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Abstract Since the financial crisis, regulators around the world in financial services and 
beyond have recognised that the quality of leadership and its impact on culture, governance, risk 
management and conduct is a key factor in avoiding failure of regulatory organisations. In this 
paper, the author describes his research into the skills, characteristics and ways of thinking that 
differentiate the more successful leaders of highly regulated organisations, as well as some of the 
unique challenges they face both personally and in their roles. His regulated leadership model 
sets out these factors and can be used in reviewing leadership capability, as well as in assessing 
candidates for leadership roles and developing and coaching current and future leaders. The model 
should be of interest to leaders themselves as well as regulators, risk functions, human resources 
practitioners, leadership educators and business schools.
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THE INCREASED FOCUS ON 
CONDUCT, CULTURE AND 
LEADERSHIP

Firms’ senior managers have a crucial role in 
demonstrating that they are accountable and 
responsible for their part in delivering effective 
governance. This includes taking responsibility, 
being accountable for their decisions and exercising 
rigorous oversight of the business areas they lead.

This should, over time, result in improved culture 
and governance in the industry. It should also 
promote public confidence that firms have the right 

people in the right roles, working in the interests of 
consumers and markets.’1

Since the financial crash of 2008, regulators around 
the world have been placing increased emphasis on 
the assessment of organisational culture, governance 
and leadership. In 2014, the new Chief Executive 
Officer (CEO) of the Financial Services Authority 
(FSA) said: 

our focus is on the firm’s business model, its culture 
and front-line activities…the focus on how the 
business is run, rather than how it is controlled, is 
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a fundamental change and is directly linked to our 
outcome-focused philosophy.2

More recently, in 2017, the FCA (Financial 
Conduct Authority, the successor body to the FSA) 
wrote that: 

Firms’ senior managers have a crucial role in 
demonstrating that they are accountable and 
responsible for their part in delivering effective 
governance. This includes taking responsibility, 
being accountable for their decisions and exercising 
rigorous oversight of the business areas they lead.3

The FCA has introduced its new accountability 
regulation, the Senior Managers & Certification 
Regime, into the banking sector and is extending 
it into insurance in 2018 and then across the whole 
financial services sector. A new legal duty of 
responsibility is being introduced: 

Every Senior Manager will have a duty of responsibility. 
This means that if a firm breaches one of our 
requirements, the Senior Manager responsible for that 
area could be held accountable if they did not take 
‘reasonable steps’ to prevent or stop the breach.2

This new focus on leadership is not unique to 
the UK. In 2015, the Dutch regulator, the DNB 
(De Nederlandsche Bank), wrote ‘The crisis has 
shown that one of its causes was not so much that 
governance structures were inadequate, but that 
board and management behaviour was below 
standard.’4 In 2014, the Australian Financial System 
Inquiry (FSI), established to look into the Australian 
banking system, wrote: 

Leaders and their governing bodies determine 
organisational culture through their own conduct 
and design of objectives, strategies and systems. 
This creates competitive advantage… To expect 
regulators to create the ‘right’ culture within 
firms by using prescriptive rules is likely to lead 
to over-regulation, unnecessary compliance cost 
and a lessening of competition. The responsibility 
for setting organisational culture rightly rests with 
its leadership.5

Sector regulators elsewhere are saying similar things: 
Professor Sir Mike Richards, Chief Inspector of 

Hospitals at the Quality Care Commission, the 
UK care sector regulator, wrote ‘The leadership 
of a trust sets the tone for the organisation. It’s a 
vital area for all regulators to look at, so it’s only 
right that we should have a shared view of what 
characteristics a well-led organisation displays.’6 
Ofgem, the energy sector regulator, previously 
focused mainly on price regulation and competition, 
said ‘Our vision for enforcement activity remains 
to achieve a culture where businesses put energy 
consumers first.’7

If the role of leaders and what they do is key 
to the success of regulated organisations, what 
behaviours, ways of thinking and characteristics 
do successful leaders demonstrate, value in others 
and believe should be developed in future leaders? 
Are there any behaviours that are less helpful or 
even harmful? 

