hello and welcome to calendar year 19 annual agency ethics program questionnaire
0:05
benchmarking your program my name is patrick shepard and i'm very pleased to be joined today by wendy pond who is a
0:11
senior desk officer here at oge welcome wendy hi patrick thanks for having me uh so
What is benchmarking
0:17
i'm really excited about today's presentation i know we have a lot to cover so i think it would be best if we just go ahead and get started so uh over
0:23
to you great sounds good okay so uh my name is wendy pond and
0:30
patrick mentioned i am a senior desk officer here at oge and i have been the lead for the annual
0:37
agency ethics program questionnaire since 2018. so this is my third year doing it and
0:44
today i'm going to give you some data that can help you benchmark
0:49
your agency's ethics program against other agencies ethics program
0:54
based on the data from the annual questionnaire so what is benchmarking and why is it
1:00
important well benchmarking in general is just comparing yourself against an external
1:06
standard and today we're going to talk about ways that you can use the data from the questionnaire
1:11
to benchmark your program against your peers program so why is this even important well
1:18
benchmarking is one of several tools that are available to adeo or to an
1:24
ethics program manager to assess how their program is doing obviously you want to try to meet all of
1:31
the requirements that are set out in regulation in terms of your program and certainly
1:36
oge comes out every few years or so to do program reviews but we know that getting 100 compliance
1:44
across all of your employees in every particular area is not always realistic so one way to judge your performance
1:51
especially in between oge program reviews is to compare
1:58
and benchmarking uh is particularly timely right now in light of the upcoming
2:04
election whether or not we have a new administration there will be new
2:09
leadership there simply is at the beginning of a new term whether it's a new president or not
2:14
and you will be briefing new leaders coming in potentially on your ethics program and
2:21
benchmarking and understanding how you fit in with your peers is a great way to contextualize
2:27
what your program looks like thanks so much so let's get
2:33
so let's get to today's agenda patrick i interrupted you did you have
2:38
something you want to say no it's just going to reinforce uh how important this is and how timely this
Overview
2:43
presentation is um as we go into the election season because having all of your data and
2:49
information in context is just so important when you're briefing new leaders
2:55
it is and thank you for underscoring that point and also to our listeners i'd say thank you for your patience as we get
3:01
used to uh doing these types of programs virtually so hopefully we'll work through our
3:06
hiccups and speaking over each other [Music] okay so today uh for this presentation
3:12
i'll cover the four items that are in this slide here i'll provide some quick background about
3:18
the annual questionnaire and then i'm going to focus on a few agency practices
3:24
about how other agencies are assessing and evaluating their program so this is a type of benchmarking it's
3:32
basically looking to your peers to see what practices they have in place so i'll provide some statistics
3:38
and some examples and the idea is to learn from your peers
3:43
next we'll get to a few benchmarking against some key compliance rates so for instance we'll look at training
3:50
and financial disclosure i'll show you the distribution of agency responses
3:55
and you can take this as an opportunity to see whether your compliance rates are somewhere where the majority of
4:02
agencies fall or whether you might be an outlier and finally i'll discuss some ways that
4:08
oge can consult with your agency to pull data from the annual questionnaire that
4:14
might be specific to what you're interested in looking at so that you can benchmark against data
4:19
points that are most relevant to you okay so for the background just briefly
4:28
the annual questionnaire fulfills a statutory reporting requirement so the ethics in
4:34
government act requires agencies to submit to oge an annual report and as we set out
4:42
in the implementing regulation the annual questionnaire fulfills that requirement
4:47
so it's one of these things that you have to do but it also serves a really helpful tool not only
4:53
for oge but for you and that's why we're doing this presentation
4:59
we do post individual agency responses online we also produce a summary report which
5:05
is posted online and normally i would show some screenshots of where you could find these but
5:11
we are very quickly approaching uh the day when we are posting a new website so the screenshots
5:17
would be uh obsolete but we will be touring the new website soon and so you can see where all of
5:23
this and other good data is that's excellent i think we have that sort of triple purpose of helping to
Purpose
5:30
develop an effective ethics program for the entire executive branch we have the statutory requirement and we
5:36
also have that transparency element so citizens can see how the ethics program in our government and the executive
5:41
branch is functioning uh so it's uh it's a really important piece of work
5:47
it is and uh we hope that uh in the moment that you're actually completing the questionnaire which is at
5:53
the beginning of each calendar year that you use it as an opportunity to take stock
5:59
of how your program is doing and we hope that at the end when all the data is produced and we're doing
6:04
presentations like these you can use it as an opportunity to do the benchmarking
6:10
okay so now i want to talk about some of these program practices and look at some examples of how other
6:16
agencies are assessing and evaluating their programs
