hello and welcome to annual ethics
0:04
training in the kovat nineteen era
0:06
I'm Patrick Sheppard I'm very pleased to
0:09
join you today virtually to talk a
0:10
little bit about some strategies for
0:13
ethics training and communication while
0:15
we're experienced this disruption in our
0:17
workforce and while our employees and
0:19
our agencies are responding to novel
0:21
challenges I hope that you're all well
0:23
and taking care of your own health and
0:26
managing well during this disrupted
0:29
workforce and also if you're being
0:30
successful in assisting the employees in
0:32
your agencies in the important work
0:34
they're doing both to respond to this
0:36
crisis and to keep essentials the
0:37
services up and running sort of talks a
0:41
little bit about annual ethics training
0:42
and where we want to start is with
Objectives
0:45
objectives and something I find with
0:48
training presentations is that starting
0:50
with good objectives can help more than
0:53
almost anything to make this the
0:54
training successful because if we have
0:56
the right objectives we're gonna sort of
0:59
automatically have relevant training
1:01
that's helpful to situations that our
1:04
employees are actually going to face but
1:06
in order to have good objectives we're
1:08
going to need to sit down and think
1:09
about what challenges they actually see
1:11
in the workplace what challenges they
1:13
actually see in in their in their
1:15
private lives so here are some examples
1:18
of good objectives and I like to start
1:22
all my objectives the same way which is
1:24
attendees will be able to and the reason
1:28
I like to start my training objectives
1:29
this way is because it makes sure that
1:30
we're teaching them to do something to
1:34
manage a situation to navigate a dilemma
1:36
to access advice before they do
1:39
something so here are a few examples
1:41
attendees will be able to complete a
1:43
procurement while avoiding conflicts of
1:45
interest all right if we're going to
1:47
meet that objective we need to do a lot
1:49
more than just tell them what the
1:50
conflicts of interest laws say we're
1:52
going to want to talk about the stages
1:53
in the procurement where they should be
1:55
receiving advice when they should be
1:57
filing their financial disclosure
1:58
reports what they should do if they
2:00
think they have a problem so those
2:02
strategies that applied ethics knowledge
2:04
is going to help them meet that
2:06
objective which is to complete the
2:08
procurement while avoiding conflicts
2:11
Tristram employees will be able to
2:14
protect non-public information again
2:16
we're talking about how it's one thing
2:18
to know you're supposed to do it it's
2:20
another thing to be able to do it and if
2:21
we phrase our objective correctly we're
2:23
gonna focus on the house we're gonna
2:25
give folk strategies for protecting
2:27
non-public information we're gonna
2:29
probably have to tell them what
2:30
non-public information is where it
2:32
should be stored how to avoid giving it
2:34
to stakeholders who shouldn't have it
2:36
but to me the objective we're gonna need
2:38
to give them strategies as well as just
2:39
the rule likewise attendees will be able
2:43
to receive advice prior to engaging in
2:45
outside employment so if you have an
2:48
outside activities prior approval
2:50
requirement we're not just telling
2:52
employees that there's a requirement
2:53
we're telling them how to comply with
2:55
the requirement how to get the advice
2:58
they need before going forward so the
3:00
intend ease will be able to objectives
3:02
are really helpful because they make
3:04
sure that we're teaching people how to
3:05
do something and not just that something
3:07
exists or that there's a rule there
3:09
somewhere so in this time of a disrupted
Methods
3:14
workplace we have some challenges in
3:17
that the methods we may traditionally
3:19
use to conduct annual ethics training
3:21
and other ethics communications might
3:23
not be available to us so a place to
3:25
start is just find out what's possible
3:27
what methods do you have available in
3:31
your agency right now to meet the
3:34
objectives that your employees are
3:35
actually facing in the workplace because
3:38
you know thinking about all the the
3:39
methods that we don't have the
3:41
conference rooms the auditoria isn't
3:44
especially helpful now when we have
3:45
real-life objectives so we want to think
3:47
about what methods we have available
3:49
that maybe the telephone it may just be
3:51
the telephone hopefully you also have
3:53
email maybe you have web conferencing
3:55
capabilities maybe you have a video chat
3:58
channel that allows you to send videos
4:00
out to your workforce but do an
4:02
inventory figure out what tools you have
4:03
and then match those methods to your
4:06
objectives so if one of your objectives
4:08
is to help people understand how to get
4:10
prior approval for outside activities
4:11
well an email may be able to meet that
4:14
objective if you're trying to coach or
4:16
procurement team about managing
4:17
conflicts of interest or you might want
4:19
to have a conference call or a short web
4:21
meeting to help them think about those
