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IntegratedEthics™
Improvement Forum Call
Mentoring New Ethics Consultants
November 24, 2014

Slide 1 - Welcome to Ethics Consultation Coordinators
This is Marilyn Mitchell.  I am the IE Manager for Ethics Consultation at the National Center for Ethics in Health Care and I will be moderating today’s IE Ethics Consultation Improvement Forum call.  Thank you for joining us today.  Our topic today is: Mentoring New Ethics Consultants.

If you did not receive a reminder email for this EC Improvement Forum call, it is possible you are not signed up for the IE listserv.  You can do so easily by going to the National Center’s website and under the Integrated Ethics portion of the website you will find it.  The link will be available in the minutes:  
http://vaww.ethics.va.gov/integratedethics/regindex.asp
The call schedule and summary notes are posted on the IntegratedEthics website at: http://vaww.ethics.va.gov/integratedethics/TA.asp
Before I continue I want to mention that other staff from the Ethics Center typically join the call and you may be hearing from them.  
Presentation shown on the call: 



Slide 2 - This meeting is a multimedia presentation requiring both audio and visual access. 	
· Audio will be available through VANTS: 800-767-1750 Access: 89506# and Online Meeting
· Visuals will be accessed through the Lync online meeting: 
Join online meeting
Please call the usual VANTS line AND join the Lync online meeting. 
If you are having technical difficulties, please contact your local IT department to assist you.
Ground Rules – 
I need to briefly review the overall ground rules for these calls:
· PLEASE do not put the call on hold. 
· We ask that when you speak, you please begin by telling us your name, location and title so we can continue to get to know each other better.  
· As you may know the Ethics Center does not audiotape these calls; instead, we provide minutes.  In the field some VHA facilities are audiotaping the calls to make it possible for their colleagues to hear the full text of the discussion.  As a result, this is not the venue for reporting violations, talking about individual case information, or disclosing identifiable patient information.  
Slide 3 – Announcements – 
New Virtual EC BtB dates – The NCEHC is pleased to announce three additional dates for the virtual EC Beyond the Basics Module 2: Formulating the Ethics Question.  We will be hosting it on December 15, 2014 from 11:00 am – 1:00 pm EST, January 21, 2015 from 11:30 am – 1:30 pm EST and on February 24, 2-15 from 11:00 am – 1:00 pm EST.  As you may recall, we are encouraging all ethics consultants to complete Module 2 during this fiscal year as one of the Program Achievement Metrics.  Since we have over 1000 ethics consultants nationwide, it’s unrealistic to expect them all to be able to attend one of the virtual trainings.  We are suggesting the virtual module be used as the basis as a train the trainer idea.  All of the materials for the entire EC Beyond the Basics course, including Module 2, are available on the Ethics Consultation website. Those materials include the faculty guide, the presentation slides, and the participant workbook.  Another way to do the training might be on the VISN level.  Please contact your VISN POC to see if a Module 2 training could be done on a VISN level.  If one is scheduled, do your best to encourage your ethics consultants to attend.
Slide 4 – Virtual EC Beyond the Basics Module 1 – Managing Common Misconceptions about the Role of an Ethics Consultant
The NCEHC will be hosting Module 1 on December 2, 2014 from 12:30 pm – 2:30 pm EST.  There is still room to enroll, so please go to TMS to register.
I’d like to say just a few things about these virtual trainings.  We’ve had many requests to attend these trainings and many people that at the last minute are not able to actually attend.  Please be considerate of others that may be closed out of an offering and do let us know if you will not be attending as soon as possible.  We can occasionally take people off a wait list and create more opportunity for others to participate.
Slide 5 - The NCEHC is looking for a few Ethics Consultants that are interested in the opportunity to be a part of the development team on two EC Beyond the Basics modules in progress. We have just begun to work on making modules 3 and 6 into virtual presentations.  We are also hoping they will potentially play a role as faculty for virtual EC Beyond the Basics sessions in the future.  Please contact me for more details if you’re interested.
Slide 6 - The new PAO guide- 
NCEHC is pleased to announce the publication of Promoting and Distributing Stories about Ethics in VA: Suggestions on how to work with your local Public Affairs Officer. This “how-to” guide is designed to help IE staff at VISNS and facilities to work collaboratively with their local Public Affairs Officers to promote IE.   It highlights the importance of health care ethics among VHA employees, Veterans, and the general public. It was reviewed by both IE staff and PAOs as it was being prepared. The guide contains suggestions on how to help your PAO become familiar with IE and, eventually, to become an IE champion. It also includes links to template articles about IE, Ethics Consultation, Preventive Ethics, and Ethical Leadership that can be adapted for local use. You can find a link to these materials on the NCEHC intranet home page under the “News” heading. The link to the guide is below.
http://vaww.ethics.va.gov/ETHICS/docs/integratedethics/working_with_pao_to_promote_ethics_at_facilities_and_visns_102414.pdf

