[bookmark: _GoBack]Keys to Ethical Leadership
Ethics Toolkit for Supervisors

Your actions and behavior as a leader are vital in promoting the ethical environment and culture in your organization

· This toolkit provides training materials to allow you as a leader the opportunity to influence ethical practices at your facility. 
· Choose an I CARE Core Value you wish to demonstrate and promote. Follow the links to materials that will provide guidance and skills. 
· These tools as well as others can be found on the IntegratedEthics® Ethical Leadership web page. They can assist you in fostering and sustaining an ethical environment.  http://vaww.ethics.va.gov/integratedethics/elc.asp

Note: This toolkit was originally developed by VISN 1 IntegratedEthics® Advisory Board, December 2015.
	Tool
	Description
	Suggestions for Use
	Useful Links & Materials
	Corresponding ICARE Value

	Unconscious Bias Materials
	Knowledge guide and tool that helps participants examine their biases andimprove interpersonal communications and cultural competency
	Discuss in medical staff or service meeting to improve  interpersonal communications & cultural competency
	https://vaww.vha.vaco.portal.va.gov/sites/OHE/Pages/UB.aspx




	Integrity


	Video 
	Video - Ethical Leadership: Fostering an Ethical Environment and Culture and course materials guide
	An interactive training video to teach viewers leadership behaviors that will help foster an ethical leadership and culture 
	http://vaww.ethics.va.gov
Click on IE in left pane & choose Ethical Leadership - scroll down to Watch and click on Ethical Leadership: Fostering an Ethical Environment and Culture 



	Integrity

	Tool to promote psychological safety between schedulers and the clinicians whom they depend on to carry out their work
	Key staff, not only schedulers, should be encouraged to speak up about issues and practices that may be inconsistent with VA and VHA policy
	Customize and post ethics tip poster throughout facility to help raise awareness.  Improves psychological safety of staff to feel empowered to speak up
	http://vaww.ethics.va.gov
Click on IE in left pane & choose Ethical Leadership - scroll down to Use and click on Employee Ethics Tip Sheet 



	Commitment

	Stop the Line Training
	Refers to a measured response from VHA staff members when detecting errors of concern in health care
	Post or develop similar poster to personalize with your facility staff. Discuss at clinical meetings, QM presentations, etc.  Improves psychological safety of staff to feel empowered to speak up
	http://vaww.oqsv.med.va.gov/StoptheLine/stlDefault.aspx




	Advocacy

	Value of the Month Ethical Leadership Activity 
	Brief discussion activities that include value and discussion prompts, examples and case studies
	Can use different activities in different settings  to promote and encourage dialogue concerning ethical values and the impact they have on the organization 
	http://vaww.ethics.va.gov
Click on IE in left pane & choose Ethical Leadership - scroll down to Use and click on Value of the Month Ethical Leadership Activities.  Please note there are additional links available here for Value of the Day & Value of Day Email 




	Advocacy




	Ethical Leadership:  Quick Activities
	Activities that can be used to highlight strong practices & behaviors
	Unintended message activity develops your awareness to aid in avoiding phrases that may be perceived to imply that ethics is not important. Can use other activities in different settings  of the organization
	http://vaww.ethics.va.gov
Click on IE in Left pane & choose Ethical leadership- scroll down to Use – locate Ethical leadership Quick Activities and click on Unintended Messages.  Please note there are additional links available here for Ethics Matters Part I & II, Reinforcing Ethical Practice While Communicating Performance Expectations Part I & II




	Respect

	Bullying Quiz
	PowerPoint and quiz to help participants examine their own actions with co-workers,   improve interpersonal communications and cultural competency
	Can use portions of PPT or quiz as ethics topic in staff meeting to discuss what constitutes bullying, or how some actions may be perceived as bullying.  Promotes respect & civility among co-workers
	http://organizationalhealth.vssc.med.va.gov/Resource%20Library/Forms/AllItems.aspx

Click on Category: Occ Health & Wellness for Bullying quiz developed by Portland VAMC
	Excellence

	Ethical Leadership Tips
	Sheet provides leader with Four Compass Points of Ethical Leadership 
	Leaders can view examples, phrases, and discussion starters to incorporate into  daily work to enhance ethical environment and culture in their facility or service
	http://vaww.ethics.va.gov
Click on IE in left pane & choose Ethical Leadership - scroll down to Use and click on Ethical Leadership Tips 




	Excellence




	Servant Leadership
	Development guide that focuses on the 
Servant Leadership Model (Person of Character; Puts People First; Skilled Communicator; Compassionate Collaborator; Has Foresight; Systems Thinker; Moral Authority)


	Guide contains suggestions on how you as a leader can enhance your skills in each of the pillars. For every pillar, there is information that briefly defines it, questions to reflect on and activities to increase leadership effectiveness.  
	http://organizationalhealth.vssc.med.va.gov/Resource%20Library/Servant%20Leadership%20Development%20Guide_July_2015.pdf




	Integrity , Commitment
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Knowledge Now Series

The Office of Health Equity (OHE) is proud to share this educational tool to promote discussions
on bias, unconscious bias and cultural competency. Cultural competency is directly tied to the
VA “l CARE” values of Integrity, Commitment, Advocacy, Respect and Excellence.

What is Health Equity?

Health Equity is the attainment of the highest level of health for all people. Achieving health
equity requires valuing everyone equally with focused and ongoing societal efforts to address
avoidable inequalities, historical and contemporary injustices, and the elimination of health and
health care disparities. Health equity supports an environment where all Veterans receive
timely, high quality, personalized, safe effective and equitable health care, irrespective of
geography, gender, race, age, culture or sexual orientation.

Generate Awareness— Building Cultural Competency

The OHE and the Employee Educational System (EES) created four short videos of real providers
who work in the VHA and discuss their own stories of bias and unconscious bias. OHE invites
you to participate in the Knowledge Now: Generate Awareness- Building Cultural Competency
experience to understand how bias affects patients and health equity. Let’s start by talking
about the meaning of bias.

What is bias and unconscious bias in health care?

Bias does exist in health care. It can be difficult to imagine at first that there is bias in our
practice because we all want to do what is best for the Veterans. However, bias does serve a
purpose. We make decisions all day long about what is safe or not safe, what is appropriate or
not, who we can trust, what is valuable and what is pleasurable or dreary. We generally believe
that our decisions are rational based on our education and experiences, but in reality most
decisions are made emotionally (or by “gut” decisions) and we then collect facts to justify them.

Our minds are hardwired to make decisions quickly and often before we even think about it.
Our fundamental way of looking at the world is through hard-wired patterns that developed
through a lens that filters our perceptions, interpretations, preferences and selective attention.
Do you and your colleagues agree on everything-share all the same ideas? Probably not, you
may work really well as a team but we all have differences based on backgrounds, experiences,
cultures, age, gender, race, profession, education, where and how you grew up, and religious
affiliations etc. This is why if five people watch the same car accident it’s more than likely to
get five different reports. Their experiences filtered through the report.

Many of the decisions we make every day are made through filters we are not even aware of —
unconscious biases—and might lead you to make decisions that may not serve you or your
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patients. Creating an awareness of unconscious bias allows and requires us to fundamentally
rethink the way we approach our patients.

OHE encourages you to learn more about bias and how it affects health care.
http://vaww.vha.vaco.portal.va.gov/sites/OHE/Pages/UB.aspx

Why is bias important to talk about?

The general belief is that bias is bad or to react with “I don’t have bias with my patients; | treat
everyone fairly”. This belief creates a false good person and bad person dichotomy. Good
people are fair and do the right thing. Bad people are unfair or biased. However, we all have
bias. So if we all have bias and it serves a purpose then let’s start talking about how bias affects
us all.

Bias affects us all differently because we have different backgrounds and experiences. The
more we explore why we think and react the way we do, based on our backgrounds, the more
we can uncover the hidden biases we hold to be true. One way to look at this is to consider the
following questions. Do you get frustrated with some patients but not others? Are there some
patients that you just immediately like and others that you want to treat and then get to the
next patient quickly? There could be micro-behaviors that increase advantages or
disadvantages that you and your patients are completely unaware of in the moment. Looking
at those advantages/disadvantages could reduce frustrations and burnout; some research is
showing a connection of provider burnout to bias.
http://mdm.sagepub.com/content/30/2/246.full.pdf+html

Bias is Malleable.

We can consciously commit to fairness, equality and deliberately work to behave without
negative actions or words and most of us do this consciously. It’s important to understand
what is happening at the unconscious level. Some ways to facilitate awareness of our
unconscious bias are:

e Know that you have bias; everyone does.

e Explore any awkwardness and discomfort you may have when talking about certain
subjects. Note the discomfort and then explore what experiences were parts of
creating the beliefs about that subject.

e Explore what and why you are attracted to certain people, events, subjects, and
objects.

e Be concerned about the consequences of biases and how they affect others.

e Don’t make assumptions; ask thoughtful questions.

e Take time to write out how you identify yourself. Think about where you grew up,
how you grew up, where you live now, your religious or non-religious preference,
education, military experience, economic status, family, people who influence you,
critical events, and traumatic events. How did these factors shape the way you think
about world around you today? How does this affect your patients?
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Thank you for participating with an open mind and willingness to listen and talk about bias. We
understand that this is a tough but needed topic to build cultural competency.

Additional Resources

For additional resources on health equity, cultural competency or to speak with someone about
the content of this program go to the OHE SharePoint page:
http://vaww.vha.vaco.portal.va.gov/sites/OHE/CCC/default.aspx

Knowledge Now Outcomes

Upon completing the series, the learner and/or group will:
e Produce a range of experiences and solutions, addressing bias.

e Generate ideas by examining bias in greater depth, looking at different dimensions of
cultural awareness.

e Broaden the outlook of the learners through exposure to new and different ideas and
enrich their understanding of bias under discussion.

e Develop their skills in interpersonal communication and in expressing their views of bias in a
clear and succinct manner.

e Effective means of changing attitudes through the influence of colleagues.

Instructions

Begin the series with watching Video One: Developing Clinical Awareness as a team or a group.
There are discussion questions that correspond with each video. After observing the video,
discuss the video and the corresponding questions posted at the end of this document. Each
video is about 3 minutes long. The Knowledge Now is flexible to meet your schedule. The
discussions can last as long as needed or as much time as your meeting can allow. You can
review one video per team meeting; view several at a time or all at the same setting. Also, you
may use this Knowledge Now for any trainings or presentations in which the content is suitable.
This is for your learning purposes and the OHE team is happy to share. The most important
thing to keep in mind is creating a safe place for open communication and learning.
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Videos*

Video One: Developing Clinical Awareness

3:54 minutes in length

Robert L. Jesse, MD, PhD, Cardiologist, Richmond VAMC, Interim Chief Officer Academic
Affiliations

Uchenna Uchendu, MD, Internal Medicine, Executive Director, Office of Health Equity
Lana Frankenfield, PhD, LCSW Office of Health Equity

Questions that correspond to Video One: Developing Clinical Awareness

Video Two: Impact on Clinical Practice

3:15 minutes in length

Robert L. Jesse, MD, PhD, Cardiologist, Richmond VAMC, Interim Chief Officer Academic
Affiliations

Uchenna Uchendu, MD, Internal Medicine, Executive Director, Office of Health Equity
Lana Frankenfield, PhD, LCSW Office of Health Equity

Questions that correspond to Video Two: Impact on Clinical Practice

Video Three: Importance of Knowing your Bias

3:37 minutes in length

Robert L. Jesse, MD, PhD, Cardiologist, Richmond VAMC, Interim Chief Officer Academic
Affiliations

Uchenna Uchendu, MD, Internal Medicine, Executive Director, Office of Health Equity
Lana Frankenfield, PhD, LCSW Office of Health Equity

Questions that correspond to Video Three: Importance of Knowing your Bias

Video Four: Stories to Share

6:30 minutes in length

Robert L. Jesse, MD, PhD, Cardiologist, Richmond VAMC, Interim Chief Officer Academic
Affiliations

Uchenna Uchendu, MD, Internal Medicine, Executive Director, Office of Health Equity
Lana Frankenfield, PhD, LCSW Office of Health Equity

Questions that correspond to Video Four: Stories to Share

*Recorded April 2013
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Video One: Developing Clinical Awareness

e Do you think you have bias-personally? Professionally?

e What are your experiences and background that have shaped the way you
view situations?

e Have you had a candid conversation with your patients or members of your
team about bias (talk about the elephant in the room)?
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Video Two: Impact on Clinical Practice

e Do you have patients that frustrate you? Are there biases that are
contributing to your frustrations?

e |If a patient disagrees with the course of treatment or wants a different
outcome from your professional opinion-how do you react? How do you
respect the differences?
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Video Three: Importance of Knowing your Bias

e Do you make judgments based on appearance?

e What do you think your patients see about you?

e How do you build trust with your patients?
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Video Four: Stories to Share

e What is your story?

e Have you or a loved one experienced bias in a health care setting?

e What are your bias challenges?
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Training Credit

OHE recognizes your efforts in generating awareness in health equity, bias and unconscious bias
while building your cultural competencies. Upon completion of this program, you can receive a
certificate for your training records. Individuals or groups must complete the following steps to
receive course credit:

1. Read the Knowledge Now guide;
2. View all four videos; and
3. Review questions that correspond with each video.

If you are an individual completing this program click below to receive your certificate:

Individual Certificate

If you are an instructor or manager wanting to download certificates for your learners click
here:

Group/ Instructor Certificates
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Ethical Leadership Toolkit — Ethical Leadership Video Course

Ethical Leadership Video Course Materials

Training Checklist

All executives and managers should, at a minimum:

B read the IntegratedEthics communications materials
B complete the ethical leadership video course

B read the ethical leadership primer, Ethical Leadership: Fostering an Ethical
Environment & Culture

Use the following checklist to make sure that all executives and managers have
received the minimum training:

1 Identify who should receive ethical leadership training. Your list should
include all employees at the senior executive, senior manager, and mid-
manager levels, as well as the IntegratedEthics Coordinator.

[J Assign a staff member to make sure that everyone has read the
IntegratedEthics communications materials. Distribute copies, if
necessary.

1 Schedule several dates and times for the ethical leadership video
training sessions. This is a one-hour session, including an exercise to be
completed after the video.

1 Reserve aroom with TV and DVD player for each training session. Make
sure that the room has ample seating and table space for all viewers. The
session includes a written exercise following the video.

0 Photocopy the leadership self-assessment tool and evaluation form for
each participant. A master copy of the assessment tool follows this checklist
and is available on the IntegratedEthics website at vaww.ethics.va.gov/
IntegratedEthics.

(1 Distribute the leadership self-assessment tool after the video.
Encourage completion of the self-assessment tool immediately following the
session.

IntegratedEthics FXEE






Ethical Leadership Toolkit — Ethical Leadership Video Course

Ethical Leadership Self-Assessment Tool

Instructions for the Ethical Leadership Coordinator
About the Ethical Leadership Self-Assessment Tool

The Ethical Leadership Self-Assessment 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.

This self-assessment tool is intended to challenge each leader to think about
individual behaviors—where the leader is strong, where the leader may wish to
examine the basis for his or her actions, and opportunities for further reflection—on
each of the four points of the Ethical Leadership Compass. Each leader’s situation is
unigue and requires individual consideration of whether increasing use of a behavior
or skill could improve leadership practice and thereby the local ethics environment.

Who Should Use the Tool?

The tool is designed for leaders at the executive leadership and mid-manager
(division/department/service line managers) levels as defined in VA's High
Performance Development Model (HPDM). For more information about the
competencies for each level, please see the “Core Competency Definitions”
(http://vaww.va.gov/hpdm/pdf/corecompetencydefinitions.pdf).

How to Administer the Tool

This tool should be distributed to leaders after they’ve taken the ethical leadership
video course, and with the ethical leadership primer if it is distributed separately
from the video. The self-assessment is meant for each leader’s personal use and
reflection. Therefore, the course instructor should not collect the completed tool.

How Individual Leaders Use the Tool

Leaders should complete the self-assessment, reflect on their answers, and develop
and implement their own action plan. Leaders should also re-take the tool each year
to track their progress.

IntegratedEthics EE






Ethical Leadership Toolkit — Ethical Leadership Video Course

Ethical Leadership Self-Assessment Tool

About this self-assessment tool

This self-assessment tool is designed to be used in conjunction with the ethical
leadership video and primer, Ethical Leadership: Fostering an Ethical Environment
& Culture. The tool will help you identify areas in which you're successfully modeling
behaviors that foster an ethical environment and culture, as well as highlight
opportunities for improvement. It’s designed for leaders at the senior executive and
mid-manager (division/department/service line manager) levels as defined in VA's
High Performance Development Model (HPDM). For more information about the
competencies for each level, please see the “Competency Definitions” (http:/vaww.
va.gov/hpdm/pdf/corecompetencydefinitions.pdf).

How to use the tool

This tool will challenge you to think about your own leadership behaviors. Each
guestion suggests a behavior or skill you may wish to develop. Each leader’s
situation is unique—think about your local situation and whether increasing your
use of the behavior or skill could improve your leadership practice and thereby your
local ethical environment. There are no right or wrong answers. For this reason, no
mechanism is provided to enable you to calculate an overall score or compare your
responses to those of other leaders.

After you complete the tool

Immediately following the self-assessment questions, you'll find an action plan.
Use it to identify opportunities to improve your leadership practice and local ethical
environment and culture.

Ethical Leadership Self-Assessment

Please check one answer for each of the following items:

Almost Almost

I. Demonstrate that ethics is a priority Never | Occasionally | Frequently Always

| tell my staff to make ethics a priority.

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

| initiate discussions of ethical concerns.

In a typical day, | think about ethical issues.

| demonstrate that | am sensitive to ethical
issues in my everyday work.

| object when someone seems to be ignoring,
avoiding, or smoothing over an important ethical
issue.

I explicitly acknowledge staff contributions to
promoting ethical practice.

I include specific expectations for ethical
practice in staff performance plans.

I hold my staff accountable for meeting high
ethical standards.

IntegratedEthics FF






Ethical Leadership Toolkit — Ethical Leadership Video Course

Section |-continued Almost Occasionally | Frequently Almost
Never Always

In conversations with staff, | invite comments
about ethical concerns.

When staff members raise an ethical concern, |
thank them for sharing the concern.

When staff members raise an ethical concern, |
ask them to say more.

| encourage discussion of conflicting values
related to organizational decisions.

| create opportunities for staff discussion of
ethics topics.

[I. Communicate clear expectations Almost . Almost
. . Occasionally | Frequently
for ethical practice Never Always

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

| clearly communicate my expectations for
ethical practice to my staff.

