Course Title: Measuring & Auditing Ethical Culture

o Duration: 5 Days (approximately 35-40 instructional hours)

o Course Goal: To provide senior audit, risk, ethics, and HR professionals with the advanced knowledge,
methodologies, and practical tools to systematically measure, analyze, and provide assurance over an
organization's ethical culture. This course will equip participants to move beyond traditional compliance
audits to assess the underlying behaviors, beliefs, and systems that truly drive ethical conduct.

o Core Focus: Mastering a multi-faceted, data-driven approach to auditing a "soft" but critical topic, and
effectively reporting the findings to the board and senior leadership.

Learning Objectives:
Upon successful completion of this workshop, participants will be able to:

« Define ethical culture and its key components (e.g., leadership, accountability, values, speak-up
environment).

« Develop a compelling business case for investing in a formal culture audit.
« Design a robust, risk-based audit program for assessing ethical culture.

« Master a range of qualitative data collection techniques for culture assessment, including focus groups,
ethical dilemma workshops, and in-depth interviews.

« Master a range of quantitative data collection techniques, including designing effective culture surveys and
analyzing existing business data (HR, compliance, operations).

« Triangulate diverse data sources to build a credible and defensible assessment of the organization's culture.
+ Identify and analyze cultural "hot spots" and root causes of ethical risk within the organization.

« Differentiate between the "stated" culture and the "actual" culture.

« Develop meaningful Key Risk Indicators (KRIs) and Key Performance Indicators (KPIs) for ethical culture.

« Craft a persuasive and nuanced audit report that effectively communicates sensitive cultural findings to the
Board and C-suite.

« Create an action plan to launch or enhance a culture auditing program.
Target Audience:
o Chief Audit Executives (CAEs), Audit Directors, and Senior Audit Managers.
o Chief Ethics & Compliance Officers and their teams.
« Senior HR and Organizational Development (OD) leaders.
« Risk Management professionals.
« Board members, especially those on Audit or Governance committees.
Prerequisites:
« Significant experience in a senior role in internal audit, ethics, compliance, or HR is essential.
« A strong understanding of corporate governance, risk management, and internal controls.
« Experience with both quantitative and qualitative data is highly beneficial.
Teaching Methodology:

This is a highly interactive and analytical workshop that blends social science research methods with audit
discipline. The methodology includes:
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o Interactive Lectures & Frameworks: Introducing leading models for culture assessment from academia
and practice.

» Intensive Case Study: A central case study of a fictional organization with a complex culture will be used
for all practical exercises.

« Hands-on "Methods Labs': The core of the course. Participants will actively design survey questions,
develop focus group protocols, and analyze sample data.

o Data Synthesis Workshops: A major focus on the challenge of integrating diverse, often conflicting, data
points into a coherent narrative.

+ Role-Playing & Simulations: Practicing skills for conducting sensitive focus groups and presenting
findings to a mock Audit Committee.

o Peer Consulting: Sharing challenges and best practices for implementing culture audits in real-world
organizations.

(For Online Delivery, this will be adapted using breakout rooms for case study analysis, anonymous survey and
polling tools for data exercises, virtual whiteboards for thematic analysis, and collaborative documents for report

drafting.)
Materials Provided:

o A comprehensive digital or printed ""Ethical Culture Auditor's Playbook" with frameworks,
methodologies, and best practices.

o A "Culture Assessment Toolkit" with templates for a Culture Audit Program, a Focus Group Protocol, a
Sample Culture Survey, and a Data Triangulation Matrix.

o A detailed case study with supporting "evidence" (e.g., sample survey data, exit interview transcripts, hotline
data, performance management policies).

« A curated list of key research papers and resources on measuring ethical culture.

o+ Certificate of Completion.

Detailed Day-by-Day Curriculum
Day 1: The "Why" & "What'" — Framing the Culture Audit
o Module 1: Why Audit Culture? The Strategic Imperative (Approx. 2 hours)
o Welcome, introductions, and establishing a high-trust, confidential environment.
o The limits of traditional compliance auditing: "A clean audit doesn't mean a clean culture."
o Defining Ethical Culture: The formal and informal systems that influence ethical behavior.
o The link between culture, risk (fraud, misconduct, reputation), and performance.
o Making the case to the Board and C-Suite for a culture audit.
o Module 2: A Framework for Ethical Culture (Approx. 3 hours)
o Deconstructing culture into auditable components. A sample framework could include:
1. Leadership & Tone at the Top.
2. Middle Management Accountability.
3. Values & Norms.
4. Incentives & Performance Management.
5. Speak-Up Environment & Psychological Safety.
6. Trust & Fairness.

o The difference between assessing culture "climate" (perceptions) and culture "systems" (processes).
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o Module 3: Planning & Scoping the Culture Audit (Approx. 2.5 hours)
o Defining the audit objectives and scope (e.g., enterprise-wide, specific division, post-M&A).
o Developing key audit questions based on the culture framework.
o Assembling a multi-disciplinary audit team (Audit, HR, Compliance, Legal).
o The importance of a robust communication plan for the audit.
o Workshop: Participants draft a high-level Audit Charter and scope for the case study culture audit.
o End of Day 1 Recap & Q&A.

