0:02
good afternoon and welcome to the advanced practitioner series I'm Patrick Sheppard and I'm very
0:08
pleased to be joined today by Wendy Pond who's a senior desk officer here at OGE wendy is also in charge of the annual
0:15
questionnaire and today we're going to be talking about benchmarking and as we go through the discussion today we're
0:20
gonna be referring to a document that we've provided you on the course page also if you scroll down from the video
0:26
to the course materials there is a document a PDF document called benchmarking handout you may want to
0:32
have that available as we go through today's presentation so welcome Wendy thanks for joining us so as Patrick said
0:40
I am a senior desk officer here and last year I was the lead for the
0:45
questionnaire data collection process so if you worked on the questionnaire for
0:50
your agency and you had questions you might have spoken to me so today the purpose of this
0:57
presentation is principally to help you understand how you can use the annual
1:03
questionnaire data to benchmark your agency to assess how your agency is doing and to benchmark it against the
1:11
rest of the executive branch and in particular we're going to talk about assessing it against similarly sized
1:17
agencies for certain data points yeah and I think folks who have worked on the annual questionnaire before know that
1:23
it's kind of a heavy lift in terms of data collection and one of our goals today is to make that data that we
1:28
collect from across the government valuable to you I'll show you some ways you can use that to improve your ethics
1:33
program yeah I think a lot of you will find or at least we hope you do should
1:38
we get into the deck okay so exactly what are we gonna cover today and as
1:45
Patrick's pulling it up it's kind of our roadmap for the day okay so I want to
1:51
remind you just basically why you're answering the questionnaire so we'll just do a minute on background
1:57
absolutely and then also remind you on how you can access both individual responses as well as the summary
2:04
document that we post at the end of the whole data collection process and then
2:10
we're gonna get into the real meat of this presentation which is the benchmarking and so I've got a few bullets here about
2:17
what we'll cover under benchmarking one of the things that you can use the data for is to look at what other agencies
2:24
are doing what what other agency practices are out there that maybe you might want to incorporate okay we'll
2:30
also show you how you can benchmark against overall compliance rates so with
2:35
respect to training or financial disclosure compliance how are you doing with sort of we're relative for the rest
2:42
of the government you can kind of get a sense of where you slot in amongst the hundred and thirty-odd agencies across the government exactly and then one
2:49
thing that we have been asked about in the past is you know what is the demographic makeup of day OS at other
2:55
agencies and so we want to give you just a quick little bit of information about that and I can speak from experience at
3:01
oh geez education program we find this information to be very valuable when we're thinking about ways to assist
3:06
agencies with succession planning and targeting our training opportunities and it may be useful to your agency as well
3:12
great and then we'll also talk about ethics staffing so I won't spend too
3:17
much time on it but sometimes agencies especially big units knees come to the
3:22
question of should we have a more centralized or more decentralized ethics program and how do we allocate our resources right so we'll look briefly at
3:29
how that's done across the executive branch and then hopefully we'll spend most of our time on what we're calling ratios ethics staffing ratio so for
3:37
instance how many full-time employees do you have per the equivalent of one ethics official okay how many filers do
3:45
you have per one ethics okay so we're looking at the amount of work sort of
3:50
per individuals able to help us do it yeah thank you okay so let's quickly talk about
3:58
background why are you answering this questionnaire every year well the short answer is it is required by law
4:05
so the Ethics in Government Act of 1978 requires executive branch agencies to
4:11
submit an annual report to OGE your annual questionnaire is that annual
4:16
report and then further in our regulations we stipulate that it's due to us by February 1 so that's why we're
4:24
doing it but you know that's the legal reason and I think as we go through this presentation
4:29
we're going to talk about two times that you can use the ethics agency program questionnaire to assess yourself when
4:37
you're answering the questionnaire is an opportunity to do the assessment right so it can be not community know so not
4:43
only does it give us an opportunity here at OGE to see how agencies are doing see how the overall program is doing across
4:49
the government but it is also an occasion for you as the leader of your ethics program to see how you're doing
4:54
and see if things have changed from last year see if you have any sort of hot spots that you need to be worried about yeah precisely and then also the second
5:02
opportunity is is this benchmarking when we have the aggregate data that you can compare against now what do we do with
5:08
the data patric already mentioned we use it to kind of get an idea of how the ethics program looks or may be changing from
5:14
year to year and we share that information with you with Congress with the public you know
5:20
the press sees it so there's a lot of stakeholders that take a look at this information excellent okay so let's talk
5:28
about how you can access the information so just a couple screenshots to remind you where this is this is our homepage
5:36
and if you can see towards the bottom right there's that gold box small print
5:42
but there is a link to the questionnaire when you click on that you get this page
5:47
and as you can see the data dates back to 2013 which is when we first started
5:52
publishing this yeah and I think that's important for folks to note that we've really been taking steps to make this data more available both to the public
6:00
and to agency ethics officials but also in a format that's digestible that you can use yeah and speaking of that
6:06
there's two things that that you can look at there are the individual agency responses and there's also the summary
6:14
document and you use the word digestible and that's one that I was going to use because the summary document does two
6:20
things it aggregates the agency responses for each question okay but
6:26
then at the fund end there's an executive summary that's easily digestible basically it's an highlight of some of the key data points with
6:34
respect to financial exposure training advice and counsel and I would just recommend
6:39
