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Compliance Culture: 
Separating the myths from the facts



Defining and building a culture that 
people feel connected to and that 
drives their decisions and behavior 

takes a lot of work

Culture can be measured in hard 
data from many key aspects 

across the business
(and we’ll show you how!)

A culture must be
shaped to support specific 

business goals

People will behave the way you tell 
them to because you’re their boss

Culture is fluffy and 
can’t be measured

There is one ‘right’ culture for all 
organizations – a supportive, 

benevolent culture

Clearing up 3 myths about organizational culture

Fact FactFact

Myth MythMyth



Compliance isn’t optional…or is it?

We live in a world full of risks – climate change, 
cyber crime, financial malfeasance, public health 
threats, human rights abuses, workplace 
accidents and discriminatory practices, to name a 
few. Regulations and laws imposed on individuals 
and organizations mitigate these risks to the 
public. 

Corporations also must manage risk, which they 
do through assessments, policies and procedures 
that strive to keep the company protected from 
external threats and in compliance with 
regulatory and legal requirements. 

But that protection is only as strong
as the level of compliance practiced within
the organization…which is only as good as the 
culture of ethics leaders create. The 
consequences of non-compliance range from 
sizable fines to damaged reputations to being 
restricted in the marketplace.

Can you afford the risk?
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Aenza
$126 million in reparations to 
the Peruvian government for 
bribes paid to officials to secure 
public works contracts 

QUALCOMM
$1.2 billion fine on charges of 
making payment worth billions 
to Apple asking it to not use 
chips made by Qualcomm 
competitors

Walmart Brasilia
$137 million criminal penalty for 
violations of the U.S. FCPA due 
to failure to implement 
sufficient controls 

VOLKSWAGEN
$25 billion in EPA fines following 
vehicle emissions test scandal

BOEING
Halted production of the 737 
MAX and more than $9 billion in 
customer compensation costs 
due to two deadly plane crashes 
that could have been prevented

OPIOID PRODUCERS
Federal investigations, lawsuits 
and potential criminal charges 
for overpromoting addictive 
opioid painkillers



Are you addressing the human factor?
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Business
need

Policy Supporting 
infrastructure

Awareness &
Understanding

Enablement Adoption and
Reinforcement

Compliance
culture

Market, regulatory 
or legislature-driven 

forces require a 
change in operating 

procedures or 
behaviors



Impacted
companies devise 

policies to meet the 
requirement and 

manage the 
associated risk



New processes
and supporting 

platforms and tools 
are designed; 

success metrics and 
measurement 
protocols are 
established



Business case and 
new expectations 

are communicated, 
linking them to 

company values, 
as well as personal 
and organizational 

benefits and 
consequences



The commitment of 
business leaders is 
secured; tailored 

training is provided 
to all employee 

segments



Progress and 
successes are 

regularly measured 
and communicated; 

desired behaviors 
are built into 
performance 
management 

programs



Compliance is 
recognized as a 
business asset; 

leaders are advocates 
and role models; 

compliance behaviors 
are embedded 
throughout the 

organization



◼ = Operational factors ◼ = People-related factors

Risk management activities only succeed… …when individuals adopt new behaviors



Debunking the mysteries of culture:
How we assess and transform it



– Peter Drucker

Culture is… “the way we 
do things around here”

Organizational Culture is the manifestation 
of all the factors that influence the way 

people think, behave and make decisions –
individually and collectively – in a company.



How we look at compliance culture: iceberg model*

PRESENTED
"The way we say

we do things here."

EXPRESSED
"How I am perceived by others

in this environment."

EXTERNAL

COLLECTIVE INDIVIDUAL

INTERNAL
88

UNDERLYING
"The way we really

do things here."

HIDDEN
"What really drives

my behavior."

*This culture model is adapted from the work of Edgar Schein and Prof Jay W. Forrester



Culture by Design – not by Default!
FTI Consulting’s Compliance Culture Offer
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2. Enabling compliance culture
Enhance employees’ understanding, 
willingness and ability to adopt new 
policies, procedures and ways of 
working

1. Assessing compliance culture
Assess the drivers of compliance 
strengths and weaknesses in 
culture, set a performance 
benchmark and close the gaps

3. Increasing the impact of the Compliance function
Enable the Compliance function to move from subject matter expert 

to trusted advisor to help the business achieve its objectives

Compliance 
Culture

Change 
Management, 

Communication, 
Engagement

Compliance Culture 
Assessment & 

Evolution

The Compliance 
Function – Enhancing 

the impact



1. Assessing compliance culture: our approach
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Backgrounding

1:1 Leader Interviews Focus Groups

Compliance Culture Diagnostic (CCD) Culture Evolution Protocol (CEP)

Desk research, data request and review, and 
a client workshop to ensure we understand 
the business, the organization, its primary 
risk areas and compliance history

Confidential discussions to understand 
leaders’ perceptions of how 
compliance advances business 
strategy, its connection to current 
culture and priorities for improvement

A proprietary survey designed to illuminate 
employees’ perceptions of ethics and compliance at 
the company, which delivers a scorecard for 
benchmarking and performance tracking

Validation of and deeper investigation 
into key areas of opportunity revealed 
in the CCD employee survey.