6:22
so in question 13 of the annual questionnaire we asked whether your agency evaluated any aspect
6:30
of the ethics program in 2019 and as you can see in orange 62 of agencies but they did evaluate
6:38
at least one aspect of their ethics program 38 said they did not and we also asked what
6:45
resulted from the evaluation so just in terms of benchmarking here at this level
6:52
we can see that certainly the majority of agencies are doing some type of evaluation
6:57
and if you're not falling in the yes response on this question maybe you need
7:03
to think about some ways that you might be able to evaluate your program and sit in with your peers in terms of
7:11
evaluating and examining how well your program is doing that's a great point um because
Assessment
7:18
assessing is the first step to improvement uh so if you didn't evaluate last year
7:24
maybe that's something to consider especially as we approach the election season i sort of see how you're doing and see
7:30
if there are any areas if you have an opportunity to ask for resources say uh that you would like to apply them
7:35
uh any challenges yeah and patrick you also bring up a good point in terms of
7:40
you know whether you did it last year or this year uh certainly uh there's the opportunity to go on
7:47
cycles maybe you look at something one year and you take the next year to implement changes to try to address what the issue
7:53
is and then the following year you look at something else so you know maybe one year you're not in the yes category uh
7:59
but if you look at over time whether you're doing continual evaluation that's helpful as well
8:07
okay so we also ask agencies to describe what resulted from the assessment that
8:13
they did whether they made programmatic changes policy changes and we asked them to describe what those were
8:20
and so i want to just point out that in the summary report that we produced that we just published
8:25
i think last month and which to which there is a link on the ieg page where you're actually
8:32
accessing this presentation we'll put the summary report there if you download that summary report and
8:38
you go to question 13 which is the question we asked about assessing your program you can see and
8:45
i've got this red arrow pointing to this hyperlink within the document says cq13 table
8:52
and you can read through every agency's response to get ideas about
8:57
what changes they implemented as a result of their assessment one of the things i wanted to do today
9:04
was just pull some highlights from those responses to uh give ideas
9:09
and inspiration for things you might consider doing so i put a bunch of examples on the slides
9:16
i'm not going to read through them all but i wanted to have them handy and available for you to look at on the slide
9:24
so i'm going to go through a couple of these now so in some cases these took the time to
9:31
review substantive aspects of their ethics program so for example one agency considered
9:37
whether or not to adopt supplemental ethics rules and as you know these are the rules that
9:42
might require prior approval before engaging in outside activities or they may set out certain types of
9:49
activities or financial holdings that are outright prohibited
9:57
as an example of other types of assessments that agencies did
10:02
agencies looked at training and they examined their training program and one example here is that an agency
10:08
decided to offer initial ethics training three times a month instead of once a month
10:14
in order to ensure better coverage of employees and i have to say that i particularly like
10:20
the second example on this slide their agency is now pulling in leaders
10:25
from different directorates to co-teach their annual training and i think this is
10:31
uh an aspect that's near and dear to our heart the ethics program is not just owned by the ethics officials it is owned by
10:38
everyone in the agency and by pulling in leadership to co-teach classes or training you're sending the
10:46
message that the supervisors and leaders think it's important and that they have knowledge and awareness of the ethics
10:52
program i think that's a wonderful point and an excellent example of some of the value that comes out of the
Implementation
10:57
questionnaire you know widely sharing this kind of idea could really help a lot of programs and
11:04
if you uh take ideas like this from the annual questionnaires these sort of highlights and implement them in your
11:09
own programs they can really improve the effectiveness not just of your agency's program but of the executive branch
11:14
ethics program as a whole yeah and i think maybe something to
11:19
consider is that sometimes doing assessments seems daunting
11:25
and then trying to implement changes as a result of the assessments can seem daunting and something that
11:30
comes to mind for me is that when it comes to assessing you can pick a small area
11:36
to look at and not bite off something that's so overwhelming but when it comes to
11:42
implementation you can also experiment you know maybe in this example you
11:47
pick a one directorate where you know that there are a like-minded people
11:52
and would be enthusiastic about co-teaching and you see how that goes and you take your lessons learned and
11:57
try to expand from there okay so i'm going to now look at the
12:03
next slide and just show a couple examples about how agencies have
12:08
leveraged their technology systems as a result of their assessment so one agency is linking
12:16
their ethics tracking system to their hr system which is pretty sophisticated and
12:21
fabulous not all agencies can do that but there are other ways that you can leverage
12:26
technology so i really like this other bullet point where an agency is disabling
12:32
i.t access until their training is complete uh and so that's a pretty creative way
12:38
