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Slide One: Ethical Leadership: Identifying Results from the 2015 All Employee Survey (AES) and Federal Employee Viewpoint Survey (FEV) for Action Planning
The Department of Veterans Affair’s Blueprint for Excellence (BfE) was offered as a detailed vision for the evolution of health services provided by VHA.  Strategy Four of the BfE, (under THEME 2: PROMOTE A POSITIVE CULTURE OF SERVICE) encourages staff to “grow an organizational culture, rooted in VA’s core values and mission, that prioritizes the Veteran first; engaging and inspiring employees to their highest possible level of performance and conduct”. 

The FY16 Ethical Leadership program metric (EL1) asks IE councils to, in alignment with VHA Handbook 1004.06 and Strategy 4 of the BfE, “develop local annual performance and quality improvement plans for ethical leadership based on results from approved NCEHC tools (e.g., IE Staff Survey, IE Facility Workbook) or other relevant systematic evaluations of the facility’s ethics and integrity culture”. 

On this call, National Center for Ethics in Health Care Ethics Evaluation Manager Jennifer Cohen will give us an in depth look at results from a couple of other relevant systematic evaluation tools, the 2015 Federal Viewpoint and All Employee Surveys, to support action planning for the FY16 EL1 program metric.  You can find more detailed information about the EL1 metric in the FY 2016 IntegratedEthics Program Achievement Metrics and Technical Manual located on the IE Program Reporting webpage: http://vaww.ethics.va.gov/integratedethics/ieprogrpt.asp



Slide Two: Opening Poll
My IE program has used the following surveys as the data source(s) for EL improvement activities:
a) IESS only
b) IESS and AES
c) IESS and FEV
d) IESS and AES and FEV
e) AES only
f) AES and FEV
g) FEV only
h) Other survey (please type the name in the chat box)
i) I haven’t used surveys as a basis for EL improvement activities

Slide Three: Overview of Presentation
· Organizational Health Surveys:  AES and FEV 
· Methodology 
· Questions related to ethical leadership
· Access to FY2015 AES and FEV results
· Resources for Ethical Leadership action planning
· Using results for Ethical Leadership improvement
· IntegratedEthics Ethical Leadership tools
·  National Center for Organizational Development (NCOD) tools



Slide Four:  Organizational Health Surveys (AES and FEVS)
FY 2015 AES and FEVS 
· A way for VHA employees to share their perceptions of the organizational culture
· Provide information to support local leadership improvement activities
FY 2016 5-question Ethics theme on AES 	
· Beginning in FY2016 IESS will become a 5-question Ethics theme on AES. The benefits include:
· Historically AES has higher response rates (~60%) 
· Ethics results will be available at the workgroup/service level
· Ethics results will be available on an annual basis

Slide Five:  AES and FEVS 2015 Methods
The table provides information about AES and FEV methods. 

Slide Six:  AES and FEV Example Survey Questions by Ethical Leadership Behaviors
The table provides examples of AES and FEV survey questions by ethical leadership behavior. 

Slide Seven: Screen shot of portal window to access AES and FEVS results 
Screen shot of portal window to access AES and FEVS results. 

Slide Eight:  AES themes related to Ethical Leadership by Workgroup for Facility X
This slide shows staff perceptions of AES themes related to ethical leadership by workgroup. Strengths include perceptions of senior management in HR, Ward 62C/D, EMS and Police. Quality improvement efforts could be targeted to Ward 2B, Business office, and Specialty & Acute care.

As per NCOD guidance in interpretation of results: 
Light blue (‘slightly more favorable’) or light gray (‘slightly less favorable’) Dark blue (‘much more favorable’) or dark gray (‘much less favorable’).



