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When Compliance Stops Saying “No”
And Starts Shaping Strategy
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From gatekeeper to architect of the decision
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Let us start here-

When was the last time the Head of Compliance

was invited to the annual strategy meeting?
€ s siad) Al ) pladal A al YY) G g 035 0 AT Culls s

A show of hands, please.



And now the harder question
cay) Jged) Y

If he was invited — did he come to decide, or to listen and
sign off later?
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Organizations spend millions building a compliance function, then exclude it from the room where the

very risks it will later be asked to manage are created.
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The timing of the invitation defines the role

BEFORE options are framed<i_ il 4 .

The Architect

wé.'\.@-d\
Shapes the decision itself, while it is still
shapeable.
LSl S Al e 4w ) el SRy

Speed and safety together

DURING execution ddiill ¢l .

The Police Officer
(o4

Corrects what has already been built and
launched.
(J=illy 483U 5 0 3y o5 Le ey

Rework and double spend
ddcliaa 441ST g Jas Buls)

“No” is not a compliance attitude. It is the symptom of an invitation that arrived too late.
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AFTER the decision_/_all & .

The Objector
il
Arrives with the outcome already fixed.

Owns exactly one word.
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Internal friction and delay
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Why the role changed
BT Y AR

A global shift, not a local one
Uas Gy ¢ palle Jsad



Five forces reshaping the function

From rules to outcomes

el ) o) 5

Personal accountability

w\ e lucall

Sustainable finance & ESG
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Digital assets & Al
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Risk without borders

J9da S hlds
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Supervisors worldwide moved from rules-based to risk-based, outcome-focused assessment.
ol s hlaall e Al A6 ) ae ) il e dailall 4 1 (e 4ld ) culeal) cle)

Senior manager regimes attach consequence to individuals, not just to entities.
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Standards that were voluntary became mandatory disclosure.
Ll 30 Taliad) conal 4 gl cuilS ulas

Products now move faster than the legislation written to govern them.
Lgadaii ) Clay 30 (e g el & i Cilaival)

Sanctions, beneficial ownership and international listings reprice risk across markets

overnight.
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The regulator changed the question

Jigead) 8 Al ) dgad)

The old questiona: &l Jigwd) - The question todaypss s -
“Do you have a policy?” “Prove to me that it works.”
« S LAt Ay «dax gl (A cudily

Effectiveness cannot be evidenced by a document. It is evidenced by decisions — which means compliance

has to be in the room when decisions are made.
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Governance
daS gall

The structure that makes it possible
LiSas clld Jray 52 ISl



Where governance began — Adam Smith, 1776
1776 «Corams ad) — daS gal) Cilay Lia (e

G The agency problem
A ¢l Uiia

(

Those who manage the money are not those who own it

. . . — so theirint t drift t.

The directors of such companies, being the managers rather >0 Therinterests can crit apar
Logallias 2ol i — aSley (e ud Jlall i (1

of other people’s money than of their own, it cannot well be

expected that they should watch over it with the same 5 sl e st

anxious vigilance with which the partners in a private Formalised by Berle & Means in 1932, as shareholding
spread across thousands of owners.
<Yl G AL LEE) a0 1932 ole Means s Berle kel
Onaalusall

Ownership vs. control

copartnery frequently watch over their own.
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Why governance exists
daS gal) ciaa y 1ilal

Adam Smith, The Wealth of Nations (1776), Book V BFJards, mdepende'nt directors, audit c.ommlttee's,
disclosure — each is an answer to Smith’s question.
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From 1776 to today — how governance evolved

1776

Adam Smith

‘i\;\‘uu ?.ﬂ
Warns that directors managing
“other people’s money” will not
guard it as owners would.

LS L yag o ol Vsl oy (30 o 00 LAy
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1999

OECD Principles

OECD s
First international benchmark —

revised in 2004, 2015 (G20/0OECD)
and 2023.

201552004 & Cxnsh — 52 aa e Ul
20235

1932

Berle & Means

Fag dum
The Modern Corporation and Private

Property: ownership separates from

control.

oo LAl Jladi) dalal) Lslall g daal) 4,480
okl

2002

Sarbanes-Oxley (US)

o - 33 s 508
After Enron and WorldCom:
executive certification and internal-
control reporting.

