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Diffusion of Innovation, Part II

Our previous column had two main points: (1) diffusion of good innovations is important
and (2) that innovations are more likely to diffuse if they have the following five
characteristics: relative advantage, compatibility, simplicity ("complexity" below),
trialability and observability.

This column will consist of two brief case analyses: one on Electronic Medical
Records (EMRs) and one on online shopping. Both are based on the same technology;
both will be analyzed in light of the characteristics of successful diffusion.

Electronic Medical Records

Although early EMRs were developed almost as soon as computers became
available to hospitals, current data indicate that fewer than 10 percent of U.S. hospitals
utilize an EMR. To combat slow diffusion, regulatory and quasi-regulatory initiatives
have invested countless hours and millions of dollars to encourage adoption. Indeed,
President Bush's 2004 "State of the Union" address declared that within 10 years
every patient would have an EMR.

While the slow adoption of EMRs seems puzzling, a brief analysis of this innovation
will show that the failure to diffuse is perfectly predictable.

Relative Advantage. Although proponents of EMRs claim that the innovation can
solve problems from medication error to supply chain issues to productivity, these
benefits fail the "relative advantage" test in two ways. First, claimed benefits are yet
unproven. Most studies fail to show that "paperless" systems are better than the old
systems.

1
 The second, bigger problem is that even if one accepts as true all claims in

favor of EMRs, potential users rarely perceive themselves as beneficiaries. Whether
this perception is true is irrelevant – if doctors and nurses perceive the system as not
benefiting them, they're unlikely to adopt it.

Compatibility. Often vendors sell these new systems – at least partially – on the
basis of their power to "transform care," which clinicians decode as, "changing the
way I work." The perception that an EMR is not easily plug-in compatible with existing
work practices – not to mention, information systems – makes diffusion less likely.

Complexity. Our research shows that many clinicians perceive EMRs as adding
complexity to work practice and documentation. In a recent IT implementation we
witnessed, the average number of steps for a physical therapy assessment more than
tripled. Unfortunately, such horror stories are very "sticky," resulting in a pervasive
impression that new information systems are cumbersome.

Trialability. Gradual "roll-out" is not the same as trialability. Trialability is based
on "pull" not "push" and allows 
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PHNS is an innovative healthcare services company providing strategic outsourcing
services in information technology, health information management and receivables
management to over 400 hospitals.  PHNS is not a consultant, vendor or software

About

company but a partner, a solution.  PHNS understands healthcare because our partners are healthcare and healthcare
only.  Unlike its competitors, PHNS strategically aligns itself with a hospital's clinical and financial goals and
objectives.  Through its unique business model, PHNS reduces costs by aggregating, consolidating and sharing
resources among its participating hospital partners.  PHNS helps hospitals manage information systems, computer
technology, patient records, coding and patient billing to improve patient care, safety and efficiency and increase
profitability and efficiency.  For more information, visit www.phns.com.

Figure 1

Figure 1 shows steady growth in online shopping
between 2001 and 2005. Online shopping is enabled by
the same technology as EMRs, but diffusion has gone faster.

Relative Advantage. Shoppers (and sellers) perceive
and realize improvements in customization, convenience and
pricing through online shopping. While not everything is best
bought over the Internet, enough of it works that the relative
advantages of online shopping are widely accepted.

Compatibility. When online shopping started, many
shoppers were already using computers for work. So
shopping is just a natural extension of that use. Furthermore,
mail-order retailers have long been transacting business at a
distance. Online shopping is built on existing behaviors and
needs, making its diffusion easier.

Complexity. Research on "usability" has grown with
the Internet. The mouse, for instance, has become an integral
part of the computer by simplifying complex keyboard
sequences. (Remember the old WordPerfect?) The mouse
is just one instance of the careful attention innovators have

Diffusion of Innovation, Part II (Continued...)
devoted to simplifying things for users.

Trialability. My first Internet purchase was small and
experimental – I bought a rain jacket for cycling. No one
made me. Yet the amount and complexity of my purchases
increases. In fact, online purchasing has led me to online
banking and more. Put another way: I tried it; I liked it; I
used it more.

Observability. Online sales have also diffused
successfully because non-users can see the benefits for users.
For instance, we bought our family's copy of the latest "Harry
Potter" book online. It arrived early on its release day. On
that same day, a friend fought crowds and traffic going to
the bookstore. Later, when we compared our experiences,
the advantages of online shopping were, in a sense,
observable.

This second case contrasts with the first. Although EMRs
had a head start, online shopping has diffused more widely
and quickly via the five characteristics of successful diffusion.

For our next installment, we will move cases of innovation
to practical steps for "how" innovators can improve diffusion.

David Sundahl is an associate at
Kenagy Associates and can be reached at
dsundahl@kenagyassociates.com.

1
 See "Delivering on the Promise: An Adaptive Approach to Information

Technology in Healthcare," http://www.microsoft.com/industry/healthcare/
providers/solutions/adaptivedesign.mspx
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An appeal from Michael Moore

F  YA has become aware of an appeal from the film maker,
Michael Moore.  We think it is important to know and
prepare for the possibility that your institution could

become the "victim" of his efforts.  Here is his appeal to the
public:

Send Me Your Health Care Horror Stories... an appeal from
Michael Moore

Friends,

How would you like to be in my next movie? I know you've
probably heard I'm making a documentary about the health care
industry (but the HMOs don't know this, so don't tell them - they
think I'm making a romantic comedy).