if you have somebody new to the agency that is going to be involved in the ethics program you know it could be
6:44
someone high level or someone who's working in the trenches this executive summary is a really nice snapshot of
6:50
what the program entails and how it looks across the executive okay okay
6:56
so let's see how can you use the questionnaire to benchmark and I'm gonna
7:03
start with agency practices and this is just one example there's really a lot of
7:09
ways that you can look at agency practices but if you were wanting to
7:15
think of ways that you can get your agency head more involved and maybe you're wanting to get them more involved
7:21
or maybe they want to get more involved and are looking for ideas you could take a look at a question 16 in the
7:27
questionnaire which asks whether the agency had met with ethics staff to
7:32
discuss the strengths and weaknesses of program I guess I'll back up because really this is not getting yet to how
7:38
you can involve an ethics agency head but if you have involved them I think
7:44
benchmarking okay do you fall into 65 percent that's it yes or do you follow
7:49
the 35 percent that said no right I think that's important to note right is it's the majority or the minority of
7:55
agency heads who have not met recently to discuss the ethics program because there could be a vacancy in one or the
8:02
other position but if you're not in the majority it's maybe something to think about and if you're trying to get into
8:08
the majority or maybe you're there but you want to diversify how the agency head interacts with respect to ethics
8:14
you could look to question 15 where we asked the agencies to describe one
8:20
concrete action that the head of the agency took to support or strengthen the program now I've got three slides on
8:26
this we found some really fabulous ideas in the agency responses and the free
8:32
forum response okay so I just want to give kind of give some ideas here okay
8:38
okay so when one agency they said that the head recorded a video message from mandatory live annual ethics training
8:44
and it was incorporated into other videos that an agency's excuse the
8:50
employees could use if they were unable to attend the live training session and in this video the
8:55
agency had expressed the importance of maintaining ethical culture excellence or sort of a direct message this is a
9:02
talking head maybe that's a negative connotation but the organization okay
9:10
here's another one not only does this agency have a quarterly ethics a newsletter but it's sent from the
9:16
director okay so the head of the agency actually sends out the communication about ethics quarterly yeah here's
9:24
another one and I really like this one when the executive director of this
9:29
agency received our inspection report okay he took the time to call us to
9:35
discuss it which shows his investment in the ethics program but I think more importantly in terms of facing to the
9:41
agency he wrote to all of AGC to praise the ethics program and discuss the
9:47
positive results with the senior executives what's excellent so they really used an OG oversight exercise as
9:54
an occasion to reflect on their program but also to raise its profile within the organization yeah I think that really
9:59
shows that the agency had valued not only our input but really the work or the work of the agency team yeah Oh
10:06
couple more the agency had instructed agency ethics officials to use her own
10:12
ethics and queries as concrete examples so that staff understand that the federal ethics rules apply to everyone
10:19
and basically I love this example the agency said said I come to you with my
10:25
ethics questions right and I want you to use those my real-life examples with staff when you're training okay and it's
10:32
fabulous because they're basically saying you know I'm they're demonstrating that they come with what ethics questions right that these these
10:38
rules apply to everyone I'm not shy to take advantage of the ethics program to use the expertise of our of our ethics
10:44
counselors and you should too okay here's a good one and I know sub-agency
10:50
struggle with compliance so agency had announced at a staff meeting the importance of timely completing confidential disclosure reports I think
10:57
this is a sort of twofer if you're sitting in the the Deo chair which is one you probably get more buy-in for
11:04
timely compliance but also you to demonstrate the commitment of the agency head to the ethics program in
11:11
general okay so I really love some of those examples there's there's more in there so if you're looking for ideas you
11:18
can look at the responses to question 15 okay so another way that you can
11:23
benchmark and that is with respect to compliance rates so there's compliance
11:31
data in there about timeliness of training timeliness of filing and I'm just using one example here and this is
11:37
timeliness of initial ethics training and I want to take one data point here
11:43
as you can see the training for the initial ethics briefing initial ethics
11:50
training the annual training and fresh two e's we're all in the 90's that's
11:55
pretty good that's pretty good um let's look at this second bullet point the new employees who received
12:01
initial ethics training within three months and let's look at it on a chart I'm just going to walk you through this
12:07
because I realize the text may be a little bit small but this is for all agencies the percentage of employees who
12:14
are required to get that initial ethics training within three months you did get it within three months okay okay and so
12:20
on the horizontal axis along the bottom we've ordered the responses by agency
12:25
size so it's showing smallest agencies two largest okay and on the y-axis the
12:32
vertical access we're showing the compliance rate okay okay so what what can you see from this chart it's
12:39
interesting well it looks like the very tiny agencies it looks like one or two people not receiving their training timely can really hurt your percentages
12:46
because maybe you just have a few but also that some of these large agencies are really doing a good job of getting
12:53
the compliance rates up that's simply having a lot of employees doesn't mean that this is an impossible job yeah
12:58
that's a great observation and in fact we have on the next slide a trend line that little dotted line and it's
13:04
slightly going down but generally it's there's not much of a trend there's not much so then the ratio of just simply
13:11
having a lot of employees doesn't mean that this can't be done right um but I think you would want to look to see you
13:17
know are you an outlier on this chart are you one of those dots that are by themselves and if you are another
13:24
question you might want to ask is do you consistently find yourself there yeah yeah yeah sometimes I know agencies run