Slide 7 - Quarterly reminders to add your consults to ECWeb –
As a way to encourage everyone to enter consults into ECWeb in a timely way, I will be sending a reminder to all ECCs to enter consults two weeks prior to the end of the quarter.  As per the VHA Handbook 1004.06: 
(1) Ethics consultation records must be initiated in ECWeb as soon as possible and no later than 7 days after receiving an ethics consultation request. 
(2) All ethics consultation progress notes that have been entered into a patient’s health record must also be entered, in their entirety, into ECWeb within 7 days of the signature date of the health record note. 
(3) All other activities related to an ethics consult must be documented in ECWeb as soon as possible and no later than 7 days after a final consultation response is provided to the requester.
My goal is prevent the last minute rush I noticed to enter consults into ECWeb prior to the end of the year.  We had over 300 consults added to ECWeb during the last week of FY14.  By sending out quarterly reminders, I also hope to assist facilities in meeting the goal of having four completed ethics consults in ECWeb for every facility in FY15.  In FY14, we had 41 facilities that did not have four completed case consults and 19 facilities that didn’t have four case and non-case consults in ECWeb.  Some facilities had many more than four consults entered, though not completed. If you’re having difficulty meeting this goal, it would be ideal if we had a conversation to explore ways to promote your service or to engage your ethics consultants in sharing the responsibility for documenting in ECWeb.  Please always feel free to contact me.
Slide 8 – Focus Topic – Mentoring New Ethics Consultants
I’d like to begin with a quote: The mediocre teacher tells. The good teacher explains. The superior teacher demonstrates. The great teacher inspires. - William Arthur Ward
Let’s be clear, you do not have supervisory authority over the ethics consultants on your service but you have something much more powerful than authority.  You have influence.  Never underestimate your power to influence others.  It is through inspiring others that you are most able to gain their involvement, their respect and their cooperation.
I’d like to note, this call does not contain the same content as the VA’s Mentor & Coach Certification Program.  If you are interested in that program – the link for it will be included in the summary.
http://vaww.succession.va.gov/Employee_Development/MC/default.aspx
Slide 9 – Poll Questions
Poll Question: How many of you have new ethics consultants on your service for FY15?  Almost everyone on the call had new ethics consultants on their service, many had more than one new consultant.
Poll Question: Do you have experience mentoring someone professionally?  More than half of the respondents had many experiences mentoring others professionally.
For discussion – What do you think makes a good mentor?  Here are some qualities of a good mentor mentioned by the field:
· Being a good listener
· A willingness to share expertise and skills
· Enthusiasm
· A safe environment for someone to learn; not judging the statements of the mentee
· Wanting mentees to develop beyond your own skills
· Giving them an opportunity to test their own wings
· Aiding with creation of a plan to attain skills wanted and needed
· Confidentiality to develop trust
· Giving honest feedback & evaluation
· And confidence in the mentee's own knowledge and abilities
· A mentor who had a good knowledge base and could provide guidance
· A mentor who is respectful and appreciative of my journey
· One of the challenges that is also critical for mentors/mentees is ensuring that appropriate boundaries are maintained in that relationship
· I think a good mentor is brutally honest. My most helpful mentor did not offer fluffy or gratuitous comments. Constructive, honest criticism has been most useful for me.
Slide 10 – Traits of a Good Mentor
Willing to share skills, knowledge, and expertise.
A good mentor is willing to teach what he/she knows. A good mentor accepts the mentee where they currently are in their professional development and has the goal of taking them to the next level. Good mentors can remember what it was like just starting out in the field. The mentor recognizes the importance of the mentoring relationship.  Demonstrates a positive attitude and is a positive role model.
A good mentor exhibits the personal attributes it takes to be successful in the field. For ethics consultation, some of the attributes, as enumerated by the ASBH publication, Core Competencies for Healthcare Ethics Consultation, include patience, tolerance, compassion, honesty, self-awareness, courage, prudence, humility, leadership and integrity. By role modelling these attributes the mentor shows that they have what it takes to be a leader and a teacher. By demonstrating these attributes, the mentee demonstrates they have what it takes to be successful in the field.  
Demonstrates a personal interest in the mentoring relationship.
Excellent communication and interpersonal skills are required to be a good mentor. A good mentor is committed to helping their mentees find success and reward in their contributions to the service. Overall good mentoring requires empowering the mentee to develop their own strengths, knowledge, and skills and give these back to the service.
Exhibits enthusiasm for the field.
A mentor who does not exhibit enthusiasm about his/her job will ultimately not make a good mentor. Enthusiasm is contagious and new ethics consultants want to feel as if their role has meaning and the potential to improve the lives of those they serve.  Enthusiasm motivates others to become involved.  It comes back to the idea of inspiring others through your attitude.
Slide 11 - Values ongoing learning and growth in the field.
Mentors are in a position to illustrate how the field is growing and changing and that even after many years there are still new things to learn even from the newest mentee! Anyone that feels stagnant in their current position will not make a good mentor. When starting out in a new career, people want to feel that the time and energy they spend in their role. Good mentors are committed to lifelong ethics education and are open to learning new ways of doing ethics consults. They regularly read professional journals and may even contribute to ethics scholarship in areas where they have developed some expertise. Good mentors are excited to share their knowledge with new people entering the field and take their role seriously in teaching their knowledge to others. They may choose to teach or attend courses to further develop their knowledge and skills. Good mentors enjoy taking workshops and attending professional conferences provided through their membership in professional associations such as ASBH.  My mentor, Dr. Gass in San Diego, went to many of the ethics conferences at UCSD, where I met him originally.  He inspired me to learn more about the VA and the IntegratedEthics program.
Provides guidance and constructive feedback. One of the key responsibilities of a good mentor is to provide guidance and constructive feedback to their mentee. Mentees greatest progress comes when the mentor wisely and compassionately identifies the mentees current strengths and areas for growth all with the aim of making them the best ethics consultants they can be. A good mentor understands that all mentees learn differently and is able to individualize their teaching style. A good mentor will also provide the mentee with challenges that will foster professional development and a feeling of accomplishment in learning the field, yet not overwhelm them with tasks beyond their competence.  One way to provide challenges for those you mentor is to ask them to do some research on an ethics topic and then share their findings with the ECS.
In terms of providing constructive feedback, a good mentor will always ask for permission to give feedback before doing so. Giving unwelcome feedback can be detrimental to any mentoring relationship. Instead, explain what you'd like to talk about first and highlight the benefits of doing the conversation. Be attentive to the mentees reactions and patient with their responses.  Do not offer “dirt-filled Oreos”.  What is a “dirt-filled Oreo”?  It’s a compliment followed by a criticism followed up with a compliment.  For example, “You’re such a kind person, even if you’re rather disorganized, I know you mean well and everyone loves you.”  That is a dirt filled Oreo.  It sounds like it should be sweet but it leaves people feeling like they’ve been given a rock rather than a cookie.
One method of feedback that has been shown to lead to positive change is to follow this pattern.   First ask if it’s a good time to talk.  Do not deliver any criticism in public.  Next, come straight to the point beginning with an observation without commentary about the behaviour you feel needs to change.  “I noticed when the family member began to cry, you didn’t hand her the box of tissues; she had to ask you for them.”  Follow it with the behaviour you expect along with a positive statement about the mentee because the end of the paragraph will make a lasting impression.  “I’m sure in the future you’ll be attuned to the needs of family members and hand them tissue at the first sign of tears since I know you are focused on delivering compassionate care.”  Starting off with the comment that is basically an observation, and then leaving the person with the positive comment that is specific to them makes it easier to listen to the change you’ve just requested in their behaviour.  They are more likely to recognize your intention is to promote their personal growth and professional success.
Respected by colleagues and employees in all levels of the organization.
If the mentee admires their mentor, the mentor needs to see it as a positive sign. Mentees generally want to emulate someone who is well respected by colleagues and whose contribution in the field is appreciated.  Good mentors help mentees navigate the politics of an organization and will provide support in difficult institutional situations.
Sets and meets ongoing personal and professional goals.
A good mentor continually sets a good example through acting with integrity: that is personally behaving in accordance with their professional goals and overall personal values.  
Values the opinions and initiatives of others.
Mentors must listen carefully to the mentee to understand their challenges.  Listening well is one of the most important skills for an ethics consultant and certainly when mentoring an ethics consultant, you’ll want to model the behaviour.  A mentor who values others is also someone who works well in a team environment and is willing to share his/her time, energy and success.  
Slide 12 – One Page Tool for New Ethics Consultants
Please welcome new ethics consultants to your service by being clear about the expectations.  Having a one page tool that you can send them will help them quickly to understand what they need to know.  Do involve their supervisor or manager by letting them know the expectations, too, and suggesting their performance plan reflect their ECS involvement.  This one page tool is available on the VISN & Facility SharePoint site on the left hand side under the Ethics Consultation Information link. http://vaww.infoshare.va.gov/sites/IntegratedEthics/Ethics%20Consultation%20Information/New%20Ethics%20Consultant's%20Guide.doc.docx

