IE Improvement Forum Call
February 23, 2015
Audience: Any IE staff involved in completing and/or reviewing the results of the IEFW


Today’s call is targeted to new and seasoned IE program staff, primarily IEPOs and IE function leads who are involved in completing or reviewing the results of the IEFW.  So that includes VISN POCs.  It’s been a while since we’ve held a general call on the IEFW so while much of the today’s call will focus on revisions to the IEFW, I’ll also focus on some of the basics to help orient those who are newer to the IE program.  This call is important because completion of the IEFW is once again a requirement of the IE program metrics.  Specifically, facilities and VISNs are once again asked to complete the electronic or web-based IEFW by the close of Q3.  Hopefully today’s call will make that process easier and more useful for you….



[bookmark: _GoBack]

Slide One: POLL #1
I have contributed to completion of the IEFW since 2007:
· Four or more times
· Two or three times
· Once
· Never

Slide Two:  Goals
Today’s goals:
· IEFW purpose and background
· What’s new with 2015 IEFW and the companion “Guide to Understanding Your Results”
· Analysis
· Action Plan

Slide Three: Purpose & Background
The IEFW is an evaluation tool developed to help health care facilities improve ethics quality in the organization by evaluating the ethics program relative to specific IE quality standards. The tool is based on established models for organizational assessment tools (notably Baldridge criteria). It was thoroughly field tested with multiple field sites and uses a novel question design that allows you to compare yourselves to program standards against a trajectory of improvement—from not meeting the standard to fully meeting the “strongest” practice. And it contains questions related to: Overall IE Program, EC, PE & EL.

The overall intent is for programs use the IEFW to drive local program quality improvement, and the NCEHC assesses longitudinal IEFW national results to identify programmatic needs across the system. 

Slide Four: New for 2015
The 2015 version of the IntegratedEthics Facility Workbook (IEFW) has been revised and updated to reflect where IE programs are today, in contrast to the first few years after their 2008 start-up. The revision process, which began over a year ago, involved most of the staff at NCEHC as well as a few dozen field staff reviewers.  It has been updated to reflect key policy requirements from VHA Handbook 1004.06, IntegratedEthics (issue date: August 29, 2013). This version of the IEFW allows you to assess IE program practices for policy as well as aspirational aspects of the program that promote the highest standards of overall ethics quality. 

The companion “Guide to Understanding Your Results” contains questions in each section that have been modified to identify program strengths and opportunities for improvement – part of an enhanced IEFW approach to IE program improvement that includes new action planning steps (found at the end of this document). In the “Guide”, you will find applicable references to policy, resources that support the standard, and tools that help meet the standard after each question. In alignment with the Baldrige approach (Baldrige Performance Excellence Program 2003*), the questions and responses in the workbook provide a framework for assessing the degree to which your facility’s approaches to improving ethics quality are comprehensive, systematic, broadly deployed, and/or well integrated. As you review your responses, you will have the opportunity to identify specific ethics quality gaps within your IE program.  The focus of your review should address the degree to which your facility’s approaches may be insufficiently comprehensive, systematic, broadly deployed, and/or well-integrated. The responses options have been constructed to promote discussion of ethics practices and programs and to suggest possible next steps for improvement. You may also wish to identify strong practices to continue, enhance, or apply more broadly in the action planning activity.

Slide Five: 2015 IEFW Tour
So let’s take a close look at the “2015 IEFW Guide to Understanding Your Results”. You’ll immediately see the benefit of the guide as it indicates in grey shading what are the best responses regardless of question type.
“Best Response” Questions: ask you to “mark only one” response, and shows in grey shading what is considered the most comprehensive, systematic, broadly deployed, and/or well-integrated approach of all the offered responses offered. In the example here (Q2.4), the shaded response is “best” because it is more systematic than the other options.
“More Is Better” Questions: For questions that ask you to “mark all that apply,” the more responses you select, the “better” your approach. For example, the “best” response to question 2.2 would be all of the response options. 
“Hybrid” Questions: Some questions are a combination of “Best Response” and “More Is Better” type. These questions may ask you to “mark all that apply.”
Open-Ended Questions: A few questions ask you to describe something, list something, or provide an example. To interpret your answers to these questions, you must deliberate and analyze the degree to which your facility’s approaches are comprehensive, systematic, broadly deployed, and/or well-integrated.
Notable changes to IEFW questions:

