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ProHealth Care is a community-based, non-profit healthcare system

About Us

serving Waukesha County, W1 and surrounding areas
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A Few Stats...

Managed
over 22k
devices

Addressed
21,389 work
orders,
including 123
related to
cybersecurity

Monitored
4.528
network-
connected
devices 24/7
for
cybersecurity

Saved over
$1.6mil by
redeploying
medical
equipment

Avoided over
$1.5mil in
costs by
renegotiating
purchases

Generated

$61k by
selling
unused
equipment



What & Why?

What 1s a replacement plan?

* Schedule showing when equipment should be replaced
* Tool to help facilitate/support conversation
* Means to help support organizational goals/initiatives

Why doesn’t everyone have them?

e Reactive mindset
* They take time and effort
e Lack of understanding

Replacement plan benefits

* Help drive standardization

Cost Avoidance

* Plants seen with senior leadership

* Improves odds of capital getting approved
* Relationship builder



Evolution

The
Beginning

* Limited engagement * Partnerships
with stakeholders e IT * Continue
* Construction collaborations with
Services various vendors
* Finance

* Senior Executives

* Proot of concept
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Device Integ.

IT
Biomed/HTM (Network & Informatics
Epic)

Operational
Leaders

Objectives

Develop, monitor and maintain the strategy and infrastructure for clinical device integration
Evaluate device integration offerings and associated infrastructure

Recommend fleet replacements in support of EHR Integration offerings

Provide advice and oversight for any requested device integration enhancements/issues or
deferred/future functionality



* Lack of requirements from clinical areas
* Lack of consistent RFP process

Key * Key stakeholders not always identified or included
Issues/Barriers

* A comprehensive RFP document ensuring all necessary data 1s
being gathered

* Centralized management of the process

What we needed

* A mechanism to track and summarize vendor responses

RFP’s

* Process to help ensure the best clinical and financial decisions were

Why are they being made for the organization

important to do?



RFP’s

Trial/Eval Name
Stakeholder Analysis

Level of Impact
Contact Information L. i i Communication Change Change Preferred
Department : . Description of Impact How much does this p.ma‘uct rm,c!act ) -g g
Name, Title, Email, Phone them? (Low (L), Medium (M), High Strategy Positives Negatives Vendor
(H)
Example:
Purchasing
Anesthesia
BioMed Trial/Eval Title
Cleaning / Routine Maintenance Cost of Ownership Summary
after each Case/Patient Vendor - Product Vendor - Product
— s One-Time Costs One-Time Costs
Clinical / Physicians
T " Description Quantity | Quoted Price | Extended Cost Notes Description Quantity | Quoted Price | Extended Cost Notes
Distribution
- Product & - E] -
Education (CLI) Implementation fee $ - ] -
EVS Consulting fee $ - s -
Faclities (Service/ Maintenance) ] - s -
Finance g - : .
IT s N S "
Legal/Compliance 5 - B -
Med Staff (G . * T E] - £ -
OB/L&D TnaIIEvaI Name Total One-Time Costs 5 = Total One-Time Costs 5 =
Patient Safd Clinical/Business Requirements Cost of Service Cost of Service
Control Rating | Description (5 year cost; excluding warranty period) (5 year cost; excluding warranty period)
T Major component repair costs Major component repair costs
Raciology | Component 1 Component 1
L Component 2 Component 2
Other PM Kits PM Kits
Training (Biomed) Training (Biomed)
Labor Rate Labor Rate
Distance/Location of closest field service rep. Distance/Location of closest field service rep.
Warranty Warranty
Total Cost of Service Costs - Total Cost of Service Costs 5
Additional Costs Additiong ;Costs
Lawson ID Cost Difference Lawson D Quantity Cost Difference
Current Desc./# - xxx - ~ Current Desc./# - xxx ~
New Desc./# - xxx New Desc./# - xxx
Current Desc /# - wx ~ Current Desc_/# - wxx .
News# - xxxNew Desc./# - xxx Newd# - xxxNew Desc./# - xux
Current Desc./# - xxx ~ Current Desc./# - xxx .
New Desc./# - xxx MNew Desc./# - xx
Current Desc /4 - xxx ~ Current Desc /# - xxx ~
New Desc./# - xxx New Desc./# - xxx
Total Additional Costs = Total Additional Costs =
Total Cost of Ownership - Total Cost of Ownership
Prirotiziation Definitions
Rating Description
" This reguirement is critical to the success of the project. The project will not be
Critical ) ) . h
possible without this requirement.
- This requirement is high priority, but the project can be implemented at a bare
'8 minimum without this requirement.
) This reguirement is somewhat important, as it provides some value but the project
Medium - -
can proceed without it.
0 This is a low priority requirement or a “nice to have” feature, if time and cost allow
ow
it.
This requirement is out of scope for this project, and has been included here for a
Future " .
possible future project.