Slide 13 - Now I’d like to open it up for comments and questions.  Please do not hesitate to speak up.
Q: Would anyone be willing to share their PD for the VISN Senior Lead for Integrated Ethics? Will these ethics positions ever be full-time or will they always be collateral positions?
A: We will be having a VISN POC meeting soon and we can find out if there is a position description being used.  The best guidance for the description of the VISN Senior Lead is in the VHA Handbook 1004.06. http://vaww.va.gov/vhapublications/ViewPublication.asp?pub_ID=2932
The NCEHC has been working on supporting more resources for all of the IE roles, and whether they will always be collateral is unknown. We continue to work for specific resources and to have these roles written into people’s performance plans.
Q: It can be frustrating when the ECC has great responsibility but little authority. How can we manage the situation where you ask folks to participate in a consultation (e.g., write part of a report) and they have good intentions but don't seem to be able to make the time or it takes them a LONG time--too long for demands of the consult.
A: It can certainly be difficult to drive practice when you have no direct supervisory authority over your ethics consultants. Part of the structure of the IE program is to have the IE council provide the ECC with authority. The ECC can work with the IE Council and the facility leadership that is directing the IE Council to talk with the consultant’s supervisor and impress upon that supervisor the importance of the EC work. You also do have influence as a team leader to understand what additional supports or steps might be needed to achieve the outcome and to work with the IE council to achieve those supports.