)& 8 oY) ) Al :WorldCom s Enron 2=
Al A
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1976

Agency theory

Al g 4 ki
Jensen & Meckling frame governance
as the cost of aligning managers with

owners.
Financial crisis
Al da Y

Bank failures put risk governance,
board risk committees and pay on
the agenda.
Oty Sl daS ga Caria 5 & gul) cl8lay)
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1992

Cadbury Report (UK)
GosHS i

First governance code: “comply or
explain”, audit committees,
independent directors.
Ol il i ol 5Dy a8 g digae J
LOsttual) elac ) ¢ gl

Todayass -

ESG & local codes

dglaal) ac) 48l g ESG )
Sustainability enters the 2023 OECD
Principles; in Kuwait, CMA Module
15 and CBK rules.

iyl 5 €20230ECD (53l (b Aalins)
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Two definitions that shaped the field
Jiaall 138 M&E () o

THE CADBURY COMMITTEE - UK, 1992
1992 (5aaiall szu\.éwnsé.sg

“The system by which companies are directed and
controlled.”
«.\gle 2.313)3“9 Gl i) Aa o3 ADIA (e & gﬂ\ FLE.'J\»

Set up in 1991 by the Financial Reporting Council, the London Stock
Exchange and the accountancy profession, chaired by Sir Adrian
Cadbury, after the Polly Peck, BCCl and Maxwell collapses.
el Al Bl Ay (] ) 35 Aullal) Ly i) (e 0 1991 ol o
.1 58l 5 BCCls Polly Peck <l jbigd) aas 5 ) 9038 a0
Legacy: separate Chair and CEO - independent non-executive directors -

audit committees - “comply or explain”.
- RN Glad . G sliiall slae¥) - LAN (il g ulaal) Gy Cm el 1gh )
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G20/0OECD PRINCIPLES - 2023 EDITION

2023 )\xa) - DCEO/20G s
“Corporate governance involves a set of relationships between a
company’s management, board, shareholders and stakeholders. Corporate
governance also provides the structure and systems through which the
company is directed and its objectives are set, and the means of attaining
those objectives and monitoring performance are determined.”

czlladll gu‘éi}w@}@x;”:\s}m 513 O B (40 e pana AaS sally
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First issued 1999; revised 2004, 2015 and 2023. One of the FSB’s key
standards for sound financial systems.

DA (ol Bt ) el 020235 20155 2004 555 <1999 < aen

Cadbury defined the system. The OECD defined the relationships. Both put the Board at the centre.

Sl (B B Iy (alaa auay LaaDIS § (clBlal) cbie QECD. <alaill e (g guals




Governance is decision architecture
Q)AL Aty R daS gal)

What it is notade Gl la ©

_ Achecklist completed before the deadline
A o gal) S8 Jaind (gias daild

. Abinder produced for the inspection
Gaidil) Jal e 2 cila

_ A committee that meets because it must
B ke LY aaiad Aiad

What it actually isdad 4l A L .
® Who decides i (» -

® On what information<basiae i Jo sl .

® Accountable to whomdiw (s alal -

Within which agreed limits 253 &} e -

® -
el (3l

The OECD Principles of Corporate Governance remain the most useful neutral benchmark across markets.

(35 e 518 Y sl ga el a8 5all OECD (53le i3



Three lines of defence — and the common failure
aaLa) JIAd) g — AZMAN glaal) Lo glad

1st “ “

The business Compliance & Risk Internal Audit
Jlas Jhlial) g Jeiay a3l dan) sall

o Sets the frame, challenges the Provides independent assurance that

Owns and manages the risk it creates. assumptions, advises before the fact.
L i g A halaall el 8y i reaaiy g ccilial Y1 ganiy g ¢ UaY) a ; L
PR Ty DN RN g_\i-\’ e ol 1 sl ol Sl Tassls o5

the first two are working.