INQUIRY APPROACH
In the summer and autumn of 2017, the author 
interviewed leaders and senior managers from 
regulated organisations in the UK in different 
sectors. While most organisations today are 
regulated, the author’s focus has been on those 
organisations subject to regulation from ‘sector 
regulators’. These regulators are increasingly 
intensive in their rulebooks, direct supervision of 
firms and enforcement actions taken against firms 
which they judge to pose a risk to the sector or to 
its customers. Organisations subject to this level of 
regulation form an increasingly large subset and for 
the purposes of this paper therefore these are the 
organisations that are referred to using the phrase 
‘regulated organisations’. 

The author’s purpose was to inquire into a 
hypothesis that regulated organisations present 
unique challenges for leaders and that therefore 
there might be skills, behaviours and ways 
of thinking which might mark out the more 
successful regulated leaders. Was there a model 
of regulated leadership that could underpin the 
selection, assessment and development of regulated 
leaders?

The author interviewed leaders in banking, 
insurance, investment management, pharmaceuticals 
and energy businesses as well as others who were 
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in roles in which they supported and worked with 
senior managers in regulated businesses and so 
gained insights into the topics from that perspective. 
For example, the CEO of a large financial services 
sector lead body whose members are Non-Executive 
Directors, Directors and Senior Managers; a Partner 
in a major accounting firm who advises leaders in 
regulated organisation; and the Managing Director 
of a recruitment agency which places leaders in 
financial services. Roles of interviewees included 
Chief Executive Office, Managing Director, Non-
Executive Director, Director, Divisional Director, 
Chief Operating Officer, Sales Director, Strategy 
Director, Product and Proposition Director, and 
Risk Director. 

A semi-structured interview process was  
followed, which included the following areas 
of questioning:

(1) Do you agree or disagree that the challenges 
of leading regulated businesses are unique or 
unusual and that they require special skills or 
understanding on the part of leaders?

(2) What are the challenges of leading regulated 
businesses?

(3) As a leader, what do you find yourself spending 
most time on and focusing most on?

(4) What skills or understanding do you try to 
develop most in your reporting leaders or 
future leaders?

The interviews followed a process of inquiry 
and discussion rather than a rigid checklist. In 
most interviews, the interviewees gave numerous 
examples and mini case studies to illustrate their 
experiences, which were then discussed. 

Following this series of interviews, the findings 
were discussed with a wider population to get their 
views, including consultants, academics specialising 
in leadership development, lawyers who advise 
leaders and risk or compliance specialists.

Finally, a short online questionnaire was developed, 
which so far has been completed by 55 respondents in 
a mixture of leadership roles and roles that support or 
advise leaders in regulated organisations.

The findings of this inquiry are therefore 
qualitative rather than quantitative, but based on 
a diversity of meetings, interviews and inputs.

WHAT ARE THE CHALLENGES 
OF LEADING IN REGULATED 
ORGANISATIONS?
The leaders interviewed were vocal in their 
explanations of the unique challenges faced in 
leading regulated organisations. Many talked 
about the personal challenges they encountered: 
‘sometimes it can be personally terrifying’ said  
one leader who had to present a major remediation 
plan to the UK Financial Conduct Authority.  
Realising that he was personally accountable for  
its implementation and that, potentially, the 
immediate future of the business was at stake,  
he said: 

I felt I was carrying not just my own accountability 
and career as we implemented the remediation plan, 
but also the financial well-being of my company, 
the jobs of many of our staff and the returns of our 
shareholders….if we had been fined I felt I would 
have let everyone down.

