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Operating Margin

Operating Margin    =   Operating Revenue - Total Expense
Operating Revenue

• Typical – 2%
• Pre-pandemic dropped to 1.6%*
• During the pandemic dropped to 0.5%**
• Over 30% of not-for-profit Hospitals run with negative margins
• The CARES (Coronavirus Aid, Relief, and Economic Security) Act 

helped to keep HCOs afloat
• Revenue Centers vs. Cost Centers 
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2024 Recovery/New Challenges

• Hospital inpatient and emergency room (ER) patient volumes dropped 20% in 2023 
compared to 2019. 

• Despite these declines, 59% of healthcare leaders anticipate improved financial performance for 

hospitals and health systems in 2024. 

• Year-to-date hospital operating margins remain positive at 3.8% through April 2024.
• Cybersecurity Infrastructure And Virtual Health Lead Technology Focused Efforts. 
• Eighty-six percent of hospitals and health systems expect increased technology 

budgets in 2024. 
• In 2023, over 700 healthcare data security breaches were reported, including 43 

ransomware attacks. Workforce Challenges Remain Top Issue For Third 
Consecutive Year

• Sixty-six percent of hospitals and health systems operated below maximum capacity 
in 2023 due to ongoing staff shortages and workforce issues. 

*From MarketWatch Report August 30, 2024 
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Operating Budgets

• Fiscal Year

• Budget Cycle/Timing of Budget Planning

• Contracts

• Training***

• Staffing

• Historical

• Zero-based

• CoSR

• General Ledger(GL) Accounts
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OER
Org. Operating Expense

Annual Cost of Maintenance
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Supplies
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Other 

Expenses
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Staffing
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Manning Data
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ProHealth Staffing Model

ProHealth Care Summary Trend Fiscal 2012 FY 2020 FY 2021 FY 2022 FY 2023 FY 2024 FY 2025

Biomed and HTM Actual Actual Actual Actual Actual YTD Projected

Equipment Inventory 18,348 17,657 19,184 19,452 20,162 20,400 

Total cost of Inventory (Purchase $) 113,392,880 136,961,051 133,396,802 150,216,157 161,183,016 167,527,538 172,000,000 

Average Device per Tech 1,223 1,139 1,238 1,255 1,301 1,236 

Tech Productivity 104.9% 101.8% 102.6% 100.3% 102.0% 100.0%

Total Number of Service Tickets 20138 21837 23500 21506 20020

Parts Sourcing Savings $ $     271,384 $     353,807 $     584,836 $     644,462 $     250,782 $    650,000 

Combined Operating Expenses 6,205,433 5,829,820 5,949,190 6,578,730 7,047,075 6,997,394 9,021,746 

Cost of Support Ratio 5.47% 4.24% 4.22% 4.32% 4.34% 4.52% 5.36%
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ProHealth Staffing Model

ProHealth Care Summary Trend Fiscal 2012 Fiscal 2020 FY 2021 FY 2022 FY 2023 FY 2024 FY 2025

63600 PHC BioMedical Eng. Actual Actual Actual Actual Actual YTD Projected

Total Operating Revenue 10,155 18,623 17,210 15,739 19,105 17,816 20,000 

Operating Expenses

Salaries & Wages 1,378,105 1,449,388 1,556,788 1,558,400 1,680,509 1,594,653 

Benefits 104,207 104,334 112,282 113,528 122,466 116,395 

Supplies 6,062 4,972 4,759 6,886 3,693 3,729 

Support Services 3,213,762 2,502,758 2,318,136 2,592,723 2,973,793 3,016,021 

Other Expenses 1,493,879 1,296,985 1,467,043 1,723,037 1,592,731 1,643,304 

Biomed Total Operating Expenses 6,205,433 5,358,437 5,459,008 5,994,574 6,373,192 6,374,102 8,141,746 

PHC Total Operating Expense 811,182,000 847,686,000 920,703,000 927,221,000 814,878,000 

Total Operating Expense Ratio 0.66% 0.64% 0.65% 0.69% 0.78% #DIV/0!