Slide Nine: FEV results related to Ethical Leadership for Facility X (N=95)
The table shows FEV survey questions by ethical leadership behavior.  Satisfaction with policies and practices of senior leaders is a strength (percent positive>65%).  Fairness in rewards and promotion are opportunities for improvement (Percent negative >35 percent).
Guidance for interpretation:
· 65 percent positive or higher is considered a strength
· 35 percent negative or higher is considered a challenge
· 30 percent neutral or higher suggests uncertainty, presenting an opportunity for communication between managers and staff
 
Slide Ten: Access to AES and FEV Results and Technical Assistance
· Access to 2015 AES and FEV Results
· AES: http://aes.vssc.med.va.gov/Presentations/Pages/default.aspx
· FEV http://go.va.gov/glcn
· NCOD Technical Assistance for 2015 AES and FEV Results
	vhancod@va.gov or (513) 247-4680

Slide Eleven: Action Planning: FY16 EL Interventions
You may recall seeing this content in the FY15 technical manual under the EL1 metric… It comes from the Guidance for Strong Ethical Leadership Projects document on the EL webpage, which was developed in FY09 and provides guidance as to the meaning of systematic integration and routine operations (the first two bullets). It offers examples of activities and approaches that exemplify the organizational objectives that were the intended outcome of the performance measure. The document also provides examples of approaches that may not adequately meet the intent of the measure.  So it’s worth a close look….

The “all plans should include” content is that same that you’ll find in the EL Improvement Summary form which is what you have been using to describe your EL1 projects, interventions and impact at the end of the fiscal year.  Note: we will release an enhanced EL Improvement Summary form in the next couple of weeks….
 
Slide Twelve: Action Planning Resources
Access to resources to support action planning 
· IntegratedEthics Ethical Leadership Fostering an Ethical Environment and Culture or the EL Primer:  The primer explains the role leaders play in creating and sustaining an ethical culture in health care organizations, critical factors for success, and the specific behaviors leaders use to foster an ethical environment and culture. Intended for health care leaders at the executive and mid-manager levels.
http://www.ethics.va.gov/docs/integratedethics/Ethical_Leadership_Fostering_an_Ethical_Environment_and_Culture_20070808.pdf 

· National Center for Organizational Development (NCOD) Survey Resources and Action Planning - This is the link to the content shared on Slide Seven.  Again, it contains a range of resources and three easy steps to help you understand, share, and take action with your workforce survey data.
· Remember, to involve leaders, management, and staff in developing and implementing action plans.
·  http://aes.vssc.med.va.gov/Presentations/Pages/AESResources.aspx

Slide Thirteen: Questions?

Contact Basil Rowland, IE Manager, Field Operations, with any questions
(757) 809-1129
basil.rowland@va.gov
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Opening poll
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My IE program has used the following surveys as the data source(s) for EL improvement activities:



IESS only

IESS and AES

IESS and FEV

IESS and AES and FEV

AES only

AES and FEV

FEV only

Other survey (please type the name in the chat box)

I haven’t used any surveys as the basis for EL metrics
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Overview of Presentation
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Organizational Health Surveys:  AES and FEV 

Methodology 

Questions related to ethical leadership

Access to FY2015 AES and FEV results



Resources for Ethical Leadership action planning

Using results for Ethical Leadership improvement

IntegratedEthics Ethical Leadership tools

 National Center for Organizational Development (NCOD) tools
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Organizational Health Surveys (AES and FEVS)
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FY 2015 AES and FEVS 

A way for VHA employees to share their perceptions of the organizational culture

Provide information to support local leadership improvement activities

FY 2016 5-question Ethics theme on AES 	

Beginning in FY2016 IESS will become a 5-question Ethics theme on AES. The benefits include:

Historically AES has higher response rates (~60%) 

Ethics results will be available at the workgroup/service level

Ethics results will be available on an annual basis
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AES and FEVS 2015 Methods

5

				AES (NCOD)		FEVS (Office of Personnel Management)

		Survey Administration 		Web-based		Web-based

		Dates of  2015 Administration		August 2015		May 2015

		Sample		100% of employees in VA		“Graduated Proportional Sampling” (see notes for specifics) of employees in VA and other Federal Agencies

