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-------------Project and Standard Identification Form 

 

Project and Standard Identification Form 

Project Number:     

Project Name:     Ethics Improvement  

Year Work Completed:     2015 

Standards Met*:     Principles:   1 x   2x    3x    4 x    

                                    Process:      5   6    7    8    9    10  

Project Description:  

NAB is a credit card processing company that is experiencing a lot of growth quickly.  Their 
business growth and sustainability is directly related to ethics and confidentiality.  Through the 
advent of social media, concerns were being raised regarding poor online reviews of the 
company by both customers and employees.   

The company wanted an ethics overhaul to address the online concerns as well as a way to 
improve the culture and employee retention within their workforce. 

A blended learning program with small group interaction, a performance aid and follow up 
plan was created to address the issues. 

 

Your Role:  

I partnered with the key stakeholders from NAB (Managers, employees, Training Manager and  the 
Chief Operating Officer) to evaluate the organization’s current culture. By conducting industry 
research, identifying critical trends, and assessing the organization’s strengths and weaknesses, I was 
able to propose a plan of action that would allow NAB  to implement several  interventions in order to 
improve the ethics at the company.  

 

*To check a box, double-click the left mouse button over a box, click on properties, and click the 

checked button under Default to convert it to a checked box 
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Work Description Form 

Project Name:   Ethics Improvement 

Standard 1: Focus on Results or Outcomes 

Describe what you did to ensure your clients and stakeholders were focused on the desired results or 
outcomes. 

The goal of the program was twofold: 

 Improve employee ethics (from senior management to entry-level workers 

 Decrease customer service online complaints 

These high level goals were always considered while working with subject matter experts 
and the training team. At status update meetings, the goals were reinforced in presentations 
and communication emails leading up to the event. Members of the team were redirected if 
their vision did not match this goal.   

The training team and I designed and administered the needs assessment process in order 
to select the correct solution.  We met with key leaders to discuss the long-term outcomes 
for the different solutions, including cost, time and long-term results.  It was determined 
that follow up strategies were essential to the sustainability of the initiative. 

A project management plan in excel was used to track the deliverables, maintain the 
timeline, and keep the team focused on each step of the goal.   

Standard 2: Take a Systemic View  

Describe what you did to ensure your clients and stakeholders took a systemic view. Include at least 3 
of the following: society, marketplace, workforce, workplace, work, and worker. 

During the focus meetings, we discussed how NSF is an open system, affected by the outside 
environment as well as different parts of the organization.  We brainstormed the systems affected by 
the new program.   

Here is a list of some of the areas we discussed: 

 Workforce 

o The employees at NAB make up the bulk of the workforce, and therefore have a 
strong influence on the workplace culture.  In the current culture, employees were 
contributing to gossip and rude behavior, affecting everyone’s morale.  We discussed 
how this poor culture filtered down to the marketplace.  Unhappy workers in a call 
center can’t provide the best customer service possible.  Some of the poor online 
reviews from customers and former employees were  a direct result of the poor 
internal culture at NAB. 

 Marketplace 
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o The marketplace for credit card suppliers is based on reputation.  Poor online reviews 
using social media and forum posts affect the bottom line of the company.  This, in 
turn, affects how many people NAB can employ and what they get paid.  Many of the 
sales people work on commission, so the poor reviews affect them immediately. The 
poor morale filtered affected the employees work.  Negative environments and low 
employee retention rates affect the quality of work produced by the employees. 

 Society 

o At our planning meetings, we discussed how NAB’s extremely low retention rates let 
loose disgruntled employees into society as a whole.  These former employees then 
go on to contribute to the poor reviews.  The whole industry could be tarnished by 
any unethical behavior at NAB.  This would have a big effect on the marketplace for 
future business. 

 

Standard 3: Add Value  

Describe what you did to add value. 

I designed and administered the needs assessment in order to guide stakeholders (senior managers, 
mid-level managers, sample employees) to select solutions that would improve the ethics at the 
company.  I met with key leaders to discuss the long-term outcomes for the different solutions, 
including the costs and benefits possible after the solution was implemented.  I guided them to 
choose a blended learning approach, including performance aids as well as continuing education to 
best address the gaps revealed in the needs assessment.  I strongly emphasized that continuing 
education after the course is complete is essential to the success of the initiative. 