The common failure: treating the second line as a late first line — reviewing what has already been decided.

il 8 La ) gy — Al Jgf ds AU Jadd) ddalaa ;adlad) Q1)




Independence is authority, not isolation

The reporting line

doasil) Jad
A direct line to the Board or the Risk Committee is
what allows compliance to say something
inconvenient and survive it. That is the source of
strategic authority — not a wall between compliance

and the business.

g Y e ol JULa e La & plalaiad) ddad g Gulaall 3 pdilial) Al
Jlas¥ g R G Jlaa Y cdoa) iud) Aablud) s 138 plil g —

Tone from the top
dall) ya 5l

Culture is not measured by what the policy says. It is
measured by what happened in the last difficult
decision — and everyone in the building already

knows the answer.
ol — a8 AT B duaa Lay Oy Dbl 40 685 Lay Gl Y ABLERY)
Ay ey
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Inside the planning cycle
bﬁh&ﬂ\ 3)34 di\d

Six stations, six deliverables
Gl e G cllana G



Where compliance enters — stations 1 to 3

Environmental scanning

(i) gsall

SWOT analysis
SWOT Jilas

Framing the options
<l LAY A lua

3 A1 1 cldaaal) — JELY) Ay ol

What is coming, when, and which business lines it touches. Whoever reads the draft

amendment early builds the product first.
Sl el i TS Jail) 53 gena |8y (e Souay Jlas Jaghad (gl g (e cadldll Lo

A licence is not a cost — it is a strategic asset and a barrier to entry. A clean supervisory

record means faster approvals, which is a real competitive advantage.
£ ol i) ga Sy Y B Jaall g JsA Jala g A il dual Jo 4RSS (el Al

Capital required, licensing time, headcount, control infrastructure. Without that

number the Board is comparing options at incomplete prices.
Al iy Galaall G a8 0 138 G2 AN Al g ) g8 g and Al Baag (Jlal) Ll



Where compliance enters — stations 4 to 6
6 ) 4 claaall — JULaY) JAy ol

Approving the plan
ddadl) slaic)
Execution
L&l

Review and feedback
daa ) 43580 g daa) yall

This is where compliance stops being a personal opinion and becomes an agreed
institutional boundary. After it, compliance never says “no” — it says: this sits outside
the limits you approved.

L gaisaie) Al agand) z A 13 1l e Jo Y Wy asa da ) add gl e JURY) Jgaty Lia

Compliance by design: reviewed at the drawing board, not at launch. Fixing at design

costs a fraction of fixing after go-live.
S ARSI JB1 ) jSaa L) 5 (DY) die Y anesatdl) Mgl o daa) jal) zasaailly JUeY)

Complaints, breaches and inspection findings feed the next planning cycle instead of

dying in a quarterly report.
LSS g B Cigad 0 Ja A Jaadil) B )90 380 (RAET cilliadle g cilillial) g (5 gl



Four things compliance adds to strategy
Ao e JUSY) Lgduday ¢ladl Any )|

® Speedds s - ® Accessds<ayll -

Fewer late surprises means shorter approval cycles and Markets, partners and counterparties that only open to a

faster launches. credible control environment.

& ol W) 5yl ] o e 81 5 jalie il A8 55 ga Ald ) A V) 5 Y US55 (3 s

Confidence4dl) - The licence itselfaud (aud il -
Institutional capital prices governance. Weak governance The right to operate is the one asset the business cannot
is paid for in the cost of funding. rebuild after losing it.

o sal) 48T 8 450 ada) Camacall 5 AaS ) a5l JU) il Al 2y 4l Bale ) Sy Y Jaal Laliil) A jlaa & (3a))



Two firms, one amendment — a live case
dales Alla — aal g Juani g (US4

A regulatory amendment opens a product category that was not previously available. Two competitors, same market, same capital.
AL u““‘) g (3 guad) (add (ladlia 3aas Chlaite 458 C._xs_: GA_\‘AJJ haxs

Firm A(f) 4,2 .

Reads the consultation draft. Prices licence, capital
and operating requirements into the annual plan.
Leihad 8 Ul Gl s i il il 85 3 LYY B3 gena

Firm B(<) 4,4 .
Waits for the final publication.
el )l

The lessonua sl -
The difference was not capital, and not the investment team. It was who was reading the regulatory horizon. Here compliance did

Firm A()) as,<&d .
Files a complete licence application within weeks

of issuance.
Ll OO LSl i i il a0

Firm B(<) 4sdll .
Begins its feasibility study.

(sl Aul s lag

not protect the firm — it created the opportunity.

Firm A(l) 4,4 .
In the market, building first-mover share.

Firm B(<) 4s,&d -
Enters a crowded market with an identical product.