		Granularity of results		Workgroup/service line level		Facility level

		National Response Rate		60.3%		36.0%

		Question Scoring		Means		Percent Positive: Strongly Agree and Agree / Very Satisfied and Satisfied / Very Good and Good
Neutral: Neither Agree nor Disagree / Neither Satisfied nor Dissatisfied / Fair
Negative: Disagree and Strongly Disagree / Dissatisfied and Very Dissatisfied / Poor and Very Poor

		Interpretation of Results		Light blue (‘slightly more favorable’) or light gray (‘slightly less favorable’) Dark blue (‘much more favorable’) or dark gray (‘much less favorable’)		65 percent positive or higher is considered a strength
35 percent negative or higher is considered a challenge
30 percent neutral or higher suggests uncertainty, presenting an opportunity for communication
between managers and staff











FEVS SAMPLING STRATEGY



Survey administrations prior to 2013 employed a single-stage stratified sample design. Sample sizes were determined by solving for a margin of error (±5%) on a 95% confidence interval while assuming a conservative 40% response rate. In the process of updating the sampling strategy to meet the modern needs of the FEVS, it became clear that lower-level reporting capabilities were just as high of a priority as statistical precision targets.



Since 2013, OPM has used its Graduated Proportional Sampling (GPS) method to select a sample of employees to invite to participate in the survey. The goal of this method is to maximize the number of reports to be generated while minimizing the size of the workforce being surveyed. This allows the FEVS to maintain the reporting breadth achieved by the 2012 FEVS census, but with a reduced burden in terms of the time and financial costs a census would incur.



The Graduated Proportional Sampling method performs the following steps to select a sample:



1.	Stratify individuals based on the lowest work unit identified using the organizational codes. This corresponds to the lowest desired “level” within the organization.

2.	Identify strata with less than 10 individuals and roll these up into the next-highest stratum. (The reasoning here is that, even if a 100% response rate were achieved, the work unit is too small to receive a report.) If there is no applicable higher level within the agency structure, leave the stratum as is.

3.	Place individuals in executive-type positions (e.g., SES) into a separate stratum.

4.	Once the final stratification boundaries are set, the sampling proportion is based the size of the stratum and the goal of attaining at least ten respondents assuming a conservative 30% response rate. (The exceptions are any strata in small agencies and the SES strata, which are censused.) Note that the minimum sampling proportion is 25%; thus, each employee has at least a one in four chance of being selected to participate. The specific sampling proportions are:

Component

Population Size*	Treatment	Sample Size

< 50	Census	1 to 50

51 to 75	75% Sample	38 to 56

76 to 150	50% Sample	38 to 75

> 151	25% Sample	37+

*Excluding SES employees



5.	After the sample is drawn, examine the agency’s ratio of sampled employees to its population. If 75% or more of the workforce would be sampled, conduct a census instead.
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AES and FEV Example Survey Questions by Ethical Leadership Behaviors

		Ethical Leadership Behaviors		AES (Theme)		FEV

		Tone at the Top		(Senior Management): How satisfied are you with the direction provided by senior managers at your facility?		Q66.How satisfied are you with the policies and practices of your senior leaders? 

		Clarity of Expectations		(Ethics): Members of this work group would not compromise ethical principles in order to achieve success. 		

		Fairness		(Performance Ratings): My performance ratings are fair and accurate.		Q25.Awards in my unit depend on how well employees perform their jobs.
Q22 Promotions in my work unit are based on merit

		Follow up		(Concerns-Speaking Up): It is worthwhile in my workgroup to speak up because something will be done to address our concerns.
		Q41. I believe the results of this survey will be used to make my agency a better place to work.

		Stakeholder input in decision making				Q63. How satisfied are you with your involvement in decisions that affect your work?

		Trust and respect				Q61. I have a high level of respect for my organization’s senior leaders.
Q51.I have trust and confidence in my supervisor

		Seeking help		(Attitudes Seeking Help): If I am unsure of how to carry out a procedure, I am comfortable asking for help.		