 

During the process, I let stakeholders know that a cultural change focusing on integrity and respect for 
one another in the workplace would translate to increased employee retention and satisfaction.  This 
in turn directly relates to customer satisfaction and online evaluations.  I highlighted the issues 
currently hindering the ethics at the company; high employee turn-over rate, petty theft among 
employees and immature behavior by management and employees alike during meetings and email 
communication. 

 

Standard 4: Work in Partnership with Clients and Stakeholders 

Describe what you did to facilitate a collaborative relationship with the clients and stakeholders.  

You may create a table that lists the clients and stakeholders (by position/title) that you partnered 
with throughout the project. One option is to include the role of the position/title on the project, how 
you partnered with them throughout the project, and the impact each partnership had on the 
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program’s results or outcomes. 

Position How we partnered Impact 

Employees Focus groups and surveys were used 
to get a feel for the ethics and 
culture at NAB. 

This collaboration resulted in part 
of the solution addressing specific 
employee needs and situations that 
arise in their daily work life. 

It also served as a vehicle to 
address concerns employees have 
with the actions of managers at the 
company. 

Mid-level 
Management 

Focus groups were held with 
managers to identify specific areas 
of need in each department in terms 
of ethical concerns. 

These interviews resulted in real-
life scenarios being created to 
address specific examples of ethics 
breaches at NAB. 

 Chief 
Operating 
Officer and 
Senior 
Management 

Regular status updates were held 
with senior management 

The meetings resulted in a better 
understanding of how ethics and 
the culture affect NAB as a whole, 
especially in terms of reputation 
and customer service. 

Permission and money were 
granted to develop the take-aways 
to promote sustainability of the 
learning solution. 

The meetings  resulted in buy-in 
from senior management to invest 
in on-going activities to ensure the 
changes are long-term. 

Human 
Resources 
Director 

Regular meetings and discussions 
were held in order to address ethical 
concerns from a human resources 
perspective. 

The partnership resulted in data 
needed to perform a detailed needs 
assessment and program revisions 
to meet the Human Resources 
needs. 

 

 

 

Standard 5: Determine Need or Opportunity  
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Describe your work in meeting this Standard by answering the following questions. 

1. How did you define and scope the project? 

The scope of the project was defined by senior management.  

 Improve employee ethics (from senior management to entry-level workers 

 Decrease customer service online complaints 

2. What performance level(s) did you investigate and why? Each project requires the inclusion of at 
least 3 of the following levels: society, marketplace, workforce, workplace, work, and worker.  

 

Worker The workers are the backbone of the culture at NAB.  Employee retention, 
attitudes and culture needed to be analyzed in order to find gaps and areas 
of improvement. 

Work  The work needed to be analyzed in order to find gaps or motivations that 
may be encouraging unethical behavior, particularly in the Sales 
department. 

Workplace The actual work environment, structure, and pay scale all influence the 
culture at NAB.  The policies and procedures needed to be examined to find 
any connections to poor ethical behavior. 

Marketplace The marketplace is a major area that can be affected by poor ethics.  Since 
reputation is everything for a credit card processing company, marketplace 
attitudes needed to be studied to get data and areas of concern. 

 

3. What was your data sampling strategy? 

Random sampling was used when choosing employees to represent the focus groups so all 
levels and departments were represented.  Key department managers were identified as well.  
Key managers were chosen to get the management perspective. 

4. What data collection and analysis methods did you use?   

Data Collection: 

 Chart to track the following: 

o key initiatives 

o  measures 

o  standards  

o goals vs. actual performance 

o  gaps  

 Both quantitative and qualitative data were collected to define the need.  Quantitative 
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data was available by the Human Resources data system for data across departments, 
business units and locations.  Qualitative data was obtained through survey and focus 
meetings, both individual and group, in person and through survey monkey.  Individuals 
from the different departments, units and all locations were sampled. 

Data gathered: 

 Employee retention rates 

 Customer complaints 

 Employee (Human resources) complaints 

 Employee engagement 

Focus of survey questions and focus groups:  

 Employee engagement and satisfaction 

 Knowledge of connection between company reputation and company success 

 Overall climate and mood of company culture 

Data Analysis: 

 Clustering was utilized to group the data to identify the important sources and types of 
variation among departments and level of employee.  

