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Beeghly
Brian Beeghly uses his
experience in building
better ethics and
compliance programs
to create technology
solutions that could
be at the forefront of
changing the discipline of
compliance itself.
BY JACLYN JAEGER
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ostering a culture of ethics and integrity is not an
easy feat for any company, but such a task can be
even more daunting during times of great change
and uncertainty, when the need to amplify ethical leadership
is needed most. Faced with a dynamic and changing environment, few individuals have been as instrumental in achieving significant enhancements in the ethics and compliance
space as Brian Beeghly, co-founder and chief executive officer
of Informed360 and former vice president of compliance at
Johnson Controls.
In his role at Johnson Controls, Beeghly had overall responsibility for the company’s global ethics and compliance,
enterprise security, and risk management programs. He also
led the company’s executive compliance committee and was
a key member of the company’s enterprise risk committee,
disclosure committee, global environment and sustainability
committee, and cyber-security steering committee.
In January 2017, Beeghly left Johnson Controls and formed
a new company, Informed360, which is building a comprehensive technology solution to help ethics and compliance
officers better manage their corporate compliance programs,
but not before transforming Johnson Controls’ ethics and
compliance program, itself, in a significant way. Among his
many achievements, Beeghly has been credited with developing and implementing an innovative Ethical Leadership
Model to bridge the critical link between culture and behavior by focusing on the importance of personal integrity, role
modeling, and leadership accountability.
When Beeghly first took on the role as vice president of
compliance in October 2013, after serving three years as executive director of risk management, the ethics and compliance team was already in the process of reassessing its ethics
and compliance program as part of its continuous program
improvement.
As part of that process, Beeghly explains, the global ethics and compliance team decided to structure its program

around, and take a deep dive into, the following nine core
elements of its ethics and compliance program:
»»Leadership and culture;
»»Organizational structure;
»»Risk management (i.e., risk assessments and 		
third-party due diligence);
»»Policies, procedures, and controls;
»»Communication of values;
»»Training on policies and procedures;
»»Whistleblower reports and investigations;
»»Remediation; and
»»Monitoring and measurement.
“Going through that process with the ethics and compli-
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ance team helped build trust and teamwork,” Beeghly says.
“It also put a formal structure in place so that we could start
to evaluate the elements of the program both independently
and as a combined whole.”
What that process ultimately revealed is that “we understood and were making significant investments in every
element,” he says. “However, we recognized that we needed
to put more focus and attention on leadership and culture,
because of its importance to the company and to the other
program elements.”
“Like most companies, we had a hotline. We had training. We felt comfortable about our policies and procedures,
risk-management processes, and third-party due diligence,”
Beeghly explains. “Where we really wanted to better understand and leverage our program was around leadership and
culture—what many companies refer to as tone at the top.”
The need to elevate ethical leadership came at a time
when the company was conducting an internal investigation
into potential violations of the Foreign Corrupt Practices Act
concerning its marine business in China dating back to 2007.
In June 2013—just four months prior to Beeghly assuming
his new role as vice president of compliance—Johnson Controls self-reported to the U.S. government a potential FCPA violation, the company said in a Form 10-Q filing with the SEC.
Johnson Controls ultimately resolved the matter by receiving a declination from the Department of Justice and reaching a $14.4 million settlement with the SEC in July 2016. Both
agencies credited the company with its voluntary disclosure,
thorough investigation, full cooperation, remediation, and
additional enhancements to the company’s internal accounting controls and compliance program.
In conversation, Beeghly speaks about the lessons learned.
His message: “Going through lots of change and uncertainty
was the right time for really doubling down in the areas of
leadership and culture.”
To better understand leadership and culture, the process
involved spending “a fair amount of time digging into the academic literature and research into culture, ecosystems, behavioral psychology, and leadership.” In particular, the ethics
and compliance team relied heavily on the research by Dr.
Linda Trevino at Penn State University and other research
conducted by the members of EthicalSystems.org.
Beeghly explains that one of the biggest underpinnings of
the Ethical Leadership Model is the distinction between formal systems and informal systems. The former is all the formal structures a company puts in place to create a corporate
culture and to guide employee behavior, such as a company’s
mission, vision, values, policies, and procedures.
Informal systems, on the other hand, are local, cultural
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ecosystems that are more nuanced and “heavily dictated and
influenced by the immediate management and the peers
within that working group,” he says. Informal systems include local customs and business practices, history, and culture.
“Companies today spend a significant amount of time
and resources on building and maintaining their formal systems,” Beeghly says. And clearly the elements of a formal system are important and necessary. “They define the corporate
culture and help guide employees and the organization.”
It’s the informal systems, however, that actually dictate
human behavior on a day-to-day basis, Beeghly adds. “At
the end of the day, if you’re not influencing those informal
systems, and bringing those informal systems into closer
alignment with the formal systems, it means that employees
are getting mixed messages. The potential for misconduct is
greater.”
In building the Ethical Leadership Model, one of the
guiding principles of the compliance team was not to create
anything new, Beeghly says. Instead, the goal was to embed
ethical leadership messaging and activities into existing processes, business activities, and training.
For example, the team worked with business leaders to
embed ethical leadership messaging into existing training
curriculum instead of creating another formal training system around ethical leadership. The team also worked with
the talent acquisition team to embed ethical leadership questions into the competency-based selection process.
That’s a model that other ethics and compliance professionals can adopt, as well. “The idea is to piggyback off the
existing formal systems within an organization to embed
ethical leadership into the informal systems, Beeghly says.
To build the Ethical Leadership Model and bridge the critical link between culture and behavior, Beeghly created an
internal leadership development model that focused on three
major components of ethical leadership:
»» Personal integrity. How you act, who you are as a person,
what values you bring to the company. “Personal integrity
is all about being honest, trustworthy, caring, and compassionate and respecting fairness for others.”
»» Role modeling. How others perceive you. Are your actions
as a leader or an employee authentic, ethical, and consistent with company values and formal systems?
»» Ethical management. How you manage your organization
for ethical behavior. Does management promote a speakup culture? It’s about setting standards and expectations
for ethical behavior, and holding people accountable for
ethical lapses.

