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Slide Zero: Ethics Interest Group - Identifying an Improvement Opportunity and Target Group
Hello everyone. This is Jorge Cortina, Acting IE Chief with the NCEHC.  I would like to welcome you to another of our national collaborative conversations, aka Ethics Interest Groups.  Today’s topic is, “Identifying an Improvement Opportunity and Target Group”.  

The care Veterans receive is dependent upon organizational health and organizational health depends on Ethical Leadership (EL).  But improving EL and promoting organizational health can be very difficult. The work you do in this regard requires time, effort and well-designed strategies.  One way the IE attempts to support you with these efforts is through quality improvement activities found in our annual IE program metrics (EL1 in FY15).  As you know, EL focuses on ways to help leaders foster and ethical environment and culture. 

The conversations we’ll have over the next four meetings are intended as a means to create stronger EL actions.  And I’d like to add that the best conversation we can have is one in which you’re sharing experience and ideas from current and past EL QI activities.  Finally, while these calls are especially suitable for VISNs and facilities that have not yet selected an improvement activity to participate, we believe that even those VISNs and facilities that have selected an improvement activity would benefit from participating since they may identify opportunities to modify and improve chosen actions.  

Slide One: National Collaborative
· Facilities will have an opportunity to participate in a national collaborative related to an ethical leadership element as identified through IESS results or other identified emerging VHA ethical leadership areas. 
· The collaborative will guide facilities through the application of an improvement model and can serve as the improvement topic for the EL1 initiative.
This slide contains content from the IE program metrics technical manual, and as just stated this is an opportunity to work with peers in the development of strong improvement actions for the Ethical Leadership TM expectations. 

Slide Two: The Ethical Leadership Goal 

· EL1—Goal:  …..will develop local annual performance and quality improvement plans for ethical leadership based on results from approved NCEHC tools (e.g., EL Self-Assessment Tool, IE Staff Survey, IE Facility Workbook) or other relevant systematic evaluations of the EL function. 
 
· Requirement:  Develop and implement a local performance and quality improvement plan for ethical leadership.  

The EL goal is displayed and indicates that VISNs and facilities will develop ethical leadership improvement plans based on results of approved tools or other relevant systematic evaluation.
As noted, the requirement is to develop and implement the performance and quality improvement plan for EL.

Slide Three: Poll #1
Where are you on development of the EL project?
· No progress 
· Some progress: reviewing data, discussing options
· Good progress: Selected strategy, have leadership input
 
Slide Four: Poll #2 
1) Identifying and describing an EL opportunity is:
· Easy
· Somewhat challenging
· Very challenging

2) For those finding this challenging, what aspects are challenging or what are the barriers. 

Slide Five: First questions:   	What is the EL Quality Gap?
					What Data Can We Use?
					What Group Do we Target?

· Briefly summarize the ethical leadership improvement opportunity (i.e. what is the problem or ethical leadership quality gap?)
· Identify the group for which the improvement opportunity was identified (e.g., work unit, occupation, management level, clinical service or setting) and data justification for selection.

The success of the entire project is dependent on the first step which summarizes the EL improvement opportunity. In plain English, what is the problem or ethical leadership quality gap?

Let’s stop for a moment and discuss some of the EL quality gap you have chosen this year or in prior years?  You can respond in chat or by coming off mute and speaking to the audience. 

We also have a chance to discuss which group, work unit, occupation, management level or service and the data justification. What was it? Was the first suggestion to work on a particular issue information in the IESS, AES? Or did the quality gap become apparent while completing or reviewing the IE Facility Workbook?


Slide Six: Poll #3
What was your primary source of data you used to help you select your action and or group?
· IESS
· AES
· External consultation (OIG, TJC, NCOD, etc.)
· IE Facility Workbook
· Focus groups 

Slide Seven: Poll #4
What primary group are you targeting? 
VISN Office and or staff
· Front Office (MCD, COS, ADPCS, AD etc.?)
· Service Chiefs (Clinical and or Admin)
· First line supervisors
· A particular service 
· A particular discipline (doctors, social workers, etc.)

Slide Eight: FY 2015 IE Programmatic Achievement:  Reporting and Timeline
Surveys, experience, and literature suggests there may be opportunity in the following areas:
· Ethical Tone at the Top
· Psychological Safety
· Accountability

We know from experience and from the literature, that the following are some of the EL areas that can be a focus of your actions. 
Slide Nine: Ethical Tone at the Top as a Quality Gap
The degree to which leaders demonstrate that ethics is a priority
 Why is ethical tone at the top important? 
Plays decisive role in shaping an ethical culture Establishes ethics as a priority
 Leaders should: 
· Demonstrate that ethics is a priority by “walking the talk“
· Communicate clear expectations for ethical practice
· Practice ethical decision-making and share rationale behind decisions 
· Support your local ethics program: encourage use of the ethics consultation service
Consult ethical leadership tools available on NCEHC’s website: http://vaww.ethics.va.gov/integratedethics/elc.asp
While tone at the top is often associated primarily with the first compass point, tone at the top is also influenced by the other 3 compass points, that is, leaders/organization demonstrated ethics through communication of clear expectations, decision making and in the promotion of ethics programs. 

