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When the coronavirus first hit the U.S, healthcare, they were not ready for a full-blown pandemic. Even though
some organizations are prepared for a pandemic, they could never get ready for this scale of a disaster.

In this essay, | would like to discuss the pandemic management from two health systems based on the
COVID-19 series with Front-Line Leaders Presentations in the ACHE, national and local media coverage, and the
governments' coronavirus related information,

The first case is Scripps Health which is located in San Diego, CA. Before people started getting infected with
the virus due to charter planes coming from Wuhan, China, Scripps Health leadership team had been preparing
for this pandemic. The second case is Phoebe Putney Health System in Albany, GA. Since Albany is a rural area,
they were not anticipating as many cases as they got. They set up a command center effectively to battle the

pandemic.
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Case Study 1: Scripps Health, San
Diego, CA
~Foresight view helped to prepare Scripps Health
before the pandemic~

“We really started up even before we had two flights
coming in from China to Miramar Marine Corps Air Station
(after stopping at Travis Air Force Base, Solano, CA). We've
been watching what was going on in China and the start of
the spread to European countries”, Mr. Chris Van Gorder,
FACHE, president and CEO of Scripps Health. (There are
non-stop direct flights from San Diego to European cities,

such as London, Frankfurt, and Ziirich.)

1. Establish the command center

The core member of the command center consists of the
CEO, CMO, an occupational medicine physician, and an
emergency management coordinator. In addition, the finance
team, the business continuity team, and the planning team
also help to support the command center. They asked their
colleagues in New York City, Washington State, and New

Orleans what the virus outbreak was like.

2. Starting nurse triage line (call center)

After the first coronavirus positive patient in their outpatient
clinic, they opened the call center to evaluate patients
suspected of having the virus before they came to their
clinics. After that, the nurse can tell the patient's information
to front line staff who have time to prepare their PPE before

they arrives.

3. Collaboration with local governments and
other hospitals

Mr. Gorder sent a suggestion letter for the mitigating
pandemic to the county public health department. The
county responded to it immediately. The county issued social
distancing protocols on March 12th and banned gatherings of
more than 10 people on March 18th. (The Sea World and the
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zoo were temporarily closed on March 13th, )

All county key members, a local congressman, and CEOs
from all hospitals in San Diego met to discuss their
suggestions and needs. They can communicate virtually

through the county provided crisis management website,

4. Hazard pay or emergency pay

Scripps created an 80-hour emergency pay for furloughed
staff since the hospitals stopped doing electric procedures
instead of hazard pay. Those staff can use their 80 hours of

paid time off through the emergency pay.

5. PPEs for their staff

Doctors in San Diego, who were watching the virus spreading
in China, suggested that Scripps donate supplies (PPEs)
there. Since the CEO thought the supplies would become a
serious shortage in the market in the U.S., he kept the
supplies for their front staff.

The CEQ's decision at the time was tough because the
pandemic hadn't happened in the U.S. His foresight view
and good decision-making has definitely helped his front line
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staff.

6. Mobile field hospitals for the pandemic

“On the state of California, we have three mobile field
hospitals. The last governor didn't think we (they) needed
because it cost $5,000,000 a year to maintain. Those
facilities had 2,400 ventilators that are not available”, Mr.
Gorder said.

Note: In 2006 in citing the threat of avian flu, CA Gov.
Arnold Schwarzenegger announced the state would invest
three mobile field hospitals for large-scale emergencies and
natural disasters such as earthquakes, fires, and pandemics.
However, in 2011, Gov. Jerry Brown cut the mobile hospital
budget due to a huge deficit budget. He remarked that, “the
programs had been set up to counter a potential influenza
pandemic which did not occur”. After the year, the state cut
off the money to store and maintained the stockpile of
supplies and mobile hospitals.

14 years later since 2006, the pandemic happened. When
some states plan to build mobile hospitals for future
pandemic, they need to focus on how to maintain them

financially as well.

7. The future plans

— Build a new supply chain for a future pandemic.
The current just-in-time inventory doesn't work in a
pandemic and particularly when all the supplies come
from a country that was initially impacted by the
pandemic. Also, the national emergency stockpile
doesn't work.
— Continuing telemedicine and video medicine options.
Negotiating with insurers for their reimbursement is
necessary.
— Telecommute opportunities. After the pandemic,
telecommute options will be considered and potentially
cut renting costs and spaces.
— Cost recovery for this pandemic. Keeping track of
all related costs and request recovery compensation to
federal and state governments.

