welcome a picnic just stand-in by at this time all participants are in a
0:09
listen-only mode on to the question-and-answer session of today's conference at that time you may press
0:15
star 1 on your phone select the question I would now like to turn the conference over to Patrick Sheppard thank you you
0:21
may begin thanks Laureen good afternoon and welcome to effective ethics education I'm Patrick Sheppard and I'm
0:27
very pleased to be joined today by Cheryl Keene piasecki and thank you all for joining us as you may be aware we
0:35
recently issued guidance on the 4th of April concerning the changes to 5 CFR
0:41
26:38 and the ethics training regulation we've had a couple of years to live with the regulation now and we've heard from
0:48
you we've heard there's some confusions some successes some challenges and what
0:53
we've tried to do with this guidance is provide a framework to help agencies make the best make the best use of the
1:01
new requirements in the regulation and what we'd like to do today is share with you some very practical tools that you
1:08
can use to make your ethics education programs as effective as they can be and before we get into the tools I'd like to
1:15
sort of share with you our our thoughts about the things we're sharing today we don't think these materials are perfect
1:21
right we don't think this is the only way to do them we've provided them to you in Microsoft Word format so that you
1:28
can change them so if something doesn't work for you if you need another column need fewer columns need another question
1:34
need fewer questions that's fine we're not going to suggest today that this is the one and only way to effectively run
1:41
an ethics education program but we do think there are some themes some broad steps and concepts that you
1:47
probably should be engaging in so those
1:53
three big elements that we lay out in the opinion and also the that we're
1:59
going to go through today are essentially measuring needs and risk making sure that that whatever you're
2:04
going to do is responsive to situations and challenges that are actually faced by people in your organization making a
2:11
decision about the second one is making decision about timing content format so that whatever
2:18
the interventions whatever their communications whatever the briefings that you decide to do are are appropriate to the challenges that
2:25
you're trying to mitigate and finally the you find out how you're doing that you take some steps to see if it's
2:31
working so you know that can be a formal evaluation or less formal and we'll talk through some of those options today we
2:37
only have half an hour so shall we get into that I think we need to get into the deck excellent one thing I that we we're
Three Strategies
2:43
gonna try to highlight for you throughout this presentation is that these three three strategies or elements
2:51
of an effective ethics education program are not things that are of Patrick summize invention that these are things
Address Risk
2:57
that are based upon research that we have looked into largely in the corporate sector but some other
3:04
government-wide initiatives so we see we want we want to be able to explain to you today how we see these
3:10
recommendations for an effective ethics education program fitting into those larger government-wide initiatives right
3:16
no and I think that's right that's very important we're not operating in a vacuum here right we're looking at good
3:22
management practices across the government and trying to bring them to bear on the ethics education program and
3:27
vice versa so our first step is to address risk and this is something that I think a lot of folks in the field in
3:34
the agencies are already doing to some degree and we want to encourage you to continue that good work and in the
3:40
opinion we've provided you some suggestions and those suggestions
3:45
include something that I know a lot of you do is just reviewing advice logs for common issues finding out what are the
3:50
questions people actually ask us something that may be new is discussing agency priorities especially their
3:56
senior staff meeting members so kind of finding out what's going on and what's going to happen so that you can help
4:02
your organization prepare for those things talking to program merit managers about risk inherent in their work I
4:08
think this is something we found to be very helpful when we go out to Train any group of people that's where we start so
4:14
you know what is it that you do what are the challenges you face how can we help you manage those challenges we want to
4:20
be responsive and we're gonna show you a tool in a minute for how you can do that more formally you can conduct surveys to
4:27
identify common issues uh and just talk to employees about the concerns they encounter in the workplace here at OU ge were a relatively small
4:34
organization so it's pretty easy to talk to people to take the temperature to find out what's going on and I think
4:40
that many of these are we think are pretty are pretty doable ways of
4:46
assessing risk assessing risks in your agency you are already communicating
4:51
with with senior staff and with the leadership of your agency in a variety you have a variety of opportunities to
4:57
talk to them so these are sort of like add-on things to your discussion that you can be using with a with a with a
5:04
view towards enhancing your ethics education program but there are some more formal mechanisms I think the
5:10
survey conducting surveys is clearly a more formal kind of mechanism that maybe some people don't have the bandwidth to
5:16
do but I think that that risk management being done already in your agency is
5:22
