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Ethical Leadership Tools Guide

o let’s say you are an executive or mid-level manager in VHA who has heard about

the corrosive culture and ethical lapses that hinder our ability to provide Veterans the
care they have earned and deserve. And let’s say you believe these statements are at least
partially true. Not a fun thing to consider, especially when you know how much you
and your colleagues believe in the mission, goals, and values of the organization. As a
leader, you probably want to know what specific and concrete actions you can take to
create an ethical environment and to demonstrate to Veterans, their families, staff, and
citizen stakeholders that this huge agency is capable of living up to its mission, goals, and
values.

As you probably know, leaders can strongly influence the ethical environment and
culture of health care organizations, which, in turn, influence employee behavior.
However, being ethical and being a leader is simply not enough to assure ethical
leadership. As recent events show, without proactive ethical leadership, problems
can prevail despite the best intentions. So how can you proactively influence your
organization’s ethical culture?

This IntegratedEthics® (IE) Ethical Leadership Tools Guide is designed to provide
practical tools to positively influence ethical practices in your organization. To use this
guide, scan down the left-side column until you find the specific behavior you wish to
promote.

The tools in the guide have varying time commitments ranging from a few minutes

to several hours. They are suitable for a variety of forums, including leadership and
management meetings, committee discussions, emails, and personal use. The tools listed
in this guide, as well as other IE Ethical Leadership tools and materials, can be found on
the IE Ethical Leadership Web page.
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Section 1: Ethical Leadership Development Activities
for Executive and Mid-Level Managers

Development Activity Tool Type of Activity Purpose

I want executive and * Ethical Read the primer, The primer explains the role
mid-level managers to Leadership: watch the that leaders play in creating and
educate themselves about Fostering accompanying video, sustaining an ethical culture in
leadership behaviors that an Ethical and complete the health care organizations, critical

will help foster an ethical
environment and culture.

I want executive and
mid-level managers to
self-assess and improve
their own ethical
leadership behaviors.

Environment and

Culture

» Ethical
Leadership:

Fostering
an Ethical

Environment and

Culture Video

* Video with
Descriptive
Captioning

* Ethical
Leadership Self-
Assessment Tool
(ELSA)

video exercises titled:
Ethical Leadership:
Fostering an Ethical
Environment &
Culture. (Should be
followed by ELSA
Tool — see below.)

Time commitment:
Primer 60 pgs.;
video 44 minutes

Frequency: Primer/
video one time and as
needed for reference

Self-assessment
checklist and action
planning steps.

Time commitment:
The ELSA takes
approximately 30
minutes to complete,
with periodic action
step progress checks.
It can be completed by
individual leaders or
in a group setting with
individual follow-up,
€.g., management
retreats.

Frequency: Annual
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factors for success, and the
specific behaviors leaders use to
foster an ethical environment and
culture. The interactive training
video teaches viewers leadership
behaviors that will help foster an
ethical leadership and culture.

The ELSA Tool is designed to help
leaders identify areas in which they

are successfully modeling behaviors

that foster an ethical environment
and culture and to highlight
opportunities for improvement.
The tool is designed to be used

in conjunction with the ethical

leadership video and primer, Ethical

Leadership: Fostering an Ethical
Environment & Culture.


http://www.ethics.va.gov/ETHICS/docs/integratedethics/Ethical_Leadership_Fostering_an_Ethical_Environment_and_Culture_20070808.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Ethical_Leadership_Fostering_an_Ethical_Environment_and_Culture_20070808.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Ethical_Leadership_Fostering_an_Ethical_Environment_and_Culture_20070808.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Ethical_Leadership_Fostering_an_Ethical_Environment_and_Culture_20070808.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Ethical_Leadership_Fostering_an_Ethical_Environment_and_Culture_20070808.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Ethical_Leadership_Fostering_an_Ethical_Environment_and_Culture_20070808.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/IntegratedEthicsEthicalLeadership.asx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/IntegratedEthicsEthicalLeadership.asx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/IntegratedEthicsEthicalLeadership.asx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/IntegratedEthicsEthicalLeadership.asx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/IntegratedEthicsEthicalLeadership.asx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/IntegratedEthicsEthicalLeadership.asx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Ethical-Leadership-DVS-VersionOPIA256k001.asx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Ethical-Leadership-DVS-VersionOPIA256k001.asx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Ethical-Leadership-DVS-VersionOPIA256k001.asx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Ethical_Leadership_Self-Assessment_Tool-fillable_form-20070222.doc
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Ethical_Leadership_Self-Assessment_Tool-fillable_form-20070222.doc
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Ethical_Leadership_Self-Assessment_Tool-fillable_form-20070222.doc

