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Project Overview
Patient interest in radiosurgery is growing. A non-invasive procedure, radiosurgery allows physicians to treat tumors with high doses of targeted radiation, instead of traditional procedures that require incisions. The CyberKnife is the most advanced and sophisticated technology available for radiosurgery. It uses image-guided robotics to destroy tumors with precisely directed beams of radiation. While it can be used on any part of the body, Woodland Ridge Hospital would initially focus on tumors of the brain, spine, head and neck.

CyberKnife Information 
Visit Accuray’s website for a complete overview of the CyberKnife system. Be sure to navigate through the major tabs they offer.


Video: Redefining Radiosurgery


This short video shows how the CyberKnife works and highlights many of its benefits. 

Benefits

CyberKnife is noninvasive; as a result, it has fewer complications than traditional open surgery.  Benefits of treatment with the CyberKnife include:

· Better quality of life during and after treatment

· Outpatient treatment means patients do not have to spend the night in the hospital

· Fewer treatment sessions than required with conventional radiation therapy. 

· Access to hard-to-reach, larger or previously inoperable tumors

· More accurate radiation targeting minimizes damage to the surrounding healthy tissue

· Ability to treat multiple tumors in different locations during a single session

· Treatment can be performed as an out-patient procedure

· No incision or scalpel

· No blood loss

· No anesthesia required for treatment

· Immediate return to normal activity

Success Stories 

Click on this link to read the success stories of those patients who have undergone a CyberKnife procedure. 

Staffing Issues

This project will require several key individuals, however Woodland Ridge already employs qualified people. With training and the CyberKnife, these employees could easily transition to new roles and operate this equipment. 

The staffing suggestions in this proposal are based on the idea of Full Time Equivalent employees or FTEs. 1 FTE is equal to 1 full-time employee who works 8 hours a day. Thinking about our staffing for this project in FTEs gives have some flexibility in how we staff each project. If we need 1.5 FTEs, for example, we may have 1 person who is employed full-time just to run the CyberKnife and then either employ a part-time person or allow someone working in another department to spend ½ their time working in the new CyberKnife facility. 

We also believe that as the demand for this service increases we will need more employees. We have included a formula to tie staffing and demand together. Once we know the demand for this service, we can use the formula to project how many employees we will need in a given year. That will help us more accurately project the compensation and benefits will need to pay these employees. We only want to hire and pay as many people as the demand for CyberKnife treatments requires. 

The following are the individuals necessary to run a CyberKnife treatment facility. 

Surgeons – specifically Neurosurgeons and Thoracic surgeons

These physicians treat patients with brain, spine and neck tumors. They order CyberKnife treatments for their patients, including a plan for how many sessions patients will receive as part of their treatment plan. The average patient with a head, neck of spine tumor receives three treatment sessions with the CyberKnife. 

Woodland Ridge currently has 4 neurosurgeons and 2 thoracic surgeons on staff. 

Note: Because they bill separately for their services, physicians do not need to be included in any planning for employee compensation or benefits. 

Radiation Therapists 

The radiation therapists perform the setup procedure and treatment delivery. 

Woodland Ridge currently employs several individuals who, with training, could easily perform the functions required by this role. We anticipate needing one and a half full time equivalents (1.5 FTEs) depending on how many procedures are being performed. 

We plan to determine how many employees each year by using the following staffing calculation:

# of procedures per day/ 8 hrs x 1.5 FTE = number of FTEs required

For example, if the CyberKnife were performing 6 procedures per day we would divide the number of procedure by hours in the working day, 8 hours. We would then multiply that figure by 1.5 FTEs. Doing so would tell us the number of employees we should plan for during that year. 

6 procedures / 8 hours X 1.5 = 1.13 FTEs

Registered Nurses 

These team members assist with the initial consultation, consent and follow-up after treatments. Nurses also assist with IV placement and contrast injection during CT and or MRI.

Woodland Ridge has many Registered Nurses who have expressed interest in working with this new technology. We anticipate being able to find employees within the hospital to fill these new positions. We anticipate needing 2 FTEs depending on how many procedures are being performed in an 8 hour period. 

We plan to determine how many employees each year by using the following staffing calculation:

# of procedures per day/ 8 hrs x 2 FTEs = number of FTEs required

Additional Personnel

At this time we plan to add the CyberKnife to the Radiology department, no additional managers will be required. However, the new equipment will increase the number of patients seen by the radiology department. As a result, we do plan to add 1 FTE to answer phones, schedule appointments for the equipment and perform other administrative functions. We are not planning to tie this person to demand for the service because s/he could perform other administrative functions for the Radiology department as needed. 

Salary Issues

The following compensations are for 1 FTE per year. 