another Avenue which is going to be a more formal approach but that is also another avenue that you can use if you
Risk Registry
5:28
have enterprise risk management strategies already being operational in
5:34
your organization yeah and I think you know this is something we've been talking about for a few years now oh gee
5:40
II was very involved with the awesome Management and Budget during the recent updates the most recent update to OMB
5:47
circular a 11 and a 123 and I think one of the important things that has come out of this guidance is requirement that
5:54
the agencies maintain a risk registry in the a123 guidance it is suggested that
6:01
the designated agency ethics official be part of the discussion part of the creation of the risk registry but even
6:07
if that's not happening in your organization it creates a great resource for seeing where risks are coming from
6:14
for people in your organization so if you don't have time to do a survey you don't have time to talk to every
6:21
supervisor every manager in your organization the risk registry might be a good place to start to kind of find
6:28
out what people are worried about and to see if there are any ethics elements that you can help the organization address steps you can take to help to
6:35
mitigate some of those risks um because sometimes there's sort of an oblique ethics concern you know maybe you're
6:41
concerned mostly a financial risk in say a large procurements but there may also be a legal risk in under the ethics rules
6:48
with potential for conflicts of interest or something like that so we say this just to emphasize that our guidance
6:54
intends to cohere with these broader government-wide policies so that brings
Ethics Education Questionnaire
7:03
us to the the first tool that we've provided to you and again I emphasize that this tool is not the only way to do
7:10
this there are lots of ways you can use this and we're gonna suggest some of those today but it's adapted from something
7:17
that Cheryl might do which is when we're preparing to train a group of people we
7:23
want to find out who they are what they do who cares about their work where
7:29
their risks lie and if they're anything that they really want us to talk about you know so that we can be responsive to
7:35
their needs so we've provided this document to you on the Institute for ethics and government page and it is the
7:41
sample ethics education questionnaire and we have filled it out today using
7:46
fictitious agencies so this is an organization or program called research in markets and we've put these questions
7:53
to the head of that organization and I'd suggest you there are a lot of ways that
7:58
you could use this questionnaire depending on on your program in your
8:03
relationship with the leaders of the program so you could send this to someone in an email and ask them to complete it and send it back we often
8:11
conduct a brief phone call where we go through these questions and it allows us to have some back-and-forth and to clarify if you're familiar with an
8:18
organization and its work you may be able to sit down with these questions and complete the questionnaire so we're
8:24
not trying to suggest there's only one way to use it or that these are the perfect set of questions but that engaging in this kind of thinking can
8:31
really help you to allocate your resources towards issues that are actually gonna come up for your folks
8:37
and I think that what we attempted to do in this questionnaire is to sort of anticipate what might be the types of
8:44
ethics issues that we would want to be most concerned about what are the things
8:49
that we know by virtue of our advice and counseling practice for example are areas that are risks
8:54
that are that are you know areas of vulnerability in in a lot of different programs so for purposes of if we were
9:00
concerned about conflicts of interest well how do we do how do we fit help these people figure out what constitutes a conflict of interest for them you know
9:07
we need to know okay who are the stakeholders who are the people who care about what comes out of your program then that's the universe so of that
9:14
universe where the greatest risk factors among that universe what information
9:20
resources are access to people outside the government want and how do they acquire or acquire it we know that information is a valuable commodity that
9:27
many government agencies collect and provide so trying to identify how they
9:33
collect protect used information might be a way to get at how do we talk to
9:39
them about misuse concerns similarly access concerns with certain
9:45
parts of the organization are there concerns about certain stakeholders having greater access than others and if
9:52
that's the case how is that occurring so that you know the context the context in which they may be bumping up people in
9:59
that organization in that program area may be bumping up against what we specifically have a vocabulary for we
10:06
call it misuse we call it impartiality we call it all of these different things but we need to know how it shows up for
10:11
them in their work and daily life and that's what this questionnaire tries to get at without necessarily having to use
10:16
the magic buzzwords right now I think that's that's really important because if when we're briefing employees or
10:22
agency leaders if we can say when industry comes to you and wants an
10:28
advance look at a report you need to do X Y & Z that's much more actionable
10:33
that's much more relevant to the work they do than saying you cannot misuse government information right because
10:40
that requires them to do a lot of sort of extrapolation right well this this a use or misuse what does that mean the
