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The New Face of Compliance:

Changing Talent Requirements in Financial Services

As regulatory pressures intensify around the world, 
the financial services sector is seizing the initiative by 
boosting investment in its compliance functions. The 
impact of increased regulation on the sector is well 
documented. Less clear, though, are the implications 
for compliance roles and talent requirements. 

To better discuss the changing role of compliance, 
Russell Reynolds Associates has analyzed the profiles 
of more than 72 Chief Compliance Officers (CCOs) in 
banking, insurance and asset management. 

Our research shows increased investment in 
compliance functions across each of these sectors. It 
also reveals a major shift in the composition of these 
functions, with a surge of external appointments to key 
roles over the last two years.

New Improving Mature Aging

CHIEF COMPLIANCE OFFICERS IN FINANCIAL SERVICES:
MATURITY CURVE

Insurance 
CCOs:

Few dedicated 
CCOs

Asset
Management 

CCOs:
Closely tied to 

legal, traditional 
compliance

Banking
CCOs:

Broad scope 
and business 

focus

By sector:
Banking: Rise of the broad-minded business 
partner. Banking CCOs are increasingly focused 
on driving cultural change, rather than simply 
managing their institutions’ approach to 
regulation.

Asset management: Compliance begins to 
come of age. We are witnessing an interesting 
trend at a number of large to mid-sized asset 
managers, wherein the compliance function 
is being separated from Legal (where it had 
historically resided).

Insurance: Still early days. Compliance in the 
insurance sector is still in its infancy, with 
relatively few dedicated CCOs.
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A new wave of Chief Compliance Officers have entered 
financial services

Seven years post-financial crisis, the compliance 
function in financial services remains under heavy 
scrutiny. For all of the attention that has been paid 
to optimizing compliance, we believe this much-
examined function has yet to reach full maturity.  
Nowhere is this more evident than in the startling 
turnover of Chief Compliance Officers in the last two 
years. 35% of the companies we examined appointed 
a new CCO after 2013, and 43% of these hires were 
external. 

These findings point us in two key directions. First, 
financial services companies are deeply interested in 
overhauling the compliance function; second, they are 
dissatisfied with their own compliance talent pools. 
We see a collective search for a more change-oriented, 
risk-savvy compliance function, with companies clearly 
signaling the need for a visible shift by bringing in 
outside executives. This trends is as fascinating as 
it is unsustainable – organizations will be eventually 
challenged to develop richer compliance talent 
internally.

SHARe OF CuRRenT CCOS AppOinTed in And AFTeR 2013

Financial services CCOs 
are disproportionately 
recent appointees...

…and to a striking degree, 
are external hires

SHARe OF inTeRnAl vS. exTeRnAl AppOinTmenTS OF CuRRenT CCOS

60%Banking

40%Global Asset
Management Firms

25%Insurance

Internal
External

Banking Insurance

46%

56% 65%

44% 35%

54%

Global Asset 
Management Firms
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While CCOs are often drawn from law firms and the 
regulatory realm, cross-pollination between financial 
services sectors remains a rarity

Our research shows that banking, insurance and 
asset management CCOs tend to have backgrounds 
dominated by their current sector, with very limited 
movement between these sectors. Oddly, all three 
groups of firms are more willing to hire from law firms 
and regulators, reflecting a relatively rigid view of 

“feeder” roles into the CCO role. However, as regulation 
for banks, asset managers and insurance companies 

converge combined with the increased maturity of the 
talent pool for senior compliance leaders, we expect to 
see more movement between the three sectors.

induSTRy expeRienCe OF CCOs in bAnking And ASSeT mAnAgemenT

0%

82%

10%
Asset Management

Banking
Asset Management Firm
Insurance

72%
15%

25%
Banking (Investment or Commercial)

29%
24%

30%

Law firm

28%
38%

20%
Regulator/ Government

14%
9%

20%
Consulting / Accounting

80%

0%
3%Insurance
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banking CCOs: Rise of the broad-minded business partner

The compliance function in banking is, compared to 
other financial services sectors, further along the 
lifecycle curve. In practical terms, this means that 
banking CCOs are increasingly focused on driving 
cultural change, rather than simply managing their 
institutions’ approach to regulation. Historically, the 
compliance function was a world where the least 
charismatic sat, the ones who knew process but did 
not have to interface on a regular basis with business 
leaders or regulators. However, changes in banking 
regulation has thrust three crucial needs upon banks 
all at once – the need for leadership, the need for an 
advanced understanding of transactions within the 
digital realm, and the ability to manage regulators on a 
day to day basis. All these means a cry for a new type 
of compliance officer. 