Overall IE Program:
	1.1 – added a question to help facilities ensure IE Council’s include senior leaders representing key functions or offices as well as key stakeholders.  Note the policy reference as well as resources that describe the standard….
	1.2 – another new question related to the IE Council, this one helps to ensure that IE critical success factors are addressed on an annual basis. The IEPO Desk Reference, which is listed as a resource that describes the standard, has sections that relate to each of these critical success factors.
	1.3 – which used to ask about “how senior leaders learned about activities of the ethics program” has been changed to ask “how senior leaders are engaged in IE program activities”, which is a broader in scope.
	1.4 & 1.5 – which relate to approaches used to educate staff about recognizing and responding to ethical concerns and about the existence of IE functions have different response options.
	1.6 – has some improvements to the way you can indicate the time period within which reported educational activities occurred.  There are also some additional categories under “mode” and “target audience” so, for example, “Journal Club”, “Interactive Discussion”, “Brochure”, “Ethics Fair” and “Other” were added to “mode” and “Veteran” was added to “target audience”.
	1.7 – has some wording changes
	1.8 – still focuses on resources for your IE program but is redesigned to help you better capture specific resource categories.
	1.9 – is a new question that helps to capture whether IE program staff receive enough protected time to perform their roles effectively and have performance plans that include clear delineation of IE-related responsibilities. 
	1.10 – takes a new approach to accountability by asking about the use of performance reviews that explicitly address key IE roles.
	1A – was formerly question 1B and has some minor changes.  
	1B – reflects the importance of identifying program areas that are not consistent with the IE Handbook.  This is to help ensure that they are considered in the Action Plan. 
	
Ethics Consultation: 
	2.6 – no longer contains the answer that the consult service is available 24/7 since this is not an expectation for routine ethics consultation requests.  The NCEHC does not want to encourage ECCs to consider such availability to be necessary.
2.9 – the answer includes the VHA Handbook 1004.06 requirement that notes are initiated in ECWeb within seven days of the request.
2A – was formerly question 1B and has some minor changes.  
	2B – reflects the importance of identifying program areas that are not consistent with the IE Handbook.  This is to help ensure that they are considered in the Action Plan. 

Preventive Ethics: 
3A – was formerly question 1B and has some changes to allow teams the opportunity to focus improvements to the PE function on several areas including: time spent on PE function activities, education to core team members, proficiencies within the core team, identification of ethics issues, dissemination of activities, and evaluating the function.     
	3B – reflects the importance of identifying program areas that are not consistent with the IE Handbook.  This is to help ensure that they are considered in the Action Plan. 

Ethical Leadership:
4.1 – which considers EL responsibility and oversight has been revised to allow you to describe how your EL function is organized as well as the individuals involved in EL function-related activities and the average number of hours they spent per month on those activities in the last year.
4.2 – is essentially a new question that allows you to describe how senior leaders (e.g., Service Chiefs or higher) at your facility are accountable for the IE program
4.3 – is a new question that lets you describe how senior leaders (e.g., Service Chiefs or higher) at your facility support the IE program.
4.4 – used to be 4.2
4.5 – used to be 4.3  
4.6 – used to be 4.4
4.7 – used to be 4.5 
4.8 – used to be 4.6
4.9 – used to be 4.7
4.10 – used to be 4.8
4.11 – used to be 4.9
4.12 – used to be 4.10
4.13 – is a new questions helps you consider your facility’s approach to educating leaders about ethical leadership
4.14 – used to be 4.12
4A – used to be 4B
4B – again, reflects the importance of identifying program areas that are not consistent with the IE Handbook.  This is to help ensure that they are considered in the Action Plan. 