Operational Input

Operational

Serviceability of equipment
Total repair costs
Cybersecurity risks/concerns
Standardization

Downtime
Technology
Standardization



Dept. Partnerships

O Occur

Investigate
infrastructure and call
out any concerns

Provide budget for

construction

Construction
Services

Purchasing

etermine
supply/disposable or
contract/agreement
impact

Signs necessary
documentation like
quotes, agreements,
etc.



Sr. Exec. Review

-

Project ID.

-

CapReq

Vendor "~

Requested
Capital
Amount

Prigrity

”_|Equipment Summary

Release of

Replacernents slated for FY23, but closed. Resubmitting for Fv24. iy, 9 MaC

Funds Timin; ~ |Comments

Wendor iz GE so would want to negatiate all GE spend to receive best
dizcounting possible. Megotiations to take place in MowDec with PO being cut]

24026T100.001 5800 units for Cardiovascular with average age of 8.5 vears. Some units less than by 123123 [GE's end of fizcal year]. ‘We could stagger delivery to spread out
Fleet 240265020.001 CAPREQIF'r'24 Flest Replacernent Plan - EKG GE $  163.665.00 |Alan Johnson |hdedium 8.5 vears old will be redeploved to other locations to replace units that are older ol pavrnent (805 deliverw 2072 install)
Updates current 14838 platform to the 1688 platform. Current platform, video discounting possible. Originally had for 2, but changed to O1 to
Fleet 240276020.001| CAPREQIN FYv'24 Fleet Replacement Plan - Endoscopy Struker $ 1.264,252.00 | Alan Johnson |hedium platform, scopes are end of life and integration does not support 41 o support larger Stryker deal.
“endor is GE so would want to negatiate all GE spend ta receive best
discounting possible. Megatiations to take place in MowDec with PO being cut
240466000001 Replacing 1mini at OkdH Surgery that iz 7.5 wa and 1 unit at WhiH Surgery that is by 143¥23 [GE's end of fizcal vear]. ‘We could stagger delivery to spread out
Fleet 240276000003 CAPRE IO FYY'24 Irnaging Replacernent Flan - kini C Arm GE $  170,000.00 [Alan Johnson |kMediumllow|15.4 wo: both are not our standard C-Armn mini o1 pavment (803 deliverw 203 install)
240265120, 136.001 “endor iz GE =0 would want to negatiate all GE spend ta receive best
240265100.135.0071 dizcounting possible. Megotiations to take place in MowDec with PO being cut]
240276200.001 Replacing 5 units (OkH - 3, WhiH - 2] with an average age of 8.7 wo; OkH by 123123 [GE's end of fiscal year]. ‘We could stagger delivery o spread out
Fleet  |240473500.001 CAPRE QN FY24 Imaging Replacernent Plan - Ultrasound GE $ 78000000 |Alan John=on [Medium Surgery. IR, OBIGYN, WhiH LDRP & AnesthesiaSurgery (=] pavrnent [8032 deliverw 2052 install]
Wendor iz GE so would want to negatiate all GE spend to receive best
discounting possible. Megotiations to take place in MowDec with PO being cut
240472101.001 b AN oD el of fimaal d Lelo, =livery to spread out
Fleet 240267001001 CAPRECIT FY'24 Imaging Replacernent Plan - Ulirasound CY | GE $  350,000.00 [Alan Johnson |Low Feplacing 2 units for WhiH IR with an a
receive best
Continuation of our 7 wear patient rnonit ec with PO being cut|
kultiple ID's; see fFor FY'24 will allow us to continue with o Tl i livery to spread out
Flest detail tab CAPRECIBAF'Y24 Cardiac Patient hMonitoring GE $ 1.704,300.00 [kirni Pfitzingeq High slated For FY25FY26 Antlmpat&d Fl.ll'ldll'lﬁ
Release Amount a1 a2 a3 Q4 receive best
ec with PO being cut]
Feplacernent of old warmersfizolettes for livery to spread out
Flest 240274100.001) CAPRE Q33 F'24 Fleet Replacernent Plan - Infant Warmers GE $  320.584.00 |Mimi Pfitzingeq Medium deferred. Resubrnitting For FY24.
Fleet 56,154,301.00 | 51,130,000.00 | 5436,25000 | & =
Biomed 5 33,00000 | & 350000 |5 3762400 |5 =