Day 2: The Qualitative Toolkit — Listening to the Organization

o Module 4: Designing Effective Culture Surveys (Approx. 3 hours)
o The role of surveys in quantitative culture assessment.
o Best practices in survey question design (avoiding leading questions, using Likert scales).
o Leveraging existing data from employee engagement surveys.
o Designing questions to measure key cultural attributes like psychological safety and ethical leadership.

o Workshop: Participants critique a sample culture survey and then write a set of high-quality questions
for the case study.

o Module 5: Conducting In-Depth Leadership & Employee Interviews (Approx. 2.5 hours)
o The purpose of interviews: To get the deep "why" behind the survey data.
o Developing semi-structured interview protocols for different employee levels.
o Techniques for building rapport and asking sensitive questions.
o Probing for specific behavioral examples, not just opinions.

o Module 6: Mastering Focus Groups for Cultural Insights (Approx. 2 hours)
o When to use focus groups: To understand shared norms and group dynamics.
o Designing a focus group protocol and facilitator guide.
o The art of facilitating a discussion on sensitive topics.
o Role-Play: A mini-simulation of facilitating a focus group on the topic of "speaking up."
o End of Day 2 Recap & Q&A.

Day 3: The Quantitative Toolkit & Data Triangulation

o Module 7: Analyzing "Hard" Business Data for ""Soft" Insights (Approx. 3 hours)

o Thinking like a detective: Using operational data to infer cultural patterns.

o HR Data: Analyzing turnover rates (especially high-performer exits), promotion decisions, and
diversity metrics.

o Compliance Data: Analyzing hotline/whistleblower data (volume, type, substantiation rates,
retaliation claims).

o Operational Data: Analyzing expense report exceptions, sales practices data, etc.

o Hands-on Lab: Participants are given a sample dashboard of HR and compliance data for the case
study and must identify potential cultural "red flags."

o Module 8: The Art of Data Triangulation (Approx. 2.5 hours)
o The core of a credible culture audit: Combining all data sources.

o Using a Triangulation Matrix to map findings from surveys, interviews, focus groups, and business
data.
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o Looking for patterns of convergence (where all data tells the same story) and divergence (where data
conflicts — often the most interesting insight).

o Module 9: Synthesizing Findings & Identifying Root Causes (Approx. 2 hours)
o Moving from data points to insightful themes.

o Using root cause analysis to understand why cultural weaknesses exist (e.g., misaligned incentives,
leadership behavior, lack of accountability).

o Intensive Workshop: Participants take all the mock evidence gathered for the case study and use a
triangulation matrix to develop 2-3 key, evidence-based cultural themes.

o End of Day 3 Recap & Q&A.

Day 4: Reporting on Culture & Driving Change

o Module 10: Crafting the Culture Audit Report (Approx. 3.5 hours)

o The unique challenge of reporting on a sensitive, subjective topic.
o Structuring the report for a Board and Executive audience.
o Writing a compelling and balanced narrative.
o Using data visualization and anonymous quotes to bring the culture to life.
o Focusing on systemic root causes, not individual blame.

o Writing Clinic: Participants draft a detailed finding and recommendation for one of the cultural
themes they identified, focusing on impactful and diplomatic language.

o Module 11: Developing Actionable, Root-Cause-Driven Recommendations (Approx. 2.5 hours)
o Moving beyond generic recommendations like "more training."

o Designing recommendations that address the systemic drivers of behavior (e.g., changing performance
metrics, modifying leadership training, improving investigation processes).

o Collaborating with HR, Compliance, and business leaders to ensure recommendations are practical
and owned.

o Module 12: Presenting Findings to the Board & C-Suite (Approx. 1.5 hours)
o Strategies for presenting sensitive cultural findings with credibility and impact.
o Anticipating and managing defensiveness.
o Facilitating a strategic discussion, not just a report-out.
o Role-Play: A simulated presentation of key findings to a mock Audit Committee.
o End of Day 4 Recap & Q&A.

Day 5: The Broader Context & Your Audit Roadmap

o Module 13: Linking Culture to Corporate Governance & Risk (Approx. 2 hours)
o The Board's oversight responsibility for culture.
o Integrating culture assessment into the Enterprise Risk Management (ERM) framework.

o The relationship between ethical culture and the organization's ESG (Environmental, Social,
Governance) profile.

o Module 14: Continuous Culture Monitoring & Key Indicators (Approx. 2.5 hours)
o Moving from a periodic audit to a continuous monitoring mindset.
o Developing a dashboard of Key Culture Indicators (KCls) / Key Risk Indicators (KRIs).

o Using pulse surveys and real-time analytics for ongoing assessment.
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o The role of Internal Audit in providing ongoing assurance over culture.
o Module 15: Your Culture Audit Program Roadmap (Capstone) (Approx. 2.5 hours)

o Capstone Workshop: Participants work in groups to create a high-level, 18-month roadmap for
establishing a formal culture audit program in the case study organization.

o The roadmap will include:
1. Phase 1: Gaining buy-in and developing the framework.
2. Phase 2: Piloting the assessment in one division.
3. Phase 3: Rolling out the program enterprise-wide.
o Module 16: Course Review & Commitment to Action (Approx. 1 hour)
o Review of the key methodologies for auditing ethical culture.
o Open forum for final questions and sharing key commitments.

o Course evaluation and closing.
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