NHS National Services Scotland Haemodialysis Machines and Consumables - Carbon reduction evolution in a complex commodity
Background and requirement
Requirement: NP18423 Haemodialysis Machines and Consumables.
Contract duration: 4 years with the option to extend by 24 months.
Contract value: Up to £22.4 million.
Route to market: Open Procedure.
Background
This case study explores the start of a sustainability journey seeking relevant environmental and social improvement, for complex medical equipment and services, with key suppliers to the Haemodialysis Machines and Consumables framework.
The framework, awarded in October 2023, comprises 6 Lots: 1) Unit Haemodialysis Machines 2) Home based Haemodialysis Machines 3) Dialysers 4) Generic Consumables 5) Needles 6) Portable Reverse Osmosis (RO) Units.
National Procurement is the Centre of Procurement Expertise for the NHS Scotland (NHSS), providing expert advice and support to Health Boards (HBs) on procurement matters. National Procurement manages over £1.5 billion in national contracts, for medicines, medical services / consumables, non-medical supplies and services, food, and equipment used within our hospitals and health services.
The NHSS Sustainable Procurement Steering Group (SPSG) continues to be the focal point and core oversight group for sustainable procurement activities across NHSS Procurement teams.
The intended audience for this case study comprises: 
· Senior NHSS stakeholders including service managers, 
· Medical directors & clinicians,
· Climate and Circular Economy specialists.
· Procurement practitioners in public bodies, and
· The general public.
Framework objectives
NHSS objectives for the framework majored on addressing environmental challenges with the suppliers throughout the life cycle of Haemodialysis machines and consumable products, specifically:
· To encourage and enable relevant recycling of products and associated packaging.
· To support the circular economy through end-of-life management of machines.
· To identify sources of carbon emissions in the life cycle of consumables and machines (from manufacturing to point of sale), and where practical the extent of these emissions.
This case study describes the critical initial steps taken, working collaboratively with key suppliers, in the journey towards meaningful progress to net zero, the circular economy and social improvement. This provides evidence on how NHSS commodity managers are tackling sustainability challenges within complex medical device contracting procedures, with lessons for this and other procurements.
Pre-procurement
Life Cycle impacts and early market engagement
The market for haemodialysis machines and consumables is dominated by global Original Equipment Manufacturers (OEMs) and distributors (for example, Fresenius Medical Care (UK) Limited, Baxter Healthcare Ltd, Nikkiso, B. Braun Medical Limited, Nipro Europe, Kimal plc, Medtronic Limited, Xtra Med Limited), who supply products and services to Healthcare Systems across the world.
The Sustainability Test, part of the suite of Scottish Government Sustainable Procurement Tools, was used to identify key sustainability criteria and relevant objectives through the life cycle of the machines and consumables. 
The dialysis sector is known to be carbon intensive (Advanced haemodialysis equipment for more eco-friendly dialysis and Scottish Haemodialysis Centres Survey). This is due, for example, to the use of energy and water in dialysis, energy and resource intensity in the manufacture of machines and consumables (therefore high ‘embodied carbon’), waste generated from machines and the use of consumables and packaging. The transport and distribution of relevant supplies, such as dialyzer, needles, bloodlines, syringes and concentrates, also may generate emissions that can contribute to climate change and poor air quality. 
As well as a Prior Information Notice (PIN), meetings with potential suppliers provided the opportunity to give them adequate warning of NHSS sustainability objectives and potential requirements. It also enabled in depth understanding of what new product and supply innovations there are in this product area and what potential suppliers’ net zero dates and plans are, to help inform the commodity strategy and shape the tender.
Feedback from this engagement confirmed:
· Suppliers providing detail of corporate action to reduce their organisational carbon footprint, with support from them for being more sustainable.
· An open door to develop improvement over the lifetime of the framework, including within manufacturing and efficient logistics.
· A major supplier wanting to offer a managed service for machines and consumables, given experience of providing this in NHS England. While this may have the potential to reduce overall carbon emissions, NHSS Boards see this as outsourcing the provision of renal dialysis to the supplier, which is contrary to NHSS strategy and values. This reinforces the need to balance the supply market and the end user need.
Market engagement feedback was taken to the Commodity Advisory Panel members (expert advisory group) to agree whether and how much of this knowledge and intelligence can be incorporated into the tender specification and evaluation criteria.