If you've followed my work over the years, you know that I
keep a pretty low profile while I'm making my movies. I don't give
interviews, I don't go on TV and I don't defrost my refrigerator. I do
keep my website updated on a daily basis (there's been something
like 4,000,000 visitors just this week alone) and the rest of the time
I'm... well, I can't tell you what I'm doing, but you can pretty much
guess. It gets harder and harder sneaking into corporate
headquarters, but I've found that just dying my hair black and
wearing a skort really helps.

Back to my invitation to be in my movie. Have you ever found
yourself getting ready to file for bankruptcy because you can't pay
your kid's hospital bill, and then you say to yourself, "Boy, I sure
would like to be in Michael Moore's health care movie!"?

Or, after being turned down for the third time by your HMO for
an operation they should be paying for, do you ever think to yourself,
"Now THIS travesty should be in that 'Sicko' movie!"?

Or maybe you've just been told that your father is going to
have to just, well, die because he can't afford the drugs he needs to
get better - and it's then that you say, "Damn, what did I do with
Michael Moore's home number?!"

Ok, here's your chance. As you can imagine, we've got the
goods on these bastards. All we need now is to put a few of you in
the movie and let the world see what the greatest country ever in
the history of the universe does to its own people, simply because
they have the misfortune of getting sick. Because getting sick,
unless you are rich, is a crime - a crime for which you must pay,
sometimes with your own life.

About four hundred years from now, historians will look back
at us like we were some sort of barbarians, but for now we're just the
laughing stock of the Western world.

So, if you'd like me to know what you've been through with
your insurance company, or what it's been like to have no insurance
at all, or how the hospitals and doctors wouldn't treat you (or if
they did, how they sent you into poverty trying to pay their crazy
bills) ...if you have been abused in any way by this sick, greedy,
grubby system and it has caused you or your loved ones great
sorrow and pain, let me know.
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Send me a short, factual account of what has happened to you
- and what IS happening to you right now if you have been unable
to get the health care you need. Send it to
michael@michaelmoore.com. I will read every single one of them
(even if I can't respond to or help everyone, I will be able to bring to
light a few of your stories).

Thank you in advance for sharing them with me and trusting
me to try and do something about a very corrupt system that simply
has to go.

Oh, and if you happen to work for an HMO or a pharmaceutical
company or a profit-making hospital and you have simply seen too
much abuse of your fellow human beings and can't take it any
longer - and you would like the truth to be told - please write me at
michael@michaelmoore.com. I will protect your privacy and I will
tell the world what you are unable to tell. I am looking for a few
heroes with a conscience. I know you are out there.

Thank you, all of you, for your help and your continued support
through the years. I promise you that with "Sicko" we will do our
best to give you not only a great movie, but a chance to bring down
this evil empire, once and for all.

In the meantime, stay well. I hear fruits and vegetables help.

Yours,

Michael Moore
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Time for Online Patients

I would like to hear your comments.
Send them to:

Richard.Kneipper@phns.com

Patients want to communicate with their
doctors online according to a recent Wall
Street Journal Online/Harris Interactive

Health-Care Poll.  Most patients surveyed said that
they would like to have access to electronic medical
records and other electronic means of
communicating medical information with their
doctors, and yet most do not have any electronic
access to their doctors.  Some of the poll's key
findings include:

77 percent said that they would like to receive
e-mail reminders from their doctors about
appointments or medical care treatments

75 percent said that they would like to be able
to schedule doctors' visits via the Internet

74 percent said that they would like to use e-
mail to communicate directly with their doctor

67 percent would like to receive the results of
diagnostic tests via e-mail

64 percent would like access to an electronic
medical record to capture medical information

57 percent said that they would like to use a
home monitoring device that would allow them
to send medical information such as blood
pressure readings or blood tests to their doctors
office via the Internet or telephone

But less than four percent of those surveyed said
that they have access to any of such electronic
communications now.  More importantly, 54 percent
said that their choice of doctors would be influenced
by the availability of such electronic methods to
communicate with their doctor – that percentage
goes up to 62 percent when doctors offer use of e-
mail to communicate directly with patients or family
members.

That's a strong message to the medical community,
especially in view of numerous prior polls that said

that patients were very negative about the use of the
Internet to communicate medical information
because of concerns about privacy.  The concerns
about privacy haven't gone away, of course, but huge
majorities of people use the Internet to communicate
lots of personal, private information every day thanks
to carefully designed security systems.

But I believe that this poll delivers two very clear
messages:  (1) patients are increasingly interested
in more efficient, prompt and personal
communications with their doctors and (2) most
people now use the Internet for a large portion of
their business and personal lives, and want to have
Internet access to their doctors and medical
information.  It also means that patients' selection
of doctors and hospitals will increasingly be driven
by the convenience and efficiency of the services
offered – something that most companies in other
industries have experienced many decades ago as
consumer demands caused major changes in delivery
of products and services.

So, can patients use the Internet to communicate
with your hospital and its doctors?  If not, why not?
The technology is there and the excuse can't be cost,
since most hospitals and doctors already have
Internet based e-mail and the cost of allowing patients
to communicate isn't huge.  So what's the hesitation?
Perhaps it's a major change in the way hospitals and
doctors do business?  Perhaps it's the difficulty in
accepting that the delivery of medical services is
increasingly being shaped by patient demands for
improved communications and
efficiency?  What are you and your
hospital and doctors doing?

By: Rick Kneipper, Chief Administrative Officer and Co-Founder of PHNS
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