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Slide Zero: EL Improvement Projects – Next Steps
Hi everyone this is Basil Rowland and I would like to welcome you to today’s call. The care Veterans receive is dependent upon organizational health and organizational health depends on Ethical Leadership (EL).  But improving EL and promoting organizational health can be very difficult. The work you do in this regard requires time, effort and well-designed strategies.  One way that IntegratedEthics attempts to support you with these efforts is through quality improvement activities found in our annual IE program metrics (EL1). As you will recall from our February 1, 2016 IF Call, we introduced a Revised EL Improvement Plan Summary and Support Tools to support completion of the EL1 IE program metric which involves using ethical leadership activities to improve the ethical environment and culture. On today’s call, we’ll look specifically at some of the final activities on the Ethical Leadership Improvement Plan Summary, namely, the next steps…. 


Slide One: Announcement: Second EL and PE Quality Improvement Virtual Meeting
· VISNs and facilities will present EL and PE Quality Improvement posters on September 19, 2016
· Submissions will have been rated on use of IE concepts and overall quality
· For more information and to view FY15 submissions:
http://vaww.ethics.va.gov/integratedethics/EL_and_PE_Virtual_Quality_Improvement_Meeting_2016.asp

Slide Two: The FY16 EL1 Metric
Turning to today’s topic, let’s begin by refreshing our memories about the EL1 metric for FY16. As you know, this year’s EL1 facility goal asks IE programs to develop ethical leadership improvement plans based on results of approved tools or other relevant systematic evaluations of the facility’s ethics and integrity culture.
 
In this metric, IE programs are asked to demonstrably improve the ethical environment and culture by targeting specific ethical leadership practices. 
At the end of this quarter, Q4:  ELC/Facility Director communicates improvement plan achievement and results to staff (e.g., through Town Hall meetings, newsletters, or facility e-mails). Provide written summary description of EL project including evidence that interventions were successful.
 
Slide Three: EL Project Review
Over the course of the year we have presented a series of calls to assist teams in completing the EL project for 2016.  In our first call we outlined steps for identifying an EL opportunity using available data sources and other factors.   The next call focused on defining clearly the improvement through development of an improvement goal.  With a clearly defined goal, the next call focused on measuring improvement through establishing metrics and other forms of measurement that focus on whether implemented strategies are effective.  For this call we will focus on determining the next steps and to help with that, my colleague, Robin Cook, IE PE Program Manager, with tap into her PE QI expertise as she guides us through this final phase of an EL project.  Robin?

Slide Four:  Next Steps
Here are some questions to ask yourself when considering EL project next steps:
· Do you have an action plan (including well-defined steps) for sustaining and spreading project activities over the long term, if successful?
· Do you know what future resources (people, time, funding) you will need to perform this work?
· Going forward, what is your facility/VISN leaders’ level of commitment to this project? How will they be involved?
· How will you monitor and report progress?  

Slide Five:  Sustain the Improvement
For broadly applied strategies, it may be that the focus is on sustaining the new strategy.   For example, if the project focused on leadership having open office hours and we want to sustain this strategy for the future.  As we all know, leadership has multiple demands and it would be easy for open office hours to be usurped by other demands.   So, there would need to be a focused effort to sustain the improvement by continuing the measurement.  In this example, number of open office hours per leader and number of staff that utilize open office hours.  Of course, communicating the open office hours would be necessary as part of the sustain plan.   In short, if the focus is to sustain the improvement there needs to be an action plan with consideration given to how to sustain, what resources are needed including staff time.   Additionally, what is the role of leadership in support of the sustaining the improvement.  In our example of office hours, there would need to be a commitment by leadership to keep those hours routinely scheduled on their calendar. 

Slide Six:  Spread the Improvement
Although many of the steps are similar to sustaining a project, there also needs to be consideration on whether a strategy would need additional consideration for the environment for different areas.  For example, using our same example of open office hours.  Let’s say, this strategy was applied to the main facility in the initial project.  In this case, the staff and the leader with the open office hours are in the same location.  Now the team wants to spread this concept to the CBOC’s.  In this case the staff may be miles away and leaving work to come to the main facility is not an option.  This would be where the team may consider tele-connection or leaders traveling to the sites and having open office hours there.  As the team considers resources for the spreading the improvement, they would have to determine if tele-connection exists and can be used during open office hours.   If the traveling to site is an option then the team would have to consider time and transportation requirements along with cost for tolls roads etc., if applicable.  

Slide Seven: Build on the Improvement
As many of you may have multi-year projects for addressing your EL improvement, there needs to be consideration on how the results from the improvement in this year will impact future actions.   The team should review the full project and determine if there needs to be any revisions to the original plan.   Once the plan has been revised, the team will need to outline the next strategy and develop an action plan for testing the next strategy.   Of course, the action plan needs to include leadership support and clear understanding of what level of involvement is needed.  

Slide Eight: Barriers Encountered and trying New Strategies
It is always possible that the project did not achieve improvement.  In this case, which is really common in improvement work, the team needs to identify what were the barriers or reasons for the improvement not achieving results.   This is not to apply blame but to identify whether the strategy could be re-worked and tried again or was the strategy not the best option for this improvement project in the first place.   This aspect of improvement can be frustrating and emotions can run high; remember this is a great opportunity for the team to learn and grow.   Even if the project was successful, the team should review any barriers or challenges from the project for learning and consideration in developing future improvement plans.  Often times, projects will have a barrier that is addressed during the project and this review will remind the team of this barrier which can be included as part of the action planning for future projects. 