Slide Ten:  Potential Sources of Data to Help Focus Further Inquiry

IESS Questions relating to tone at the top
· Employees treated fairly
· Managers trusted to keep promises
· Familiar with the ethics consultation service
· Likely to contact ethics consultation service
AES has questions also relating to tone at the top
· My supervisor is fair in recognizing accomplishments
· My supervisor does not engage in favoritism
· Disputes resolved fairly
· Performance ratings are fair and accurate
· Would not compromise ethical principles to achieve success

There are a number of questions on the IESS and similarly on the AES that can serve as a starting point to think about EL improvement opportunities. Theme to fairness, trust, support of ethics programs and integrity are noted including one relating to a culture where individuals would or would not compromise ethical principles to achieve success. In particular, the Access scandal comes to mind. 


Slide Eleven: Examples of EL Quality Gaps Comfort Raising Ethical Concerns (PS)
The degree to which employees feel they can discuss ethical concerns with leaders without negative consequences to their well-being. “Comfort raising ethical concerns” is an indicator of psychological safety. “Comfort raising ethical concerns” is an indicator of psychological safety. Psychological safety is a key component of organizational health.
Why is co mfo rt rais ing et hi cal co n cerns i mportant? 
If employees do not feel psychologically safe, they will be unlikely to bring ethical concerns to managers.
 Leaders sho ul d: 
Make clear that ethical concerns and barriers to ethical conduct should be brought to leaders’ attention
Welcome and actively encourage open communication about ethical concerns from all employees
Create formal systems and processes for employees to raise ethical concerns 
Psychological safety is a key component of organizational health.
Last year we also heard much in the news about whistle blowers. Globally, the need for people to need to become whistle blower says something about psychological safety. 

Slide Twelve: Comfort Raising Ethical Concerns as a Quality Gap-Psychological Safety
IESS Question relating to Psychological Safety
· Talk with managers without fear of retaliation
· Observed violations of government ethics rules
· Reported violations of government ethics rules
AES-many questions relate to Psychological Safety
· Able to bring up problems
· Supervisor encourages people to speak up if disagree
· Comfort talking with supervisor for problem even if I am partially responsible

As with Tone at the Top, there are a number of survey questions available to help understand the level of psychological safety with in our facilities and networks. Do our employees believe than are free to bring up ethical concerns without retaliation? More broadly than just ethics alone but still related to EL, is a question about comfort speaking with supervisors for a problem, even if we are partially responsible. 

Slide Thirteen: Accountability as an Ethics Quality Gap
The degree to which all employees including leaders are held responsible for their ethical decisions, actions, and resulting consequences.
Why is ac co u ntabili ty i mp o rtant? 
· Demonstrates trust, commitment and respect to employees and other stakeholders
Failure to follow-through can be perceived as disrespectful and demeaning to employees whose behavior is consistent with ethical standards
 Leaders sho ul d: 
Hold employees accountable and treat them equally, regardless of status Follow up on ethical concerns
Be transparent about follow up processes and actions

Slide Fourteen: Ethics Accountability as a Quality GAP
IESS Questions Managers f/u on ethical concerns
· Manager held accountable for violating/policy law
· Non-managers held accountable for….
· Direct supervisors held accountable….
AES
· Members held accountable for performance

There are also questions from IESS and AES relating to a culture of accountability. Congress had enough concern about the topic to include the term Accountability in the recent law-Veterans Access, Choice and Accountability Act. 

Slide Fifteen: IESS and AES Are Only a Place to Start; They Point Us in the Right Direction
· How can we use the Ethical Leadership Self Assessment (ELSA) to identify opportunities?
· How can we use the IE Facility Workbook?
· What other creative approaches can we use to identify opportunities or to investigate an area suggested via IESS or AES 
Survey questions alone may be insufficient as a source of data to embark on selection of a topic or area, At times it can be combined from information derived from the IE facility Workbook, outside reviews, focus groups, suggestion boxes “Tell it to the Director” or anonymous reporting tools such as Ask Ethel. 


Slide Sixteen: Example
“A review of supervisor performance plans in the facility revealed the presence of ethical standards in performance plans of supervisors in most sections. However the specific elements of these ethical standards were not clearly defined or the methods that were used to measure these elements were not clearly described.”
How do you suppose this was created?  Is this Tone at the Top, Psychological Safety, Accountability or other topic?  The authors may have seen trends in TOT questions and decided that more clearly supporting EL behaviors through PPs could change the culture. We tend to think of process fix’s being the domain of PE, but this is a good example of a process fix with a culture target. 

