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What is Methicillin Resistant Staph aureus (MRSA) ?
 • Staph aureus is a bacteria (germ) that can normally live in your nose or skin
 • MRSA is a Staph germ that has become resistant to commonly used antibiotics
 • Can cause serious infections or can just remain in your nose (carrier)
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How is MRSA Spread?
 • By touching someone or something that has MRSA on it ~ then touching your skin or nose
 • Primarily spread by unclean hands
 • Also spread by touching objects and surfaces where MRSA can live
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POSITIVE DEVIANCE A Different PROCESS
 Better RESULTS
 www.positivedeviance.org
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Beta Site Beta Site Hospitals*Hospitals*
 • Albert Einstein, Philadelphia, PA • Billings Clinic, Billings, MT• Franklin Square, Baltimore, MD• Johns Hopkins, Baltimore, MD• Pittsburgh VA, Pittsburgh, PA• University of Louisville
 *CDC partner
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Number of MRSA Infections Reported In US Hospitals
 1993 2,000
 2005 368,0001.AHRQ Healthcare Cost and Utilization Project,
 2.Statistical Brief #35, July 2007
 MRSA Overview
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“We have an opportunity to be a part of history. With this effort, we can potentially eliminate
 endemic MRSA in US hospitals.”
 John Jernigan, MD, MS
 CDC, August 2006
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Incidence Rate = # cases / patient days x 1,000
 Our Experience: Eliminating MRSA HA Infections
 MRSA Incidence Rates(Healthcare-associated Infection Only)
 0.13(6 peopleinfected)
 0.77(34 peopleinfected)
 0.85(38 peopleinfected)
 0.75(33 peopleinfected)
 0.44(20 peopleinfected)
 0.34(14 peopleinfected)
 0.21
 0.15(4 peopleinfected)
 0.32(9 peopleinfected)
 0.30(14 peopleinfected)
 0.00
 0.20
 0.40
 0.60
 0.80
 1.00
 1999 2000 2001 2002 2003 2004 2005 2006 2007 CY 2008Jan-Dec
 May 2006 PD/MRSA
 Project began
 2005-2007 65%
 decrease2006-2007
 55% decrease
 J an 1, 2005-Dec 31, 2008 84% reduction in Healthcare-associated MRSA
 Infections (p = 0.001)
 Cost avoidance (2005 through 2008) is estimated to be $1,131,744
 (Stone PW, AMJ Infect Control 2002;30:145-152)
 2007-CYTD 2008 57% decrease
 Active Surveillance began in ICU
 J an '07
 Active Surveillance began in IPM
 Nov'08
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CDC Analysis of Billings Clinic Data Poster presentation at 2009 SHEA Conference (81% decrease in clinical incidence density, p=0.0001)
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Interrupted Time Series: Observed and Predicted Values
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What is Positive Deviance?
 • An approach used to solve complex challenges requiring social and behavioral change which have not responded to traditional approaches
 • Achieves sustainable results by changing cultural norms
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Premise of Positive DevianceActing Our Way Into New Thinking
 In every community there are certain individuals whose uncommon practices & behaviors enable them to find better solutions to problems than their neighbors who have access to the same resources.
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Essentials of PD Process
 • Community discovery & ownership of existing & latent solutions
 • Involvement of all stakeholders
 • Practice versus knowledge throughout
 • Amplification & creation of networks
 • Measurement as reinforcing change
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What Did We Do? Balance the scientific & cultural dimension Manage two equally important processes
 Compile and report data Active surveillance cultures ~ prevalence rates (carriers) &
 incidence (transmission) rates Healthcare-associated infection rates Adherence to hand hygiene and contact precautions
 Implement Positive Deviance “tools” of engagement ~ Kick-offDiscovery & Action Dialogues, Fishbowl Improvisational theatre-style learning
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~ Key Interventions ~ The “Science” Bundle
 • Hand hygiene
 • Decontamination of the environment and equipment
 • Contact precautions for infected and colonized patients
 • Active surveillance cultures (ASCs)
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How is the reservoir for MRSA How is the reservoir for MRSA identified?identified?