13:30
into a one time challenge maybe they have a technology problem or turnover problem or a personnel problem and it's
13:36
gonna be corrected next year they've already fixed it but if you find over the years that you're consistently not
13:42
reaching compliance it might be a good opportunity to ask why not yeah
13:47
so trend data is one thing that you could be pulling out of the questionnaire every year when you
13:52
benchmark okay so let's look at de OHS and we're gonna
13:59
basically look at what's the grade levels do at other agencies what's a typical level of experience birthdays
14:04
have so who's running our ethics programs across the government okay and these questions are based on the
14:11
responses to excuse me these charts are based on the responses to questions 3 & 4 and the annual questionnaire so if
14:18
you're looking the questionnaire that's where we got this information so if you look at this chart this is the grade
14:23
level of de Oz and the I'm going to start with the smallest let's see the
14:30
blue the blue slice that's an 8 percent and that is executive schedule position
14:36
Mayo's okay so it's a very high up in the organization very high up in the organization and and the reason I'm
14:41
starting with that is because everybody else every other slice is career interesting so we have about 8 percent
14:48
who who are our appointees non-career nine career folks yep and the rest so the majority of people are and the
14:54
biggest part of the pie is 61% that's the gold and those are SES or equivalent
14:59
okay now one thing I do want to say here is that there's and we're gonna repeat this as a mantra throughout there's no
15:05
right number there's no right to grade level as far as we're concerned right I think our biggest thing is what we put
15:12
in the regulations which is the dáil should have access must have access to agents right and be at an appropriate
15:18
level of seniority to run the program and the reason there's not a right answer is because with a more than a
15:24
hundred agencies some of those agencies only have to a three or a handful of employees some of those agencies have a
15:30
million employees and the level of the day or the answer to lots
15:36
of these questions is going to vary based on the size the nature of the mission the composition of the agency and how its organized so we want to be
15:44
mindful of that diversity yeah okay so let's look at experience level and I
15:49
apologize the blue bars had percentages marked but in the translation this
15:55
morning they got removed I didn't have time to fix it but we'll fix it the handout but I think you can see based on
16:02
the horizontal talking right and the y-axis what the values are in any rate for Dave's
16:07
if you combine the first and second blue lines which are those who have less than
16:12
one year and those that have one to four years experience so basically combine it
16:18
and say that most most of the days have less than four years in their current
16:23
day or position yeah looks like more than 60% and I think that's interesting you see I've been here for a while we've
16:29
been talking about the eventual turnover the day our positions that we need to think about succession planning is sort
16:35
of the first cadre of ethics to serve to serve the executive branch we're nearing
16:41
retirement and it looks like we're kind of moving in that direction as we have a lot of newer day of new folks to the
16:47
positions we can look at you know even though the that most Dave's have less than four years we can see that overall
16:54
their experience level definitely exceeds that so in this one this is showing how many total years performing
16:59
ethics duties and if you combine this last two bars five to nine years and ten
17:05
or more you can see that the vast majority have more than five years of
17:10
ethics it's interesting so so generally agencies have experienced a OHS but those folks are also relatively new to
17:17
the dáil role so the change in level of responsibility but not a change in job
17:23
function yeah curious so we are going to look now at
17:29
staffing and I use this term geographical allegation which sounds like I don't know what I'm really
17:35
getting at is you know where are your ethics officials or the people who perform ethics duties where do they say
17:42
decentralized program to have a centralized program and I think you know this is a perennial she with some of the larger agencies and
17:49
departments they're spread across the country you know is it better to have every when I hate quarter supporting the program or do you want folks in the
17:54
field and we're not sure that's a right answer but I think that the data here are very interesting yeah we have the
18:04
right answer is but again this is a benchmarking exercise right so you can look to see kind of across executive
18:10
branch with the general pattern is but then I would also encourage you to look up the questionnaire responses of
18:17
agencies are similarly sized or similar missions to you and see how they work and maybe give a call because they're
18:24
you know you might want to find out if it's working for them or if they've got some ideas on I think it's a really good
18:30
point with all of the status it's an opportunity to find folks who have similar experiences and face similar
18:36
challenges maybe create informal communities of practice around those those specific kinds of challenges yeah
18:43
result of this presentation in this questionnaire and I think we've be good
18:48
yeah okay so I just want to say that the data for the charts that were about to
18:55
show it's based on question five and I have a screenshot here and it's basically we've asked you to tell us how
19:03
many individuals within the DC metro area versus the outside okay how many
19:09
are working you know X number hours per week on ethics okay so I'm just real
19:16
quickly you can see that the majority of people that orange it's about 69 percent
19:22
are people who perform ethics outside the DC metro area I found to be really
19:28
surprising I wouldn't if I wouldn't have guessed that but you know I had that looked at this data points I'm not 100%
19:34
sure but I think I've heard that actually more federal employees are outside DC than in DC so I think this
19:40
corresponds with right like that um then if we look at the amount of time spent
19:46
each I think we've broken it down within the DC metro area and outside the DC
19:51
metro area this is showing people in DC and if you take a look at the dark blue
19:59
line that is close to full-time okay 31 to 40
20:04
hours per week it's not a quarter of the staff who work on FX are spending they
20:10
basically do it full-time basically full-time yet or in DC in DC yeah but there's a pretty big chunk if
20:16
you look at the green and the orange together that are working less than 10 hours a week on FX