Accountability
One interviewee said, ‘I feel continuously 
accountable and responsible for what happens to  
our customers’, saying that he felt that when he  
led a non-regulated technology business this  
feeling of customer accountability was not so 
acute. Another leader talked about the pressure 
of presenting to non-executive directors who 
were increasingly challenging and aware of their 
own duty to question and probe executives. He 
also described presenting the business strategy to 
regulators who challenged solely from the single 
perspective of protecting customers and the market, 
not understanding some of the organisational 
complexities and market and employee consequences 
of their comments.

Decision making
Interviewees also spoke of the difficulty of carrying 
several decisions and dilemmas, each of which 
might have conflicting benefits or risks for different 
stakeholders. ‘What’s right for customers isn’t 
necessarily right for our investors or our employees’ 
said one, who was wrestling with the consequences 
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of cost efficiencies within operations. Another 
commented on how, while customers valued some 
services, they did not use them frequently enough 
to justify their cost: 

But when we look at reducing services because  
of low use or demand, regulators and customer 
groups accuse us of disenfranchising customer  
groups and blocking access to older customers 
because they will not use technology…. it’s so  
hard to get it right when you have large numbers  
of customers around the country and an overlay  
of accountability not just to those customers  
but also to external regulators and customer 
representatives like lobbying groups, the press 
and politicians.

Culture
As well as the personal challenges they faced as 
leaders, interviewees also spoke about the  
difficulties of developing the culture of their 
organisation. One managing director of a  
challenger bank said that his top management 
priority was to ‘protect and maintain our existing 
culture’, as the organisation grew and added 
complexity, new operations, systems and activities 
and came under increased scrutiny of the regulator. 
He commented that he was in a constant dialogue 
with the risk and operations function to ensure  
that the risk framework and controls did not  
become so burdensome or disproportionate that  
they led to unintended consequences and actually 
made customer services more bureaucratic or 
lengthy. To do this, he needed to ensure he had a 
strong understanding of the risks and pressures at 
the front line and spent a large proportion of his 
time focused on the detail of customer requirements 
and customer service. He made the point, as did 
several other interviewees, that leaders needed 
more technical and product understanding and the 
ability to challenge their specialists. They could 
not ‘helicopter’ as much as perhaps in non- or 
less-regulated organisations.

Systems thinking
Many interviewees spoke of the importance of 
having a heightened understanding and experience 

of culture and organisational change: ‘I can’t spend 
all my time thinking about strategy and financials 
and not be able to engage with really changing 
the culture and how the organisation works’ said 
one. There were many stories of failed change 
projects caused by unintended consequences 
and unanticipated impacts on behaviour. These 
leaders felt they had to spend time on issues 
such as the impact of new reward schemes on 
behaviour; understanding whether more efficient 
technology or processes would impede customer 
services or outcomes; challenging new products 
or proposition offerings to understand whether 
there could be detriment to new or existing 
customers; and understanding the detail of 
important new training programmes to ensure the 
messages included in them were what they wanted 
employees to hear. These leaders all seemed to take 
a systems8 perspective on organisational change, 
understanding the various cogs and interacting 
elements of their business and that improving one 
could destabilise others.

Engagement
Many of those interviewed talked about the 
challenge of encouraging openness in their 
employees and managers. One senior Director  
spoke about having a list of questions sent to  
him in advance of a Town Hall meeting: ‘It  
showed me that the managers organising it thought 
this was the right thing to do — to arrange the 
questions I was going to be asked. I didn’t look at the 
questions and phoned them back to explain that the 
whole purpose of doing the Town Hall was to find 
out what was on employees’ minds.’ Many of the 
leaders spoken to explained how they had learned 
not simply to trust what they were told by middle 
managers who often filtered or misinterpreted the 
views of those on the front line. Many therefore 
spent time directly visiting their customer services 
functions and speaking to employees dealing 
with customers. Some did their own mystery 
shopping, calling their contact centres to see how 
customers were treated. Others regularly listened 
to recorded customer calls and encouraged their 
managers to do the same, debriefing them at their 
Executive meetings. 
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CASE STUDY: HOMESERVE, A 
LARGE, UK RETAIL INSURANCE 
INTERMEDIARY
The author met and interviewed the CEO and Risk 
Director of Homeserve, a large, retail insurance 
intermediary in the UK. For six years previously 
they had suffered major regulatory intervention 
resulting in enforcement and fines because of mis-
selling, poor systems, controls and risk management. 
Many customers had to be compensated, the firm 
had suffered severe reputational damage, had lost 
many customers and suffered financially. A new 
executive team had been put in place and a large 
number of new managers also. New monitoring 
and compliance arrangements were introduced 
together with much improved customer systems 
and services. The interviewees explained some of 
the many challenges they faced. Greg Reed,9 the 
CEO, explained that their first action had been 
to re-orientate the business to put their customers 
clearly first, instead of profitability or sales targets. 
Large-scale customer compensation, changes in 
price and terms, improved products and services, 
less claims rejected and upholding more customer 
complaints were all symbolic of this new culture.

