverage Policy.

• Increasing procedural complexity is driving rapid osteobiologic innovation and 
product proliferation

• Clinical evidence remains limited and variable across many products
• Lack of comparative data leads to preference-driven vs. evidence-based use
• Wide utilization variation contributes to operational complexity, inconsistent 

outcomes and waste
• Strong vendor presence and rising costs highlight need for clinical alignment and 

strategic standardization
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Why is standardization necessary? 

CE Credit Deadline: 08/31/26 

FINANCIAL FITNESS STARTS IN THE OR: TACKLING OSTEOBIOLOGIC VARIATION

Source: ECRI Institute; Robinson et al., J Healthc Manag 2016; NASS Guidelines

Clinical 
Alignment

 Standardized 
formularies reduce 

variation and support 
evidence-based 

decisions

Evidence-based 
Protocols

Consensus guidelines 
improve consistency and 
reduce complication and 

non-union risk

Operational 
Efficiency

Defined pathways 
improve availability 
and streamline case 

management

Cost 
Avoidance

 Reduces excess use, 
waste and off-contract 

spend

Strategic 
Sourcing

 Consolidation 
strengthens vendor 

leverage and 
stabilizes pricing
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Standardization aligns 
clinical excellence with sustainable 

supply chain performance

CE Credit Deadline: 08/31/26 
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Jessica West | Vice President Clinical Operations  | Capital Division Supply Chain

DIVISION STRATEGY AND BUY- IN

CE Credit Deadline: 08/31/26 
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What comprises the Capital Division? 

CE Credit Deadline: 08/31/26 

FINANCIAL FITNESS STARTS IN THE OR: TACKLING OSTEOBIOLOGIC VARIATION

Source: HCA Healthcare Brand Resource Center

• 18 hospitals within HCA Healthcare

• Geographically split between Virginia and 

New Hampshire

• Spine is a primary financial driver 

• Two of HCA Healthcare’s top-10 complex 

spine centers

• Highest percentage of spine robotics

• 6,500+ surgical spine cases annually
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Rising Spend, Rising Pressure
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FINANCIAL FITNESS STARTS IN THE OR: TACKLING OSTEOBIOLOGIC VARIATION
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The Changing Landscape: 

• Vendor Inflation

• Tariffs

• Supply Disruption

• Legislative

The Supply Expense Reality:

Capital Division YoY Osteobiologic Spend 
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Poll Question #1

How many osteobiologic vendors do you think were in use 
across HCA’s acute care hospitals? 

A.25‒50
B.51‒75
C.76‒100
D.100+

CE Credit Deadline: 08/31/26 

Source: Microsoft PowerPoint Stock Images
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Osteobiologic Standardization

CE Credit Deadline: 08/31/26 

FINANCIAL FITNESS STARTS IN THE OR: TACKLING OSTEOBIOLOGIC VARIATION

Standardization Development

• A companywide standardization was 

developed from: 

• Clinical Evidence Review

• Utilization Review

• Physician Engagement

• Vendor Engagement

Osteobiologic Playbook

• 90% adherence to the standardization

• Elimination of vendors not included in the 

standardization

• Communication to vendors not included 

in the standardization

• Elimination of vendor bill-only products
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Strategy: Drive the Why

CE Credit Deadline: 08/31/26 

FINANCIAL FITNESS STARTS IN THE OR: TACKLING OSTEOBIOLOGIC VARIATION

•Alignment with Key Division Leaders
oDivision Chief Medical Officer and Division Chief Financial Officer

• Internal Communication Strategy
oAll-call with facility leaders

•The “why” was presented as the driver

Top-down 
Leadership

• Analysis of Target Physicians
• Engagement Strategy
• Physician Champions
• Build on Successes

Physician 
Leadership
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Convert contractual alignment to clinical 
alignment

CE Credit Deadline: 08/31/26 
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Poll Question #2

Does your health system have an osteobiologic engagement 
strategy? 

A. Yes

B. No

CE Credit Deadline: 08/31/26 

Source: Microsoft PowerPoint Stock Images
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Susan Thornton | Clinical Resource Director  | Capital Division Supply Chain

EXECUTION AT THE FACILITY

CE Credit Deadline: 08/31/26 
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C-suite Engagement Procedural Area Leadership Supply Chain

• Provide clinical evidence on 
product

• Coordinate meetings to 
include Chief Medical 
Officer; discuss strategy for 
engaging physicians

• Show financial results either 
positive or negative

• Understand business 
direction for service line 

• Introduce initiative with 
details around 
implementation

• Provide education plan 
to staff

• Include in conversations 
with leadership/surgeon

• Include day one in 
implementation plan and 
product changes

• Provide timeline for roll out 
of initiative

Facility Level Execution and Engagement

CE Credit Deadline: 08/31/26 

FINANCIAL FITNESS STARTS IN THE OR: TACKLING OSTEOBIOLOGIC VARIATION
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Surgeon Vendor Representative

• Invite a partnership

• Provide clinical evidence on product

• Schedule routine meetings to 
discuss initiative  

• Listen to feedback and work to find 
a common solution

• Monthly cadence meetings to discuss 
progress of initiative

• Show data on utilization, changes in cost 
per case

• Discuss usage trends and any outliers

• Collaborate on a plan

Engagement in the Field

CE Credit Deadline: 08/31/26 

FINANCIAL FITNESS STARTS IN THE OR: TACKLING OSTEOBIOLOGIC VARIATION
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Post Implementation Snapshot

CE Credit Deadline: 08/31/26 

Dr. Herzog Cost per CaseOsteobiologic Vendor Reduction

Avg. Osteobiologic 
Cost per Case
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Have questions or want to follow up? 
Come chat with us after the session. We’re happy to share our contact information.

CE Credit Deadline: 08/31/26 
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