20:21
so I have a lot of folks who support the program among other duties let's see so
20:30
now we're gonna look what we just saw was inside DC now we're looking at outside the seer and it's it's not too
20:38
different in that the green and orange are the people who work less than 10
20:44
hours a week on ethics and it's about three quarters of the pie so in both cases we have a lot of part-timers
20:50
supporting the program right and the people who work full-time on ethics outside of DC it's really just about 6%
20:56
also very few full-time folks in the field and I guess that makes sense we have a small office this is it maybe in
21:04
your in your council shop it's it's likely that you're also working on personnel law or FOIA or something like that as well yeah yes okay this
21:12
basically recaps for all duty stations and I think we'll skip on to the next one okay so let's look at epic staffing
21:21
in terms of these ratios that we have developed and this is really new data in a sense that it's derived from your
21:28
responses to the questionnaire but we've manipulated or slice and dice it in a way to try to pull out the resourcing
21:36
okay so before I dig in I just want to go back to question five because it's
21:42
really important that you understand how we develop the ratios yeah absolutely so how we do the calculations will help you
21:51
understand really what the meaning is behind the numbers we're gonna share with you exactly so again this is
21:56
question five and we're asking you to tell us how many individuals work X number of hours on ethics a week and
22:04
what we've done is we've developed a full-time equivalent ethics official
22:10
okay so I'm just gonna walk through the bottom line of this chart the total line and it shows us that in this example two
22:18
individuals worked less than one hour three individuals worked one to ten five
22:23
worked eleven and twenty etc for each of those numbers we multiplied it by the act the full-time equivalent okay so we
22:30
took two and multiplied it by 0.025 which is FTE equivalent for less than one hour so that's two hours a week
22:36
basically and then we added them all up and in this example if you look to the
22:42
far right of the total even though there are thirteen human bodies right Network
22:47
on ethics it's actually the equivalent of five point eight full-time people okay so the simplest case here would be
22:54
if we had two people who worked basically half time on ethics we have one full-time equivalent yeah and we basically done that math for all these
23:00
categories absolutely okay so I want to
23:05
also remind everybody here because I think this is something as I was going through the data and discussing with colleagues as we're kind of vetting
23:11
those presentation but there's a really important reminder the ratio is just that it's a ratio so it's a proportion
23:19
it does not reflect in all cases the actual number of full-time of employees
23:25
278 or 450 per ethics official okay and this really only comes up a small agent
23:31
with this much with you and this really if you have an agency that has a less than one full-time ethics official so if
23:37
I work in an agency a small agency and we have two quarter time employees so we have 1/2 of FTE supporting the program
23:45
and we have two 278 filers our ratio is four to one right even though there
23:51
aren't four 278 filers in the agency because we only have a half an FTE supporting the program the ratio is four
23:57
to one or two to one half yes and I've basically simplified everything in problem two one is the
24:04
denominator yeah now for you for everyone listening at home if you were jotting down the math maybe that makes
24:10
sense I know it's hard to follow along but anyway if you have any questions during the presentation we're going to
24:15
take questions at the end and we've also tried to clearly mark out our methodology in the document that you
24:21
have excellent excellent okay so now we've delivered that let's move on this
24:26
is something we've said earlier and I want to there is no right number here there's no right ratio
24:32
you really have to contextualize the information so we view these ratios as a starting point for your assessment and
24:39
it really needs to be done in conjunction with other data points some of which you can pull from the questionnaire some of which you will
24:45
need to pull from your program no absolutely you know you can take from this data if you're an outlier that's
24:53
maybe a place worthy of your attention further assessment further digging if you're having a compliance challenge
24:58
somewhere it provides you a potential explanation for why you're facing that challenge but really you have to do the
25:04
analysis and what we're trying to do today is share with you the data to facilitate that analysis right and I
25:11
just put up a few things on this slide ways that you can contextualize for the different ratios that we're gonna look
25:17
through and then if you want to pull out the handout there is I think starting on
25:24
page three this self-assessment worksheet so you can and this is just
25:31
something we've put together pretty quickly I think that you can pull in other data points but we're giving some
25:36
ideas of how you can pull in data points yeah I think that's one of the important things about the annual questionnaire as
25:42
you mentioned earlier it's an occasion to reflect upon how your program is doing and I think one of the challenges
25:47
we face in ethics programs who are busy with the day-to-day work is finding the time to sit down so you know how's it
25:54
going are there things that need our attention that aren't the blinking light of the email that just came in or the
25:59
voicemail that I just received and hopefully this worksheet gives you a starting point we don't think this is
26:04
the only way you can conduct a self-assessment not even everything it's the best way but it's really a way to
26:09
get some of the data in front of you in a way that you can easily easily digest
26:14
and at least start to find some sort of hot spots or areas that may be of concern in your program so in the
26:21
handout there's that worksheet yep and this is just a screenshot of the handout
26:27
so what I'm gonna do is we're going to move away from the PowerPoint and I'm going to actually start navigating the
26:32
handout on the screen as Patrick does I just want to let you know that in the
26:38
handout itself we have broken down the ratios by agency side okay so we have four categories of
26:46
agencies those who have more than 10,000 employees those are between I think
26:51
1,000 to 10,000 those who are less than
26:56
a thousand in less than 100 so we've we've sort of tranche them so that we
27:01
can look at like it's an ear light because there's so much diversity in the agencies across the government see a