‘But in retrospect I think we got this wrong, 
although we had to put our customers first’, 
said Reed. 

We had to rescue the business in the short term, 
but we realised in year two that actually we weren’t 
changing the thinking or our people or what they 
did, especially our managers and many of those 
dealing with customers. The changes were being 
driven through by us as senior leaders but we 
realised they were happening because of us and 
not really taking root. We realised that we had to 
change the minds and behaviour of our people. 
We communicated and communicated, changed 
compensation packages, re-trained people and, 
inevitably, a lot of people found this wasn’t  
the organisation for them and moved on or  
were exited.

I realised that the shadow of the previous 
leadership team was so heavy that even when they 
were no longer around, people often thought or 
behaved in the way they believed they were expected 
to. I think it took me three years of constantly asking 
people for their views and opinions until they really 

trusted that I meant it and they stopped telling me 
what they thought I wanted to hear.

We now have daily ‘Customer First’ meetings,10 
facilitated by a senior manager, in which any  
member of staff can bring a real case where they 
think the customer may not have received a good 
outcome under our existing processes or where  
there is some form of customer hardship and we  
will discuss it openly, usually make the changes or 
fix things as they are suggesting and take on board 
the learnings so we can change our approaches  
more widely. The meetings don’t take long because 
they are daily. Because we empower our people to 
help our customers, they know we are serious about 
this. We are doing the right thing for customers and 
also showing people that’s what we care about most.

The Risk Director, Paul Nourse, was recruited 
after the main remedial action had been taken. He 
found a controlling ‘parent-child’ risk function.  
He said, 

I understood why they were like this after all the 
regulatory failures that had happened, but we 
couldn’t sustain it. The business had gone from one 
which took little notice of risk and compliance to 
one which was scared of it. I could see that managers 
were not using us as advisers and we were still 
regarded too much as outsiders. So no-one would 
share their worries or concerns with us. I changed 
a number of the team members and recruited 
people who could be advisers to managers, not just 
inspectors. Previously when the function did a review 
they might spend the following three months in 
dispute with managers over the findings. We changed 
the skills of our people and our audit approaches so 
that now the process is far less adversarial, everyone 
knows what we are trying to achieve and recognises 
we are on the same side. Even though we may still 
disagree, we have ways of resolving this and managers 
trust that my team has good judgement and are 
focused on the right things.

WHAT ARE THE SKILLS AND 
CHARACTERISTICS NEEDED BY 
‘REGULATED LEADERS’?
‘It’s like a graphic equaliser on the stereo system’, said a 
bank’s managing director who was interviewed. ‘You 
have to turn up some things you do and turn down 
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others’. His point echoed much of what was found in 
this inquiry. It is not that there are different skills that 
are needed for regulated sectors, but rather that some 
need to be heightened and developed, while other 
behaviours can create instability or be destructive and 
need to be turned down.

From the interviews, case studies, surveys and 
other inquiry cycles, 12 characteristics, skills and 
areas of focus emerged. These can be gathered into 
five main clusters summarising what differentiates 
the more successful and experienced regulated 
leaders (Figure 1).

