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SPD Cloud Warehouse - A Cost Control Practice Based on the Multi-Hospital Transit Warehouse Model under Adjustments to Medical

Insurance Reimbursement for Medical Consumables
Chen Heping
( Procurement Center, The Second Affiliated Hospital of Nanjing Medical University 210011 )

[Abstract] As the DRG-based payment reform continues to deepen and medical insurance pricing policies for consumables undergo dynamic
adjustments, public hospitals face increasing pressure in managing their consumable costs. Under multi-hospital operational
models, common management challenges include inconsistent consumable specifications, fragmented inventory distribution,
excessive procurement practices, and distorted cost accounting; the traditional manual requisition and simultaneous
shipment-and-invoice management model can no longer meet the requirements for high-quality hospital development. In 2025,
a certain hospital fully implemented an SPD Supply Chain Management System, simultaneously introducing two new
management models—automatic replenishment and post-dispensation settlement—to completely overhaul the requisition and
settlement processes for low-value consumables. However, during the initial phase of this reform, the fixed automatic
replenishment base often led to inventory overstocking in secondary clinical warehouses; furthermore, since some consumables
were reclassified from "chargeable" to "non-chargeable," the hospital's self-paid consumable costs increased significantly. To
resolve the aforementioned contradictions, the hospital leveraged its SPD Center Cloud Warehouse + Multi-Hospital Branch
Transfer Warehouse architecture to establish a five-tier closed-loop consumable management model that aligns closely with the
hospital's actual operational needs and is simple to implement; it also established a joint access review mechanism involving
multiple departments to strictly control the categories of non-reimbursable consumables admitted to the hospital, thereby
reducing out-of-pocket costs at the source; simultaneously, the hospital constructed a closed-loop management system
characterized by "homogenized consumable catalogs, dynamic replenishment baselines, regular inventory inspections, precise
cost settlement, and hierarchical consumable management." This system utilizes monthly consumption data analysis and
quarterly on-site physical counts at secondary warehouses to perform reverse adjustments to automatic replenishment parameters,
continuously optimizing the inventory structure across departments and achieving price reductions at the source through the
implementation of centralized volume-based procurement policies for consumables. Practical results demonstrate that this new
model effectively resolves the issue of inventory overstocking caused by automatic replenishment, significantly reduces the
inventory volume and capital occupation associated with non-reimbursable consumables, and resulted in a month-on-month
decrease of 19 million yuan in expenditures for reimbursable categories of low-value consumables across the entire hospital in 2025
compared with 2024, as well as a reduction of 7.11 million yuan in expenditures for non-reimbursable consumables—demonstrating
remarkable cost-saving outcomes. This management model can serve as a practical reference for tertiary Grade A hospitals of the
same tier operating refined, standardized, and data-driven cost management systems for consumables.

[Key words] SPD Supply Chain; Multi-campus Hospitals; Cloud-based Transfer Warehouse; Automated Replenishment; Post-Service
Settlement; Non-chargeable Consumables; Access Management; DRG; Cost Control; Closed-loop Control Model
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