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PROJECT LEAD:  Patrick Kwan, YaoYao Jia
Proposed Business Model
The proposed business model implements a hybrid fee-for-service and crowd-funded model whereby mobile users are able to download the software application for free, and are charged a payment of 30 cents per interpretation request. Approximately 50% of the payment will be distributed to cover the costs of end-user annotation, with a 50% margin intended to support software maintenance as well as scalability for an increased number of medical self-tests brands on the market. The business model furthermore implements options for donations and crowdfunding for further support in scalability, and provides blind, low-vision users with the options to volunteer for software testing. In line with the non-for-profit initiatives of THEIA in the provision of equitable healthcare

Business Model - Costs:
· How much would it cost to prototype?
· Prototype Development: N/A (Student Developers)
· Testing: 
· $40 per tester (3 x $5 medical test, 1 x $25 gift-card)
· 10 - 15 testers 

· How much would it cost to make a unit of the product?
	Item
	Costs to Produce Product

	Development
	N/A (Student Developers)

	Regulatory
	N/A

	Intellectual Property
	N/A

	Insurance
	TBC (AIRA)



· How much would it cost to maintain a unit of the product?
	Services
	Maintenance
	Scalability (Global)

	Development
	$0 (Student Developers)
	$21.38/hour for developers.

	BLV Test Instructions
	$0 (Student Developers)
	

	Multilingual Support
	$0 (Student Developers)
	No-Scale: Google Translate & Volunteer Human Verification
Scale:
· Professional Translation:
· $0.22/Word
· New Test: 2000 words.
· New Brand: 0 - 300 words.

	User Testing
	N/A
	No-Scale:
· End-User BLV Volunteers
Scale:
· BLV Users

	Regulatory Costs
	N/A
	N/A



· What are the other anticipated costs associated with the product? Consider regulatory, patenting, clinical trials, labour costs, etc
	Marketing

	Tier
	Item
	Costs

	First Tier (Australia)
	· Launch: Three-month awareness campaign involving:
· Advocacy groups and service providers (e.g. Blind Vision Australia, NextSense, Blind Citizens Australia)
· Support Workers, Programs & Official Channels → endorsement
· User Networks → word-of-mouth
· Talking Vision → radio advertisements 
· Physicians
· Government
· Ongoing Promotion:
· Word-Of-Mouth
	$10,000

	Second Tier (US)
	· Launch: 
	



Business Model - Revenue/Reimbursement
· Who pays for it? 
· End-users pay for the service (annotation, maintenance and development).
· If subsidised NDIS or Department of Health, Department of Health & Aged Care, margin can be increased.
· The latter purportedly responsible for COVID-19 support for aged and disabled people.
· NDIS does not subsidise costs if they can be covered by another funding body.
· How will you make money?
· 50% margin from fee charged per service, funded towards minimal maintenance and development. 
· Donations and crowdfunding from users, with funds going towards increased quality of scaled products (paid testers, paid translations). 
· Grant applications to go towards launching the applications in (i.e. testing, marketing) different geographical regions.
· Applying for funding from digital inclusion and accessibility charities, and philanthropic charities.
· Commission from participating retail testers and brands, with their brands are endorsed alongside blind & low-vision advocacy groups. 
· What is the sales/market penetration strategy?
· Collaboration with peak body advocacy groups and service providers (e.g. Blind Vision Australia, NextSense, Blind Citizens Australia)
· Advocacy to Department of Health/Aged Care 
· Funding
· Endorsement
· Promotion
· Disability Liaison Officer
· Physicians
· Promotion and endorsement
· Support Workers & Networks
· User Groups
· Talking Vision
· What is your proposed price? What are the current prices of competitors?
· Solution Comparisons

	Solutions Comparisons

	Parameters
	Accessibility Solutions

	
	THEIA
	AIRA
	Ellume
	NHS & BeMyEyes

	Availability
	Australia (Global)
	Global
	US
	UK

	Tests
	All (COVID, pregnancy, etc.)
	All (COVID, pregnancy, etc.)
	COVID
	COVID

	Conducting Test
	Costs
	Free
	· 89c per minute/10 minutes
· Total: $8.90
	$35
	· 0.28 per minute
· $3.08 - $8.4


