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ompliance training is often
C treated as a regulatory

checkbox — a mandatory
obligation rather than a cultural
opportunity. However, when
designed strategically, these
programs can become essential
in shaping organizational values,
behaviors, and trust.

First, companies need to
identify core values and delivery
methods. This can help guide
parameters around measurable
outcomes and turn compliance
training into a tool for cultural
change that reduces risk
while strengthening employee
engagement and organizational
integrity. Through real-world
insights and practical strategies,
compliance professionals
can move beyond minimum
requirements to build programs
that resonate with employees and
leadership alike.

The connection between compliance
training and organizational culture
Compliance training should align
with and reinforce a company's

values — not just legal requirements
of its industry. Compliance training is
often viewed through a narrow lens

or as something that “must” be done.
But its most potent role lies in shaping
and sustaining a company's culture.

Reinforces core values

Following training sessions, managers
can use performance reviews to
initiate employee conversations

about the company's core values. This
includes assessing whether employees
can recall and articulate these values
and provide specific examples of

how they have upheld the company’s
ethical standards. Additionally, it is
crucial to provide employees with a
platform to express their viewpoints
and ask questions — especially related
to available resources.

Reprinted with permission. Copyright © 2025 by Society of Corporate Compliance and Ethics (SCCE) & Health Care Compliance Association (HCCA).




Encourages ethical
decision-making
Compliance training shouldn't
just follow a book or presentation.
Instead, highlighting gray areas
when making decisions is crucial.
This involves looking deeper
at what is permitted and not
allowed and considering more
complex situations requiring more
professional judgment and care.
Looking at training through this
lens can empower staff to share the
responsibility of identifying and
solving ethical issues.

Including practical examples
of employees who tend to cause
infractions or deviate from the
plan is a good way to address these
situations and guide the employees'
decision-making.

Builds trust between
leadership and employees
When employees see leadership
participating in compliance
training or taking the initiative in
leading the training program, it
demonstrates that compliance and
accountability start at the top.
Moreover, transparent leaders
foster a culture of trust with their
employees. Studies reported that
leaders who demonstrate a degree
of transparency and self-awareness
can significantly improve
employees’ mindfulness.! This helps
them make better decisions and
strengthens the workplace culture.

The risks of poor

compliance training

While putting the extra effort into

compliance training can go a long

way, failing to update it can have
adverse effects. Particular issues
that could arise include:

4 Disengagement: Employees
could stop paying attention or
taking the training to heart,
seeing it as a waste of time.

4 Fear-based culture:
Overemphasis on “what not to
do"” without context may cause
undue anxiety instead of ethical
confidence.

4 Reputational damage:
Nonexistent compliance
training is more likely to
lead to employees violating
laws or ethical norms, which
may lead to employee loss,
reputation damage, and potential
legal troubles.

Key elements of an effective
compliance training program
Practical compliance training is
ongoing, engaging, and tailored
to different organizational roles.
The most impactful programs
are dynamic, relevant, and woven
into the fabric of daily operations.
For employees to gain meaningful
insights, it's vital to ensure
compliance training is more than
reading from a whiteboard. It
should be thoughtful and uniquely
tailored to a business's culture and
operational model.

Here are a few key elements that
transform compliance training.

Engaging content

Text-heavy compliance training
isn't ideal for maintaining
employee engagement. That's
why incorporating real

scenarios — which resonate with
employees’ day-to-day lives and
the organization's business — can
help them better understand the
context and apply these principles.
Adding a storytelling element

to compliance training makes

the lessons more memorable and
easier to learn from.

Moreover, planning for
engaging formats such as quizzes,
simulations, or discussion-based
workshops is an excellent way to
keep employees engaged during
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training and ensure they take
something away from it.

Personalization

Using personalized training

for higher-level employees is

ideal. That's because a senior
manager typically faces different
compliance challenges than an
intern. Role-specific modules

such as data privacy training,
maintaining private information
for IT workers, and conflict of
interest training narrow down the
scope of information and make it
easily digestible. A study revealed
that individuality in compliance
programs increases employee
productivity and morale.? It can
also help prevent specific problems
before they occur.

Continuous learning

Avoid the annual compliance
training seminar and make it a
habit with continuous learning.
Try quarterly, five-minute videos
on new regulations or common
ethical scenarios when they apply,
or refreshers for when a new hire
starts. Implementing microlearning
helps make the information

more digestible while ensuring it
stays fresh in everyone's minds.
Integrating training reminders or
snippets into business processes,
such as within expense or

payment systems or contracting
and procurement platforms, can
reinforce standards at just the time
when noncompliance is most likely
to occur.

Feedback

Allow employees a safe space to
give feedback on the training.
Implementing post-training
surveys, anonymous Q&As, and
reporting tools through the human
resources department or an online
private form can help gather
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necessary feedback. Gathering data
and opinions helps continuously
improve the training and keep

it relevant. Incorporating line
employee feedback into training can
make it more practical and realistic
and lead to better adoption.

Measuring the impact of
compliance training on culture
Impactful compliance training is
measured by behavioral outcomes,
not just completion rates. Too
often, organizations measure
compliance training success

solely by completion rates, which
are how many employees finish
the module or pass the quiz.

While these metrics matter for
regulatory purposes, they reveal
little about whether training shapes
behavior or culture. Compliance
professionals must track outcomes
that reflect meaningful cultural
shifts to assess real impact.