· Radiation Therapist - $32,000 per year

· Registered Nurse - $50,000 per year

· Administrative Front Desk - $25,000 per year

Benefits

Woodland Ridge also spends an additional 28% of the total salary for all FTEs on a project to cover medical and dental benefits.  

Facility Issues 

The CyberKnife equipment can be installed within our existing radiology department. It already contains rooms able to operate machines putting out significant amounts of radiation. Some remodeling will need to be done in order to properly accommodate the equipment and technician’s workspace. 

Site Planning Specifications

The CyberKnife treatment facility is made up of three rooms, including: 

· Treatment room – where the equipment is housed and patients actually receive their CyberKnife procedures. This room should have an intercom and closed circuit TV cameras for monitoring patient during the treatment.

· Control room – where the technicians and nurses operating the procedure can work. The room should have counter space and workstations sufficient for at least two people. This room requires access to the Internet.  

· Equipment room – where other necessary equipment is stored. 

Total facility is 1000 square feet.  

Required CyberKnife Equipment
Click here for and overview of the major equipment used for treatment. 
Patient Profile

The following are patients who would benefit from CyberKnife treatment. 

· Patients with inoperable brain tumors

· Patients who have exhausted other means of tumor removal (previous operations have not worked)

· Patients who are too sick to survive an open procedure (elderly, other illnesses.)

· Research patients

Evidence does suggest that this kind of breakthrough technology will attract patients from at least 100 miles away, allowing Woodland Ridge Hospital to pull patients from a much wider area than it normally would.

Other Patient Considerations

CyberKnife is not yet an accepted treatment for all major cancers and tumors. Though it is growing in popularity and its effectiveness is becoming more widely accepted, it is still primarily an option for patients who cannot be treated any other way. Because of this Woodland Ridge had decided to plan the CyberKnife facility primarily for those patients who fit the profile outlined above.  

There is some evidence that over the next several years, CyberKnife will become the gold standard for the way cancer patients are treated. Growing success in treating prostate cancer is an exciting look at the possibilities this equipment offers. 

Financial Issues

Operation

We plan to operate the CyberKnife facility Monday through Friday from 8 AM to 6 PM. Procedures take between 3 and 90 minutes, so we anticipate being able to accommodate up to 8 procedures per day. 

The facility will be open 50 weeks per year. 

Cost of the Procedure

We plan to charge $4000 per procedure. 

Payor Considerations

Medicaid will not cover this procedure, so unless those patients have some other way of paying, Medicaid patients will not be eligible to receive this treatment. 

Self-pay patients will be required to pay 100% of the cost up-front, before the procedure can be performed. 

Initial Costs  

Remodel of the facility within the Radiology department will cost $1million. Purchase of all the CyberKnife equipment totals $4,940,000. Expenses for miscellaneous office furniture, including chairs, lockers, desks, etc total $42,000 and office equipment, including PCs, faxes, printers, etc. total $18,000.
Ongoing Costs

There are some other variable and fixed expenses associated with this project. There are some consumables, a variable expense, associated with the procedure. We anticipate those materials to cost $24 per procedure. Also when we purchase the CyberKnife we will need to maintain an annual service contract for maintenance at a cost of 4% of the equipment purchase price. This service contract begins in year two of the project. This is a contractual price, which will remain constant for the entire length of the project. 

Finally, the CyberKnife facility will bear the expenses of any other hospital department, including the following annual costs:

· Space/Maintenance fee - $15 per square foot

· Furniture Maintenance fee – 10% of the initial cost of office furniture

· Equipment Maintenance fee – 12% of the initial cost of office equipment

· Overhead, including:

· Equipment Overhead - 5% of the initial cost of all the facilities equipment (The CyberKnife equipment, Office furniture and office equipment)

· Hospital Overhead – 8% of the total expenses in a given year

RESEARCH

Based on this proposal Woodland Ridge Hospital has entertained several inquiries from researchers hoping to use the equipment. Based on these inquiries we have projected the following revenue and costs and growth associated with research. 

General Research - $60,000 additional revenue in year 1. We anticipate that the total for revenue for general research will increase by 50% each year for the life of the project. We project costs associated with general research to be 65% of its revenue. 

Animal Research - $25,000 additional revenue in year 1. We anticipate a yearly growth of 20% each year and project costs associated with animal research to be 75% of the revenue it generates. 

Timeline

Once we purchase the CyberKnife it will take 6 months to update the facilities, install the equipment. Once the installation is complete we can begin treating patients. We plan to hire and train employees about 1 month before the installation is complete. 

This is a 6-year project, with plans to salvage the equipment at the end of year six for $500,000. 
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