	
	Privacy
	Yes
	No
	Yes
	N/A

	
	Independence
	Yes
	No
	Yes
	N/A

	
	Ease of Use
	TBC
	TBC
	TBC
	Yes

	Test Results
	Costs
	30c per job

	· 89c/minute x 1 minute = 89c
	N/A
	N/A

	
	Privacy
	Private
	No privacy
	Yes
	N/A

	
	Response Times
	Immediate - Next Day

Might potentially receive an inconclusive result. 
	Immediate
	Immediate
	N/A

	Cost per User per Test (e.g. COVID)
	$0.30 per Test (+ $5) = $5.30
	$9.80 per Test (+ $5) = $14.80
	$35
	$3.08 - $8.40 ($43 - $75)



· What is the reimbursement strategy?
· Not applicable. 
· What is the health economic profile compared to the SOP (standard operating procedure)?
· Not applicable.
· Does it fit within the hospital’s KPIs?
· Not applicable.
· Can you use an existing Medicare code? Do you need a new code?
· Not applicable.
· Can the code be claimed for your intended clinical context? Has there been precedence of this being done before?
· Not applicable.
· What are the other, comparable codes?
· Not applicable. 


Business Model - Risk Management
· What is the exit strategy?
· Acquisition of the asynchronous assistance model by centralised, larger platforms including BeMyEyes, which provides free synchronous assistance to users by connecting users to the support departments of large brands and manufacturers within the following domains:
· Technical (Spotify, Google, etc.)
· Personal Health (ClearBlue Pregnancy Tests)
· Blindness Organisations
· Careers
· Acquisition of the application by the federal government (e.g. Department of Health and Aged Care), in partnership with Vision Australia and Monash University.
· Acquisition of the application by the Monash Inclusive Technology laboratory as a research project. 
· Who are the potential acquirers?
· BeMyEyes
· Department of Health & Aged Care, Vision Australia
· Monash Inclusive Technology Laboratory
· Does it fit within the hospital’s KPIs?
· What is the investor ROI?

COVID-19 Statistics:
· Total Number of COVID Tests in Australia
	
	COVID Cases per Week
	Contacts per Case
	Tests per Week
	Tests per Day
	Tests per User per Day

	Tests
	350,000
	8
	2,800,000
	400,000
	0.015



· Number of PCR Tests in Australia: 
	
	Tests per Day
	Australian Population
	Test per User per Day

	PCR Tests
	52,438
	25.74 million
	0.002



· Number of RAT Tests per User per Day in Australia: RAT Tests/User/Day
· Number of RAT Tests per User per Year in Australia: 0.134 RAT Tests x 365 days = 4.9 RAT Tests per Day

Blind & Low-Vision User Statistics: 
	
	Smartphone Users (79%)
	Non-Smartphone Users (21%)
	Total

	Total
	302,136
	80,315
	382,4511




1 Adjusted for population growth from 2015. 



	
	Current Model
	Proposed Model

	
	AIRA
	PCR Tests
	THEIA
	AIRA
	PCR Tests

	Costs per User/Test/Year
	$9.79
	$82
	$0.30
	$9.79
	$82

	Number of BLV Users
	151,068 (50% of BLV Smartphone Users)
	151,068 (50% of Smartphone Users) +
72,283 (90% of Non-Smartphone Users) = 223,351
	120,854 (80% of AIRA Users) + 75,534 (50% of Smartphone Users Taking PCR Tests)
	30,213.6 (20% of AIRA Users)
	72,283 (90% of Non-Smartphone Users) + 75,534 (50% of Smartphone Users)

	Costs for BLV Population/Year
	$1,478,955.72
	Smartphone Users: $18,314,782
Non-Smartphone Users: $5,927,206 = $24,241,988
	$58,916.4
	$295,791
	$12,120,994

	Total Costs
	$22,720,943
	$12,475,701



Social Return on Investment (SROI):  
SROI = 0.82:1

The social return on investment is $0.82 is generated for every $1 with THEIA within the model. 