Key metrics to track

Behavioral changes

@ Increased reporting: If more
employees are seen to be making
reports, that doesn't necessarily
mean there's an increase in
noncompliance; it could mean
more trust in the system.

€ Reduced violations: Compare if
there is a decrease in violations
from before and after training.
This can be done by monitoring
whistleblower reporting
data, as well as ideally, from
data in real-time compliance
monitoring tools.

@ Observable shifts: Is there
a noticeable difference? Are
employees correcting each
other in compliance and actively
making more ethical decisions?

Employee sentiment
4 Survey completion rates: Post-
training surveys or feedback
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in general can assess whether
employees see the training
as valuable.

4 Focus groups: Small
discussions can uncover
whether the training was
relevant or if employees needed
ideas to apply what they learned
with others.

€ Exit interviews: Inquire about
feedback from departing
employees about the company's
ethical climate.

Risk mitigation

€ General findings: Fewer
compliance gaps in reports
or real-time compliance
monitoring suggest training is
being implemented properly.

€ Regulatory penalties: A decline
in fines or lawsuits (if applicable)
may indicate better adherence.

4 Whistleblower cases and
monitoring findings: While
increased cases or findings can
signal problems, a decline later
on may reflect proper mitigation
and prevention.

Overcoming common challenges
in compliance training

Even the most thoughtfully
designed compliance training
programs face obstacles, from
disengaged employees to rapidly
evolving regulations. Addressing
these challenges is critical for
ensuring that training actively
shapes culture.

Employee resistance

Many employees view compliance
training as an obligation rather
than a valuable tool. Using real
examples that mirror employees’
daily work can keep it interesting
and more relevant. Give examples
of how ethical lapses can harm
team morale, individual careers,
and the company.

Keeping content updated
Regulations and company
policies constantly evolve,
so updating the training is
fundamental. Assign someone
or a team to monitor regulatory
changes and update the training
frequently (every few months).
Opt for microlearning to
easily share regulation updates
instead of waiting for the next
training session.

Remote/hybrid work
Maintaining engagement and
uniform standards can be
challenging with employees
scattered across locations or
time zones. There are various
solutions to tackling this
problem, including:

@ Offer on-demand training
with deadlines, but let
employees complete modules
within their schedules.

@ Use breakout rooms for
role-playing exercises.

For example, handling
discrimination complaints on
aremote team.

Best practices for sustaining a
compliance-driven culture
Creating a culture of compliance
requires ongoing reinforcement
at every level.

Leadership as role models
Executives set the cultural

tone through their actions;

they must take the initiative

in compliance, whether
participating in training, hosting
it, or maintaining transparency
with staff.

Regular communication about
why compliance matters to the
business and sharing personal
stories can make employees
more empathetic and promote a
culture of trust and compliance.
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Recognition and accountability
A sustainable compliance culture
requires positive reinforcement
and clear consequences.
According to the National Library
of Medicine, managers and
leaders who properly recognize
employees positively impact them.?
Increasing employee engagement
and reducing the risk of burnout
are significant ways to maintain
employee satisfaction in the
workplace. Publicly recognize
employees who exemplify ethical
behaviors. Show that compliance
can result in positive performance
reviews and promotions.
Meanwhile, acting promptly
and transparently on unethical
behaviors is also essential. Studies
show that leaders in the workplace
must foster accountability, as it
can positively impact employee
performance.* It increases a sense
of responsibility in employees,
making it less likely that they will
engage in unethical behaviors.

Integration with daily operations
Integrating compliance into daily
operations can help ensure it
sticks with employees, as studies
show it encourages them to think
about what they're doing and to
learn from it.5 This could also help
develop their skills and abilities so
that employees can grow in their

roles continuously. It could be

implemented for the following:

€ Onboarding: New hires should
complete scenario-based
compliance training on or near
their first day.

4 Team meetings: Dedicate
monthly meeting minutes
to discuss relevant
compliance topics.

@ Decision frameworks: Include
compliance checkpoints in
project plans and approvals.

€ Performance metrics: Evaluate
managers on team compliance
engagement — not just results.

€ Business process tools: Include
compliance checkpoints
and content into existing
business process tools where
compliance risks could arise or
be documented (e.g., expense and
payment tools, procurement and
contracting tools).

Endnotes
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Closing thoughts

Compliance training has evolved
into a strategic method for
shaping organizational culture.
When thoughtfully designed

and consistently updated, these
programs can mitigate risk, foster
ethical decision-making, strengthen
trust, and align daily behaviors
with core values. The most
successful organizations recognize
that compliance isn't just about
teaching rules and embedding
integrity into their culture.

By prioritizing engagement,
measuring impact beyond
completion rates, and integrating
compliance into everyday
workflows, leaders can transform
mandatory training into a shared
commitment to excellence. The
future of compliance isn't in
enforcing rules; it's in inspiring the
right choices. @
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Takeaways

€ Align compliance training with organizational core values and prioritize continuous learning.

@ Create thoughtful training content relevant to employees and apply it with real-life examples.

@ Take constructive feedback into consideration, as employees sharing their thoughts is a privilege they would

like to see improved.

€ Track behavioral changes from training to verify its effectiveness (increased reporting, fewer violations, or

monitoring results).

¢ Demonstrate effective leadership through recognition and accountability.
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