27:08
very small the very large that they're gonna have different challenges different ratios of compliance different ratios of support so this allows people
27:14
to contextualize themselves amongst similar agencies similar broadly defined
27:21
right and we had to draw the line somewhere so agency size is one way to do it and we tried to take lines that
27:27
seems I think you made a good point earlier that people can supplement that analysis by finding agencies that are
27:33
more similar I'll say you're right if you're in an agency that's geographically dispersed with a large workforce you can think of other
27:39
agencies that are similarly situated and take a look at their individual questionnaire data to see how you're doing against them or you know if you
27:45
have shared challenges or shared strengths mm-hmm and one thing that we talked about doing but we opted to do
27:51
the size but something that agencies could look at is also are you similarly situated in terms of mission okay so do
27:58
you have a lot of dollars under your budget right you're responsible for spending so you could have an agency
28:04
that's small but has a lot of money and so their conflict analysis may be more in line with another agency that's large
28:11
it has less money no absolutely yeah mission changes the number of 450 filers we have it changes the number 278 filers we have to change
28:17
us the quality and quantity of advice that's necessary so yeah we recognize
28:22
that there are sort of disparate situations and agencies find themselves in the work trying to give you this in
28:28
their in a format that's helpful to you great okay let's switch to the screenshot and I'll start walking you through the ratios and for today we're
28:36
not going to go through this whole handout it's really way too large we're going to look at just those agencies
28:41
that are 10,000 or more full-time employees okay so let me get situated here with the mouse okay so in the
28:49
document if you scroll down past the methodology past the chart
28:55
start looking at the blue color-coded agency so each tranche or each cohort
29:01
has its own color okay those with 10,000 or more employees or the blue yarmulke and I want to start
29:08
actually with financial disclosure and financial disclosure ratios start on
29:15
page six and I want to walk you through
29:20
what we have here okay so what are we looking at these are agencies that have
29:26
more than 10,000 employees and this is the ratio of 278 people who are required
29:33
to file 278 per ethics official now over here on the right we have the average
29:39
the low the high and we've excluded outliers okay and just a note on the
29:45
outliers we actually did some statistical number crunching and pulled out of people or agencies that were more
29:52
than two standard deviations away from the mean and so essentially what that
29:57
means is that everybody that's in the chart is within 95 that represents 95
30:04
percent of the agencies okay so that helps us because then our our averages and skewed by a single agency with a
30:10
very high or very low ratio excellent okay so for 278 the average is 18 required
30:18
278 per full-time ethics official equivalent the low end is to 278 spur
30:25
ethics official a high end is 58 now you
30:31
know if you're on this chart the question is where do you fall I'm ready fall on the ranking where do you fall with respect to the average and again I
30:38
want to say that there's no right number and the contextualization is really important here so what are things to
30:44
think about in terms of context well one thing that we've alluded to already is you know what is it that your agency does right what are the types of
30:52
conflicts that you see if you're an agency like us like OGE
30:57
we don't regulate the private sector we don't give out grants you know money
31:03
under our purview so the scope of potential conflicts of interest
31:08
compared to another agency that's regulating the private sector pretty small so reviewing financial disclosures
31:16
at an agency where there's the kind of breadth of conflicts maybe a little bit less it's
31:21
kind of a complete potential ization and absolutely when I think you know some agencies based on the way they
31:26
compensate their employees their pay structures the distribution of senior versus more junior employees may just is
31:33
sort of a because of those those features of their organization have a lot of 278 filers but you've reviewed to
31:40
seven the answers of ia2 7080 is in the 278 it's a 278 it's there's a great
31:46
variation and how long it takes to review them how much advice is required after you've completed your review how
31:51
much remediation is required for a person so all of those things factored into these numbers and there's something
31:57
you should think about and make note of and something you might consider if you're trying to figure out how you fit say you have a relatively high ratio
32:03
here mm-hmm well how many of those 270 it's require you to put in place formal remediation agreements you know do you have to do as
32:10
X agreements or counseling memos for every one of those are one in a few because that really allows you to
32:15
characterize your workload better that's precisely right and if we look down at 450s which is really even more
32:22
significant because there's just more 450s right out there I think there's the r3r averages 380,000 confidential
32:30
disclosures across across the government well that's that's a lot of confidential filers yeah so this is really where I
32:36
think the pain point is for agencies and in this chart we're showing that the
32:41
average ratio of 450s per equivalent full-time ethics official is 243 so on a
32:49
lot on the low end we've got 45 per ethics official on the high end we've
32:54
got 627 and so some points of contextualization is with respect to for
33:00
50s and I think this is interesting it's how complicated are the four fifties right how family and are the holding is
33:06
that your employees typically have so if you have a high ratio but really you have a lot of line employees that don't
33:12
have a lot of sophisticated holdings the time it takes to review those four 50s is going to be considerably less right
33:18
another question or another point contextualization is do you have an alternative 450 for him if you have an
33:26
alternative 450 for him and it's really streamlined to ask just the questions that are relevant to your complex analysis then
33:33
the review time potentially could be lower as well oh absolutely and I think that's an important feature of the confidential system in general is it's
33:40
designed to address risk in the agency as you guys will all know as you're familiar with you get to decide who
33:46
ought to file you G provides guidance about kind of duties that should trigger filing but that risk calculation is made