to help ensure that training is done and perhaps done timely
12:45
on the next slide you'll see several examples that agencies uh have implemented in terms of
12:52
staffing and i'll just give you a second to look at the slide
12:59
and then on the next slide there's a few examples of how agencies are improving
13:04
intra-agency coordination and again i'm not going to read through these because it would take too much
13:10
time but they're here available for you to review at your leisure and as i showed you earlier you can look at
13:16
everyone's response within a summary report i think these two are really important
13:22
uh especially in the time we find ourselves in because there's a very high likelihood that regardless of
13:27
the outcome of the election there's going to be a big increase in workload uh as new leaders come in across the
13:33
government and managing that coordination within your agency and also having creative ways to staff that
13:41
influx of work can really help you stay on top of all of the requirements
13:46
and likewise meet the challenges of the increased workload so thinking about
13:51
this now i think is a very timely thing to do absolutely and i really like this idea
13:57
of the mou between the deo and the hr it is just a somewhat formal way
14:04
that you can improve coordination but it's also something that then you can point to
14:09
if things start to come a little bit off track you can say well hey we've got this mou we need to kind of get back to
14:15
ensuring that that's implemented so it's a touch point uh as well as a a formal document
14:25
okay so on the next slide uh i wanted to take a look at question
14:30
number 22 in the questionnaire where we asked agencies whether and how they assessed risk to inform
14:38
their ethics and communication approaches and of the 138 respondents
14:44
to the questionnaire 111 agencies reported doing some kind of assessment
14:50
so that's about 80 of agencies that's a that's a really great number and again just in terms of benchmarking
14:57
you can ask yourself did where did you fall in this are you assessing are you not assessing and maybe even look at are you doing one
15:05
of these activities maybe you're doing multiple of these activities as you can see the most common approach
15:12
with 90 agencies employing this approach was to talk to employees
15:17
about the ethics concerns they encounter in the workplace next in line with 73 agencies doing it
15:25
was to review advice logs for common issues uh and the next in line with 64 agencies
15:32
uh doing this activity was discussing upcoming work and agency priorities
15:37
with senior staff and there's several other that agencies are engaged in
15:42
as you can see from this slide so again you can ask yourself where do you fall are you assessing are you doing some of
15:48
these things are they working well for you are there other things that you could be doing that might bear better fruit i think this is really
15:55
encouraging to see so many agencies engaged in assessment and uh risk
16:01
assessment because it helps to ensure that the interventions that follow are on target it's really a
16:07
good way of ensuring that the efforts that you spend to communicate and to educate your
16:12
workforce are working to address actual problems and are not just a check the box exercise
16:18
so i really think of this as an effectiveness multiplier kind of activity and it's great to see so many people doing it
16:25
absolutely and one of the comments that was made in the response the questionnaire which i particularly appreciated and to your
16:32
point patrick is that one of the agencies that indicated that they conducted surveys to identify common and emerging ethics
16:39
risks said that they did follow-up interviews with people who responded to the surveys
16:44
which is so powerful it's one thing to collect the data and maybe have some prefab choices yes
16:51
no agree disagree disagree strongly etc and that's really helpful data but to go
16:56
back to the people who responded and then to pick their brains a little bit more
17:02
that follow um activity that really brings uh clarity and can help
17:08
synthesize where your risks are okay so then um in question 23 this is
17:15
the next slide in question 23 of the questionnaire we asked agencies the methods they used and this time it's
17:23
for evaluating the effectiveness of ethics education and communication and again of the 138
17:31
respondents to the questionnaire in this case 104 agencies reported doing some kind of
17:37
assessment so that's 75 just a little bit less but still pretty good numbers
17:42
and again the question is you know which side do you fall on if you didn't do an assessment this year did
17:47
you do one last year do you have one planned for this coming year let's look at some of the things that
17:53
agencies did with 90 agencies reporting it they did self-assessments to ensure that
18:00
required employees receive training with let's see the next step is 54
18:07
agencies had discussions within the agency does the training and communication support them in managing
18:12
their ethics risks so here are some ideas of ways that you can
18:18
evaluate your education and communication one of the other activities that was
18:25
described that wasn't one of our pre-written options response options
18:31
and one that i really appreciated was uh one agency interviewed departing
18:36
employees and they asked them to evaluate the effectiveness of the ethics training
18:42
that they received during their time at the agency and they are specifically asked to discuss anything that they would
18:48
recommend for the ethics office to change or implement so that the employees could better understand their ethics requirements
18:54
so this is really where that follow-on activity can bring some a deep value to your
19:00
program where you're hearing from the employees directly what could the ethics program be doing better
