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THE VA-MEDICAL SCHOOL PARTNERSHIP:

GUIDELINES FOR REVIEW OF AFFILIATIONS

Introduction


VA is committed to its education and research missions.  The review of VA-medical school affiliations is designed to strengthen those missions in the context of the change that is occurring in the larger health care environment.  If VA-academic partnerships are to continue to be mutually beneficial, both entities must work to strengthen this partnership. 


VA is in a unique position to support effective change in medical education.  First, it provides financial and organizational support for a large proportion of medical education in the United States.  Second, because of the medical and social complexity of the patients VA serves, only the best in medical skills and the most effectively integrated system will meet veterans' health needs.  This context provides a singular opportunity to help prepare future physicians for a changing health care system currently dominated by managed care.  


These guidelines for review of affiliations are intended to constitute the framework within which the effectiveness and value of the partnerships are measured.  The guidelines have been developed to reflect the shared goals of the partnerships and to provide a mechanism for tracking their success into the future.  Of necessity, the vision for the future held by the partnership leaders will be evolutionary.  It is assumed that not all partnerships will be at the same point in the development of a strategy that deals effectively with the changes that are occurring in medicine today.  Nevertheless, this process of assessment should reflect the attitudes and plans as they exist currently and the mechanisms to effect valuable change going into the future.  

Application


The review of VA-medical school partnerships differs from other accreditation and standards-based reviews.  It is not so much a “report card” as it is a foundation for planning and  establishment of goals.  The review will incorporate all relevant areas of partnership between VA and the academic affiliate.  The value of the partnership to both VA and the school of medicine should be addressed together with the status of the strategic plans of each partner that may have an impact on the future of the partnership.  Opportunities for improvement and for the development of new partnerships should be addressed.  The reviews will be the basis for long-term planning for academic affiliations between VA and medical school partners, and they will identify measurable outcomes to track future progress. 


The reviews of the facility-medical school relationship will take place at the local level, with the conclusions submitted to the network leadership for concurrence or revision.  The Network Director will ensure that an appropriate process has been formulated to accomplish a comprehensive review of academic affiliations.  Each Network Academic Partnership Council will monitor the follow-through of the process.  While the review will initially focus on the local VA facility-affiliated school of medicine partnership, it will also incorporate the emerging changes that are taking place in the VA health care system, including systems planning for patient care delivery within the context of the population-based Veterans Integrated Service Networks.  Recent changes in VA administrative structures and processes may help to enable previously untapped opportunities for neighboring schools of medicine to share in VA partnerships.  

The review process is expected to be the basis for long-term planning for VA’s academic affiliations with medical school partners.  Therefore, as part of the discussions surrounding the review process, a set of strategies will be developed to address the future goals of the partnership.  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.

Expectations

The product of the review of affiliations should be an assessment of the current strengths and weaknesses of the partners’ relationship and a short- and long-range plan for the future of the academic partnership.  The broad headings included below are intended to help focus the review around major conceptual areas of the partnership as embodied in the affiliation agreements.  Varying degrees of integration are found in the many VA-medical school partnerships.  The specific questions included with each conceptual area are intended to be examples of representative questions that may be relevant for a subset of affiliations.  They are not intended to be an exhaustive list of specific uniform measures applicable to all situations.  Rather, they are to serve as examples that may help to characterize the partners’ relationship.

GUIDELINES FOR REVIEW OF AFFILIATIONS:
conceptual areas of the VA-Medical School partnership

MISSION/VISION  

“The provision of education for future healthcare providers and the conduct of research are statutorily defined missions of the Veterans Health Administration.  Building on the long-standing, close relationships between the U.S. Department of Veterans Affairs (VA) and the nation’s academic institutions, VA seeks to play a leadership role in reshaping the education of future healthcare professionals to help meet the rapidly changing scope and complexity of the nation’s health care delivery system.”  (Memorandum of Affiliation Master Agreement.  Preamble)
Examples of Representative Questions:  A shared vision of the future is important to a successful partnership.  How do the University/Medical School and VISN/facility leadership reflect congruence in their commitment to clinical care, education and research within a vision for the future state of the national, regional, affiliate and VA health care systems?  What are the collaborative strategies to deal with the emerging clinical work force and the nation’s changing health care delivery system?  In what ways can VA and medical schools collaborate in response to the emerging environment?  What do VA and medical schools expect of each other?  How can these expectations be met?