Operating Income/(Loss) $ (6,195,278) $ (5,339,814) $ (5,441,798) $ (5,978,835) $ (6,354,087) $ (6,356,286) $(8,121,746)

Cost of Service Ratio 5.47% 3.91% 4.09% 3.99% 3.95% 4.15% 4.73%
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ProHealth Staffing Model

ProHealth Care Summary Trend Fiscal 2020 FY 2021 FY 2022 FY 2023 FY 2024 FY 2025

63700 PHC Healthcare Tech Mgmt. Actual Actual Actual Actual YTD Projected

Total Operating Revenue

Operating Expenses

Salaries & Wages 446,891 437,505 539,072 622,889 569,946 

Benefits 31,752 31,311 38,927 45,048 42,345 

Supplies

Support Services 1,666 1,518 27,618 

Other Expenses 9,697 38,576 21,896 23,533 1,199 

Total Operating Expenses 490,006 507,392 599,895 692,988 641,108 900,000 

Operating Income/(Loss) $    (490,006) $    (507,392) $    (599,895) $    (692,988) $    (641,108) $   (900,000)

Equipment Disposition Revenue $ $       37,080 $     341,759 $       98,226 $       64,149 $       71,622 $      60,000 

Equipment Redeployed Value $  1,629,765 $       27,663 $      30,000 

Total Value of HTM Department $    (452,926) $    (165,634) $    (501,669) $  1,000,926 $    (541,823) $   (810,000)
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DATA INTEGRITY!!!
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Capital Budgets

• Revenue Driven

• Typically 3 buckets

• Strategic

• Recurring

• Contingency

• Capital Criteria

• Typical Process

• Capital Committees

• Capital Allocations

• Capital Planning
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Capital Planning Assessment Factors
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Sample Capital Plan
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ProHealth Capital Plan
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ProHealth Capital Plan
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ProHealth Capital Plan



CLASSIFICATION: INTERNAL

ProHealth Capital Plan
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ProHealth Capital Plan
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Cost 
Reductions
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2019:
• Aging of the workforce 

identified as the biggest 
challenge affecting the 
HTM field

• Avg. age of survey 
respondent 49 yrs. Same 
as 2018

• 33% 55 and older
• 17% 35 and under
• Excessive increase in 

workload, causing 31% to 
look for other 
opportunities

HTM Staffing Trends

2024:
• Lack of young people entering the 

HTM field still a major concern
• 27% 55 and older
• 24% 30 and under
• More females entering the field 

(22% vs. 11% the previous year)
• Quote from recent MD Expo : “If 

you think you’re going to be able 
to continue operating the way you 
always have been, you’re 
mistaken. It is not sustainable. 
We must look at doing things 
differently.”
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HTM Staff 

Competencies
Technician City State Zip Primary Secondary Tertiary

Office/Shop 

Location
Proposed Assignment

Arnold, Dick Mukwonago WI 53149 General Biomed SLMC

Barclay, Ben Appleton WI 54911 Surgical 

Services/Anesthesia

ABMC Anesth - North Zone

Bardwell, Scott Grafton WI 53024 General Biomed AMC-WC Vent - North Central 

Zone

Berres, Mike Milwaukee WI 53224 General Biomed SLMC Gen Rad - Metro Zone

Bucio, Juan Grafton WI 53024 General Biomed SLMC

Burgos, Victor Milwaukee WI 53207 Ventilator Laser ASMC Vent - Metro South 

Zone

Dornacker, Dale New Berlin WI 53151 Linac Gen Rad/Mammo/Bone 

Density

SLMC Linac - South Zone

DuPont, Joe Muskego WI 53150 General Biomed ASMC

Eilers, Bill Muskego WI 53150 General Biomed WAMH

Feldman, Peter Waukesha WI 53186 Anesthesia Ultrasound ASMC Anesth - Metro South 

Zone

Franks, Bobby Kenosha WI 53144 Gen Rad/Mammo/Bone 

Density

General Biomed MHB Gen Rad - South Zone

Glader, Dan Burlington WI 53105 General Biomed Sterilization MHB

Glowacki, Dave Oak Creek WI 53154 Anesthesia SLMC Anesth - Metro South 

Zone

Gonzo, Bruce Racine WI 53405 Cath Lab (Imaging) Gen Rad/Mammo/Bone 

Density

ASMC Nuc Med - South Zone   

Linac South Zone

Haase, Bill Oak Creek WI 53154 Linac Gen Rad/Mammo/Bone 

Density

SLMC Linac - South Zone

Hendrickson, Kevin Menomonee Falls WI 53051 General Biomed Ultrasound SLMC US - Metro Zone

