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The Hippocratic OathThe Hippocratic Oath

““I will prescribe regimens for the goodI will prescribe regimens for the good 
of my patients according to my abilityof my patients according to my ability 
and my and my judgment judgment and never do harmand never do harm 
to anyoneto anyone……In every house where IIn every house where I 
come I will enter only for the good ofcome I will enter only for the good of 
my patients.my patients.””

--Excerpt from Hippocratic Oath, c. 300-400 BCE
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A JudgmentA Judgment--Based CultureBased Culture

““The application of knowledge at the bedside is The application of knowledge at the bedside is 
largely the function of the largely the function of the sagacity sagacity inherent in or inherent in or 
personally developed by the individual physician.personally developed by the individual physician.””
-- Herman Blumgart, MD, Harvard University Medical 
School, 1973

““The The social obligation social obligation for best practice is part of the for best practice is part of the 
commodity the physician sells, even though it is a commodity the physician sells, even though it is a 
part that is part that is not subject to thorough inspection not subject to thorough inspection by by 
the buyer.the buyer.””

-- Kenneth Arrow, PhD, Uncertainty and the Welfare 
Economics of Medical Care,1963



50%50% “Heads” vs. “Tails” in coin flip

54%54% Doctors provide acute care 
indicated by the medical literature

56%56% Doctors provide chronic care
indicated by the medical literature

74%74% Average airline on-time percentage

Judgment and Sagacity ScorecardJudgment and Sagacity Scorecard

Sources: NEJM, 2003; DOT 2008 data
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A Different Kind of OathA Different Kind of Oath 
““In God We Trust In God We Trust -- All Others Bring DataAll Others Bring Data””

Transparency
(performance data)
Consumerism (new 
kinds of information)
Value (quality/cost)

44

W. Edwards Deming
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Why Will the Paradigm Shift?Why Will the Paradigm Shift? 
Forces of Change ConvergeForces of Change Converge

Economics: Soaring health care costs and global 
economic pressure make change urgent

Technology (Our era’s “movable type”): IT to 
manage (e.g., point-of-care guidelines) and 
measure (e.g., “dashboards”) brings actionable 
information

Zeitgeist: Restless consumers and new 
expectations prompt power shift



A New Social ContextA New Social Context 
(The Hippocratic Loathe?)(The Hippocratic Loathe?)

““If there's one thing that can bankrupt the If there's one thing that can bankrupt the 
country, it's health care. It's out of country, it's health care. It's out of 
controlcontrol……affecting our economic and national affecting our economic and national 
security.security.”” – David Walker, Comptroller General, U.S. 
General Accountability Office

66

““Improving the Improving the 
performance of our performance of our 
health care system is health care system is 
without doubt one of without doubt one of 
the most important the most important 
challenges our nation challenges our nation 
faces.faces.”” – Ben Bernanke, 
Chairman, Federal Reserve
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Federal CloutFederal Clout

Presidential Executive Order, August, 2006
Promoting Quality and Efficient Health Care in 
Government Administered or Sponsored Health Care 
Programs
Directs Federal Agencies to:

Encourage adoption of health information 
technology standards for interoperability
Increase transparency in healthcare quality 
measurements
Increase transparency in healthcare pricing 
information
Promote quality and efficiency of care, which 
may include pay for performance



Employer Employer and and Medical Poobahs ConcurMedical Poobahs Concur

88
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An Intellectual UnderpinningAn Intellectual Underpinning 
(Implicit AMA Approval?)(Implicit AMA Approval?)

