	MODULE 2
	Prioritizing Among Ethics Issues


	OBJECTIVES
	By the end of this session, participants will be able to:
· Describe the criteria to be considered when prioritizing ethics issues. 
· Apply prioritization criteria to ethics issues. 
· Describe how to address issues that remain on the tracking tool. 

	RESOURCES
	For the session:
· Slide presentation, laptop, and projector
· Participant Handouts
· ISSUES pocket cards

	PREPARATION
	· Gather training resources and read through the session plan.
· Ensure that the laptop and projector are functioning properly.

	OUTLINE
	SECTIONS
1 Introduction
2 Selecting Criteria for Prioritizing
3 Applying Criteria for Prioritizing
4 Addressing Issues That Remain on the Tracking Tool
5 Takeaways 
	DURATION (MINUTES)
2
10
40
3
5

	
	Total session time
	60 minutes
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1. Introduction (2 minutes)
	Slide 1
[image: ]
	NOTE: Have this slide up before the session begins.
CLICK when you are ready to begin. 


	Slide 2
[image: ]
	SAY: 
Welcome to Module 2 of Preventive Ethics: Beyond the Basics. In Module 1, we applied criteria to help PE teams decide which issues were ethics issues amenable to a comprehensive quality improvement approach, such as ISSUES. 
Prioritizing among ethics issues is the next critical task for the PE team. Because time and resources are finite, the team should select ethics issues for which an improvement effort is likely to have a significant and real impact on the organization’s ethical practices―and an impact that can be sustained over time.
CLICK.

	Slide 3
[image: ]
	SAY: 
In this module, you will be able to describe the criteria that should be considered in prioritizing ethics issues, apply the criteria to “real-world” ethics issues, and based on these criteria, select high-priority ethics issues for an ISSUES approach. Finally, we will discuss steps for handling ethics issues that are not selected for an ISSUES approach. 
CLICK.

	Slide 4
[image: ]
	SAY: 
Please take out the ISSUES pocket card. It outlines the major steps and substeps of ISSUES, which is the approach used for performing preventive ethics within the IntegratedEthics model. 
This module falls under Step 1 of the ISSUES approach, “IDENTIFY an Issue.” Here we will be addressing the fourth substep, “Prioritize the issues and select one.” This module will describe the prioritization criteria you will use to select an ethics issue, and then ask you to apply the criteria to some real-world examples.
CLICK.

	Slide 5 
[image: ]
	SAY:
Let’s review what we accomplished in Module 1 when we applied the appropriateness criteria to the advance directives issue. In our review, we determined that this potential issue would be appropriate for the ISSUES approach because the issue had an ethics dimension and the data, although not readily available, was easily collected. Then we drafted a preliminary improvement goal for this issue. Now we will take the next step in reviewing this potential issue by applying prioritization criteria. 
CLICK. 


 


2. Selecting Criteria for Prioritizing (10 minutes)
	Slide 6
[image: ]

	SAY:
In your Participant Handouts, please take a look at the following handouts:
· Handout 2.1: Applying Prioritization Criteria to Each Ethics Issue—Worksheet 
· Handout 2.2: Choosing Issues for PE: Tracking Tool (Prioritization) 
These tools are designed to guide you through a systematic process that applies consistent criteria to all ethics issues. This process allows PE teams to determine which ethics issues should be recommended to the appropriate organizational leader or ethical leadership body for final approval to complete a PE project using the ISSUES approach.   
To ensure that high-priority ethics issues don’t languish, we suggest that the PE teams routinely review the Choosing Issues for PE: Tracking Tool. You’ll notice at the bottom of Handout 2.2 that the full version of the tracking tool is available online.
Further, please note that you may add to these suggested criteria if there is something of local importance that you feel is missing.
Let’s now spend a few minutes going through the prioritization criteria. You will see the criteria on the tracking tool, starting at column 14. 
CLICK.

	Slide 7
[image: ]
	SAY:
The first prioritization criterion is in column 14 of the tracking tool. Ask the question, Does the ethics issue align with the organization’s strategic priorities? Be specific, if you can. For example, current VHA strategic priorities include patient-centered care, mental health, and homelessness, among many others.
If you aren’t sure what your organization’s strategic priorities are, your organization’s senior and middle managers should be able to help you identify them. And don’t forget to consider the strategic priorities of your local and regional ethics program. 
CLICK.