4:23
challenges too
4:24
any questions they might have with you
4:27
so think about the appropriateness of
4:28
the method to the objective you're
4:30
trying to achieve and really let those
4:32
objectives the real needs of your
4:33
employees in this time drive your
4:36
education and communication efforts
Timing
4:40
timing is also important you know if we
4:43
give people the training that's too late
4:45
they've already made the mistake they've
4:47
already engaged in the in the high-risk
4:48
activity well that's not especially
4:50
helpful so you want to think about
4:52
prioritizing those people with the most
4:54
time-sensitive needs and also think
4:56
about when you have those opportunities
4:58
so is it possible to maybe ask for a few
5:02
minutes at the staff meeting where the
5:03
team is already getting together to
5:05
brief them on things or to allow them to
5:07
raise questions or challenges can you
5:09
get them a written message that advises
5:12
them of the need to seek advice timely
5:15
because if the choice is between waiting
5:17
three weeks to get a briefing down in
5:19
person or on the phone or sending them
5:22
an email message today when they
5:23
actually need it I think you know the
5:25
timeliness is really really critical and
5:27
when we look at the research around
5:29
effectiveness of ethics communications
5:30
we find that timeliness is one of the
5:32
most significant most important features
5:35
of effective comms
5:39
so we have a few practical ideas that
5:41
you can use I you know we don't have the
5:44
opportunity to teach traditional
5:47
classroom training with a PowerPoint
5:48
presentation and an ethics official at
5:50
the front of the room sitting behind the
5:52
lectern so I think we need to be a
5:54
little bit creative because there are
5:55
things people tolerate in a traditional
5:57
classroom that are really kind of
5:59
painful in a web conference or on a
6:01
conference call so you know big blocks a
6:05
time where you're just reading to people
6:06
are just transmitting information to
6:08
them this is really really a tough ask
6:09
so some ideas that you might have are
6:12
structured conversations you know if you
6:14
have a few questions a few talking
6:16
points a few concepts you want to get
6:18
across you set those out for yourselves
6:20
as the instructor before the
6:22
conversation and then you walk through
6:23
that that can be an effective way to
6:25
provide epics training to to folks
6:28
allowing people to read materials ahead
6:30
and think about them so you're not
6:32
having to do a lot of knowledge transfer
6:34
in the actual briefing you can actually
6:36
get to the application and the strata
6:37
in the how versus the you know what are
6:40
the rules written reminders again this
6:43
is a timing thing if all you can do is
6:45
send them a note and say hey remember
6:46
this is an issue seek advice if you run
6:49
into it well that might be the best
6:51
strategy if you're just not able to
6:52
brief people because they're in the
6:54
field or they're not able to connect to
6:56
to whatever platforms you have available
6:58
poles are something that are kind of
7:00
interesting in a virtual classroom if
7:02
you're briefing a large group of people
7:04
and you're using something like a web
7:06
conferencing platform a lot of them have
7:08
a polling feature so while you might
7:10
have too many people in the web
7:12
conference to to be able to have a
7:15
discussion you may be able to engage
7:16
them by asking them some polling
7:18
questions like which of the following
7:20
responses do you prefer or which kinds
7:23
of issues come up for you most often so
7:24
they can provide some feedback and drive
7:26
the presentation even if they're not in
7:28
able to engage directly and we talked a
7:31
little bit before about using existing
7:33
meetings people are already getting
7:35
together for sort of regular briefings
7:37
if you can just ask for a few minutes to
7:39
provide reminders and help that feels a
7:42
little less like an extra imposition and
7:44
feels a little bit more like what you're
7:46
actually doing which is an ethics
7:47
official you're trying to assist people
7:48
doing their jobs better
7:52
I want to talk a little bit about a
7:54
strategy or two for facilitating in the
7:56
virtual classroom because I know a lot
7:57
of you maybe don't have any experience
7:59
using web conferencing platforms to
8:03
engage with employees because we've
8:05
always had the luxury or many of us have
8:07
always had the luxury of teaching in the
8:09
classroom so something that's important
Questions that Build Engagement
8:13
in all classrooms but I think especially
8:15
important online is using questions that
8:17
build engagement and this is especially
8:19
for your small group discussions it may
8:22
not be obvious to you what the
8:24
difference is between these two sets of
8:26
questions are but I'd like to walk you
8:27
through them and point out what I think
8:29
are the critical differences so in the
8:32
first group of questions is this against
8:35
the rules can you do that what is the
8:37
rule there are only two answers there's
8:40
a right answer and a wrong answer and if