When | communicate my expectations for ethical
practice, | explain the values that underlie those
expectations.

When | communicate my expectations for ethical
practice, | use examples that illustrate what |
mean.

When | communicate my expectations for ethical
practice, | make sure those expectations are
realistic and achievable.

When | communicate my expectations for ethical
practice, | make a point to address obstacles
that staff might encounter.

When staff members receive “mixed messages”
that create ethical tensions, | take responsibility
for clarifying my expectations for ethical practice.

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

7y integratedkthics






Ethical Leadership Toolkit — Ethical Leadership Video Course

Almost Almost

[ll. Practice ethical decision making Never | Occasionally | Frequently Always

I explicitly consider ethical issues when making
management decisions.

| use a standardized process to make decisions
on management issues with ethical implications.

When faced with a tough decision, | look to
VHA mission and values statements (or similar
documents) and use them to evaluate various
options.

When faced with a tough decision, | think
through the short-term and long-term effects on
various individuals and groups.

When faced with a tough decision, | make
sure that | am not unfairly favoring a particular
individual or group.

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

When | need advice on an ethical issue, | refer
to published sources

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

When important decisions are made by a group,
| ensure that someone is specifically tasked to
call attention to ethical considerations.

When | announce important decisions to staff, |
take time to explain the decision-making process
and who was involved.

When | announce important decisions to staff,
| take the time to explain the rationale for the
decision.

Almost Almost

IV. Support your local ethics program Never | Occasionally | Frequently Always

| talk to staff in my facility about how the ethics
program works, including:

- ethics consultation

- preventive ethics

- ethical leadership

- compliance and business integrity

- research compliance and assurance

- government ethics

IntegratedEthics EXas






Ethical Leadership Toolkit — Ethical Leadership Video Course

Section IV—continued

Almost
Never

Occasionally

Frequently

Almost
Always

| receive and review updates about local ethics
program activities.

| seek help from the local ethics program.

| act to ensure that local ethics activities are
adequately funded.

| act to ensure that local ethics activities are
adequately staffed.

I inform my staff about current local ethics
program activities.

I highlight successes in local ethics program
activities for staff.

| encourage my staff to use the local ethics
program when they have an ethical concern.

aintegratedEthics






Ethical Leadership Toolkit — Ethical Leadership Video Course

Action Plan

Once you have completed the self-assessment questions, complete this action plan
to identify opportunities for improvement, taking into account your organizational role.
To monitor your progress, repeat this exercise yearly to help you assess whether you
have achieved your improvement objectives.

Steps:
1. Based on your responses, choose one action in each of the four points of the
Ethical Leadership compass (section |, Il, lll, or IV) to focus on this year.

2. Within this area, identify several concrete steps you will take to demonstrate
your ethical leadership and thereby improve your facility’s ethical
environment.

Example:

Ethical Leadership Compass lll. Practice ethical decision making

Ethical Leadership Current Goal Action Steps
Action Frequency Frequency
I explicitly consider Almost Never Frequently » Change format for
ethical issues when executive decision
making management memorandum (EDM)
decisions. to include reference

to ethics (e.g., just as
document references
financial considerations,
it should reference ethical
considerations).

e Ask myself “Are there
ethical issues in this deci-
sion?” for at least three
management decisions per
week for which an EDM is
not used.

IntegratedEthics FX






Ethical Leadership Toolkit — Ethical Leadership Video Course

5.10

Ethical Leadership Compass |. Demonstrate that ethics is a priority

Ethical Leadership
Action

Current
Frequency

Goal
Frequency

Action Steps

Ethical Leadership Compass Il. Communicate clear expectations for ethical

practice
Ethical Leadership Current Goal Action Steps
Action Frequency Frequency

Ethical Leadership Compass lll. Practice ethical decision making

Ethical Leadership
Action

Current
Frequency

Goal
Frequency

Action Steps

Ethical Leadership Compass IV. Support your local ethics program

Ethical Leadership
Action

Current
Frequency

Goal
Frequency

Action Steps

IntegratedEthics
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VA's Ethics Depend On You

Sustainable accountability can help everyone do the right thing.

As a VA employee, you are entrusted to care for
Veterans “who shall have borne the battle” and
their loved ones. To do this effectively, you need
more than your job skills. You also must do what
is right. “Sustainable accountability” is an ethical
practice focusing on individual responsibility

that will help you do this. VA Secretary Robert A.
McDonald describes sustainable accountability
as a “collaborative endeavor in which employees

All employees show that ethics is important to
them when they provide feedback on how to
better serve Veterans. This tip sheet provides

fulfill their responsibilities to Veterans and to the
Department by providing feedback and input on
how we can better serve Veterans.”

some practical suggestions for how to do this
every day.

V Seek opportunities to say: X Avoid saying:

“| see ethics as a priority.”

“If it's the right thing to do, we'll just have to figure out a way to do it.”
“We have an obligation to do the best we can for our patients.”

“Everyone deserves to be treated with respect.”
“| believe there are competing values here!”
“I have an ethical concern about this.”

“All that really matters is the bottom line.”

“What are the chances that anyone will find out?”
“You're naive—everyone does it

“Proceed until caught.”

“That’s my story, and I'm sticking to it."

“I shouldn’t be telling you this, but...”

“You didn't hear it from me, but...”
“Don’t speak up; they will make up a new rule next week.”

Speak up to leaders.

If your leaders give you directions or performance expectations that seem unrealistic, you might feel you need to cut corners or, even, “game the system”
to comply. Instead, you have an obligation to speak up about the problems you may face in trying to meet any specific assignment. Together, you can find
a solution to achieve what is best for patients and families. Your leaders should help you do the right thing—in the right way.

Talk about ethics often in meetings.

Here are ideas for how to introduce ethical concerns in your meetings:

» “Now that we know what we can do legally, let’s discuss what feels right in service to our Veterans.”
* “I'think there are some important ethical concerns behind this question.”

« “Can we set aside some time to talk about the ethical aspects of this problem?”

« “Should we get advice and assistance from the Ethics Consultation Service?”

You can prove that ethics matters to you by asking:

* “How can we demonstrate respect and consideration for others on this team and the Veterans we serve?”
« “How does our team show professionalism and responsibility at all times?”
» “How can we demonstrate trustworthiness and honesty to ourselves and our Veterans?”

Ethical Concerns. Where to go for help.

If you face a possible ethical concern, you should first go to your supervisor. However, if you don't get the help you need, or if your supervisor is the source of
your concern—and you don't feel safe raising it directly with him or her—you should ask for help elsewhere. You may have an ethical concern if you...

» Feel caught between competing values » See asignificant difference of opinion about the right action to take
» Have a gut feeling that something isn't right « See the prospect of a harmful or unfair outcome
« Notice that an issue keeps you up at night » Have an impulse to conceal information from others

» Feel uncomfortable or concerned with how someone is being treated

Type of Concern Get Help From

Ethics Quality Gap
Systems, processes, or structures are not performing reliably,
making it difficult to do the right thing

Preventive Ethics Team or other quality improvement function,
or the Integrated Ethics (IE) Council
Ph:

Government Ethics
Legal questions about standards of ethical conduct for employees
of the executive branch

Designated Agency Ethics Official or Regional Counsel
Ph:

Ethical Concern
Uncertainty or conflict about values—the right thing
to dois unclear

Ethics Violation
Allegation or evidence of serious risk to patients, administrative misconduct,
or noncompliance with legal or regulatory standards

National Center for

ETEICS

in Health Care

VA Defining

HEALTH EXCE-LEI KE

CARE | in the 21st Century

IntegratedEthics (IE) Ethics Consultation Service
Ph:

Compliance & Business Integrity Ph:

Privacy Ph:

Research and Oversight Ph:

Information Security Ph:

Medical Inspector 1 (800) 634-4782
http://vaww.va.gov/medicalinspector

Inspector General 1 (800) 488-8244
http://www.va.gov/oig/contact/

IntegratedEthics

Improving Ethics Quality in Health Care

This document was produced by the VA National Center for Ethics in Health Care (2014).
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STOP THE

LINE

for Patient Safety

“Stop the Line”
and its impact on a

Culture of Safety and a Just Culture

What does “Stop the Line” mean?
The idea started in the auto manufacturing industry; management gave everyone working at the
plant the authority to stop the production line if they saw a mistake. Quality improved dramatically.

How does “Stop the Line” apply to the care we provide Veterans?
Stopping the line is about creating a Culture of Safety and a Just Culture, empowering our fellow
staff members, whether they are clinical staff in the intensive care unit or engineering staff at the
boiler plant, to feel safe and protected when voicing concerns about safety.

What is a Culture of Safety and a Just Culture?
A Culture of Safety is characterized by an organization where leaders openly focus on safety as a
top priority, where system wide learning occurs as the causes of adverse events are openly shared,
where investments are made in the resources and training to ensure safe practices, and where
employees freely report and communicate safety concerns.

In a Just Culture leaders do not rush to judge and punish employees involved in medical errors,
but seek first to examine the care delivery system as a whole in order to find hidden failures and
vulnerabilities.

How can we create and sustain a Culture of Safety and a Just Culture?
The job for setting the tone with regard to a Culture of Safety and a Just Culture rests squarely
with senior leadership. Sustainment comes from active participation from those on the front lines.

What can senior leaders do to show that safety is a priority and that they
are supportive of staff that bring concerns forward?

e Openly encourage reporting;

e Take the opportunity to recognize those who do so;

e Be visible through the practice of Leadership Walk Rounds. Walk the halls, initiate informal
conversations with employees about safety issues or elements that front line staff perceive
as barriers to safe care;

¢ Provide feedback to staff that actions were taken to address the issues;

e Conduct safety briefings on a frequent basis.





What can supervisors do to show that safety is a priority and

they are supportive of staff that bring concerns forward?
e Encourage employees to “speak up” about safety concerns in any situation;
e Ensure that employees are aware of the appropriate methods to formally report errors
or safety concerns;
e Support employees by making sure that concerns are heard and addressed.

What are the benefits of a Culture of Safety and a Just Culture?

More reports may be received which can be viewed as a signature of a Culture of Safety;

e Our processes will become more transparent increasing the trust of the Veterans we serve;

e Improved trust between front line staff and leadership;

e Human error will be viewed not as failure, rather as an opportunity to improve the care
delivery system;

e Leaders use what is learned from adverse events to create a safer care delivery system;

e \eterans receive the best care anywhere.

How do we want our employees to speak up when they have a concern?
Use a simple tool called the “3Ws”©
e Whatl see
e What I’'m concerned about
e What | want

Step 1 Step 2 Step 3

“What | see “What I’'m concerned about “What | want
is that you did not is making sure we don’t spread  you to do is wash your hands
wash your hands.” infection to our Veterans.” before leaving the room.”

It’s Okay to “Stop the Line.”

U.S. Department
of Veterans Affairs
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STOP THE

LINE

for Patient Safety

OUR VETERANS

ARE DEPENDING ON YOU TO

Using The 3Ws°

step 1 What | see

What | am
step 2 concerned

about

step 3

vaww.oqgsv.med.va.gov/StopthelLine

VA Intranet only

Produced by the
VHA Employee Education System
for the VHA Office of Quality, Safety and Value

N F U.S. Department
~ & ol Veterans Affairs

CONTACT:
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[bookmark: _GoBack]VA IntegratedEthics™: Value of the Month

An Ethical Leadership Tool

INTRODUCTION

Purpose of the Tool

Value of the Month is a set of simple, brief discussion activities for VA workgroups. Each activity includes a value and discussion prompts, e.g., examples, questions, case studies, quotes, that relate to the value. Leaders at all levels, including committee chairs, can use this tool to help employees articulate their individual values, respect the different values of other people in their workgroup, and improve mutual understanding of how individual values impact the work of the group or committee.

Using Value of the Month with Workgroups

These activities provide a way to get workgroup members accustomed to talking regularly about values and how values impact their work and the work culture at VA. The overall theme reflected in the discussion prompts is “How does the presence or absence of this value affect the performance of the workgroup?” More specifically, participants are led to explore:

· What values enable us to work well together? What are the consequences when these values are not exercised?

· How does the practice of these values make VA a safer, healthier culture in which to work?

· How does the practice of these values affect our ability to support the Veteran?

· How can VA’s core values make a difference in how employees grapple with ethical concerns?

By holding ongoing Value of the Month sessions, a model is established for discussion of differences in how workgroup members understand, prioritize, and act on ethical values. In time, Value of the Month sessions may become a neutral space in which workgroup members and their leaders may raise sensitive ethical concerns. 

Application to Ethical Leadership Compass

The Value of the Month tool aligns with the first point on the Ethical Leadership Compass, “Demonstrate that ethics is a priority,” by encouraging discussion of values―and of ethical concerns that arise from values conflicts. In using the tool, leaders address their responsibility to ensure that ethical values permeate the VA culture, are discussed openly and often, and become a part of everyday decision making.



										[image: VHA_ExcellenceLockUp_RGB_navy.jpg] 


Field Development of the Tool

The National Center for Ethics in Health Care (NCEHC) is much indebted to the enterprising IntegratedEthics (IE) Council in Providence for sharing this set of discussion activities, which have been rolling out at Providence VA Medical Center (PVAMC) every month since May 2010. The values and related discussion prompts, repackaged by NCEHC in this leadership tool, are the creations of the Providence IE Council, and reflect the working environment of PVAMC employees. 

The Providence Program

How It Began―and Spread

Values of the Month began as an experiment at PVAMC. Would workgroup leaders take 5–6 minutes during their monthly meetings to hold a discussion with their employees about values if the values and discussion prompts were provided for them? The IE Council thought that giving leaders and committee chairs some concrete examples would assist them in stimulating good discussions on ethical values. 

Originally, the email announcement of the monthly values went only to leaders in PVAMC. Then, when employees started asking the IE Program Officer (IEPO) for the Values of the Month, she realized that interest in the discussions was spreading at the ground level. Inquiries from committee chairs about using Values of the Month at their meetings also showed that the program was gaining traction. Now, the IEPO sends an email to all employees in PVAMC announcing the month’s values. The librarian provides links to Web sites or readings where complementary materials can be found to improve understanding of that month’s values.

Program Suggestions 

Here are some practices that contribute to the effectiveness of Values of the Month at PVAMC:

a. The Values of the Month are not prescribed, enforced, or assessed. The activity is one way leaders may fulfill their obligation to discuss ethics on a monthly basis with their employees, but it is not the only way. 

b. The discussion prompts for every Values of the Month activity have relevance for all facility employees, in every service, at every level.

c. The same values are discussed throughout the facility each month. The synchronicity reinforces recognition of the values across the organization and keeps people thinking and talking about work situations in which the monthly values play a part across department lines.

d. The IE Council chooses the values for a year at a time. This enables the IEPO to think ahead about the sequence of discussion prompts, quotes, scenarios, etc.

e. The facility librarian does a search on the monthly values and gives the IEPO a list of relevant articles, books, etc., to recommend.

f. Where possible, the monthly values and prompts are connected to the rhythm of seasons and holidays, e.g., spring, July 4, Veteran’s Day, Thanksgiving. 

g. So far, all case studies presented in the activities have been taken from the VA workplace. However, the Providence IEPO notes that ethical “bombshells” highlighted in the news outside VA stir up values discussions across PVAMC. She is thinking of using some outside events as scenarios for Values of the Month with the same notion as TV’s “ripped from the headlines.”

h. PVAMC uses a standard format for minutes of regular staff meetings, which includes a space for documentation of the monthly ethics discussion. The cover memo for Values of the Month advises that this documentation “should be extensive enough to allow those employees not present to understand the discussion that occurred.” In other words, no one is left out of the values discussions.

Leading the Discussions

Whoever leads a Value of the Month discussion must be a skilled facilitator. Because people care deeply about their values, they may find it difficult to talk openly and calmly about them, especially when their values seem to conflict with the values of others in the workgroup. Getting people to listen to each other’s values can be an even greater challenge for the leader. Moreover, the leader must be aware of his or her own values and avoid overprivileging them in the discussion.

If a workgroup leader or committee chair doesn’t feel comfortable facilitating a Value of the Month activity, he or she may request that a member of the IE Council facilitate the discussion. (The cover page for each activity should give the contact information for the person on the IE Council who will respond to the request.)

Sources of Values

The Values of the Month are taken from two sources: VA’s core values (ICARE at http://www.va.gov/icare) and the list of values provided by the Ethics Resource Center, which can be found via the link to IntegratedEthics materials at http://www.ethics.va.gov/integratedethics.

Domains of Ethics in Health Care

VA’s IntegratedEthics Initiative covers a number of ethical domains beyond clinical practice, as shown below. In accordance with the principle that every Values of the Month activity should have relevance for all facility employees, the discussion prompts relate to the domain of “ethical practices in the everyday workplace.” Workgroup leaders and committee chairs are encouraged to refer to other domains when pertinent to the activity discussion. 

	Shared decision making with patients 

	Ethical practices in end-of-life care 

	Ethical practices at the beginning of life

	Patient privacy and confidentiality 

	Professionalism in patient care 

	Ethical practices in resource allocation 

	Ethical practices in business and management 

	Ethical practices in research 

	Ethical practices in the everyday workplace

	Ethical practices in government service
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VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility] 

[Month Year]: IE Value

Activity Goal

The goal is to hold an open, respectful discussion of what the chosen value means to workgroup members and how they see the monthly value acted on―or not―at work. Participants seek to understand each other’s perspective, not to persuade or problem solve.

Role of the Discussion Leader	

The discussion leader:

· Helps participants communicate their individual values 

· Encourages participants to listen to the values of other people 

· Promotes a mutual understanding of how individual values impact the workplace

· Does not lecture or dominate the discussion 

Choosing a Discussion Leader

The discussion leader may be the chair of the workgroup or committee, a member of the group, or an outside facilitator. Members of the IntegratedEthics Council (IEC) may also facilitate Value of the Month discussions. 

Discussion Leader Tasks

· Put the Value of the Month activity on the meeting agenda, allowing 5 minutes.

· Reflect on what the Value of the Month means to you and how you would respond to the discussion questions. Clarifying how you think and feel about the value(s) can help you to remain objective when eliciting others’ thoughts and feelings. 

· Hand out a printed copy of the Value of the Month sheet to each participant at the meeting.

· Read the name of the value and its definition to the group. Give group members a minute to think about the quote(s), scenarios, or bullet points referenced in the activity. Then ask for responses to the discussion questions and facilitate the discussion that follows. 

· Ensure that details of the discussion are documented in the meeting minutes to allow group members who were not present to understand the discussion that occurred. 



