
GUEST EDITORIAL

400 • FEDERAL PRACTITIONER • SEPTEMBER 2019 mdedge.com/fedprac

Reframing Clinician Distress:  
Moral Injury Not Burnout
Wendy Dean, MD; Simon Talbot, MD; and Austin Dean 

For more than a decade, the term burnout  
has been used to describe clinician dis-
tress.1,2 Although some clinicians in fed-

eral health care systems may be protected from 
some of the drivers of burnout, other federal 
practitioners suffer from rule-driven health care 
practices and distant, top-down administra-
tion. The demand for health care is expand-
ing, driven by the aging of the US population.3 
Massive information technology investments, 
which promised efficiency for health care pro-
viders,4 have instead delivered a triple blow: 
They have diverted capital resources that might 
have been used to hire additional caregivers,5 
diverted the time and attention of those already 
engaged in patient care,6 and done little to im-
prove patient outcomes.7 Reimbursements are 
falling, and the only way for health systems to 
maintain their revenue is to increase the num-
ber of patients each clinician sees per day.8 As 
the resources of time and attention shrink, and 
as spending continues with no improvement 
in patient outcomes, clinician distress is on the 
rise.9 It will be important to understand exactly 
what the drivers of the problem are for federal 
clinicians so that solutions can be appropri-
ately targeted. The first step in addressing the 
epidemic of physician distress is using the most 
accurate terminology to describe it.

Freudenberger defined burnout in 1975 as 
a constellation of symptoms—malaise, fatigue, 
frustration, cynicism, and inefficacy—that arise 
from “making excessive demands on energy, 
strength, or resources” in the workplace.10 The 
term was borrowed from other fields and applied 
to health care in the hopes of readily transferring 
the solutions that had worked in other indus-
tries to address a growing crisis among physi-
cians. Unfortunately, the crisis in health care has 
proven resistant to solutions that have worked 
elsewhere, and many clinicians have resisted 
being characterized as burned out, citing a sub-
tle, elusive disconnect between what they have 
experienced and what burnout encapsulates.

In July 2018, the conversation about clinician 
distress shifted with an article we wrote in STAT 
that described the moral injury of health care.11 
The concept of moral injury was first described 
in service members who returned from the Viet-
nam War with symptoms that loosely fit a diag-
nosis of posttraumatic stress disorder (PTSD), 
but which did not respond to standard PTSD 
treatment and contained symptoms outside the 
PTSD constellation.12 On closer assessment, 
what these service members were experienc-
ing had a different driver. Whereas those with 
PTSD experienced a real and imminent threat 
to their mortality and had come back deeply 
concerned for their individual, physical safety, 
those with this different presentation experi-
enced repeated insults to their morality and had 
returned questioning whether they were still, at 
their core, moral beings. They had been forced, 
in some way, to act contrary to what their beliefs 
dictated was right by killing civilians on orders 
from their superiors, for example. This was a 
different category of psychological injury that 
required different treatment.  

Moral injury occurs when we perpetrate, bear 
witness to, or fail to prevent an act that trans-
gresses our deeply held moral beliefs. In the 
health care context, that deeply held moral be-
lief is the oath each of us took when embarking 
on our paths as health care providers: Put the 
needs of patients first. That oath is the lynchpin 
of our working lives and our guiding principle 
when searching for the right course of action. 
But as clinicians, we are increasingly forced to 
consider the demands of other stakeholders—
the electronic medical record (EMR), the insur-
ers, the hospital, the health care system, even 
our own financial security—before the needs of 
our patients. Every time we are forced to make a 
decision that contravenes our patients’ best inter-
ests, we feel a sting of moral injustice. Over time, 
these repetitive insults amass into moral injury. 

The difference between burnout and moral 
injury is important because using different  
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terminology reframes the problem and the solu-
tions. Burnout suggests that the problem resides 
within the individual, who is in some way de-
ficient. It implies that the individual lacks the 
resources or resilience to withstand the work 
environment. Since the problem is in the indi-
vidual, the solutions to burnout must be in the 
individual, too, and therefore, it is the individu-
al’s responsibility to find and implement them. 
Many of the solutions to physician distress 
posited to date revolve around this conception; 
hence, the focus on yoga, 
mindfulness, wellness re-
treats, and meditation.13 
While there is nothing in-
herently wrong with any of 
those practices, it is absurd 
to believe that yoga will 
solve the problems of treat-
ing a cancer patient with a 
declined preauthorization 
for chemotherapy, having 
no time to discuss a complex diagnosis, or rely-
ing on a computer system that places metrics 
ahead of communication. These problems are 
not the result of some failing on the part of the 
individual clinician.