Slide Seventeen: Let’s Create Opportunity Statements…
· Is it specific in action and target?
· Is it supported by quantitative data
· Which IESS or AES questions, others
· Or is it supported by qualitative data such as a focus group, OIG report, “tell it to the director”
· Is it systematic?
· Does it have leadership support engagement?
With regard to the prior slide, the action is specific, the target is clear, we can assume it was derived from IESS or AES Tone at the Top related questions but more may have gone into it. It is a systemic intervention that should be sustainable and cultural. 

Slide Eighteen: Example
“A review of supervisor performance plans in the facility revealed the presence of ethical standards in performance plans of supervisors in most sections. However the specific elements of these ethical standards were not clearly defined or the methods that were used to measure these elements were not clearly described.”
· Do you see a specific opportunity and target?
How do you suppose this was created? Is this Tone at the Top, Psychological Safety, Accountability?  The authors may have seen trends in TOT questions and decided that more clearly supporting EL behaviors through PPs could change the culture. We tend to think of process fix’s being the domain of PE, but this is a good example of a process fix with a culture target. 

Slide Nineteen: Example
“A review of supervisor performance plans in the facility revealed the presence of ethical standards in performance plans of supervisors in most sections. However the specific elements of these ethical standards were not clearly defined or the methods that were used to measure these elements were not clearly described.”
· Is it supported by quantitative data
· Might have come from Tone at the Top responses
How do you suppose this was created?  Is this Tone at the Top, Psychological Safety, Accountability?  The authors may have seen trends in TOT questions and decided that more clearly supporting EL behaviors through PPs could change the culture. We tend to think of process fix’s being the domain of PE, but this is a good example of a process fix with a culture target. 

Slide Twenty: Example
“A review of supervisor performance plans in the facility revealed the presence of ethical standards in performance plans of supervisors in most sections. However the specific elements of these ethical standards were not clearly defined or the methods that were used to measure these elements were not clearly described.”
· Is it systematic?
· Does it have leadership support engagement?
How do you suppose this was created?  Is this Tone at the Top, Psychological Safety, Accountability?  The authors may have seen trends in TOT questions and decided that more clearly supporting EL behaviors through PPs could change the culture. We tend to think of process fix’s being the domain of PE, but this is a good example of a process fix with a culture target. 

Slide Twenty-one: Sharing and Practice Enter into Chat Box
· IESS or AES questions suggest (issue, area) or from ELSA or IE facility Workbook
· Qualitative data identifies opportunity relating to….
What data do you have about your facility that helps you select and area or work group.  What topic and or workgroup are you working on?

Thank you. We know that improving EL is challenging. It can take years of sustained efforts to change a culture. Too often it relies on people who come and go. Your work helps Sustain EL when there are leadership changes but setting EL expectations for leaders and for the organization.
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National Collaborative

Facilities will have an opportunity to participate in a national collaborative related to an ethical leadership element as identified through IESS results or other identified emerging VHA ethical leadership areas. 



The collaborative will guide facilities through the application of an improvement model and can serve as the improvement topic for the EL1 initiative.
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The Ethical Leadership Goal

EL1—Goal:  …..will develop local annual performance and quality improvement plans for ethical leadership based on results from approved NCEHC tools (e.g., EL Self-Assessment Tool, IE Staff Survey, IE Facility Workbook) or other relevant systematic evaluations of the EL function. 

 

Requirement:  Develop and implement a local performance and quality improvement plan for ethical leadership.  
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Poll #1

Where are you on development of the EL project?

No progress 

Some progress: reviewing data, discussing options

Good progress: Selected strategy, have leadership input
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Poll #2

1) Identifying and describing an EL opportunity is:

Easy

Somewhat challenging

Very challenging



2) For those finding this challenging, what aspects are challenging or what are the barriers. 

(Text box answer on white board)





First questions:   	What is the EL Quality Gap?
						What Data Can We Use?
						What Group Do we Target?

Briefly summarize the ethical leadership improvement opportunity (i.e. what is the problem or ethical leadership quality gap?)



Identify the group for which the improvement opportunity was identified (e.g., work unit, occupation, management level, clinical service or setting) and data justification for selection.
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Poll #3

What was your primary source of data you used to help you select your action and or group?



IESS

AES

External consultation (OIG, TJC, NCOD, etc)

IE Facility Workbook

Focus groups 





6







6



Poll #4

What primary group are you targeting?



VISN Office and or staff

Front Office (MCD, COS, ADPCS, AD etc.?)

Service Chiefs (Clinical and or Admin)

First line supervisors

A particular service 

A particular discipline (doctors, social workers, etc.)
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Potential Areas of Focus

Surveys, experience, and literature suggests there may be opportunity in the following areas:

Ethical Tone at the Top

Psychological Safety

Accountability
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Ethical Tone at the Top as a Quality Gap

10

The degree to which leaders demonstrate that ethics is a priority



 Why is et hi ca l to ne at the to p impor ta nt ? 

