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Leadership Behaviors and the 
Organization’s Ethical Environment Activity

INSTRUCTIONS FOR FACULTY

Leaders rarely have an opportunity to reflect on and obtain feedback from other leaders about their ethical leadership skills.  This activity builds participants’ understanding of ethical leadership concepts by giving them the opportunity to reflect on how ethical leadership—or the lack of it—has been demonstrated in their own professional setting.  Specifically, it asks participants to identify leadership behaviors they have observed which may have had a positive or negative effect on their organization’s ethical environment and culture and to focus on areas that they would like to practice more often in their own work.  The tool then allows leaders to get specific suggestions from their peers for ways to enhance their demonstration of Ethical leadership.

This activity is designed as a 15-minute exercise for quick use in leadership settings.  As an activity rather than a didactic presentation, it allows for a break from the “same old” presentations and can be a quick and enjoyable change from standard meeting content.  The short timeframe allows it to fit into a variety of meeting agendas.  It has been used successfully and was well received in a variety of VHACO and VISN top leader presentations.  If time permits, it can be used as an interactive follow-on to an IntegratedEthics Local Program Presentation to facility leadership. 

To ensure that this activity is well received by your leadership team, consider engaging the support of your Ethical Leadership Coordinator/Facility Director for the presentation.
Preparation:

Copy and distribute the one-page form that contains the content for this exercise to participants.

Introduction:

We would like you all to participate in an activity that will give you the chance to interact with other attendees and share some ideas about specific leadership behaviors that can have a positive or negative effect on the organization’s ethical environment and culture.  This will be a fast-paced activity and we are looking for you to share “nuggets of wisdom” with other participants. 

When we think about good role models, we generally can recall someone’s image almost immediately.  It is common to hear people describe these role models in a similar way.  What I would like you to do today is to take a few moments and think of 2 leaders within your organization, one that models good ethical leadership practices, and one that models poor ethical leadership practices.

Action steps for participants:

1. The handout contains excerpts from the four Compass Points of the Ethical Leadership Self-Assessment (ELSA) Tool.  They detail specific good ethical leadership practices emphasized in the IntegratedEthics program.  In the first column, please place check marks next to those practices that your positive role model has used in the course of daily work, and, in the second column, please place check marks next to the practices that your negative role model has not used.

[Hold up the handout and indicate the location of the columns.]
For example, a positive ethical leadership practice is the leader asserting publicly to staff that if a new initiative is the “right thing to do,” they will find the resources to support it.  A negative example is the leader privately instructing a small group to do “whatever it takes” to report results that meet a specific performance measure.

[Allow sufficient time for the audience to check the boxes.]

2. So, thinking about that positive role model, please consider which practice you would like to improve upon or develop more fully within yourself, and place a check in the third column next to that action behavior/characteristic.

[Hold up the handout again and indicate the location of the third column.]
Your task is to work collaboratively to formulate 2 to 3 specific actions to help you achieve the ethical leadership behavior you have just identified as the one you would like to improve, offering suggestions for how to achieve these as appropriate. 

For example: If, in the first Compass section, Demonstrate that ethics is a priority, you marked that you would like to improve upon “Holding your staff accountable for meeting high ethical standards,” you will ask the person standing next to you, “What would you recommend that will help me hold my staff accountable for meeting high ethical standards?”  Hopefully, you will be able to come up with a few ideas or “nuggets of wisdom” like, “You can add ethics-related items to their performance reviews,” or “You can provide some kind of reward system for members of your staff that are meeting the high ethical standards.”  

Note:
It can be helpful to ask two participants to model the activity first—and if your Ethical Leadership Coordinator/Facility Director agrees to be one of these people, this can be a great way to demonstrate their engagement.

I am going to have _________ and _________ demonstrate the activity. 

[Pause 2 minutes to allow the demonstrating pair to carry out the activity. Call time at 1 minute to suggest that the pair switch who is receiving vs. asking for advice.]

Now, I would like everyone to please stand and team with the person next to you.  You will have 2 minutes to discuss these 2 or 3 action behaviors.  The back side of the handout provides space to write notes.  When I call time, I will ask you to switch partners and repeat the discussion.  At the end of the activity you will have several ideas from different colleagues that will help you implement a proactive ethical leadership action behavior.  Does anyone have questions about this activity?  Now you may begin.

[Pause 2 minutes to allow the audience to carry out the activity. Call time at 1 minute to suggest that the pair switch who is receiving vs. asking for advice.]

[Depending on the time remaining for the exercise,

ask participants to repeat the process 2-3 more times with new partners.]

Closing:

Have the participants return to their seats.  Summarize this activity by gathering a couple of responses from the group about specific Compass Point items and their corresponding action behaviors that people shared with each other. 

Thank you for participating in this activity.  From your discussion it appears that all of you are willing to try new approaches to improve your ethical leadership approaches which in turn will help improve your facility’s ethical environment. 
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Leadership Behaviors and the

Organization’s Ethical Environment Activity

The goal of the activity is to identify specific leadership behaviors that can have a positive or negative effect on the organization’s ethical environment and culture, and to reinforce the fact that leaders do serve as exemplars for how ethics considerations will be incorporated into the day-to-day operations of their organizations. 

In this activity, you will first be asked to think of 2 leaders within your organization, one that models good ethical leadership practices and one that models poor ethical leadership practices.  Then, from the list of choices below, you will be asked to choose an area that you would like to practice more often in your own work.  Finally, as time allows, you will discuss 2 to 3 specific actions with colleagues located in your table area that may help you achieve the leadership behavior you identified.

Your faculty member will provide additional instructions.

You can use the back of this sheet to record notes. 

Excerpts from the Ethical Leadership Self-Assessment Tool (ELSA)
	Compass Points
	Leader that modeled good ethical leadership practices used these actions
	Leader that modeled poor ethical leadership practices did not use these actions
	I would like more practice in this area

	
	(Check all that apply)
	(Check all that apply)
	(Check one)

	I.  Demonstrate that ethics is a priority
	
	
	

	Use examples or stories from my facility or my experience to illustrate the importance of ethics.
	
	
	

	Hold staff accountable for meeting high ethical standards.
	
	
	

	
	
	
	

	II. Communicate clear expectations for ethical practice.
	
	
	

	Make a conscious effort to serve as a role model for ethical practice.
	
	
	

	Encourage staff to talk to me if they feel pressured to “bend the rules.”
	
	
	

	
	
	
	

	III. Practice ethical decision making
	
	
	

	When I need advice on an ethical issue, I go to a person with ethics expertise.
	
	
	

	When making important decisions, involve those who will be most affected.
	
	
	

	
	
	
	

	IV. Support your local ethics program
	
	
	

	Seek help from the local ethics program.
	
	
	

	Inform staff about current local ethics program activities.
	
	
	


	Suggested Specific Actions to Support Achievement of Desired Leadership Behavior:

	-


Person 1:

1.


2.


3.


	-


Person 2:

1.


2.


3.


	-


Person 3:

1.


2.


3.


	-


Person 4:

1.


2.


3.