For Additional Information or Facilitation Assistance

Contact [Insert Name of IEPO] at ext. [###] or [email address]




VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Integrity

Directions:

Read the definition of integrity and the description of integrity as an ICARE organizational value. Then read and respond to the discussion questions below.

Integrity

Strict adherence to moral values and principles

ICARE

Act with high moral principle. 
Adhere to the highest professional standards. 
Maintain the trust and confidence of all with whom I engage.

		1.	What actions have you seen in your workgroup or other workgroups that demonstrate integrity? How do these actions influence your own behavior and/or your relationship with your colleagues?

2.	Are there times when “acting with the highest moral principle” or “adhering to the highest professional standards” seems to conflict with other values? If so, how do you address the conflict in yourself or with other people?

3.	Describe a work situation that requires integrity. What would be the consequences for your workgroup and/or VA of failing to act with integrity in that situation?










VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Commitment

Directions:

Read the definition of commitment and the description of commitment as an ICARE organizational value. Then respond to the discussion questions below.

Commitment

Being bound emotionally or intellectually to a course of action
or to another person or persons

ICARE

Work diligently to serve Veterans and other beneficiaries. 
Be driven by an earnest belief in VA’s mission. 
Fulfill my individual responsibilities and organizational responsibilities.

		1.	What actions have you seen in your workgroup or other workgroups that demonstrate commitment? Would these actions be possible without “an earnest belief in VA’s mission?”

2.	Do members of your workgroup share the same level of commitment on a day-to-day basis? What are the consequences when people don’t have the same ideas about commitment? 

3.	Has commitment ever been a barrier to change in your experience at VA? 










VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Advocacy

Directions:

Read the definition of advocacy and the description of advocacy as an ICARE organizational value. Then read the scenario and respond to the discussion questions below.



Advocacy

The act or process of pleading for or supporting an individual, group, or cause

ICARE

Be truly Veteran-centric by identifying, fully considering, and appropriately advancing
 the interests of Veterans and other beneficiaries.

		Scenario: A physician requests a level of service for a particular patient that can’t be provided to other patients in the facility. The service chief and the physician meet to discuss the issue.

1.	What does it mean for the physician to be an advocate in this situation? Should she “plead” for her patient’s special treatment? What about her other patients?

2.	What does it mean for the service chief to be an advocate in this situation? Should he grant the physician’s request? What about other patients?












VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility] 

[Month Year]: Respect 

Directions:

Read the definition of respect and the description of respect as an ICARE organizational value. Then respond to the discussion questions below.

Respect

Polite attitude shown toward someone or something that you consider important

ICARE

Treat all those I serve and with whom I work with dignity and respect. 
Show respect to earn it.

		1.	In your experience at VA, have you observed a leader showing respect to an employee, even when the employee has done something wrong? What did the leader do or say? What was the outcome? How were you affected by the respect the leader showed?

2.	If others are disrespectful, how can you not “drop to their level,” but remain respectful yourself? What motivates you to “treat all those you serve and with whom you work with dignity and respect”?










VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Excellence

Directions:

Read the definition of excellence and the description of excellence as an ICARE organizational value. Then read the quotes and respond to the discussion questions below.

Excellence

The state of being good to a high degree

ICARE 

Strive for the highest quality and continuous improvement.
Be thoughtful and decisive in leadership, accountable for my actions,
 willing to admit mistakes, and rigorous in correcting them.

		Excellence is the gradual result of always striving to do better. ―Pat Riley

When you realize you've made a mistake, make amends immediately. It's easier to eat crow while it's still warm. ―Dan Heist

1.	Do these quotes apply to your work at VA? To the work of your workgroup? To the VA organizational culture?

2.	How is excellence supported and recognized in your workgroup? In your facility?

3.	What are the obstacles, if any, to achieving excellence in your work at VA? How can these obstacles be addressed?










VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Adaptability

Directions:

Read the definition of adaptability and the list of changing workplace situations in the box below. Then respond to the discussion questions.

Adaptability

The ability to modify behavior to fit changing situations

		Changes at work

Workload demands increase or decrease.

The work environment or practices change.

Priorities change—sometimes frequently! 



1. 	What are the supports or constraints that impact how adaptable you can be in changing workplace situations?

2.	How important is adaptability in your workgroup? Are clear expectations set for when you should be adaptable and when you should hold firm to standard procedure? 

3.	On a scale of 1 to 5, with 1 being least adaptable, how would you rate the VA culture in terms of its adaptability to change? Explain the rationale for your rating.












VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Caring

Directions:

Read the definition of caring, and then respond to the discussion questions below.

Caring

Feeling and exhibiting concern and empathy for others

		1. 	How does the value of caring impact the workgroup? Your service to the Veteran? The VA organizational culture?

2.	How do you demonstrate caring for others in your workgroup?  Is it okay to demonstrate caring for one person more than another? 










VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Citizenship

Directions:

Read the definition of citizenship and the quotes. Then respond to the discussion questions below.

Citizenship

Exercising the duties, rights, and privileges of being a citizen

		Citizenship is a tough occupation which obliges the citizen to make his own informed opinion and stand by it. ―Martha Gellhorn 

Truth-telling, I have found, is the key to responsible citizenship. The thousands of criminals I have seen in 40 years of law enforcement have had one thing in common: every single one was a liar. ―J. Edgar Hoover

1. 	What do the quotes mean to you as a VA employee? To what extent do you associate the duties, rights, and privileges of citizenship with the work you do? 

2.	Does the VA organizational culture influence you to make your own informed opinions at work and stand by them? 

3.	What role does truth-telling play in fulfilling your responsibility to the Veteran? 










VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Collaboration

Directions:

Read the definition of collaboration, and then respond to the discussion questions below.

Collaboration

To work cooperatively, especially in a joint intellectual effort

		1.	When is collaboration most important in achieving the goals of the workgroup? 

2.	How would you describe an effective collaborator in your work area? In VA? 

3.	Can conflict exist within collaboration? What do you do when you disagree deeply with someone who is collaborating with you? 












VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Competence

Directions:

Read the definition of competence and the 3 bullet points below that describe competence. Then, respond to the discussion questions.

Competence

The state or quality of being adequately or well qualified

		Areas of competence

Attitude

Knowledge

Skills



1. What is your responsibility as a VA employee in terms of competence? How competent must you be?

2. Are the 3 areas of competence more important in the work of the workgroup than others? Why or why not?

3. Are any of the 3 areas of competence more recognized in the facility than others? What difference does it make if they are recognized or not? 










VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Courtesy

Directions: 

Read the definition of courtesy and the examples of courtesy below. Then respond to the discussion question.

Courtesy

Civility, consideration for others

		Examples of courtesy 

· Demonstrated manners, such as saying please and thank you

· Knocking on closed doors before entering 

· Shutting off cell phones during meetings or presentations

· Not monopolizing conversations; listening to others’ points of view

· Not interrupting when others are speaking

· Opening and holding doors for those behind you

· Allowing elderly or disabled individuals to go first

· Escorting individuals who are lost



How does the presence or absence of this value affect your performance as a workgroup? As an organization?
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DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Dedication

Directions:

Read the definition of dedication, and then respond to the discussion questions below.

Dedication

Complete, selfless, wholehearted devotion

		1.	Where do you see evidence of dedication to the Veteran in the daily routines of the workgroup?

2.	How does dedication differ from “stick-to-itiveness”? 

3.	Is it possible to be dedicated and yet not completely “selfless”? 










VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Dependability

Directions:

Read the definition of dependability and the bulleted list of behaviors that describe dependability in a work context. Then respond to the discussion questions below.

Dependability

Worthy of reliance or trust or belief

		Employees reliably:

· Come to work

· Report on time and leave on time

· Complete work assigned

· Report errors or mistakes

· Follow procedures or policies

· Provide honest feedback on decisions and actions within the workgroup

· Are consistent in their behavior



1.	How does this list of dependable behaviors compare with the behaviors expected in your workgroup? Are some behaviors emphasized more than others? 

2.	What standard is set in the workgroup for dependability in these behaviors―100% dependability in all behaviors, all the time, or less? Is the standard clear and known to all members of the workgroup?

3.	Is there a consistent standard for dependability across the facility? If not, how does that affect the organizational culture? 








VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Fortitude

Directions:

Read the definition of fortitude below, and then respond to the discussion questions.

Fortitude

The strength or firmness of mind that enables a person to face danger,
 pain, or despondency with stoic resolve

		1. 	What conditions in the workplace are helpful in supporting employees who lack fortitude?

2. 	Is it the supervisor’s job to develop an employee’s fortitude?

3. 	Can too much fortitude be a problem? If so, how?














VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Generosity

Directions:

Read the definition of generosity and the list of behaviors that demonstrate generosity. Then respond to the discussion questions below.

Generosity

Liberality in giving or willingness to give

		Generosity in the workplace

Willing to help peers with work efforts

Listening thoughtfully and empathetically to a sad and troubled patient

Covering a work schedule for a co-worker to attend her child’s play

Sharing knowledge to help another department problem-solve so that it may succeed



1.	How often do you see these behaviors, or similar ones, demonstrated in your workgroup? In other workgroups? In the facility?

2.	How does the generosity of others in the workgroup affect your own thinking and behavior? 

3.	How do you balance generosity toward others with your work duties and time constraints? 














VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Goodness

Directions:

Read the definition of goodness, and then respond to the discussion questions below.

Goodness

Morally right or admirable because of kind, thoughtful, or honest behavior

		1.	How does the practice of—or lack of—goodness affect the performance of the workgroup?

2.	Are there any occasions where the absence of goodness is acceptable? If so, are there consequences?

3.	Is honesty the best policy? ALWAYS?












VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Honor

Directions:

Read the definition of honor, and then respond to the discussion questions below.

Honor

Principled uprightness of character; personal integrity

		1. 	What does honor mean to Veterans? How does their sense of honor impact how you work with and for them?

2.	What does honor mean to you as health care professionals? Is it an important value in your day-to-day work? Why does it matter, or not?

3.	Do the members of your workgroup share the value of honor? How does sharing the value―or not―impact your work together?












VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Hope

Directions:

Read the definition of hope, and then respond to the discussion questions below.

Hope

The feeling that something desired can be had or will happen

		1. Where have you seen Veterans or co-workers give up hope? Why did they give up hope?

2. How can you help other people find hope when they have given up?

3. Does leadership address discouragement or loss of hope? How? 
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DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Humility

Directions:

Read the definition of humility and the quote. Then respond to the discussion questions below. 

Humility

Feeling that you have no special importance that makes you better than others

		You cannot be a leader, and ask other people to follow you, unless you know how to follow, too.
 ―Sam Rayburn

1.	How does this quote apply to your observations of leadership at VA? Are VA employees better followers when their leaders demonstrate humility?

2.	What is the difference between true humility and “false modesty”? How does the difference impact your working relationships with others at VA? 










VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Liberty

Directions:

Read the definition of liberty and the quotes. Then respond to the discussion questions below.

Liberty

The right and power to act, believe, or express oneself in a manner of one’s own choosing

		Let every nation know, whether it wishes us well or ill, that we shall pay any price, bear any burden, meet any hardship, support any friend, oppose any foe, to assure the survival and success of liberty. ―John Fitzgerald Kennedy

Those who desire to give up freedom in order to gain security will not have, nor do they deserve, either one. ―Benjamin Franklin

You can protect your liberties in this world only by protecting the other man's freedom. You can be free only if I am free. ―Clarence Darrow

1.	What do the quotes mean to you in your service to Veterans?

 2. 	What do the quotes mean to you in your relationships with other VA employees?












VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Loyalty

Directions:

Read the definition of loyalty, and then respond to the discussion questions below.

Loyalty

A feeling or attitude of devotion, attachment, and affection

		1. 	What behaviors have you observed in your workgroup that show loyalty to the mission of VA?

2.	How does the presence or absence of this value affect your performance as a workgroup? As an organization?

3. 	Is it possible to be too loyal?












VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Self-discipline

Directions:

Read the definition of self-discipline and the list of work demands that may require your self-discipline. Then respond to the discussion questions below.

Self-discipline

Making yourself do things when you should, even if you do not want to do them 

		Work demands that may require self-discipline

Completion of a difficult project

Timeliness of reports

Agreeing to work on a project that doesn’t appear exactly interesting



1.	Where do you find the self-discipline to accomplish work at VA that you find difficult or tedious? Does it matter whether co-workers and supervisors are demonstrating self-discipline or not?

2.	Your self-discipline may not be obvious to others, just as their self-discipline may not be obvious to you. How does this value get acknowledged and appreciated in your workgroup?










VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Stewardship

Directions:

Read the definition of stewardship and the list of ways that employees can be good stewards of limited VA resources. Then respond to the discussion questions below.

Stewardship

The careful conducting, supervising, or managing of something

		Stewardship of resources

Recycling waste

Minimizing use of work materials (paper, pens, other supplies, heat, air conditioning, etc.)

Efficient and good use of time

Looking for work efforts that could be redundant and eliminating the redundancy 



1.	Do the bullet points above apply to your workgroup? How important are they? How does your workgroup assess its performance in regard to these ways of conserving resources?

2.	Are there resources other than those on the list that you need to manage?

3.	How does “careful conducting, supervising, or managing” apply to your workgroup’s care for Veterans? 	












VA IntegratedEthics: Value of the Month

DISCUSSION ACTIVITY FOR WORKGROUPS AND COMMITTEES

[Name of Your Facility]

[Month Year]: Trust

Directions:

Read the definition of trust, and then respond to the discussion questions below.

Trust

Assured reliance on the character, ability, strength, or truth of someone or something

		1.	How important is it for the members of the workgroup to trust each other? What aspects of the work require “assured reliance on each other’s character, ability, strength, or truthfulness?”

2.	Describe a situation in which trust was undermined in the workgroup, facility, or VA at large. Can trust be reestablished? How?
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Quik Activities (EL) Unintended_messages.pdf
Activity Goal:
Develop awareness and avoid

using phrases that give the
impression that ethics is not
important

Time:
8 -15 minutes

Activity Format:
e Read script
e Pass around handouts
e Ask questions
e Discuss
e Read take-home script

Leader Note:

Strive to gain participation from
everyone in the group. Ask as
many probing questions as
needed to encourage a
comprehensive discussion.

EL Compass Point Link:
Point 1:

Demonstrate that
ethics is a priority

e Talk about Ethics

e Prove that ethics matters to
you

e Encourage discussion of
ethical concerns

Unintended Messages
An Ethical Leadership (EL) Activity

DISCUSSION GUIDE

“Today | would like to discuss ethics for a couple of minutes. We are all ethical and
we all want to be perceived that way, but sometimes we may say things that
unintentionally give the opposite impression. Leaders may say things that give the
impression that they don’t care about ethics, or that they are willing to tolerate
unethical conduct. Today we’re going to take a look at some statements that may
unintentionally send the wrong message to staff.”

Handouts:

Pass around the Unintended Messages Handout. Ask everyone to take a minute to
read the statements and fill in the corresponding implied messages on the handout.

Questions/Discussion:

1. What is the unintended message here? (Go through each
statement individually)
* Leader note: See the Unintended Messages Handout ANSWER KEY for
possible answers.

2. How would you say things differently to avoid giving the wrong
impression?

3. What other statements have you heard that may imply that
ethics is not important or that unethical practices are tolerated?

Take-Home Message Script:

“Thank you all for that thoughtful discussion. Now we have developed a better
awareness of phrases we should avoid using that unintentionally give the impression
that ethics is not important. | would like to continue this momentum toward improving
the ethical environment and culture, and so | ask that each of you take this activity
back to your own management meetings. Run this activity with your peers and
subordinates, and then ask them to do the same with their own staffs. If any great
ideas come from those meetings, please bring them back to share here with the
larger group.”

[Lead-in to next activity: “Next week I'd like to switch gears a little bit by discussing
how we can reinforce ethical practice while communicating performance
expectations.”]






Unintended Messages
An Ethical Leadership (EL) Activity

ANSWER KEY

Sometimes we say things about ethics without even knowing it. Read each statement and write in the potential unintended messages.

Statement Unintended Message

“All that really matters is the bottom line.” Money is more important than ethics.

“What are the chances that anyone will find out?” What we are doing is wrong, but if we don’t get caught doing it, it’s ok.
“You're naive — everyone does it.” It’s ok to be unethical because others are.

“Proceed until apprehended.” What you’re doing is wrong, but keep doing it until someone makes you stop.
“That’s my story and I’'m sticking to it.” I'm lying but I'll never admit it.

“I shouldn’t be telling you this, but...” I know it’s wrong to tell you but I'm doing it anyway.

“You didn’t hear it from me...” You should lie about where you heard this because | will deny | said it.

“It's better to ask for forgiveness than permission.” | If you ask you'll be told it’s wrong, so don’t ask!






Unintended Messages
An Ethical Leadership (EL) Activity

HANDOUT

Sometimes we say things about ethics without even knowing it. Read each statement and write in the potential unintended messages.

Statement Unintended Message

“All that really matters is the bottom line.”

“What are the chances that anyone will find out?”

“You’re naive — everyone does it.”

“Proceed until apprehended.”

“That’s my story and I'm sticking to it.”

“I shouldn’t be telling you this, but...”

“You didn’t hear it from me...”
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ethical_leadership_tips_(compass points).pdf
IntegratedEthics

Improving Ethics Quality in Health Care

Ethical Leadership

Compass Point 1

Demonstrate that Ethics is a Priority

The first thing leaders must do to foster an ethical
environment and culture is to make it clear to staff that
ethics is something that matters to them. Unless leaders
make a point to say and do things that demonstrate they
care about ethics, staff will likely conclude that “ethics isn’t
valued much around here.”

Seek to Say: Avoid Saying:

“I see ethics as a priority.” .
“All that really matters is
“If it's the right thing to do, the bottom line.”

we'll just have to figure out
a way to do it.” “What are the chances

that anyone will find out?”
“Here’s a story that

illustrates how important “You're naive — everyone
ethics can be.” does it.
“We have an obligation to “Proceed until

do the best we can for our apprehended.”

patients.”
“That’s my story and I'm

“Everyone deserves to be sticking to it.”

treated with respect.”
“I shouldn't be telling you

“How can we balance this, but...”

these competing values?”
“You didn't hear it from

“If you have any ethical me...”
concerns about this, |

encourage you to speak

un.”

Encourage Discussion of Ethical Concerns

In a healthy organization, leadership creates an
environment where open communication is welcome and
encouraged. Employees can speak up without fear of
having their comments held against them. Leaders can
encourage discussion of ethical concerns in a number of
ways. It's important to reinforce on a regular basis that
ethics is a legitimate and valued topic for discussion.

Examples:

Prove that Ethics Matters To You
Create opportunities to discuss ethics
in meetings.