Total Quarterly Spend

$ 6,187,301.00

$1,133,500.00 | $473,874.00 [ 5 -




Replacement Plan

FY25 FY26 FY27 FY28 FY29 FY30
Machines $ 97411896 | § - 5 - S B00,000.00 | § 72300000 | § 483,000.00 | & Machines 13 o o 10 9 6 0
Bladder Scanner 5 - s - 5 165,200.00 | $ 165,200.00 | - 5 153,400.00 | $ - Bladder Scanner 0 0 14 14 0 13 0
Cardiac Patient Maonitoring $ 1,645,100.00 | $ 1,889,200.00 | 5 1,203,200.00 | $  743,444.00 | 5 1,600,000.00 | 5 1,600,000.00 Cardiac Patient Monitoring
Clinic Exam Tables e - s - S 65065000 | $ 80555000 | § 55505000 | $ 505750.00 | § 19,650.00 Clinic Exam Tables '] ] 191 224 110 99 3
Defibril & AEDs s - § 1,500,000.00 | 5 - 5 - 5 - 5 - 5 - Defibrillators & AEDs 0 100 0 0 0 o 0
EKG 5 23500000 |5 16250000 | 5 213,500.00 | § - 5 80,00000 | 5 - 5 126,000.00 EKG 18 18 24 ] 7 o 7
Endoscopy $  40,000.00 | § 1,300,00000 | 5 1,300,000.00 | 5 1,300,000.00 | 5 1,300,000.00 | $ 1,300,000.00 | $ 1,300,000.00 Endoscopy
Extemnal S 124,00000 | § - |s 13500005 - s - |3 - s - External 20 [ Z 0 0 o 0
Infant Warmers S 330,000.00 | § - 5 - 5 - 5 188,000.00 | 5 - 5 - Infant Warmers 15 o 0 0 4 o 0
Infusion Pumps $  120,00000 | 5 - [ 106500003 e - [$ 110000005 18500000 Infusion Pumps 3 0 508 0 0 55 04
Nebulizers s 26,625.00 | § - 5 - 5 - 5 - 5 18,300.00 | § - Mebulizers 78 o 0 0 0 37 0
‘OR Tables 5 478,000.00 | § - 5 330,000.00 | 5 - 5 - 5 - 5 345,000.00 OR Tables 10 o 6 ] '] o 5
Pulse Oximetry 3 - |s - |s 148270005 - |s 160520005 9,500.00 | § - Pulse Oximetry 0 0 196 0 169 34 0
sco 5 - |s - 15 - |$ - |$ - 15 - 15 = 5CD. o ] 0 o 396 0 [
SPD-Processing $ 97150000 | 5 331,000.00 | $ 449,000.00 | $ - 5
S 51,20000 | 5 - s - s i ) 2024 2025 2026 2027 2028
$ 41430000 |5 431,70000|5 2278000015 54520000 | 5 40 Modality
B - [s - |s - [$_ 23548000 S
5 $ 1,294,000.00 | 5 - 5 - 5 Replace Net New Total Replace Net New Total Replace  Net New Total Replace  Net New Total Replace  Net New Total
H - s 1sspononfs  2e400000(5 43750005 35[pyD N R - - - - N N - |5 128K - % 128K - -
Proj Annual Spend 5,459, 96 7,103, .00 5,98! .00 5, '4.00 5,

