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I N T R O D U C T I O N

Head of Compliance Ops at Fidelity International,
David Cowland, is a long-term champion of
innovation and using the best that RegTech has to
offer to solve wicked compliance problems. 

Fidelity is advanced in its thinking around digital
strategies and interested in taking the legwork out
of compliance so its teams' brains can be used on
trickier issues, such as whether business processes
are compliant with complex regulation. Its digital-
first approach is aimed at making compliance teams
more proactive across the business.

Our report captures a conversation between David
Cowland and PassFort's CEO, Donald Gillies. They
talk about how compliance teams can leverage tech
to support client experiences and business
development, so it acts as a function that solves
problems and enables growth.

A C K N O W L E D G E M E N T S

Many thanks to David Cowland for his time and
contribution to this process.
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T O D A Y ' S  C O M P L I A N C E
P R I O R I T I E S

David: COVID-19 has turned everything upside
down. We've got a lot of people working from home.
Operation of the compliance function, regulations
around MiFID, market abuse and what you need to
do to monitor regulated individuals to ensure they
are compliant, needs a lot of focus.

COVID has also created an acceleration in adoption
of digital technology - things like Zoom being hugely
popular. But we need to remain compliant in these
challenging times as regulators think about where
and how regulated individuals are now working. It
used to be in an office where everything was
monitored and recorded - it's not like that anymore.

When regulated individuals work from home,
regulators want to know what kit they're using and
who they are working with - normally that would be
with colleagues who are also regulated. These teams
sit in set areas with restrictions on them as to who
can go in. You can see everything and you can
monitor everything.

People are still being monitored, but they are at
home and they might be working in a flat with a flat
share where people are wandering in and out – they
could be peers or competitors or anybody else. 

We know we are compliant, but from the regulators’
perspective, they need to be comfortable too - there  
can't be a regulatory crisis. 

"Right now, there is a lot of focus on making sure
systems and people are compliant."

Medium-term the focus is on cost and cost is always
going to be a factor for how we transform
compliance for the future. 

It’s important to be cost-efficient while being
compliant, which is where RegTech can be
leveraged.

Compliance teams tend to be reactive and we have
tended to be people reliant. Now we have to be
proactive, forward-thinking and technology driven.
That means taking questions to the business, saying
“this is happening” rather than waiting for questions
to come in. Compliance leaders are getting on the
front foot, with tech picking up the workload and
crunching data, so compliance officers can focus on
providing advice and insight.
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U S I N G  T H E  R I G H T  R E S O U R C E S
F O R  T H E  T A S K

Donald: Is cost reduction about better use of
technology to reduce the number of people needed
to do the same thing?

David: It's never as easy as that. For a start,
machines aren't that clever! We're always going to
need experienced, highly qualified compliance
officers.

When you cut compliance through, it says
Compliance from top to bottom, but we will see
teams change. There will be more people with a
technology focus - a focus on regulatory technology
and compliance technology - these people will know
both sides and apply tech to what they do.

Data scientists and analysts will be needed in the
operation to give insight. You will also have
“nonhumans” - chatbots, robots - to manage and
maintain compliance. Then of course you will have
compliance service providers.

"I'm not sure anyone in compliance is going to go
away, but how we do the job will change and the
skillsets needed - but you see that in all industries."

The question is, do you want compliance officers
crunching data in spreadsheets, trying to get
answers, when they can get a machine to do that
and provide them with answers? 

Compliance then builds a partnership with the
business, taking insight and proactively asking “Were
you aware of this? Do you know this is going to
happen? This is going to have an impact on our
products - you need to be aware.” That's where
compliance adds value and is forward-thinking.

Donald: In effect, the problems that need to be
solved remain the same, but the solutions to those
problems can evolve. It's more a resource allocation
question as companies reduce the marginal cost of
each decision made, as opposed to laying off highly
skilled workers.

