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PANEL EXPERTS

Jamilia Parry

Managing Director, Financial Crime, 

Governance and Conduct, EMEA

FTI Consulting

T: +44 (0)20 3727 1417

E: jamilia.parry@fticonsulting.com

Jamilia Parry is a managing director in FTI Consulting’s 
financial services practice. She is a senior regulation 
professional with significant experience in dealing with the 
EU, US and UK regulators, including conducting anti-money 
laundering (AML), sanctions, conduct and governance 
investigations and delivering remediation programmes to 
fix the root causes of the identified issues. She has practical 
experience of leading and implementing regulatory changes 
and remediation programmes, having held senior executive 
positions in large financial services firms as head of change 
and head of group compliance.

Joe Hill

Senior Consultant, Governance and 

Regulation, Financial Services, EMEA

FTI Consulting

T: +44 (0)20 3727 1820

E: joe.hill@fticonsulting.com

Joe Hill is a senior consultant within the financial services 
practice of FTI Consulting in London and assists a wide range 
of financial services clients in dealing with matters arising from 
regulatory compliance and risk management issues. Mr Hill 
has previously worked on major change programmes in both 
the public and private sectors and has particular experience 
of working on complex projects in the banking industry in the 
fields of conduct, governance and financial crime.
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R&C: Why is it so challenging to deliver 
regulatory change and remediation 
programmes?

Parry: With multiple regulators handing-down 

overlapping and sometimes misaligned 

regulatory requirements, financial services 

firms face a race against time to make the 

changes needed to ensure compliance. 

Organisations are often required to take 

corrective action in the form of ‘lookback’ 

exercises and remediation of processes, 

systems and governance, simply to 

comply with existing regulation. At the 

same time, they are expected to ready 

themselves for incoming requirements by 

enacting regulatory change programmes, 

further stretching the resources and 

subject matter expertise needed to meet 

compliance demands. Every regulatory change 

or remediation programme carries complexities 

and regulators are notoriously intolerant of firms 

that under-deliver. An improper understanding 

of requirements, missed deadlines or prolonged 

operational disruption can result in spiralling costs 

and unwanted additional regulatory attention. 

Despite this, failure rates are high, leading many 

firms to play catch-up by performing corrective 

work or initiating a patchwork of hastily planned 

programmes which do little to facilitate sustainable 

compliance. The pace of change is only set to 

increase as the scope of regulation continues 

to expand, bringing with it added pressures 

of addressing individual accountability and 

organisational culture. With compliance programmes 

already absorbing as much as 60 percent of 

transformation budgets – diverting time and 

resources away from other strategic priorities like 

digital transformation and cost efficiency initiatives 

– a smarter approach to implementing sustainable 

regulatory change is required.

R&C: How can firms ensure that their 
solutions are sustainable?

Hill: In such a dynamic environment, it is 

tempting for firms to search for ‘quick-fixes’ to 

COMMON PITFALLS IN INITIATING REGULATORY CHANGE AND...
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“Firms should have a clear map of how 
the planned remediation actions will 
ensure that the underlying causes of 
any compliance gaps are addressed and 
embedded.”



www.riskandcompliancemagazine.com 5RISK & COMPLIANCE   Jan-Mar 2019

MINI-ROUNDTABLE

specific regulatory challenges, focusing narrowly on 

resolving immediate issues that the firm is already 

aware of. This is symptomatic of an outdated view 

that a regulatory change programme is a vehicle to 

‘fix’ a given problem or ‘fill’ a particular compliance 

gap, often owned and delivered discretely by a 

single unit of the organisation. Such myopia is 

risky, inefficient and is often costly in the long 

run. To plan and deliver regulatory change and 

remediation programmes more effectively, firms 

should adopt a holistic transformation approach to 

regulatory compliance, viewing regulatory change 

as a portfolio of interrelated initiatives designed to 

protect the organisation and deliver sustainable 

compliance. This approach requires each regulatory 

programme to be considered in the context of the 

wider organisation, considering, for example, the 

practical implications for the front office, support 

functions and the second and third lines of defence, 

as well as governance aspects that need to be 

adjusted to embed such changes. When scoping 

any programme, firms should identify synergies 

between the various changes that may be underway 

already or will become a requirement soon. Effective 

horizon scanning, driven by the compliance function, 

is crucial to enabling the organisation to see the 

full picture of regulatory developments and plan 

its strategic change agenda across all business 

units. When it comes to delivering remediation 

programmes, perhaps the most important element 

for successful remediation is to have a clear 

understanding of the root causes of the issues that 

led to the failures. Firms should have a clear map 

of how the planned remediation actions will ensure 

that the underlying causes of any compliance gaps 

are addressed and embedded. By taking this joined-

up approach to planning change, organisations can 

develop greater confidence in achieving their change 

objectives on time, make smarter use of change 

budgets, better control costs and allocate human 

resources more intelligently.

R&C: Who is responsible for ensuring 
regulatory changes are delivered?

Parry: Greater senior management engagement 

with the regulatory change agenda is essential if 

firms are to move away from the siloed approach 

common to so many failed quick-fix programmes. 

Individual business functions, commonly compliance, 

IT or central project management, are typically 

tasked with end-to-end programme delivery to 

ensure that this goes according to plan. While clear 

ownership is important, it must sit at the right level 

of the organisation. Senior management engagement 

is crucial to ensure that regulatory change and 

remediation does not cede to other strategic 

priorities and ensure that the responsibilities for 

compliance are truly shared across the three lines 

of defence. Senior management needs to remain 

involved and accountable for successful programme 

delivery through transparent governance structures. 