8:43
someone gives us the wrong answer we
8:44
don't have anywhere to go from there
8:46
except to share the right answer and
8:49
these are very difficult questions to
8:52
ask people and they're very high-risk
8:53
for your participants you know consider
8:56
if I you know imagine you're back in
8:58
school maybe University and the
9:01
professor comes in and says all right
9:05
you all should have done the reading
9:07
bill in the back what is the capital of
9:11
Nebraska and even if you know very well
9:13
what the answer is that's a very
9:15
nerve-wracking experience so those kinds
9:19
of questions are questions that do not
9:21
build engagement they sort of can make
9:25
people less willing to engage you can
9:28
contrast' those with this second set of
9:30
questions what could we do next what are
9:33
some risks when we were in these
9:34
situations
9:35
what is something we could do in this
9:37
situation which of these strategies do
9:39
you like best the nice thing about these
9:42
is they're directive we know kind of
9:44
where we're going but there's not a
9:47
right or wrong answer so as an
9:48
instructor we give space for
9:50
participants to share with us their
9:52
thinking without the attendant
9:54
requirement for us to make a judgment
9:57
about whether that thinking is right or
9:58
wrong so for example what could we do
10:00
next
10:00
well someone could propose a very
10:04
high-risk strategy which we could then
10:06
annele
10:06
we could say yes that's something we
10:07
could do do we think it's a good idea
10:09
what are the strengths of weaknesses why
10:11
is that good or bad or they're better
10:14
things we could do so it opens up a lot
10:16
of other conversation where we can
10:18
evaluate different ideas without our
10:21
participants having to necessarily sort
10:23
of take ownership of those ideas and be
10:25
right or wrong likewise what are some
10:28
risks well there are lots of risks in
10:30
any kind of situation where you're
10:31
making a decision and I bet your
10:33
participants can come up with a whole
10:34
bunch of them some of them will be
10:35
ethics risk some of them might be
10:37
financial risks but there are no wrong
10:39
answers here and they allow us to look
10:41
at complicated situations and get back
10:43
to our objectives what your attendees
10:45
will be able to do something so these
10:47
allow us to imagine things we could do
10:50
and help people discover the things that
10:52
they ought to do so this is always
10:55
important when you're facilitating
10:56
workshops but especially so in the
10:58
virtual environment so here's an example
11:03
of how you could use this kind of
11:04
framework to teach an actual scenario
11:08
and we've provided a list of three such
11:11
scenarios that you can use in a virtual
11:12
classroom you can use them as take
11:15
before quiz you know there are lots of
11:18
ways that you can use these these kinds
11:21
of scenarios and the really important
11:22
thing here is that these scenarios meet
11:24
your objectives and that those
11:26
objectives are things your employees
11:27
actually face in the workplace or in
11:29
their personal lives so in this case we
11:32
have an employee who's being asked to
11:34
find some events and conferences to
11:36
increase discussion and build
11:39
relationships between private sector
11:40
partners and the government and in the
11:43
course of doing that work discovers
11:44
there's a good opportunity the trouble
11:46
is that opportunity is being sponsored
11:48
by the employees spouse's employer so we
11:51
maybe have an impartial 'ti or a
11:53
conflict situation it's not totally
11:56
clear but instead of asking people which
11:58
rules prohibit you from doing this what
12:00
we're asking them is what are you gonna
12:01
do next and we give them some examples
12:03
of things that they could do and what
12:05
you could ask is you know which one of
12:07
these things do you think would be the
12:08
best thing to do or you could ask which
12:11
of these things do you think would be
12:12
okay to do or you could ask them to rank
12:15
order them
12:17
you know for example some of the web
12:19
conferencing platforms allow people to
12:20
indicate using a pointer like this and
12:23
that allows us to begin a discussion so
12:26
we could say you know our employee who's
12:28
using the blue arrow you know why do you
12:31
think keeping the event off is the best
12:32
idea is that fair to all the above
12:34
stakeholders we could ask the person
12:36
with the green arrow you know why do you
12:38
think your supervisor is the best person
12:40
to go to and we could talk about the
12:41
various strengths and weaknesses of
12:43
these without there really being a right
12:45
or wrong answer so we're opening up a
12:47
discussion and that discussion is
12:48
focused on how we're gonna manage this
12:50
situation which again goes back to our
12:52
objectives so you can think about using
12:55
things like this either in the virtual
12:57
classroom or as a read ahead quiz to get
12:59
a bearing on how your employees would
13:01
actually cope with these kinds of
13:02
situations so know a lot of folks are
What about compliance and tracking?