Strategic and Tactical Planning

The leadership activities, 
communications, enablement, 
engagement and measurement 
programs that will shift the culture 
toward the desired state of compliance.

A strategic approach to embedding 
compliance behaviors and leadership into 
organizational culture customized based 
on CCD findings

Our 6-step methodology, which includes a proprietary survey to benchmark culture and track progress over time, provides clients with a rich 
understanding of the behavioral decisions employees make about ethics and compliance and clear direction about where to focus efforts to 
strengthen the compliance culture. 



NPS Ratings

What we deliver to the client: compliance culture report (1)
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Likert Scale Scores

*Please note: in order to protect the confidentiality of our clients, the results have been altered.

EXTERNAL 
COLLECTIVE

53%

INTERNAL 
COLLECTIVE

42%

EXTERNAL 
INDIVIDUAL

79%

INTERNAL 
INDIVIDUAL

48%

Overall Average NPS

38 out of maximum 100
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25

53

27

65

31

57

Overall scorecard provides a benchmark against which to measure progress, along with specific scores on a variety of dimensions that 
make up the aggregate rating. In a perfect world, a company would receive a 100 rating for each category to show a fully realized 
culture of ethics & compliance. 

Overall Average
(out of 100%) 56%

External
(out of 100%)

Internal
(out of 100%)

66%

45%

48%

64%

Collective
(out of 100%)

Individual
(out of 100%)

IndividualCollective



What we deliver to the client: compliance culture report (2)
Detailed insights for each of the four iceberg quadrants – below examples for the ‘collective presented’ quadrant
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68% 
Strongly

agree

Our behavior is 
shaped more by our 

desire to ensure 
legal and compliant 
business practices, 
rather than to ‘win 

by any means’

48% 
Strongly

agree

Ethics and 
compliance 

concerns are 
reviewed and 

addressed in a fair, 
objective, and 
timely manner

Peers/Teammates: High

79% 
Strongly

agree

If I ever receive a 
bribe offer, I could 
tell my manager 
and trust him or 

her to do the right 
thing

47% 
Strongly

agree

66% 
Strongly

agree

Actively show and 
endorse behavior 

that supports 
antitrust and 

anticorruption 
compliance

23% 
Strongly

agree

Comfortable raising 
compliance 
questions, 

concerns, or 
reporting 

wrongdoing, 
without fear of 

retaliation.

Company: High Direct Managers: High Senior Leaders: High

74% 
Strongly

agree

Believe antitrust 
and anticorruption 

compliance is 
crucial to driving 

and sustaining our 
business long-term

Accommodates 
industry customs 
over compliance 

policies & 
procedures

50% 
Strongly

agree

Would stop doing 
business if 

something went 
against compliance 

policies & 
procedures 

regarding antitrust 
or anticorruption

*Please note: in order to protect the confidentiality of our clients, the results have been altered.
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Peers/Teammates: LowCompany: Low Direct Managers: Low Senior Leaders: Low



What we deliver to the client: a strategic and tactical plan 
for improving compliance culture
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Our survey questions are designed to determine areas of strength and opportunity for growth in ethics and compliance. In-depth analysis will illuminate what actions are 
needed with which specific employee segments to improve the compliance culture rating. Based on the findings of the Compliance Culture Diagnostic, FTI will develop a 
strategic approach to embedding compliance in the culture – our Culture Evolution Protocol – and a tactical plan recommendation to  shift the culture toward the desired state 
of compliance.



2. Change management, communication, engagement

Our clients can’t 
afford the risk of a 
poor compliance 
culture.