Q: What is the name of that national directive?
A: It’s the VHA Handbook 1004.06. http://www.va.gov/vhapublications/ViewPublication.asp?pub_ID=2932

Q: Why is ethics involved with ebola planning?  
A: There are a number of ethical considerations with respect to ebola, such as resource allocation, the duty to care – even when there is some potential risk to the healthcare team, questions regarding resuscitation and limiting treatments, and what steps can be taken to limit the spread of the disease while minimizing restrictions on individual liberties.  The link to the NCEHC response is below.
http://vaww.ethics.va.gov/Policy/ebola_response.asp

Thank you everyone for those questions & comments.  We will have a summary of the call up on the website in a short while for you to review as needed.
Slide 14 - The next EC Improvement Forum call on 12/1/14 will be for all IE Field Staff on Ethics Interest Groups: National Collaborative Support for the EL1 IE Program Metric.  On 12/8/14 the topic is Ethical Leadership and culture featuring a conversation with Jeffrey Gering, Medical Center Director & Acting VISN 22 Network Director.  Again, all IE Field Staff are invited to attend. The NCEHC is pleased to announce that on 12/15/14 the topic is Ebola Ethics Planning & Response, which is also for all IE Field Staff.
Lastly, for planning purposes, we’d like you to know there will be an Orientation Call for new IE Field Staff on January 12, 2015 at noon.  The ECC specific Orientation will be on January 26, 2015.  Please be sure to encourage all new IE Field Staff to attend both of those calls.  The January 26th one will have a special session for PECs and IEPOs, too.

Please remember, that like the rest of my New York colleagues, my door, my email, Marilyn.Mitchell@va.gov  and my phone (212-951-5477) are always open to hear from you.
Take care – and thank you for everything you do to deliver excellent care to our Veterans.
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Joining This Meeting

This meeting is a multimedia presentation requiring both audio and visual access. 	 

Audio will be available through VANTS: 800-767-1750 Access: 89506# and Online Meeting 

Visuals will be accessed through the Lync online meeting: 

		Join online meeting 

Please call the usual VANTS line AND join the Lync online meeting.  

If you are having technical difficulties, please contact your local IT department to assist you.
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I need to briefly review the overall ground rules for these calls:

PLEASE do not put the call on hold. 

We ask that when you speak, you please begin by telling us your name, location and title so we can continue to get to know each other better.  

As you may know the Ethics Center does not audiotape these calls; instead, we provide minutes.  In the field some VHA facilities are audiotaping the calls to make it possible for their colleagues to hear the full text of the discussion.  As a result, this is not the venue for reporting violations, talking about individual case information, or disclosing identifiable patient information.  
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Virtual EC Education Available FY15

Virtual Ethics Consultation Beyond the Basics Module 2 – Formulating the Ethics Question is now open for registration on TMS.