	Slide 8
[image: ]
	SAY:
The next question (in column 15) is, Does the ethics issue pose a risk to the organization if left unaddressed? Risks to the organization can take many forms.
ASK:
Can anyone suggest what one of those risks might be?
ELICIT ANSWER(S): Answers may include legal exposure; financial exposure; loss of reputation; and loss of trust by patients, staff, the organization’s board of directors, third-party payers, or the public. In VHA, public accountability is ensured through Congress.
CLICK.

	Slide 9
[image: ]
	SAY:
Our next consideration (in column 16) is, Will addressing the ethics issue benefit patients or employees directly, improving their experiences and, therefore, overall satisfaction? 
· For instance, resolving the issue could benefit employees by removing a significant source of moral distress.
CLICK.

	Slide 10
[image: ]
	SAY:
Next, in column 17, we look at whether the ethics issue impacts many or just a few—for example, does it impact five people, one unit, or the entire medical center? 
· In general, a broader scope of effect is necessary to justify a comprehensive improvement effort.
CLICK.

	Slide 11
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	SAY:
Next we consider resource implications (column 18). How substantial are the resources required to improve ethics quality for this specific ethics issue? Is the anticipated outcome sufficient to justify the expenditure of resources? Resources can include equipment, supplies, additional staff, or staff time. 
· Many highly significant ethics issues can be addressed cost effectively—and, in general, these are the ethics quality gaps that ISSUES is set up to address.
· Keep in mind that ethics issues are one among many institutional priorities competing for limited resources.
CLICK.

	Slide 12
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	SAY:
In column 19, we consider how likely it is that the PE team can succeed in tackling this ethics issue and achieving the desired outcome.
· If the PE team believes the chance of success is remote, the project should not be undertaken unless the barriers to achieving the desired outcome are removed.
CLICK.

	Slide 13
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	SAY:
What about those issues that are time-sensitive (column 20)? If the improvement needs to be made by a particular date because of a deadline, the issue must be considered prior to one that, perhaps, has no specific end date. For example, there could be an updated accreditation standard that must be addressed through an improvement in processes by a set date. 
CLICK.

	Slide 14 
[image: ]
	SAY: 
And, finally, should this ethics issue be referred to leadership for approval? 
In completing this last column, the team will need to review the discussion on each of the preceding criteria, and then determine whether this issue should be referred to leadership for approval. 
CLICK. 




3. Applying Criteria for Prioritizing (40 minutes)
	Slide 15
[image: ]
	NOTE: Display this slide throughout the activity.
SAY:
Now, using what we’ve learned about prioritization criteria, we’re going to practice deciding which ethics issues to recommend to leadership for an ISSUES cycle using Handouts 2.1 and 2.2.




	ACTIVITY: Applying Prioritization Criteria to Each Ethics Issue 
(refer to Handouts 2.1 and 2.2)

	Groups
	Arrange groups of 3 to 9 depending on size of group. Explain that each group will simulate a PE team. Members of each group will first work individually before working as a group.

	Time
	15 minutes to individually rate ethics issues 
10 minutes to reach consensus in the small groups
15 minutes to debrief with the large group
Total: 40 minutes

	Before the Activity:
Give the following instructions
	SAY: Imagine that it is early in the first quarter of fiscal year 2020. Your organization’s policy mandates that PE teams address a minimum of 2 ethics issues annually with a comprehensive quality improvement approach. In a couple of weeks, your team is scheduled to present 2 issues to leadership for approval. 
Please pull out Handouts 2.1 and 2.2 from your Participant Handouts. Notice that the tracking tool was also used to determine appropriateness for an ISSUES approach in Module 1. Here, in Module 2, you will use only the prioritization sections. For easier reference, the appropriateness section has been eliminated from the tracking tool in the handout. 
You should also see that we have pre-populated the tracking tool with 5 ethics issues that need to be prioritized. The goal of your PE team meeting today is to determine the top 2 priority issues on the tracking tool that you will recommend to leadership, and prepare to present your rationale for the recommendation.
Please turn to the first page of Handout 2.1. The rating and ranking instructions are at the top. Let’s take a minute to look at them. 
Do you have any questions? 
Now let’s look at the steps you will follow on the worksheet and tracking tool:
1. Each group member will separately rate each of the 5 issues in the worksheet (Handout 2.1). 
2. You have 15 minutes to determine the priority of all 5 ethics issues, which translates to about 3 minutes per issue, which you will record in the Final Rankings box at the bottom of the handout.
3. Next, in your groups, you will have 10 minutes to compare and discuss individual rationales for rating each of the ethics issues.
4. Indicate on Handout 2.2 which issues, based on the ratings, will be referred to leadership for approval. Prepare to share which ethics issues you referred for approval and why with the large group. 

