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[bookmark: _GoBack]Slide Zero: Organizational Learning: an IE Critical Success Factor 
(IE Critical Success Factors: staffing and expertise, integration, leadership engagement and support, policy, resources, access, accountability, organizational learning, and evaluation and improvement)
This is Basil Rowland, IE Field Operations Manager with the National Center for Ethics in Health Care and I am very pleased that you have joined us on this call. Today we’ll look at one of the factors that organizational literature tells us are critical for program success – organizational learning. In IE, the EC, PE and EL functions can contribute to organizational learning through dissemination and exchange of their experiences and findings through venues such as town hall meetings, departmental staff meetings, educational activities and standard facility communications, such as newsletters or facility e-mails. During this call we’ll consider steps to develop an organization learning plan and share specific examples to help promote organizational learning in your own facilities.  Note: organizational learning is differentiated from pure ethics education (like a journal club activity or education about a specific ethics topic like “what is ethics”, etc.).  Rather, organizational learning focuses on experiences and findings through the application of EC, PE and EL activities, like consults, ISSUES cycles, and/or EL actions.

Slide One: Opening Poll
In IE, the EC, PE and EL functions contribute to organizational learning through dissemination and exchange of their experiences and findings through venues such as town hall meetings, departmental staff meetings, educational activities and standard facility communications, such as newsletters or facility e-mails…
Last year, IE program staff in my facility shared EC consult case studies, PE storyboards, and EL actions with employees: 
· Extensively
· Moderately
· Somewhat
· Not at all

Slide Two: Organizational Learning: What’s it good for? 
While the concept of the learning organization is relatively new, literature supports a significant positive relationship between the learning organization and organizational effectiveness as found in this recent study among nurses. This study also provides evidence that OL deepens organizational commitment and job satisfaction.  For IE programs, OL is a way to garner respect, recognition and demonstrate value for your efforts, to integrate your program throughout the facility by engaging with all staff, to practice openness and transparency, and to help market and promote access to your services.  It’s also an opportunity to discuss important underlying values and your organization’s commitment to them. 

Reference:
The effect of nurses' use of the principles of learning organization on organizational effectiveness.
Jeong SH1, Lee T, Kim IS, Lee MH, Kim MJ.
Author information 
1College of Nursing, University of Illinois at Chicago, Chicago, Illinois, USA.
Abstract
AIM: 
This paper is a report of a study to describe the effect on organizational effectiveness of nurses' use of the principles of learning organization.
BACKGROUND: 
Since Senge proposed the learning organization model in 1990, the principles of learning organization have been considered as a new organizational vision. However, there is little empirical evidence that shows how nurses' use of the principles of learning organization affects organizational effectiveness in healthcare settings.
METHOD: 
A cross-sectional survey was used and the data were collected in 2003. Participants were 629 professional nurses who had worked full-time for more than 1 year in the general units of nine tertiary medical hospitals in South Korea. A questionnaire was distributed to nurse managers of nine hospitals, who distributed it to 665 nurses, 635 of whom responded (response rate 95.5%). Six returns were discarded due to incomplete responses, leaving 629 for data analysis.
RESULTS: 
There was a statistically significant positive relationship between nurses' use of the principles of learning organization and organizational effectiveness. Hierarchical multiple regression analysis revealed that the concept explained an additional 24.9% of organizational commitment and a further 22.6% of job satisfaction. The learning organization principles of shared vision and team learning were statistically significant predictors for organizational effectiveness.
CONCLUSION: 
Individual nurses can use the principles of learning organization to enhance organizational effectiveness. Intervention programs that integrate and strengthen shared vision and team learning may be useful to enhance organizational effectiveness. Further research is required to identify other factors related to the principles of learning organization.

Slide Three: IE materials support the concept of OL
We placed specific language about OL in IE materials because the literature suggests that this is a critical factor for the success of a program.  We also placed it in the IE Handbook because we know that some of you are in facility’s that won’t support activities unless it’s written in a policy.  

…from the IE Handbook:
       IEPOs: Help ensure discussion of ethics at appropriate venues such as town hall meetings, departmental staff meetings and by developing ethics content for inclusion in standard facility communications, such as newsletters or facility e-mails
	ECCs: Contribute to organizational learning through dissemination and exchange about the experience and findings of the Ethics Consultation Service
	PECs: Contribute to organizational learning through the dissemination and exchange of results of PE activities (e.g., presentations or posting storyboards)

So let’s talk about some specific examples of OL….