Development Activity Tool Type of Activity Purpose
I want executive and mid- * Peer Feedback Leadership group Group activity that allows leaders to
level managers to obtain Activity on activity that could be obtain information from their peers

peer feedback about ethical
leadership behaviors

and the impact on the
organization.

I want to give executive
and mid-level managers
examples, phrases, and
discussion starters to
incorporate into daily work
to enhance the ethical
environment and culture.

I want to ensure that VA
hires leaders with ethical

thinking and practice skills.

I want facility leaders to
develop new skills and
behaviors consistent with
ethical leadership.

Leadership_
Behaviors and the

Organization’s
Ethical

Environment

 Ethical
Leadership Tips

 Ethical

Leadership
Interview

Questions Tool

 Ethical

Leadership
Curriculum

(Faculty Guide)
 Slides

« Handouts

used in a leadership
meeting or retreat

Time commitment:
15 minutes

Frequency: As
needed

Two-page double-
sided tips sheet

Time commitment:
10 minutes

Frequency: As
needed

Behavior-based
interview questions
for HPDM level 2-4
leadership candidates

Time commitment:
Minimal time required
to select interview
questions

Frequency: As
needed

Skilled instructor-
moderated training.

Time commitment:
Four hours

Frequency: One
time for new leader
orientation
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on behaviors that have had positive
and negative effects on their
organization’s ethical environment
and culture.

Provides leaders with quick and
practical information about the
Four Compass Points of Ethical
Leadership. Included are examples,
phrases, and discussion starters that
leaders may incorporate into their
daily work to enhance the ethical
environment and culture in their
facility or program office.

Composed of behavioral-based
interview questions that correspond
to each of the Four Compass

Points of Ethical Leadership, the
tool sends a strong message that
VHA considers ethical thinking
and practice to be a vital part of
leadership, and affirms VHA’s
commitment to hire facility,
network, and central office leaders
who are aligned with this approach.
The core value of this tool is that

it helps identify such leaders at the
outset, before they have joined the
organization.

Based on the Four Compass
Points of Ethical Leadership, this
training curriculum is intended

to help leaders develop new

skills and behaviors consistent
with ethical leadership. Includes
slides, activities, and handouts for
facilitators and participants.


http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Participant_Learning_Activity_for_Sr_Mngt_20100309.doc
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Participant_Learning_Activity_for_Sr_Mngt_20100309.doc
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Participant_Learning_Activity_for_Sr_Mngt_20100309.doc
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Participant_Learning_Activity_for_Sr_Mngt_20100309.doc
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Participant_Learning_Activity_for_Sr_Mngt_20100309.doc
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Participant_Learning_Activity_for_Sr_Mngt_20100309.doc
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Participant_Learning_Activity_for_Sr_Mngt_20100309.doc
http://www.ethics.va.gov/docs/integratedethics/ethical_leadership_tips_073014.pdf
http://www.ethics.va.gov/docs/integratedethics/ethical_leadership_tips_073014.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/ethical_leadership_interview_questions_081314.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/ethical_leadership_interview_questions_081314.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/ethical_leadership_interview_questions_081314.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/ethical_leadership_interview_questions_081314.docx
http://www.ethics.va.gov/docs/integratedethics/el_facultyguide_011714_508.pdf
http://www.ethics.va.gov/docs/integratedethics/el_facultyguide_011714_508.pdf
http://www.ethics.va.gov/docs/integratedethics/el_facultyguide_011714_508.pdf
http://www.ethics.va.gov/docs/integratedethics/el_facultyguide_011714_508.pdf
http://www.ethics.va.gov/docs/integratedethics/el_slides_121313_508.pptx
http://www.ethics.va.gov/docs/integratedethics/el_all_handouts_508.pdf

Development Activity

Tool

Type of Activity

Purpose

I want to highlight

strong ethical leadership
behaviors over a series of
leadership meetings.