LGlae ey Lasd e B g JAS

A ill pia QU Uis | adaiil) 81 T8 e o ¢ eVl 5o Vg Jlad) Gl oS5 Al (5l

Every amendment is an opportunity for whoever reads it first.

gl 098 (el i ol Qs IS



From “no” to “yes — this way”
«A8 jhall odgy — aniy ) «¥» (e

Gatekeeperd sl (s -

° Tells you where you cannot go Draws the route to where you want to go
G Al aakaind Y ol & iy 2 s N Gaohall o
° Engages at the end of the process Engages before the route is chosen
leall Ales A Jay Dbl sl J8 Jaa
° Measured by what he blocked Measured by what he enabled safely
Anio Loy (ol Olely 48 Ly il
° Owns the risk of saying YES — so says NO Shares the outcome — so finds the path
«Y» Jsid — saa 5 qariy 3 yhalaa Jaady Gaohll aagd — Al ol Ly

“The request that looks impossible under the rules almost always has a lawful alternative route to the same commercial objective. Finding it is the
compliance officer's job — but only if he is in the conversation early enough to look.”

@IS sad) (A OS¢ — o) ) Jgipen Jas odlag) g cAundi chagll £ g pdia oty Jless LIS Siatiian san 1l) ulkally
"Compliance is not a well-loved profession, and no control function ever is. That is precisely why an open door is not a personal courtesy — it is a working

tool: whoever hesitates to come to you will decide without you, and you will see it too late."
« ) AL Gty eligd )R ) aga8l) 8 a3 O sdas 1T Oy Alalaa (7 gilall Gl



Change what you measure
Al g puhs

Measuring the functiondidigll (uld .

Number of breaches recorded
Number of audit findings
Policies issued and attested

Training completion rate

Al Olallaal) dac

Gl llasSle dae

3584l 5 3 jaluall clulud)

Al alat) A

Time to market for new products
sagaad) cladiall 7 sk ()

Share of initiatives compliance helped design

Laraal gé Jeiiay) pa L ‘”,:\S‘ &) aleall A
Quality of the regulator relationship
a8 1) dgal) & A3l 3392
Zero regulatory surprises at the Board table



Five steps to the strategy table
doa) fiud) Adglda ) il ghd (uad
Ask for the calendar invitation — before the agenda is written, not after.

o Y Jlee V) Jsan 4US J8 — 55eall (alll

Bring a number, not an opinion. Price the regulatory cost of every option.
ba O dadanl) A6k me Ui Y L, jeaal

Get a risk appetite statement signed by the Board, and hold the line to it.
A il s cGadaall (e i phlall (842 ) gl e diaal

Move your review upstream, into product design.
i) aranai Ala e ) il o Ji)

Change what you report — from what you blocked to what you enabled.

Al Le ) iaia le (po — )l g pdyile e



The audit question changes too

WHAT AUDIT ASKS TODAY sl 42l jall dlleci La -

Is there an approved compliance policy?
o CBaaina JUital Aulaw 23 53 JA

Were breaches reported on time?
® ey A claldal) oo &l Ja

Was the product reviewed before launch?
® £48a) (16 giiall aag) JA

Did compliance complete its annual plan?
® ¢4y siud) Allad QLYY o Ja

Ll ity daa) jall J)5m

WHAT AUDIT SHOULD ASK NOWAllu i caas La -

Was compliance consulted before the decision was taken?
o $IAl M) S8 Jlnay) udha) Ja

Is the business operating within the Board-approved risk
appetite?
Shaainall jhaliall 8 4 ) cada JlasY) Jaxii Ja

Were control gates built in at the design stage?
Sasanail) Ada ya (B 4B ) il gall s Ja

Did monitoring data feed the next planning cycle?
A0 Jagdadtl) 5 g 4Bl clily cide Ja

Under the lIA Global Standards the audit plan is built on the organisation’s strategy and risks, in coordination with the other assurance providers.

When compliance sits at the strategy table, that coordination starts at the plan — not at the report.
AN (Y AR e Gandil) Tand — (5 AY) LS Clga g iy il g L) S o daaljall Al S IA nlaa (3B
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Compliance does not protect the institution from the regulator. It

protects its strategy from collapse.
I e Lgan) ) (pang Al Agad) (e Auscapall (pany Y JUELAY)

At your next strategy meeting — who will send the invitation?
5 g all Jos o 0 — palal) i)yl e laial &

Thank you

Ahmed Adel - Director & Head of Compliance — InvestGB, Kuwait
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