10:47
sort of extrapolating from the rule to the behavior takes a lot of mental energy and it also requires a large
10:52
amount of awareness to recognize that this is a case when I should do that whereas if we can prepare them for the
10:58
the situations they're actually going to face they'll be prepared and maybe have even practiced some of this or sort of
11:05
rehearsed it in the training so they can say that when someone calls and says can I get a early read on that
11:11
they can be prepared for that that situation mm-hmm and likewise as we go down here you know
11:17
who offers you stuff who invites you to things you know that can help us both in
11:22
a training context but it can also help us in an advice and counseling context because we I can get a better
11:28
understanding of who's offering gifts you know whether they're prohibited sources how we should analyze them and we can advise our employees specifically
11:34
about when they need to come to us for advice if we know the events or the activities that occur that's require
11:43
advice we can prepare them for that eventualities and finally you know what are your what
11:49
do you do outside of work you know do you have outside activities do you have organizations you interact with in you
11:56
know quasi official or personal context because this gives us a sense of you know where do we need to make sure
12:02
people are coming for advice and can we sensitize them to those those instances
12:08
when they they ought to come to us and maybe give them some ideas about how those processes will resolve themselves
12:14
and I think finally it's a good idea to ask people you know is there anything you're worried about you know do you have any concerns that we haven't
12:20
addressed here because you know you can learn a lot there and it may be something that you didn't think to ask
12:25
again we don't suggest that these are the magic questions but these are some questions that can help you get to the
12:31
risk areas faced by an individual officer program and can help you be conversant and really speak the language
12:37
of the the people that you'll be briefing or the people you're otherwise communicating with and and that takes us
12:46
segues us into then sort of translating whatever information that you're getting
12:51
whatever risk areas that you're identifying helping to translate that into the planning for exactly the
12:59
content that you're going to be delivering how you're going to be delivering it through what methods
13:04
you're going to be delivering it who's going to be delivering it and and this is where we get we go from the from the
13:11
now I've identified the problem areas now how do I address those problem areas so the second thing that we ask you to
13:17
do is to identify appropriate content form and timing to address any of the risk
13:23
areas that you've identified and this is one of the reasons why our the
13:28
regulation in 2638 now says that the Deo is one who's supposed to decide what
13:36
content is appropriate for two participants in the particular training session that you're offering so again we
13:42
think content is really important we think content should be relevant we think you should should have an ability to be conversant with the actual
13:48
day-to-day work that people do but we really want to strongly emphasize that an effective ethics education program
13:55
doesn't just have to consist of formal training sessions we would we would
14:01
encourage you to be thinking about strategic communications about ways to communicate and address risks that are
14:09
appropriate to the nature of the risk and to the the timing of the kind of risk areas I think that's really
14:15
important and it's also important to remember that these messages don't have to be delivered only by today or only by
14:21
the ethics official there are others in your organizations who can assist you especially when you're talking about
14:27
things like reminders right when you go to do this thing this kind of work remember you should consult with us or
14:33
if these things attain you should consult with us is a message that doesn't have to be delivered by an expert a reminder to seek advice in some
14:40
cases could be delivered by a manager or a program leader someone in the administration of the work so as you
14:47
sort of plan your your activities when you're thinking about who can deliver these communications I think diversity
14:53
is important and I think that that part
14:58
of much of the of the of the recommendations that we have in this area again are coming out of research that's been done in the corporate sector
15:04
and I'm gonna be making explicit reference to this again later on when we talk about evaluating but one of the
15:10
things that we've been looking at is a recent study that was done by the ethics and compliance initiative back in 2017
15:16
where they were doing surveys across the corporate sector among employees and
15:22
among people who provided ethics training about what kind of ethics and
15:27
compliance training employees found were valuable and what things worked well and seemed to be most effective
15:33
and with respect to employees themselves they they felt very strongly that the
15:39
training needed to be applicable to the work that they're doing and it needed to sort of be informative which is to say
15:45
to tell them something they didn't already know and in addition the the overarching recommendations they were
15:52
arching findings of this report included things that you should take a multi faceted blended approach to to your
15:58
training so one size doesn't fit everyone so to to to engage your each of
16:04