	During the Activity:
Monitor
	Monitor the groups to ensure they understand the task. You may provide guidance during this activity to help participants succeed. 
Call time at 15 minutes and remind groups they have 10 minutes to assign rankings, choose 2 issues, and prepare to present their rationale. 

	Following the Activity:
Debrief
	Reconvene the whole group, and ask small groups to present their rankings and rationale for the 2 issues selected to present to leadership. Invite other groups to respond. If another group has a different ranking, ask them to present their rationale.
Suggest modifications to the ranking, if needed.
Participants should realize through these discussions that owing to local differences in practices, values, and context, there may be variations within the team and across teams in the final prioritization of the issues.  
CLICK to the next slide.
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4.	Addressing Issues That Remain on the Tracking Tool 
(3 minutes)
	Slide 16
[image: ]
	SAY:
Not every ethics issue can be addressed by the PE team. Organizational leaders or ethics leadership should play a role in helping to decide what to do with these unaddressed ethics issues.
· In some instances, the ethics issue will remain a priority, but because it is not the highest priority at this time, it can be addressed at a later date. These ethics issues should stay in the queue and on the tracking tool.
· In other instances, it may be possible for leadership to address at least some aspect of the ethics issue using a different approach―for instance, by assigning another component of the ethics program to lead the charge, or even delegating the ethics issue to another program or department altogether. 
· It may be appropriate to collaborate with your systems redesign or quality improvement group to address the ethics issue; in instances such as these, the PE team would take a supportive rather than primary role.
· In other instances, the prioritization process will reveal that the ethics issue is of such low priority it does not warrant further action by the PE team. It is important that the PE coordinator close the loop and communicate the rationale to others who might have a need to understand the PE team’s decision. 
CLICK.

	Slide 17
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	SAY:
In some cases, leadership (e.g., in VHA, the IE Council) may determine a different priority than what is recommended by the PE team. If this happens: 
· Leaders may have additional knowledge and reasoning for adjusting priorities and should provide the rationale during the discussion. 
· Keep the PE recommended item on the list. It will likely be addressed when there is reasonable time to do so, especially if it is unlikely to be addressed through other means.
CLICK.

	Slide 18
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	SAY:
Alternatively, if leadership (e.g., in VHA, the IE Council) proposes an issue that isn’t appropriate for PE…
READ slide. 
This is when the PEC can use the tracking tool and worksheet to guide discussion with leadership on the proposed issue. This way a final determination can be made using the criteria.  
CLICK.

	Slides 19 and 20
[image: ]
[image: ]
	SAY: 
Please take out your Advance Directives Storyboard and turn to pages 1 and 2. Your work in Modules 1 and 2 has produced the information on these pages. 
CLICK to view second slide.
You have completed the review of the ethics issue and determined that the issue was a priority and selected for an ISSUES cycle. You have also created a working title and identified who should be on the team. 
CLICK.


[bookmark: _GoBack]

5. Takeaways (5 minutes) 
	Slide 21
[image: ]
	NOTE: This slide is animated.
SAY: 
Let’s spend a couple of minutes here at the end of Module 2 to reflect on what you will take away from this session. 
ASK:
What struck you as most important for your work as a PE team member? 
ELICIT ANSWER(S): Answers may include any responses participants make. Take 2 or 3 responses, and as many more as time allows. Acknowledge each response. 
SAY:
We have touched upon many concepts in this module. Hopefully, you have the materials you need to bring them all back to mind when you return to the job. Here they are, summarized.
[image: ] CLICK to fly in the summarized concepts. 
CLICK.

	Slide 22
[image: ]
	NOTE: Answer any questions and conclude the session with appreciation for the work participants have done and anything you want to say about your experience of the time you have spent with them.
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