99

A valueA value--based [healthbased [health--care] system is grounded in care] system is grounded in 
three simple principles:three simple principles:

1.1. The goal is value for patients The goal is value for patients 
2.2. Care delivery is organized around medical Care delivery is organized around medical 

conditions and care cyclesconditions and care cycles
3.3. Results are measuredResults are measured

Source: Porter and Teisberg, JAMA, 2007
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““That this country tolerates the very That this country tolerates the very 
worst along with the very best quality worst along with the very best quality 
of medical care, the poorly trained of medical care, the poorly trained 
doctor along with the welldoctor along with the well--trained, trained, 
those who overcharge along with those who overcharge along with 
those who charge reasonable fees, those who charge reasonable fees, 
can best be explained by the total lack can best be explained by the total lack 
of information consumers have about of information consumers have about 
doctors.doctors.””
-- Public Citizen Health Research Group, 

Jan. 17, 1974

““Medicare has detailed information Medicare has detailed information 
on nearly every doctor and hospital in on nearly every doctor and hospital in 
the country. Americans have a right the country. Americans have a right 
to know this information [on to know this information [on 
performance, cost and quality], and performance, cost and quality], and 
taxpayers must continue to demand taxpayers must continue to demand 
its release.its release.””
-- Newt Gingrich and David Merritt, 

“Renew Milton Friedman’s 
Conservatism,” National Review, 
Dec. 4, 2006

Ideologues Sing Chorus of AgreementIdeologues Sing Chorus of Agreement 
(Mostly)(Mostly)
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““To do things differently, we must see To do things differently, we must see 
things differently. When we see things we things differently. When we see things we 
havenhaven’’t noticed before, we can ask t noticed before, we can ask 
questions we didnquestions we didn’’t know to ask before.t know to ask before.””

--John Kelsch, Xerox

““To become competent, you have to feel To become competent, you have to feel 
bad.bad.””

--Hubert Dreyfus, Philosopher

The Hard Work of ChangeThe Hard Work of Change
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HighHigh--Level Data on WasteLevel Data on Waste……

PatiePatients in highernts in higher--spending areas received 60% more spending areas received 60% more 
care, but no gain in survival, function or satisfactioncare, but no gain in survival, function or satisfaction

Utilization driven by supplyUtilization driven by supply--sensitive services: sensitive services: 
specialists, tests, visits, inpatient and ICU usespecialists, tests, visits, inpatient and ICU use

Savings of up to 30% of Medicare spending might be Savings of up to 30% of Medicare spending might be 
possiblepossible

Source: Fisher et al., Ann. Int. Med 2003

$17 billion $17 billion -- $29 billion extra costs from hospital errors$29 billion extra costs from hospital errors
(IOM, 2001)
Potentially inappropriate medications prescribed to onePotentially inappropriate medications prescribed to one--

quarter of Medicare patientsquarter of Medicare patients. (JAMA 1994)
177,000 ER visits (2004) by elderly 177,000 ER visits (2004) by elderly (Ann Int Med 2007) and 

$177 billion (2000) in potentially avoidable hospital $177 billion (2000) in potentially avoidable hospital 
admissions for all populations due to drugadmissions for all populations due to drug--related problems related problems 
(J Am Pharm Assoc 2001)



……Gets SpecificGets Specific 
(How many lives per dollar do you save?)(How many lives per dollar do you save?)

Massachusetts Hospitals Massachusetts Hospitals 
Hospital Standardized Mortality Ratio (Jarman)Hospital Standardized Mortality Ratio (Jarman)

1313
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Premier Hospital DemoPremier Hospital Demo 
If they can do it, why canIf they can do it, why can’’t you?t you?

Hospitals achieving >75% percentile quality scores
Fewer complications
Fewer readmissions
Significantly lower hospital costs
Significantly shorter length of stay

Source: CMS, 2007
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If they can tell me, why canIf they can tell me, why can’’t you?t you?

Source: Norton Healthcare, Louisville
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Dollars Per ErrorDollars Per Error 
(Your Error, My Checkbook)(Your Error, My Checkbook)

“When surgical complications occur, hospitals experience a decline in hospitals experience a decline in 
profits and profit margin per caseprofits and profit margin per case, but reimbursement usually covers their 
costs. In contrast, payorspayors always lose moneyalways lose money with complications.”
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Source: Vollmer et al. Arch Surg 2007

ProcedureProcedure--Specific TransparencySpecific Transparency
(Quality/Cost of Pancreatic Resection)(Quality/Cost of Pancreatic Resection)