33:51
of the agency level you can change the requirements of the form with OGIS blessing you can use an alternative form
33:57
or alternative procedures so you really want to look at this program especially if it's a big resource use in your
34:06
agency and make sure you're getting good value out of those resources that you're collecting the information your need your managing the risks appropriately
34:13
the only other point I would make is that this are especially with the 450s this work is cyclical so if you do have
34:20
a large need to collect and review a lot of 450s it might be possible to divert
34:26
resources from other areas of the program or other areas of the agency to support you so I think merely having a
34:33
high ratio here doesn't mean that you're buried all the time it may be that you just need to be really mindful about how huge resources at the beginning of the
34:39
calendar year those are all great points I just want to reiterate the piece about alternative 450s when we updated part 26
34:48
34 we removed the 450 a alternative and really are we would really encourage
34:56
agencies to come up with an alternative form if they feel like that would be
35:02
more useful to them to do their complex analysis so it's something that we I think are really encouraging and more
35:08
actively right so those are points of contextualization in terms of how you're
35:15
to seventy-eights look and what types of conflicts you have at your agency but let's get to the real meat of the matter
35:20
here let's also look at compliance rates right so how are you getting everyone to
35:26
file that needs to file I would say when we look at the total numbers mostly people are we're in the high
35:32
in terms of giving people a file but there are other important data points besides just getting them to file one of
35:39
them is timeliness right timeliness of review review tell me this was certification yep because having them
35:45
file but then taking a long time to get to a counseling memo about how they shouldn't be participating in certain
35:50
matters could be problematic yes for everyone that's not good for employees and it's also not a good place for our agencies to be yeah and one thing we'll
35:58
say here is even if you're listen you have a high ratio of filers per ethics official well you know one thing that
36:05
you might look at is well do you need more resources okay okay but you could also have a low ratio maybe you only
36:12
have a few filers products official but maybe your compliance rates aren't so hot so you have to really look at the
36:18
data together to see if even if you have a low ratio do you need to work a little smarter absolutely no so I think there
36:25
are Eaton seas that are thriving on the compliance side with relatively high ratios and there are lots of
36:30
efficiencies that can help support that kind of outcome if you have a good electronic filing system if you
36:36
incorporate supervisory reviews to help you identify conflicts quickly if you leverage your administrative or more
36:43
junior resources to triage reports and take care of the easy ones quickly to
36:48
leave only the complex ones for the more experienced reviewers they're really a lot of things you can do to streamline
36:53
the program I think the other thing folks should consider especially if you have a high ratio and and or having
36:59
compliance challenges is to revisit how
37:05
you're designating filers are you really having the right people file when I was
37:10
at an agency I was responsible for setting up our confidential financial disclosure list for the first time and I
37:16
went out to supervisors and I said let me know who meets these criteria I shared with the Moche ease chart if
37:22
eclipse that agencies can use and I got back basically supervisors telling me as
37:29
far as I'm concerned basically everyone should file so we had to rethink the way we did it and we actually had to sit
37:34
down and talk to them and say you know do these people really need to file and what we found is when the ethics office
37:40
was willing to help them and support them in the decision that someone's duties didn't really pose risk they were much more willing to say
37:48
yeah well maybe they don't need to file and we were able to get a more reasonable list that wasn't having
37:53
people who really didn't need to file file that's a great point fear maybe Driving's right these decision so
37:59
talking it together can help alleviate some of that fear and make someone feel
38:05
confident that there's still other processes in place for instance training right that can help exactly and this is
38:13
the way we did that was to ask them ask the supervisor to put people in must file I think they should file maybe should
38:20
file and those two categories that weren't must filed we talked them through it and we helped them come to a
38:25
conclusion for each of those people it was time-consuming but it was not as time consuming as reviewing hundreds of
38:33
reports in perpetuity because you made a sort of a poor risk calculus one time
38:38
right and you have to do that conversation sort of episodically yeah
38:43
okay well let's take a look now at the ratios for training and the training ratios are
38:51
still not hand out the blue color code just below the disclosure so we're
38:58
looking at pages 8 & 9 so we're looking again at agencies with more than 10,000
39:03
full-time employees so the large agencies and again we're looking at the ratio of employees and for this one it's
39:10
those required to receive initial ethics training per full-time equivalent ethics
39:16
official okay so we have on the average 225 the ratio of 225 employees per
39:23
ethics official needing to get initial ethics training on the low end the ratio
39:28
is 5 and on the high end a thousand eight hundred seventy-one employees required to receive initial ethics
39:35
training per ethics official huh yeah and I what's interesting is that may seem like a lot but I think this is
39:41
definitely an area where agencies have come up with efficiencies where you train in groups you train like we're
39:49
doing virtually so I don't know that the high ratio here is necessarily a bad thing and you do have to again look at
39:54
the context right and and this is probably elastic for some agencies rate of hiring the rate of turnover in
40:00
your agency in a given year may not be consistent so you may have you know a
40:05
new program or something established in your agency or doing a lot of hiring and that may be a one year or two year have
40:10
you left and then things level out so I think we can be sort of strategic and mindful of those those sort of features
40:17
of our organizations yeah it's a really good point when you if you're able to use that worksheet and let's say that
40:22
