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How Alcon Utilizes
Kneat as a Catalyst
for Harmonization
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Alcon Background

Alcon



alegacy
of innovation

Alcon’s over 75-year history of success rests on a
foundation of industry expertise, leading brands and a
winning mindset.

We aspire to lead the world in innovating /ife-changing
vision products because when people see brilliantly,
they live brilliantly.

We are an innovation leader with 1,800 dedicated
Research and Development (R&D) associates, more
than 100 projects in our development pipeline, and
one of the Jargest R&D commitments in the market. In
2023, we invested over $828 million in R&D.

Our legacy is rich with industry firsts. We rely on and
value strong customer relationships. Our future will
build on that record.



Alcon
Positioned #1 or #2 across product categories

Implantables Consumables Equipment/Othe Ocular Health' Contact Lenses?

r

ﬁ_l: ENTURION
0 Clareon. PanOptix. Alcon ArETEN SYETE
CUSTOM PAK :anstevliﬁsﬁigm -
@ ELIareon, Vivity. # e
A SMARTC: r s o
Key ) Clareon. Monofocal S = e S PRECISIGN:)
Brands ) Clareon. Monofoca - LEGION ,
b P ARGOS TOTA L@

HYDRUS _ with Image Guidance by ALCON \r\l’%presso
S :4
w wavelight Y & s ~

Ioteprednol etabonale
ophthalmic suspension) 0.25%

2023

sales $1.7B $2.7B $.9B $1.6B $2.4B




Alcon Grosswallstadt, Germany

around the globe fnone, Berlin,
Cork, Ireland Puurs, Belgium Germany Pressath,

Erlangen, Germany

% Geneva,
Switzerland

Irvine, California Singapore
Johor,
Lake Forest, Malaysia
California
Batam,
Indonesia
Fort Worth, Texas
Neve llan,
Israel

Houston, Texas

Johns Creek, Fribourg, Switzerland

Georgia Atlanta
' L ; Durham, North
Georgia Sinking Auntington, Carolina
Spring, West Schaffausen, * Alcon HQ
Alcon Pennsylvania Vlrglnla Switzerland Business Use Only | 7|

External Public - Do not remove



digitEYES Project Overview

Mission & Objective
Build Roadmap to Digital Lab
Data Lifecycle Management

Analyzing for Continual Improvement
Smarter - Faster -Better

@ m @

Alcon
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Steps within the Qualification Phase of the Asset Management

Lifecycle

Lab Testing Assets

Life Cycle Phases

* Procurement

* Qualification

* In Use

* Maintenance

« Performance Review
Requalification
Retirement

Alcon
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Problem Statement

Alcon



Problem Statement

«  Many different business processes
«  Definitions
* Roles and responsibilities
« Approval process

- Differing interpretation of regulations by site

. Manual Process
+ Nostandard template
. No Electronic tool

Alcon
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Over
Processing
non-Risk
based

Harmonized Global QSP for Qualification
& Maintenance phases of the Labs Asset
Management Lifecycle
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Solution and Approach

Alcon



Kaizen Event Goals "
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Kaizen

« Goal: One Alcon business process that satisfies the
regulation with no overwork.

« Common interpretation
Lexicon/Language
Process Map

Pain Point Identification
Establish Templates
Deploy Tool
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Alcon around the Globe with 14 Sites Participating
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emt vomts Anenysis crgtEYES

» Analyzed end-to-end current
state process maps for each -
function/site TN

 Captured process element | . - :
waste type, value contribution & | ik
completion time, and wait time
between elements
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Kaizen Event - Step 2 o\
Pain Point Analysis |91TEYES

|dentified & categorized pain points with potential solutions

« ldentified 117 Pain Points in Qualification
« ldentified 47 Pain Points in Maintenance
» Brainstormed 419 potential solutions!

Kaizen Top Pain Points

* Procedure inadequate
« Complex forms
* Electronic system needed
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Kaizen Event - Step 3
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- Developed & integrated end-to-
end future state process maps from
each function

- Examined potential
improvements addressing waste
type, value contribution & completion
intervals

- Analyzed Outcomes

« Reduced process element & wait
times

» Improved process element
outcomes

Alcon
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Process Implementation Plan " 1
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o= Action Plan

 Publish Quality System Procedure and
Template Design

» KNEAT Build process

 Timing was simplified due to harmonized
process

» Template Permissions/User Access

Alcon



KNEAT Implementation
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4 Alcon Global AS&T/QC/R&D ~
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~ & Alcon Global AS&T/QC/R&D
= LTAQ

» = Alcon MTO AGS
» = Alcon MTO AML
» = Alcon MTO APD
» = Alcon MTO ASM
» = Alcon MTO ASX

» = Alcon MTO CRK
» = Alcon MTO CVB
» = Alcon MTO CVJ

» = Alcon MTO FWN
» = Alcon MTO GWS
» = Alcon MTO HTX
» = Alcon MTO HWV

Alcon
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Outcome

Alcon



Benefits

e Vaste elimination

e Number Approval
e Physical movement - Risk of loss or missing
e Wait Time

'S‘TEYES

Measured Benefits

* Overall Reductionin Time: 54.2%

* Total Save Time: 100 Days
* Value Added Efficiency: 22%

Alcon
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sustain JrgitEYES

Ongoing Maintenance

 Global Network
* Procedure and Template Updates
* License Distribution

Alcon



Lessons Learned "
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== | essons Learned

e Roll out with sites and changes
e Financial impact not accounted for

e When to engage site functions (QA, Users,
Finance)

e Up front work with down stream payoff.

Alcon



Expand KNEAT Usage '
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» Expansion to Method Validation Life
Cycle

* Partnering with KNEAT for Product
Enhancement

* Interface with other Lab Systems

Alcon



KNEAT Presentation Outline : 1
.‘:E“E' -
|9| I EYES

AICOI’I Business Use Only | 25

External Public - Do not remove



	Intro
	Slide 1
	Slide 2: How Alcon is Using Kneat as a Catalyst for Harmonization 
	Slide 3: KNEAT Presentation Outline
	Slide 4: Alcon Background
	Slide 5: a  legacy of  innovation
	Slide 6
	Slide 7: Alcon around the globe
	Slide 8
	Slide 9: Steps within the Qualification Phase of the Asset Management Lifecycle
	Slide 10: Problem Statement
	Slide 11
	Slide 12: Solution and Approach
	Slide 13: Kaizen Event Goals
	Slide 14: Alcon around the Globe with 14 Sites Participating
	Slide 15: Kaizen Event - Step 1 Current State Analysis
	Slide 16: Kaizen Event – Step 2 Pain Point Analysis
	Slide 17
	Slide 18: Process Implementation Plan
	Slide 19: KNEAT Implementation 
	Slide 20: Outcome
	Slide 21: Benefits
	Slide 22: Sustain
	Slide 23: Lessons Learned
	Slide 24: Expand KNEAT Usage
	Slide 25: KNEAT Presentation Outline