David: Regulation is not going to stop. It is
continually changing. As businesses grow,
compliance teams have historically grown too. You
acquire more business; you hire more compliance
officers. That's not sustainable. There is a way of
stopping that or at least slowing it down, because
you can get technology to pick up some of the
workload.
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T H E  A D V A N C E  O F  R E G  T E C H

David: Data is very, very important in companies, as
is insight. You may previously have relied on people -
great people - in your company to manage data and
you still need them, but why would you get great
people to wade through data? 

"Use technology to sort out pain points and keep
the clever compliance people looking at what the
data is saying."

Where cases are simple or things are black and
white, you can use algorithms and software to
manage that. Where there's any ambiguity,
complexity or grey areas, use compliance people.

I'm seeing more technology coming into play all the
time. There's algorithmic trading, operational robotic
process automation, and the technology keeps
changing. 

People have traditionally said, “We need to read
everything: we need to interpret everything - words
need humans.” But in the next decade machines will
interrogate words as they have numbers. 

As machines start doing that interrogation and
learning, we will see tech solutions getting better
and better at reading documents, interpreting them,
interrogating them, pulling out key phrases and
doing comparison.

At the moment, in compliance somebody is reading
every document. But if the documents are digital,
they are machine-readable, so just get your machine
to read it. 

Donald: Is there an example of something a human
used to do that a piece of software is doing the
heavy lifting on now?

David: Take comms surveillance, linked to trade
surveillance and regulation on market abuse. You
need to monitor trading, so you don't get insider
dealing or spoofing in the market. 

Historically companies have tried to automate that
trade surveillance to understand what they need to
look at, but the big issue is false positives, ending up
with too much data, so you can't see the wood for
the trees. Technology can now pull those key trades
out.
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With comms surveillance, under the regulation you
have to record communications, but of course it's in
Outlook servers, on Bloomberg chat and dotted
around all over the place in different recording
mechanisms. 

The people who do these investigations get an alert 
 on their trade surveillance saying, “This is a possible
issue you've got to look at”. They look at the trade
and say "Yes, that's interesting. Why did the trader
buy in or sell out?" Then they look at the comms and
there are 30 hours to listen to and 3,000 emails to
read. They don't have time to read 3,000 emails. And
anyway, by the time the emails have been read, it's a
week or two later, people are working late and into
the evening. 

The other thing is, they have to open these different
systems - video recording, emails, audios, instant
messages - they all come in different systems. They
open their research analyst application, order
management system, trade management system,
trade surveillance system - now they are looking at
10 applications on a screen trying to tie it all
together. 

It's not sustainable and there are applications able to
simplify this now. 

"Technology can consume different communication
mechanisms and display them alongside trades and
start to overlay data to produce insight."

These comms surveillance people trying to analyse
information are highly experienced and highly
skilled. The majority of their time shouldn't be spent
getting information from systems. Systems need to
be brought together to reduce the number of
applications that have to be managed and controlled.

C R E A T I N G  C O M P L I A N C E
J O U R N E Y S

David: Businesses have a horrible habit of setting
themselves up in silos and these, including
compliance, are vertical. Unfortunately, user
journeys are horizontal; you drive a process left to
right. Organisational hierarchy sticks silos across
journeys or processes and as firms get bigger they
tend not to talk between silos. Now industry is
recognising the importance of the "journey",
understanding that it needs to be the focus, not
hierarchies and not our own silos.

"Platforms; technology; startups are following user
journeys - going from one step to another and
making things easier for customers."
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Donald: If you look at how businesses have used
software to drive more sales and marketing
performance, CRM is a great example of this,
everything is about the customer relationship and
how that evolves over time and how there isn't any
static object anymore. Everything's dynamic because
of the way commerce works.

I feel compliance is the same and, ultimately, it is still
relationship driven. You're trying to ascertain
whether or not a certain client relationship or
business transaction is compliant according to a
process or policy. The relationship changes and its
nature changes, the data associated with it changes
and the regulatory processes it might be subject to
change. It's about making sure you manage change
constantly in a structured way that can be driven by
data. 

I N F L U E N C I N G  N O N - T E C H I E
S T A K E H O L D E R S

Donald: You must have managed stakeholders who
don't necessarily have a technical grounding. How do
you drive buy-in with non-technical stakeholders if
they don't understand the potential of the
technology or are scared the technology might make
people redundant?