you have a low ratio this year on the training for initial ethics training if you're kind of wargaming this with with
40:28
your staff or with executives this might be an opportunity to say what is our upcoming time right now you're gonna
40:33
look like is this ratio gonna be the same or do we need to reallocate resources anticipation of a higher ratio
40:40
next year absolutely okay so the other point that we brought up with the financial disclosure and we'll bring it
40:46
up here is how does this number coexist with your compliance rates okay so let's
40:55
see I want to look I guess we can't
41:01
toggle back but I'll just refer back to that chart that showed in the PowerPoint presentation the compliance rate for
41:09
training initial ethics training providing your employees with initial ethics training within three months
41:15
remember that scatter chart we saw oh yeah absolutely oh yeah well there are a few outliers there were
41:20
there were a few outliers so I want to look to see am i an outlier on this chart and I have a high ratio here right
41:27
and that might signal that there might be an issue absolutely and I think that's something that we provided in the
41:33
worksheet for you to consider using is your ranking within your your cadre but
41:39
also your compliance rate so you can look at those next to each other and say aha I'm ninety-nine out of a hundred you
41:46
know in terms of resources we have a very high ratio and we have a low compliance rate well that's a hint that
41:52
maybe you need to change the way you're applying resources to the problem or maybe you need to find efficiencies or
41:58
maybe you need to get in touch with someone else who is facing a similar challenge and see if there's something you need to do now another data point
42:06
that we don't have but that you can provide when you're doing the self-assessment is it gets to this question of
42:12
effectiveness right how effective is your training right and that's really hard to measure we know that um but you
42:19
know there are things that some agencies do and that we do and and that could get to this so for instance do you ask for
42:26
trainees people who have received the training to assess it yep
42:31
you know a simple course evaluation then something we'll we'll send you a course evaluation today about this class and we
42:37
find it to be very valuable and if you think would be appropriate or practicable it's a good thing for you to
42:42
do in your agency and you can take those those data points and put them along your ratio poke along with your
42:48
compliance is that gets into a more qualitative context right um you might
42:53
also look to see you know are you getting training you're getting questions after training there are a lot of data points that you can track to
43:00
demonstrate whether people are actually paying attention or finding the training
43:06
helpful I think that's not something that agencies to track all of their advice that's something you can do for
43:11
yourself it's very helpful is to see your requests for advice trends over time a year to year but also months a
43:19
month to see if you have any anytime where you have spikes because it can help you prepare for the resource needs
43:25
that you're going to face yeah and I think this is gonna be even more relevant when we look at the next ratio
43:32
which is the ratio full-time employees to ethics official that really gets to I
43:37
think the advice and counseling question absolutely before we move on to that is when I quickly show you the next chart
43:44
which is still training related I think I'd already scrolled down to it here we
43:49
are this is the ratio of employees required to receive annual ethics
43:54
training so we previously looked at initial now we're looking at annual and the average ratio is 276 employees per
44:02
ethics official on the low end we have 57 and on the high end we have 652 so I
44:09
just wanted to kind of complete that in terms of training I think with the annual training this is more predictable
44:15
the sort of total staffing levels the total number of filers in your agency should be a little more predictable than
44:21
the hiring number of the new employee number so this is also a number that you can use for planning a number you can use to
44:29
help allocate your resources across time if you know you have a big training training load and you also have a lot of
44:35
450s which tend to go together planning your training programs so that it's
44:41
allows resources be dedicated to the financial disclosure program and their need it is is a good idea and they can
44:47
stretch your resources further and we should also just remind people and I think most people are aware but under
44:53
the new 26:38 regulations which govern training both annual and interactive
45:01
training has to be seasoning both annual and initial training have to be interactive right so if you have a
45:07
higher ratio and you need to revisit your training to make it interactive this might be a year where you need a
45:13
bump maybe a momentary bump in your resources to develop what that interactive training looks like and I
45:21
think this is another area where looking both your compliance numbers as well as qualitative indicators is really
45:27
important we've given agencies in 26:38 a lot of flexibility with respect to the
45:32
subject matter they cover in their training so that it can be risk responsive for their employees and we
45:37
encourage you to take advantage of those flexibilities because they're they're designed to help you meet the qualitative needs of your agency which
45:44
is managing the risk of potential problems while maintaining a good compliance a good compliance program ok
45:51
so we're gonna move on to the last part of the presentation which is the ratio that deals with full-time employees per
45:59
ethics official so I wanted to end with this although it is the first the first
46:06
chart yeah page 5 in the chart again
46:14
agencies of more than 10,000 employees what's the ratio of full-time employees per ethics equivalent full-time at least
46:22
official equivalent so this is really the macro look and that's how many other things officials do we have providing
46:28
support to how many employees that's right and so on the average there is
46:33
I'll just round up and say 3000 but I'm employees per ethics official that's
46:38
in these big agencies and that's right and the big agencies the low end is 305
46:46
and the high end is twenty two thousand six hundred thirty day interesting okay
46:51
so what I find interesting about this number is is what we've already spoke about spoken about briefly and and I
46:57
view this as a proxy for advice and counsel numbers okay and what I would say is I think this is the area
47:03
especially in that chart that we developed right that we don't have a lot of additional data to provide you this
47:09
