
I’ve Got a Plan, Now What? How to Go From 
Planning to Executing Your Replacement Plans



About Us

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



The Team

Director

Biomed Manager

Biomed Supervisor

Biomed Techs (2) Imaging Tech Assoc. 
(2)

Procurement 
Specialist 

Operations Specialist

Imaging Tech

Sr. Imaging Techs (5)

Sr. Biomed Techs (5)

Sr. Integration Analysts (2)

Security DBA

HTM Program Manager

Project Manager

Project Coordinator

Equip. Lifecycle Planner

Biomed DBA



Replacement Plans
W

ha
t i

s 
a 

re
pl

ac
em

en
t p

la
n? • Schedule 

showing when 
equipment 
should be 
replaced

• Tool to help 
facilitate/support 
conversations

• Means to help 
support 
organizational 
goals/initiatives

W
hy

 d
oe

sn
’t 

ev
er

yo
ne

 h
av

e 
th

em
? • Reactive mindset

• They take time 
and effort

• Lack of  
understanding

R
ep

la
ce

m
en

t p
la

n 
be

ne
fit

s • Help drive 
standardization

• Cost avoidance
• Plants seed with 

senior leadership
• Improves odds 

of  capital getting 
approved

• Relationship 
builder



Biomed/HTM Operational 
Leaders

Senior 
Executives

Construction 
Services Contractors

Plan Stakeholder Engagement

Biomed/HTM
• Serviceability of  

equipment
• Total repair costs
• Cybersecurity 

risks/concerns
• Standardization

Ops. Leadership
• Downtime
• Technology
• Standardization

Senior Executives
• Cost
• Insight into 

company priorities
• Approval to 

proceed with plan

Construction Svcs.
• Project scope & 

design
• Infrastructure 

impact
• Budget analysis

Contractors
• Project scope & 

design
• Infrastructure 

impact
• Cost estimates
• Vendor equip. 

analysis



Replacement Plan



From Plan to Execution

Replacement 
Plan 

Development

Transition to 
Project Team

Project 
Execution



Project Landscape

Procuring 
Equip. from 
30+ vendors

Collaborating 
with 10+ 
External 

Stakeholders

Project 
Timelines 

Range from a 
Few Months 
to 3+ Years

6 Active 
Projects

4 Parked 
Projects

4 Approved 
Projects Next 

Fiscal Year



Project Management Process

Initiation

• Define project 
objectives, scope & 
deliverables

• Identify 
stakeholders

Planning

• Develop plan
• Define tasks
• Set timeline

Execution

• Carry out project 
plan

• Ensure tasks are 
completed on time 
and within budget

• Budget tracking

Monitor & 
Control

• Track project 
progress

• Identify potential 
issues

• Take corrective 
action to keep 
project on track

Closure

• Deliver final 
product 

• Formally complete 
project

• Document lessons 
learned

• Project Kickoff
• Design Meetings
• Vendor 

Engagement
• Equipment List 
• Equipment 

Disposition
• Project Budget
• Schedule

• Replacement 
Plans

• Infrastructure 
Impact

• Budget Analysis
• Stakeholder 

Identification

• Equipment 
Removal

• Misc. Equipment 
Procurement

• Vendor Mgmt.
• Project & Budget 

Updates
• Equipment 

Installs

• OAC Meetings
• Internal Project 

Manager Mtgs.
• Equipment 

Deliveries
• Schedule 

Variances
• Issue Tracker

• Operational 
Signoff  on 
Medical Equip.

• Invoices



Project Stakeholders

Construction 
Services

Contractors

Operational 
Leadership

Purchasing

Biomed/HTM

• Standardization adherence
• Assists with negotiations
• Determine 

supply/disposable or 
contract/agreement impact

• Signs necessary 
documentation like quotes, 
agreements, etc.



Project Tools

Work Breakdown Structure (WBS)

Equipment Planning 
Software

Project 
Mtgs.

Project 
Calendar

OneNote

Issue 
Tracker



Project Tool - Work Breakdown



Project Tool - Work Breakdown



Project Tool – Project Calendar



Project Tool - Issue Tracker



What’s Next?

Create 
Project 

Dashboard

Track 
Lessons 
Learned

Refine 
Process



Questions
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