I want to share
examples of successful
ethical leadership
improvement initiatives.

 Ethical
Leadership:
Quick Activities

e Tear Sheets
on Ethical
Leadership from

IntegratedEthics

in Action

Series of five short
activities designed

to be completed

over time, during a
series of regularly
scheduled leadership
meetings. Most likely
to be successful if
introduced by top
leaders at a high-level
meeting.

Time commitment:
15 minutes each

Frequency: Annual

Tear sheets can be
used as educational
emails, reprints

in local or facility
newsletters, or
discussion topics for
meetings.

Time commitment: 5
minutes each

Frequency: As
needed
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A series of quick activities that can
be used to highlight and practice
strong ethical leadership behaviors
over a series of leadership meetings.

To spread learning effectively
throughout the organization, leaders
should take the activities back to
their own management meetings
and conduct the activity again,
asking leaders at the next level to
do the same. This creates a cascade
effect throughout the organization.

Articles highlight decisions,
processes, and activities to help
leaders of health care organizations
foster an ethical environment and
culture.


http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Activity_Compass_Point_1_20120501.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Activity_Compass_Point_1_20120501.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Activity_Compass_Point_1_20120501.pdf
http://www.ethics.va.gov/ETHICS/integratedethics/ethical_leadership_tear_sheets.asp
http://www.ethics.va.gov/ETHICS/integratedethics/ethical_leadership_tear_sheets.asp
http://www.ethics.va.gov/ETHICS/integratedethics/ethical_leadership_tear_sheets.asp
http://www.ethics.va.gov/ETHICS/integratedethics/ethical_leadership_tear_sheets.asp
http://www.ethics.va.gov/ETHICS/integratedethics/ethical_leadership_tear_sheets.asp

Section 2: Ethical Practice Development Activities for
Leaders to Share with all Facility Employees

Development Activity Tool Type of Activity Purpose
I want to help employees * Value of the Ideally, leadership- or A set of brief discussion activities
articulate their individual Month Ethical committee chair- that include value and discussion
values and improve mutual Leadership moderated group prompts, examples, and case
understanding of how Activities and committee studies. It is intended to help
values impact the work of - (Editable discussions. employees articulate their individual
the group or committee. Version) values and improve mutual
Time commitment: understanding of how values impact
45-60 minutes the work of the group or committee.
Frequency: Monthly
I want to hold an open, * Value of the Skilled facilitator- The goal is to hold an open,
respectful discussion with Day Discussion moderated group respectful discussion of what the
staff about VA core values - a week-long discussions ICARE Value of the Day means to
(ICARE), and how they series based on staff members, how they see the
can affect the work that the Value of the Time commitment: value acted on—or not—at work,
is done in VA on a daily Month Activity 30 minutes daily for and how they can demonstrate
basis. five days (ideally, the value in their daily activities.
M-F, e.g., during Participants seek to understand each
National Compliance other’s perspectives, not to persuade
and Ethics Week) or solve problems.
Frequency: Annual
I want employees to think * Value of the Day Brief email messages Designed to raise awareness of
and reflect about VA core Email Activity to be delivered to VA the VA ICARE values and their
values (ICARE). staff during events importance among VA employees.

such as National
Compliance and
Ethics Week, National
Hospital Week, or
National Healthcare
Quality Week.

Time commitment: 5
minutes daily

Frequency: As
needed
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Each day’s message is keyed to a
VA core value (ICARE). The goal is
to encourage thought and reflection
on what these values mean to
facility members and how they see
the value acted on—or not—

at work.


http://www.ethics.va.gov/docs/integratedethics/EL_Values_Quick_Activities_v2_20120605.pdf
http://www.ethics.va.gov/docs/integratedethics/EL_Values_Quick_Activities_v2_20120605.pdf
http://www.ethics.va.gov/docs/integratedethics/EL_Values_Quick_Activities_v2_20120605.pdf
http://www.ethics.va.gov/docs/integratedethics/EL_Values_Quick_Activities_v2_20120605.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Value_Quick_Activities_20130402_IEbottom.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Value_Quick_Activities_20130402_IEbottom.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Value_of_Day_Discussion_Activity_20130326.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Value_of_Day_Discussion_Activity_20130326.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Value_of_Day_Email_20130326.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Value_of_Day_Email_20130326.pdf

Development Activity

Tool

Type of Activity

Purpose

I want to make it easier for
employees to communicate
the message that ethics

matters in the organization.