These are the areas which should be focused 
on when selecting or appointing regulated leaders 
and which regulators, investors, risk functions 
and auditors should be assessing when evaluating 
leadership (Table 1). 

Customers
‘Putting customers first’ could be argued to be true 
of any business; however, it was stressed by the 
research participants, much more so than the normal 

concept of ‘customer focus’. These leaders feel it 
as a ‘moral’ and emotional ‘duty of care’, feeling it 
personally when their organisations let customers 
down or are difficult to deal with. This is more than 
a rational or cognitive concern for those who deliver 
revenue to the business and rather an emotional 
purpose for the leader. Their primary motivation 
is delivering outstanding customer outcomes, 
better than their competitors and exceeding the 
expectations of their customers, more than achieving 
profit or financial success. Behaviourally, they 
are known in their organisations for persistently 
asking about customers rather than financials. Their 
response to competition and poor financials is often 
not to default to cost efficiencies or restructuring, 
but to invest in product development, new 
propositions and effective staff training. They respect 
and value their customers above everything else.

Risk
When it comes to risk, the successful regulated 
leaders seem to demonstrate ‘risk-thinking’ and 

Figure 1: Regulated leader differentiators
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recognise that this is not a technical discipline and 
the domain of specialists only. When a new plan 
or product is presented to them, they instinctively 
want to understand what the risks are, as well as the 
positive outcomes. While not being pessimists or 
nay-sayers, they think about worst-case scenarios 
as much as best-case ones. They are not known 
for telling their people to ‘bring me solutions not 
problems’, but want to know what their managers 
are worrying about and to help work through 

problems. Reporting managers are often surprised 
by this and by the depth into which the leaders 
will probe and want to see evidence supporting 
recommendations. 

These leaders recognise that business is about 
risk-taking and so do not discourage this or 
try to aim for zero risk. They value and expect 
educated risk-taking, but challenge plans and 
goals when they see unrealistic or uncalculated 
optimism.

Table 1: Regulated leader differentiators

1.  Putting customers first Genuinely putting customers at the heart of everything that happens and all 
decisions that are made and feeling accountable for a moral ‘duty of care’ towards 
customers.

2.  Focused on business  
conduct

Prioritising change initiatives, investment and activity which will maintain or 
raise standards of conduct and, therefore, safeguard or enhance outcomes for 
customers.

3. Investigative mind-set Diving into the detail of information, plans and proposals when necessary and 
spending time exploring the business to get to know, first hand, what goes on, 
the people, products and services, and how customers are treated.

4. Making connections Drawing on previous experience and knowledge, considering different viewpoints 
and arguments to see the ‘full picture’ and drawing accurate conclusions from 
patterns and trends.

5. Encouraging reflection Making time for thinking and reflection and expecting others to do the same before 
acting; ensuring the pace of decision-making and change is not dangerously fast or 
that management is too stretched.

6. Risk thinking Valuing the importance of understanding risks and managing them. Seeing risk 
as a fundamental domain of management and leadership, not just a technical 
hygiene issue.

7. Rigorous challenge Not accepting glib answers or over-optimistic claims about what can be achieved, 
and always questioning their own beliefs and views to ensure they are sound. 

8. Conflicts and dilemmas Understanding that decision-making and action in regulated businesses are 
dominated by apparent conflicts and dilemmas, which need to be explored, 
managed and resolved.

9. Engaging and communicating Recognising that change, performance and delivering to customers is dependent 
on engaging people and two-way communication, rather than relying on status, 
top-down cascade or a forceful personality.

10. Culturally intelligent Devoting most personal time and energy on people and culture as the core enablers 
of business success rather than targets, operations, process or technology, and 
understanding the complexity and nuance of changing people and culture.

11. Systems thinking Managing effective oversight of the alignment of the many parts of the  
organisational system such as people, policy, products, processes, technology  
and controls.

