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Q. What advice do you have for building a culture of com-
pliance across all business areas or functions in a compa-
ny, so that leaders automatically consider compliance risk 
in business decisions as they are being made? —Kelley

Amii: My answer to this is simple but not easy. You are de-
scribing a self-governing compliance culture—the nirvana 
that everyone in our profession aspires to. To achieve this, 
you need a CEO that understands and is thoroughly com-
mitted to the ethical stewardship of the organization. Noth-
ing substitutes for a compliance advocate at the top of the 
ladder. When a company has a CEO that “gets compliance 
and ethics,” it often follows that the compliance officer is on 
equal footing with other executives at the company in terms 
of influence, resources, and compensation—and these fac-
tors powerfully drive all decisions and activity in an organ-
ization.
 If you are fortunate enough to be in this position: (1) never 
leave, and (2) partner with the CEO to educate and integrate 
a healthy marriage of business processes with proportionate 
risk identification and mitigation strategies for known risks. 
Have regular and thoughtful dialogue about emerging risks, 
so that stakeholders know when to come to you for guidance.
 If you are not sure whether your CEO understands your 
role, test the waters to find out. Meet 1:1 with the CEO to spe-
cifically discuss his or her view of the business strategy and 
key risks and then work with the CEO to point out where you 
should have ongoing discussions around compliance and the 
impact on the business. It’s important to frame and educate 
in terms of the impact to the business and its employees and 
shareholders. And it’s always a good idea to find other execu-
tive sponsors in the organization and create compliance wins 
in those areas to build momentum and your credibility. It will 
be a bit more uphill of a climb if you don’t have the CEO sup-
port to start, but this describes most of our colleagues’ daily 
work and is what makes compliance a noble profession.

Q. I have some underperforming members on my team but 
not so underperforming that I want to see them out of the 
organization. I am having a hard time motivating one par-
ticular individual ... any advice on how to handle this on a 
day-to-day basis? —Samantha

Motivating others is one of the top 5 challenges that manag-
ers face in the workplace. Leadership theorist John Adair has 
posited a 50/50 rule—that 50 percent of a person’s motiva-
tion comes from within and 50 percent comes from the work 
environment. Focus on the 50 percent of motivation that is 
created by the work environment.
 Understand that people are motivated by different things. 
For some, external factors are important, such as wealth, 
perks, status, and position. For others, motivation is more 
about intrinsic factors, such as feeling satisfied, having con-
trol over their work, enjoying a sense of challenge, feeling val-
ued, or realizing their potential. What motivates someone may 
well fall somewhere between intrinsic and external factors.
 Leadership assessment tools can help identify the sources of 
motivation for employees—and you can also simply ask them.
 Find a good time to sit down with your employee, provide 
feedback, and elicit the employee’s best thinking on the situ-
ation. Give specific examples of his or her underperforming 
work and share the impact this has on you and the team. Ask 
your employee for input. How does he or she relate to the work? 
What are the employee’s likes and dislikes? Is the employee 
aware of the impact of his or her behavior? How does this em-
ployee like to be recognized? Share the impact that the em-
ployee’s behavior may have on his or her future opportunities. 
My leadership mantra: Be kind, clear, fair, and firm. Good luck!

Q. Third-party risk management is a big deal in my compa-
ny these days. I’m supposed to be vetting not only my third 
parties, but also my third parties’ third parties, etc. How do 
I know where to stop? At what point have I demonstrated 
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both to my bosses and, in essence, to regulators that I’ve 
done enough? —Richard

Third-party risk management is a huge investment for com-
panies, especially those with a global footprint. If there were 
a logical stopping point to third-party due diligence, there 
would be an ISO certification you could sign up for.
 This is an area that will continue to evolve over time—and 
I expect it only to increase to greater and greater expecta-
tions as technology enables deeper process checks. For now, 
I would talk to compliance colleagues in your industry (or an 
expert consultant, if you have the budget), and look to com-
monly accepted practices to serve as a comparator to define 
how much is enough.

Q. Sexual harassment training has been a big topic at our 
meetings recently. Our company has branches in a number 
of different states and I know some states are looking to 
pass legislation to regulate harassment training and poli-
cies. What’s a best-practices way to look at a one-size-fits-
all harassment training program that’s going to keep us 
compliant in any number of locations? —Gregg

When you have employees located in multiple states, compli-
ance with state sexual harassment training standards pres-
ents a challenge. Some companies simply opt to go with the 
most stringent standard to ensure compliance. New York and 
California currently lead the pack, so—depending on where 
your employees are located—you could start by looking at 
those requirements. You will want to verify that the standard 
you choose encompasses all other state requirements that 
your company is subject to.
 Given varying state law requirements, many large organ-
izations will hire a third-party sexual harassment training 
vendor that will tailor employees’ training assignments to 
the laws of their governing state. This approach helps to 
avoid “overtraining” and is often appreciated in industries 
where a significant population of non-exempt employees 
cannot participate in training as part of their normal work 
schedule and must incur overtime (such as 24/7 call centers 
and distribution/manufacturing environments).
 Given the complexity and organizational investment re-
quired, I expect that one day we will see federal legislation 
unifying sexual harassment training requirements.

Q. Having a lot of trouble getting along with my boss. I 
know this isn’t really a compliance-related question, but 

any advice on how to move forward in a situation like this? 
I’d like to extend an olive branch but not sure exactly how 
to do it. —Jeremy

We rarely get the boss we think we deserve. Know you are not 
alone and kudos to you for wanting to make it better.
 Without knowing further details about the points of disa-
greement, it sounds like your boss may be aware of the ten-
sion as well. It’s always best to step up and prepare for what 
I call a crucial conversation. Start by thinking about the out-
come you want.
 If you can’t point to anything specific and things just feel 
awkward, your desired outcome may be simply to open the 
lines of communication. To do this you need to create a safety 
zone for your boss to give you feedback. Pick a time and place 
where you have privacy and won’t be rushed (Friday after-
noons can work well). Here are some suggestions for structur-
ing the conversation:
 1. Start by sharing your intent: You value your working 
relationship and want to have the best one possible.
 2. Share what you’ve noticed: Could be something spe-
cific, such as not being included in a key meeting, or lead-
ing a project. If you messed up, the desired outcome may be 
forgiveness. Apologize without excuses and address how you 
are going to make it right. Ask how your boss was impacted 
by the situation and if there is any action you can take to 
clarify things.
 If there’s nothing specific, share that you wanted to check 
in and see if there’s any feedback that could make you more 
effective in your role. Reiterate that you want a healthy open 
dialogue and that his or her opinions and observations are 
very important to you and your professional development; 
and nothing is off limits. You want and welcome the feed-
back. (Note: This is the critical moment when your boss will 
either decide to believe you and give you an honest appraisal 
or demur, evade, or decide you can’t take the feedback and 
soft peddle the conversation. If your boss avoids conflict, 
some of this is out of your control—but do your best to create 
that safety zone.)
 3. Then sit back and listen: Be comfortable with silence. 
Do not rush in with filler or comments. Your goal is to get 
information and seek to understand. If you don’t understand 
some of the feedback, ask open clarifying questions. You may 
not agree with the feedback, but it’s worse to have a blind 
spot. Once you understand his or her perception, you can be-
gin to address it.
 Good luck and let me know how it goes. ■
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