David: People struggle with change and we are
creatures of habit. It's been great having a boss who
understands it. She's not technical, and makes no
bones about it, but she knows what IT can do for
her; it's one of the reasons I took the role. 

It helps having support from the top. As I come up
with new ways of doing things and people stare at
me wide-eyed thinking, “I don't know what he just
said”, it helps to have a sponsor agreeing that it is
the right way forward, saying “This is the way it's
going to be in 2years, 5years, 10years time, so we all
need to get onboard.”

A lot of it is about taking people on the journey and
finding advocates. I come across people who are
uncertain, so on that stream I might pause and wait
for them to understand the implications, where the
organisation is going, where the industry is going
and wait for them to assimilate it in their own head.
Then they come to the table. Others on the other
hand might jumping straight onboard. 

"It's about attitude and you can move things
forward with those people who are willing. You can
find advocates and push on those streams to get
projects delivered, then advertise those examples to
others."
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C H A N G E  I S  A  C O N S T A N T

David: You have to take an agile approach to change
and live with it. Change your game, adapt and tweak.
Sometimes pause things. Sometimes you won't have
the answers. Be willing to experiment and take
chances with things to see how they turn out and
then look at what feedback comes in as a result.

Donald: I imagine you're open to change and an
advocate for change; encouraging it in others. How
do you balance the desire to change things for the
better with business as usual requirements from the
teams you interact with?

David: A lot of it is about understanding the actual
need. Get to know the market abuse regulations and
the MiFID regulations and what is needed and what
it says so you know where people are coming from.
Then compliance can be part of creating solutions
for customers and saying yes, while protecting the
organisation, making sure it's compliant and meeting
regulations.

Identify problems, find solutions to those problems
and adapt. Customers change. Business mechanisms
change. It's the only constant!

"WhatsApp never used to be part of the way we
worked. Now customers wants to be contacted on
WhatsApp and WeChat. What should Compliance
do? Say no, we can't do that, sorry! Then we are the
people who always say, no. That's not a great place
to be."

Compliance wants to say yes, we can monitor that,
we can monitor any sort of communication channel.
We know all about your concerns because we've
been proactive. We're mining the data. We're
looking at insights and we already know about that -
in fact, we brought it to you. 

Data provides the ability to go to someone in the
business who is trying to find ways of helping the
customer and to be there with them. Making
something happen, instead of being in the
background crunching data and saying no, because
the answer couldn't be found.

Donald: One of the things core to Fidelity’s strategy
is a consolidated platform with a single customer
view. It feels like that's the direction of travel for a
lot of organisations.
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You’ve got a single customer view from a commercial
perspective, as with a CRM. If organisations can
replicate that with a single customer view for risk
and compliance, then instead of compliance
functions being the people who say no, they can
become a way for a company to write more business. 

With a better understanding of risk, you can sell
more. You can cross sell, up sell different products
to customers. It opens up new ways of thinking
about compliance's role in an organisation. 

That seemed to be bubbling up to the board level
with more senior reps and increased budgets.
Companies that get it can actually grow faster as a
result of what was previously seen as a cost centre.

David: You're right and that's where you're seeing
the desire for transformation in teams like
compliance. How can they help drive the business
rather than potentially being seen as a blocker?

"Nobody joins compliance to be a blocker of
business. Part of the issue is people spend 90% of
their time trying to get to an answer, grinding out
data, with only 10% of their time to find insight." 

This is where technology comes in - enhancing
processes; driving efficiencies and shared services
that can get through information, which frees up
compliance people.

W H E R E  T O  S T A R T
T R A N S F O R M I N G  C O M P L I A N C E   

Donald: If you are looking at a compliance
transformation programme or making significant
changes to the way you manage processes, how do
you decide where to start?

David: Understand the problem, don't start with the
solution. If people say "I'm going to bring you a
solution". I think, OK great, but which problem are
you trying to solve? 

It's about understanding the problems you're facing -
whether it's a transformation programme or a cost
saving programme.