Hodel, Daniel Hales Corners WI 53130 CT MRI Gen 

Rad/Mammo/Bon

e Density

ASMC (Partial) CT - Metro 

Zone    (Partial) MRI - 

Metro South Zone

Horner, Tom Cascade WI 53011 General Biomed Sterilization Gen Rad/ 

Mammo/Bone 

Density

AWMC

Hunkel, Richard Oak Creek WI 53154 Gen Rad/Mammo/Bone 

Density

General Biomed SLMC Gen Rad - Metro Zone

Jasinski, Bob Mukwonago WI 53149 General Biomed ALMC

Johnson, Neal Waukesha WI 53189 Cath Lab (Imaging) Gen Rad/Mammo/Bone 

Density

SLMC Cath Lab - Metro Zone
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HTM 

Competency

Assessment 

Form

HTM 
             

Competency Assessment Form 
             

              

 

0443-Biomed Asst. 0469-Imaging Tech I 

Level 1 Demonstrates little or no 
knowledge of task/subject and may not 
work independently 

Employee Name: 0451-Tech I 0480-Imaging Tech II Level 2 Demonstrates general 
knowledge of task/subject and may work 
under direct supervision 

Employee #: 0452-Tech II 4957-Imaging Lead Level 3 Demonstrates working 
knowledge of task/subject and may work 
independently 

Date: 0453-Tech III 
 

Level 4 Demonstrates advanced 
knowledge of task/subject and 
consistently works independently 

Job Code: 4956-Biomed Lead 
 

Level 5 Demonstrates a high level of 
expertise and the ability to provide 
technical support, instruct, and assess 
others               

General Competency 

Core Competency Technician Rating Technician Comments Reviewer Rating 
Reviewer 

Comments 

Hand Tools 1 2 3 4 5   1 2 3 4 5   

Power Tools 1 2 3 4 5   1 2 3 4 5   

Safe Work Practices 1 2 3 4 5   1 2 3 4 5   

Digital Volt Meter (DVM) 1 2 3 4 5   1 2 3 4 5   

Oscilloscope 1 2 3 4 5   1 2 3 4 5   

Device Safety Testing 1 2 3 4 5   1 2 3 4 5   

Medical Equipment Database 1 2 3 4 5   1 2 3 4 5   

Purchasing: Parts and supply ordering 
and associated policies. 

1 2 3 4 5   1 2 3 4 5   

Department Policies 1 2 3 4 5   1 2 3 4 5   

Department Manual 1 2 3 4 5   1 2 3 4 5   

Computer Competency: Lotus Notes, 
MS Office, Operating Systems, etc. 

1 2 3 4 5   1 2 3 4 5   

Network Theory 1 2 3 4 5   1 2 3 4 5   

Network Functional Knowledge 1 2 3 4 5   1 2 3 4 5   

Digital Information Communication 
Protocol Theory (DICOM) 

1 2 3 4 5   1 2 3 4 5   

Digital Information Communication 
Protocol Functional Knowledge 
(DICOM) 

1 2 3 4 5   1 2 3 4 5   

General Biomed 

Core Competency Technician Rating Technician Comments Reviewer Rating 
Reviewer 

Comments 

Biomedical Theory 1 2 3 4 5   1 2 3 4 5   

Biomedical Test Equipment 1 2 3 4 5   1 2 3 4 5   

General Biomedical Devices - 
Functional Knowledge ex: Infusion 
Pumps, NIBP Units, Pulse Oximeters, 
etc. 