Mr. Gorder concluded “I also think it's a little bit like a
tsunami. We can see the tsunami is visible to us. But it's
coming in very slowly and what we don't know how big it's

going to be. So we are preparing absolutely for the worst.”
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The next case is how Phoebe Putney Health System deals

with the unexpected pandemic.

Case Study 2: Phoebe Putney Health
System, Albany, GA

~Speed and Ingenuity~

Phoebe Putney Health System is located in places with lots of
natural disasters, such as southwest Georgia, where
hurricanes and tornados are frequent happened a lot. As the
health system's CEO, Mr. J. Scott Steiner, FACHE, president
and CEO of Phebe Putney Health System, is prepared for a
disaster all the time. Even though he is an experienced CEO,
he describes this pandemic as, “I've been doing health care

for 30 years and it's unlike anything I've ever dealt with.”

1. How to start an outbreak

In Albany, 23 people, who attended at least one of the
funerals which was held in late February and in the beginning
of March, were coronavirus positive and 11 of those people
were admitted to the ICU unit with ventilators. A
spokesperson for the GA Department of Health acknowledged
the virus spread is unclear where or with who started.

The positive cases jumped 1,200 cases and ICU beds for

coronavirus patients reached 49 beds after one month.

2. Establish the command center

After the first coronavirus-positive case, the command center
was established. The command team communicates with
local government, business CEOs, and the media to develop
action plans for the pandemic. The Phoebe set up the first call
center which conducted coronavirus screening questioners in

southeast Georgia.
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3. PPEs shortage

The PPE for patients had been stockpiled for 6 months, and
was used up in the first 7 days after the first coronavirus
positive case. As the current supply chain was not
dependable, Phoebe asked for PPE donations from their
communities. The community volunteers responded by

making handmade masks using surgical sheets.

4. Establish a labor pool

The Phoebe reviewed furlough staff's qualifications and the
educational background and established labor pool for the
furloughed staff.

For example, all call centers and drive through testing staff
are employed by risk management nurses, clinic nurses, and
other non-clinical staff from the labor pool. The
catheterization lab's nurses deployed to the ICU unit. Another
example is to deploy labor pool staff that have the
educational background to temporarily daycare children
whose parents work in Phoebe.

5. Mental support for their staff

Working in the pandemic environment gives a significant

psychological impact on front line staff. To help their
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emotional support, they can access EAP, chaplains, and
administrators to talk about their anxiety. Also, the hospital
set a room with free coffee and tea making staff comfortable
and people send them hero cards and snacks cards for their
hard work.

6. What's the Next Team

To be able to predict unexpected issues, What's the Next
Team was created. The team will be able to find solutions for
situations when you don't have enough ventilators for people,
or what you would do if you run out of HEPA filters for
ventilators, or when don't have enough that negative air

pressure. They can predict issues and take action ahead.

7. Take away from the pandemic

Mr. Steiner stated that they will have a warehouse full of
PPEs and ventilators for the future pandemic. The current
supply chain doesn't work for the pandemic. Even though
Phoebe ordered a half-million N95 masks with a markup
price, Phoebe didn't receive them. The masks were shipped
to NY State because of the urgent need there.

His last remark is “Don't run from it. You got to engage in
it. You got to jump in the middle of the fire. I feel like
everything I've learned is challenging times. That is is the
greatest teacher.”

References:

COVID-19 series with Front-Line Leaders Presentations:
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Forward
Both Mr. Gorder and Mr. Steiner lead their command team
as inspiring leaders. It shows CEOs in the health systems in
the US require strong leadership skills to lead their
organizations during the pandemic. Their strong leadership
keeps their organization up and running during this crisis.
Thank you to ACHE for generously offering those web-
based presentations to the public. Any healthcare
organization leaders and staff can access that information to

apply to their organizations during this pandemic.

Disclaimer: This essay is informational and educational purposes
only and not intended to be a substitute for professional advice
or consultation. If you seek any legal advice or professional
consultation, please contact legal professionals or experts.
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