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Subject: Re: PPE strategy thoughts

Thanks Max. We are aligned. Best, A.

Andy Wood
Complex Transactions
Cabinet Office
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On 20 Apr 2020, at 15:13, Max Cairnduff <max.cairnduff@cabinetoffice.gov.uk> wrote:

Andy,

Thanks for your call. Five high level thoughts on our overall strategy, largely as discussed:

1. The China team has the best routes to high volume sensibly priced PPE offers. However,
presently they aren't able to progress those at pace through to contract and payment. I think that
the team needs to become a fully-integrated Cell able to respond independent of UK-based
decision makers (within an envelope, obviously). I think this is already in train, but the last
couple of days have brought the need strongly into focus for me. The China team should be
empowered, and resourced, to close a deal within 24 hours of becoming aware of it (potentially
including making up-front payments within specified limits).

2. The VIP Cell and the wider sourcing Cells are mostly dealing with intermediaries, many of
whom are sourcing from the same factories our China team are already in contract with. There is
clear risk of our disrupting our already-contracted supply and outbidding ourselves for supply
that we were already due to receive. I think the VIP and wider sourcing Cells need to be much
better aligned with the China team, with a clear and quick route to check if offers ofPPE are
potentially disruptive rather than additive.

As part of that, I think among our first sourcing questions in London should always be: is this
stock available from a source other than one of our existing China sources (for example stock
sitting in a warehouse in Turkey), or is it potentially competing with the China team's
relationships? If it's potentially competitive I think in most cases it should be shut down unless
there's a pressing reason not to (generally if it means we can get in very fast supplies of critically
short kit).

Basically, the London teams get the internal and senior attention, but China is where things are
happening. London should support China, and also get out of its way. London can then focus on
soaking up kit elsewhere in the international supply chain rather than kit coming (via
intermediaries) from China.
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3. This is in train, but we need to be much faster and more robust in shutting down unproductive
leads. That applies both to backlog offers, which Darren is on top of, and equally to VIP leads
which don't look credible. The sheer volume of unproductive leads is obscuring sight of the good
ones.

4. The full-chain process isn't joined up yet. Currently we have in various places: financial due
diligence, sourcing discussions, technical due diligence, Closing/negotiation/legal discussions,
PO raising, and logistics. We also then have various Controls layered over (and it's often unclear
to me who actually has authority to sign something off if an urgent response is needed). ]I know
this is on everyone's radar, and we're trialling part-vertically integrated teams, but right now this
is killing us. Add the various stages together, the multiple handoffs, the lack of insight into
where things are when they're in other teams, the odds on someone in the chain having a break or
being tied up at any given point, and the whole thing just moves far too slowly. This needs fixing
as a clear priority.

5.Non-specification kit. We get offered large volumes ofGB-certified kit, KN95s, off-spec
gowns and so on. Currently we can't accept it and we don't have clear routes to redirect it. I know

NR 's working to improve the Decision Group, but in the meantime there is a large volume
"oF potentially useful PPE which we are having to leave on the table. I appreciate there are legal
and regulatory constraints, and political concerns, but ifwe could unlock that supply my
impression is that it would greatly increase the volume of available PPE. Otherwise, I understand
and entirely agree with NR approach to have clinically-driven prioritisation, but we don't
have enough on-spec kit to meet need which means those at risk but further down the
prioritisation cascade aren't receiving kit, which will drive them eventually to abandon
centralised procurement.

I know you know all this, but since we chatted I thought I'd write it down. I've not commented
here on Make but I also think we could be better joined up with them (which I'm sure Peter will
help with).

Separately, on a more organisational note we have a lot of single points of failure which also
needs looking at. We've been lucky so far that nobody has fallen ill + Irrelevant & Sensitive

Irrelevant & Sensitive i).
That won't last forever, even without Covid-19 the hours we're working will lead to burnout and
we need to somehow find time to work on the resilience piece.
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Best,

Max

Max Cairnduff
Commercial Specialist
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