1 2 3 4 5   1 2 3 4 5   

General Biomedical Devices - PMs  1 2 3 4 5   1 2 3 4 5   
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HTM 

Competency

Assessment 

Form

General Biomedical Devices - Basic 
Repairs 

1 2 3 4 5   1 2 3 4 5   

General Biomedical Devices - 
Advanced Repairs 

1 2 3 4 5   1 2 3 4 5   

Respiratory Equipment - Functional 
Knowledge ex: BiPap, CPAP 

1 2 3 4 5   1 2 3 4 5   

Infant Care Equipment - Functional 
Knowledge ex: Infant Incubators, 
Physiological Monitoring Devices 

1 2 3 4 5   1 2 3 4 5   

Infant Care Equipment - PMs  1 2 3 4 5   1 2 3 4 5   

Infant Care Equipment - Basic Repairs 1 2 3 4 5   1 2 3 4 5   

Infant Care Equipment - Advanced 
Repairs 

1 2 3 4 5   1 2 3 4 5   

Patient Monitoring Networks - 
Functional Knowledge 

1 2 3 4 5   1 2 3 4 5   

Patient Monitoring Networks - PMs 1 2 3 4 5   1 2 3 4 5   

Patient Monitoring Networks - Basic 
Repairs 

1 2 3 4 5   1 2 3 4 5   

Patient Monitoring Networks - 
Advanced Repairs 

1 2 3 4 5   1 2 3 4 5   

Basic Respiratory Equipment - 
Functional Knowledge BIPAPs, 
CPAP's, Oxygen Concentrators 

1 2 3 4 5   1 2 3 4 5   

Biomed Specialty  

Core Competency Technician Rating Technician Comments Reviewer Rating 
Reviewer 

Comments 

Advanced Respiratory Equipment - 
PMs  

1 2 3 4 5   1 2 3 4 5   

Advanced Respiratory Equipment - 
Basic Repairs 

1 2 3 4 5   1 2 3 4 5   

Advanced Respiratory Equipment - 
Advanced Repairs 

1 2 3 4 5   1 2 3 4 5   

Anesthesia Equipment - Functional 
Knowledge 

1 2 3 4 5   1 2 3 4 5   

Anesthesia Equipment - PMs 1 2 3 4 5   1 2 3 4 5   

Anesthesia Equipment - Basic Repairs 1 2 3 4 5   1 2 3 4 5   

Anesthesia Equipment - Advanced 
Repairs 

1 2 3 4 5   1 2 3 4 5   

Sterilization Equipment - Functional 
Knowledge 

1 2 3 4 5   1 2 3 4 5   

Sterilization Equipment - PMs 1 2 3 4 5   1 2 3 4 5   

Sterilization Equipment - Basic Repairs 1 2 3 4 5   1 2 3 4 5   

Sterilization Equipment - Advanced 
Repairs 

1 2 3 4 5   1 2 3 4 5   

Surgical Tables and Lights - Functional 
Knowledge 

1 2 3 4 5   1 2 3 4 5   

Surgical Tables and Lights - PMs 1 2 3 4 5   1 2 3 4 5   

Surgical Tables and Lights - Basic 
Repairs 

1 2 3 4 5   1 2 3 4 5   

Surgical Tables and Lights - Advanced 
Repairs 

1 2 3 4 5   1 2 3 4 5   

Medical Lasers - Functional Knowledge 1 2 3 4 5   1 2 3 4 5   

Medical Lasers - PMs 1 2 3 4 5   1 2 3 4 5   

Medical Lasers - Basic Repairs 1 2 3 4 5   1 2 3 4 5   

Medical Lasers - Advanced Repairs 1 2 3 4 5   1 2 3 4 5   

Imaging I  

Core Competency Technician Rating Technician Comments Reviewer Rating 
Reviewer 

Comments 

Imaging Theory 1 2 3 4 5   1 2 3 4 5   
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HTM 

Competency

Assessment 

Form

Non-Invasive Radiation Tester 1 2 3 4 5   1 2 3 4 5   

General Radiographic Systems - 
Functional Knowledge 

1 2 3 4 5   1 2 3 4 5   

General Radiographic Systems - PMs 1 2 3 4 5   1 2 3 4 5   

General Radiographic Systems - Basic 
Repairs 

1 2 3 4 5   1 2 3 4 5   

General Radiographic Systems - 
Advanced Repairs (Includes tube 
changes) 