The objective with the Ethical Leadership Model is twofold:
“First, create a ‘pull’ versus ‘push’ model for ethical behavior
and compliance with a company’s values and policies,” he
says. “Second, bring the formal and informal cultural systems within an organization into closer alignment, thereby
reducing the potential for misconduct.”
“To be effective, a big emphasis of ethical leadership needs
to be on rewarding people for doing the right thing, which is
something companies tend to fail to do,” Beeghly says. “We’re
very good at punishing people when they screw up, but we
don’t do as good of a job of recognizing people when they
make the right decision.”
At a high-level, the aim is to embed the concept of ethical
leadership at the point of normal business activities. Thus,
when employees are engaging in different business activities, living the values of the company becomes a natural part
of doing their job, he says.
After seven years with the company, Beeghly is now moving on to his newest endeavor, as co-founder and CEO of
Informed360, a technology company that provides comprehensive technology solutions to support effective ethics and
compliance programs.
In his compliance role, Beeghly said the one thing he was
struck by across many organizations was “the amount of
time and resources being expensed by the compliance team
and, more importantly, by employees and business leaders
when interfacing with the compliance program through multiple technologies and channels.”
Beeghly described it as “death by a thousand cuts,” a matrix of Word docs, Excel spreadsheets, in-house systems, and
lots of external systems for a one-off solution—such as policy
management or conflict-of-interest disclosure. That’s a major
burden for compliance officers, who are constantly having
to turn to multiple data points to identify emerging risks or
developing trends, or in evaluating the effectiveness of the
compliance program itself.
Beeghly left Johnson Controls with a vision “to create a
more robust, comprehensive, cloud-based platform to help
chief ethics and compliance officers manage their compliance programs.”
The solution will contain a configurable dashboard, core
functionality to support day-to-day compliance activities,
third-party interfaces for external ethics and compliance
program data, and robust reporting and benchmarking
capabilities. Combined, this solution will allow chief ethics
and compliance officers to have a much greater visibility
into their programs.
The tool will be based on the common elements of an
effective ethics and compliance program, enabling com-
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“To be effective, a big emphasis of ethical leadership needs to be on rewarding people for doing the right thing, which is something companies tend to fail to do.”

pliance officers to aggregate the data across multiple compliance activities and multiple compliance risks. The first
beta version of the platform is expected to be available by
mid-summer.
Beeghly cites his experience in the risk management
profession for his vision. Twenty-five years ago, in a typical
risk management department in a Fortune 500 company,
you would not have had a comprehensive risk management
information system, he says. Nor would you have found
someone doing data analytics. More likely, it would have
been outsourced to an insurance broker. Today, most Fortune 500 risk management programs utilize a cloud-based
information system and have seasoned data analysts on
staff.
Beeghly says he anticipates a similar transformation will
occur in the ethics and compliance industry over the next
five years: “What I see happening in ethics and compliance is
the rollout of cloud-based solutions that will allow ethics and
compliance officers to have a more robust view and greater
visibility into their program,” he says. “The role of the compliance data analyst will also become more prevalent across
organizations.” TM
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