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How Award-Winning 
Compliance Programs Measure Effectiveness
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Why Measure Effectiveness?
The Business and Regulatory Imperative





The DOJ Dimension: Updated External Guidance
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On June 1, 2020, the DOJ’s Criminal Division 
published an updated Guidance Document (the 
“2020 Guidance”) for prosecutors to use in 
evaluating corporate compliance programs. 

The 2020 Guidance clarifies, reorganizes, and 
supplements the 2019 and 2017 guidance. 
Notably, the updated version is organized into 
three “fundamental questions” a prosecutor 
should ask at three distinct points in time: 

• The time of misconduct;
• The time of a charging decision; and
• The time of resolution

Source: U.S Department of Justice Criminal Division, Evaluation of Corporate Compliance Programs – Guidance Document, Updated June 1, 2020 

“Is the corporation’s compliance program 
well designed?”

“Is the program being applied earnestly 
and in good faith?” In other words, is the 
program being adequately resourced and 
empowered to function effectively?

“Does the corporation’s compliance 
program work” in practice?
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The DOJ’s Three Fundamental Questions:

https://www.justice.gov/criminal-fraud/page/file/937501/download


What does the DOJ care about training and communications?

Excerpt from Evaluation of Corporate Compliance Programs, Department of Justice, June 1, 2020. 



The unrecognized cost 
of status quo

Disconnected training impacts a culture of 
compliance

▪ Top reasons training misses the mark

▪ Not aligned to roles

▪ Not tailored to the organization

▪ Too much legalese

▪ Employees are less likely to report instances of 

actual or perceived wrongdoing

▪ Negative perceptions of organizational justice 

damages a company’s speak up culture
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Source: 2020 Ethisphere Culture Quotient Data Set, Volume III. 

https://ethisphere.com/culturereport/


The true business case

▪ Resource Allocation: use data to decide where to invest efforts

▪ Program planning: personalize program year over year to your audience

▪ Cost Savings: reduce time and organizational investment

▪ Quantitative Protection: help prove sufficiency and efficacy 

▪ Reputational Evolution: more deeply integrated to business outcomes
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Data maturity model

The Evolution of the Data-Driven Company: Christopher S. Penn, 2019
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Reflective Moment:
How would you rate 

your current 
measurement maturity?



Poll question

How would you rate your current measurement maturity?

a) Data Resistant

b) Data Aware

c) Data Guided

d) Data Savvy

e) Data Driven
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Doing it Right
Learning from Best Practices



The measurement myth: Activity tracking

Completion Stats Pass Rate Quiz Scores

Activity 
by Week

Activity 
by Location

Time Spent

Mobile vs. Tablet Poll Results Confidence Survey

Usage Data/

Hindsight 
Metrics



Why go beyond hindsight data





▪ Self-identified from the business (“hey, this seems risky…”)

▪ Compliance risk assessment process

▪ Helpline data

▪ Audit findings

▪ Transactional data

• Pre-approvals/Third party payments (ABAC)

• Gifts, Travel, Entertainment

▪ Disclosures

▪ Behavioral insights from training

Where the data lives



My personal recipe for compliance training 

▪ Tailored to specific role/function/region

▪ Avoid content overload

▪ Practical exercise (stories/ real scenarios)

▪ What is expected and W.I.F.M.

▪ Where can I get HELP!?



Empowering managers: Pre-work

Aligning Content Humanizing the Tone Incremental Enhancements



Going digital



Dedicated manager training

Background: 
People managers have significant influence on 
ethical culture across organizations. A study by 
Ethisphere shows that employees whose managers 
engage regularly with them about ethics and 
compliance are twice more likely to be comfortable 
approaching their manager with concerns or 
questions 

90%
more likely to have faith in 
the organization's 
commitment to non-
retaliation

24%
more likely to believe they 
have a personal responsibility 
in making sure the company 
does the right thing
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Measuring Effectiveness
The Final Picture



The intrinsic reward

Using data intelligence to focus on proactive, rather than reactive compliance
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Prevention

Detection

Mitigation

Detection

Prevention

Mitigation



Bringing it together
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And remember…

▪ Start small

▪ Don’t be afraid of trial and error 

▪ Don’t work in a silo

▪ Evangelize your “why”

▪ Contextualize the data

▪ Integrate into the business

▪ Keep going!



Measuring the Culture of Compliance

 Financial Transactions: 

• Risky Deals

 High risk deals/total deals

• Fraud

 Fraud revenue/total sales 
volume

• Sales Integrity

 % of spend that is non-
compliant

• Expense Fraud

 % of expenses that are 
fraudulent/ non-compliant

• Brand Perception:

 Brand Sentiment – customer

• NPS Analysis

 Brand Sentiment – market

• Twitter/NLP sentiment analysis

 Employee Recruitment:

• # of applicants/ # of interviews

• % minority applicants/# of total 
applicants

• Time to fill the role

 Employee Voice:

 # of issues reported per 
thousand employees

 # of disclosers per thousand 
employees

 # of questions asked per 
thousand employees

• Anonymous Reporting

 total anonymous cases/total 
cases

• Substantiation Rate

 Substantiated cases/total cases 
to assess level of frivolous cases

 Organizational Justice: 

• Retaliation Rate

 Retaliation cases/total cases

• ‘Silent’ retaliation rate

 Salary progression of 
whistleblowers vs. peers

• Investigation Resolution Time

 Average closure times as 
measure of organizational 
justice

• Fair Resolution

 Actions by each organizational 
level/total actions

 Actions by each organizational 
level and performance 
rating/issues reported
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Many transactional metrics can be analyzed to measure culture of compliance, including:
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