1 2 3 4 5   1 2 3 4 5   

Mammography Systems - Functional 
Knowledge 

1 2 3 4 5   1 2 3 4 5   

Mammography Systems - PMs 1 2 3 4 5   1 2 3 4 5   

Mammography Systems - Basic 
Repairs 

1 2 3 4 5   1 2 3 4 5   

Mammography Systems - Advanced 
Repairs (Includes tube changes) 

1 2 3 4 5   1 2 3 4 5   

C-arms - Functional Knowledge 1 2 3 4 5   1 2 3 4 5   

C-arms - PMs 1 2 3 4 5   1 2 3 4 5   

C-arms - Basic Repairs 1 2 3 4 5   1 2 3 4 5   

C-arms - Advanced Repairs (Includes 
tube changes) 

1 2 3 4 5   1 2 3 4 5   

MRI Systems - Functional 
Knowledge/Safety 

1 2 3 4 5   1 2 3 4 5   

MRI Systems - PMs 1 2 3 4 5   1 2 3 4 5   

MRI Systems - Basic Repairs 1 2 3 4 5   1 2 3 4 5   

MRI Systems - Advanced Repairs 1 2 3 4 5   1 2 3 4 5   

R&F Systems - Functional Knowledge 1 2 3 4 5   1 2 3 4 5   

R&F Systems - PMs 1 2 3 4 5   1 2 3 4 5   

R&F Systems - Basic Repairs 1 2 3 4 5   1 2 3 4 5   

R&F Systems - Advanced Repairs 
(Includes tube changes) 

1 2 3 4 5   1 2 3 4 5   

CT Systems - Functional Knowledge 1 2 3 4 5   1 2 3 4 5   

CT Systems - PMs 1 2 3 4 5   1 2 3 4 5   

CT Systems - Basic Repairs 1 2 3 4 5   1 2 3 4 5   

Imaging II  

Core Competency Technician Rating Technician Comments Reviewer Rating 
Reviewer 

Comments 

Imaging Theory 1 2 3 4 5   1 2 3 4 5   

Ultrasound First Call System 1 2 3 4 5   1 2 3 4 5   

Non-Invasive Radiation Tester 1 2 3 4 5   1 2 3 4 5   

Linear Accelerators - Functional 
Knowledge 

1 2 3 4 5   1 2 3 4 5   

Linear Accelerators - PMs 1 2 3 4 5   1 2 3 4 5   

Linear Accelerators - Basic Repairs 1 2 3 4 5   1 2 3 4 5   

Linear Accelerators - Advanced 
Repairs 

1 2 3 4 5   1 2 3 4 5   

Nuclear Medicine Systems - Functional 
Knowledge 

1 2 3 4 5   1 2 3 4 5   

Nuclear Medicine Systems - PMs 1 2 3 4 5   1 2 3 4 5   

Nuclear Medicine Systems - Basic 
Repairs 

1 2 3 4 5   1 2 3 4 5   

Nuclear Medicine Systems - Advanced 
Repairs 

1 2 3 4 5   1 2 3 4 5   

Ultrasound Systems - Functional 
Knowledge 

1 2 3 4 5   1 2 3 4 5   
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Ultrasound Systems - PMs 1 2 3 4 5   1 2 3 4 5   

Ultrasound Systems - Basic Repairs 1 2 3 4 5   1 2 3 4 5   

Ultrasound Systems - Advanced 
Repairs 

1 2 3 4 5   1 2 3 4 5   

Vascular Systems - Functional 
Knowledge 

1 2 3 4 5   1 2 3 4 5   

Vascular Systems - PMs 1 2 3 4 5   1 2 3 4 5   

Vascular Systems - Basic Repairs 1 2 3 4 5   1 2 3 4 5   

Vascular Systems - Advanced Repairs 1 2 3 4 5   1 2 3 4 5   
              

              

Employee Signature: 
     

Reviewer Signature: 
       

              

  
     

    
      

              

 

HTM 

Competency

Assessment 

Form
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Assess Your 
Inventory and the 
Skills Required to 
Support that 
Inventory

• In-house
• Contracted 

Services
• Outsourced Low 

End Inventory
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Put Together a Business Plan
Key Strategies

Healthcare Technology Management will pursue the following key 

strategies:

1. Develop in-house support for high end modalities (CT, MR, 

Nuclear Medicine) to eliminate costly outside services.