Excellent change 
management leads to 6x 
greater success in meeting 
project objectives. Even 
doing just a fair job of 
change management 
makes companies 46% 
more likely to meet project 
objectives.*
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AWARENESS DESIRE KNOWLEDGE ABILITY

Low Confidence High Confidence 

REINFORCEMENT

Know what has to 
change and why,
at a macro level 

Understand the 
organizational and 
personal benefits
to be gained; connect 
business priorities to 
daily work

Understand the specific 
change and know how 
it will be implemented

Have the required skill 
sets and behaviors to 
implement change

Feel confident that 
change is happening 
and the desired state 
is within reach

▪ Vision for the future 

▪ Business case 
for change and 
risks/consequences
of not changing 

▪ Strategic business 
priorities 

▪ What will and will not 
change, timeline and 
milestones

▪ Celebrations of small 
and large successes 

▪ Reward and 
recognition of desired 
behaviors

▪ Established feedback 
loops to monitor 
change metrics

▪ Resistance 
management

▪ Business priorities 
connected to 
individual’s daily work

▪ “What’s in it for me?” 
for the company and 
individuals

▪ Established feedback 
loops to drive clarity

▪ Leaders and 
managers engaging 
teams

▪ Change-specific 
communications that 
set the stage for 
implementation

▪ Active employee 
participation in 
design activities

▪ Leaders and 
managers engaging 
teams

▪ Sponsor coaching

▪ Communications 
training

▪ Change leadership 
training

▪ Skills-based training

Compliance 
Culture

*Prosci® Best Practices in Change Management – 2014 edition



People & 
organization

What roles, responsibilities, 
capabilities do we need within 
the compliance team to be 
successful?

Measures and 
metrics

Compliance 
function is   

a true 
business 
partner

Internal 
partner 

ecosystem

Ways of 
working 

How will we work with our 
internal stakeholders to meet 
their unique needs?Culture 

Strategy

3. Enabling the compliance function as business partner Compliance 
Culture

What values and behaviors 
will support performance and 
collaboration that people can 

expect from us?

What business-relevant 
metrics and KPIs will we use 

to measure our 
performance?

What are our priorities and how can 
we align them with the business 

objectives?

Who are our key internal 
partners that will enable and 
achieve compliance success?



Driving change and enhancing compliance culture 
for a Latin America-based manufacturer

SITUATION

Advised a global manufacturing company on 
building and implementing a platinum compliance 
program and a stronger culture of compliance 
following a plea agreement with the U.S. 
Department of Justice (DOJ) Antitrust Division.

The client needed to understand and address the 
current state of compliance in the organization 
with regard to both operations and culture. 

STRATEGY IMPACT 
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The FTI team supported the Company across all 
aspects of compliance program development and 
implementation, calling on FTI experts in antitrust, 
technology, compliance operations, 
communications and change management. 

Our work included:

■ A comprehensive risk assessment and 
development of strengthened antitrust 
compliance policies and processes

■ Design and delivery of live trainings on antitrust 
laws, new policies/procedures to the Board, 
leadership, all salaried employees and new hires

■ An in-depth compliance culture assessment 
featuring FTI’s proprietary survey tool which 
provided a benchmark score

■ A comprehensive communications and 
engagement program to improve compliance 
culture

FTI’s work helped the Company bring its 

compliance program up to the standards 

specified by the DOJ and made ethics and 

compliance part of the daily discourse.

FTI continues to support the Company with 

implementation of the communications and 

engagement program and will repeat the 

compliance culture survey in 2023 to measure 

progress against the benchmark set in 2021.

Privileged and Confidential – Prepared at Request of Counsel



Remediating Compliance program weaknesses 
for a global medical device company

SITUATION

Assisted a global medical device manufacturer with 
building and implementing an enhanced 
compliance program and a stronger culture of 
compliance following a subpoena from the U.S. 
Department of Justice (DOJ).

The client needed to identify and remediate gaps 
and weaknesses within its compliance program in 
order to position the Company for the best possible 
outcome at the conclusion of the government 
investigation. 

STRATEGY IMPACT 
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The FTI team supported the Company across all 
aspects of compliance program development and 
implementation, calling on FTI experts in 
healthcare & life sciences, the U.S. antikickback 
statute, technology, compliance operations, 
communications and change management. 

FTI’s Strategic Communications work included:

■ CEO communications to set the right “tone 
from the top”

■ Training on applicable laws
■ Change management support for new policies 

and procedures (communications and training)
■ Counsel to senior leaders to ensure executive 

sponsorship
■ Positioning the Compliance function within 

the organization
■ Ongoing communications to embed a culture 

of compliance

FTI’s work helped the Company implement 

numerous enhanced policies and procedures on 

a short timeline while also improving leadership 

support for compliance and better positioning 

the Compliance function itself within the 

organization.  

FTI continues to support the Company with 

communications, change management and 

culture enhancement work as it navigates the 

ongoing government investigation process.

Privileged and Confidential – Prepared at Request of Counsel



Angie Gorman, Managing Director, Chicago
angie.gorman@fticonsulting.com

Sabine Clappaert, Managing Director, Brussels
sabine.clappaert@fticonsulting.com

Ilona Indra, Managing Director, Germany
ilona.indra@fticonsulting.com

18

Thank you!
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