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ItIt’’s Not Really A Disaster, s Not Really A Disaster, 
Until Until ……

…… the job to be done is the job to be done is ““way too bigway too big””
to be accomplished relying upon the to be accomplished relying upon the 
““usual methods.usual methods.””



Otherwise Otherwise ……

…… ““itit’’s not really a disaster you are just s not really a disaster you are just 
working very, very hard!working very, very hard!””



DisasterDisaster--Response Response 
StrategiesStrategies

§§ Brute ForceBrute Force
§§ OutsideOutside--thethe--boxbox



Brute Force StrategiesBrute Force Strategies

nn Import additional traditional resources to Import additional traditional resources to 
the scene:the scene:
–– Utility response to weatherUtility response to weather--damaged power damaged power 

lines;lines;
–– Hospital emergency operation plans;Hospital emergency operation plans;

nn Ineffective when planned on the Ineffective when planned on the ““spurspur--ofof--
thethe--moment.moment.””

nn A flu pandemic response will preclude such A flu pandemic response will preclude such 
strategies.strategies.



OutsideOutside--thethe--Box Box 
StrategiesStrategies
nn Utilize nonUtilize non--traditional resources and/or traditional resources and/or 

processes:processes:
–– Airdrop  animal fodder;Airdrop  animal fodder;
–– Airline security agents screen travelers with URI Airline security agents screen travelers with URI 

symptoms;symptoms;

nn Ineffective when planned on the Ineffective when planned on the ““spurspur--ofof--
thethe--moment.moment.””

nn A flu pandemic response will benefit from A flu pandemic response will benefit from 
such strategies such strategies …… basis for conferences such basis for conferences such 
as this one.as this one.



Underlying Thesis:Underlying Thesis:

nn Mounting an effective response to an Mounting an effective response to an 
influenza pandemic will be made less influenza pandemic will be made less 
difficult by difficult by rapidrapid, , largelarge--scale scale 
implementation and adoptionimplementation and adoption across across 
both lay and professional populations both lay and professional populations 
of of prepre--approved, standardized, approved, standardized, 
decisiondecision--support toolssupport tools guiding guiding 
responses to specific problems responses to specific problems ……



Pandemic ExamplesPandemic Examples

Identification of individuals meeting Identification of individuals meeting 
predetermined criteria for: predetermined criteria for: 

nn ImmunizationImmunization
nn ChemoprophylaxisChemoprophylaxis
nn Rapid diagnostic testingRapid diagnostic testing
nn DiagnosisDiagnosis
nn ChemotherapyChemotherapy
nn HospitalizationHospitalization
nn Ventilator supportVentilator support



ProblemsProblems

nn Determining precisely what is Determining precisely what is 
best/least bad medically and socially best/least bad medically and socially 
for a population overall;for a population overall;

nn Getting individuals within that Getting individuals within that 
population to personally do what is population to personally do what is 
best/least bad medically and socially best/least bad medically and socially 
for the group overall.for the group overall.



My My ““OutsideOutside--TheThe--BoxBox””
Suggestion:Suggestion:

Triage/Resource Triage/Resource 
allocation via:allocation via:
–– Call CentersCall Centers
–– WebWeb--sitessites



Symptom Triage/Nurse Symptom Triage/Nurse 
Advice Advice 
Call CentersCall Centers
nn Began in midBegan in mid--19801980’’s;s;
nn Replace Replace ““answering servicesanswering services”” of individual of individual 

medical offices;medical offices;
nn Substitute RNs supported by computerized, Substitute RNs supported by computerized, 

physicianphysician--written/approved decision trees written/approved decision trees 
for wide range of acute complaints;for wide range of acute complaints;

nn Identify for each caller the Identify for each caller the ““most most 
appropriate next stepappropriate next step”” to deal with their to deal with their 
problem problem …… ranging from ranging from ““Call 911Call 911”” to to 
““Watchful waiting and selfWatchful waiting and self--care.care.””

nn Many millions of calls taken annually.Many millions of calls taken annually.



