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Presentation Notes
Shortly before the beginning of this story, 15 Billings Clinic employees, including Eric Arzubi, formed a LHS Learning Network, a group committed to understanding and implementing Learning Health System concepts. Its members  decided it would be wise to  articulate a set of principles which when followed would foster learning. In our research we discovered a rich trove of ideas from Complexity Science, the Social Sciences and from qualitative research conducted at Billings Clinic on factors that supported improvement. From our explorations we derived a set of 6 learning principles.I’d like to mention the 6 principles and then highlight three that were new to us at Billings, and so perhaps to you, and make connections to the Triple Chrono Therapy story.



To Foster 
Learning

Embrace 
Sensemaking Over 
Decision Making

Bring Diverse 
Perspectives 
to Complex 
Challenges

Animate 
People, 
Update 

Regularly 
and Interact 
Respectfully

Draw on Wisdom 
of Groups and 

Value Connections

Appreciate 
Power of 
Emergent 

Change and 
Limitations of   

Planned 
Change

Focus on Small 
Wins and 
Describe 

Challenges 
as Mere 

Problems



Embrace 
Sensemaking
Over Decision 

Making

“If I make a decision, I take pride in it, I tend to defend it and not 
listen to those who question it. If I make sense, then this is more 
dynamic and I can change it. A decision is something to polish. 

Sensemaking is a direction for the next period.”

Presenter
Presentation Notes
We’ve derived this principle from the scholarship of Karl Weick. Instead of a focus on deciding what to do, a typical leadership task, Weick suggests that one gather a group of interested personnel to explore what’s happening, to evaluate available data, information and diverse perspectives. To make sense and allow direction to emerge.Weick loves to illustrate this point by quoting Paul Gleason, a renowned wildland firefighting commander. “It I make a decision, I take pride in it, I tend to defend it and not listen to those who question it. If I make sense, then this is more dynamic and I can change it. A decision is something to polish. Sensemaking is a direction for the next period.”What did Eric Arzubi do? He didn’t make a decision. As chair of psychiatry, he certainly could have. Rather, he shared Jim’s story, the dilemma of finding a non-medication based therapy, and an obscure research article with some nurses and mental health workers, and Jim. In exploratory conversations, a direction for the next period emerged. 



Focus on 
Small Wins 

and 
Describe 

Challenges 
as Mere 

Problems

A mere problem allows responses 
“that are more complex, more recently learned and more 

responsive to more stimuli” and more likely to produce “lasting 
change in dynamic situations.”

Presenter
Presentation Notes
How we label problems and the magnitude of problems we confront, impact our abilities to tackle them. This conclusion stems from the Yeskes-Dodson Law Massive problems tend to overwhelm the ability of individuals to cope. Fear is aroused – because people feel the problem is beyond their abilities, and their capacity to comprehend it (bounded rationality). As a consequence their responses tend to be primitive and based on first learned actions. Weick observed: Facing a mere problem…..allows responses “that are more complex, more recently learned and more responsive to more stimuli” and more likely to produce “lasting change in dynamic situations.”These responses, when they produce small wins offer insight into an issue, attract additional support, new problem solvers and the ideas they bring. Problems beyond “mere” are now in sight.What did the Billings team members do? They focused on Jim, not MT adolescents with severe depression. They implemented a novel strategy which worked – a small win. They learned from experience and involved more staff and used the therapy with more patients. Now they are nearing the end of a the first ever clinical study of triplechrono therapy in an adolescent population. 



Animate 
People, 
Update 

Regularly 
and Interact 
Respectfully

“Perhaps no single phenomenon reflects the positive potential of 
human nature as intrinsic motivation, the inherent tendency to seek 
out novelty and challenges, to extend and exercise one’s capacities 

to explore, 
and to learn.”
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A quote from Ryan and Deci, the developers of Self-Determination Theory. “Perhaps no single phenomenon reflects the positive potential of human nature as intrinsic motivation, the inherent tendency to seek out novelty and challenges, to extend and exercise one’s capacities to explore, and to learn.”Their research discovered that intrinsic motivation requires specific supportive conditions to be sustained and developed. Number 1 on the list of supportive conditions is Autonomy – the opportunity for self-direction, choice. Number 2 is the opportunity to explore issues of personal importance in relationship with others.With these ingredients – we witness animated people, directing all their energies to something they care about.Eric Arzubi reported that at the first meeting with the nurses and mental health workers, they lit up, bubbling with enthusiasm. They saw an opportunity to help a deeply troubled youth, and to do so in collaboration with others. They felt respected by the Chair of Psychiatry who reached out to them for their guidance and help. They chose to get involved. Here’s how one nurse expressed it. “Front-line staff, weary of the heart-breaking landscape of less than happy endings, rallied around the chance to try something new.”



What Else Emerged

• Improved relationship between nurses and psychiatrists

• Heightened confidence of nurses

• Nurses – we’re becoming researchers

• Adoption of new processes for quality improvement, like 
Relational Coordination, and programs, like Project ECHO, 
informed by the learning principles

• Robust CULTURE OF LEARNING

Appreciate 
Power of 
Emergent 

Change and 
Limitations of   

Planned 
Change
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When our LHS Learning Network examined the triple chrono therapy story, we uncovered some unexpected benefits that went beyond the impact of the novel therapy on patients.Feel honored to share our work on Learning at Billings Clinic. Your vision has inspired us to embark on the journey to become a true Learning Health System. On this journey we began to sense the characterization of Learning Health Systems has been framed too narrowly, that the young LHS movement has given insufficient attention to the actual process of learning.Our exploration of the literature and our experience led us to conclude that the benefits of digital technology, of analytics and the inspiring vision of the LHS movement can be fully realized only in organizations and systems with robust learning cultures.This type of  challenge is one the grassroots LHS  movement can tackle. My Billings Clinic colleagues and I very much welcome conversations about the place of learning in Learning Health Systems and feedback about the principles we’ve embraced. My intuition whispers we’ll be pleased with what emerges.I’d like to end with a thank you and a reflection from a key actor in the  triple chrono story - Diane Hurd



“I still find it extraordinary that one patient, a brave and vulnerable 
teenage boy, could be such a powerful agent of change in the lives 
of so many caregivers and in the culture of an organization. This 

patient did a very bold and simple thing.  He challenged our 
assumptions about the necessity of delivering the standard of care 
as usual.  His refusal was absolute – ‘I’ve already seen what you’re 

offering. I’ve tried it.  And I don’t want any more of it.’ It might have 
ended there.  A defiant and “non-compliant” teenager, discharged 

to a higher level of care.  Yet that is not what happened ” 
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