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Academic Partnership Policy: Affiliation Review and Execution of Revised Affiliation Agreement Documents

Introduction


VA is the nation’s largest provider of health professions education and training; and as such, it is obligated to lead in the development of a health professions work force that meets the current and future needs of both veterans and the nation.  The educational impact of VA relies on its partnerships with many of the nation’s leading academic institutions.  The basic foundation for VA partnerships with academic health care programs was espoused in Policy Memorandum Number 2 issued in 1946.  The key objectives of this unique document were to maintain and improve health care for veterans, to assist in recruitment and retention of the highest quality staff at VA facilities, and to create a patient care environment characterized by an academic atmosphere of inquiry.  Much of that document is as applicable today as it was when it was conceived 50 years ago. 

Nonetheless, medical science, the manner in which health care services are delivered, the training of health care professionals, the health care manpower needs of VA and the nation, and the structure and operation of the veterans health care system have all dramatically changed since Policy Memorandum Number 2 was promulgated.  A number of operational and policy changes are now needed to bring VA academic affiliations in step with the health care environment of today and tomorrow and to make the management of them consistent with specific VHA re-engineering changes that have been effected since 1995.


Therefore, VHA will renegotiate its academic affiliations over the course of the next two years.  The process will be carried out in two phases.  Phase One will encompass a substantive review of the affiliation relationship between VA and its academic partners and the execution of a revised affiliation agreement.  Phase One will concentrate on those institutions sponsoring the 105 medical school partnerships.  Phase Two will address the other 4,000-plus affiliation agreements that VHA maintains for its associated health professions training programs.  Phase Two awaits the finalization of a policy that will be anchored in the recommendations of  the Associated Health Professions Review Subcommittee of the Special Medical Advisory Committee.  Accordingly, Phase Two will be implemented after the Associated Health Professions Review Subcommittee has completed its work and action on its recommendations has been determined.


This document addresses the principles and process for Phase One and includes, 

1.) direction for the completion of a review process for affiliations between VA and its medical school affiliates and, 2.) the process for execution of revised affiliation agreement documents between VA and its academic affiliates.

Principles

The following set of principles guides the linked processes of review and execution of revised VA and medical school affiliation agreement documents.

1. Health care work force training, medical education, and research are most beneficial to patient care and most valuable to learners, when they are aligned with the best models of patient care.

2. Education and research should be accountable to health care system needs.  

Accordingly, they should be managed with performance expectations and outcomes

measures.

3. VA’s educational offerings should emphasize areas of greatest need to society and to those of its veterans.  They should be especially concentrated in areas for which VA has special expertise.  The numbers and types of health care professionals should be determined by the needs of the system and the needs of the nation.

4. Academic affiliation agreements with VA should be fair and equitable to all parties.

Process For Review and Execution of 

Revised VA-Medical School Affiliation Agreement Documents

The general conditions and expectations listed below will guide these processes.

1. The linked process of review of affiliations and execution of revised affiliation agreement documents will take place under the guidance of the Chief Academic Affiliations Officer.  The Network Director will provide guidance to individual treatment/training facilities regarding Network strategy and goals with reference to affiliation agreements and shall approve all affiliation agreements.  Specific negotiation regarding operational and logistical details will be negotiated by the facility.  

2. A set of guidelines (attached) will serve as the basis for the review. The review process will begin concurrently with the process to execute revised affiliation agreement documents.  Because the process of executing new affiliation agreement documents will renew existing affiliation agreements with new standard language, it is expected that the new master affiliation agreements and new School of Medicine affiliation agreement documents will be signed within 120 days.  The review process may extend beyond this deadline, because it is anticipated that the review will lead to ongoing planning, implementation strategies and outcomes analysis.

3. The template affiliation agreements will apply to all VA-university affiliations. There shall be no informal or special arrangements that are not in accordance with VA policy or sound management practices as outlined by the template agreement. Any wording change from the template must be approved by General Counsel in VA Headquarters.

The sequence and implementation of the review and execution of revised affiliation agreement documents processes is shown below.

1. General.  The Chief Academic Affiliations Officer will convene the Network Academic Affiliations Officers to initiate the processes of review and execution of revised affiliation agreement documents.  The review process will be based on guidelines that have been developed by VHA educational and administrative leadership as well as leadership from VHA’s academic partners.  The VISN will initiate these processes for each medical school partnership in its network.  The Network Director will be responsible for the direction of the processes.   The Network Academic Affiliations Officer will be responsible for coordination of the processes.