13:07
thinking about compliance and tracking
13:08
because that's obviously more difficult
13:10
we're not able to do you know sign-in
13:13
sheets we can't hurt everyone into the
13:15
auditorium and count noses so I just
13:18
wanted to point out a few features of 5
13:20
CFR 26:38 that you may not be familiar
13:22
with the first it's the training
13:24
presentation and we talk about the
13:26
content and the most important thing
13:27
here is it's the content the Deo thinks
13:30
is appropriate so the first requirement
13:32
of the content is that it is content
13:35
that the ethics office thinks is most
13:37
necessary for the employees in your
13:39
agency to receive then we say and we
13:43
ought to touch on themes related to
13:45
conflicts of interest impartiality
13:46
misuse and gifts and initially this
13:50
might seem fairly prescriptive you know
13:52
well if I have to cover all of it
13:53
section 208 and I have to talk about all
13:55
a subpart e of the standards and then I
13:58
want to talk about all a subpart G and
14:00
subpart B well that's an awful lot of
14:02
content but that's not what the
14:03
regulations asking you have to address
14:06
concepts related to these four themes
14:08
you don't have to address the entirety
14:10
of the laws and regulations and you can
14:12
do that in the context of how to manage
14:14
a situation so if we go back to the
14:17
situation we were just discussing well
14:19
we could easily talk about conflicts of
14:21
interest in impartiality when we're
14:23
talking about a particular matter
14:24
affecting a spouse's employer so those
14:26
two are ticked off immediately we could
14:29
talk about use of non-public confirm
14:30
and caution employees not to share with
14:33
their spouses non-public information
14:34
about the agency's actions that would be
14:37
easy to do in the context of that
14:38
previous scenario we could like likewise
14:41
talk about gifts you know we could we
14:43
could branch off and talk about what
14:45
happens when you're invited to the
14:46
employers Christmas party and in that
14:49
just one scenario we're able to meet
14:51
this requirement to talk about all of
14:52
these themes and most importantly if our
14:55
scenario is relevant to the work that
14:57
our employees are doing we're addressing
14:58
these themes in ways that are likely to
15:01
actually come up for our employees so
15:04
something to think about you probably
15:05
have more flexibility in the content
15:07
area than you realize now likewise with
15:11
the duration you have one hour combined
15:14
for the reading and the briefing so that
15:17
means you don't have to run a stopwatch
15:18
on your WebEx meeting or your Adobe
15:21
Connect meeting or your conference call
15:22
or whatever platform you're using well
15:24
you can do is you can say hey here are
15:26
some materials read these beforehand
15:28
take half an hour take 20 minutes think
15:30
about them fill out this questionnaire
15:31
think about these scenarios and
15:33
highlight the things you think are
15:34
appropriate then we're going to get
15:36
together in debrief for 20 minutes or 30
15:38
minutes or maybe we're going to debrief
15:40
for 10 minutes every staff meeting for
15:41
the next few weeks so you have
15:43
flexibilities in the amount of time and
15:45
I think this is an especially important
15:47
thing in the disrupted workplace because
15:50
people's patience and capacity to take
15:53
in long meetings is much reduced I think
15:55
in the virtual environment likewise for
What about compliance?