ProcedureProcedure--Specific TransparencySpecific Transparency 
RiskRisk--Adjusted Cost (No Outcomes)Adjusted Cost (No Outcomes)
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ProcedureProcedure--Specific TransparencySpecific Transparency
A Different Value PropositionA Different Value Proposition

1919
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All Sorts of Media Are the MessageAll Sorts of Media Are the Message

“America’s 50 Best Hospitals”
– National Examiner

“America’s Best Hospitals”
-- US News & World Report

“Keys to finding the right physician”
-- Martha Stewart Living

2020
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Humor Sends a Message, TooHumor Sends a Message, Too

Preparing for a Hospital Stay Preparing for a Hospital Stay 
““When you arrive at your hospital room, decide 
which item you'd be willing to accept as the final 
thing you see on this earth.”



““Would You Rather Die or Switch?Would You Rather Die or Switch?””

2222
Health Quality Advisors LLCHealth Quality Advisors LLC



A New Information EnvironmentA New Information Environment

Marketing
Data

2323

Consumer 
Information
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Know ThyselfKnow Thyself 
The Accountability AuditThe Accountability Audit
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Source: Health Quality Advisors



Eliminating Avoidable DeathsEliminating Avoidable Deaths 
Ascension Health SystemAscension Health System
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Source: Jt Comm Jnl, Dec., 2007
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Eliminating Avoidable DeathsEliminating Avoidable Deaths 
Walsall NHS HospitalWalsall NHS Hospital

Reduction of ObservedReduction of Observed--Expected Deaths By Expected Deaths By 
Diagnostic Category, 3Diagnostic Category, 3--yr. Periodyr. Period

Source: 
Sir Brian Jarman Health Quality Advisors LLCHealth Quality Advisors LLC



$1,250

$1,300

$1,350

$1,400

$1,450

$1,500

$1,550

$1,600

$1,650

Diabetes Costs Only

Non-recognized Physicians Recognized Physicians

$5,350
$5,400
$5,450
$5,500
$5,550
$5,600
$5,650
$5,700
$5,750
$5,800

All Costs

Non-recognized Physicians Recognized Physicians

Source: Bridges to Excellence
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Value of a Primary Care PhysicianValue of a Primary Care Physician 
The Employer ViewThe Employer View
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Value of a Primary Care PhysicianValue of a Primary Care Physician
Sharing the View with the PatientSharing the View with the Patient

Source: Priority Health,  Grand Rapids, MI
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Value of a SurgeonValue of a Surgeon 
An Employer ViewAn Employer View



CIGNA Shows CIGNA Shows ““ValueValue”” To MembersTo Members

Compares up to 5 
providers 
Compares up to 5 
providers Detailed quality information. 

Usability tested with 
members to ensure 
understanding 

Detailed quality information. 
Usability tested with 
members to ensure 
understanding

Cost data helps members 
understand providers’ cost 
performance in treating entire 
episodes of care 

Cost data helps members 
understand providers’ cost 
performance in treating entire 
episodes of care

3030
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Preventable ADEs in Ambulatory Care –
Multispecialty Group Practice

Source: Gurwitz et al., JAMA 2003

Safety at the Practice LevelSafety at the Practice Level
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Are your numbers better or worse?

If you don’t know the answer, why not?

What will you do if “someone” (patient, health 
plan, employer, CMS, attorney) asks?

What will be the consequences of your answer?
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Money and the New MedicineMoney and the New Medicine

“Raise the standard of your work if you are 
expecting to raise your income.”

-- Charles Elton Blanchard, MD, Medical Dollars 
and Sense, 1912
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Medicare Leads the WayMedicare Leads the Way

CMS Policy on Value-Based Payment
Shift payment policy from volume
Pay for quality care for a specific beneficiary 
not by provider type
Pay for services across the continuum and not 
by location
Reward systems and providers who efficiently 
provide service (quality and process 
management)
Use IT innovation, traditional administrative 
data, and focused initiatives to support all three

Source: CMS 2007
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EvidenceEvidence--Based PolicyBased Policy
Disclosure + Pay = ResultsDisclosure + Pay = Results