Discussion starters:

“As leaders, how do we
demonstrate respect and
consideration for others?”

“How does our organization project
professionalism and responsibility
at all times?”

“As leaders, how can we model
honesty, forthrightness, and
trustworthiness?”

As leaders, how do we build and
maintain trust (and avoid losing it)?
“As leaders, how can we prove that
ethics matters to us?”

“Let’s discuss some of our personal
and organizational values...”

“VA core values include:
commitment, advocacy, respect,
integrity, and excellence. Let's
define what (choose one value)
means for our organization.”

Reinforce that ethics is a legitimate
and valued topic of discussion.

Seek to say:
“Now that we've determined what
we can do legally, let’s discuss what
we should do from an ethics
perspective.”
“l think there are some important
ethical considerations behind this
question.”
“Let’s set aside some time to talk
about the ethical aspects of this
problem.”

http://vaww.ethics.va.gov/integratedethics/elc.asp
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IntegratedEthics

Improving Ethics Quality in Health Care

Examples:

Performance expectations.

If a leadership directive is expressed
in absolute terms or too forcefully, it
can create a strong incentive for staff
to “game the system,” or to withhold
or even misrepresent information, i.e.,
“fudge the numbers.”

Phrases to in the context of
communicating performance
expectations:

- “l don’t care how you get it done”
“By any means”
“No matter what”
“Just do it”
“l expect 100 percent compliance”
“It's my way or the highway”
“No excuses”
“l don’t want to hear why you can't”

- “It's an open book test — there’s no
excuse for wrong answers”

It's important not to “shoot the
messenger” or to blame employees
for things that are beyond their
control. While it's appropriate for
leaders to expect results, they also
need to communicate clearly and
explicitly that it's not okay to lie,
cheat, steal — or bend ethical
standards to achieve them.

Ethical Leadership

Compass Point 2

Communicate Clear Expectations for
Ethical Practice

Leaders should ensure that their expectations are
reasonable and attainable. They need to be able to see
the situation from staff's perspective and anticipate
barriers that staff might face in trying to uphold the
standards set for them.

Setting out expectations that staff can’t meet or issuing
dictatorial orders can backfire.

What Not to Do:

Example - Imagine a chief of staff talking to her service
chiefs:

Chief of Staff: “Okay, the VISN office wants our budget
for equipment by the end of the week. So each of you
needs to get me the numbers for your big ticket items no
later than day after tomorrow.”

(The chief of radiology hasn't yet completed his annual review
process to determine equipment needs and he can't put together
a reasonable estimate in 48 hours.)

Chief of Radiology: “Get her numbers,” he thinks to
himself. “Great. She knows we aren’t ready to make a
decision yet on equipment purchases. Is she telling me to
fabricate data?”

Seek to Do:

The chief of staff could have avoided any potential
misunderstanding by anticipating barriers to ethical
practice and clarifying her expectations:

Chief of Staff: “| know this doesn't give you much time,
especially considering how this could affect what
resources we'll have to work with, but it's essential | get
figures from every department. The people in the VISN
office need to submit the overall budget next Wednesday.
I've warned them that some of our figures will only be a
guess, not hard numbers, but they need something to
work with now. Please indicate on your report which
numbers are fairly hard and which are estimates for
planning purposes. We just have to do the best we can for
now.”

http://vaww.ethics.va.gov/integratedethics/elc.asp
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Improving Ethics Quality in Health Care

Ethical Leadership

Compass Point 3

Practice Ethical Decision Making

What does it mean to practice ethical decision making? All
leadership decisions have an ethical component — that is,
they are based on assumptions about what is good or bad,
right or wrong. In practice, ethical decision making requires
rigorously identifying and analyzing ethical values.

Decisions That Raise Ethical Concerns

Ethical concerns may be

signaled by:

Uncertainty about how
to interpret or decide
among important values
An intuition that
something isn’t right

An issue that “keeps
you up at night”

A complaint or
expression of
dissatisfaction about
how someone is being
treated

A substantive difference
of opinion about the
right course of action
The prospect of a
harmful or inequitable
outcome

An impulse to conceal
information from others

Strategies for decision

making:

Use the Triage Tool for
ethics-related leadership
decisions to guide ethical
decision making

Include patients and/or
Veteran representatives in
major organizational
decisions that affect Veterans
Include clinical and non-
clinical staff in major
organizational decisions
Include someone from your
ethics program

When decision-making
involves a group process,
designate someone
specifically to raise ethical
concerns

Ensure all staff receive
training about how to identify
and respond to ethical
concerns

Questions to systematically assess decisions:

\

Do | have all of the facts relevant to the decision?
Have | involved everyone who should be part of this decision?
Does this decision reflect organizational, professional, and

social values?

Do the likely benefits of the decision outweigh any potential

harms?

Will this decision keep the problem from recurring and/or

establish a good precedent?

How would this decision look to someone outside the

organization?

Examples:

Identify decisions that raise ethical
concerns.

For leaders, any of these feelings or
situations might indicate that there are
underlying concerns at stake:

A facility director needs to decide
how to allocate resources among
several competing priorities

A clinical service chief feels
uncomfortable about allowing a
physician employed by a
pharmaceutical company to
practice without compensation in
VHA clinics

A finance director feels conflicted
because he suspects his
facility’s financial performance
results are too good to be true

A nurse manager is uncertain
about how to respond to a
patient’'s demand that male
nurses not participate in his care

Explain your decisions:

Leaders should explain to the
individuals who have a stake in an
ethical decision both the process
used to make the decision and the
reasons why certain options were
chosen over others. Even people who
disagree with a decision will be more
likely to accept it if they perceive the
decision-making process as fair and
understand the rationale behind the
decision. Willingness to stand by
decisions by explaining the rationale
also signals more courage and
integrity.

http://vaww.ethics.va.gov/integratedethics/elc.asp
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Improving Ethics Quality in Health Care

Examples:

Support participation by others.

Leaders at all levels should
encourage others to participate in the
IntegratedEthics program and make
use of the resources it offers:

Recognize and reward
employees for their ethics-
related activities and
accomplishments

Make time available for
employees to participate in the
ethics program and designate
interested staff to participate
Urge employees to participate
in education sponsored by the
ethics program

Ensure that employees who
participate in the ethics
program have ethics-related
responsibilities clearly
delineated in their performance
plans

Share best practices with
others in the facility and across
the system

Direct employees to the
IntegratedEthics Council, the
ethics consultation service, or
the preventive ethics team
when appropriate

Periodically remind employees
about IntegratedEthics and
update them about its activities

Ethical Leadership

Compass Point 4

Support Your Local Ethics Program

A leader who is committed to ethics is also likely to
consider an investment in ethics programs, policies, and
structures to be an important way to demonstrate that
commitment. Leaders should demonstrate their
commitment to ethics by supporting their local ethics
programs and its activities.

Know what your ethics program is and
what it does

IntegratedEthics

Ethics Consultation

& Preventive Ethics

Ethical
Leadership

Champion the Program

A key factor in the success or failure of ethics
programs is employees’ perceptions of
management’s motivations for establishing the
program. When employees perceive that the
programs were created to help guide behavior, as
well as to establish a shared set of values and a
positive culture, they are significantly more successful
than programs that employees believe were designed
primarily for purposes of compliance. Ethics programs
cannot thrive if leaders do not champion them.

http://vaww.ethics.va.gov/integratedethics/elc.asp
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Journey Toward Servant Leadership

With completion of the 3600 or 1800 Assessment, your journey in Servant Leadership has
begun!

The modern foundation of Servant Leadership is based on the writings of former AT&T
executive, Robert K. Greenleaf, with the publication of his classic essay, The Servant as
Leader (1970).1 Building on Greenleaf’s philosophy, James W. Sipe and Don M. Frick?2
developed a more specific model of Servant Leadership in 2009. The model used in this
Guide was based on Sipe and Frick’s model, but was adapted to be relevant to VA’s culture
and vernacular.

One of Robert Greenleaf’s key insights was that leadership must be about service to
others. Servant leadership begins when your priority in life is to serve others including,
supervisors, colleagues, employees, customers and your community. According to
Greenleaf, only when you are committed to service can you aspire to lead.

The work required to become a Servant Leader is never ending, and each day we have the
opportunity to become more service-oriented. Individuals who seek to move toward a
Servant Leadership style embrace both a change in attitude, as well as integration of new
behaviors into the daily heartbeat of life at work, home and in the community. Those who
move closer to Servant Leadership will become less like a boss and more a mentor and
coach.

This Guide contains suggestions about how to improve your knowledge and skills about
Servant Leadership. As you embark on your journey toward Servant Leadership, consider
the words of Robert K. Greenleaf:

“The best test [of a Servant Leader] and difficult to administer, is: Do those served
grow as persons? Do they, while being served, become healthier, wiser, freer, more
autonomous, more likely themselves to become servants? And, what is the effect
on the least privileged in society; will they benefit, or, at least, not be further
deprived?”

Your journey will not be easy, but the path you have chosen can transform your life and
the lives of others!

VHA National Center for
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Pathway to Skill Building

/The model below shows how people learn new ideas and take action. For most of@
once we are shown what we need to know (Step 1: Create Awareness), we practice
these new behaviors until it becomes a habit (Step 3: Behavioral Change). But at
times, we may run into obstacles that make learning new information and developing
new habits difficult (Step 2: Roadblocks). These challenges must be overcome for
habits to last. As you progress in your journey towards becoming a Servant Leader,

look at the challenges below and decide which of these might get in your way. When

you encounter a challenge, push through it, and don’t let it slow you down or distract

you from reaching your goal.

1. Create
Awareness

3. Behavioral
Change

A) Blind Spots - Individuals have trouble seeing themselves the way others do, so they don’t
know what information to learn or what behaviors to practice.

B) Denial - Individuals don’t believe that the new information or behaviors are useful or applies
to them.

C) Stubborn - Individuals see the value of the information and new behaviors, but refuse to
change.

D) Over or Under Confident- Individuals either over-estimate their ability (I am already good
at this, and don’t need to change”) or under-estimate their ability (“I can’t make this change”).

VHA National Center for
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Seven Pillars of Servant Leadership

i The model shown below was based on Sipe and Frick’s model, but

was adapted to be relevant to VA’s culture and vernacular. Sipe and

" Frick describe 7 key skill areas of Servant Leadership with each
containing several sub-skills. Some of the sub-skills described in this
Guide vary from Sipe and Frick’s original model, but are based on

- extensive research.

1. Person of
Character

4. Compassionate
Collaborator

7. Leads With
Moral Authority

2. Puts People

First

3. Skilled
Communicator

5. Has Foresight

6. Systems
Thinker

SERVANT LEADERSHIP
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How to Use This Guide

The pages that follow contain suggestions for how to enhance your skills on each
of the pillars. For every pillar, there is information that briefly defines it, questions
to reflect on, activities to increase your effectiveness, and additional readings,
courses or videos to learn more about that pillar. For book suggestions contained
in this Guide, the hyperlinks lead to Amazon.com so that you can review readers’
comments about the books. If you decide to purchase any products, please do so

at your preferred retailer. There are also many books at no-cost in the VA’s Talent

Management System (TMS) under the Books 24x7 initiative. From the information
and recommendations in this Guide, select the tasks that make sense to you and
proceed wholeheartedly.

VHA National Center for
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“Where there is not community, trust, respect,
ethical behavior are difficult for the young to

learn and for the old to maintain.”
~ Robert K. Greenleaf?

Pillar 1
Person of Character
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memmsm | Person of Character

A Person of Character: a) maintains integrity, b)

demonstrates humility, and c¢) engages in value

S driven behavior.

a) Maintains Integrity

/ What is it? \

Acts in a way that is consistent with what he/she says and thinks; is considered ethical,
trustworthy and credible; and values maintaining his/her integrity more than profits or personal
gain.

Questions to Ask Yourself

e What two things can | do to be seen as more trustworthy?

e What are two key experiences in my life that had a profound impact on me? What do these
actions tell people about my integrity?

e If three people that | work with were asked to create a list describing who | am, what words
would be on the list?

e In what ways can | show that | really do trust others to be responsible?

e What past events continue to weigh on my mind, and is there anything | can do to set things
right and/or apologize?

e In what way do | show integrity on a daily basis (e.g. return phone calls and emails in a timely
manner, keep promises, acknowledge mistakes, etc.)?

Try This
e Think of an action you took that created a negative experience for someone. What could you
have done differently? Can you still make amends with that person?

e Complete an online inventory that identifies an individual’s Character Strengths.3 Take what

you learn and incorporate these ideas to become a more effective leader.
e Think about something about yourself that others don’t know. Identify something that you
feel comfortable sharing with others, and then do so. Your authenticity will pay off.

e Read the article, Ethical Leadership: Fostering an Ethical Enviornment and Culture. From what

you learn, identify two new behaviors you can try.

e Complete the Ethical Leadership Self-Assessment and accompanying action plan.

Learn More
The Discipline of Building Character# Educating for Character...> The Leadership Challenge...6

\ VA ICARE /
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http://www.viacharacter.org/Survey/Account/Register

http://www.ethics.va.gov/ELprimer.pdf

http://www.ethics.va.gov/ETHICS/docs/integratedethics/Ethical_Leadership_Self-Assessment_Tool-fillable_form-20070222.doc

https://hbr.org/2006/01/the-discipline-of-building-character

http://www.amazon.com/Educating-Character-Schools-Respect-Responsibility/dp/0553370529/ref=sr_1_1?ie=UTF8&qid=1418056757&sr=8-1&keywords=educating+for+character%3A+how+our+schools+can+teach

http://www.amazon.com/Leadership-Challenge-Extraordinary-Things-Organizations/dp/0470651725/ref=sr_1_1?s=books&ie=UTF8&qid=1418056871&sr=1-1&keywords=the+leadership+challenge

http://www.va.gov/icare/



Person of Character
(continued)

b) Demonstrates Humility

/ What is it? \

Keeps his/her talent and accomplishments in perspective, remains other-focused,
acknowledges mistakes, and asks for help when needed.

Questions to Ask Yourself

e If I don’t get my way, how do | usually respond? Am | gracious even when | lose? How
would other people describe my behavior/reactions in a situation like this?

e What is my level of self-esteem from 1 to 10 (10 being the highest)? Does my level of self-
esteem make it more or less likely that | will show humility on a regular basis?

e When others are talking, do | carefully and patiently listen to what they are saying, or do |
usually think about my response before they finish? Effective Servant Leaders are able to
genuinely listen without internal distractions.

e How do | handle compliments? Do | balance expressing humble appreciation with
acknowledging the contributions of others?

e Dol see myself as “teachable” or do | experience feedback purely as personal criticism?

Try This

e At least once a month, meet with your team members to learn more about them and any
tasks that they need help with. Commit to helping them.

e Ask trustworthy colleagues if you come across as a humble person. Ask for suggestions
about how you can demonstrate humility more frequently and effectively.

e Before making any significant decision, ask yourself if your judgment is the right thing to
do? Is it the wise thing to do? Act based on your principles.

e Practice paraphrasing by repeating back to people your understanding of what they said.
Paraphrasing shows that you value what people have to say and understand it.

Learn More
Good to Great: Why Some Companies Upside Down: The Paradox of Lovyalty Rules: How Today's
Make the Leap...” Servant Leadership8 Leaders...?
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http://www.amazon.com/Good-Great-Some-Companies-Others/dp/0066620996/ref=sr_1_1?s=books&ie=UTF8&qid=1418057084&sr=1-1&keywords=good+to+great+jim+collins

http://www.amazon.com/Good-Great-Some-Companies-Others/dp/0066620996/ref=sr_1_1?s=books&ie=UTF8&qid=1418057084&sr=1-1&keywords=good+to+great+jim+collins

http://www.amazon.com/Upside-Down-Paradox-Leadership-Pilgrimage/dp/1576830799/ref=sr_1_1?s=books&ie=UTF8&qid=1418057152&sr=1-1&keywords=upside+down%3A+the+paradox

http://www.amazon.com/Upside-Down-Paradox-Leadership-Pilgrimage/dp/1576830799/ref=sr_1_1?s=books&ie=UTF8&qid=1418057152&sr=1-1&keywords=upside+down%3A+the+paradox

http://www.amazon.com/Loyalty-Rules-Leaders-Lasting-Relationships/dp/1591393248

http://www.amazon.com/Loyalty-Rules-Leaders-Lasting-Relationships/dp/1591393248



Person of Character
(continued)

]
I

c) Engages in Value Driven Behavior

What is it? \

Possesses clear personal core values, and uses them to guide decisions and actions.

Questions to Ask Yourself

e What are my top three deepest values? My passions? How do | live these values at work?

e In what ways is my work aligned with my deepest values? Are there other jobs that | should
consider that would be more fulfilling?

e In what situations is it easier for me to behave according to my values? What is it about
these situations that makes that easier? How can | tap into this more often?

e What type of pressures cause me to stray away from my values (e.g. time constraints,
competition, expectations of hurting others, including my boss)? What can | do to protect
against these vulnerabilities?

e In what ways can | use my core values to help people?

Try This
e Complete the Gallup Strengths Finder'0 to identify your top 5 core values (select Top 5
Strengths product).

e At the beginning of the day, take 5 minutes to reflect on your core values and your to-do
list. Be mindful of completing these tasks in a way that aligns with your core values.

e Complete the More-Same-Less activity to gain clarity about behaviors you want to focus on.

e When thinking about the day you retire, consider what your colleagues will say about you in
their private conversations? What would you like your work legacy to be? Identify and make
the specific changes needed today to leave the legacy you want.

e With your team, watch the 10-minute video, Improving Ethics Quality in Health Care. This
will help create awareness about the various programs VA has to promote an ethical culture.

e Review the questions posed in the Ethical Leadership Interview Questions for Senior Leaders
(pages 2-3). Identify two things you can do to enhance your leadership effectiveness.

e Complete the Triage Tool for Ethics to further strengthen your decision-making skills.