Plays decisive role in shaping an ethical culture Establishes ethics as a priority



 Leaders sho ul d: 

Demonstrate that ethics is a priority by “walking the talk“ Communicate clear expectations for ethical practice

Practice ethical decision-making and share rationale behind decisions Support your local ethics program: encourage use of the ethics

consultation service

Consult ethical leadership tools available on NCEHC’s website: http://vaww.ethics.va.gov/integratedethics/elc.asp












Potential Sources of Data 
to Help Focus Further Inquiry


IESS Questions relating to tone at the top

Employees treated fairly

Managers trusted to keep promises

Familiar with the ethics consultation service

Likely to contact ethics consultation service



AES has questions also relating to tone at the top

My supervisor is fair in recognizing accomplishments

My supervisor does not engage in favoritism

Disputes resolved fairly

Performance ratings are fair and accurate

Would not compromise ethical principles to achieve success
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Examples of EL Quality Gaps
Comfort Raising Ethical Concerns (PS)

13

The degree to which employees feel they can discuss ethical concerns with leaders without negative consequences to their well-being. “Comfort raising ethical concerns” is an indicator of psychological safety. Psychological safety is a key component of organizational health.



 Why is co mfo rt rais ing et hi cal co n cerns i mportant? 

If employees do not feel psychologically safe, they will be unlikely to bring ethical concerns to managers.



 Leaders sho ul d: 

Make clear that ethical concerns and barriers to ethical conduct should be brought to leaders’ attention

Welcome and actively encourage open communication about ethical concerns from all employees

Create formal systems and processes for employees to raise ethical concerns 









Comfort Raising Ethical Concerns as a Quality Gap-Psychological Safety

IESS Question relating to Psychological Safety

Talk with managers without fear of retaliation

Observed violations of government ethics rules

Reported violations of government ethics rules



AES-many questions relate to Psychological Safety

Able to bring up problems

Supervisor encourages people to speak up if disagree

Comfort talking with supervisor for problem even if I am partially responsible
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Accountability as an Ethics Quality Gap

The degree to which all employees including leaders are held responsible for their ethical decisions, actions, and resulting consequences.



Why is ac co u ntabili ty i mp o rtant? 

Demonstrates trust, commitment and respect to employees and other stakeholders

Failure to follow-through can be perceived as disrespectful and demeaning to employees whose behavior is consistent with ethical standards



 Leaders sho ul d: 

Hold employees accountable and treat them equally, regardless of status Follow up on ethical concerns

Be transparent about follow up processes and actions
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Ethics Accountability as a Quality GAP

IESS Questions Managers f/u on ethical concerns

Manager held accountable for violating/policy law

Non-managers held accountable for….

Direct supervisors held accountable….



AES

Members held accountable for performance
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IESS and AES Are Only a Place to Start;
They Point Us in the Right Direction

How can we use the Ethical Leadership Self Assessment (ELSA) to identify opportunities?



How can we use the IE Facility Workbook?



What other creative approaches can we use to identify opportunities or to investigate an area suggested via IESS or AES 
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Example

“A review of supervisor performance plans in the facility revealed the presence of ethical standards in performance plans of supervisors in most sections. However the specific elements of these ethical standards were not clearly defined or the methods that were used to measure these elements were not clearly described.”
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Let’s Create Opportunity Statements

Is it specific in action and target?

Is it supported by quantitative data

Which IESS or AES questions, others

Or is it supported by qualitative data such as a focus group, OIG report, “tell it to the director”

Is it systematic?

Does it have leadership support engagement?
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Example

“A review of supervisor performance plans in the facility revealed the presence of ethical standards in performance plans of supervisors in most sections. However the specific elements of these ethical standards were not clearly defined or the methods that were used to measure these elements were not clearly described.”



Do you see a specific opportunity and target?
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Example

“A review of supervisor performance plans in the facility revealed the presence of ethical standards in performance plans of supervisors in most sections. However the specific elements of these ethical standards were not clearly defined or the methods that were used to measure these elements were not clearly described.”

Is it supported by quantitative data

Might have come from Tone at the Top responses
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Example

“A review of supervisor performance plans in the facility revealed the presence of ethical standards in performance plans of supervisors in most sections. However the specific elements of these ethical standards were not clearly defined or the methods that were used to measure these elements were not clearly described.”

Is it systematic?

Does it have leadership support engagement?
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Sharing and Practice 
Enter into Chat Box

IESS or AES questions suggest (issue, area) or from ELSA or IE facility Workbook



Qualitative data identifies opportunity relating to….
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Questions

 

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

(757) 809-1129

basil.rowland@va.gov
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