Slide Four: Organizational Learning: EC examples
Organizational Learning : EC examples
The EC Primer provides some specific examples of how ethics consultants can share their knowledge and experience with others in the organization. Group discussion of actual cases (appropriately modified to protect the identities of participants) is an excellent way to educate staff. Imagine the impact of sharing cases that had implications for the organization in leadership meetings at the facility or even VISN level. Or, imagine the impact of reworking a consultation service note into a newsletter article that summarizes an important ethics topic. Policy questions handled by the service can be turned into Frequently Asked Questions and posted on a website. Efforts such as these not only enhance staff knowledge, they also enhance the credibility and visibility of the ethics consultation service. 
Question: Does anyone have a good example of how you have carried out EC organizational learning in your facility?  Has anyone held a group discussion of actual cases with staff, or turned a consultation service note into a newsletter article, or shared information about an ethics in health care policy with staff?
 
Slide Five: Organizational Learning: EC example
At the national level, our office has tried to promote organizational learning though IEIA articles based on knowledge and experience that we feel is important to share with all facilities.  For example, IEIA #24 has an article, “How Can Patients Access Your Ethics Consultation Service?”  which is based on the true story of a patient who recently contacted the NCEHC needing assistance with an ethics question. Our staff tried unsuccessfully to refer the patient to their facility’s ECS through various means.  We shared this story to highlight the potential ways that a patient might try (unsuccessfully!) to reach the consultation service and to suggest ways to ensure that those in the facility who might be contacted have up-to-date information at their fingertips about how to access ECSs. 
Another example is an article in IEIA#29, “Frequently Encountered Myths and Misconceptions About the Local Ethics Consultation Service” in which we attempted to debunk myths and misunderstandings about a facility’s ECS. Based on technical assistance requests to the NCEHC over the past four years, staff have identified several areas where confusion exists concerning the ECS, including use of the CASES approach and ECWeb. 
So this is how we’ve turned knowledge and experience of EC operations into organizational learning for all facilities.  Let’s look at some examples of how PE can support OL…
 
Slide Six: Organizational Learning: PE examples
Question 3.9 in the IEFW suggests several approaches to disseminating “lessons learned” through participation in various meetings, posting on bulletin boards, or reworking them into newsletter articles. And similar to EC, when an ISSUES cycle finds that practice is compromised because staff doesn’t understand policy, the PE Team can create Frequently Asked Questions and post them on a website. 
Question: Does anyone have an example of how your PE Team has conducted organizational learning in your facility?

Slide Seven: Organizational Learning: PE example
Kansas City VAMC 2013 PE ISSUES Summary
Here’s an example of how one facility’s PE Team used OL in their 2013 PE ISSUES cycle….
KCVA’s IE Council identified organizational learning as an OFI after analyzing 2012 IESS questions relating to management follow-up on ethical concerns and resource allocation. For their Ethical Standard Source, they cited a 2010 study by Yaghoubi and  Wang that found a relationship between Organizational Learning and Organizational Commitment.  They also noted the 2007 VHA Transformational Performance Measure that sought to distinguish the VA as a learning organization.  This measure set forth that "Through  an open culture of communication and trust, individual learning becomes organizational learning, which leads to organizational improvement and development of an organization's competitive advantage."  VHA Directive 2011-045.
Strategies they used to Address Major Cause of EQG included development of a "Lessons Learned" newsletter to educate the employees of lessons learned while working through the improvement process.  Frontline staff prompted this initiative by reporting that the sharing of information was found to be lacking at the front line level. The summary reported that the involvement of the Human Resources Service Chief and the IE Council was crucial to a wide distribution of outcomes to the employees.
I’d like to show you what my office has done to support sharing of PE knowledge and experiences at the national level.

Slide Eight:  Organizational Learning: PE examples
Again, at the national level, we strive to practice OL for PE:
A couple of examples of how NCEHC has provided organizational learning:
In Issue #6 of IEIA, PE teams from five facilities describe their work on specific ISSUES cycles and how that work led to improved ethics quality at their facilities. NOTE: Details of contributors’ ISSUES cycles are provided in the accompanying chart, “Moving Through the ISSUES Cycle: Real-World Examples from Five Facilities.”
In IEIA #12, we described innovative approaches by PE team members from VA Greater Los Angeles HCS, VAMC Augusta (GA), VISN 7, and VAMC Durham (NC) to build effective PE programs. 
You can look to these examples as ways to promote PE activities in your facility newsletters….
Let’s take a look at EL examples of OL….