Learn More
Synchronicity: The Inner Path of Man's Search for Meaning!2 Soar With Your Strengths!3

Leadership!!
\\ Firms of Endearment’4 /

VHA National Center for
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https://www.gallupstrengthscenter.com/Purchase/en-US/Product?Path=Clifton%20StrengthsFinder

http://www.ethics.va.gov/ETHICS/docs/integratedethics/IntegratedEthicsImprovingQuality.asx

http://vaww.ethics.va.gov/ETHICS/docs/integratedethics/ethical_leadership_interview_questions_081314.docx

http://vaww.ethics.va.gov/docs/integratedethics/el_triage_tool_complete_set.pdf

http://www.amazon.com/Synchronicity-Inner-Path-Leadership-Business/dp/1609940172/ref=sr_1_1?s=books&ie=UTF8&qid=1418062811&sr=1-1&keywords=synchronicity%3A+The+Inner+Path+of+Leadershiphttp://www.amazon.com/Synchronicity-Inner-Path-Leadership-Business/dp/1609940172/ref=sr_1_1?s=books&ie=UTF8&qid=1418062811&sr=1-1&keywords=synchronicity%3A+The+Inner+Path+of+Leadership

http://www.amazon.com/Synchronicity-Inner-Path-Leadership-Business/dp/1609940172/ref=sr_1_1?s=books&ie=UTF8&qid=1418062811&sr=1-1&keywords=synchronicity%3A+The+Inner+Path+of+Leadershiphttp://www.amazon.com/Synchronicity-Inner-Path-Leadership-Business/dp/1609940172/ref=sr_1_1?s=books&ie=UTF8&qid=1418062811&sr=1-1&keywords=synchronicity%3A+The+Inner+Path+of+Leadership

http://www.amazon.com/Mans-Search-Meaning-Viktor-Frankl/dp/080701429X/ref=sr_1_1?s=books&ie=UTF8&qid=1418063011&sr=1-1&keywords=man%27s+search+for+meaning+by+viktor+frankl

http://www.amazon.com/Soar-Your-Strengths-Revolutionary-Philosophy/dp/044050564X/ref=sr_1_1?ie=UTF8&qid=1418140915&sr=8-1&keywords=soar+with+your+strengths

http://www.amazon.com/Firms-Endearment-World-Class-Companies-Passion/dp/0133382591/ref=sr_1_1?s=books&ie=UTF8&qid=1418141038&sr=1-1&keywords=Firms+of+Endearment



“The first and most important choice a leader

makes is the choice to serve, without which

one’s capacity to lead is severely limited.”

~ Robert K. Greenleaf!

Pillar 2
Puts People First
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2. Puts People First

A leader who Puts People First: a) is service driven,
b) mentor minded, and c) shows care and concern.

a) Is Service Driven

What is it? \

Helps others even when he/she is not expected to; focuses on service to all stakeholders,
including internal and external customers; and goes “above and beyond” to ensure others are

]
/

provided the best possible service.
Questions to Ask Yourself

e Do | have an instinctive desire to serve? How do | tap into this drive to serve others even in
difficult circumstances?

e What opportunities exist to serve others in my workplace or community?

e The last time you served others, what was that feeling like? Is that an emotion you want to
experience again?

e What past experiences made it difficult for me to serve others? How do | overcome these
challenges?

e How can | encourage my family, colleagues, and community members to serve others?

Try This

e Complete the Service: Self-Interview activity. ldentify two people in your organization that
could benefit from your talents. Find out how you can be of service to them and act

accordingly.

e Review departmental policies to determine if they “put people first.” Modify those polices
that you have the authority to influence.

e On aregular basis, praise those who demonstrated service to others.

Learn More
The Go-Giver: A Little Story About a Give and Take: A Revolutionary Soul of the Firm!7
Powerful Business Idea'> Approach to Success'® /

VHA National Center for
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http://www.amazon.com/The-Go-Giver-Little-Powerful-Business/dp/159184200X

http://www.amazon.com/The-Go-Giver-Little-Powerful-Business/dp/159184200X

http://www.amazon.com/Give-Take-Revolutionary-Approach-Success/dp/0670026557

http://www.amazon.com/Give-Take-Revolutionary-Approach-Success/dp/0670026557

http://www.amazon.com/Soul-Firm-C-William-Pollard/dp/0310234875/ref=sr_1_1?s=books&ie=UTF8&qid=1367261953&sr=1-1&keywords=the+soul+of+the+new+firm



Puts People First

(continued)

b) Mentor Minded

What is it? \

Provides opportunity and an environment for employee growth; encourages employees to
assume responsibility for their growth; and is a compassionate and wise partner in growth,
while meeting employees where they are.

-

Questions to Ask Yourself

e Am | genuinely interested in mentoring others by serving them?

e What are the work aspirations of my team members? What can | do to create a pathway for
them to achieve their goals? Remember, each person must forge their own path in order to
grow, and their path may be different than what | suggest.

e When | mentor others, am | able to resist the temptation of telling them what to do? How
can | use open-ended questions to guide the discussion, rather than telling them how to
proceed?

e Do |l give people the tools they need to do the job, and then trust them to do it?

e What things can | do to ensure my own personal and professional growth? Who is my
mentor?

Try This

e Have a discussion with your team members about what they aspire to do in their work life.
Discuss what roles they would like to have in 5 years, 10 years, etc.

e Solicit feedback from trustworthy people about how you can be a more effective mentor.
Share what you learned with your staff, and seek their input.

e On aregular basis, publically share your team’s accomplishments when appropriate.

e On occasions that you need to provide team members with constructive feedback, do this in
private.20

Learn More

The Servant Leader: How to Build a Creative Modern Mentoring!9 Coaching for Performance:

\\ Team, Develop Great...18 GROWing Human...20 /

VHA National Center for
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http://www.amazon.com/Servant-Leader-Creative-Bottom-Line-Performance/dp/1400054737/ref=sr_1_1?ie=UTF8&qid=1418148139&sr=8-1&keywords=how+to+build+a+creative+team%2C+develop+great

http://www.amazon.com/Servant-Leader-Creative-Bottom-Line-Performance/dp/1400054737/ref=sr_1_1?ie=UTF8&qid=1418148139&sr=8-1&keywords=how+to+build+a+creative+team%2C+develop+great

http://www.amazon.com/Modern-Mentoring-Randy-Emelo/dp/1562869337/ref=la_B00YYC9A9C_1_1?s=books&ie=UTF8&qid=1435142862&sr=1-1

http://www.amazon.com/Coaching-Performance-Potential-Principles-Leadership/dp/185788535X/ref=sr_1_1?s=books&ie=UTF8&qid=1418151970&sr=1-1&keywords=grow+coaching

http://www.amazon.com/Coaching-Performance-Potential-Principles-Leadership/dp/185788535X/ref=sr_1_1?s=books&ie=UTF8&qid=1418151970&sr=1-1&keywords=grow+coaching



Puts People First

(continued)

c) Shows Care and Concern

What is it? \

Acts in ways that support the well-being and autonomy of employees with the intention of
putting others’ needs before his/her own.

-

Questions to Ask Yourself

e How well do | know my team member? How can | develop deeper, but still professional,
relationships with them?

e On a daily basis, how can | show genuine care and concern for the people in my life?

e In what ways have | put the needs of my colleagues/staff even before my own? How do |
make this a habit?

e How do | foster pride and joy in my team?

e In what ways do | show a firm but supportive response (i.e. “tough love”) when | see
ineffective behavior?

e When reflecting on a decision you recently made about an employee, would you change the
decision in any way if the most important criteria was “put people first?”

Try This

e Complete the How Are You activity on your own and share what you learned with your team.

e Get feedback from trustworthy people about how you show care and concern for others,
and make changes as needed.

e Think about a team member who is currently demonstrating ineffective behavior. Give
him/her supportive but firm feedback on how to correct this behavior (i.e., hard on the
issues but soft on the person)?

e In order to build deeper, but still professional, relationships, ask team members about their
weekend and/or ask about the welfare of their family.

e Have a brainstorm meeting with your team, or during one-on-one conversations, to identify
how people want to express and receive “care and concern.”

Learn More

The Human Equation: Building Profits by Love and Profit: The Art of Grow: How ldeals Power Growth

\\Putting People First?! Caring Leadership?22 and Profit... 23 /

VHA National Center for
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http://www.amazon.com/Human-Equation-Building-Profits-Putting/dp/0875848419/ref=sr_1_1?s=books&ie=UTF8&qid=1418137485&sr=1-1&keywords=the+human+equation

http://www.amazon.com/Human-Equation-Building-Profits-Putting/dp/0875848419/ref=sr_1_1?s=books&ie=UTF8&qid=1418137485&sr=1-1&keywords=the+human+equation

http://www.amazon.com/Love-Profit-Art-Caring-Leadership/dp/0380717492/ref=sr_1_1?s=books&ie=UTF8&qid=1418137548&sr=1-1&keywords=love+and+profit

http://www.amazon.com/Love-Profit-Art-Caring-Leadership/dp/0380717492/ref=sr_1_1?s=books&ie=UTF8&qid=1418137548&sr=1-1&keywords=love+and+profit

http://www.amazon.com/Grow-Ideals-Growth-Greatest-Companies/dp/0307720357/ref=sr_1_1?ie=UTF8&qid=1359909113&sr=8-1&keywords=Grow

http://www.amazon.com/Grow-Ideals-Growth-Greatest-Companies/dp/0307720357/ref=sr_1_1?ie=UTF8&qid=1359909113&sr=8-1&keywords=Grow



A

able, and well-motivated, that you are open to

“Don't assume, because you are intelligent,

communication, that you know how to listen.”

J

~ Robert K. Greenleaf24
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A person who is a Skilled Communicator: a)
practices empathetic listening, b) invites and

delivers feedback, and ¢) communicates
persuasively.

3. Skilled Communicator
A

a) Practices Empathetic Listening

What is it?
Is fully present with employees, which allows for a keen awareness of their thoughts, feelings
and needs, and explicitly expresses to them a deep and caring understanding of their
experiences.

Questions to Ask Yourself

e Think back to a recent conversation, were you actively listening? What does active listening
mean to me? How do other people know I’m actively listening?

e On ascale from 1-10, how would my team members rate me on listening skills?

e How do | show that | am interested in what others are saying?

e In what ways can | improve my listening skills?

e Thinking back to a time when | was not listening with empathy, how did this impact the
conversation and overall relationship?

e What non-verbal behaviors show someone that you are listening with empathy?

Try This

e Complete the Empathic Listening Skills Inventory.2> Then, ask your team members to rate
you on this inventory, and review the results together. What are your strengths? Areas for
improvement?

e View the Power of Empathy?6 video to better understand the impact of empathic listening,
and its influence on how we relate to those around us.

e Engage in conversations with trusted peers who are willing to give you specific feedback on
how to be a better listener. Monitor your progress in a journal or diary as a way to maximize
your learning potential.

Learn More
Go Suck a Lemon: Strategies for Powerful Listening. Powerful Active Listening at Work
Improving Emotional Intelligence2? Influence?8 video) 29

/
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http://highered.mheducation.com/sites/0073381225/student_view0/chapter8/self-assessment_8_3.html

https://www.youtube.com/watch?v=1Evwgu369Jw

http://www.amazon.com/Suck-Lemon-Strategies-Improving-Intelligence/dp/1456515608/ref=sr_1_1?s=books&ie=UTF8&qid=1419273116&sr=1-1&keywords=go+suck+a+lemon

http://www.amazon.com/Suck-Lemon-Strategies-Improving-Intelligence/dp/1456515608/ref=sr_1_1?s=books&ie=UTF8&qid=1419273116&sr=1-1&keywords=go+suck+a+lemon

http://www.amazon.com/Powerful-Listening-Influence-Work-Better/dp/1490313559/ref=sr_1_1?ie=UTF8&qid=1419261349&sr=8-1&keywords=active+listening

http://www.amazon.com/Powerful-Listening-Influence-Work-Better/dp/1490313559/ref=sr_1_1?ie=UTF8&qid=1419261349&sr=8-1&keywords=active+listening

https://www.youtube.com/watch?v=XLvZkUP5_KU

https://www.youtube.com/watch?v=XLvZkUP5_KU



Skilled Communicator
(continued)

I
b) Invites and Delivers Feedback

What is it?
Asks for and acts upon feedback without defensiveness, and delivers difficult feedback when
necessary in a way that is honest, respectful, and growth-enhancing.

Questions to Ask Yourself

e What is my natural reaction when | receive feedback? What are my immediate thoughts and
feelings when | hear it?

e In what ways can | show my team that | value both positive and negative feedback?

e How can | give feedback so that it is well received by my team members? What impact will
this have on my relationships with them?

e Do | understand the steps involved in Assertive Communication (see 7ry This below)?

e On ascale from 1-10, rate your level of self-esteem? Reflect on how your self-esteem
impacts the way you give and receive feedback.

Try This

e Have a conversation with a skilled giver/receiver of feedback and ask about what makes
them successful.

e During periodic team meetings, or during one-on-one conversations, ask members what
specifically you can do to give and receive feedback in a more effective manner. Incorporate
this feedback into your routine.

e Engage team members in this feedback practice activity.30 During the debrief process, fine
tune your ability to give and receive feedback.

e Assertive Communication allows one to communicate thoughts, feelings, expectations, and
needs. It makes feedback easier to digest and more motivating. Before giving feedback,
identify how you are feeling (i.e., frustrated, happy, etc.), take ownership for that feeling by
using “I” statements, give context for that feeling (“I feel irritated when you...”) and request
what you need. Remember, Assertive Communication is “l feel X, because of Y; and | want Z.”

e When giving feedback, consider the following: Is the feedback timely, supportive,
nonjudgmental, specific, well-paced, directive, presented in a way that allows open dialog,
and offered only after the other person is open to receiving it?

Learn More
Thanks for the Feedback: The The Art of Receiving Feedback The Skill of Self Confidence

k Science and Art of Receiving...31 Video) 32 (Video) 33 /

VHA National Center for
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http://www.trainingzone.co.uk/anyanswers/giving-feedback-training-exercise

http://www.amazon.com/Thanks-Feedback-Science-Receiving-Well/dp/0670014664/ref=sr_1_fkmr0_1?ie=UTF8&qid=1419260067&sr=8-1-fkmr0&keywords=the+art+and+science+oceivng+feedback+well#zus&cbDAcrt&iDAcrt&r1&v1

http://www.amazon.com/Thanks-Feedback-Science-Receiving-Well/dp/0670014664/ref=sr_1_fkmr0_1?ie=UTF8&qid=1419260067&sr=8-1-fkmr0&keywords=the+art+and+science+oceivng+feedback+well#zus&cbDAcrt&iDAcrt&r1&v1

https://www.youtube.com/watch?v=9ggubXdYep8

https://www.youtube.com/watch?v=9ggubXdYep8

https://www.youtube.com/watch?v=w-HYZv6HzAs

https://www.youtube.com/watch?v=w-HYZv6HzAs



Skilled Communicator
(continued)

I
c) Communicates Persuasively

What is it? \

Guides employees to come to realizations and gain insights on their own without direct,
coercive or manipulative strategies; motivates others by linking content of communication to

meaningful experiences of the listener.

Questions to Ask Yourself

e In what ways do | usually try to guide my team members? How effective has it been?

e How can | use stories to demonstrate my personal values to team members to really get my
point across?

e What nonverbal cues (e.g., head nodding, smiling, etc.) do | use to emphasize my point?

e Think of a conversation where you did not feel heard by the other person. What happened
that made you feel this way? How do | ensure that others feel heard?

e Rather than telling my team members what to do, how can | use meaningful life experiences
to motivate them to act?

Try This

e Listen to Dr. Martin Luther King Jr.’s “| Have a Dream” Speech. Reflect on how he
communicates his personal values and links those to his audience’s experiences in order to
motivate change.

e Read an edition of the Chicken Soup for the Soul series. Consider how these stories motivate
people by connecting with them on a human level that is more meaningful.

e Seek out a mentor within your organization (outside of your program office) who can help
you identify, foster, and grow your ability to communicate persuasively.

e Seek out feedback from trusted peers about how you persuasively communicate. Modify you
skills accordingly.

e Examine how precise language can contribute to a culture of ethical behavior. Then, lead
your team in a discussion about how imprecise language can have unintended consequences
(see pages 5-7).

Learn More
Chicken Soup for the Soul | Have a Dream Speech The ABCs of Communication

\\ (books) 34 (video) 35 video) 36 /

VHA National Center for

SERVANT LEADERSHIP 18 NCOD

Organization Development




http://www.ethics.va.gov/docs/integratedethics/ethical_leadership_tips_073014.pdf

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

http://www.amazon.com/Chicken-Soup-Soul-20th-Anniversary/dp/161159913X/ref=sr_1_9?s=books&ie=UTF8&qid=1419273717&sr=1-9&keywords=chicken+soup+for+the+soul+books

http://www.amazon.com/Chicken-Soup-Soul-20th-Anniversary/dp/161159913X/ref=sr_1_9?s=books&ie=UTF8&qid=1419273717&sr=1-9&keywords=chicken+soup+for+the+soul+books

https://www.youtube.com/watch?v=I40NvGnpcKs

https://www.youtube.com/watch?v=I40NvGnpcKs

https://www.youtube.com/watch?v=V00n4QEPP4g

https://www.youtube.com/watch?v=V00n4QEPP4g



“Even the frankest and bravest of
subordinates do not talk with their boss

the same way they talk with colleagues.”

~ Robert K. Greenleaf?
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—— 4. Compassionate Collaborator

A Compassionate Collaborator: a) builds teams and
communities, b) creates psychological safety, and c)
is “first among equals.”

A

a) Builds Teams and Communities

/ What is it? \

Encourages a culture of community that values mutual helping relationships, civility, and
respect.

Questions to Ask Yourself
e To what degree is my team cohesive and effective?
e What are the costs to my organization when team members don’t collaborate?
e How do my team members show that they trust one another?
e How can | encourage team members to have an honest debate of ideas?
e To what degree do individuals commit to decisions made by the team, even if their idea was
not chosen?
e How do team members hold each other accountable for agreed upon actions?
e What hinders team members from focusing on team goals?
e Dol try to develop consensus where possible? Do | strive for win-win solutions?

Try This

e Read the book Five Dysfunctions of a Team and use the activities to help your team increase
cohesion and effectiveness.

e Attend the VHA NCOD’s Civility, Respect & Engagement in the Workplace (CREW) facilitator
training, which will provide you with tools to build more effective teams and communities.

e Have everyone on your team (including yourself) complete the Conflict Resolution
Questionnaire.37 Lead a group discussion about how individual conflict styles impact team
cohesion and effectiveness.

e Give out a monthly certificate to the team member that was the most collaborative.