 The data chart was completed, and the gaps in performance were analyzed and 
compared 

5. Describe how the methods supported the purpose of the investigation. 

It was important to use baseline data as a comparison so that stakeholders would be able to 
see quantifiable, instead of anecdotal, evidence of improvement.  The surveys were important 
to measure the qualitative data needed regarding employee engagement, and are an 
important part of the final evaluation plan. 

6. Describe the goal of the project in measurable terms. 

The following goals were determined for the project: 

 Employee engagement would increase by 5% each quarter after the solution was 
implemented. 

 100% of high visibility customer online complaints would be targeted and addressed during the 
1st year of implementation. 

 Human resources employee relation incidents would decrease 5% each quarter after the 
solution was implemented. 

7. What performance deficiencies or unmet opportunities did you discover? 

 The salaries offered by NAB were on the low end of call centers in the Detroit area.  This area 
of improvement went beyond the scope of the project, but should be addressed if employee 
retention rates are to increase substantially. 
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Standard 6: Determine Cause  

Describe your work in meeting this Standard by answering the following questions. 

1. How did you determine the underlying causes?  

The six boxes of performance improvement were analyzed to find the gaps.  The results are in the 
chart below. 

2. What cause(s) did this analysis uncover for each performance gap? 

Current 
Performance  

Desired 
Performance 

Performance Gap Root Cause 

None or little 
awareness of 
negative online 
reviews in any 
official capacity from 
management 

 Employees need 
to be informed 
of current 
company 
reputation and 
online reviews in 
marketplace 

 Employees 
should 
understand the 
connection 
between our 
reputation and 
the future of the 
company  

Zero communication 
and training is 
offered regarding 
negative online 
company reviews 

No training/awareness/ 

communication on the 
connection between 
outside reputation and 
the future of the 
company 

New hire retention 
rate for call center 
employees 20% 

Increase retention 
rate to 50% 

 
-30% 

Poor company culture 
 
Low compensation 
compared to other call 
centers 
 
Copycat effect 

Unhappy employees 
regarding 
management 
practices 

Improve employee 
satisfaction survey 
scores by 5% per 
quarter for 4 
quarters  

-20% Poor management 
communication styles 
 
Lack of community  
 
Lack of ethics among 
employees 

Negative online 
reviews are not 
being addressed 

Respond to 100% 
of online reviews – 
Ether explain 
company position 
or correct the 

-100% Lack of company 
policy/ transparency 
 
Poor customer service 
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situation with the 
customer 

 
   

 

 

 

Standard 7: Design Solutions including Implementation and Evaluation  

Describe your work in meeting this Standard by answering the following questions.  

 How did you design the solutions as they relate to the outputs of Standards 5 and 6? 

After evaluating the performance needs and root causes, several possible interventions were 
considered. The stakeholders used factors such as research evidence, cost, likelihood of success, and 
time to implement when considering which interventions to implement.  The results are listed below: 

 

Desired Performance Solution 

Employees need to be informed of current 
company reputation and online reviews in 
marketplace 

Employees should understand the connection 
between our reputation and the future of the 
company 

Design company dashboard including online 
reviews, responses and reputation in the 
marketplace 

Create a blended learning solution to educate 
employees on the relationship between internal 
company culture and external marketplace 

 

Improve employee satisfaction survey scores by 
5% per quarter for 4 quarters 

Include manager module in blended learning 
course on real-life scenarios at the company and 
how they can be improved 

Included management tips to improve company 
culture 

Institute community activities to improve 
connections (employee activities, contests, 
internal shout-outs) 

Develop mouse pads for all managers to help 
sustain the change  

Increase retention rate by 30% Implement culture improvement initiatives: 

Include real-life scenario and team building 
activities in blended learning solution 

Include manager improvement education 
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Address 100% negative online reviews 
Develop plan with quality to search for and 
address each complaint using a mapped out 
process 

 

 How did you plan to implement the designed solutions?   

Implementation of the solution was planned by using project management tools.  Different members 

of the training team were responsible for different parts.  We had weekly status meetings with 

stakeholders to evaluate and pilot the solutions.  We also worked with the quality department to 

create a process to respond to negative online reviews.  

 How did you plan to evaluate the designed solutions?  

 Each output went through several evaluations.  An evaluation form was created for the 

blended learning course to be filled out by employees, managers and other members of the 

training department.   