Slide Nine: Organizational Learning: EL example
This year’s IEP1 and EL1 program metrics are a great opportunity for your IE Council/ELC/FD to provide organizational learning in Q4 when they are asked to communicate improvement plan progress, achievement and results to facility leadership and staff (e.g., through town hall meetings, newsletters and/or facility emails.  
Question: Does anyone have an example of how your IE team has shared knowledge and experience gained from past EL improvements? Perhaps in a staff or town hall meetings, newsletters or facility emails?
…FY14 IE program metrics
IEP1c Has your IE Council/ELC/Facility Director communicated improvement plan progress and results to facility leadership and staff (e.g., through town hall meetings, newsletters and/or facility emails)? (Y/N) (Target completion: Q4)
EL1c Has your facility (IE Council/ELC/Facility Director) communicated the improvement plan achievement and results to staff (e.g., through town hall meetings, newsletters or facility emails)? (Y/N) (Target completion: Q4)
 
Slide Ten:  Organizational Learning: EL example Central Alabama 2013 EL Improvement Summary
And here’s an example of how organizational learning was included in one facility’s EL improvement plan from FY13:
The EL improvement opportunity was identified when IE staff noted a low score on the 2012 IESS P3 question, “If a clinician displays intimidating, abusive or disruptive behavior toward others, managers will intervene.” Anecdotal evidence of instances of disruptive clinician behavior were discussed in IE Council and it was agreed that disruptive behavior was occurring, but that it was not being reported consistently, possibly due to staff members’ beliefs that mangers would not intervene and nothing would be done and possibly due to their concern about retaliation or being ostracized.
One improvement goal was to increase awareness of the problem of disruptive behavior in clinicians among all clinical staff. It was noted that it would be a long term project, and that the eventual outcome would be fewer instances of disruptive behavior, and a higher percentage of these being reported as staff develop trust that managers will act on reports.
A major component of the goal was to increase awareness of the problem among clinical staff and clinical managers.  The initiative was first described to all managers in the Director’s Staff Meeting by the IEPO.  In the monthly column in the facility’s newsletter, “A Question of Ethics,” a question about reporting clinician disruptive behavior was published.  
After the announcement of the initiative in the Director’s Staff meeting and the example in the monthly Ethics column, there were two questions/reports received by the Ethics Consultation Coordinator who is also the Customer Service Manager about instances of disruptive clinician behavior, which she had not received previously. 
 
Slide Eleven:  Questions 
Hopefully, through our discussion and the examples we’ve shared you’ll agree that organizational learning can promote organizational effectiveness, commitment and job satisfaction.  That it is a way to garner respect, recognition and demonstrate value for your efforts, to integrate your program throughout the facility by engaging with all staff, to practice openness and transparency, and to help market and promote access to your services.  It’s also an opportunity to discuss important underlying values and your organization’s commitment to them. 

Any questions?

 Contact Basil Rowland, IE Manager, Field Operations, with any questions…
(757) 809-1129
  basil.rowland@va.gov
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In IE, the EC, PE and EL functions contribute to organizational learning through dissemination and exchange of their experiences and findings through venues such as town hall meetings, departmental staff meetings, educational activities and standard facility communications, such as newsletters or facility e-mails…



Last year, IE program staff in my facility shared EC consult case studies, PE storyboards, and EL actions with employees: 



Extensively

Moderately

Somewhat

Not at all
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Organizational Learning: What’s it good for?




       













“The effect of nurses' use of the principles of learning organization on organizational effectiveness”. Jeong SH1, Lee T, Kim IS, Lee MH, Kim MJ. J.Adv.Nurs. 2007

Since Senge proposed the learning organization model in 1990, the principles of learning organization have been considered as a new organizational vision. 

Statistically significant positive relationship exist between nurses' use of the principles of learning organization and organizational effectiveness. 

Deepens organizational commitment and job satisfaction. 

The learning organization principles of shared vision and team learning were statistically significant predictors for organizational effectiveness.



