Building a Compliance Operating Model from the Ground Up
Sanitized example.
Context. I was responsible for helping build a compliance operation after a major regulatory enforcement action. The challenge was not simply documenting the requirements; it was turning regulatory obligations into a practical operating model that people across the organization could execute, monitor, audit, and improve.
The starting point. I used the regulatory consent/decree requirements as the baseline framework, mapped those requirements into operational controls, and then identified gaps, areas where the underlying regulatory document did not fully define the day-to-day process needed to prevent, detect, and remediate non-compliance.
What I Built
1. Governance & ownership: Established cross-functional governance with defined process owners and recurring reviews. The final plan called for regular meetings to review controls, process/system changes, impacts, and implementation status.
2. Regulatory requirements → operating controls: Translated regulatory obligations into written standards, processes, procedures, checklists, guardrails, and control ownership rather than leaving requirements at a policy level.
3. Customer lifecycle controls: Built controls across the lifecycle, including acquisition/application, eligibility, enrollment, activation, claims, continued eligibility, de-enrollment, and record retention.
4. Escalation & exception handling: Defined an escalation path for potential material non-compliance, including immediate engagement with Legal and structured follow-through.
5. Training & accountability: Established required training, annual refreshers, tracking, and reporting so that employees and relevant third parties understood their responsibilities.
6. First-line audit & remediation: Created a first-line audit model to detect potential issues, document findings, assign remediation, track completion, and update process/control documentation.
7. Reporting & continuous improvement: Established reporting cadences, audit tracking, revision history, and a mechanism for modifying the plan as requirements and processes evolved.
The Operating Workflow
	Regulatory Requirements
	Map Requirements to Controls
	Identify Gaps / Risk
	Design Process & Checklist
	Assign Owners

	Train & Implement
	Monitor / Audit
	Escalate Exceptions
	Remediate
	Report & Update


↕ Continuous feedback loop: findings and changes feed back into controls, procedures and training
Why This Approach Worked
The key was treating compliance as an operating system rather than a document. The plan connected requirements to owners, workflows, evidence, monitoring, escalation, remediation, and reporting. It created a repeatable structure that could be used by business teams, compliance, Legal, and other stakeholders.
What This Demonstrates About My Operating Style
Comfort taking an ambiguous, high-risk problem and creating structure where a playbook does not yet exist.
Ability to translate complex requirements into practical workflows and controls.
Cross-functional leadership across Operations, Legal, Finance/Tax, Technology, and business process owners.
Strong attention to documentation, accountability, auditability, and measurable execution.
Bias toward building something usable, not just producing a strategy document.
Note on confidentiality: This case study has been intentionally generalized and sanitized. Company names, individual names, email addresses, proprietary system identifiers, and other identifying details have been removed or generalized. It is intended only to illustrate the operating approach and structure.