As a result of these changes, we see this shift 
manifested in the functional leadership backgrounds 
of CCOs appointed before 2013 versus those in the last 
few years. 

Gone are the days of principally legal and compliance 
executives nabbing the top job in the compliance 
function – For instance, before 2013, 55% of appointees 
had legal experience and 45% had compliance 
experience. Since 2013 just 29% of appointees had 
legal experience and 24% had compliance experience.

Filling the gap were broader-focused appointees 
from consulting, risk and audit. This new breed of 
appointees would be well-positioned to contextualize 
compliance (and the associated cultural change) in 
the wider picture of the organization. We see the ability 
to think broadly in the overall functional profiles of 
current banking CCOs –fully 42% of recent appointees 
came from “middle office” roles such as operational 
risk, internal audit, as well as external consulting firms, 
where competencies such as defining compliance 
strategy, financial discipline, change management and 
building credibility with regulators, were integral parts 
of the role.

nOTAble CHAngeS in mOST ReCenTly 
Held ROle pRiOR TO AppOinTmenT FOR 
CCO

FunCTiOnAl leAdeRSHip ROleS Held 
ACROSS THe enTiRe CAReeR by CuRRenT 
bAnking CCOs

9%
Internal

Audit 18%
Before

2013
2013 and

a�erwards 

0%
Operational

Risk 12%
Before

2013
2013 and

a�erwards 

0%
Consulting/

Big 4
Accounting 12%

Before
2013

2013 and
a�erwards 

45%
Compliance 

18%
Before

2013
2013 and

a�erwards 

Appointed
before 2013

29%
55%Legal

Regulator/
Government 18%

36%

24%
45%Compliance

Sales/Trading
12%

36%

18%
27%CEO/Business

Leadership

18%
18%

Internal Audit

18%
9%Consulting/Big 4

Accounting 

18%
18%

Risk 

Appointed in
2013 or later
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Asset management CCOs: Compliance begins to come of 
age

Historically, despite the close connection between 
investment risk and operational risk in the asset 
management sector, investment-related risk has 
remained the responsibility of investment teams in 
these businesses. CCOs (and their Chief Risk Officer 
colleagues) have accordingly remained very closely 
aligned with Legal, and somewhat siloed as well as 
a result. We see this in the backgrounds of asset 
management CCOs: 68% have held compliance roles 
in asset management, 41% have held legal roles in 
asset management, 38% have worked for a regulator, 
and 24% have worked for a law firm.

Fully 71% have only worked in one or two functions. 
Nowhere do we see the multifaceted “business side” 
focus that is so common among banking CCOs – 
asset management CCOs have traveled a clearly 
circumscribed path to their roles.

That being said, we are witnessing an interesting trend 
at a number of large to mid-sized asset managers, 
wherein the compliance function is being separated 
from Legal. We believe as this trend picks up 
momentum, we will see CCOs in asset management 
whose backgrounds are more varied/more business-
focused.

numbeR OF diFFeRenT FunCTiOnAl 
ROleS Held by CuRRenT CCOs AT glObAl 
ASSeT mAnAgemenT FiRmS duRing THeiR 
CAReeRS

FunCTiOnAl ROleS Held by CuRRenT 
CCOs AT glObAl ASSeT mAnAgemenT 
FiRmS duRing THeiR CAReeRS

1-2 functions
throughout career

76%

3 or more functions
throughout career

24%

68%

Compliance (Asset Management)

41%

Legal (Asset Management)

38%

Regulator

24%

Legal (Law Firm)

9%

Consulting/Big 4 Accounting

6%

Risk

6%

Audit

6%

Compliance (Commercial Banking)

6%

Compliance (Investment Banking)

CHAllengeS SpeCiFiC TO bOuTique ASSeT 
mAnAgeRS:

 ɳ Small internal pipeline - 60% of CCOs at 
boutique asset management firms and 44% of 
CCOs at global asset management firms were 
externally appointed.

 ɳ Escalating compensation demands – some fund 
managers are offering CCOs the opportunity to 
join the partnership in order to lure them from 
larger competitors.
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insurance CCOs: still early days

The compliance function in insurance companies is 
still in its infancy. Indeed, less than half of insurance 
companies have dedicated CCOs. 

For the majority of insurance companies without a 
dedicated compliance function, responsibility for 
compliance sits with the legal department – 78% of 
such firms have a General Counsel overseeing the 
compliance function, with the remainder placing 
compliance under the Chief Risk Officer. 