your various audiences it might very well be that periodic reminders are what certain people need it could be that
16:10
in-person briefings in at the onset of certain kind of work are the best way to
16:16
address risk and are the most effective ethics training that for some groups of folks you can that doing just a broader
16:24
kind of a canvass of ethics that because they don't face any particular risks can
16:30
be accomplished through a technology based type of ethics training solution but it all is predicated upon
16:38
identifying those audiences identifying what works for them identifying what the most effective means is to address a
16:44
particular risk area or a particular set of tasks or core concerns that a
16:50
particular target audience has it they also strongly suggest that leaders get
16:56
involved that the visible presence of senior leaders makes training more powerful and effective using interactive
17:02
strategies is really important as well but I think it's it's all about making
17:08
sure that you're seeing this as a communication strategy with an education
17:14
purpose as opposed to a training function that is designed just to impart
17:20
some sort of information and and measure knowledge yeah absolutely and I think that's important to remember is that the
17:26
the targeting or the tailoring can be additive you know we're not suggesting that you need to create a personalized
17:34
ethics briefing for everyone in your organization but where you have people who have acute or specific risks that
17:40
those are addressed directly they're addressed in in a way that's proportional to the risk and that
17:45
needn't be through through a briefing so so another document that
Risk Areas
17:51
we've given you that we came up with and again we're not saying this is perfect but we want we just want to give you samples we know it's one thing to talk
17:56
about these things hypothetically or theoretically it's nice to have a concrete example to sort of get your head around so that's the reason we're
18:03
trying to be just as practical about this as as we possibly can and so what we what we wanted to show you here is a
18:09
way in which you can take sort of whatever you're identifying in the way of high-risk audiences or high-risk
18:15
program areas a way that you can then take whatever information you glean or
18:20
that you know about those risk areas and put it into like have a document where
18:26
you can say okay I've identified that these are risk areas I've identified that this is these are obviously the
18:31
training needs that result from those risk areas and then you can think try to
18:37
plan out a strategy and overall education strategy for dealing with that set of concerns so for example in our
18:45
first line there senior leaders I think are just present a certain set of risks
18:51
in any organization irrespective of mission because they are so visible because their activities are so visible
18:57
because those are the things that seem to be of greatest public concern and greatest media attention so we
19:03
postulated that for many organizations senior leaders are ones who are most
19:09
likely going to be meeting with stakeholders in in venues and in
19:14
circumstances where we want to be abundantly clear and make it abundant and be very sure that we don't have any
19:21
conflicts or appearance concerns you know pledge issues because of lobbying organizations and and you know the
19:28
pledge restrictions that some US and your leaders have and generally a whole notion of using public office for
19:33
private gain that these are common issues that leaders face particularly when they're new on board and they're
19:39
coming into a new environment so we identified that as a risk area that has an education need travel is
19:45
always a high risk area for senior employees in particular because it's so visible so again we identified that as a
19:52
risk area and one that needed ameliorate some some mitigation and then finally
19:59
information access and release we again we identified that as a potential risk area and the education need that would be
20:07
associated with that and a planned education or communication strategy for
20:12
that might very well be just doing a briefing either with all the execs together or with them independently on
20:20
one on one but also with their travel planning and meeting planning assistance you know in a very practical way where
20:26
you're sitting down with them to say who are the people who can help us help these leaders do the right thing and so
20:35
that would be a strategy would be to have some sort of meeting like that to address a very specific concern but also
20:41
engaging the people who can help you help them in addition as a follow-on so
20:48
that they're not just relying on memory from them from the meeting creating checklists creating job aids creating
20:54
something that will assist those people in remembering the issues that you raised and you discussed when you had
21:01
that initial training orientation briefing whatever you want to call it no
21:06
absolutely and I think one of the things I like about a tool like this is it allows you to take credit for exercising
21:13
your good judgment you can lay out for anyone to see your risk analysis you can
21:19
show how you've been responsive how you've created mitigation strategies and you can explain it kind of as a whole
21:25
plan there's an enterprise-wide plan that enlists a lot of different stakeholders and from a very practical
21:31
standpoint I think we sometimes don't think of ethics education as a place we
21:37
can ask for help may I in this case with the researchers we basically brought over the risks from the questionnaire
21:43