 1. Sources: Eveillard M et.al., J Hosp Infect 2005;59:254 & Salgado CD et.al., SHEA 2003 abstract 28, p.61
 2. Bhalla A et.al. Infect Control Hosp Epidemiol 2004;25:164
 75-85% of the MRSA reservoir goes unidentified by clinical cultures alone1
 Colonized patients, not just infected patients, lead to transmission of MRSA2
 Clinical microbiology cultures capture “the tip of the iceberg”
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The “Cultural” Bundle
 • Make the invisible, visible
 ~ chocolate pudding to simulate contamination ~
 • Reinforce with Feedback
 • Solutions that are co-created & owned
 ~ discovery & action dialogues (unit based) ~
 ~ monthly gatherings of all disciplines ~
 • Act your way to a new way of thinking ~
 create experiences that allow self-discovery ~
 ~ Improvisational theatre ~
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Baseline Network
 Before the fall of 2006 (MRSA Kickoff event), with whom did you work on MRSA elimination efforts?
 Administration
 Ambulatory
 Ancillary
 Educator
 Emergency Department
 Inpatient Medical Unit
 Inpatient Surgical Unit
 Intensive Care Unit
 Infection Control
 Outpatient Surgery & Dialysis
 Other
 Didn’t take survey
 Unit-based andcentralized
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Collaboration Network
 With whom have you worked with since the fall of 2006 (MRSA kickoff event) on MRSA elimination efforts?
 Administration
 Ambulatory
 Ancillary
 Educator
 Emergency Department
 Inpatient Medical Unit
 Inpatient Surgical Unit
 Intensive Care Unit
 Infection Control
 Outpatient Surgery & Dialysis
 Other
 Didn’t take survey
 Beginnings of a core and more cross-unit links

Page 21
						
						

How PD Approach Differs• Front-line staff engagement ~ common, yet elusive• Invitation, not assignment or mandate to participate• Breaks down and reconstructs social norms • Changes how the community functions so the
 culture becomes different. It is the mutual problem solving that drives the culture change
 • Unleashes instincts that are often stifled• Facilitation is more than listening ~ it provokes a
 group toward action • Allows group self-organization to solve problems• It is the stories & being with peers that matter
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Challenges • Disagreement• Lack of engagement by all • Data wars• Isolation
 unintended consequencesinconsistent behaviors
 • Response to Change denial, anger, bargaining, depression,
 acceptanceRole of leaders
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Awareness Iceberg
 4% known to top leaders
 9% known to middle managers
 74% known to supervisors
 100% known to the front line & customers
 Adapted from study conducted by Sidney Yoshida, initially presented at the International Quality Symposium
 Action unleashed @ the front line
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Awareness & Action Iceberg “Flip”
 Resource Group (RG)Rolling boulders out of the way,
 quickly responding to requests from CG
 Core Group (CG) Convenes Cross-Unit meetings,
 grant coordination, plus kickoff planning
 Other Units supported
 w/ Liberating Structures
 ICU supported
 w/ Liberating Structures
 Special Groups supported
 w/ Liberating Structures
 Solutions that MUST have Resource Group
 support
 Vast majority of the action
 happens on this end of the iceberg
 Fastresponse
 Cross Unit Partnership
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It is easier to ACT your way into a new way of thinking than to THINK your way into a new way of acting
 Rules for Leaders ~ PD• Go and ask the experts
 • Seek all “touchers”
 • Know solutions are in plain sight
 • Honor “nothing about them without them”
 • Leave the solutions with their owners
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Old Adage Revised
 • What I hear, I forget
 • What I see, I remember
 • What I do, I understand
 • What I create, I own and use
 • What WE create together builds trust, confidence and community
 • Community is the context in which abundance replaces scarcity
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Data through May 31, 2009MRSA Incidence Rates
 (Healthcare-associated Infection Only)
 0.22(4 peopleinfected)
 0.30(14 peopleinfected)
 0.32(9 peopleinfected)0.15
 (4 peopleinfected)
 0.21 0.34(14 peopleinfected)
 0.44(20 peopleinfected)
 0.75(33 peopleinfected)
 0.85(38 peopleinfected) 0.77
 (34 peopleinfected)
 0.13(6 peopleinfected)
 0.00
 0.20
 0.40
 0.60
 0.80
 1.00
 1999 2000 2001 2002 2003 2004 2005 2006 2007 2008 CYTD 2009Jan 1-May 26
 May 2006 PD/MRSA
 Project began
 2005-2007 65% decrease
 2006-2007 55% decrease
 J an 1, 2005-Dec 31, 2008 84% reduction in Healthcare-associated MRSA Infections
 p < 0.001
 2007-CYTD 2009 71% decrease
 Active Surveillance began in ICU
 J an '07
 Active Surveillance began in IPM
 Nov'08
 Active Surveillance began in ICC
 Feb'09
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5 Suggestions for Becoming a Positive Deviant
 • Ask an unscripted question
 • Don’t complain
 • Count something
 • Write something
 • Change Atul Gawande, MD, 2007Better ~ A Surgeon’s Notes on Performance
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Questions ?