If it's transformation, then look at the processes;
identify the manual steps; see where the pain points
are; get into the process detail; and understand how
it works.
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On top of that, have an eye to the strategy, but be
aware that if you aren’t careful you can spend ages
developing a strategy that takes forever to get
signed off and a 5year strategy in a world that
changes every 6months is no good. You could spend
a lot of time trying to achieve a strategy in 5years
that puts you at a place that is 5years out of date. 

Donald: You can't get it right on day one with your
first idea, because you’ve just got to get on with it or
you would never get started. If you spend all your
time trying to build business cases or driving
strategic documents you won’t actually have done
anything.

David: Once you know the direction of the strategy,  
and what the problem is you're solving, then it's
about solutions. 

You need to understand the tech market and how it 
 is evolving; what it's offering; the processes being
monitored. If you are monitoring words or numbers,
what are you producing an understanding of with
that data? 

As an industry, we're not great at taking risks. If we
identify something it's got to work. Whereas Apple
or Google can throw things at the wall knowing half
of them will be wrong but looking for those few
things that will stick and make them billions.

"Compliance has got to start taking more chances." 

For us, something that was ready to go was trade
surveillance. We got something delivered, then we
had an example we could share. Other people
started thinking it looked good and that they could
do something similar. Then you have momentum.

E X A M P L E S  O F  S U C C E S S F U L
D I G I T A L  T R A N S F O R M A T I O N  I N
C O M P L I A N C E

Donald: Are there examples whereby you look at the
way a business process works today and think that’s
totally transformed from a few years ago?

David: Developing a product and engaging the senior
compliance officer in the project from the beginning,
that's what's really changed.

The compliance officer is able to say, “Hold on, in
this jurisdiction you have to take account of these
elements and therefore tweak your product
development accordingly.” This is so much better
than hearing: “We've tested it. We want to sign off.
Can compliance sign off?” and then the compliance
officer has to say no because something has been
run without their involvement and mistakes have
been made.
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My boss is part of a business partnership with a seat
at the table, so as things are being developed
compliance is there airing concerns about what the
regulator will look at and what the regulation says. 

We are seeing a lot more use of online tools to help.
Rather than pushing a request around on email to 30
or 40 people and getting 30 or 40 replies every half
hour with your inbox suddenly full of messages, we
are now using MS Teams. Then people can have a
conversation that is linked. We are sharing
documents that people can interact with.

COVID has helped with this. We're not in the office,
so we’re having to share, and it's bringing people
together. They don't want to receive 15 documents;
they can just put one in Teams and edit it. That’s
where we're seeing transformation of culture and
peoples’ approach with a different mindset. This is
becoming an accelerated curve as people get used to
it this way of working.

"We are taking steps to adopt technologies while
thinking about change ahead. By adopting new
tools, it enables us to think and act in a more agile
and nimble way."

Donald: In our experience, we've noticed a cultural
shift in terms of how open larger institutions are to
engaging with RegTech vendors such as ourselves.

David: RegTech is growing in importance. In the
2020's, we will see RegTech come to the fore as
companies look to change the way risk and
compliance teams operate. 

I'm excited by the times ahead; of what we can do to
change and put compliance on the front foot, so we
become proactive, forward-thinking and technology
driven.
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DIGITAL-F IRST
TO S IMPLIFY
COMPLEX
COMPLIANCE 
B E S T  P R A C T I C E  S E R I E S

This instalment in our best practice series focussed
on leveraging RegTech to carry out repetitive, data
processing tasks in financial services. This makes
activity, such as comms surveillance to prevent
market abuse, easier to execute. 

It also looked at how compliance teams can use
tech wisely to free up time for experienced, highly
skilled officers so they can focus on giving guidance
and advice to the businesses they serve, allowing
them to be part of moving company strategies
forward and enabling growth.

For more information about this report or the best
practice series, please email info@passfort.com

A B O U T  P A S S F O R T
PassFort offers a single SaaS solution for full
customer lifecycle management. Headquartered in
London, PassFort serves financial institutions of all
types and sizes, processing more than 150,000
compliance journeys each month. 

www.passfort.com | info@passfort.com

PASSFORT 