I want to create ethics
discussion opportunities
for employees based on
journal articles and media
examples.

 Talk About Ethics
(Activity Guide)

Managing for
Organizational
Integrity - a March
1994 Harvard
Business Review
article by Lynn
Sharp Paine

¢ Leader Guide

 Participant Guide

Psychology of
Fraud: Why Good
People Do Bad
Things - a May
2012 presentation
on NPR by Chana
Joffe-Walt and
Alix Spiegel
(NPR article and
presentation)

¢ Leader Guide

 Participant Guide

Activity and guide
for all staff. Multiple
options exist to deliver
and use this activity,
including email

the activity, email

the activity with a
designated challenge
to staff, create a lobby
display, or organize

a facility scavenger
hunt.

Time commitment:
few minutes +,
depending on which
option is selected

Frequency: Annual

This journal activity
provides a venue for
reflection, discussion,
and inquiry about the
practice of ethical
leadership in your
organization. Includes
leader and participant
guides.

Time commitment:
45-60 minutes per
activity

Frequency: As needed

This journal activity
provides a venue for
reflection, discussion,
and inquiry about the
concept of “cognitive
frames” and the effect
certain frames have
on ethical problems.
Includes leader and
participant guides.

Time commitment:
45-60 minutes per
activity
Frequency: As
needed

IntegratedEthics® Ethical Leadership Tools Guide

The Talk About Ethics tool is
designed to make talking about
ethics easier by suggesting

some simple phrases that can be
incorporated into daily work. It
can be used by all employees to
communicate the message that
ethics matters in the organization.

Participants should consider how
the author’s observations fit with
their own opinions and beliefs about
ethical behavior at work, and reflect
on the key questions given in the
participant handout. At the journal
meeting, those questions will be
used as the basis for collegial
discussion about your experience
with the ethical environment and
culture in your facility.

Participants should consider the
types of decisions you face within
VHA and the cognitive frames
through which you consider these
decisions. At the journal meeting,
those questions will be used as the
basis for collegial discussion about
your experience with the ethical
environment and culture in your
facility.


http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Talk_About_Ethics_20120412.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/EL_Encouraging_Staff_Talk_About_Ethics_20130326.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Journal_Activity_Org_Integrity_Leader_Guide_20130220.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Journal_Activity_Org_Integrity_Participant_Guide_20130220.pdf
http://www.npr.org/2012/05/01/151764534/psychology-of-fraud-why-good-people-do-bad-things
http://www.npr.org/2012/05/01/151764534/psychology-of-fraud-why-good-people-do-bad-things
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Journal_Activity_Psychology_Fraud_Leader_Guide_20130220.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/Journal_Activity_Psychology_Fraud_Participant_Guide_20130326.pdf

Development Activity Tool Type of Activity Purpose
(Un)Ethical A four-part series Explores ethical leadership

I want to provide
employees with practical
suggestions on how

to support ethics and
integrity in VA, and
resources to help them
resolve ethics questions.

Behavior in

Organizations

by Linda Klebe
Trevifio (article)

Reward and
Discipline

* Planning Guide

* Participant
Guide

Peer and Leader
Influence

 Planning Guide

* Participant
Guide

Moral
Disengagement

* Planning Guide

* Participant
Guide

Decision Frames
* Planning Guide

* Participant
Guide

* Employee

Ethics Tip
Sheet

of activities that
prompts group
discussion of ethical
leadership concepts.
Includes leader and
participant guides.

Time commitment:
45-60 minutes per
activity

Frequency: As
needed

Fillable format
allows facilities

to customize with
local ethics contact
information.

Time commitment:
10 minutes

Frequency: As
needed
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concepts and reviews current
thought related to ethical

and unethical behavior in
organizations. Building on
previous research and discussing
recent advances in the field,

this article focuses on how
organizations and their leadership
provide the context for ethical—
and unethical— behavior.