and put them into the second column here we articulated the compliance requirements but some of the things that
21:49
we're going to do to help manage those one of them is going to be to ask the program director to remind folks
21:55
periodically about certain kinds of risks and this could be as simple as asking the program director can I send
22:00
you a couple of calendar invites with a few talking points to remind folks ahead of your quarterly meetings or out of
22:06
your staff meetings so that we can remind people to seek advice before they accept invitations in can invent
22:11
connection with the conference or we can remind people that hey now if you're thinking about teaching this semester you should come to ethics
22:19
for a consult you know that's something we know is gonna happen the the college semester is going to start in August at the end of July we can say hey you're
22:26
thinking about teaching well come come talk to the ethics office and those six or seven words at the staff meeting can
22:31
be more valuable to us in our programs then you know hours and hours of briefings on the rules and I think this
22:37
tool allows you to kind of think through that in an organized way but also to show that you know I'm required as the
22:43
deo to decide what's appropriate to run an effective program and here's the documentation about how I'm making that
22:48
happen and then finally we we
22:56
acknowledge in this document what is widely known across you know particularly the training industry which
23:04
is that evaluation is it's just a critical part of any sort of training or
23:10
education program that you would you would seek to conduct and this also I
23:15
think is very much in keeping with the with the current initiatives across
23:20
government that agencies are being called upon to engage in evidence-based policymaking in fact Congress passed the
23:27
foundations for evidence-based policymaking act of 2018 back in 2018 and I know that the the
23:34
2018 president's management agenda also had some direct references to data collection and the need to engage in
23:41
evidence-based policymaking and I think ethics is an area where that is not immune from the need for some
23:48
evidence-based decisions about how we operate our program and I think
23:54
particularly in the ethics education and training area so we have we have come up
24:03
with a couple of examples of evaluations evaluation tools the first one and I'm
Evaluation Tools
24:10
going to pull up the long one here in a minute there's a long one and a short one the long one again harkening back to
24:17
the the ethics and compliance initiatives research on the effectiveness effective ethics and
24:23
compliance training what they had found as a result of their Reiss
24:28
was employees seem to care about relevance of the training to their job
24:35
or role relevance to their position their the seniority or in the company relevance to their industry or sector
24:42
whether or not they'd learn something new whether the the information that they got and the the session itself was
24:50
useful in helping them guide their decisions at work and then generally whether or not they were satisfied with
24:56
the training and so based I mean borrowing in part from that and
Evaluation Questions
25:01
borrowing from other things that we have consistently suggested are are critical
25:07
in in an effective ethics training program we came up with a series of
25:12
questions in the long evaluation form to address the the things that were
25:20
requesting you to do by virtue of the advisory and in the regulation so if you
25:25
look at this what we're valuing and what we're asking to you to evaluate in the longer form is both the course and also
25:32
the instruction so with the course the we ask we ask you to evaluate whether or
25:40
not the course content was relevant to the employees job or role whether the they believe it will be useful in
25:46
guiding their work-related decisions whether to improved their ability to recognize ethical issues allowed them to
25:54
practice ethical decision making and taught them something that they didn't already know and we just feel like this
26:02
that this is a really these would be a really good indicator of whether or not your content and delivery is relevant
26:09
and applicable to employees and I think that the research shouldn't be surprising when our training when our
26:15
education efforts help employees do their jobs they are appreciative when the training is designed solely to help
26:21
us do our jobs then they don't have time for that you know where we're not being assistants so I think that's something
26:28
to keep in mind you know ask yourself as you're developing training will this help the people I'm talking to to do
26:33
their jobs and if the answer isn't yes consider doing something different and so effectively any evaluation you come
26:39
up with has got to be a reflection of your objectives so you have to decide what your objectives are on the front end and then
26:45
what you need to do then is evaluate whether or not those objectives were were were met and at least according to
26:52
the employees evaluation or employees opinion so so we're encouraging you to
26:58
consider these as objectives of training in this evaluation no and you know we've been eating our own dog food on this for
27:04
many many years one of the three questions we always ask you after these broadcasts is does this help you do your job right because that's why we're here
27:10
that's what we want to do and that's what you should want to do with what the folks that you're educating well and also with respect to the instructors
27:16
again these are sort of wish list things for for Patrick but that Patrick and I think are important and should be objectives that
