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Background:

Providence Seward Medical & Care Center (PSMCC) identified the need for a CT scanner in our strategic planning for several years.  Historical data revealed that patients were transported, sometimes by helicopter, or referred because PSMCC did not have the technology to perform CT.  Many of these patients could have been cared for in Seward if the capability were present to rule out serious injuries that required advanced care.  Being a Critical Access Hospital in a geographically and seasonally inaccessible area, this diagnostic tool would be an invaluable asset and gift to the community.  Located two and one-half hours from the nearest major medical facility, the addition of a CT Scanner would enable the elimination of excessive travel to have such specialized procedures done.

Activities:

Late August 2003 we were notified we were awarded the $288,000 Denali Commission Grant.  E proceeded to solidify the initial vendor quotes and coordinate the final purchase decision between PSMCC administration, medical staff, radiology department, and Providence Anchorage Medical Center (PAMC) radiologists.

During the month of September 2003 the Department of Health & Social Services prepared the grant agreements for each recipient.  We located the paperwork on November 17, 2003.

In October-November 2003, after several meeting with the Planning & Zoning committee and the City Council, it was determined the CT scanner would be located just outside the Emergency Room.  A new sidewalk was poured and the site was prepared for the CT Trailer to arrive.

November 21, 2003, the 3-% down payment to secure the CT scanner was made.  The installation of the electrical connections was completed prior to the arrival of the CT which was delivered on February 17, 2004.  Advanced Diagnostics, Inc. (ADI) proceeded with installation until the end of February.  The second check for 60% of the purchase price was delivered to ADI on February 22, 2004.

During the month of March and into April, 2004 we proceeded with installing and testing the second T-line, which would be our direct link to PAMC radiology department.  The communication testing was successful and we went live on April 7, 2004.  Our first two exams were performed on April 89, 2004.

Cost Containment (applies to capital projects only):

The original budget of $295,770 turned out to be insufficient to cover the costs of the total project including the CT scanner & trailer and installation.  The CT scanner & trailer cost totaled $295,450; installation of power $13,347.50; for a total project cost of $306,797.50.  The additional funds were provided by the City of Seward.

Project Outcomes:

Due to the extensive training that our radiology technologists must undergo prior to becoming competent to perform CT exams independently, we have not been able to realize the full benefit of decreasing the number of patient transports to Anchorage.  We currently have one fully qualified CT technologist who is able to perform emergent and routine CT testing.  He is currently training the other two radiology technologists.  Our goal is to have three fully qualified technologists who can perform routine and emergent CT’s by June 2004.

Problems Encountered: 

After the initial request for the grant was made, the administrator, medical director, and PAMC radiologists made the decision to purchase an upgraded CT scanner which was more expensive than we had originally anticipated.  Much thought was put into this decision and alternative funding was being sought to cover the additional cost.  Unfortunately the grant sought to cover these additional costs did not materialize.

September through November 2003 we were unsure of the sequence of events in regards to the grant process.  We did not completely understand the grant would be administered on a reimbursement basis until mid-November 2003.  Once that was established, we quickly coordinated with the City of Seward to bring the project to fruition.

February through April 2004 several delays were encountered during the development of the communication link to PAMC.  After overcoming several obstacles, the second T-line was installed and tested successful in April.

Conclusions and Recommendations:
We fell the addition of the CT scanner services to the community is invaluable.  Being able to provide this diagnostic tool to our medical staff and community members is a definite benefit.

The main lesson we learned is that we need to do more homework prior to submitting application paperwork for a grant.  We should have determined exactly which make and model of CT we needed.  We should have also researched the electrical and communication expenses thoroughly to better estimate total project costs.
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