Learn More

The Five Dysfunctions of a Team: A The Servant Leader: How to Build a The Advantage: Why

\\Leadership Fable 38 Creative Team, Great...'8 Organizational Health...39 /

VHA National Center for
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http://www.va.gov/ncod/crew.asp

http://academic.engr.arizona.edu/vjohnson/ConflictManagementQuestionnaire/ConflictManagementQuestionnaire.asp

http://academic.engr.arizona.edu/vjohnson/ConflictManagementQuestionnaire/ConflictManagementQuestionnaire.asp

http://www.amazon.com/s/ref=nb_sb_ss_i_0_12?url=search-alias%3Dstripbooks&field-keywords=the%20five%20dysfunctions%20of%20a%20team&sprefix=the+five+dys%2Cstripbooks%2C383

http://www.amazon.com/s/ref=nb_sb_ss_i_0_12?url=search-alias%3Dstripbooks&field-keywords=the%20five%20dysfunctions%20of%20a%20team&sprefix=the+five+dys%2Cstripbooks%2C383

http://www.amazon.com/The-Servant-Leader-Bottom-Line-Performance/dp/1400054737

http://www.amazon.com/The-Servant-Leader-Bottom-Line-Performance/dp/1400054737

http://www.amazon.com/Advantage-Organizational-Health-Everything-Business/dp/0470941529/ref=sr_1_1?s=books&ie=UTF8&qid=1418153871&sr=1-1&keywords=the+advantage

http://www.amazon.com/Advantage-Organizational-Health-Everything-Business/dp/0470941529/ref=sr_1_1?s=books&ie=UTF8&qid=1418153871&sr=1-1&keywords=the+advantage



Compassionate Collaborator
(continued)

S
b) Creates Psychological Safety

What is it?
Creates a safe environment in which honest conversations are welcomed without fear of reprisal,
employees are encouraged to come up with new ways of doing things, and mistakes are not
held against them.
Questions to Ask Yourself
e How do | respond to bad news?
e Am | transparent in my communications with my colleagues?
e Am | willing to take risks to do the right thing for the Veteran?
e Dol report ‘near misses/close calls’ to ensure others don’t make mistakes?
e How do | distinguish the difference between honest mistakes vs. reckless behavior for my
team members (e.g., not following protocols they are unaware of vs. routine rule violations)?
e When team members come to me with a mistake, how do | respond? Is it only a corrective
experience or also a learning opportunity?
e How do | convey to others that they will not be penalized for making honest mistakes?
e In what ways do | encourage team members to seek me out for information and feedback?
e What can | do to encourage innovation in my team?

Try This

e Have a discussion with your team about honest mistakes vs. reckless behaviors. Use this
time to review and clarify the various team processes, in order to help limit future mistakes.

e Reflect on a recent mistake you made. Share this with your team so they have a model for
this type of interaction. Doing this on a regular basis will set the right tone for openness.

e Publically encourage and praise team members for speaking up.

e One way to promote psychological safety is to be an active listener. Seek feedback from
people you trust and find two things you can do differently to be a better active listener.

e When a disagreement between team members arises, reframe the issue as a learning
opportunity, rather than focusing on who is right or wrong.

e When team members ask you for guidance on how to handle an issue, ask questions to help
them identify the best solution. This will contribute to a culture of innovation.

¢ Consider implementing the Value of the Month activity with your team. This activity provides
your team with an opportunity to explore their values and ethics in safe enviornment.

Learn More
Why Good Leaders Make You Feel Safe  Building a Psychologically Safe Are You a Collaborative /

video) 40 Workplace (video) 4! Leader? 42
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http://www.ethics.va.gov/docs/integratedethics/EL_Values_Quick_Activities_v2_20120605.pdf

https://www.youtube.com/watch?v=lmyZMtPVodo

https://www.youtube.com/watch?v=lmyZMtPVodo

https://www.youtube.com/watch?v=LhoLuui9gX8

https://www.youtube.com/watch?v=LhoLuui9gX8

https://hbr.org/2011/07/are-you-a-collaborative-leader

https://hbr.org/2011/07/are-you-a-collaborative-leader



Compassionate Collaborator
(continued)

c) First Among Equals

I
/ What is it? \

Promotes inclusiveness, believes employees at every level add value to the organization, and
de-emphasizes hierarchy.

Questions to Ask Yourself

e In what ways do | show that | am not above those | lead?

e How do | convey to my team that | want to both learn from them and teach them?

e To what degree am | comfortable being a follower, even when | have positional authority?
How have | demonstrated this?

e How can | help each team member feel more engaged?

e In what ways can | share

e with my team members so they are more involved in decision-making?

e How do | role model an inclusive approach so that team members also pick up this skill?

e Do | select teams that reflect diversity of thought?

e Dol invite the opinions of people who may disagree with me?

Try This

e Complete The Chief Votes activity to experience how service is critical to leadership.

e Seek feedback from people you trust about two things you can do to be more inclusive.

e For an upcoming project, maximize the number of individuals involved based on team
members’ interest and skill.

e Create opportunities for team members to get to know each other (e.g., eat lunch together
once a week).

e In an upcoming project, purposely assume the role of the follower, so that others are
encouraged to lead.

Learn More

Inclusion, Exclusion, lllusion and Dare to Serve: How to Drive Superior Inclusion

\ Collusion (video) 43 Results by Serving... 44 Breakthrough#> /

VHA National Center for
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https://www.youtube.com/watch?v=zdV8OpXhl2g

https://www.youtube.com/watch?v=zdV8OpXhl2g

http://www.amazon.com/Dare-Serve-Superior-Results-Serving/dp/1626562350/ref=sr_1_1?s=books&ie=UTF8&qid=1418154206&sr=1-1&keywords=Bachelder%2C+cheryl

http://www.amazon.com/Dare-Serve-Superior-Results-Serving/dp/1626562350/ref=sr_1_1?s=books&ie=UTF8&qid=1418154206&sr=1-1&keywords=Bachelder%2C+cheryl

http://www.amazon.com/Inclusion-Breakthrough-Unleashing-Power-Diversity/dp/1458777545/ref=sr_1_2?s=books&ie=UTF8&qid=1419275311&sr=1-2&keywords=The+Inclusion+Breakthrough

http://www.amazon.com/Inclusion-Breakthrough-Unleashing-Power-Diversity/dp/1458777545/ref=sr_1_2?s=books&ie=UTF8&qid=1419275311&sr=1-2&keywords=The+Inclusion+Breakthrough



" “Foresight is the “lead” that the leader has. \
Once leaders lose this lead and events start to
force their hand, they are leaders in name only.
They are not leading, but are reacting to

immediate events, and they probably will not

long be leaders.24

/

Pillar 5
Has Foresight

~ Robert K. Greenleaf /
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uomee 5 Has Foresight

A person with Foresight is: a) visionary, b)

anticipates consequences, and c) takes courageous
and decisive action.

.

a) Visionary

/ What is it? \

Develops and shares a compelling long-term vision, which includes employee input and
connects to employees’ deepest values.

Questions to Ask Yourself
e What two organizations have a Vision that | admire? What do | like about their Vision?
e What are the major elements of the VA’s vision and mission?
e What is my vision for my team (i.e. where do | want my team to be in the future)?
e How can |l involve all team members when developing the long term vision for our group?
e In what ways does my organization’s vision connect with my team members’ values? What
barriers do | see that may interfere with achieving our vision?

Try This

e At the start of the fiscal year, set aside one hour to review the VA’s mission and values.

e Engage in this activity so that individuals understand their own and shared values. Instruct
each team member to brainstorm and create a list of personal values that define who they
are in the workplace (5-7 minutes). Then, have them narrow their list down to the top 3-5
values. Once lists are complete, ask them to visually represent their values in a Flag using
pictures (15-20 minutes). Ask each individual to share their Value Flag picture with the rest
of the team and explain how they live their values in the workplace. Also discuss how their
individual values link to the VA’s and team’s vision and mission.

e Alongside team members, collaboratively develop a vision for the team and create a plan to
achieve this vision. Review this vision quarterly with the team and update as needed.

e Complete the Mr. Miyagi activity to learn more about balancing needs to foster
organizational growth.

Learn More

How Great Leaders Inspire The Art of Foresight*’ Foresight as the Central Ethic of

\\ Action®® Leadership ® /

VHA National Center for
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https://www.youtube.com/watch?v=qp0HIF3SfI4

https://www.youtube.com/watch?v=qp0HIF3SfI4

http://www.amazon.com/art-foresight-Preparing-changing-Futurist/dp/B00082C4QS/ref=sr_1_2?s=books&ie=UTF8&qid=1417708554&sr=1-2&keywords=art+of+foresight

https://greenleaf.org/products-page/voices-8-foresight-as-the-central-ethic-of-leadership/

https://greenleaf.org/products-page/voices-8-foresight-as-the-central-ethic-of-leadership/



Has Foresight

(continued)

I

b) Anticipates Consequences

/ What is it? \
D

emonstrates a good understanding of what is going to happen in the future based on current
information, and has a high level of intuitive insight about the way the past and present connect
to the future.

Questions to Ask Yourself

e In what way does the history of my organization or department impact its current
functioning?

e What advancements will drive changes in my organization in the future? What information
do | need to learn to move in this direction?

e Based on past decisions that did not go well, identify some patterns in your decision-making
that contributed to the outcome (e.g., did not collect enough data or anticipate the
consequences of decisions).

e Who on my team is skilled at anticipating the various consequences of decisions? What are
two things | can do to tap into the wisdom of these team members?

e In what situations did my intuition play a role in the decisions | made? What was the
outcome of these decisions?

e Dol regularly take time to view my organization from the 30,000 foot level?

e Do my team members understand how their work impacts other parts of the organization,
and vice versa?

e Do | effectively communicate the interconnectedness of VA priorities and goals?

Try This
e Identify 2-3 people who have been at your organization for a long time. Arrange meetings
to learn about the history of the organization and/or your department.
e Locate 2-3 seminars that focus on innovations related to your team’s work, and create a
plan to attend them.
e Have a discussion with people you trust about any gaps they see in your decision-making
style. ldentify specifically what to do differently and implement these changes.

Learn More
The Logic of Failure: Recognizing TMS Course: Critical Thinking Managing the Unexpected:
and Avoiding Error in Complex Essentials... (course #1371795)%° Resilient Performance...”*
\\Situations49 /

VHA National Center for

SERVANT LEADERSHIP 25 NCOD

Organization Development




http://www.amazon.com/Logic-Failure-Recognizing-Avoiding-Situations/dp/0201479486/ref=sr_1_21?s=books&ie=UTF8&qid=1419248873&sr=1-21&keywords=anticipate+consequences

http://www.amazon.com/Logic-Failure-Recognizing-Avoiding-Situations/dp/0201479486/ref=sr_1_21?s=books&ie=UTF8&qid=1419248873&sr=1-21&keywords=anticipate+consequences

http://www.amazon.com/Logic-Failure-Recognizing-Avoiding-Situations/dp/0201479486/ref=sr_1_21?s=books&ie=UTF8&qid=1419248873&sr=1-21&keywords=anticipate+consequences

http://www.tms.va.gov/

http://www.tms.va.gov/

http://www.amazon.com/Managing-Unexpected-Resilient-Performance-Uncertainty/dp/0787996491/ref=pd_sim_b_5?ie=UTF8&refRID=0R26KGN7VT0F0GBD241W

http://www.amazon.com/Managing-Unexpected-Resilient-Performance-Uncertainty/dp/0787996491/ref=pd_sim_b_5?ie=UTF8&refRID=0R26KGN7VT0F0GBD241W



Has Foresight

(continued)

c) Takes Courageous, Decisive Action

I
/ What is it? \

Is willing to take personal risk in the face of pressure or opposition to make the right decision
for the organization; considers all aspects of the situation, including history, current data, and
probable impact on the future.

Questions to Ask Yourself

e In what ways am | a bold leader? How do | tap into this strength to make calculated, but bold
decisions?

e What vulnerabilities do | have that cause me to go along when | shouldn’t? How do |
overcome these vulnerabilities?

e How do | encourage and reward team members who take calculated, but courageous
actions?

e Of all the things | want to get done, which ones am | really willing to take a risk for?

Try This

e Think about an initiative that you would like to get done. What are the obstacles? Devise a
plan to overcome these obstacles.

e Ask people you trust to rate you from 1-10 on courageous decision making (with 10 being
high courage). Get specific feedback on how to be more effective in this area.

e At every staff meeting, engage your team members in a conversation about who on the team
demonstrated courageous actions recently.

e Ask all members of your team to read the article, Lying to Ourselves: Dishonesty in the Army
Profession. Then, using this discussion guide, have a conversation about how to further
enhance the ethical culture of the team.

Learn More

Courage as a Skill52 The Whistleblower: Confessions of a The Innovator's DNA:

\ Healthcare Hitman>3 Mastering the Five Skills...>4 /

VHA National Center for
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http://www.strategicstudiesinstitute.army.mil/pdffiles/PUB1250.pdf

http://www.strategicstudiesinstitute.army.mil/pdffiles/PUB1250.pdf

http://vaww.ethics.va.gov/docs/integratedethics/journal_club_ethical_fading_participant_guide_final_032315.pdf

https://hbr.org/2007/01/courage-as-a-skill

http://www.amazon.com/Whistleblower-Confessions-Healthcare-Hitman-ebook/dp/B002L2GK72/ref=sr_1_1?s=books&ie=UTF8&qid=1419251756&sr=1-1&keywords=The+Whistleblower%3A+Confessions+of+a+Healthcare+Hitman

http://www.amazon.com/Whistleblower-Confessions-Healthcare-Hitman-ebook/dp/B002L2GK72/ref=sr_1_1?s=books&ie=UTF8&qid=1419251756&sr=1-1&keywords=The+Whistleblower%3A+Confessions+of+a+Healthcare+Hitman

http://www.amazon.com/Innovators-DNA-Mastering-Skills-Disruptive/dp/1422134814/ref=sr_1_34?s=books&ie=UTF8&qid=1419253096&sr=1-34&keywords=business+courage

http://www.amazon.com/Innovators-DNA-Mastering-Skills-Disruptive/dp/1422134814/ref=sr_1_34?s=books&ie=UTF8&qid=1419253096&sr=1-34&keywords=business+courage



A

“One is at once, in every moment of time,
historian, contemporary analyst, and
prophet — not three separate roles. This is

what the practicing leader is, every day of
his life. “

~ Robert K. Greenleaf! /

Pillar 6
Systems Thinker
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6. Systems Thinker

A systems thinker is: a) comfortable with complexity,
b) leads change effectively, and c) exercises

—
mmmmm Stewardship.

a) Comfortable With Complexity

What is it? \

Seeks to understand as deeply as possible the interconnectedness of relationships within the
larger system (between people, processes, structures and belief systems), is comfortable with
complexity and keeps this in mind when making leadership decisions.

Questions to Ask Yourself
e When | have reacted to a crisis without considering the larger system, what was the impact
on my team?
e What projects are team members currently working on that may be confusing? What can | do
to bring clarity?
e Do each of my team members understand how their job roles contributes to the larger
organization?

Try This

e Discuss with team members what value and unique contributions they bring to VA’s larger
Mission. Create and display a poster that reminds them of their contributions.

e Encourage individuals to work with a variety of coworkers on projects. Consider assigning
people to projects to promote systems thinking, where they can demonstrate their strengths
and learn from their coworkers.

e Discuss with your team a recent problem that occurred. Based on your response to the
problem, were there any unintended consequences on the larger system? Use this discussion
to develop an approach for how your team will handle complex issues.

e Ask all members of your team to read the article, Managing for Organizational Integrity.
Then, using this discussion guide, have a conversation about how to further enhance the
ethical culture of the team.

Learn More

Kent Keith’s Website> The Fifth Discipline® Systems Thinker®’

o /
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https://hbr.org/1994/03/managing-for-organizational-integrity

http://www.ethics.va.gov/ETHICS/docs/integratedethics/Journal_Activity_Org_Integrity_Participant_Guide_20130220.pdf

http://toservefirst.com/recommended-reading.html

http://www.amazon.com/The-Fifth-Discipline-Practice-Organization/dp/0553456342

http://thepurposeofleadership.com/traits-of-servant-leaders-systems-thinker/



Systems Thinker

(continued)

b) Leads Change Effectively

What is it? \

Responds to changes faced by the organization in a flexible and effective manner, and
demonstrates understanding of employees' reactions when faced with changes.

-

Questions to Ask Yourself

e How can | respond more effectively to upcoming changes in my organization?

e How can | help my team members to respond more effectively to upcoming changes?

e When team members are upset by change, how | can respond in an empathetic way?

e Dol understand the 8 phases of change? 1) Establish a sense of urgency, 2) Form a
powerful guiding coalition, 3) Create a Vision, 4) Communicate the Vision, 5) Empower
others to act on the vision, 6) Plan for and create short-term wins, 7) Consolidate
improvements and produce more change, and 8) Institutionalize new approaches?

Try This

e Look at one upcoming change in your organization, and apply the actions above.

e Seek feedback from people you trust about how effectively you accept, adapt and promote
change. Make changes to your behavior based on this feedback.

e Discuss with your team members things you can do to be a more effective change agent.

e With your team, come up with a process to recognize and reward those who accept and
promote change.

e Along with your team members, take the VA Team Assessment to find out how your team
can be even more effective. As a team, discuss the results and create a plan of action. If
you are also part of an Executive Leadership Team (ELT), encourage them to take the

Executive Team Assessment to further develop their skills.

Learn More
Who Moved my Cheese?*® HBR's 10 Must Reads on Change Leading Change: Why
Management59 Transformational Efforts

. . /
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http://vaww.va.gov/NCOD/Tools_for_Teams.asp

http://vaww.va.gov/NCOD/Tools_for_Teams.asp

http://www.amazon.com/Who-Moved-My-Cheese-Amazing/dp/0399144463/ref=sr_1_1?s=books&ie=UTF8&qid=1419254602&sr=1-1&keywords=who+moved+my+cheese

https://hbr.org/product/hbr-s-10-must-reads-on-change-management-with-featured-article-leading-change-by-john-p-kotter/12599-PDF-ENG

https://hbr.org/product/hbr-s-10-must-reads-on-change-management-with-featured-article-leading-change-by-john-p-kotter/12599-PDF-ENG

http://www.summer.icbro.org/system/rich/rich_files/rich_files/000/000/069/original/kotter-leadingchange.pdf

http://www.summer.icbro.org/system/rich/rich_files/rich_files/000/000/069/original/kotter-leadingchange.pdf

http://www.summer.icbro.org/system/rich/rich_files/rich_files/000/000/069/original/kotter-leadingchange.pdf



Systems Thinker

(continued)

c) Exercises Stewardship

What is it? \

Considers the greater good when making decisions, including factors beyond the financial
impact, immediate organizational goals, and the individuals directly involved, looking to the
future impact on both the organization and the community.

-

Questions to Ask Yourself

e When making decisions, whose interests should | keep in mind and why?

e Would my team consider me to be an effective steward of resources?

e What actions can | take to ensure that my organization is viable both now and five years
down the road?

e Reflect on a time you made a snap decision. In hindsight, did you consider the wider
ramifications before making the decision? How can you do so in the future?

e What can you do differently to help your team members become better stewards?