27:23
you that you see in your own instruction is that the instructor understood the subject matter and how it relates to my
27:29
work so the fact that you would be in a position to be conversing or at least somewhat be able to show that you
27:34
understand how this actually shows up for people in their day to day job it's very meaningful I think in terms of
27:39
making the training effective effectively engaging participants in discussion again trying to have some
27:45
degree of interactivity which the regulation also requires encouraging participation using relevant examples to
27:52
apply the content and then providing opportunities for reflection in questions we've also given you a short
27:59
evaluation form which basically has three questions so this might be a place where you feel more comfortable starting
28:04
and the short form is basically these three questions I am better aware of my ethical obligations so it's testing
28:11
whether or not we're addressing ethical awareness I'm better able to recognize ethical issues that may arise in my
28:17
day-to-day work again tying this tying the content tying ethics to their actual job work work performance and then third
28:25
I know who to contact with questions so making sure that as they're learning to address these issues they know who to
28:30
ask when they when a question arises so those are our three steps first step find out what the needs what the risks
28:36
are second step develop and deliver education communications that address those things third step to find out if
28:42
it's working so how do we know how we're doing is programs yeah I think that what
Maturity Models
28:48
we've tried to provide you here and these are these are jury guren in a lot across a lot of industries right now our
28:54
maturity models and so we wanted to give you a sensibility about how you can measure
29:00
yourself with respect to each of these elements across a spectrum of you know
29:07
how well am i doing in the grander scheme of things and like what is the universe what is the continuum like
29:12
where is the endgame with this and so we've created a maturity model for you
29:18
that we think helps will help you to gauge where your program currently sits
29:24
with respect to each of these elements and those elements are that the ethical
29:30
values and standards are communicated as it's just a general proposition ethic risks and education needs are assessed
29:37
content and method of education are tailored and then education is evaluated for effectiveness and then across each
29:43
of those elements we have a doesn't exist at all we have a basic we're
29:49
basically addressing that particular and fulfilling that particular element we have a mature program which is which is
29:55
it's it's reached its the fulsome nests of what is you know sort of like it's expected of in with with possessing each
30:04
of these elements and then advanced like we have now moved into like this is this is the the the some this is the the peak
30:13
the the epitome of what we could be doing and I think this is a very good tool because it allows you to make
30:18
incremental changes we know you're not going to re-engineer your ethics education program tomorrow or next year
30:23
or two years from now but if you can set for a goal next year and you're planning you know we'd like to move from basic to
30:30
mature in one of these areas we'd like to move from basic to mature for a certain group of people in our
30:36
organization in one of these areas these are small steps we can take to improve our programs so rather than thinking in
30:42
sort of binary terms compliance not compliance we can think you know mature less mature on a spectrum and take steps
30:50
to to move into greater effectiveness and to do so incrementally to learn
30:55
along the way to build capacity all those sorts of things but we realize that this is going to be a long process
31:00
and we're going to be checking in with the community in various ways formal and informal over the next few years to see
31:07
how you're doing see how we can support you and and hopefully together we can move
31:12
the the government's ethics education program towards the advanced model and one thing I do want to make sure there
31:18
is pretty perfectly clear what we have listed there in the way of examples of what would constitute an advanced an
31:26
advanced iteration as it were of that particular element this is not an entirely inclusive list I mean this is
31:32
just a sample this is just to give you some sensibility about what we think
31:38
would be an indicator an indicator of you having met that element at that
31:43
level we realize it's not it's not comprehensive but we would be really
31:49
interested to hear things that you think you're doing that do fall within this
31:54
continuum that you think are satisfying a mature element or an advanced element of ethics education and to that end you
32:02
know we want to hear from you this is a collective project right we're here to support you in this work but we know ultimately if we're going to succeed we
32:09
have to do it together and it's going to take your work your programs so if you have questions or suggestions please
32:14
feel free to contact Cheryl or I we are very grateful for you taking the time we hope you found this to be helpful and we
32:21
look forward to hearing from you ideas you have about ways we can support you in in the future as you mature your
32:27
programs so again if you have questions or suggestions please feel free to get in touch otherwise please look for
32:32
future opportunities to work with us on this important topic
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