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by Joe Murphy, CCEP, CCEP-I

Evaluating your compliance 
program: The “deep dive”

THE LAST WORD

Evaluation is essential for an effective 
compliance program. There is, 
however, a risk that we will measure 

what is most measurable and use the tools 
that lead to the most quantifiable results. It 
is certainly easier to assess by surveys how 

many employees say they feel good, 
bad, or indifferent than is it to dig 
down to discover whether anyone 
is actually engaged in accounting 
fraud, corruption, or price-fixing.

On the other side of the 
spectrum, auditing is a tool that 
involves deeper reviews, including 
testing what employees are actually 

doing on the job. Audits, however, come with 
their own baggage; there appears to be an 
enduring resistance to an assessment device 
that is perceived as negative and, by some, as 
a checklist exercise. This perception may be 
outdated, but remains an obstacle.

What is needed is an evaluation device 
that fits the special needs of the Compliance 
field. This leads to the idea of the “deep 
dive”—a management concept involving an 
intensive, deep focus on, and on-site review 
of, a segment of the business.

A deep dive could combine a number 
of measurement tools. The central element 
would be an in-person visit at the unit for 
in-depth engagement. The tools could include 
individual interviews, walking the site, focus 
groups, audits, and even surveys. It would 
also include not just a search for problems, 
but a search for and harvesting of positive 
innovations by people in the field. Sharing of 

best practices would be a core element of the 
deep dive.

My interest in this subject began when 
I first did Compliance field audits. Based on 
this work, I became a believer in the value of 
going out to the field. In my experience, it is 
often difficult for people in headquarters to 
know what is happening in the marketplace, 
in production, or in remote offices. Such on-site 
visits invariably turn up information that comes 
as a surprise; indeed, a purpose of a deep dive is 
to find things you are not looking for! People in 
the field can be very clever in adjusting to their 
environments and pursuing opportunities.

The deep dive approach also has the 
enormous value of getting headquarters 
people out to the field. A case could be made 
for having every headquarters manager in any 
position spend time in the field. But certainly 
in Compliance, experience in the field helps 
assure that compliance people keep in touch 
with reality, as well as helping to educate the 
business people about the program. Spending 
time in the field is enormously educational for 
the compliance staff, and can improve their 
effectiveness across the board. There can be 
real value in requiring all Compliance staff, 
including the subject-risk area Compliance 
people, to participate in deep dives into 
the business. ✵ 
This column is based on a series of articles in ethikos: 17 
ethikos 7 (May/June 2004); 18 ethikos 11 (July/Aug 2004); 
18 ethikos 11 (Sept/Oct 2004), all available through SCCE.
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