Improvement Forum Call
Organizational Health Synergies: Psychological Safety and Ethical Leadership
All Interested IE Staff
February 2, 2015




One of the transformational actions in the recently released “Blueprint for Excellence” states that VA must:  Embrace a just culture by providing employees with a psychologically safe environment that recognizes that humans will make errors in good faith, but also holds employees accountable for their behaviors. 

The IE program has long supported the notion that psychological safety starts at the top, that leaders need to actively demonstrate that staff can bring ethics issues forward without fear of reprisal or retaliation. Doing so will help ensure that an environment exists in which ethical questions or uncertainty can be openly shared and discussed.  Leaders can help create a psychologically safe culture in which all staff feel comfortable raising their ethical concerns, free from any retribution.

On today’s call, Melissa Jents, Staff Psychologist with VHA’s National Center for Organization Development (NCOD), provided an overview of the concept of psychological safety and its intersection with ethical leadership.  Additionally, Dr. Jents discussed opportunities relating to IntegratedEthics Councils and Organizational Health initiatives.  

Contact Basil Rowland, IE Manager, Field Operations, with any questions
(757) 809-1129 or basil.rowland@va.gov
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Call Objectives

Psychological Safety (PS) 101

Basic understanding of concept

Intersection with ethics



Linkage of PS with concept of Ethical Leadership (EL)



Synergies between local Integrated Ethics Council and other Organizational Health (OH) initiatives
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VETERANS HEALTH ADMINISTRATION
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PS 101

The degree to which employees believe they will not be penalized or resented in the workplace for making mistakes, asking for help, and seeking information or feedback (Edmondson, 2002).

In a psychologically-safe work environment…

Employees are more willing to report technical, professional, or ethical lapses in conduct by others or oneself in spite of the professional risk.

Employees feel more secure in pointing out problems (e.g., medical errors) and improving their workplace (e.g., reduced medical errors) (Edmondson, 1996; Weick & Roberts, 1993; Walumbwa & Shaubroek, 2009).

Employees can proactively avoid making mistakes, but also learn from these mistakes when they do occur (Tynan, 2005).

In a team environment, employees perceive the team as “safe” for interpersonal risk-taking. 	(Edmondson, 1996)
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PS 101: Business Case

Psychologically-safe healthcare environments experience:

Fewer medication errors due to greater employee error reporting (Edmondson, 1996; Hofmann & Mark, 2006)

Better performance and team learning throughout the organization (Edmondson, 1999)

Better communication and teamwork within workgroups, such as surgical teams (Edmondson, Bohmer, & Pisano, 2001)

Greater process innovation in implementing healthcare technology (Edmondson et , al., 2000; 2001)

In VA, greater psychological safety is related to:

Greater patient satisfaction with the healthcare experience, quality of care, being treated with courtesy and respect, and patient loyalty.

Greater employee awareness of workgroup innovation.
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PS 101: Connection to Ethics

PS and ethics are related, but not interchangeable concepts



A psychologically safe environment creates the space for more effective monitoring of ethical decision-making and behavior



When talking about ethics, PS issues will nearly always be part of the conversation



When talking about PS, ethics issues may not necessarily be part of the picture
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PS and Team Behaviors

		Helpful Team Behaviors 		Not So Helpful Team Behaviors 

		 Learn about team dynamics 		 Think only of individual roles 

		 Take responsibility for team actions 		 Placing responsibility for mistakes/missed opportunities/failures onto someone or something else 

		 Be civil and respectful in the workplace (be the change you want to see) 		 Behave in uncivil or disrespectful ways or tolerate it in others 

		 Be proactive in your commitment to the team learning process 		 Just focusing on your own job rather than placing priority on team time 

		 Learn how to give and receive feedback within the team		 Withhold feedback to team members – keep silent 

		  Use team goals to drive your behavior		 Allow personal goals or fears to overtake the team goals 
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Leaders Behaviors Crosswalk

		Behaviors  Supporting
Psychological Safety
		Ethical Leadership Behaviors


		Be Accessible		I encourage staff to talk to me if they feel pressured to bend the rules


		Engage in active listening		When staff raise ethical concerns, I ask them to say more


		Seek others’ input and ideas		In conversations, I invite comments about ethical concerns


		Communicate gratitude for and encouragement of ideas-innovation
		When staff raise an ethical concern, I thank them for sharing the concern
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Conceptually, there is much overlap involving, Organizational Health and IntegratedEthics® and ethical environments. Healthy organizations are ethical organizations that create a sense of psychological safety, where employees can speak without fears of retribution.. In fact, the behaviors supporting psychological safety parallel the behaviors identified in Ethical Leadership Tools such as EL self assessment, EL exercises or tip sheets. 
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Leaders Behaviors Crosswalk



		Behaviors  Supporting
Psychological Safety
		

		Reward voicing concerns on team issues
		I encourage staff to talk to me if they feel pressured to “bend the rules”


		Discourage silence
		I encourage staff to talk to me if they feel pressured to “bend the rules”


		Minimize domineering tendencies
		When I make important decisions, I involve those who will be most affected




Ethical Leadership Behaviors
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Leaders Behaviors Crosswalk



		Behaviors  Supporting Psychological Safety
		

		Encourage direct and clear language

		Communicate clear expectations for ethical practice


		Acknowledge fallibility
		When staff receive “mixed messages” that create ethical tensions, I take responsibility for clarifying my expectations for ethical practice. When I need advice on an ethical issue, I go to a person with ethics  expertise or refer to published resources




 Ethical Leadership Behaviors
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Other PS Resources for Leaders

Book Teaming by Amy Edmondson, PhD, Novartis Professor of Leadership and Management at the Harvard Business School

TED Talk on Psychological Safety by Amy Edmondson – https://www.youtube.com/watch?v=LhoLuui9gX8

For relatively well-functioning teams, CREW can have a positive impact on PS through its focus on civility, respect, and engagement

More PS information is available on NCOD’s intranet site - http://vaww.va.gov/NCOD/Psychological_Safety.asp
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Synergies of local IE Council and other OH initiatives 

Potential Collaborators with IE Council

All Employee Survey (AES) Coordinator(s)

Civility, Respect, and Engagement in the Workplace (CREW) Coordinator(s)

Systems Redesign (SR) Coordinator

Patient Advocate/Customer Service coordinator

Education Service

Union partners

Employee Wellness/Satisfaction Committee 

Diversity Coordinator

Workforce Development office

Quality Manager
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Synergies of local IE Council and other OH initiatives 

Integration of Data Sources

AES coordinator can pull AES workgroup-level data

Looking at PS scores on AES for workgroups of interest to IE Council could help improve effectiveness of IE interventions

Combining this info with PS data from IESS, Patient Safety Survey, and Learning Organization Survey can bring a more well-rounded picture of the environment
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Questions?
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For more information, please contact VHA 

National Center for Organization Development (NCOD)

		Telephone:		(513) 247-4680 

		Email:		VHANCOD@va.gov

		Website:		http://vaww.va.gov/NCOD

				http://www.va.gov/NCOD
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