December 15, 2014 from 11:00 am – 1:00 pm EST

January 21, 2015 from 11:30 am – 1:30 pm EST

February 24, 2015 from 11:00 am – 1:00 pm EST

https://www.tms.va.gov/learning/user/deeplink_redirect.jsp?linkId=ITEM_DETAILS&componentID=22763&componentTypeID=VA&revisionDate=1409151180000
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In order to support the new FY15 Program metrics, the NCEHC will be hosting three virtual ethics consultation Beyond the Basics Module 2 trainings which will focus on formulating the ethics question.  The dates shown are now open for registration and the link will take you to the log in page of TMS.  Please also consider contacting your VISN POC to see if they will be hosting a VISN level training of EC Beyond the Basics Module 2.

2



Virtual EC Education Available FY15

Virtual Ethics Consultation Beyond the Basics Module 1 – Managing Common Misconceptions about the Role of an Ethics Consultant is also available for registration on TMS.

December 2, 2014 12:30 pm – 2:30 pm EST

https://www.tms.va.gov/learning/user/deeplink_redirect.jsp?linkId=ITEM_DETAILS&componentID=22763&componentTypeID=VA&revisionDate=1409151180000

3





Virtual EC Beyond The Basics Opportunity

The NCEHC is looking for a few Ethics Consultants that are interested in the opportunity to be a part of the development team on two modules in progress.  

Eventually they could play a role as faculty for a virtual EC Beyond the Basics session.
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NEW Public Affairs Officers Guide

Promoting and Distributing Stories about Ethics in VA: Suggestions on how to work with your local Public Affairs Officer

http://vaww.ethics.va.gov/ETHICS/docs/integratedethics/working_with_pao_to_promote_ethics_at_facilities_and_visns_102414.pdf
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NCEHC is pleased to announce the publication of Promoting and Distributing Stories about Ethics in VA: Suggestions on how to work with your local Public Affairs Officer. This “how-to” guide is designed to help IE staff at VISNS and facilities  to work collaboratively with their local Public Affairs Officers to promote IE.   It highlights the importance of health care ethics among VHA employees, Veterans, and the general public. It was reviewed by both IE staff and PAOs as it was being prepared. The guide contains suggestions on how to help your PAO become familiar with IE and, eventually, to become an IE champion. It also includes links to template articles about IE, Ethics Consultation, Preventive Ethics, and Ethical Leadership that can be adapted for local use. You can find a link to these materials on the NCEHC intranet home page under the “News” heading. The link to the guide is on this slide.
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Quarterly Reminders

Starting in FY15, reminders to enter ethics consults into ECWeb will be sent to all ECCs two weeks prior to the end of the quarter.
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Mentoring New Ethics Consultants

The mediocre teacher tells. The good teacher explains. The superior teacher demonstrates. The great teacher inspires. - William Arthur Ward
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POLL Questions

Poll Question: How many of you have new ethics consultants on your service for FY15?

Poll Question: Do you have experience mentoring someone professionally? 
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Traits of a Good Mentor

Willing to share skills, knowledge and expertise.

Demonstrates a positive attitude and is a positive role model.

Demonstrates a personal interest in the mentoring relationship.

Exhibits enthusiasm for the field.
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Traits of a Good Mentor

Values ongoing learning and growth in the field.

Provides guidance and constructive feedback. 

Respected by colleagues and employees in all levels of the organization.

Sets and meets ongoing personal and professional goals.

Values the opinions and initiatives of others.
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One Page Tool for New Ethics Consultants

Please welcome new ethics consultants to your service by being clear about the expectations.

Involve their supervisor or manager by letting them know the expectations, too, and suggesting their performance plan reflect their ECS involvement.
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Questions?

Please feel free to either speak now or type into the chat box.





Please feel free to contact me with any additional questions -  		

Marilyn Mitchell, RN, BSN, MAS

		212-951-5477

		Marilyn.Mitchell@va.gov 

ov/integratedethics







What questions can we answer for you at this time?
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Upcoming Improvement Forum  Calls

The next IF Call on 12/1/14 will be for all IE Field Staff and it’s on Ethics Interest Groups: National Collaborative Support for the EL1 IE Program Metric.

On 12/8/14 the topic is Ethical Leadership featuring a conversation with Jeffrey Gering, Medical Center Director & Acting VISN 22 Network Director.

On 12/15/14 the topic is Ebola Ethics Planning & Response.

There will be an Orientation Call for new IE Field Staff on January 12, 2015 at noon.  The ECC specific Orientation will be on January 26, 2015.
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