Provides practical suggestions for
how employee can support ethics
and integrity in VA, and resources
to help employees resolve ethics
questions.


http://www.ethics.va.gov/ETHICS/docs/integratedethics/unethical_behavior_in_organizations_trevino_2014.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/unethical_behavior_in_organizations_trevino_2014.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/unethical_behavior_in_organizations_trevino_2014.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/unethical_behavior_in_organizations_trevino_2014.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/unethical_behavior_in_organizations_trevino_2014.pdf
http://www.ethics.va.gov/ETHICS/docs/integratedethics/J_Activity_Org_Behavior_Rewards_Planning_Guide_01042014.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/J_Activity_Org_Behavior_Rewards_Participant_Guide_01042014.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/J_Activity_Org_Behavior_Rewards_Participant_Guide_01042014.docx
http://www.ethics.va.gov/docs/integratedethics/J_Activity_Org_Behavior_PeerInfluence_Planning_Guide_01042014.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/J_Activity_Org_Behavior_PeerInfluence_Participant_Guide_01042014.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/J_Activity_Org_Behavior_PeerInfluence_Participant_Guide_01042014.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/J_Activity_Org_Behavior_MoralDisengagement_Planning_Guide_01042014.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/J_Activity_Org_Behavior_MoralDisengagement_Participant_Guide_01042014.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/J_Activity_Org_Behavior_MoralDisengagement_Participant_Guide_01042014.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/J_Activity_Org_Behavior_DecisionFrames_Planning_Guide_01042014.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/J_Activity_Org_Behavior_DecisionFrames_Participant_Guide_01042014.docx
http://www.ethics.va.gov/ETHICS/docs/integratedethics/J_Activity_Org_Behavior_DecisionFrames_Participant_Guide_01042014.docx
http://www.ethics.va.gov/docs/integratedethics/100314_VAIntegratedEthics_TipSheet.pdf
http://www.ethics.va.gov/docs/integratedethics/100314_VAIntegratedEthics_TipSheet.pdf
http://www.ethics.va.gov/docs/integratedethics/100314_VAIntegratedEthics_TipSheet.pdf

Development Activity

Tool

Type of Activity Purpose

I want employees at all
levels to examine strategies
for making ethical
decisions, apply a process
for ethical decision-
making, and become more
aware of the importance of
workplace ethics.

* VA Learning
University Home

VALU has developed Virtual Instructor Led Training (V-ILT)
courses that address the VA all-employee competency
“Exemplifies Integrity.” Education officers should request
TMS courses: Demonstrating Ethical Behavior (VA3868127)
or Building an Ethical Environment (VA3868142). Facility
IntegratedEthics®Councils, VISN IntegratedEthics®Advisory
Boards, or NCEHC staff (vhaethics@va.gov) can assist with

1dentification of skilled instructors. Note: These courses use
Adobe Communicator. No travel is required.

I. Demonstrating
Ethical Behavior

Time commitment:
2 hours

Frequency: As
needed

I1. Building
an Ethical
Environment

Time commitment:
One pre-requisite
course, one hour in
length

One Virtual Instructor-
Led Training (V-ILT)
session, two hours in
length.

Frequency: As
needed
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Demonstrating Ethical Behavior
(DEB)

Review common ethical dilemmas
facing VA employees and learn
techniques and strategies to
ensure appropriate responses to
these types of situations;

Examine what ethics means to
them and how organizational
values, external influences, and
personal beliefs impact ethics-
related decisions in the context of
working at VA;

Practice identifying possible
inputs into ethical decisions using
the characteristics of ethical
decision-making; and

Discuss the resources available
at VA to help you make ethics-
related decisions.

Building an Ethical Environment
(BaEE)

Explore the core values, key
characteristics, and programs that
leverage integrity to support an
ethical environment at VA;

Discuss how to create and inspire
an ethical environment and
demonstrate the desired ethical
behaviors that set the tone for
others in the organization; and

Synthesize their knowledge of
strategies for ethical decision
making and apply that knowledge
to VA scenarios.


https://www.tms.va.gov/learning/user/login.jsp
https://www.tms.va.gov/learning/user/login.jsp
http://www.ethics.va.gov/docs/integratedethics/J_Activity_Org_Behavior_PeerInfluence_Planning_Guide_01042014.docx