Try This

e Complete The Art of Withdrawal activity to practice contemplation.

e Look at an upcoming decision. Before you make the decision, brainstorm about the impact
of this decision on your organization 3 or 4 years from now.

e Stewardship begins with a willingness to be deeply accountable for entities larger than
yourself - for a team, an organization, a community. Rate yourself from 1-10 (with 10 being

deeply accountable), on how accountable you feel for the success of other entities. What can
you do to increase your sense of accountability?

e Ask a member of your team each week to read and summarize a chapter from the book,
Stewardship: Choosing Service Over Self-Interest. Have a conversation with team members
about the meaning of each chapter and action steps that the team should adopt.

Learn More

Whatever Happened to Corporate Stewardship: Choosing Service The Fracturing of the American

\\Stewardship? - Harvard® Over Self-Interest® Corporate Elite® /

VHA National Center for
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http://www.amazon.com/Stewardship-Choosing-Service-Self-Interest-Business/dp/160994822X/ref=sr_1_1?ie=UTF8&qid=1435319312&sr=8-1&keywords=Stewardship%3A+Choosing+Service+Over+Self-Interest&pebp=1435319300906&perid=1E76T3PAPRE3FHWKS41S

https://hbr.org/2014/08/whatever-happened-to-corporate-stewardship

https://hbr.org/2014/08/whatever-happened-to-corporate-stewardship

http://www.amazon.com/Stewardship-Choosing-Service-Self-Interest-Business/dp/160994822X/ref=sr_1_1?s=books&ie=UTF8&qid=1419269558&sr=1-1&keywords=stewardship

http://www.amazon.com/Stewardship-Choosing-Service-Self-Interest-Business/dp/160994822X/ref=sr_1_1?s=books&ie=UTF8&qid=1419269558&sr=1-1&keywords=stewardship

http://www.amazon.com/Fracturing-American-Corporate-Elite/dp/0674072995/ref=sr_1_1?s=books&ie=UTF8&qid=1419268678&sr=1-1&keywords=The+Fracturing+of+the+American+Corporate+Elite

http://www.amazon.com/Fracturing-American-Corporate-Elite/dp/0674072995/ref=sr_1_1?s=books&ie=UTF8&qid=1419268678&sr=1-1&keywords=The+Fracturing+of+the+American+Corporate+Elite



“A fresh critical look is being taken at the issues of power and
authority, and people are beginning to learn, however haltingly, to
relate to one another in less coercive and more creatively
supporting ways. A new moral principle is emerging which holds
that the only authority deserving one’s allegiance is that which is
freely and knowingly granted by the led to the leader in response
to, and in proportion to, the clearly evident servant stature

of the leader. Those who choose to follow this principle will not
casually accept the authority of existing institutions. Rather, they
will freely respond only to individuals who are chosen as leaders
because they are proven and trusted as servants. To the extent that

this principle prevails in the future, the only truly viable institutions

will be those that are predominantly servant-led.”

~ Robert K. Greenleaf24
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.7 _Moral Authority

A person with Moral Authority: a) shares power and

seeesmmmmn CONtrol and, b) creates a culture of accountability.

a) Shares Power and Control

/ What is it? \

Sees every player in the organization as an important part of the enterprise and serves them by
teaching, nurturing, listening, and encouraging individuals and teams to take real responsibility

at the highest possible levels.
Questions to Ask Yourself

e What two things can | do to be seen as more trustworthy?

e What can | do to influence others through respectful persuasion, rather than relying on my
job title?

e In what ways can | show that | really do trust others to be responsible?

e To what extent do | enjoy controlling projects vs. coaching others to succeed? What is one
thing | can do to let go of this tendency so that | delegate more effectively?

e In my last few projects, to what extent did | publically give credit to those who contributed
to outcomes?

Try This

e Complete the Influence activity to explore what really impacts people.

e Complete the Power vs. Service activity to deepen your understanding of the differences.

e Complete the How Would Life Be More Difficult activity to learn more about how each team
member adds value.

e Ask others how you can help them and follow up on a weekly basis.

e Every week, delegate a task that you would typically prefer to do yourself.

e Think about upcoming projects and the people involved. As projects get underway,
document everyone’s contributions weekly. Find or create opportunities to publically
recognize these contributions, perhaps in regular staff meetings and emails. Strive to give
credit to others, even in situations that you are mostly responsible for the outcome.

Learn More

\\ The Leadership Challenge® Lead with LUV® The Road Less Traveled % /

VHA National Center for
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http://www.amazon.com/Leadership-Challenge-Extraordinary-Things-Organizations/dp/0470651725/ref=sr_1_1?s=books&ie=UTF8&qid=1417607983&sr=1-1&keywords=james+kouzes

http://www.amazon.com/Lead-LUV-Different-Create-Success/dp/0137039743/ref=sr_1_5?s=books&ie=UTF8&qid=1417609677&sr=1-5&keywords=SOUTHWEST+AIRLINES

http://www.amazon.com/Road-Less-Traveled-Timeless-Traditional/dp/0743243153/ref=sr_1_1?s=books&ie=UTF8&qid=1417608914&sr=1-1&keywords=the+road+less+traveled+by+m+scott+peck



Moral Authority

(continued)

b) Creates a Culture of Accountability

What is it? \

Sets clear performance standards in line with the organization’s mission, and models behaviors
consistent with this; employees are a part of setting, achieving, and holding each other
accountable to standards of performance.

-

Questions to Ask Yourself

e What is my role in fostering accountability, not only for projects but for people?

e In what ways have | set clear and firm, but flexible boundaries and standards with my team?

e How have | involved my team in the process of developing performance standards that are in
line with VA’s mission?

e When | make a mistake, how do | honestly communicate this to my team?

¢ Dol usually behave in a moral way, even when no one is looking?

e Do | consistently inspire followership?

e Do | regularly take time for reflection?

Try This

e Engage your team in a discussion to develop reasonable, clear performance standards that
line up with your overall mission. Following the meeting, summarize the standards and
provide each team member with a copy.

e If individuals are not meeting the standards of the team, have a one-on-one discussion to
better understand why this is happening. Use this opportunity to clarify any questions and
concerns they may have and get feedback on how you can help them be more accountable,
such as having weekly check-ins to monitor progress on projects.

e With your team, listen to the story, the Psychology of Fraud: Why Good People do Bad Things.
Then, using this discussion guide, have a conversation about how to further enhance the
ethical culture of the team.

Learn More
Real Power: Stages of Personal Servant Leadership: A Journey into the Morality and
Power in Organizations66 Nature of Legitimate Power and Morale: A Business

\\ Greatness® Tale®’ /

VHA National Center for

SERVANT LEADERSHIP 33 NCOD

Organization Development




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_Participant_Guide_20130326.pdf

http://www.amazon.com/Real-Power-Stages-Personal-Organizations/dp/1879215462/ref=sr_1_1?s=books&ie=UTF8&qid=1417694727&sr=1-1&keywords=stages+of+personal+power+in+organizations

http://www.amazon.com/Real-Power-Stages-Personal-Organizations/dp/1879215462/ref=sr_1_1?s=books&ie=UTF8&qid=1417694727&sr=1-1&keywords=stages+of+personal+power+in+organizations

http://www.amazon.com/Servant-Leadership-Legitimate-Greatness-Anniversary/dp/0809105543/ref=sr_1_2?s=books&ie=UTF8&qid=1417696503&sr=1-2&keywords=Servant+Leadership%3A+A+Journey+into+the+Nature+of+Legitimate+Power+and+Greatness

http://www.amazon.com/Servant-Leadership-Legitimate-Greatness-Anniversary/dp/0809105543/ref=sr_1_2?s=books&ie=UTF8&qid=1417696503&sr=1-2&keywords=Servant+Leadership%3A+A+Journey+into+the+Nature+of+Legitimate+Power+and+Greatness

http://www.amazon.com/Servant-Leadership-Legitimate-Greatness-Anniversary/dp/0809105543/ref=sr_1_2?s=books&ie=UTF8&qid=1417696503&sr=1-2&keywords=Servant+Leadership%3A+A+Journey+into+the+Nature+of+Legitimate+Power+and+Greatness

http://www.amazon.com/Morality-Morale-Business-Kent-Keith/dp/B007ZVSBPI/ref=sr_1_1?s=books&ie=UTF8&qid=1417696965&sr=1-1&keywords=morality+and+morale%3A+a+business+tale

http://www.amazon.com/Morality-Morale-Business-Kent-Keith/dp/B007ZVSBPI/ref=sr_1_1?s=books&ie=UTF8&qid=1417696965&sr=1-1&keywords=morality+and+morale%3A+a+business+tale

http://www.amazon.com/Morality-Morale-Business-Kent-Keith/dp/B007ZVSBPI/ref=sr_1_1?s=books&ie=UTF8&qid=1417696965&sr=1-1&keywords=morality+and+morale%3A+a+business+tale
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Pillar 1: Person of Character

More — Same — Less

PURPOSE

The goal of this activity is to help individuals consider strengths and opportunities for improvement through
identification and discussion of things they need more of, the same of, and less of in order to be the best Servant Leader
possible. Specifically, this activity encourages individuals to exercise humility by identifying character strengths and
limitations within the context of Servant Leadership. It emphasizes the importance of the concepts found within Pillar 1:
Person of Character.

TIMING AND RESOURCE CONSIDERATIONS

Materials Needed: Pencil or pen and several post-it notes.
Total Time Required: 20 minutes
Group Size: Can be used with individuals or large groups.

ACTIVITY

Special Note:

A Person of Character is someone who demonstrates humility, maintains integrity and is considered ethical, trustworthy,
and credible by others. It is important to remember during this exercise that everyone has strengths and opportunities
for improvement in the context of Servant Leadership. Your ability to recognize and appreciate both of these aspects
will ensure that you will continue to grow as a Servant leader.

Instructions:

Write down on post-it notes all of the things you need “more of” to be the best Servant Leader. Each item listed should
be on a separate post-it note. Focus on things within your control and things that are specific. Next, record on separate
post-it notes all of the things you need the “same of” to be the best Servant Leader possible. These responses will likely
include things that are already happening. Finally, record things you need “less of” to be the best Servant Leader
possible. Examples might include ‘more’ flexibility when discussing change,” same’ amount of light-hearted humor, and
‘less’ cell phone use during meetings.

”n u

Next, designate three separate areas on the table, floor, or wall around you as “more”, “same”, and “less”. Place your
respective post-it notes in the correct area. Looking across items in each category, consider whether or not there are
any themes within the “more”, “same” and “less” sections. You are looking for any overlap among items. One example
might include two items under “more” that both capture appreciation for co-workers such as 1) more recognition of

others’ talents and 2) more attention to others’ needs.
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DISCUSSION

What did you learn about yourself in completing this activity? How can this information enhance your ability to be the
best possible Servant leader? How can you achieve more, the same, and less of the items identified? What will it take?
How will you know when you get there? What is one thing you can do this week related to achieving more, the same,
and/or less of the items identified? A Person of Character is someone who maintains integrity, demonstrates humility,
and engages in value driven behavior. In order to continue growing as a Servant Leader, it is important to continuously
take inventory of the things that are working well for you as well as the things that need a tweak or two.
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Pillar 2: Puts People First

Service: Self-Interview

How would you complete these stems?

a. Service is...

b. Service looks like...

Answer the following questions:

What sustains you to keep serving?

For you, what is the relationship between service and leadership?

How have your service and leadership affected others?

Is there ever conflict between being a good VA leader and a servant leader? If so, how do you reconcile it?
How can you be effective/create change within it?
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Pillar 2: Puts People First
How are vou?

PURPOSE

This activity encourages individuals to act in ways that support the well-being of others and put others’ needs before
his/her own within the context of Servant Leadership. It emphasizes the importance of the concepts found within Pillar
2: Puts People First.

TIMING AND RESOURCE CONSIDERATIONS

Materials Needed: Pencil or pen and one sheet of paper.
Total Time Required: 10 minutes
Group Size: Can be used with individuals or large groups.

ACTIVITY

Instructions:

Think about the last time you had a verbal exchange with someone as you passed him/her in the hallway.
What did you say? What did he/she say? It’s likely that it went something like this... “Hi, how are you?”
“Good, how are you?” This exercise will encourage you to think beyond this traditional greeting in order to
experience more meaningful exchanges with others, express more genuine care and concern for their well-
being, and ultimately, deepen your connections with the people around you. Take the next 5-10 minutes to
write down as many different greetings as possible.

Examples:  “Good morning Patti, did you do anything fun last night?”
“Hey Dan, what has been the best part of your day so far?”
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DISCUSSION

If possible, share individual answers with the group. Was the exercise easy or difficult? If it was difficult, why do you
think that was the case? If someone greeted you with one of these new prompts, how would you feel? Would you be
more likely to share details of your life and if so, what would that be like for you? Are there particular prompts that
would be more or less useful/appropriate for certain members of your workgroup? Someone who Puts People First
shows care and concern for others and puts others’ needs before his/her own. One of the easiest and most obvious
ways to demonstrate these characteristics is through our verbal interactions with one another so it is important to make
the most of those opportunities.

VHA National Center for

SERVANT LEADERSHIP 44 NCOD

Organization Development






Pillar 4: Compassionate Collaborator
The Chief Votes

PUPROSE

The goal of this activity is to help individuals consider the ways in which a service orientation can change to a power
orientation over time. Specifically, this activity encourages individuals to identify and differentiate service- vs. power
oriented behaviors. This activity is unique in that it emphasizes several important concepts of Servant Leadership
simultaneously including those found within Pillar 2: Puts People First, Pillar 4: Compassionate Collaborator, and Pillar 7:
Moral Authority.

TIMING AND RESOURCE CONSIDERATIONS

Materials Needed: Pencil or pen, paper, and computer access to view the following video clip:

http://www.youtube.com/watch?v=So4uCbwuldc

Total Time Required: 20-25 minutes
Group Size: Can be used with individuals or groups.

ACTIVITY

Special Note:

A Servant Leader is someone who views every player in the organization as an important part of the team and serves
them through teaching, nurturing, listening, and encouraging. A Servant-oriented mindset is best demonstrated by
service-oriented behaviors such as sharing power and control, creating a safe environment for honest discussions, and
putting others’ needs before your own. It is important to remember during this exercise that good intentions can
sometimes be overshadowed by external demands such as limited time and resources. The key to minimizing this risk is
establishing and maintaining self-awareness around your own thoughts, values, and behaviors. Your ability to be self-
aware will be an important skill as you continue to grow as a Servant Leader.

Instructions:

Click on the link listed under ‘Materials Needed’ or paste it into your internet browser. When the clip comes up, push
Pause. Throughout the clip, imagine that you are a member of the group. Be mindful of your own feelings and thoughts
regarding Nurse Ratched. When you are ready, please view the clip in its entirety.

When the clip has finished, take a moment to list your feelings regarding Nurse Ratched. For example, did she make you
feel warm and fuzzy, like a valued member of the unit, or bitter and rejected perhaps, like your opinion was not
important? Did your feelings change throughout the clip? If so, how? Once you have listed 2-3 feelings/emotions, ask
yourself what Nurse Ratched did, specifically, that made you feel that way and list those behaviors.
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Remember to consider both verbal (remarks, comments) and non-verbal (arms crossed, eye rolling) behaviors. If your
feelings were primarily negative, it is likely that the behaviors you listed are power oriented rather than service oriented.
Challenge yourself to identify a service oriented behavior to replace each power oriented behavior that you have listed.
Essentially, what would you have liked to see Nurse Ratched do differently?

DISCUSSION

Although Nurse Ratched may have assumed her position with good intentions to “help people,” her service orientation
has changed over time to a power orientation. It is important to understand that this change can happen to us all and
often without our noticing it. This activity was designed to give you some time to 1) experience what it is like to be led
by someone with a power orientation and 2) consider the evolution of your own leadership style. Take a moment to
look back at your list of Nurse Ratched’s power orientation behaviors and ask yourself when you lasted displayed them.
How can you use the experience and information you outlined today to replace your own power oriented behaviors with
service oriented behaviors? What is one thing you can do this week to display a service orientation? Remember that
Servant Leadership is not one particular technique, but rather, a way of life. It is important to be patient with yourself as
you continue to grow and challenge yourself as a Servant Leader. What may seem like a small behavioral change to you
may be enormously impactful to those around you.
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Pillar 5: Foresight
Mr. Miyagi

PURPOSE
This activity encourages individuals to think as a visionary, balancing the wants and needs of others as a way to promote

individual and organizational growth within the context of Servant Leadership. It emphasizes the importance of the
concepts found within Pillar 5: Foresight.

TIMING AND RESOURCE CONSIDERATIONS

Materials Needed: Pencil or pen.
Total Time Required: 15 minutes
Group Size: Can be used with individuals or large groups.

ACTIVITY

Instructions:
Take 2-3 minutes to read over the following excerpt from the popular movie, The Karate Kid. Then answer the
guestions below.

Daniel: When do | learn how to punch?

Miyagi: Better learn balance. Balance is key. Balance good, karate good. Everything good. Balance bad, better
pack up, go home. Understand?

1. What does this exchange represent to you?

2. Describe a similar exchange that you have experienced as supervisor, co-worker, parent, child, etc? Were you Daniel
or Miyagi? What did you take away from this exchange?

3. Think of your current work. What task(s) might reflect ‘karate’ and what is the ‘key’ to making everything good?
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DISCUSSION

Who are the Daniels and Miyagis in your life? How would your life be different without these individuals? As a servant
leader and a true visionary, it is important to be a teacher and a student at all times. Developing and sharing a
compelling long-term vision of your organization should involve input from all employees, especially as it connects to
their deepest values. To do this, you will likely find that you are often shifting between your best self as a Daniel and a

as Miyagi.
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Pillar 6: Systems Thinker
The Art of Withdrawal

The ability to reflect and reorient oneself, if only for a moment...To replenish...To sort out the more important from the
less important, and the important from the urgent, and attend to the more important...

Read the article, The Cost of Withdrawal. Now go take a 5 minute reflection break. (Please, no computer, Blackberry,

phone, reading, writing or talking.)

Answer the following question when you come back from your reflection break.

How can | encourage creativity and innovation in my organization?

To help find more time for purposeful withdrawal. Consider making a “Stop Doing” list.

Task / Activity

Benefits of Stopping

Risks of Stopping
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Pillar 7: Moral Authority

Influence

PURPOSE

This introductory activity encourages individuals to think about power, influence, meaning, and impact within the
context of Servant Leadership.

TIMING AND RESOURCE CONSIDERATIONS

Materials Needed: Paper, pencil.
Total Time Required: 15 minutes
Group Size: Can be used with individuals or large groups.