Bosed Annual spe e s 5 206K - 206K |5 206K - s ooeK - - - - - - - -
EY25 Notes: C-Arm - Mini| § 170K = 170K - - - - - - - - - - -
Anesthesia Machines: Repiocement of the units ot OMH & OB units at WMH that have an averoge age of over 13.| Cath - - - $  2B810K - § 2810K - - - - - - - -
organization. CT = = = 5 1.840K = & 1,840 = = = § 1.840K = § 1840K| S5 920K 5 920K
Cardiac Patient Monitoring : Continuation of our 7 year patient monitering repiacement pian. The replacements f

" fourTyeare 97 g g #ir - - - |5 _1s00k - 15 1500k - - - - - ~ | s 1soox $ 1,500K
for FY25/FY26. :
EKG: Continuation of replacing aging equipment ond accounting for the need to do Pediatric EKG in the ciinics. W] LiN ACC = = = = = = $ 3,000 = $ 3,000K = = = = =
the hospital fleet size. Mammao 5 1,000K - 1000K | 5 500K - 5 500K - - - 5 500K - $ 500K - -
Endoscopy: Repiacement of aging equipment that Blomed feeis needs to be repiaced in FY25 Mammo-Bio - - - - - - - - - - - - - -
External Pacemakers: Repiacement of aging flest with an average age of almost 6.5 y/o.
Infant Warmers: Replacement of the finai group of aged fleet with an average oge of 11 y/o. MR — 7 — § 2052K _ § 2.082K — 7 — § 2052K — § 2082K| 5 205K § 2,082K
Infusion Pumps: Replacement of our aging fleet with an average age of 11 y/o. These are different than the PCA, MM 13 948K - 948K - - - $ 948K - 5 948K | § 2.944K - & 2.84‘“‘( 5 948K $ 948K
Nebulizers: Replacement of aging fleet with an average age of almost 15 y/o. Would like to try and standardize 1| O-Arm B B _ _ _ ~ _ B ~ B ~ - - _
OR Tables: Replacement of tables at OMH & WivIH that have an average age of 20 y/o. There is one in particuiar | pET B B _ _ _ _ B B ~ B ~ B ~ _
SPD; Replacement of aging equipment at OMH & WMH. Sterilizer at OMH will no longer make the sterilization ¢
the air, at OMH & WMH are running a version that is no longer supported. Also, looking to repiace one ETO steriiiz R&F 5 565K - 565K - - - 5 1.130K - 5 130K $ 565K - 5 565K - -
Suction Reguitors: Finai group of aged reguiators nesding to be repioced. Robotics - - - - - - - - - - - - - -
Surgical ESU: Repiocement of units across the organization that have an average age of 21 y/o. uis 3 TEOK - TEOK - - - 5 7,480K - $ 7T480K |5 910K - $ 910K|s 260K § 260K
uis - Ccv 13 350K = 350K = = - $ 175K o $ 175K = = = 5 1,300K § 1,400K
/S - Int - - - - - - 5 1,120K - 5 1,120K - - - - -
XR 13 425K - 425K [ § 50K = $ 850K | § 1,700K = 5 1700K|§ 1,700K = § 1,700K| & 1,275K $ 1,275K
XR-Dental - - - - - - 5 450K - 5 450K - - - - -
XR-Mobile - = = = = = 5 165K = 5 165K | § 162K = 5 162K |5 162K 5 162K
YO Cnnn -
" " = =
s | = £ 8,517K $ 8,517K
i £ %3 -
Marker A::f' Modality C";‘é’;‘“" Location Model L"'I";":":?;‘:IL Facility Department OEM Grouped % ’i_: i L Fy2025 FYZ2026 FY2027 FY2028 FY2029 o= -
‘g -]
o o - - : - - : - BB B B B =
az EMERAGE 1 TH20ze 42.00
PHC329 | 00064156 Lin Ace “arian Medical Linac 1 Clinac 211 TiER015 Pewaukee Clinic WMH Rad Onc - PKE Other 3
Deanomowss Memorisl a1 AvERAGE 1 w2027 50.00
PHC328 00933424 Lin Aee WarianMedical | OMH Rad One Wital Beam HI3 32006 Hospital [ORH] OMH Riadiation Oneclogy Other 3
24 EMERAGE 1 10f2032 42.00
PHCI3 | 00702309 Lin Ace ‘arian Medical | Fiad Onc ONG Truebeam 1041342021 L. Greenwald Center WMH Rad Onu- MUK Other 3
r
(33 EMERAGE 1 20 42.00
PHC332 | 00200459 Lin Ace: ‘arian Medical  Rm 1031 ¥ault 2 Truebeam Tigd019 Pewaukee Clinic WMH Rad Onc - PKE Other 3