		Comfort speaking up		(Psychological Safety- Comfort Speaking) I feel comfortable talking to my supervisor about work-related problems even if I’m partially responsible. 
		Q17.I can disclose a suspected violation of any law, rule, or regulation without fear of reprisal.















NCOD does not provide numbers for AES questions

AES and FEV survey instruments are available here: http://aes.vssc.med.va.gov/SurveyInstruments/Pages/default.aspx

Access to pre-populated facility/Program Office reports and data cubes (when available) here: http://aes.vssc.med.va.gov/Presentations/Pages/AESResources.aspx
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AES themes related to Ethical Leadership by Workgroup for Facility X

		Facility X: Workgroup		N		Senior Manage-ment		Ethics		Concerns Speaking Up		Psycho-logical Safety (Comfort Talking)		Perfor-mance Ratings		Attitudes Seeking Help

		Human Resources		15		3.86		4.26		<10		4.33		4.57		4.40

		Ward 62C/D		13		3.91		<10		3.40		4.46		4.00		3.90

		Environmental Management Service		58		3.61		4.20		3.91		4.14		3.85		3.91

		Police		18		3.92		4.01		3.81		4.23		3.88		3.92

		Engineering		20		3.00		3.15		4.06		4.05		4.15		3.93

		Food & Delivery		28		3.29		3.58		3.82		3.59		3.93		3.94

		Nursing Svc Administrators		13		2.90		3.26		3.04		4.09		4.10		4.04

		Ward 6B		12		3.38		3.59		3.55		4.00		4.12		3.15

		Ward 4D		12		2.94		<10		3.52		<10		3.58		3.75

		Pharmacy		13		2.84		3.60		<10		<10		3.60		<10

		Primary Care		10		2.92		3.76		2.80		<10		3.84		<10

		GRECC		15		3.41		3.62		3.06		4.13		<10		3.66

		Mental Health (Psych., MHC, INPT, Substance Abuse)		62		2.87		3.90		3.17		3.80		4.10		3.94

		Social Work		54		3.08		3.70		3.14		3.76		3.54		3.77

		Specialty & Acute		23		3.16		4.00		3.05		3.59		3.53		3.94

		Sensory & Rehabilitation		18		3.40		<10		3.83		4.00		4.10		3.76

		Fiscal		13		3.00		3.88		<10		3.92		3.66		3.80

		Acquisitions & Material Logistics		11		2.66		<10		2.92		4.10		3.86		3.61

		Performance Managment (QA)		13		2.75		3.46		3.58		3.15		3.22		3.27

		Ward 2B		20		2.00		3.40		3.32		3.21		3.54		3.14

		Business Office		12		2.66		3.36		2.54		2.81		3.50		3.90
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FEV results related to Ethical Leadership for Facility X (N=95)

		Ethical Leadership Behaviors		Federal Employee Viewpoint Survey		Percent Positive		Percent Neutral 		Percent Negative

		Tone at the Top		How satisfied are you with the policies and practices of your senior leaders? 		68.6		13.7		17.6

		Fairness		Awards in my unit depend on how well employees perform their jobs.		40.5		22.7		36.8

				Promotions in my work unit are based on merit		23.2		29.9		46.9

		Follow up		I believe the results of this survey will be used to make my agency a better place to work.		43.4		32.0		24.6

		Stakeholder input in decision making		How satisfied are you with your involvement in decisions that affect your work?		43.0		28.6		28.3

		Trust and respect		I have a high level of respect for my organization’s senior leaders.		54.0		18.2		27.8

				I have trust and confidence in my supervisor		60.2		17.5		22.3

		Comfort speaking up		I can disclose a suspected violation of any law, rule, or regulation without fear of reprisal.		52.0		23.0		25.0
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Access to AES and FEV Results and Technical Assistance

Access to 2015 AES and FEV Results



AES: http://aes.vssc.med.va.gov/Presentations/Pages/default.aspx



FEV http://go.va.gov/glcn



NCOD Technical Assistance for 2015 AES and FEV Results

	vhancod@va.gov or (513) 247-4680
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Action Planning: FY16 EL Interventions

Guidance for strong ethical leadership projects:

o	Ethical Leadership activities should be scheduled and planned efforts to make 	leadership part of the organization’s procedures and practices.

o	Focus on activities that can make ethical leadership part of routine operations.

o	Use stronger rather than weaker strategies to achieve the healthy ethical 	culture and environment envisioned by the IE Program. 

o	Consider making prior interventions more effective rather than implementing 	new ones.  