Procurement process
Supplier selection
The framework had been identified as one of the priorities from a carbon reduction perspective, based on climate and procurement prioritisation across pipeline frameworks. 
At the time of issuing the tender Single Procurement Document standardised statement 4C.7 seeking evidence of bidders’ carbon emissions sources and reduction plans had only just been introduced by the Scottish Government. This was not used for the framework supplier selection, although there was a requirement for ISO14001 or equivalent and plans towards net zero in logistics and supply chain. Since then, use of 4C.7 has become routine for relevant frameworks.
Specification and tender
The market engagement and use of the Sustainability Test resulted in the following requirements:
Recyclability
This was an unscored question, for information only. This reflected the start of the journey towards enhanced sustainability for this framework, with the clear aim to collaborate with suppliers during contract and supplier management, to encourage and evidence practical improvement.  
‘Please advise your plans to increase the recycling capability of your packaging over the course of the framework, supply and share the high level and or specific plans in relation to the tendered items or supply’
Responses from bidders included detail of their corporate environmental plans, such as ISO14001 Environmental Management System, carbon neutral plans, use of packaging databases and recycling in manufacturing process. Some detail was specific to haemodialysis, such as recycled or recyclable materials and plastic and carbon reduction in primary sterile barrier packaging, and reduction in packaging materials.
As a result, this provided some useful evidence to be followed up through supplier management, to determine how suppliers are applying relevant measures in practice, while encouraging continual improvement.
End of life machines. 
This scored question was included in Lots 1,2 and 6 (Equipment Only Lots), part of the overall Sustainability weighting of 10%, sought detail regarding measures to support the transition to a circular economy, through management of end-of-life haemodialysis machines.
‘Please outline measures taken within your organisation to continually reduce your environmental impact, contributing to a more sustainable environment, in relation to the end of life of equipment.’ 
While this may typically include auctioning off secondary equipment, or donating to overseas health systems, responses varied in relevant detail and included:
· Support for end of life of equipment and appropriate decommissioning.
· Refurbished equipment available for resale. 
· Maximising use of parts from otherwise redundant machines, to avoid waste and extend their useful life. 
Responses included a mix of product and high-level policy detail to more detailed circular management, including repair and reuse. 
Carbon foot-printing. 
This scored question was included in Lots 3, 4 and 5 (Consumable Only Lots), part of the overall Sustainability weighting.
‘This question considers the Carbon impact of tendered products within this Lot.
Please provide your carbon footprint ‘up to manufacture and import’ for tendered Dialysers / Generic Consumables / Needles.
Carbon footprint must be defined in metric tonnes of CO2.
Bidders who are unable to define the carbon footprint of product listed will be scored ‘0’.
The carbon footprint measure should meet the requirements of an internationally recognised standard such as ISO 14067 or BSI PAS 2050, or other equivalent standard and be externally verified to the standard.   
Any assumptions made in the calculation of the carbon footprint must be clearly stated.’
This was to be measured in metric tonnes of CO2, based on an internationally recognised standard such as ISO 14067 or equivalent, externally verified, with assumptions made clearly stated. 
In practice, responses highlighted organisational carbon reduction plans. This showed that the bidders were making  progress in carbon accounting and reduction by reporting organisational Scope 1, 2 and 3 emissions and the carbon reduction they are achieving and continue to work towards. This is useful potential information to inform future supplier management and collaboration for successful bidders.  
Management, monitoring and reporting
Once frameworks are awarded NHSS routinely addresses with each supplier their responses to tenders, compliance with relevant commitments made and opportunities for improvement, through supplier relationship and contract management. 
This recognises that suppliers may be developing their approach to sustainability, with encouragement from the contracting authority. This may include the ability to quantify relevant CO2 emissions. For example, quantifying carbon reduction impacts from improvements in manufacturing, packaging or logistics. 
Responses to this framework will, as a result, inform that management. This aims to enable continual improvement in tangible outcomes, in collaboration with suppliers who have stated support for enhanced sustainability.
Lessons learned
NHSS has a clear aim to accelerate sustainability within its frameworks, in collaboration with suppliers. This case study provides a range of useful lessons for NHSS and others, to help with this evolution:
· CO2 data.