Plan Execution

Centralized capital request process

Engaging Finance

Project Management

* Design and planning with Construction Services

* Vendor engagement

* Managing both external and internal stakeholders and their expectations
* Equipment Planner engagement

* Equipment disposition for sale of equipment, if applicable



Multi Modality 5 Operational Cost 5 .
Y | Capital Cost Copital D FY24 Budgeted Asset#  UpgradelT ) Release of Fund
Product Price w/ Selectod o8 Potion  Tradeln Amounts | F R Department s e SR ° Re::ﬂ;n :

- Tpiees - Portion - (fﬁ'i-iﬂiﬂg)- - Amount Neenﬁ Amounts - - |mlmc‘¢h rﬂdejsﬁ

Training CT Apps and Tech Training $5,600.00 $0.00 $5,600.00 $0.00 $0.00 DNGCT NIA NIA Operational 121712023
Surgery Elite miniView $65,609.50 564,117.75 $1,49175 50.00 564 117.75 993201
$170,000.00 OMH Surgery Sell 240466000.001 12712023 6-8 weeks
Surgery Elite miniview $65,609.50 564117.75 51,49175 50.00 564117.75 0907
WIIH Surgery Sell 240276000.003 12712023 6-8 weeks
PCSMIC 7 Panda iRes Warmers (L&D) & 3 Giraffe OmniBed Carestations (MICU) $274377.01 $274,377.01 $0.00 $0.00 $274377.01 00043871
00043873
00041938
00043872
00041937
00043870
00041936
00042726
00042725 ‘Warmers 8-10 Weeks

WIH LDRP & NICU  [00042727 Sell? 240274100.001 120712023 Carestation 5-6 Months
PCS DCAR |4 MACYU3ED with trolleys $68,956.25 568,956.25 $0.00 $2,000.00 §70,956.25 00060875
00062991
00068811
Multiple 00600216 Trade 240261100.001 12712023
PCS DCAR |4 MACVU3ED with trolleys for WMH & 1 MACVU360 with trolley for Mukwonago $86,195.32 $86,195.32 $0.00 $2,500.00 £88,695.32 $163,665.00 00065731
00060977
00992088
00063789
Multiple 00060878 Trade 240265020.001 121712023
PCSPM  |31B450 Upgrade (reuse PDM, Mounting) 5173531.66 | $173,531.66 $0.00 $62,000.00 $235,531.66 WIH HCU Multiple Trade  |240272200.001 121712023 6-8 weeks

$320,584.00

Financial Breakdown






Change is difficult

Lite happens

Timing 1s important

Lessons Learned
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