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What is your secret sauce for compliance? 

I guess in the olden days (by which I mean 5 years ago) it would be the 

newspaper test – would you want to read about this in the papers.  

 

Maybe it’s now the TikTok test? But I imagine the essence is to reflect your 

core values and to treat others as you’d like to be treated yourself. 

 

What is the biggest misconception about the role of a compliance 

function? 

I think in our world, that it’s responsible for compliance. We’ve had many 

things go wrong for clients where compliance has been regarded as the 

brakes so the business has thought it can accelerate as much as it likes and 

someone else will take care of safety. Often businesses don’t understand 

that everyone in the business has a compliance role to play. 

 

What will be the greatest challenge in compliance for 2026 and beyond? 

Probably the obvious answer but AI. Most organizations are trying to work 

out who is responsible for the compliance issues around AI. In some, 

compliance is getting all of that but without extra budget. And people in 

the business are using AI to self-serve compliance questions rather than 

asking grown ups which means that there’s often greater damage in 

unravelling the harm. This is even more challenging in a world of budget 

cutting as some of the bean counters think that AI can replace good 

humans in the compliance team too. 

 

How are you approaching AI governance? 

AI is probably about 40% of the stuff across my desk at the moment. We’ve 

developed a range of tools to help including assessment tools for the EU AI 

Act and an AI Impact Assessment tool for organizations to look at the risks 

and the opportunities. And it’s important to recognize that there are 

opportunities too – for example we’ve worked on an AI tool to help 

streamline Subject Access Requests under GDPR which has saved money 

and brought efficiency to the whole process. AI literacy is really key – it’s 

been a legal obligation for many since February 2025 but it just makes 

sense too. We can’t avoid AI, we can’t ban it so you need to teach people 

how and when to use it. 

 

What is a Compliance book/podcast/blog/website that you recommend 

as a helpful resource? 

Well I’d get criticized if I didn’t mention Everything Compliance & 

TechLaw10 since I work with some great people on both. But SCCE has 

some great resources too and I’ve always been a fan of Great Women in 

Compliance.

Jonathan Armstrong
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Pick one cherished item from your office - why is it important and/or 
significant to you? 
A fake Scottish antique sword. It’s got great family memories and it’s also got 
people’s attention on Teams calls at critical moments. 

 
If you had a one-way ticket in a time machine, would you go back in time or 
forward to the future?  
Back – it’s tempting to think you’d have the guts to stop some of the bad things in 

history knowing what we know now. 

 
If you could be any character in a book, TV show or movie, who would you be? 
It’s sometimes tempting to channel an inner Sherlock Holmes in an investigation 

but I’m not sure I could pull off the hat. 
 

What is your theme word or phrase for 2025? 
I’ve had a campaign against the word ‘hallucination’. It’s generally a euphemism 

for lying and we should tell it like it is so that people are more real about the harm 

AI can cause. 

What is one question you wish more of your colleagues would ask you 

more often? 

Well not me especially but “How are you?” is a question we don’t ask 

enough. My experience from doing investigations for clients is that often 

employees who do bad things are experiencing some sort of issues either 

with their work or home life.  

 

There’s often an opportunity to stop a good employee becoming a bad one 

and a simple but genuine conversation can be part of that. 

 

A code of ethics and conduct is one of the more gray areas of coverage 

that a compliance officer oversees – should the compliance officer’s 

voice be most prominent? If not then who? 

In an ideal world the CEO would set the course and instill in the business 

the need to do business in a compliant way. I think we’re seeing more of 

this but I’ve talked a lot recently about CEO risk and for many organizations 

it’s the senior management that’s part of the problem. 

 

What is one productivity hack that you love and others should try too? 

My favorite at the moment is probably widening the net when you’re 

looking at a compliance program and including more junior colleagues, 

especially those who are new to the workplace.  

 

Statistically many of the issues you’ll face will come from this cohort as 

they’re more task focused and don’t mind bending the rules so you’ll make 

your policies more fit for purpose and reduce your risk. They’re often very 

keen to get involved too so that might help stretch out precious resources. 

 

Are bonuses based fully (or in part) on a company’s financial 

performance appropriate for compliance professionals? 

I think it makes the role more risky. We’ve seen regulators focus on personal 

gain when they are looking at compliance issues and bonus tied to share 

price in particular can increase the risk of personal liability.  

 

But that ties in with the wider compensation debate – do organizations 

have the ability to reward compliance professionals properly without 

bonuses as part of the package. 

 

What advice would you give to a new graduate starting in their first 

Compliance role? 

Enjoy it, listen and stay curious. I’ve been working on compliance issues for 

well over 30 years and I do still learn something every day. 
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