
Strategic Approach To Developing A Mature 
Capital Replacement Program
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ProHealth Care is a community-based, non-profit healthcare system 

serving Waukesha County, WI and surrounding areas

4 hospitals 15 clinics Multiple joint ventures & 

partnerships
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… 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 is 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?

• Reactive mindset

• They take time and effort

• Lack of  understanding

Replacement plan benefits

• Help drive standardization

• Cost Avoidance

• Plants seen with senior leadership

• Improves odds of  capital getting approved

• Relationship builderW
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Beginning
Current 

State
Future 
State

• Single imaging plan

• Minimal strategy 

around what to 

replace and when

• Limited engagement 

with stakeholders

• Process changes

• Committees

• Clinical Device 

Integration

• Partnerships

• IT

• Construction 

Services

• Finance

• Senior Executives

• Proof  of  concept

• Expand and mature 

our replacement 

plans

• Improve oversight 

with partners

• Continue 

collaborations with 

various vendors
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Biomed/HTM

IT 

(Network & 
Epic)

Informatics
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 functionalityD
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Key 
Issues/Barriers

• Lack of  requirements from clinical areas

• Lack of  consistent RFP process

• Key stakeholders not always identified or included

What we needed

• A comprehensive RFP document ensuring all necessary data is 
being gathered

• Centralized management of  the process

• A mechanism to track and summarize vendor responses

Why are they 
important to do?

• Process to help ensure the best clinical and financial decisions were 
being made for the organization
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Biomed/HTM

• Serviceability of  equipment

• Total repair costs

• Cybersecurity risks/concerns

• Standardization

Operational

• Downtime

• Technology

• Standardization
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Construction 
Services

Purchasing

• Review replacement 

plan for upcoming 

year

• Understand if  any 

room refresh needs 

to occur

• Investigate 

infrastructure and call 

out any concerns

• Provide budget for 

construction

• Standardization 

adherence

• Assists with 

negotiations

• Determine 

supply/disposable or 

contract/agreement 

impact

• Signs necessary 

documentation like 

quotes, agreements, 

etc.
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Centralized capital request process

• Improved chances of  capital getting approved

• Ability to enforce standardization

• Leverage discounting for great cost savings/avoidance

Engaging Finance

• Review capital/operational breakdown of  spend

• Shepherd release of  funds request through process with Senior Executives

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
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Continue 
expanding 
our plans

Improve 
oversight 
with our 
partners

Continue 
working 

with 
developers
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Change is difficult

Life happens

Timing is important
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