Try another strategy:
· Off-target or inadequate strategy (e.g., not systematic or routine part of the day-to-day operations)… 	
possible solution: systematize and get leadership backing if needed
· Negative culture (e.g., employees focusing on the negative in meetings or focus groups)… 
possible solution: establish ground rules that include emphasis on solutions and trust building
· Wrong stakeholders involved (e.g., didn’t include Veterans in planning)… 
possible solution: do mid-course correction and conduct an ad hoc focus group or interviews
· Inadequate leadership engagement (e.g., to back initiatives)… 
	possible solution: engage the ELC or other senior leaders close to the activity
· Off-target or inadequate goal (e.g., total number vs. percentage)… 
	possible solution: re-write goals to be specific and achievable
· Training issues (e.g., reaching busy clinicians or scheduling time in meetings)… 
	possible solution: offer special sessions or suggest peer-to-peer training
· Inadequate sustainability (e.g., no plans for long term sustainment)… 
possible solution: name a process owner, have well-defined steps, and identify a method to monitor progress
· Lack of buy-in or pushback (e.g., resistance to extra steps like clinical reminders)… 
possible solution: involve affected staff early in the planning stage, link to values, e.g., ICARE
· Poor execution (e.g., staff inaccuracies, aka, shoddy work)… 
	possible solution: ensure buy-in, training, and leadership involvement

Slide Nine: Organizational Learning and Its Value for IE
Let’s shift gears now and look at the final “next step” we’ll consider today.  For any project, there should be a focus on organizational learning and sharing throughout the organization.   By sharing the project through multiple communication routes, the team will garner respect, recognition and demonstrate value for their efforts.   Additionally, by completing this step you will be integrating the program throughout the facility, practicing openness and transparency, marketing the IE program and provide an opportunity to discuss the organizations values.   For additional information, please look at the IF call on Organizational learning on April 7, 2014 that is on our website at the link on this slide. 

Slide Ten: Revised EL Improvement Plan Summary: An Example
Now, let’s look at a summary example which is available on our website.  For this example, the project is focused on encouraging and addressing ethical concerns.   This project was identified through survey findings where 21% of staff who responded will raise an ethical concern to leadership.  The team identified a target of 50% in a targeted test area with a plan to spread.

Slide Eleven: Revised EL Improvement Plan Summary: An Example (cont’d)
As we go through this example, this project focused on a test area with a full understanding that eventually it will be spread throughout the organization.  In our example, the focus is on leadership behaviors using several tools for assessing ethical leadership, peer participation and education on how to follow up on ethical concerns.   
 
Slide Twelve: Revised EL Improvement Plan Summary: An Example (cont’d)
In our example all strategies were implemented as planned.   The improvement achieved did not quite meet the target but the improvement was significant so the plan was to spread the improvement.   In our description, the shorthand version outlines spreading to other service lines using those that completed the improvement from the project.   Again, this is a summary, and not the full plan.  Let’s look at what a full plan might look like for this project.  In the summary, the team can also include if this project will continue the following year with additional strategies.   

Slide Thirteen: Next Steps Plan
Each facility is a unique organization but in our example facility here are the other areas that will be targeted by our next steps plan.   As you will note we indicated in our summary that the medicine leadership and quad would be participating in our spread plan.  The take-home message here is to set up a specific plan that outlines the who, what, where and when for the spread plan.   In our example, medicine leadership could include other leaders such as the Nursing leader for the service or nurse managers, clinic managers and others.  It would be using the experts to spread the plan so it is not one person trying to change the full organization.  This plan overall is over a relatively short time-frame and the team may find that there is difference in clinical versus business functions or top leadership versus middle management.  These are all factors to consider when developing the plan.  

Slide Fourteen: A question….
What challenges, big or small, are you encountering while trying to achieve the EL1 metric?

Slide Fifteen: Tools to Support Strong EL Projects

On the EL webpage: http://vaww.ethics.va.gov/integratedethics/elc.asp
Tools to improve plans to strengthen an organization's environment and culture:
· Ethical Leadership Improvement Project Checklist – two-page checklist to guide design and implementation of strong EL improvement projects
· Ethical Leadership Improvement Plan Summary – two-page worksheet to capture a concise snapshot of a completed EL improvement plan  
· EL Improvement Plan Summary SAMPLE 1
· EL Improvement Plan Summary SAMPLE 2 
· Guidance for Strong Ethical Leadership Projects

Slide Sixteen: Questions?

Sept. 5 - NO CALL - HOLIDAY
Sept. 12 - NO CALL
Sept. 19 - All Interested IE Staff: EL and PE QI Virtual Meeting


Contact:

Basil Rowland, IE Manager, Field Operations, with any general questions about the EL1 metric: (757) 809-1129 or basil.rowland@va.gov

Or

Robin Cook, IE PE Manager, with any specific questions about EL QI elements: (206) 2875725 or robin.cook@va.gov
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