ACTIVITY

Instructions:
Part A: Take 2-3 minutes to answer the three questions below.

1. Name the 5 people with the most money in the United States.

U b WN -
—_— = —= —

2. Name the last 5 Super Bowl winners.

U b WN -
—_— = —= —

3. Name the last 5 lead actress Oscar winners.
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)
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Part B: Take 2-3 minutes to answer the three questions below.

4. List two influential teachers you’ve had.
1)
2)

5. Name three friends who have helped you during a difficult time in your life.
1)
2)
3)

6. Name three people who are important to you.
1)
2)
3)

DISCUSSION

Which set of questions was more difficult to answer? Why do you think that they were tougher? The people who have
the biggest influence on you and your life are not the ones with the most money, the most wins, or the most awards.
They are the ones who make you feel special, heard, seen, valued, respected, and validated. They are people who stand
for something and demonstrate values that are important to them. You will make more of a difference in other people’s
lives if you develop your character, your core set of values, and work to practice them every day.
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Pillar 7: Moral Authority

Power vs. Service

PURPOSE

This introductory activity encourages individuals to think about power and service the context of leadership.

TIMING AND RESOURCE CONSIDERATIONS

Materials Needed: Paper, pencil.
Total Time Required: 15 minutes
Group Size: Can be used with individuals or large groups.

ACTIVITY

Instructions: In each column, list any words that come to mind that describe characteristics of the model.

“It starts with the desire to serve” (Greenleaf, 1970).
Power corrupts: absolute power corrupts absolutely. Realistically, someone will always be in power. Servant
Leaders use power as a shared dynamic. They exercise power on behalf of, not over, others.

Power Model Service Model

Adapted from a toolkit activity created by Dr. Kent Keith
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PERSONAL REFLECTION AND PLANNING

Instructions: Reflect on the lists you have created and answer the questions below.

Are any words the same for both columns? If so, why do you think that is?

What are the differences you notice when looking at the two columns?

Which leadership model have you used most often? Why?

Reflecting on the similarities and differences between the Power and Service Models of Leadership, of what
do you want to be aware in your own leadership practices? What are 1 — 3 things you can DO differently?
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Pillar 7: Moral Authority
How Would Life Be More Difficult?

PURPOSE

This activity encourages individuals to recognize the value of every player in their organization and, as such, appreciate
the benefits of shared power and control within the context of Servant Leadership. It emphasizes the importance of the
concepts found within Pillar 7: Moral Authority. Leaders with high Moral Authority are skilled at delegation and
collaboration because they understand the benefits of working with others.

TIMING AND RESOURCE CONSIDERATIONS

Materials Needed: Pencil or pen and one sheet of paper.
Total Time Required: 15 minutes
Group Size: Can be used with individuals or large groups.

ACTIVITY

Instructions:

Take the next 5 minutes to write down as many individuals in your workgroup as possible under the ‘Name’
column. When you have finished, take the next 5 minutes to write down how life at work would be more
difficult if that person were no longer part of the group. Think beyond specific work roles/responsibilities to
consider everything that each person brings to the table including things like organization, humor, friendship,
etc.

Name How would life be more difficult?
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DISCUSSION

What was this exercise like for you? How often do you consider the value of the individuals in your workgroup? When
is the last time you expressed gratitude or showed appreciation to someone for all of the things they bring to the table?
How might you go about expressing gratitude or showing appreciation? Someone with Moral Authority recognizes the
value of sharing power and control and views every player in the organization as an important part of the team. One of
the best ways to ensure that everyone on the team feels important is to communicate gratitude and appreciation as
these actions encourage team members to embrace their roles and responsibilities and continue performing at the
highest possible level.
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Advancing Ethics Consultation Quality:

Focusing on Four Key Elements of the Ethics Consultation Record

NCEHC is rolling out a new ethics consultation quality
improvement project that will provide a method of as-
sessing the quality of ethics consultation based on the
consultation record. This new tool joins other strategies
aimed at improving ethics consultation quality. These in-
clude: CASES, a step-by-step approach to ethics consulta-
tion quality; ECWeb, a quality improvement tool for ethics
consultation; the Ethics Consultation Proficiency Assess-
ment Tool; and the Ethics Consultation Service Proficiency
Assessment Tool. IntegratedEthics® in Action spoke with
Chief of Ethics Evaluation Robert Pearlman, MD, MPH, to
find out more about this new project to improve ethics
consultations.

IEIA: Why have you undertaken this ethics consultation
quality approach?

Dr. Pearlman: NCEHC and ethics professionals across the
country have introduced process standards to promote
ethics consultation quality. We established standards

for the skills and knowledge that individual consultants
should possess, and set similar expectations for the con-
sult service as a whole. But no one has yet established a
way to measure the written product — the consult itself
as it is reflected in the consult record. We undertook

this process to build a shared understanding in the field
around what those quality standards should be and how
to evaluate them. Ultimately, if we can assess the quality
of the written consult record, we hope to use methods of
continuous quality improvement to strengthen this im-
portant function in VA.

IEIA: In the materials you released to the field in April 2015,
you focused on assessing four key elements of the ethics
consultation record. What are those elements and why focus
on them?

Dr. Pearlman: We developed and tested this approach

in an iterative process with internal and external ex-

perts in ethics consultation. Through that process, four

key elements were identified as essential to achieve a
quality ethics consultation. They are (1) the ethics ques-
tion, which focuses the consultation response; (2) the
consultation-specific information that informs the ethical
analysis; (3) the ethical analysis, which provides justifica-
tion for the conclusions and/or recommendations and;
(4) the conclusions and recommendations that promote
ethical practice.

IEIA: How does this help to enhance ethics consultation
quality?

Dr. Pearlman: Eventually, the plan is to have a rating

tool and review method to assess the quality of ethics
consultation records. For the moment, we are using these
key elements to coach and train ethics consultants, to
help them understand and adopt these standards in their
work. We think such coaching and education will reduce
the widely divergent documentation and quality we see
today.

IEIA: Why is it important to create consistency and improve
quality?

Dr. Pearlman: NCEHC wants to ensure ethically ap-
propriate outcomes for all Veterans seeking care in VA.
Since 2008, 14,500 ethics consultation records have been
documented in ECWeb, and nearly 12,000 — 82 percent
— pertained to an active patient case. Often, these are
difficult situations involving end-of-life care, or who gets
to make decisions on behalf of a patient when they can't.
More than 80 percent of the time, the recommendations
made in an ethics consultation are followed, indicating
that this work has a broad scope and significant impact
on patient care. It is important that we get this right.

IEIA: How can readers find out more about these standards?
Dr. Pearlman: Information and tools are posted on our
intranet site at http://vaww.ethics.va.gov/activities/ecg.asp.
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VA Celebrates Compliance and Ethics Week 2015

National Compliance and Ethics Week (C&E Week) was observed at VA facilities around the country during the week of
April 29. Below are some highlights from a great week.

The Wilmington [DE] VAMC staged a campus-wide compliance and ethics word
search. The winner received a prime parking space for 60 calendar days. C&E Week
' also included random reviews of “elevator etiquette.” All staff, Veterans, and visitors
showing elevator etiquette were presented with an Integrity Award card.

Left, Wilmington IE and CBI Officer Toni Wilson presents Surgical Resident Dave St.
. Michelle with an Integrity Award for elevator etiquette.

The West Palm Beach [FL] VAMC adapted the “Who Wants
to Be a Compliance Millionaire” game for its local facility. The
CBIO and ethics officer worked with privacy, information se-
curity, EEO, regional counsel, labor management and AFGE
to include topics from each of these services, which gener-

ated stimulating discussions. The games were held during a e |
lunch-and-learn, and also at evening sessions for those staff & L
on off-hour tours. Staff described the events as “fun and edu- %
cational,"“informative” and “uplifting.”

P

Right, West Palm Beach C&E Week team. Front Row: Daphnee
Desire, privacy assistant; Cynthia Boston-Thompson, HIMS and
AFGE representative; Ogochukwu Ekwuabu, regional counsel; . :
Johnetta Kelly, compliance and EEO assistant; and Sandra Walker,assistant chief of human resources. Back Row: Tomas Roman
Candelario, human resource specialist; Norman B. Williams, EEO manager; Joseph Fourcade, information security officer; Chaplain
Anthony Beazley, ethics officer; Mary Beth Hudak, privacy officer; Haresh Patel, MD, deputy chief of staff; and Paul Aloise, CBIO.

The Minneapolis [MN] VAHCS used C&E Week 2015 to facilitate
staff meetings, stage presentations on interesting topics and pro-
mote compliance and ethics programs and | CARE values. A facility- - ‘
wide book club featured Being Mortal by Atul Gawande. Dr. Melissa g2 e e ok 2015
West and Dr. Kristopher Hartwig led a discussion and overview of ‘ ‘ ~
the book. A compliance and ethics Jeopardy game was a hit with
both staff and Veterans.

Right, simulating the game is Barb Larsen (left), Minneapolis ethics
committee member; seated, participants Dr. Melissa West (center) and
Compliance and IE Co-chair Patrick Kelly, medical center director
(right). Photograph: April Eilers.

The ethics and compliance staff at James A. Haley Veterans Hospital (Tampa, FL) held two contests to generate ex-
citement and creative thinking about compliance and ethics. The first, held before the week began, tasked employees
with writing an essay or poem about what excellence and integrity meant to them. For the second contest, which took
place during the facility’s ethics fair, services competed against each other to produce posters on the topics of organi-
zational integrity, business compliance, or ethics quality in providing the best services and care to Veterans. Winners
of both contests were recognized at the ethics fair. Later in the week, all participants in the essay contest were recog-
nized by the facility director.

(Continued onpage 3 IntegratedEthics
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Compliance and Ethics Week 2015 Highlights

(Continued from page 2)

The Syracuse [NY] VAMC published a series of educational quick tips
titled, “Do You Know..." to highlight C&E Week’s theme of “Excellence
and Integrity. Tips included examples of situations that may present
an ethical or compliance concern and the various reporting avenues
suitable for responding to the inquiry. Facility leadership reminded
staff of the availability of the ethics consultation (EC) service — a
multi-disciplinary team to help address health care ethics issues —
as well as the existence of the facility’s EC hotline.

. Left, Syracuse executive leadership promoting the EC service and hot-
line: Associate Medical Center Director Dr. Judy Hayman, PhD (left)

' and Medical Center Director James Cody, FACHE. Photo: Susan George,
medical media specialist.

The Wilkes-Barre [PA] VAMC Compliance and IE commit-
tees co-sponsored a table with informational pamphlets,
displays, and an ethics/compliance wheel to encourage
interactions with staff and Veterans. Depending on the slot
that the wheel stopped on, compliance and ethics staff an-
swered questions and provided education to each player.
C&E Week culminated with an appreciation day where staff
were acknowledged for their continual work in maintain-
ing compliance and an ethical work environment, both of
which are vital to VA core values.

Right, (left to right) Linda Zaneski, RN, nurse recruiter, ethics
consultant; James Hummel, health system specialist-system re-
design, preventive ethics coordinator; Marianne Telincho, lead
medical technologist, preventive ethics workgroup member; and
Gina Warnagiris, research compliance office, compliance committee member.

The Greater Los Angeles [CA] VAHCS produced a multifac-
eted awareness campaign for this year's C&E Week. About one
thousand pieces of informational literature were distributed,
raising awareness about the availability of ethics consultation
services for both employees and Veterans. Los Angeles PE and
EC team members answered questions and offered brochures
and information at a display table, speaking with over 250
Veterans and care providers. Compliance and ethics represen-
tatives took C&E Week outside the main facility, bringing the
“Who Wants to Be a Compliance Millionaire?” game and other
presentations to staff at the ambulatory care center and out-
patient clinics in the northern Los Angeles area.

(From left to right) A Veteran speaks with Carolyn Conti, PhD (community member), and Elissa Brown, RN (community mem-
ber), about Physician Orders for Life-Sustaining Treatment, while Tracey Tajima, DDS (preventive ethics coordinator), and Ar-
thur Culpepper, PhD, FACHE (chief compliance officer/IE program officer) reemphasize the availability of an ethics consulta-

tion if the Veteran has further questions about the order.
IntegratedEkthics
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“Advances in Clinical Ethics”

Ethics symposium for staff of VISN 17

VISN 17 held its annual Ethics Symposium at VA North Texas
Health Care system on May 14, 2015, organized by EC Coor-
dinator Padmashri Rastogi, MD, along with PE Coordinator
Sherrhonda Gayle. Many ethics consultants volunteered to
be part of the symposium. The main focus was to address
the issue of psychological safety, an important concern

of employees. Dr. Pushpi Chaudhary gave an engaging
presentation about ways to achieve balance in providing
critique or concern without fear of retaliation. As part of
leadership support for the effort, VISN 17 Deputy Network
Director Mark Doskocil provided the opening remarks.

Other topics addressed were professionalism in patient
care, ethical issues at the end of life, ethics and social media,
ethical issues in management of chronic pain, and privacy.

Dr. Giuliano Testa, a well-known liver transplant surgeon
and ethicist from Baylor University Medical Center, gave the
keynote address on the ethics of organ transplants. The day
finished with a Q&A and post-symposium evaluations.

Seventy-nine staff members attended the symposium in
person, 45 attended via VTEL from South Texas, and there
was also good attendance in Central Texas. Staff feedback
from the symposium was positive, with participants call-
ing it “very successful” and “informative and . . . nicely
presented.”

VISN and facility leaders were pleased with the presen-
tations and attendance, as well as the IntegratedEthics
work performed during ethics and compliance week.

Ethics Symposium for Veterans

Five years ago, at North Texas HCS, Dr. Padmashri Rastogi founded a

Ethics Symposium for Veterans

NORTH TEXAS

Dallas VA Medical Center

symposium for Veterans during Compliance and Ethics week. This year’s
half-day symposium focused on enhancing Veteran-centered care. Three
panels of experts addressed questions regarding improving communi-
cation, hassle-free chronic pain care and end-of-life issues.

The Veterans Symposium is a venue to provide information specific to
Veterans, listen to their ethical concerns and give them clarification
about the dilemmas they face. Dr. Rastogi described it as “an effort to
reach out to our Veterans and let them know that we care.” Ethics con-
sultation brochures were available containing the how, why, who and
when of ethics consultation.

During the symposium, the panelists answered 38 written questions
as well as fielding in-person questions from over 200 participants. “The
overwhelming response and involvement of Veterans in this format
compels us to continue this format next year as well,” said Dr. Rastogi.

4500 S. Lancaster Rd. Dallas 75216
Thursday, April 30, 2015 at 8:30 a.m. - 12 p.m.
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Refreshments and coffee will be served

Dr. Cynthia Geppert Wins 2014 William A. Nelson
Award for Excellence in Health Care Ethics

Dr. Cynthia Geppert, chief, consultation-liaison psychiatry
and chief, ethics consultation at the New Mexico VA Health
Care System, was awarded the 2014 William A. Nelson
Award for Health Care Ethics. Andrew Welch, medical cen-
ter director, New Mexico VAHCS and Dr. James Goff, acting
chief of staff, presented the award on March 25.

“You truly have made a difference in the field of health
care ethics — and through your work, in the lives of the

Veterans we serve,” said Mr. Welch. “Your career demon-
strates an untiring dedication to ethics in health care”
Dr. Goff added, “This is a sentinel career achievement for
Cindy. There is no higher honor one can receive than this
award in VHA for health care ethics.”

(Continued on page 5)
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Dr. Cynthia Geppert Wins 2014
William A. Nelson Award

(Continued from page 4)

“We are very proud of her achievements and contribu-
tions,” said Dr. Goff.

Since joining the New Mexico VAHCS in 2003, Dr. Gep-
pert has been a tireless champion of ethics at her facility
and throughout VISN 18, successfully developing and
implementing many new ethics activities and programs.
She promoted ethics as chief ethics consultant, facility
IntegratedEthics program officer, chair of the VISN 18
Ethics Consultation Operational Team, and recently, act-
ing chief of ethics consultation for VA's National Center
for Ethics in Health Care. She is an academically- and
fellowship-trained ethicist who holds a doctoral degree in
clinical ethics consultation. She is also an author, teacher
and researcher in the fields of medical ethics, addiction
and pain management. Dr. Geppert has received many
professional awards, including the Secretary’s “Hands and
Heart Award” for “providing exceptional, compassionate,
sustained care to America’s Veterans.”

“Winning the Nelson award is an incredible honor," noted
Dr. Geppert.“The VA is truly the greatest place in the
world to be a clinical ethicist, and | am grateful for the ex-
ceptional training and opportunities the VA has given me
as an ethics consultant.”

The annual Nelson Award was established in 2005 to rec-
ognize VHA employees whose careers exhibit the highest
standards of excellence, dedication and accomplishment
in the field of health care ethics. The award honors Chap-
lain William A. Nelson, MDiv, PhD, who worked for 30 years
to promote ethical health care practice throughout VHA.

For further information, visit http://www.ethics.va.gov/
activities/Nelson.asp, or contact Steven Spickler at 202-

461-4102 or steven.spickler@va.gov.

Dr. Geppert (center) receives the 2014 Nelson Award from
Andrew Welch (left), medical center director, New Mexico
VAHCS, and Dr. James Goff (right), acting chief of staff.

Around IntegratedEthics . ..

ANNOUNCEMENTS

ISSUES Pocket Card Updated

The 2015 update of the ISSUES pocket card is now avail-
able. This card describes the ISSUES approach — a prac-
tical, systematic process for addressing ethics quality
gaps that arise in health care institutions.

The card can be downloaded from http://www.ethics.
va.gov/docs/integratedethics/issues pocket card fi-
nal 20150602.pdf or http://vaww.ethics.va.gov/

Servant Leadership Development Guide
includes IE Ethical Leadership Materials

The National Center for Organization Development has
updated the VA Servant Leadership Development Guide for
2015. Included in Pillar #1, Person of Character, and Pillar #7,
Moral Authority, are links to IE Ethical Leadership tools, which
enhance the connections between VA Servant Leadership
training and IntegratedEthics tools. The guide is available at
http://organizationalhealth.vssc.med.va.gov/Pages/Servant-

ETHICS/docs/integratedethics/issues pocket card fi-

Leadership.aspx.

nal 20150602.pdf.
National Center for

ETHICS

in Health Care

Developed by the IntegratedEthics team at the National Center for Ethics in Health Care, IntegratedEthics in
Action is published on the IE website vaww.ethics.va.gov/integratedethics/IEaction.asp, listserv, and via

other IE venues. Its purpose is to rapidly disseminate promising practices and feature emerging IE champions

to help facilities and VISNs in implementing IE. We welcome your comments and suggestions for topics to
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