really for I think a full and round assessment will require some some data from from your end so we don't know how
47:17
many ethics questions you get in the year no we hope you do how many people are
47:27
answering those questions so we know that a lot of agencies do have tracking systems which is great so they can count
47:34
volume and they can also categorize those questions another data point that
47:40
agencies you know may have and if they don't might want to think about how they can get it is how timely is the advice
47:47
that they're getting right are you able to respond to people's queries in a timely way that allows them to proceed
47:54
with their work how satisfied are they with that work and and here's where I would want to compare the number of
48:01
questions to my ratio and that is if I'm a really big agency and I have a lot of
48:09
employees per ethics official but I have a low number of questions overall I might be concerned I might think that
48:14
people should be asking questions right and they're not maybe they don't know how to ask questions right we could have actually a training problem or awareness
48:21
problem because it's it's very difficult to find ethics questions that should
48:27
have been asked that weren't right that measuring that is very difficult but this gives us a potential Avenue to see
48:34
if that's happening so as you point out if we have a high ratio we have a lot of employees but they're not asking many
48:40
ethics questions we're having no problem keeping up with the advice load even though there are 20,000 of them free each of us
48:45
well maybe that's because they don't know to ask they don't know who to ask or those questions are going somewhere
48:52
else and I think this is a really important point because I know that at the agencies the ethics officials are
49:00
really busy so it's you there's a sense that you're dealing with lots of
49:05
questions right because you are you're saying oh they answered question right but that might still be a small
49:10
proportion of the types of questions that you or the quantity of questions that you need to be kidding right and I think when I when we were looking at
49:17
using data to strengthen our programs last year we did a similar presentation and we looked at some data that's
49:23
available on the ieg library right now that was responsive to a merit system
49:29
Protection Board questionnaire that went out to 10,000 federal employees all the way across the government and what we
49:35
learned is that most ethics questions are going to supervisors first and that
49:41
is a challenge for us it means we need to make sure our supervisors know how to direct those or triage them or make sure
49:47
they get to the right person to be addressed or they need to be trained properly to deal with them on one of those things so you know that's
49:55
something to keep in mind that's this is an opportunity to reflect on whether you're getting all the questions you should be getting yeah and then whether
50:01
those questions are in fact going to the supervisor so are the supervisors equipped to to help your answer yep yeah
50:07
that's great okay so that is in terms of the meat of this presentation I just
50:16
want to reiterate that and I hope that we've made this clear we we don't view these ratios or all the different data
50:23
points as prescriptive right all right if you're going to do the self-assessment we hope that you use the
50:31
the chart or some version of that just as a starting point to identify the
50:36
other areas that will help contextualize the ratios absolutely and I think you
50:42
know we've tried to make that point throughout which is that you might have one area where you have a relatively high ratio and other areas less so and
50:50
that could be for a lot of reasons it could be about something unique to your agency something particular about the
50:55
mission or work of your organization and that might be fine that might not pose any compliance challenges so we want you to use this
51:02
data to create the sort of a total picture or ice complete a picture as you can if your organization so to see how
51:08
things are going ok so able to open it up for questions ok yeah we absolutely
51:15
can on the phone also from the phone you can ask a question if you're watching on the broadcast and you'd like to ask us
51:21
question you're welcome to join the call as well that information is in the training announcement instructions you
51:27
received yesterday so operator could we open up for any questions your name is
51:47
required to introduce your question if you need to withdraw your question press star Q again to ask a question over the
51:53
phone please press star 1 thanks very
51:59
much so one thing I would also encourage people to do is you know either now over
52:04
the phone or later and we'll pull up the slide that has my email address on it
52:09
I really would be interested to hear from you all how we could be slicing this slicing and dicing this data to
52:16
help you so how else can we be looking at this data or how else could you suggest your compatriots use this data
52:22
in ways that maybe you've already done no absolutely and I think just just reiterate what's available in the
52:28
handout we just talked about the large agencies today but the data for all of the agency groups is available there
52:34
it's very easy to digest it's designed to be helpful to you and if you find it
52:39
helpful there are things you're using this data for like your desk officer now or a lot one year I know because we'd be really interested in figuring that out
52:45
but also we know this data collection is a time consuming exercise for agencies and we want it to have value for you so
52:53
if you have thoughts on how we can do that please do let us know yeah absolutely and I'll also just reiterate that when
52:59
you're looking at the smaller agency cohorts please keep in mind that the
53:05
ratios or ratios and that's a little bit confusing occasionally if you're looking
53:10
at a small agency and the ratio is showing you 200 filers per a special when you have
53:16
ten employees right right it's just the mathematical proportion absolutely okay
53:22
to have any questions at this time all
53:31
right well we encourage you to take a look at the data think about it use the self assessment form let us know
53:37
what you think about that if you come up with something better please let us know that as well can we pull up the slide so
53:43
we can show them that you know yes absolutely exactly bring that up quickly to do yeah it's the very end that's it
53:55
okay that's my email WG pond at og gov so if you have questions comments ideas
54:02
about how to use this data please let me know I really really like to hear from you no absolutely and thank you all for joining us and we look forward to
54:08
joining you again soon
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