16:00
your 278 filers your public financial
16:02
disclosure folks who have to receive
16:04
live training live training means
16:06
synchronous it means that you are doing
16:09
it at the same time together so a
16:11
telephone conversation is live a web
16:15
meeting where you're both able to chit
16:17
chat ask questions talk to one another
16:19
is life it doesn't require us to sit in
16:21
the same room together in order to be
16:24
live so now especially when we kind of
16:26
aren't able to sit in the same room
16:28
together taking advantage of that
16:30
flexibility is not just a good idea it
16:32
may be in fact necessary for you
16:36
interactive similarly requires and this
16:39
is for our confidential financial
16:40
disclosure filers
16:42
there's flexibility here they need to
16:44
interact with the content so using a
16:46
quiz at the end of a reading having a
16:50
conversation that follows a reading or a
16:52
written reminder we can get to the
16:54
interactive part in various ways and we
16:57
can do that using the tools available to
16:59
us you know I think one of the most
17:00
powerful tools is it's just the
17:02
telephone you know asking someone to
17:03
read through some things think about
17:05
some scenarios and then having a
17:07
conference call where you can debrief
17:08
answer questions I find in a lot of
17:10
cases when talking to employees the
17:12
things I thought they were gonna run
17:13
into aren't really the things they're
17:15
facing in the real world and if we have
17:17
an opportunity to have a conversation
17:18
they can bring that to you and say you
17:20
know what this isn't exactly how it
17:21
shows up for us but what I really would
17:23
like help with are the following things
17:25
so you ever think about ways that you
17:27
can use the virtual tools available to
17:29
you to conduct interactive training and
17:33
there are going to be challenges you
17:35
know we have people deployed to the
17:36
field who may not be in an office who
17:39
may not have ready access to the
17:40
internet and those people may be
17:43
delinquent in getting meeting some of
17:45
their ethics obligations this year the
17:47
ethics office may not be able to
17:49
accommodate their circumstances to get
17:51
to a hundred percent compliance so do
17:53
the best you can do the next best thing
17:55
and where you have challenges document
17:57
those challenges so that we understand
17:59
and someone coming behind can understand
18:01
what exactly was going on you know why
18:03
compliance wasn't affected because you
18:05
know obviously in this situation it's
18:07
unprecedented we're facing very
18:08
significant logistical hurdles but we
18:11
want to make sure that we understand and
18:13
document how those hurdles are
18:14
preventing compliance so just some final
Final Thoughts
18:19
thoughts let the needs of your agency
18:21
Drive communications especially now
18:23
during the pandemic make sure you're
18:25
meeting the most urgent needs because
18:27
that's really what this is about is
18:28
protecting your agency programs and
18:30
operations use the tools you have to
18:33
communicate in the ways that are best it
18:37
may not be perfect it may not be the way
18:38
you most like to do it but we're all
18:41
doing the best we can here so make sure
18:43
you're using the tools that are
18:44
available ask questions that build
18:46
engagement there are a lot of unknown
18:48
unknowns and asking open-ended questions
18:51
that allow people to surface issues that
18:53
you may not otherwise see makes it
18:55
better for you
18:55
sir you can better serve them you can
18:57
better help them it's also more likely
18:59
to build engagement especially in
19:01
virtual platforms think about the
19:03
compliance flexibilities in 26:38 and
19:06
use of them so that your training and
19:08
communications are most effective at
19:10
protecting your agencies and finally
19:13
remember to document challenges where
19:14
you face those because we know we're
19:16
gonna face them we're in a very
19:17
disrupted workplace so I hope you found
19:21
this to be helpful we're working hard to
19:23
support you the ethics officials out in
19:25
the field if there are other things OGE
19:27
can do to support you please raise those
19:29
with your desk officer because we we
19:31
know you're facing challenges and we
19:32
want to do our best to help thank you
19:34
for all the work you're doing please
19:35
look after your health and safety of
19:37
yourselves your family and your
19:38
colleagues and we look forward to
19:40
speaking with you again soon
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