Moral injury, on the other hand, describes the 
challenge of simultaneously knowing what care 
patients need but being unable to provide it due 
to constraints that are beyond our control. Moral 
injury is the consequence of the ever-present 
double binds in health care: Do we take care of 
our patient, the hospital, the insurer, the EMR, 
the health care system, or our productivity met-
rics first? There should be only 1 answer to that 
question, but the current business framework of 
medicine pressures us to serve all these masters 
at once. Moral injury locates the source of dis-
tress in a broken system, not a broken individual, 
and allows us to direct solutions at the causes of 
distress. And in the end, addressing the drivers 
of moral injury on a large scale may be the most 
effective preventive treatment for its cumulative 
effects among health care providers.

The long-term solutions to moral injury de-
mand changes in the business framework of 
health care. The solutions reside not in promot-
ing mindfulness or resilience among individual 
physicians, but in creating a health care envi-

ronment that finally acknowledges the value of 
the time clinicians and patients spend together 
developing the trust, understanding, and com-
passion that accompany a true relationship. The 
long-term solutions to moral injury include a 
health care system that prioritizes healing over 
profit and that trusts its clinicians to always put 
their patients’ best interests first.

Treating moral injury will not be simple. 
It cannot happen quickly, and it will not hap-
pen without widespread clinician engage-

ment. Change can begin 
when clinicians identify 
the double binds they 
face every day and convey 
those challenges to their 
administrators. If admin-
istrators and clinicians are 
willing to work together 
to resolve these double 
binds, health care will im-
prove for everyone.  

The following are our recommendations 
for how you can bring change both locally 
and on a broader scale.

Bring together the 2 sides of the health care 
house: administrators and clinicians. Invite ad-
ministrators to join you on rounds, in clinic, 
or in the operating room. Ask them to fol-
low you during a night of call or to spend an 
overnight shift with you in the emergency 
department. The majority of people, includ-
ing health care administrators, have had only 
glancing encounters with the medical sys-
tem. They see their primary care doctor, have 
regular screening procedures, and maybe get 
treated for a routine illness or injury. None of 
those encounters expose them to the depth of 
challenge in the system.

It takes exposure over a longer duration, or 
with greater intensity, to appreciate the tensions 
and double binds that patients and clinicians 
face regularly.14,15 Whether or not the adminis-
trators accept your invitation, you must also ask 
to see the challenges from their side. Block out 
an afternoon, a day, or a week to follow them 
and learn where they struggle in their work. 
Only when we understand the other party’s per-
spective can we truly begin to empathize and 

Moral injury describes 
the challenge of  

simultaneously knowing 
what care patients need but 
being unable to provide it 
due to constraints that are 
beyond our control. 
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communicate meaningfully. That profound un-
derstanding is the place where commonality and 
compromises are found. 

Make clinician satisfaction a financial priority. 
Although care team well-being is now part of 
the quadruple aim (patient experience, popula-
tion health, reducing costs, and provider experi-
ence), organizations must be held accountable 
to ensure it is a priority. If we choose to link pa-
tient satisfaction with clinician compensation, 
why not link clinician satisfaction with execu-
tive compensation? 

Make sure every physician leader has and uses 
the cell phone number of his or her legisla-
tors. Hospitals and big pharma have nearly 
bottomless lobbying budgets, which makes 
competing with them for lawmakers’ attention 
a formidable prospect. Despite this, physician 
leaders (ie, chief wellness officer, department 
chairperson, medical society president, etc) 
have a responsibility to communicate with 
legislators about the needs of patients (their 
constituents) and what role our legislators 
can play in fulfilling those needs. We must 
understand how policy, regulation, and legis-
lation work, and we need to find seats at every 
table where the decisions that impact clinical 
care are made. The first step is opening lines 
of communication with those who have the 
power to enact large-scale change.

