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Let’s start with the good news
AI in pathology is already there… 



HT Médica, Spain – Network Model

AI for high-volume repetitive tasks
Focus: maximizing efficiency



Dr. Frederik Deman

ZAS, Antwerp – AI expertise center



AI in Breast carcinoma
- Diagnosis

- More accurate quantification of different 
markers:

 Ki67 (cutoff 14%) 

 ER & PR (cutoff 10%)

 HER2 (score 1+, 2+ and 3+)

- Fully automated reporting



IBEX prostate AI

1. Efficiency: reduction in TAT (25%; 1 day)

2. 30% reduction in IHC

3. Less interobserver variability - more 
consistency in grading /Gleason score

4. Fully automated reporting of all essential 
data  ~ structured reporting





Genius Hologic – PAP smear
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AI & Clinical decision making



AI – Today/Future

Advantages of AI:
- Accurate diagnosis
- Grading & classification
- Measurements (Breslow thickness –

melanoma)
- Workflow efficiency
- Triage
- Knowledge support
- Standardization
- Structured reporting (SNOMED coding)
- Cost control (avoiding additional IHC)
- Quality control

2022



Pitfalls / disadvantages of AI

• Overreliance “lazy & insecure pathologist”

• Bias in data 

• Black box

• Validation & EU regulation (IVDR)

• Cost (no reimbursement) and model 

• De-skilling (AI & trainee/residents)

• Need for specialized support within departments 

• GPUs (graphic processing units)

• IT integration 

Is this the solution to my problem?



So…
What are we waiting for?

Pytel et al. Medical studies 2022



What do you need to implement AI? 



2. Workflow adaptation - digital pathology

2-3 high-throughput
scanners

Image Management 
System (IMS)

Storage (1 slide ~1,5 GB)

Hardware (4K screens, 
spacemouse…)

Total cost ~ 1.000.000 €



3. AI & defining clinical need

• AI as supportive tool for operational efficiency

• Diagnostic precision & accuracy

• Specific biomarker quantification

• …

• Optimal treatment selection

What problem do you need / want to solve?



4. AI cost & implentation

• Majority hybrid costmodel: 
• annual software license ~ 50.000 – 250.000 €

• cost per case ~ 5 – 30 €

• implementation costs (integration, validation & training) ~ 10.000 – 100.000 €

• What determines the price:
• Number of cases per year

• Integration with digital pathology

• Level of automation (triage, reporting, …)

• Contract duration

• Country / negotiation position



AI transforming the laboratory landscape

• Individual cost of digital 
pathology and AI is too high
• Collaboration
• Central scanning hubs 
• Subspecialisation
• Standardisation ( workflow & 

reporting)

• Challenges:
• Logistics
• TAT
• Governance & data ownership 
• Acceptance of pathologist



Future perspectives

• Integration of pathology, radiology & genomics 

• Dynamic risk models instead of static classifications 

• AI as a “clinical co-pilot” 

• More precision, less overtreatment 



In conclusion

• AI is not a replacement, but an amplifier of clinical expertise 

• Already applicable in areas such as prostate and breast cancer 

• Great potential for personalized oncology care

• BUT… 



Special thanks to The Belgian Digital Pathology / Structured Reporting working group:

Prof. dr. Amélie Dendooven
UZ Gent ZAS, Antwerp



Voting questions

• Please take your phone to cast your vote
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