12. Learning and anticipating Focusing everyone on learning from changes and experience and increasing their 
knowledge and capability. Anticipating the impact of initiatives and change through 
scenario-thinking, modelling and stress-testing.
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People
Successful regulated leaders are also culturally 
intelligent and understand how to affect organisational 
change, recognising that this, as well as engaging and 
communicating with their people, should be how 
they spend most of their time. They are stimulated 
and excited by people and managing the organisation, 
rather than continuously frustrated by them and 
delegating them to others. They spend more time in 
the engine rooms of the business with their customer-
facing people than with investors or in governance 
committees.

Reflecting
Cognitively, these leaders are smart, good at 
assimilating information and making connections 
across different initiatives. They are reflectors and 
encourage this in others, rather than valuing speed 
of change and urgency. They challenge and probe, 
doubting ‘knee jerk’ responses from their people, 
rather than promoting those who move fast and 
think later.

They are not leaders who are known for  
disliking detail and demand one-page summaries  
or simplified recommendations. They understand 
that in the regulated world, decisions are complex 
and often seem messy or chaotic. They distrust 
managers who ‘helicopter’ and who do not 
understand the detail of their products, processes 
or regulation. This can be disconcerting to their 
reporting managers and to some risk specialists 
whose experience may have been to do the 
detail for their senior managers and then find 
themselves being asked for analysis, explanation 
and assumptions. Interviewees spoke of reporting 
staff who filtered information, believing they 
only wanted to see summary conclusions and 
recommendations, rather than the underlying 
analysis. In its Code of Conduct for Approved 
Persons, the FCA predecessor body, the FSA, 
describes how accepting proposals without challenge 
is poor conduct for senior managers.11

Learning
Perhaps one of the most interesting characteristics 
of successful regulated leaders is their heightened 

capacity for ‘learning and anticipation’. Through 
experience as well as through structured education, 
they explicitly value and demand that their 
managers and businesses learn from failures or 
mistakes. They ask for investigations and reviews 
when things go wrong. They are personally 
reflective and while, like most successful leaders 
they are resilient and can ‘bounce back’ from bad 
experiences, they challenge themselves as much as 
others to understand why things went wrong and 
to improve.

In the fast pace of financial services this often 
appears to be a weakness of senior managers 
and organisations. While formal reviews are 
often adopted in change programme disciplines, 
organisations are often otherwise poor at devoting 
adequate time for these and at sharing learnings with 
others. We frequently comment on how institutions 
repeat mistaken thinking or behaviour that has 
caused previous regulatory failure.12

Anticipating
As well as being adept at learning from experience, 
successful regulated leaders also seem skilled 
and focused on ‘anticipating’ future outcomes 
from market changes, customer behaviour and 
organisational change initiatives. Specifically, they 
describe how they value modelling, stress-testing 
and forecasting, and place emphasis on these when 
making decisions. While they might be intuitive, 
they also test decisions and challenge business cases 
put before them, often by requiring stress-testing 
against worst-case scenarios. This focus on learning 
and anticipating aligns with other characteristics 
identified. Leaders who are reflective, have an 
investigative mindset and challenge the thinking 
of others are more likely to be strong at learning 
and anticipating. 

ARE SOME LEADERSHIP SKILLS 
DANGEROUS IN REGULATED 
ORGANISATIONS?
While we can identify skills and characteristics 
which should be turned up on the leadership 
‘graphic equaliser’, we can also identify some popular 
leadership skills which may need to be turned down. 
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For example, given the focus on cultural sensitivity, 
engagement and information gathering, we can 
infer that, unless they also have these skills, leaders 
who are predominantly charismatic, vision-led 
communicators may not be successful in regulated 
organisations. A top-down broadcasting style of 
communication may not lead to the identification 
of risks. Similarly, leaders who are focused on 
driving organisational transformation at pace may 
not encourage sufficient reflection, investigation, 
risk modelling or discussion to develop an effective 
risk culture. We can also infer that leaders who 
prioritise commercial growth and profitability 
above that sense of that moral ‘duty of care’ for their 
customers and putting customers first may also not 
be successful. 