Slide Six: POLL #2: 
In the last four years, have you used the IEFW to implement changes in the IE program?
· Yes
· No
· I don’t know (my predecessor may have)

Slide Seven: Analysis
You’ll want to involve a few of your IE team members in the initial completion and analysis of your workbook results so this means your core IE staff including the IEPO, ECC, PEC and the ELC if he/she is able to participate.  It might also be helpful to include IE Council Members or others with special knowledge or expertise in strategic planning or quality improvement. And at some point, your team will want to discuss your findings with the full IE Council. 
   
Now we normally advise that the review team look at the workbook both from a trended and current year to determine what gaps still exist and what should be the goals for the coming years.  However, since this year’s revision is fairly major, trended year analysis will be more difficult since there have been many changes to the questions.  Trending analysis will continue to be valuable if you would like to compare results to particular activities based on questions that have not changed. 
This trending analysis would is a good opportunity to demonstrate to leadership how the program has evolved by highlighting year-to-year changes and successes in meeting IE program goals.  It would also help to compare your facility results with the national data to get a sense of where you are overall. 
 
Since most facilities haven’t completed the IEFW in two years (some may have done it on paper in FY14) you are going to, of course, want to focus closely on the current year; such a review would include an assessment of ongoing improvements as well as newly identified opportunities for improvement. 
 
Looking at the current year, your team could identify two or three structure or process gaps to focus on. And just a reminder, an example of a structural type question would be question 1.1 which asks about your facility IE Council membership.  This type of question could easily be trended over time to see if action has been taken to build out IE Council membership to include senior leaders representing key functions or offices and important stakeholders.  A process type question would be question 1.5 which asks how your facility educates staff members about the existence and functions of IntegratedEthics.  There are also those free response questions at the end of each of the four workbook sections (questions 1B, 2B, 3B and 4B).  These are the place to document existing ethics quality gaps and to begin to jot down ideas for future action items.  Now, when addressing these ethics quality gaps, obviously you can’t fix everything at once, but when you do your analysis you will want to continue to look for those items that will move the program further towards the goal of being comprehensive, systematic, broadly deployed, and well integrated.  
 
Slide Eight: Action Plan
Once you have completed the IE Facility Workbook questions, complete the Action Plan or develop your own method to identify and prioritize opportunities for improvement. You may also wish to use the IE Facility Workbook Analysis Tool; this tool was developed to help you identify IE program strengths and weaknesses, prioritize among identified improvement opportunities, and select a limited list of items to work on in a single year for each question in the four IEFW sections. You can also use the IEFW Analysis Tool to annually summarize the results of IEFW discussions, track changes that have occurred since the prior year, and document action plans and the timeframes for completion of actions to improve an organization’s IE program.
 
Slide Nine: Action Plan cont’d
Regardless of whether you use the IEFW Workbook Analysis Tool or not, you should take the time to note any particular strong practices, recognizing what your IE program has done well and the efforts that led to those successes. You can list these IE program strong practices in Table 1 and when you do, also consider which to continue, enhance, or apply more broadly.
Table 1
	IE Program Strong Practices

	Strong Practices by Section
	Continue, Enhance, or Apply Activity More Broadly?

	Overall IE Program
1. 
	


	Ethics Consultation
1. 
	


	Preventive Ethics
1. 
	


	Ethical Leadership
1. 
	




Slide Ten: Action Plan cont’d
Next, in Table 2 below, identify program elements that do not meet the requirements found in the IE Handbook; these will be top-priority improvement opportunities. Then, list other areas where the program is not performing best practices. Prioritize all opportunities for improvement, based on what is most critical for your IE program’s development, and select the ones that you can realistically accomplish in the coming year. For each chosen element, identify several concrete steps you will take to improve your IE program. Leave a little room after each action step so you can record who will be responsible for the action (and by when) in the follow-up discussion. Monitor and review progress regularly to help your IE program assess whether you have achieved your improvement objectives.