 After the initial reviews and suggestions were implemented, a second round of evaluations 

was sent out to the training department, human resources and key stakeholders.  The final 

evaluation/pilot was performed in a group setting.   

 A return on investment analysis was conducted to determine if the cost of the training was 

justified.  The cost of implementing a blended learning solution included design, development 

and evaluation, as well as the time associates spent out of production. The cost of no 

intervention included estimates of lost company business and high employee turnover rate. 

 Program benefits will need to be measured over time, including employee retention and 

improved online reputation. 

 

Standard 8: Ensure Solutions’ Conformity and Feasibility  

Describe your work in meeting this Standard by answering the following questions. PROJECT 1 

1. How did you ensure the solutions conformed to the design specifications during development? 

The development team conducted regular meetings with subject matter experts (SMEs), managers, 
and human resources to gather the content and create the materials according to the design 
document. The project team conducted a pilot of each material before finalizing the documents for 
implementation. The pilot consisted of reviewing the intervention with frequent breaks for questions 
and discussion. Before the pilot, the project team revisited the project guidelines that provided  the 
program goals, performance expectations, and learning objectives. As the materials were reviewed, 
we referred back to these goals and objectives to illustrate the connection between the two and had a 
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discussion about leading indicators of success. 

2. How did you ensure the feasibility, workability, adoption, or success of the solutions during 
development? 

The materials were tested in a pilot program with sample employees and associates who would be 
responsible for the ongoing monitoring of performance.  Evaluation surveys were given at the end of 
the pilot and scheduled quarterly as the program was implemented.  Edits were made to the materials 
before employees were introduced to the new policies and tools, and subsequently went through the 
training.  Level 1 and 2 results were monitored for feedback and trends. 

Best practices were researched to provide the needed follow-up in order to sustain a culture change 
at the organization. The solutions focused heavily on management buy-in so the change could be 
sustained long-term. 

 

Standard 9: Implement Solutions  

Describe your work in meeting this Standard by answering the following questions.  

1. What implementation strategies were developed to allow clients to sustain change? 

The intervention included development tasks to update existing performance support tools to reflect 
the new expectations. Authentication procedures were enhanced to clarify expectations and 
performance support tools were created for associates to access at the point of need. The Quality 
Monitoring tools were also revised to provide more detail in order to respond to online complaints. 
These resources were implemented using the existing infrastructure, allowing associates to leverage 
and build on current behaviors. 

2. What methods did you use to track or monitor the new behaviors or changes during 
implementation? 

Written surveys were given out after the solution was implemented and planned quarterly for regular 
review and tracking.  Recommendations for Quality to review online reviews and address them were 
made.  Human Resources and Quality representatives are also receiving feedback on their analysis, 
such as employee retention and complaints. 

3. What methods did you use to sustain new behavior or changes? 

Communication posts were planned on the employee intranet to keep the issue in the forefront after 
the blended learning solution.  Mouse pads were given to managers to keep the ideas literally at their 
finger tips . A take-away with the new Ethics model was given to all employees, and posters were hung 
in all the copy room areas.  The training team attends regular monthly department meetings to get 
feedback from each business unit. 

 

Standard 10: Evaluate Results and Impact  
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Describe your work in meeting this Standard by answering the following questions. 

1. How was the impact of the solution measured in terms of a change in results or outcomes on 
individual, team, or organizational performance as identified in Standard 5? 

The leaders of NAB identified a goal to increase employee engagement in order to positively 
impact the performance and culture for the employees, ultimately reducing online customer 
complaints.  The data evaluation recommendation is as follows: 

 Quarterly employee retention rates each month should be charted on line graphs 

 Monthly  reports of customer complaint are tallied, charted and compared to previous  
months 

 Quarterly employee engagement surveys are analyzed and compared to previous survey 
results using  

It was recommended that results of the data analyzed be shared in business unit meetings 
each month by using a dashboard of the above three metrics. 

 

2. How was ongoing evaluation integrated into a performance sustainment and/or continuous 
improvement strategy? 

The company has a larger strategy of performance improvement of the culture of trust in the 
organization.  The results of the ongoing evaluation will be shared an integrated into the larger 
Trust Initiative launched by the Chief Operating Officer.  Ongoing communications will include 
reinforcement ideas and scenarios regarding ethics at NAB.  It is hoped that employees will see 
that the company is committed to the change and do their part once consistent communication 
and follow up is maintained. 

 

 