For IE programs, OL is a way to:

Garner respect, recognition and demonstrate value for your efforts

Integrate your program throughout the facility by engaging with all staff

Practice openness and transparency

Market and promote access to your services

Discuss values and your organization’s commitment to them
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IE materials support the concept of OL

…from the IE Handbook:



       IEPOs: Help ensure discussion of ethics at appropriate venues such as town hall meetings, departmental staff meetings and by developing ethics content for inclusion in standard facility communications, such as newsletters or facility e-mails



	ECCs: Contribute to organizational learning through dissemination and exchange about the experience and findings of the Ethics Consultation Service



	PECs: Contribute to organizational learning through the dissemination and exchange of results of PE activities (e.g., presentations or posting storyboards)
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Organizational Learning: EC examples





















Group discussion of actual cases (appropriately modified to protect the identities of participants) is an excellent way to educate clinical staff



A consultation service note can be reworked into a newsletter article that summarizes an important ethics topic 



Policy questions handled by the service can be turned into Frequently Asked Questions and posted on a website
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Organizational Learning: EC example



















IEIA #29 “Frequently Encountered Myths and Misconceptions About the Local Ethics Consultation Service”



IEIA #24 “How Can Patients Access Your Ethics Consultation Service?” 
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Organizational Learning: PE examples























IEFW Q3.9: Facility approaches to disseminating information about preventive ethics activities, including “lessons learned”…



Senior executive, managers’, and staff meetings 



Present information on posters or bulletin boards 



Present information through newsletters, all-staff emails, or reports. 



PE Primer: Policy questions handled by the PE team can be turned into Frequently Asked Questions and posted on a website
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Organizational Learning: PE example
Kansas City VAMC 2013 PE ISSUES Summary



















Ethics Issue: IEC identified organizational learning as an OFI after analyzing 2012 IESS questions relating to management follow up on ethical concerns and resource allocation. 



Ethical Standard Source(s):  1) In 2010, Yaghoubi & Wang found a relationship between Organizational Learning and Organizational Commitment;  2) VHA sought to distinguish the VA as a learning organization in a 2007 TPM. "Through  an open culture of communication and trust, individual learning becomes organizational learning, which leads to organizational improvement and development of an organization's competitive advantage.“ VHA Directive 2011-045.



Strategies to Address Major Cause of EQG: "Lessons Learned" newsletter to educate the employees of lessons learned while working through the improvement process.  Frontline staff prompted this initiative by reporting that the sharing of information was found to be lacking at that level of the organization. Involvement of the HR Service Chief and the IE Council was crucial to a wide distribution of outcomes to the employees.
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Organizational Learning: PE examples



















IEIA #6:  Preventive Ethics in Action: Using the ISSUES Approach to Improve Ethics Quality in Facility Settings



IEIA #12: Developing the Requisite Structures and Supports for a Robust Preventive Ethics Program
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Organizational Learning: EL example

…FY14 IE program metrics



IEP1c Has your IE Council/ELC/Facility Director communicated improvement plan progress and results to facility leadership and staff (e.g., through town hall meetings, newsletters and/or facility emails)? (Y/N) (Target completion: Q4)



EL1c Has your facility (IE Council/ELC/Facility Director) communicated the improvement plan achievement and results to staff (e.g., through town hall meetings, newsletters or facility emails)? (Y/N) (Target completion: Q4)
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Organizational Learning: EL example
Central Alabama 2013 EL Improvement Summary

EL improvement opportunity: IESS identified ethics quality gap regarding disruptive clinician behavior towards patients. 



Improvement goal: One improvement goal was to increase awareness of the problem of disruptive behavior in clinicians among all clinical staff.



Strategy: A major component of the goal was to increase awareness of the problem among clinical staff and clinical managers.  The initiative was first described to all managers in a Director’s Staff Meeting by the IEPO.  In the monthly column in the facility newsletter, “A Question of Ethics,” a question about reporting clinician disruptive behavior was published. 



Results: After the announcement of the initiative in the Director’s Staff Meeting and the example in the monthly ethics column, there were two new reports about instances of disruptive clinician behavior received by the ECC. 
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Questions?











http://vaww.ethics.va.gov/integratedethics



Contact Basil Rowland, IE Manager, Field Operations, with any questions



(757) 809-1129



  basil.rowland@va.gov
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