Sources: Grossbart, Medical Care, 
2006; Lindenauer et al., NEJM, 2007
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Results of 10 Measure
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Intelligent Design Intelligent Design 
The Evolution of IncentivesThe Evolution of Incentives

Source: National Business Coalition on Health



Marketing Marketing ““ValueValue”” CareCare
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The Choice: Improve ValueThe Choice: Improve Value……
TEN RULES TO GUIDE 

THE REDESIGN OF CARE
• Continuous Healing 

Relationships
• Evidence Based Decisions
• Customized Care
• Patient as Source of Control
• Shared Knowledge
• Transparency
• Safety as a System Property
• Cooperation Among Clinicians
• Needs are Anticipated
• Waste is Decreased

EFFECTIVE ORGANIZATIONAL SUPPORT

• Invest in Information Technology
• Coordinate Care
• Redesign Care Processes
• Manage Knowledge and Skills
• Develop Effective Multidisciplinary Teams
• Measure and Improve Performance and Outcomes

SIX AIMS FOR 
IMPROVEMENT

• Safe

• Effective

• Patient-Centered

• Timely

• Efficient

• Equitable

Source: IOM; adapted from 
Reed Tuckson, MD
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……Or Accept Gradual DeclineOr Accept Gradual Decline

Squeeze Payments
Price controls
Rules, rules, rules

Export jobs to reduce 
insured employee cost

Export care
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New Expectations, New RulesNew Expectations, New Rules
“Who measures, matters”

Consumer-driven measures of clinical and service quality
Peer assessment
Payer-driven measures
Regulators, accreditors, lawyers, reporters

“The customer is always right”
Physician-patient partnering
Plan-physician partnering
Hospital-physician partnering
More and better team efforts

You cannot solve the problems of the present with the You cannot solve the problems of the present with the 
solutions that produced them.solutions that produced them.”” ---- Albert EinsteinAlbert Einstein
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The ImpactThe Impact
Transparency is triumphant

Physician accountability
Plan accountability
Patient accountability

The reality of change is complex
Arguments about measures and money
IT makes many things better, some things worse
“Reform” gives way to uncomfortable transformation

The Cottage Industry Collapses
Paid like everyone else
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Professionalism RedefinedProfessionalism Redefined

““As a result of the information revolution, the As a result of the information revolution, the 
magic, mystery and power of the profession may magic, mystery and power of the profession may 
be somewhat diminished, [but it] will create be somewhat diminished, [but it] will create 
unanticipated opportunities for physicians to unanticipated opportunities for physicians to 
bolster the cognitive and moral pillars of their bolster the cognitive and moral pillars of their 
professional identities.professional identities.”” David Blumenthal, Milbank 
Quarterly, 2002

““Trying harder will not work. Changing systems Trying harder will not work. Changing systems 
of care will.of care will.”” Institute of Medicine, 2001
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Hippocrates ReturnsHippocrates Returns 
(With an Economist)(With an Economist)

““There are, in effect, two things, to know and There are, in effect, two things, to know and 
to believe one knows; to know is science; to to believe one knows; to know is science; to 
believe one knows is ignorance.believe one knows is ignorance.””
-- Hippocrates

““Information, in the form of skilled care, is Information, in the form of skilled care, is 
precisely what is being bought [by the precisely what is being bought [by the 
patient] from most physicians.patient] from most physicians.””
-- Kenneth Arrow, 1963
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2121stst Century Health CareCentury Health Care
Improving quality by promoting a culture of safety Improving quality by promoting a culture of safety 

through Valuethrough Value--Driven Health Care  Driven Health Care  

21st Century 
Health Care

InformationInformation--rich, patientrich, patient-- 
focused enterprisesfocused enterprises

Information and Information and 
evidence transform evidence transform 

interactions from interactions from 
reactive to reactive to 

proactive (benefits proactive (benefits 
and harms)and harms)

Evidence is Evidence is 
continually refined continually refined 
as a byas a by--product of product of 

care deliverycare delivery

Actionable information available Actionable information available –– to to 
clinicians AND patients clinicians AND patients –– ““just in timejust in time””Source: AHRQ 4444
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