19:06
just to communicate better i think this is really good to see because when we think about the life cycle
19:11
of assessment uh delivery and evaluation it's really a cycle in that this
19:17
evaluation data that you receive in these discussions or in a training assessment can really move
19:23
into the risk assessment and planning for next year's interventions and education
19:28
activities so using these in in concert can help you iterate and
19:33
improve upon the effectiveness of your interventions uh sort of indefinitely absolutely
19:40
and something that comes to mind is a model that i know uh you and cheryl and the institute for
19:45
ethics and government have highlighted before and that's the maturity model for your program and i believe you
19:52
all have one that's specific to the maturity model for your education and training this idea of
19:57
iterative improvements helps move your ethics program from maybe
20:03
you know potentially a more immature model to one that is more mature where
20:10
not only hitting the compliance requirements but you're going above and beyond to try
20:15
to instill ethical culture and motivate employees above and beyond just having to
20:21
meet the bare minimum okay so for the next slide i want to
20:28
introduce this idea of benchmarking against key compliance rates
20:34
and then to the next slide we have a chart here and this is representative of question
20:39
18 from annual questionnaire we asked agencies to report how many employees
20:45
were required to receive initial ethics training and how many received it within the
20:51
three-month deadline so 122 agencies reported
20:56
having employees that were required to receive initial ethics training and if you look at the bar the blue bar
21:03
at the very far right you'll see that 103 of those agencies
21:09
had 95 percent or greater of their employees complete the training timely and if you
21:16
move to the next column over to the left you'll see that nine agencies had between 90 and 95 of their employees
21:24
complete the initial ethics training timely and and so on so moving to the left again
21:29
the percentage of employees that completed training timely is decreasing
21:35
so for purposes of benchmarking again i mentioned at the beginning of the presentation that of course the idea and
21:42
the goal is to try to get 100 of employees getting their training timely that's
21:48
the requirement but of course that can be difficult to meet every year in every case so if you're
21:53
not meeting 100 uh where on this distribution do you fall if you have a low percentage of
22:00
employees that are getting uh training late or excuse me a high percentage of employees that are getting
22:06
uh training late then you know that's a greater risk for your program those employees are not being introduced
22:13
to the ethics concepts and don't have the opportunity to apply them while they're in the workplace
22:21
so this is also an opportunity if you fall maybe in the lower range to look at the causes why are employees
22:28
getting training late and what are some things that you can do to fix it you know maybe it's something as simple
22:35
it is simple but i recognize also resource intensive but one of the examples we showed earlier was that the
22:41
agency took time to review their training program and determined that they needed to offer
22:47
their initial ethics training more each month in order to get coverage
22:53
or as we saw in a previous example the leadership and i.t work together to
22:59
implement a freeze on computer access until training is complete so if you take this opportunity to see
23:05
where you fall in terms of your compatriots and then take the opportunity to examine ways that you might be able
23:12
to improve your compliance statistics you can maybe take inspiration from your peers to
23:19
implement a few ideas to improve your training i think it's really interesting to see how few outliers
23:26
there are with low percentages of training compliance and i think this is an area where
23:32
if you're having a resource challenge where you simply don't have the tools you need or the cooperation you need
23:38
to meet the compliance targets taking this data and showing that you know across the government
23:43
you're well out of the norm can make a powerful argument for increased cooperation or increased
23:49
resources that's a great point patrick because i think most ethics officials are striving
23:56
mightily to meet the requirements and there are external constraints that they
24:02
need to address by working with leadership and other parts of the agency so maybe poor
24:09
performance numbers is not reflective of the efforts of the ethics official but could
24:14
be improved with more coordination and showing these numbers can help engender that cooperation
24:21
okay let's look at the next slide this is 278 filings question 34 of the questionnaire asks
24:28
how many employees were required to file a 278 and how many fulfilled that requirement
24:33
and we can see that agencies have high level of compliance here with their employees 130 agencies had 95 percent or greater
24:42
uh their employees complete the the requirement and of course as you move to the left
24:48
there are some agencies that have lower compliance rates and you know why is this important
24:53
financial disclosure is the key tool for identifying potential accomplice of interest for
24:59
our employees that are at most risk so if the employee is not filing we can't assist them in understanding
25:05
and identifying potential conflicts of interest
25:11
and if we move to the next slide this is for 450 filings confidential filers and so in question
25:17
40 from the annual questionnaire we asked the same how many uh individuals or employees
25:23
were required to file and how many did so and again agencies do have good compliance numbers