All plans should include:

o	specific data demonstrating need for improvement

o	involvement of leadership and staff in developing action plans

o	intervention selected to address need

o	rationale for interventions selected

o	groups targeted for intervention

o	implementation and follow-up

o	measurable and/or anecdotal evidence that the interventions were successful











11



Action Planning Resources



Access to resources to support action planning 



IntegratedEthics Ethical Leadership Fostering an Ethical Environment and Culture

http://www.ethics.va.gov/docs/integratedethics/Ethical_Leadership_Fostering_an_Ethical_Environment_and_Culture_20070808.pdf 



National Center for Organizational Development (NCOD) Survey Resources and Action Planning - http://aes.vssc.med.va.gov/Presentations/Pages/AESResources.aspx
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Questions? 

Contact Basil Rowland, IE Manager, Field Operations, with any questions…



(757) 809-1129



  basil.rowland@va.gov
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STEP 1:
KNOW YOUR SURVEY DATA

Learn what goes into the workforce survey
tools:

VA All Employee Survey (AES)

AES History

AES Survey Instrument

AES Because We Care (video: 2 min.)
Significance Testing, Statistical
Guides, and Instrument Validity

Federal Employee Viewpoint Survey (FEVS)

« FEVS Survey Instrument

+ How to Use FEVS Survey Data

+ FEVS Methodology, FAQs, and Federal
-wide Results (OPM Website)

This section contains a range of resources and three easy steps to help you understand,
share, and take action with your workforce survey data.

Remember, your workforce survey data are most helpful in informing local change when
leaders, management, and staff are involved in developing and implementing action
plans.

YOU SPEAK. VA LISTENS. EVERYONE LEARNS.

FACT: In VA, worksites that use their workforce survey data in local action planning
also experience increases in business outcomes (time savings, greater efficiency, etc.),
process outcomes (better staff morale, increased communication, etc.), and service
outcomes (improved quality, higher patient satisfaction, etc.) Full report here.

The image on the left illustrates employees’ reporting more favorable experiences in
VA when staff see their AES data being used often for action planning (blue circles)
compared to less favorable experiences with infrequent use of AES data (orange circles).

Learn whether your staff see their data being shared and used to impact change
- check the AES survey items "Data Use” and "Data Sharing”, and the FEVS survey item

Q41 “Survey Data Use”.

STEP 2:
DISCUSS DATA WITH STAFF

+ AES Start
+ the Conversation (video: 4 min.)

start local using your AES workgroup-level
data:

+ Access Pre-Built AES Workgroup
Chapters for VHA Medical Centers,
VBAROS, and NCA Cemeteries

« Pull Survey Data from the AES and
FEVS Cubes

« Find National AES Comparison Groups
by Occupation or Service Line

+ Contact Your NCOD Companion, if
You Have Questions or Need Help

Using your FEVS data:

« Access Pre-Built FEVS Data Reports

STEP 3:
ACTION PLAN TOGETHER

Resources to help you and your staff action
plan together:

+ Workgroup Action Planning (72 min. -
see current year library below)

Action Planning Guides:

+ Chapter 1: Leader's Guide to Survey
Action Planning

+ Chapter 2: Understanding VA
Surveys

« Chapter 3: AES Start the
Conversation Guide

+ Chapter 4: FEVS and Organizational
Action Planning

« Action Planning PowerPoint (see
current year library below)







image1.emf
Microsoft PowerPoint  97-2003 Presentation