While suppliers to this framework have determined their organisational carbon footprint and have carbon reduction plans in place or in development, CO2 data relating to haemodialysis products, consumables and packaging is not yet routinely available from the large international suppliers. It is recognised this can involve time and cost and it must be clear what the data is to be used for.
In time, it may be desirable to benchmark these products in carbon as well as cost terms, but this requires investment by suppliers in systems and analysis, consistent, verifiable methodologies and potential support from buyers. In the meantime, the focus must be on requiring and working with suppliers to enable relevant measures which will support the acceleration to net zero and a circular economy.
While the focus on CO2 did not provide data specific to the products, consumables and packaging, we must continue to strive to obtain this level of detail in future product/consumable tenders, where this is appropriate, if we are to help achieve carbon reduction targets. This means evolving and upskilling the marketplace that climate emergency is a priority of ours, while understanding the challenges suppliers may face. Over time bidders’ responses to relevant and proportionate carbon reduction questions should improve the detail submitted.
· Market engagement
In order to evolve and upskill the marketplace it is important that we don’t make climate and other sustainability objectives a surprise for bidders. Collaboration with markets to set out ambitions and understand appetite and capability to support these is essential. 
This ensures a relevant specification and offers the opportunity to develop the focus on climate and sustainability over the lifetime of the framework, in conjunction with suppliers. This includes the potential to obtain relevant CO2 data over time.
· While 4C.7 supplier selection statement was not used for this tender the question seeking details of the environmental management measures which the bidder will be able to use when performing the contract, and relevant completion of the Climate Change Plan statement, is being increasingly used and would be for this framework now. This reflects the relevance of climate change, the message it conveys to bidders regarding its importance and the expectation of a minimum requirement regarding evidence of carbon reduction. It also reflects the staged approach that asks for strong climate commitments from high climate impact procurements and lighter touch requirements for low value/ low climate risk contracts.
· Every journey starts with a single step.
For this framework there was a clear focus on environmental improvement, recognising that this may be difficult as it had not been tried before for this framework, and that the organisation was engaging with major blue-chip companies.
The initial step, of two-way engagement with the market to set out intended objectives and determine current sustainability status and appetite to improve, was critical.
Contract and supplier management is also an essential stage, providing opportunities to monitor compliance with relevant commitments made and discuss the evolution of practical improvement. Each supplier or potential supplier is a key partner of NHSS, so collaboration is important, as both buyers and suppliers are learning.
· Use the tools and resources available.
Focus effort where the most positive outcomes are achievable. This means, for example, prioritising the focus on carbon reduction, based on assessment of carbon hotspots across pipeline frameworks.
Therefore, make use of the tools available such as the  Sustainability Test and guidance. 
This may sometimes appear daunting, but it is important to try it and to learn from any mistakes made. The more examples there are from colleagues and others the quicker good practice can be cascaded, while avoiding duplication of effort.
This includes mapping where lessons may be replicated, such as within other similar frameworks. For example, lessons from this framework may be applicable to NP56318 Peritoneal Dialysis fluids and consumables/ancillaries. Tailoring this approach is also relevant for NP15419 Breathing Circuits and Associated Consumables and the NP103/19 Endoscopy consumables and equipment frameworks, recognising their primary focus on consumables. Early market engagement on these frameworks can help gauge where suppliers in these markets are at in reporting carbon emissions by product as well as carbon reduction implementation.
· End of life machines and longevity.
There has been a mandatory requirement for bidders to provide a 7 year period for availability of parts and repair following end of production of equipment. While 7 years was specified under this framework this may be extended in the future, as 10 years has been specified in the new endoscopy equipment framework. This will be dependent on Clinical Engineering requirements.
To maximise uptime of equipment and minimise risk of equipment failures a 3 year warranty was included as a mandatory requirement as standard, including 12 months labour.
· Next iteration.
Lessons from this procurement and during contract and supplier management, will help inform the next iteration of the Haemodialysis framework, and others. 
This includes:
· The potential for tailored sustainability weightings and scored questions, based on life cycle sustainability impacts and up to date market capability. 
· An understanding of what good responses to outcome based tender questions should look like, to inform objective tender evaluation.
· Relevant measurement of intended outcomes.
· To monitor suppliers’ performance against Net Zero dates and Carbon Reduction plans via contract and supplier management.
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