COMMON PITFALLS IN INITIATING REGULATORY CHANGE AND...
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The relationship between senior management and 

programme teams should be based on collaboration 

and clear goals. While senior management should 

provide programme teams with the environment 

and resources to deliver, programme teams 

should, in turn, provide evidence of progress and 

transparent information on challenges and risks to 

give assurance that objectives are being achieved. 

Insightful management information and good 

programme governance are crucial in this regard 

and should enable oversight of progress against 

agreed time, cost and quality metrics.

R&C: How can firms ensure they have 
the right subject matter expertise?

Hill: A part of senior management’s responsibility 

is to ensure that the right resources are available 

for programme delivery. Adequacy of resources 

is rightly a concern for all programmes, but the 

appropriate allocation of subject matter expertise 

and continued access to this knowledge in the 

business-as-usual environment is perhaps of 

even greater importance. Regulatory change and 

remediation programmes inevitably involve complex 

regulatory requirements which should receive 

sufficient consideration by subject matter experts. 

Such change programmes should have adequate 

representation from various subject matter experts, 

including compliance, risk, operations and, where 

relevant, IT functions that can determine the 

organisation’s view of specific requirements and 

drive a common understanding across the business. 

Sometimes, bringing appropriate external expertise 

to supplement internal subject matter expertise 

is important, especially if there are sensitive and 

time critical regulatory issues to be addressed, but 

this must be done intelligently. The involvement 

of external partners in the advice or the delivery 

of regulatory change needs to include ensuring 

knowledge transfer and upskilling of internal 

resources to enable organisations to continue to 

embed regulatory changes in their business-as-usual 

environment.

R&C: How important is stakeholder 
communication?

Parry: Like most change initiatives, regulatory 

change and remediation programmes involve 

complex networks of stakeholders, making the 

effective communication of programme objectives, 

dependencies and progress key to winning 

engagement and managing expectations from the 

outset. While many firms typically adopt familiar 

tools, including stakeholder engagement plans, email 

updates and newsletters, programmes continue to 

fail because of miscommunication and persistent 

failures to involve the right stakeholders at the 

right time. For programme communications to be 

effective, firms must establish good programme 

governance structures to facilitate dialogue and 

COMMON PITFALLS IN INITIATING REGULATORY CHANGE AND...
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engagement at the working and decision-making 

levels. Firms should have a clear communication 

strategy and governance process to proactively 

manage relationships with regulators, particularly 

in relation to remediation activities. It is important 

to provide regulators with regular and accurate 

progress updates, as well as timely information on 

key challenges that may impact promises made 

previously. Before making any commitments to a 

regulator, senior managers should ensure 

they have a clear understanding of the 

work required – regulators are generally 

sympathetic to firms taking appropriate 

time to understand the root causes of 

issues and plan the required change, 

but consistent and clear messages are 

crucial to building strong relationships 

with regulators. With these mechanisms 

in place, alongside the normal drumbeat 

of programme meetings, firms are better 

placed to share accurate information 

across their diverse stakeholder groups.

R&C: How should firms define 
programme success?

Hill: When firms are under the regulatory 

microscope, they often feel additional urgency to 

make quick promises and demonstrate action to 

various stakeholders. Although understandable, 

this mindset can have a negative effect on 

programme planning and delivery, with firms eager 

to set as many activities in motion as possible 

before having a full understanding of the required 

changes or the right resources in place. Firms 

must also avoid thinking that work is complete 

just because a milestone is closed. Given the 

potentially severe consequences for failing to fully 

meet regulatory requirements, having absolute 

clarity on the required quality and standards for 

the end results is paramount. Firms sometimes opt 

to outsource validation of quality assurance over 

closed milestones to gain greater comfort that 

the required changes have been delivered. While 

external review can be beneficial, it also needs to 

be carefully managed to avoid delays in completion 

of the change activities. One way of achieving this 

effectively is to have clear milestone closure criteria 

for all programme milestones at the planning stage 

COMMON PITFALLS IN INITIATING REGULATORY CHANGE AND...
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“For programme communications to 
be effective, firms must establish good 
programme governance structures to 
facilitate dialogue and engagement at the 
working and decision-making levels.”
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of the programme. These criteria must be overseen 

by an empowered programme management 

office and tracked through to completion across 

the entire programme governance structure. 

Such closure criteria create transparency around 

expected end results and helps firms not only 

manage their milestone quality control processes, 

but also the expectations of their internal and 

external stakeholders. The detail of such milestone 

closure criteria will differ depending on the nature 

of changes and can include details on the sign-off 

requirements, training and communication, technical 

testing and management information outputs 

demonstrating practical implementation. 

Parry: Successful regulatory change is 

underpinned by effective planning and analysis of 

the underlying causes of compliance gaps. Firms that 

invest the time and resources to fully understand 

the changes required and who needs to be involved, 

prior to embarking upon change, are more likely to 

achieve efficient and cost-effective delivery, than 

those that pursue quick-fixes. By combining this 

preparation with senior management engagement 

and the right support from subject matter experts, 

firms can avoid the pitfalls that compromise change 

programmes.  RC&
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