Expert LogicExpert Logic



Call Center RN Support Call Center RN Support 
ToolTool



Call Center RN Support Call Center RN Support 
ToolTool



Call Center RN Support Call Center RN Support 
ToolTool



Call Center RN Support Call Center RN Support 
ToolTool



How Well Do They Work?How Well Do They Work?

nn Callers view the experience as an improvement Callers view the experience as an improvement 
over over ““calling the doctorcalling the doctor’’s office;s office;””

nn Outcome studies show more efficient use of Outcome studies show more efficient use of 
resources without increased adverse outcomes;resources without increased adverse outcomes;

nn Low rates of inter and intraLow rates of inter and intra--provider process provider process 
variation reduce liability risks;variation reduce liability risks;

nn Introducing changes in underlying medical logic can Introducing changes in underlying medical logic can 
be rapidly accomplished be rapidly accomplished …… and requires minimal and requires minimal 
groupgroup--wide training;wide training;

nn Automated recordAutomated record--keeping makes the entire keeping makes the entire 
process process ““auditableauditable”” facilitating iterative TQM facilitating iterative TQM 
interventions;interventions;

nn NonNon--English speaking callers can easily be directed English speaking callers can easily be directed 
to appropriate bito appropriate bi--lingual RN or RN assisted by lingual RN or RN assisted by 
appropriate translation services;appropriate translation services;



ProblemsProblems

nn High unit cost to operate a call center High unit cost to operate a call center 
that provides that provides ““ringring--toto--answeranswer”” times times 
acceptable to worried/concerned acceptable to worried/concerned 
patients (30patients (30--45 seconds);45 seconds);

nn Require effective Require effective ““marketingmarketing”” to be to be 
routinely utilized;routinely utilized;

nn Despite the lack of outcome data Despite the lack of outcome data 
supporting the decision, using nonsupporting the decision, using non--
RNs is not yet an acceptable RNs is not yet an acceptable ““business business 
risk.risk.””



WebWeb--Based Symptom Based Symptom 
TriageTriage
nn Essentially Essentially ““remove the Call Center remove the Call Center 

RNs from the loopRNs from the loop””
–– the underlying software prompts the the underlying software prompts the 

user to sequentially provide the user to sequentially provide the 
information required to identify the most information required to identify the most 
appropriate appropriate ““next step.next step.””

nn In routine use by thirdIn routine use by third--party party 
beneficiaries in the EU; beneficiaries in the EU; 
–– just being introduced by some third party just being introduced by some third party 

payers in US.payers in US.



How Well Does Web Triage How Well Does Web Triage 
Work?Work?
nn Outcomes littleOutcomes little--studied to date;studied to date;
nn Huge cost advantages over telephone call Huge cost advantages over telephone call 

centers centers …… 100+ to 1;100+ to 1;
nn DonDon’’t require trained work force in central t require trained work force in central 

workplace.workplace.

nn Note:Note: Because the underlying medical decision trees Because the underlying medical decision trees 
tend to be tend to be ““more conservative,more conservative,”” web triage will likely be web triage will likely be 
shown to result in: shown to result in: 

nn Equivalent medical safety;Equivalent medical safety;
nn Slightly higher median level of resource utilization Slightly higher median level of resource utilization …… but that increased but that increased 

cost will be than offcost will be than off--set by the huge operational cost advantages.set by the huge operational cost advantages.



TelephoneTelephone--Web HybridsWeb Hybrids

nn Individual user interacting with a webIndividual user interacting with a web--
based application is, under prebased application is, under pre--defined defined 
circumstances, automatically circumstances, automatically 
connected to a call center operator;connected to a call center operator;

nn Simultaneously captures the cost per Simultaneously captures the cost per 
encounter advantages of web encounter advantages of web 
encounters and the resourceencounters and the resource--use per use per 
encounter advantages of encounter advantages of ““livelive””
encounters.encounters.



How well do hybrids How well do hybrids 
work?work?
nn No US data from medical utilization of No US data from medical utilization of 

this model;this model;
nn Operationally, this model works well Operationally, this model works well 

(and at scale) for multiple commercial (and at scale) for multiple commercial 
corporations corporations …… especially those especially those 
providing technical support services at providing technical support services at 
great scale.great scale.



As a Hypothetical As a Hypothetical ……

nn Decision today made to develop and preDecision today made to develop and pre--position position 
a web/telephonya web/telephony--based tool supporting protocol based tool supporting protocol 
intended to:intended to:

nn Identify individuals with signs/symptoms that do not Identify individuals with signs/symptoms that do not 
meet criteria for antimeet criteria for anti--viral intervention; viral intervention; 

nn Direct them to the most appropriate Self Care /Self Direct them to the most appropriate Self Care /Self 
Monitoring strategies;Monitoring strategies;””

nn Direct others to appropriate location in their area for Direct others to appropriate location in their area for 
further evaluation;further evaluation;

nn Maintain longitudinal encounter records with Maintain longitudinal encounter records with 
appropriate privacy protection;appropriate privacy protection;

…… and with the underlying protocol being easily and with the underlying protocol being easily 
updateable in realupdateable in real--time.time.