25:28
uh there's 120 agencies that had 95 or more of their employees uh completing
25:34
the requirement but again if you're falling outside this range it's an opportunity
25:40
to ask the question why and to see if there are interventions
25:46
even simple interventions that can help get your numbers more in line with your with your peers
25:56
so moving on to the next slide uh i want to just talk briefly about some ways that oge can help you
26:03
with uh benchmarks stick to your needs so uh if if you're
26:09
interested in doing some kind of benchmarking i've got my main uh phone number my phone number but
26:15
certainly my email at the end of this slide presentation and i encourage you to get in touch with me and let's work together to see if
26:21
there are ways that we can pull data from the annual questionnaire to help you with some of the
26:27
benchmarking that you would like to do that would support improvements to your program so on the
26:33
next slide here are just some ideas one way that we can slice and dice the data
26:39
from the questionnaire is to look at similarly sized agencies i don't think that you know a very large
26:47
agency with 100 000 plus employees is quite interested in what a micro agency is
26:53
doing but we could pull the data for other very large agencies to do a comparison of similarly sized
27:00
agencies we could also look at agencies that have similar missions
27:06
so maybe you're an agency that focuses on regulatory work or financial regulation
27:13
uh or something similar and you want to find agencies that have similar activities because you think the
27:20
types of work that they're doing with their ethics program might line up well with what you do in your ethics program so we
27:26
could pull out those types of agencies to do benchmarking
27:31
and then on the right hand side these are just kind of a brainstorm of ideas it really depends on
27:37
what you're interested in looking at what would be helpful to your program
27:42
so for instance if you're looking at resourcing maybe you're interested in looking at the percent of time that
27:48
adeo or an adeo report spending time on ethics maybe you want to make the case that you
27:55
would like to be allotted or allowed more time to send on ethics and you
28:01
could see what your peers are spending on ethics and similarly situated agencies
28:08
we also have a question on staffing more generally in terms of how many employees work to support
28:15
fx so we can pool numbers there if you're interested in maybe making the case for for more resources we ask questions
28:23
about whether agencies use contractors and why so maybe you're looking to make the case
28:30
that you would like to employ contractors to support some aspect of your program let's see what other agencies are using
28:36
contractors for um frequency of waivers this could go
28:41
either way actually maybe you or agency doesn't issue waivers and you would like to make the
28:47
case that occasionally a waiver is appropriate and you might be able to pull some numbers from similarly sized or similar mission
28:53
agencies to demonstrate that they occasionally do waivers or on the flip side maybe you feel like
28:59
you're a little too generous with waivers and maybe you want to see what similar
29:04
agencies are doing and see if they're issuing quite as many maybe you're looking at your financial
29:10
disclosure program you're looking at how many extensions you issue every year
29:16
or fee waivers that you give maybe you want to try to tighten up your
29:22
program and you think that maybe fewer extensions or maybe fewer fee waivers uh might be
29:28
helpful in closing some of those those loops with employees that continue to
29:34
delay filing so you can look at your similarly situated agency and so on
29:41
there's there's quite a bit in the questionnaire and i can't guarantee that the data is going to reveal anything earth-shattering but certainly
29:47
we could work together to pull the data and see if there's something helpful to you
29:54
i think this is a great opportunity because it really shows the degree to which benchmarking
Conclusion
30:01
and iterative improvements of agency programs is a cross-government initiative it's a place where we have to
30:07
work together as a community to find the data that's going to inform the changes in our programs that
30:13
increase effectiveness and being able to do this on a on a question by question basis i think is going to be a really powerful tool for
30:20
folks yeah and i think that uh sometimes uh with the data uh it's a matter of uh
30:28
getting some ideas about how to use it and by offering to work with agencies uh we can at least put our heads
30:35
together so it seems less daunting um and more doable so that's something
30:40
that i would like to offer uh to agencies that are interested and so this last slide oge consultation on
30:47
benchmarking what do you want to know let's let's put our heads together i can't necessarily do all of the work for
30:54
you but i could certainly help pull the data help think through the questions that you're trying to ask
30:59
help identify maybe some limitations with the data but also some opportunities with the
31:05
data so there's my email feel free to email me and hopefully we can put our heads together
31:11
and help promote the success of your program
31:16
well thank you wendy very much for joining us today and sharing all this wonderful information and thanks to all those who are tuning
31:23
in today uh we hope you find these videos to be helpful as always if you have ideas for future presentations
31:28
uh please feel free to get in touch with any of the staff at the institute for ethics and government and we look
31:34
forward to seeing you on another presentation sometime soon thanks very much
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