2. Revised Affiliation Agreement Documents.    The Revised Affiliation Agreement Documents provide the model template and language for updated affiliation agreements.  Any deviation from the model template must be submitted to VA General Counsel for review and approval before execution.  During FY 97, revised affiliation agreements will be executed for institutions sponsoring the 105 medical school partnerships with VHA.  New affiliations with other academic partners may be executed using the new templates, but it is not necessary to prepare new affiliation documents for non-medical school partnership agreements in FY 97.  These will be executed in FY 98 after the recommendations of the Associated Health Professions Review Subcommittee of the Special Medical Advisory Group have been received and implementation decisions made.  

            There are three types of affiliation agreements:  master affiliation agreements, school

of medicine affiliation agreements and educational program affiliation agreements.

Master Affiliation Agreement.  There will be one Master Agreement for each college/university with which a facility has an agreement.  It will be signed by the Facility Director, the leading official at the educational institution, and the Network Director.  The generic umbrella of the master affiliation agreement constitutes both the philosophical and legal basis for numerous specific corollary agreements that may be executed among components of VA and the affiliates.  Such corollary arrangements may address academic programs as well as health care delivery arrangements that may be executed under the enabling umbrella of the master affiliation agreement.  They may take the form of contracts, memoranda of understanding, performance guidelines, leases, written agreements which cover academic or research partnerships, as well as shared services, facilities, equipment or other resources that support the affiliation.  Additional agreements may include VISN-wide coordinating agreements, or local multi-affiliate sharing agreements where relevant.  Failure to agree on the details of one or more corollary agreements made as a part of an affiliation agreement should not necessarily preclude approval of the master affiliation agreement, but should constitute the basis for planning and for future interaction.

School of Medicine Affiliation Agreements.  The Medical School Memorandum of Affiliation specifies unique aspects of affiliations between VA and schools of medicine and will be signed by officials in the medical school and the university as well as VA officials at the facility and network levels.

Educational Program Affiliation Agreements. The Educational Program Affiliation Agreement applies to an individual program in a medical school and to all other non-medical school affiliations.  This includes a separate educational program agreement for each discipline-specific educational program that sends trainees to VA.  It will be signed by the VA Network Director or his/her delegatee and the responsible official at the educational program. 

3. Review process.  To accomplish a comprehensive review of academic partnerships, the VISN will convene a meeting of facility and medical school leadership to discuss the rationale and goals of the review guidelines and their network level and facility level relevance.  Rational expectations for the review will be discussed. The review will incorporate all relevant areas of partnership between VA and the academic affiliate.  Cross-cutting issues as well as opportunities and challenges for VA/affiliate partnerships will be addressed.  The Network Director will assure that an appropriate review process has been formulated to accomplish a comprehensive review of academic affiliations. When the facility-medical school review process has been completed, the attendant documents will be submitted to the network leadership for concurrence or revision.   Upon completion of the network level review, the documents will be submitted to Headquarters for review and comment.  The time line for completion of the review will be determined by each VISN.  In any event, it is to be completed no later  than September 30, 1997.

4. Follow-through of the Review Process.  The review process is not an end unto itself.  It is anticipated that it will be the basis for long-term planning for academic affiliations with medical school partners.  Therefore, as part of the discussions surrounding the review process, a set of future strategies will be developed to address the guidelines.  It is expected that the Network Academic Partnership Councils will play an important role in the follow-through of the review process.  They will coordinate the tracking of measurable outcomes that emerge from the review.

5. Execution of Revised Affiliation Agreement Documents.  Concurrent with the review, the process leading to the signing of a master affiliation agreement and accompanying school of medicine affiliation agreement will take place.  It will include participation by facility leadership--to include at least the Facility Director, Chief of Staff, and Associate Chief of Staff for Education--and the academic affiliate’s leadership--to include the medical school dean and the university president or his/her delegated representative.  The Network Director will be the official designated to approve the affiliation agreement for VA.

6. Time line for Approval of Master Affiliation Agreement.  It is anticipated that the execution of the master affiliation agreement and school of medicine affiliation agreements  -- from convening of the network-level leadership to final review -- will take no more than 120 days.
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