Table 2
	Prioritize IE Program Opportunities for Improvement

	Opportunities for Improvement (OFI) by Section
	Priority Level:
1 = low, 5 = high

	Overall IE Program
1. IE Handbook OFIs
1. Other OFIs
	

	Ethics Consultation
1. IE Handbook OFIs
1. Other OFIs
	

	Preventive Ethics
1. IE Handbook OFIs
1. Other OFIs
	

	Ethical Leadership
1. IE Handbook OFIs
1. Other OFIs
	


As far as when and how often to complete the IEFW analysis and action plan, the IE Handbook charges the IE Council with “establishing local annual performance and quality improvement goals for the facility IE program based on relevant IE data sources (e.g., the IE Staff Survey, the IE Facility Workbook, national objectives for IE)….”   For those of you who have been around for a few years, you will recall that completing the IEFW was a requirement for IE program metrics for several years but was not required in FY14.  This year, the IEP2 IE program metric asks facilities and VISNs to “annually assess the structure and functions of their IE programs….” by the close of Q3 so you have plenty of time to carry out this process.  On the IEFW intranet webpage, you’ll find pdf versions of the 2015 IEFW as well as the Guide to Understanding Results.  After your facility has completed analysis of the IEFW, you will be asked to complete the web-based IEFW by the end of Q3.  This web-based IEFW is currently under construction but the link will be available sometime in Q3.
VISN POCs are encouraged to ensure completion and reporting of the IEFW.  We also recommend that VISN POCs review the VISN and Facility comparison data to help provide the coordination and support needed to ensure the effectiveness of IE across the VISN.

Slide Eleven: Questions
Contact Basil Rowland, IE Manager, Field Operations, with any questions
(757) 809-1129
basil.rowland@va.gov
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Evaluation tool developed to help health care facilities improve ethics quality in their organization by evaluating their local ethics programs relative to specific IE quality standards.

In alignment with the Baldrige approach (Baldrige Performance Excellence Program 2003*), 

Field tested with multiple field sites

Assess aspirational aspects of the program - from not meeting the standard to fully meeting the “strongest” practice.

Questions related to: overall IE program, EC, PE & EL
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	What’s New in the 2015 IEFW?



Questions modified to identify strengths and OFI’s

References to IE Handbook throughout

Updated  tools & resources that support program standards

Responses constructed to promote discussion of ethics practices 

New Action Plan to help identify and prioritize OFI’s. 	
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	2015 IEFW Tour….





				Let’s take a closer look….	
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	Poll #2

In the last four years, have you used the IEFW to implement changes in the IE program?

Yes

No

I don’t know (my predecessor may have)
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	Analysis

Review team includes core IE staff (IEPO, ECC, PEC & ELC)

Trended and current year analysis

Question types: structural, process, & free response

Looking for ways to make the IE program more comprehensive, systematic, broadly deployed, and well integrated
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	Action Plan

Use the Action Plan in the “Guide to Understanding Your Results”

Develop your own method

Use the IE Facility Workbook Analysis Tool:

http://vaww.ethics.va.gov/ETHICS/docs/integratedethics/IE_Facility_Workbook_Analysis_Tool_20130416.docx
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	Action Plan cont’d



	Table 1
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		IE Program Strong Practices		

		Strong Practices by Section		Continue, Enhance, or Apply Activity More Broadly?

		Overall IE Program
 		 
 

		Ethics Consultation
 		 
 

		Preventive Ethics
 		 
 

		Ethical Leadership
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	Action Plan cont’d

	Table 2
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		Prioritize IE Program Opportunities for Improvement		

		Opportunities for Improvement (OFI) by Section		Priority Level:
1 = low, 5 = high

		Overall IE Program
IE Handbook OFIs
Other OFIs		 

		Ethics Consultation
IE Handbook OFIs
Other OFIs		 

		Preventive Ethics
IE Handbook OFIs
Other OFIs		 

		Ethical Leadership
IE Handbook OFIs
Other OFIs		 
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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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