Insurers with a standalone compliance function tend 
to appoint safe-choice candidates to the CCO role. In 
fact, eight out of the ten of the insurance company 
CCOs we profiled have previously held a compliance 
role at a bank, insurer or other financial institution. 

Insurers face many of the same compliance challenges 
as banks and asset managers, including operational 
risk, cyber-security, anti-money laundering, regulatory 
risk, asset liability management and digital. We expect 
insurers to demand increased capabilities in these 
areas in their compliance functions in the future.

inSuRAnCe COmpAnieS WiTH dediCATed 
CCO

FOR inSuRAnCe COmpAnieS WiTH nO 
dediCATed CCO ROle, ROle in WHiCH THe 
COmpliAnCe FunCTiOn ReSideS

No
45%

Yes
55%

General
Counsel
78%

Chief Risk
Officer
22%
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priorities are changing… with strong implications for 
talent

Our conversations with current CCOs highlight 
the growing importance of anti-money laundering, 
operational risk and cyber security on the compliance 
agenda. Current CCOs rarely have significant 
experience in these areas, and we are starting to see 
increased hiring to address these capability gaps. In 
particular, we expect cyber security to become a 
separate center of competence within the compliance 
function.

The key compliance priorities and resulting talent 
implications identified by our research are set out 
below, reflecting the different levels of compliance 
maturity within the respective financial services 
sectors.

New priorities for the 
compliance function Talent implications

Banking  ɳ Operational and conduct 
risk

 ɳ Cyber security
 ɳ Anti-money laundering
 ɳ Technology and data 

integrity
 ɳ Culture change

 ɳ Critical requirement for cross-functional experience 
and a track record in delivering change

 ɳ Further specialization within the compliance 
function and a need for additional expertise in digital, 
operations, AML, cyber security and anti-money 
laundering

 ɳ Greater emphasis on finding efficiencies with 
horizontal integration of corporate functions; 
nearshoring and offshoring of transactional activity

Asset 
Management

 ɳ Education within firms about 
compliance and its role

 ɳ Establishing compliance as 
a dedicated function

 ɳ Combining operational risk 
and compliance

 ɳ CCO roles to become independent from legal
 ɳ CCOs to gradually assume wider responsibility for 

operational risk and compliance functions

Insurance  ɳ Creating a meaningful CCO 
model

 ɳ Increasing demand for experienced executives who 
can set up the function and become the face to the 
business
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Look for asset managers and insurance companies to 
draw from the talent pool of bank CCOs, in order to 
leverage that sector’s deeper understanding of the role

Increased cross-pollination between sectors 

More banking CCOs will join their organizations’ Execu-
tive Commi�ees, and more asset management CCOs will 
be enticed into their roles through offers of partnership

A greater seat at the table for CCOs 

With regulatory and stakeholder actions continuing 
apace, the CCO role is by no means static or progressing 
on a fixed track as financial services organizations move 
up the maturity curve. Look for a few more twists and 
turns in the coming years…

Continuing role evolution as institutions 
“learn by doing” 

What’s next for financial Services CCOs?
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methodology

This report is based on Russell Reynolds Associates’ analysis of the profiles and backgrounds of Chief Compliance 
Officers working for the largest banks, asset management firms and insurance companies in North America, 
Europe and Australia – areas where regulatory pressures are greatest.

bAnking

ASSeT mAnAgemenT FiRmS
Global

inSuRAnCe
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glObAl OFFiCeS

Americas

 ɳ Atlanta
 ɳ Boston
 ɳ Buenos Aires
 ɳ Calgary
 ɳ Chicago
 ɳ Dallas
 ɳ Houston
 ɳ Los Angeles
 ɳ Mexico City

 ɳ Minneapolis/
St. Paul

 ɳ Montréal
 ɳ New York
 ɳ Palo Alto
 ɳ San Francisco
 ɳ São Paulo
 ɳ Stamford
 ɳ Toronto
 ɳ Washington, D.C.

emeA

 ɳ Amsterdam
 ɳ Barcelona
 ɳ Brussels
 ɳ Copenhagen
 ɳ Dubai
 ɳ Frankfurt
 ɳ Hamburg
 ɳ Helsinki
 ɳ Istanbul
 ɳ London

 ɳ Madrid
 ɳ Milan
 ɳ Munich
 ɳ Oslo
 ɳ Paris
 ɳ Stockholm
 ɳ Warsaw
 ɳ Zürich

Asia /pacific

 ɳ Beijing
 ɳ Hong Kong
 ɳ Melbourne
 ɳ Mumbai
 ɳ New Delhi
 ɳ Seoul
 ɳ Shanghai
 ɳ Singapore
 ɳ Sydney
 ɳ Tokyo
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