· What are the most significant risks and what is the de-risking strategy?
· Medical liability for an incorrect result (e.g. false positive, and false negatives).
· De-Risking:
· Two-fold cross-validation process.
· Users are refunded and advised that the RAT test results are unclear, or cannot be validated, and encouraged to:
· Share with a trusted carer to receive results.
· Retake the RAT test.
· Prompt the user to share the 
· End User Licence Agreement: Advise users that should they wish to follow the advice of the annotation instructions, that THEIA is not liable for incorrect results.
· Medical liability for creating BLV-friendly instructions from manufacturer’s tests:
· De-Risking:
· Provide users with the option to conduct the test according to the test manufacturer’s instructions of the BLV-friendly version.
· End User Licence Agreement: Advise users that should they wish to undertake the BLV-friendly version, RAT test instructions provided are intended to function as a general guide of the test manufacturer’s instructions, and that by undertaking this test neither the test manufacturer nor THEIA are liable for misinterpretation of the test instructions, nor incorrect results due to following instructions of the test. 
· Lack of uptake amongst blind and low-vision users.
· Acquisition of the asynchronous assistance model by centralised, larger platforms including BeMyEyes.
· Lack of volunteer base.
· Acquisition of the asynchronous assistance model by centralised, larger platforms including BeMyEyes.
· Channelling annotations towards blind and low-vision support companies (e.g. AIRA, BeMyEyes)
· Channelling annotations towards third-party annotation companies (e.g. Scale).
· Acquisition of the application by centralised, larger platforms including AIRA or BeMyEyes to leverage AIRA’s support platform. 

Market analysis
· What is the TAM (Total Addressable Market)?

	Global Smartphone Usage Amongst Blind & Low-Vision Users

	
	Smartphone Usage
	Blind & Low Vision Population
	Total BLV Smartphone Users

	High Income
	81% 
	29,500,000 (0.10%)
	23,895,000

	Low & Middle Income
	46.75%
	265,500,000 (0.90%)
	124,121,250

	Worldwide
	
	295 Million
	148,016,250 Million



	COVID-19 Tests (Mixed PCR & Antigen Tests)

	
	Tests per 1000 people per day
	Tests per Day from BLV User Group
	Tests per Year from BLV User Group

	World
	3.96
	3.96 * 142,998,750/1000 = 586,144
	206,689,309



Total BLV Tests Smarpthone User Per Year: 3.96 * 142,998,750 / 1000 = 586,144 Tests per Smartphone User per Day2

	Pregnancy Tests 

	
	Number of Females < 50 Years
	Tests per User
	Lifespan
	Tests for BLV Users
	Tests Per Year from BLV User Group 

	High Income Smartphone Users
	4,116,130
	1 per lifespan*
	80
	4,116,130
	51,451

	Low Income Smartphone Users
	21,381,011
	1 per lifespan*
	71
	21,381,011
	301,141

	Total
	25,497,141
	1 per lifespan*
	N/A
	50,816,426
	352,592



TAM: 352,592 + 206,689,309 = $62,112,570

· What is the SAM (Serviceable Available Market)?
· Australian Market

	
	Applicable Population
	Smartphone Usage Amongst Blind & Low-Vision Users
	Rate of Tests
	Total Tests
	Total Value of Tests

	COVID
	211,495
	79%
	4.9 per user per year
	1,063,325
	$310,897.5/year

	Pregnancy
	114,363
	79%
	1 per lifespan
	1572
	$471.6/year



SAM: $310,897.5 + $471.6 = $311,369 per year.

· What is the SOM (Serviceable Obtainable Market)?


	
	Applicable Population
	Awareness
	Population
	Rate of Tests
	Total Tests
	Total Value of Tests

	COVID
	211,495
	50%
	105,747
	4.9 per user per year
	518,160.3
	$155,448

	Pregnancy
	114,363
	50%
	57,181
	1 per lifespan
	57,181
	$57,181



· AIRA: 
· Rapid Antigen Tests:
· $155,448
· Pregnancy Tests:
· $57,181
· Total: $212,629
· Who are your competitors within the market?
· BeMyEyes 
· Synchronous model of assistance whereby users can be connected to support workers from large brands (e.g. ClearBlue Pregnancy Support Line), to assist with conducting pregnancy tests and reviewing results. 
· What are the segmentations within the market? Which one(s) are you targeting?
· Blind and low-vision smartphone users in Australia who prefer an asynchronous and private model of assistance.
· Can the market be expanded?
· Increasing marketing and promotion of applications to increase awareness levels of the application to 50%.
· UK, US, China.
· What are the major market forces?
· Extent of government funding.
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