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IMPROV Learning Minimum structure that unleashes creative adaptability!
 • Setting the Stage
 • IMPROV Roles
 • IMPROV Rules
 • Casting
 • “Action”
 • Debrief
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Rules for all Improv Players
 • Trust and accept all offers (“Yes, and…”)
 • Make action-filled choices, giving and taking
 • Engage in one conversation at a time
 • Listen, watch, concentrate (Look, don’t over analyze!)
 • Work to the top of your intelligence
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Addressing Non-conformers
 • MRSA patient and family member are educated in need for precautions
 • Physician enters room without complying with precautions
 • Players: – Patient– Family Member– Nurse– CNA– Physician
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Scene: What Makes You So Special?
 • Physician • RN • CNA – Relatively new; well trained in isolation
 and patient safety practices• Patient (Understands they have MRSA)• Family member
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When to use Positive Deviance
 Behavior
 needs to
 change NOT
 knowledge
 SOLUTIONS EXIS
 T
 Progress is measurable
 Wicked, Importa
 nt Problem
 Skilled
 facilitation is
 available
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Positive Deviance Process DDetermineetermine
 DDiscoveriscover
 DDesignesign
 DDefineefine
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DDefineefine• Define the problem, its perceived causes and related current
 practices (situation analysis)
 • Define what a successful outcome would look like (described as a behavioral or status outcome)
 DDefineefineDDefineefine
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Determine
 • Determine if there are any individuals or entities in community who ALREADY exhibit desired behavior or status (PD identification)
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Discover
 • Discover uncommon practices/behaviors enabling the PDs to outperform/find better solutions to the problem than others in their “community”
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esign
 • Design and implement intervention enabling others in “community” to access and PRACTICE new behaviors (focus on “doing” rather than transfer of knowledge)
 D
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Emerging Lessons
 • Same resources as other teams but consistency and focus makes us different.
 • “Good to Great” rigor• Must be passion about the problem –I believe this is the
 right thing • Ownership derived from self-discovery; “I could do that!”
 “That’s not that hard.” “That’s not that different.” “That makes sense to me!”
 • The methods create human interactions that invite us to share and act.
 • Need space to create change
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Space
 • Need space to self-discover
 • Need skilled facilitation to optimize the space
 • Need space to experience (failed efforts, reflection, generative dialogue)
 • Existing system may limit such space for significant players
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PD: Crossing The “Knowledge/Behavior Change Gap”
 Knowledge Behavior change
 •Perceived advantage
 •Opportunity for practice
 •Social proof
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Emerging Patterns
 • Micro/invisible interactions add up to make the difference
 • Slow down – so we can see behaviors• More relational than operational• “Uncover” and “unleash” behaviors and leaders• May not be visible to all• Invites exploration and nurtures self-discovery• May look misguided, confusing, messy from the
 outside
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Tale of Two Forces
 • Invited• Focused• Unleashed • Discovering/Learning • Acting• Owning • Leading• Experienced • Enlightened• Disciplined • Emboldened
 • Touchers• Doubting• Resisting• Unclear• Untrusting• Curious• Disbelieving
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Two Forces
 • Touchers• Doubting• Resisting• Unclear• Untrusting• Curious• Disbelieving
 • Invited• Focused• Unleashed • Discovering/Learning • Acting• Owning • Leading• Experienced • Enlightened• Disciplined • Emboldened
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Two Forces
 • Disregarding• Have not found the space
 for self-discovery• Not designed into the
 system• Possibly unaware of
 influence on progress• Battling for autonomy• May see other effort as
 foolish/fooled by novelty
 • Invited• Focused• Unleashed • Discovering/Learning • Acting• Owning • Leading• Experienced • Enlightened• Disciplined • Emboldened
 What might emerge next?
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What might emerge next?
 How might this impact our efforts?
 Should we intervene? If so, how so?
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