We can hypothesise that some leadership concepts 
that are traditionally valued in business schools and 
MBA programmes, and which do not align with 
the characteristics of successful leaders that we 
have identified, can be dangerous in a regulated 
environment. We can ask whether a focus on lean 
management,13 for example, is easily aligned with 
a focus on business conduct and putting customers 
first. Clearly, sometimes it can be, where making 
processes more efficient and effective can lead 
to positive customer outcomes; however, we can 
also see that sometimes a focus on cost reduction 
or automation might negatively affect customer 
outcomes. The current popularity of concepts of 
disruptive leadership14 and forceful transformation 
might be argued to dangerously destabilise regulated 
organisations. 

Further research will be needed to test these 
hypotheses fully, but we can already conclude that 
just because some leadership approaches have been 
successful in non-regulated organisations, this may 
not be the case in regulated ones. Perhaps, more 
importantly, they may be harmful and lead to 
regulatory failure and customer detriment.

WHAT ARE THE IMPLICATIONS 
FOR RISK DIRECTORS?
This research focused on the skills and characteristics 
of successful leaders and general managers in 
regulated organisations; however, several risk 
directors were also interviewed, in order to 

understand their experience and to understand 
their perspectives on these questions. We can 
conclude that most of the same differentiators we 
identified also apply to risk directors who, after all, 
are also leaders in regulated businesses. The most 
successful risk directors demonstrate similar skills 
to those identified in our model and encourage 
these in their fellow leaders and more widely across 
the organisation. 

The role of Risk Management in establishing and 
monitoring effective governance arrangements leads 
them to focus on the quality of decision making, 
conflicts management and accountability. Successful 
Risk Directors are also culturally sensitive and 
understand the implications of change within an 
organisation, demonstrating systems thinking in the 
way they can identify the consequences of changes 
and mitigate against the risks that arise.

While it is important that the Risk Director 
possesses these skills and characteristics, it is perhaps 
even more important that the Risk Director 
reinforces and encourages them in senior executives. 
Using the regulated leadership model, they can 
challenge or question fellow leaders and senior 
managers to reinforce them. Formal leadership 
certification frameworks can include these skills 
as core requirements. Questions could be asked of 
senior managers, such as the following:

 • ‘Are you asking about the effect on customers?’
 • ‘How are you ensuring your teams identify the 

learnings from this breach?’
 • ‘How will you be modelling the impact of the 

new technology on customers?’
 • ‘How do encourage reflection and thinking before 

your managers make their decisions?’
 • ‘What information did you ask for to support the 

recommendation to introduce the new product?’

The Risk Director should use the model to coach, 
develop and reinforce successful leadership behaviour 
in the business and to challenge poor conduct.

CONCLUSION
Leadership of regulated organisations and associated 
activities such as the development of risk culture,15 
effective governance and disciplined market conduct has 
been recognised since the financial crisis started in 2008 



Storer

266 Journal of Risk Management in Financial Institutions Vol. 11, 3 257–266 © Henry Stewart Publications 1752-8887 (2018)

as crucial in preventing regulated failures. Regulators 
worldwide, in different sectors, are creating frameworks 
that hold leaders accountable for their actions. The 
challenges of leading regulated organisations are 
unusual and unique and we have identified a model 
of regulated leadership in which we can define some 
of the differentiating skills, characteristics and ways 
of thinking of successful leaders. These differentiators 
can be used by business schools and others to 
develop future leaders of regulated businesses and by 
recruiters to assess suitable candidates for appointment 
to senior roles. Regulators and risk functions can 
use the differentiators to help assess the quality of 
leadership in regulated businesses and to assess the 
competence and accountability programmes in place 
in regulated organisations. 
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