2. Complete development of in-house support for Anesthesia, Laser, 

Sterilizer, Imaging, and Diagnostic Ultrasound equipment in all 

regions.

3. Develop Aide or Assistant positions and work to push high tech 

services to more experienced techs, while migrating low end, low 

tech services to non-degreed positions.

4. Complete standardization of services, methods, policies, and 

procedures while maintaining flexibility to meet the needs of all 

customers.

5. Complete development and implementation of Asset Management 

System. Work with Corporate IS and CMMS Vendor to interface 

front end Maintenance Management System to Capital Acquisition, 

Accounting, Accounts Payable, Finance, and Purchasing systems.

6. Develop IS applications expertise to provide support to any device 

or application that interfaces with Clinical Equipment.

7. Expand HTM website features to provide greater value to 

customers/staff.

8. Complete development of Lab Services.

9. Complete development of Depot Services.

10. Develop Parts Specialist position.

11. Complete development and staffing for support to VNA.

12. Complete pilot program for in-house endoscopy service.

13. Complete development of infrastructure for marketing services 

outside of XXXX Health Care.
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HTM Career 

Ladder

Clinical Engineering Career Ladder 
 

Objectives of the Career Ladder 

• Acknowledge individual’s performance and accomplishments 

• Set expectations for future performance 

• Provide a tangible link to the job descriptions, CE standards, and 
performance 

• Provide career growth opportunity 

• Support recruitment and retention of CE Technicians 

• Direct efforts for attaining department goals 
 
Operations of the Career Ladder 

• Consists of all levels of both Biomedical and Biomedical Imaging 
Technicians, with criteria for each. 

• Consideration for promotion is based on department needs and all 
promotional considerations being met.  

• Clinical Engineering Leadership will communicate promotional 
opportunities to the technicians. 

• Interested technicians must present evidence of meeting the stated criteria. 

• A written narrative from the technician including examples of achievement 
for each element of the career ladder is required for advancement. 

• The criteria will be reevaluated on a periodic basis. 

• Annually, at performance review, all technicians are expected to present 
evidence that demonstrates they continue to meet standards established 
for their current level. The technicians should document this within the self-
evaluation section of the performance evaluation forms. 

• Technicians who do not continue to meet the criteria for their current level 
will have goals set with the intent to reach that level. Failure to accomplish 
these goals within 90 days will be considered a voluntary decision by the 
technician to no longer remain at that level, and will result in a demotion to 
the appropriate level. 

• Promotion via the career ladder is not dependant on years of employment. 
Rather, it is dependant on documented performance and development as 
stipulated herein. 

 
Required Considerations 

• Leadership 

• Performance improvement 

• Initiative 

• Compliance with Clinical Engineering’s Data Integrity Policy 

• Technical competence 

• Communication effectiveness 

• Compliance with Clinical Engineering policies and procedures 

• Personal and professional development 
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HTM Career 

Ladder
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HTM Career 

Ladder
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Device Hours vs. Non-Device Hours

● Device Hours
○ PM

○ CM

○ Incoming Inspections

○ Incident Investigations

○ Hazard Alerts

○ Recalls

○ Average/Tech
■ 1001 Dev. Hrs.

■ 859 Non-Dev Hrs.

 Non-Device Hours

 Department Meetings

 Compliance Training

 Vendor Training

 Administrative Work

 Travel
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Device Hours Trend
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Other Opportunities

● Inside the Box

○ Auto Expense

○ Freight/Shipping

○ Capital Planning

■ Leverage Data to Drive Better Decisions

○ Negotiate at time of Purchase****
■ Parts discounts

■ T&M Labor Discounts (Including overtime and premium 

hourly rates)

■ Extended warranty

■ Training

■ Service Software Keys
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Supplies
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Other 

Expenses
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Other Opportunities

● Outside the Box

○ Equipment Distribution

○ Equipment Disposition

○ Revenue generating opportunities

■ Depot Repair

■ Outside Service 
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agresch@goaims.com

Robert.Bundick@phci.org

mailto:agresch@goaims.com
mailto:David.Scott2@uchealth.com
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