PHYSICIAN FACULTY ISSUES 

“At its finest,  an affiliation agreement articulates a "one campus" concept for the two parties.  To the extent possible, it establishes the goal of one standard for patient care, one standard for resident and student education, one standard for research, and one standard for faculty appointments.”  (Memorandum of Affiliation Master Agreement.  Preamble)

Examples of Representative Questions:  The VA school of medicine partnerships results in medical school physician faculty having appointments at the VA as staff physicians.  These  appointments vary in the percent of time spent at each institution.  What is the overlap in physician appointments?  Are there physicians that are considered VA-based? If so, are VA-based faculty academically productive, as reflected by peer-reviewed publication, external grant funding (NIH, merit review, educational grants, etc.), and medical student and resident teaching?  How do they compare in these areas to comparable non-VA-based faculty?  How is commitment to care of veterans demonstrated by VA-based faculty?  What leadership positions do VA-based faculty hold in medical school educational programs?  How many are on the medical school curriculum committee?  What VA-based faculty have received awards for outstanding contributions to education and research from the medical school?  What VA-based faculty occupy positions of influence in the medical school?  How many VA-based faculty carry university administrative positions?  Which ones?  

MEDICAL CARE OF VETERANS AND THE EDUCATION AND RESEARCH PARTNERSHIP 

“It is the intent of VA to maintain its long-standing practice of effective affiliations with educational institutions for the purposes of contributing to continued excellence in VA patient care and conducting joint academic programs that address health manpower needs throughout VA and the nation.”   (Memorandum of Affiliation Master Agreement.  Preamble)

Examples of Representative Questions:  How well does VA rank among students and residents as a preferred site for education?  It is recognized that the shift of workload and teaching to the ambulatory setting creates new complexities and challenges.  How have the partners collaborated to develop innovative strategies for student and resident supervision and curricula for ambulatory care?  Given the climate of resource constraint, what consideration is being given by the partnership to the support of the education and research missions?  Are VA and non-VA ambulatory/continuity experiences integrated?  How is the economic aspect of medical practice reflected in the student and resident curricula?  How is access to care facilitated in clinics/practices in which residents and students learn?  How is patient satisfaction tracked among patients cared for by students and residents?  How do the facility and medical school support the clinics/practices where students and residents learn?  What is the mechanism for planning and tracking such support?  Does the collaboration foster education in primary care?  How?  Are there efforts to move toward models of primary care training that are interdisciplinary?  In what ways does the affiliation foster VA’s research mission?

BUSINESS RELATIONSHIPS

“The generic umbrella of the affiliation agreement is critical to the affiliation because it forms the philosophical and in some cases, the legal basis for numerous specific agreements that may be executed between components of the affiliate and VA.  Affiliation agreements with individual academic institutions may lead to agreements in a number of different academic programs and for a number of different health care delivery arrangements that may be executed under the umbrella of the affiliation agreement.  The success of the affiliation must be judged in the aggregate -- that is, a balanced judgment of the tradeoffs and values of all the arrangements entered into between the affiliated parties.”  (Memorandum of Affiliation Master Agreement.  Corollary Agreements)

Examples of Representative Questions:  What is the process for initiation of sharing agreements relative to patient care, education and research?  What sharing agreements exist?  How are the outcomes of such sharing agreements tracked?  What other business agreements exist between the partners?

NETWORK-WIDE ISSUES 

“This agreement, when duly executed and approved by the Department of Veterans Affairs (VA), authorizes VA, its Veterans Integrated Service Networks and the listed VA facilities, to affiliate with academic institutions for the purposes of enhanced patient care, education and research.  VA and the affiliated academic institution have a shared responsibility for the academic enterprise.”  (Memorandum of Affiliation Master Agreement.  Terms of Agreement)

Examples of Representative Questions:  What is the evidence that there is a collaborative relationship among the affiliated deans in the network?  How have efficiency and savings been realized by consolidated programs?  What is the evidence for joint planning among affiliated deans and VISN leadership?

VA/UNIVERSITY GOVERNANCE 

“VA treatment facilities, or groups of VA treatment facilities as appropriate, will establish an Affiliation Partnership Council made up of representatives of the affiliated health professional schools.  The Council will act as the strategic planning and coordination body for all academic matters involving VA and the affiliates, and will coordinate the tracking of measurable outcomes that emerge from reviews of the academic partnerships.  The Council will inform VA of affiliate matters such as strategic planning, program direction or budgetary issues affecting VA.  Topical or discipline specific subcommittees to address specific management or strategic interests may be developed as needed in collaboration with the academic and VA leadership.”  (Memorandum of Affiliation Master Agreement.  Terms of Agreement)
Examples of Representative Questions:  Who constitutes the current Academic Partnership Council?  How does the Academic Partnership Council track defined outcomes?  What are those outcomes?  How do the leadership of the medical school, the facilities, and the VISN demonstrate collaborative management among departments, e.g., number of joint projects in care delivery, interdepartmental research projects and grants, joint faculty appointments, coordination among teaching programs?  What is the mechanism to establish goals and to track their achievement as a result of this current review of the academic partnership?  Does the leadership of the medical schools and the VISN perceive each other’s governance systems as a possible basis for moving to overcome hindrances to effective change?
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