Reestablish a sense of community among clini-
cians. Too often clinicians are pitted against one 
another as resources shrink. Doctors compete 
with each other for referrals, advanced practi-
tioners and nurses compete with doctors, and 
everyone feels overstressed. What we tend to 
forget is that we are all working toward the same 
goal: To give patients the best care possible. It’s 
time to view each other with the presumption of 
charity and to have each other’s backs. Uniting 
for support, camaraderie, mentorship, and activ-
ism is a necessary step in making change.

Author disclosures 
Wendy Dean and Simon Talbot founded Moral Injury of Health-

care, a nonprofit organization; they report no other actual or 
potential conflicts of interest with regard to this article.

Disclaimer
The opinions expressed herein are those of the authors and do 
not necessarily reflect those of Federal Practitioner, Frontline 
Medical Communications Inc., the US Government, or any of its 
agencies.

References
  1.   West CP, Dyrbye LN, Sloan JA, Shanafelt TD. Single item 

measures of emotional exhaustion and depersonalization are 
useful for assessing burnout in medical professionals. J Gen 
Intern Med. 2009;24(12):1318-1321.

  2.   Shanafelt TD, Noseworthy JH. Executive leadership and 
physician well-being: nine organizational strategies to pro-
mote engagement and reduce burnout. Mayo Clin Proc. 
2017;92(1):129-146.

  3.   Institute of Medicine (US) National Cancer Policy Forum. En-
suring Quality Cancer Care through the Oncology Workforce: 
Sustaining Care in the 21st Century: Workshop Summary. 
Washington, DC: National Academies Press; 2009. 

  4.   Menachemi N, Collum TH. Benefits and drawbacks of elec-
tronic health record systems. Risk Manag Healthc Policy. 
2011;4:47-55. 

  5.   Palabindala V, Pamarthy A, Jonnalagadda NR. Adoption of 
electronic health records and barriers. J Community Hosp 
Intern Med Perspect. 2016;6(5):32643. 

  6.   Zeng X. The impacts of electronic health record imple-
mentation on the health care workforce. N C Med J. 
2016;77(2):112-114.

  7.   Squires D. U.S. health care from a global perspective: spend-
ing, use of services, prices, and health in 13 countries. 
https://www.commonwealthfund.org/publications/issue-
briefs/2015/oct/us-health-care-global-perspective. Published 
October 8, 2015. Accessed August 19, 2019.

  8.   Fifer R. Health care economics: the real source of reimburse-
ment problems. https://www.asha.org/Articles/Health-Care 
-Economics-The-Real-Source-of-Reimbursement-Problems/. 
Published July 2016. Accessed August 19, 2019.

  9.   Jha AK, Iliff AR, Chaoui AA, Defossez S, Bombaugh MC, 
Miller YR. A crisis in health care: a call to action on physician 
burnout. http://www.massmed.org/News-and-Publications 
/MMS-News-Releases/Physician-Burnout-Report-2018/. 
Published March 28, 2019. Accessed August 19, 2019.

10.   Freudenberger HJ. The staff burn-out syndrome in alternative 
institutions. Psychother Theory Res Pract.1975;12(1):73-82. 

11.   Dean W, Talbot S. Physicians aren’t “burning out.” They’re 
suffering from moral injury. STAT. July 26, 2018. https://www 
.statnews.com/2018/07/26/physicians-not-burning-out-they 
-are-suffering-moral-injury/. Accessed August 19, 2019.

12.   Shay J. Moral injury. Psychoanal Psych. 2014;31(2):182-191.
13.   Sinsky C, Shanafelt TD, Murphy ML, et al. Creating the or-

ganizational foundation for joy in medicine: organizational 
changes lead to physician satisfaction. https://edhub 
.ama-assn.org/steps-forward/module/2702510. Published 
September 7, 2017. Accessed August 19, 2019.

14.   Golshan Ma. When a cancer surgeon becomes a cancer pa-
tient. https://elemental.medium.com/when-a-cancer-surgeon 
-becomes-a-cancer-patient-3b9d984066da. Published June 
25, 2019. Accessed August 19, 2019.

15.   Joseph S, Japa S. We were inspired to become primary 
care physicians. Now we’re reconsidering a field in crisis. 
STAT. June 20, 2019. https://www.statnews.com/2019/06/20 
/primary-care-field-crisis/. Accessed August 19, 2019.

0919FED Editorial.indd   402 9/5/19   9:58 AM