Practical ConsiderationsPractical Considerations

nn Will work only if the system is created in advance of Will work only if the system is created in advance of 
need, mothneed, moth--balled, subject to turnballed, subject to turn--key key 
implementation, and routinely updated to reflect implementation, and routinely updated to reflect 
most current expertise/policy decisions.most current expertise/policy decisions.

nn Such a Such a ““systemsystem”” has two components:has two components:
–– Technical knowledge: Technical knowledge: ““HowHow”” to implement the expert to implement the expert 

knowledge uniformly and at scale. knowledge uniformly and at scale. 
–– Expert knowledge: Expert knowledge: ““WhatWhat”” to do.to do.



Technical Knowledge; Technical Knowledge; 
Not RateNot Rate--LimitingLimiting

nn Technical knowledge experts could, Technical knowledge experts could, 
within a couple of weeks, quite easily within a couple of weeks, quite easily 
create and contract for the mothcreate and contract for the moth--
balling of standballing of stand--by systems ready to by systems ready to 
respond to millions of inquiries per respond to millions of inquiries per 
day.day.



Implementing Technical Implementing Technical 
KnowledgeKnowledge

nn Contract/intraContract/intra--agency agreements for;agency agreements for;
–– Web site construction;Web site construction;
–– Standby call center services (offStandby call center services (off--shore?);shore?);
–– Deploying hybrid webDeploying hybrid web--telephony systems;telephony systems;
–– Software tools to Software tools to ““capturecapture”” expert expert 

knowledge, render it to web users and/or knowledge, render it to web users and/or 
call center operators, provide longitudinal call center operators, provide longitudinal 
individual and aggregate records, and individual and aggregate records, and 
allow its routine updating.allow its routine updating.



Expert Knowledge;Expert Knowledge;
RateRate--Limiting Step:Limiting Step:

nn Generally experts in any field: Generally experts in any field: 
–– SelfSelf--identify as identify as ““artist;artist;””
–– Have limited experience in rendering their Have limited experience in rendering their 

art in a manner that allows nonart in a manner that allows non--experts experts 
to rapidly mass produce it.to rapidly mass produce it.



Expert Knowledge;Expert Knowledge;
RateRate--Limiting Step:Limiting Step:

nn Most medical subject medical experts:Most medical subject medical experts:
–– Are acutely aware of the ~5% of cases Are acutely aware of the ~5% of cases 

that exist that exist ““outside +/outside +/-- 2SD;2SD;”” (often, that (often, that 
very awareness actually defines their very awareness actually defines their 
expertise);expertise);

–– Have little experience operating in (and, Have little experience operating in (and, 
therefore, planning for) severely therefore, planning for) severely 
resourceresource--constrained environments; constrained environments; 

–– Do not routinely practice Do not routinely practice ““playing wellplaying well””
with nonwith non--experts.experts.



Expert Knowledge;Expert Knowledge;
RateRate--Limiting Step:Limiting Step:

nn Today, what would be the best/least Today, what would be the best/least 
bad decision strategy that could be bad decision strategy that could be 
presented through a medically presented through a medically 
untrained call center operator and/or a untrained call center operator and/or a 
laylay--user directed web site to: user directed web site to: 
–– Identify individuals with signs/symptoms Identify individuals with signs/symptoms 

but that do not meet criteria for antibut that do not meet criteria for anti--viral viral 
intervention; intervention; 

–– Direct them to the most appropriate Self Direct them to the most appropriate Self 
Care /Self Monitoring strategies?Care /Self Monitoring strategies?



Preparing the AudiencePreparing the Audience

nn Americans have no collective Americans have no collective 
experience with resourceexperience with resource--rationing;rationing;

nn Acceptance will require Acceptance will require ““prepre--
deployment marketingdeployment marketing”” the plan to the plan to 
those who will be directly effected:those who will be directly effected:
–– NonNon--expert medical personnel;expert medical personnel;
–– NonNon--medical leaders;medical leaders;
–– General populationGeneral population



SummarySummary

nn During a flu pandemic, telephone call During a flu pandemic, telephone call 
centers and webcenters and web--based tools could allow based tools could allow 
rapid, large scale deployment of rapid, large scale deployment of 
standardized protocols to best/least poorly standardized protocols to best/least poorly 
distribute constrained resources;distribute constrained resources;
–– Technically ,relatively easy;Technically ,relatively easy;
–– Medically, potentially quite difficult;Medically, potentially quite difficult;
–– Marketing is a key element of success/failureMarketing is a key element of success/failure


