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THE 2026 PORTFOLIO CONTROL SPECIFICATION  —  Article Three 

Proactive Regulation and the Board: How Chief 
Executives Present the New Consumer Standards to 
Governance 

A mission is defined by the doors an organisation opens, not the boxes it checks. 
We believe the burden of proof should never become the burden of the mission. 

The Inspection That Arrives Before the Failure 

The Regulator of Social Housing now has the power to intervene before serious detriment occurs. For Chief 
Executives of supported housing providers, this single change in the regulatory framework has a direct and 
immediate operational consequence. The inspection no longer arrives in response to a failure that has already 
happened. It arrives to assess whether the organisation is managing its compliance obligations continuously, 
whether the evidence of that management is held in a verifiable form, and whether the record the organisation 
presents reflects the actual operational position or an account assembled in anticipation of scrutiny. 

The distinction between a verifiable record and an assembled account is the distinction the Regulator uses to 
determine whether a Performance Improvement Plan is necessary. An organisation that holds a continuous, 
timestamped, monthly record of its compliance position across every consumer standard presents to the 
Regulator as an organisation whose operational infrastructure is functioning as it should. An organisation that 
assembles its compliance evidence in the weeks before an inspection presents as an organisation whose 
operational infrastructure is not producing that evidence continuously, which is precisely the condition the 
proactive inspection regime was designed to identify. 

The Chief Executive who understands this is the Chief Executive who has already built the operational 
infrastructure that makes the inspection a confirmation rather than a test. The record exists. It has been produced 
on a fixed monthly cycle. It has not been assembled for the inspection. It was produced continuously as a matter 
of operational discipline, and the inspection finds it exactly as it was produced. 

Why a PIP Is a Record-Keeping Failure as Much as a Service Failure 

The Performance Improvement Plan is widely understood as a consequence of service failure. An organisation 
delivers poorly, the Regulator identifies the failure, and the PIP is the instrument through which improvement is 
mandated and monitored. That understanding is incomplete in the context of the new consumer standards. 

Under the proactive inspection regime, a PIP can be issued when the Regulator cannot satisfy itself from the 
evidence presented that the organisation is managing its consumer standard obligations continuously and to the 
required standard. The service may be functioning. The tenants may be receiving the support they need. The 
compliance obligations may be being met. But if the operational record that documents that compliance is 
incomplete, inconsistent, or assembled retrospectively rather than maintained continuously, the Regulator has 
grounds to issue a PIP because the organisation cannot demonstrate continuous compliance in a verifiable form. 

This is the record-keeping dimension of the PIP risk that many Chief Executives have not yet fully absorbed. It is 
not enough to be compliant. The organisation must be able to prove it is compliant, through a record that was 
produced continuously at the point compliance was achieved, not in response to the inspection that is now 
examining it. 

The Chief Executive who holds a monthly portfolio control record that confirms the compliance position of every 
active contract at every close is the Chief Executive whose organisation can demonstrate continuous compliance 
in a verifiable form. The PIP is not issued because the record already shows what the Regulator needs to see. 
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The Monthly Control Cycle as the Inspection Infrastructure 

The monthly portfolio control cycle is the operational infrastructure that keeps the organisation inspection-ready 
at all times. At every monthly close, the compliance position of every active contract is confirmed, recorded, and 
locked as a permanent and timestamped record of the organisation's position at that point. The evidence trail that 
supports the compliance position is confirmed at the same close. The escalation record for any area where 
compliance is under pressure is documented within the same cycle. 

Twelve months of monthly closes produce twelve locked and timestamped records of the organisation's 
compliance position across every active contract. Those twelve records are the verifiable compliance history that 
the Regulator examines when it conducts a proactive inspection. They show not only that the organisation is 
compliant at the point of inspection but that it has been compliant continuously throughout the period the 
inspection covers. That is the demonstration of continuous compliance the proactive inspection regime requires 
and it cannot be produced retrospectively. It can only be produced by a monthly control cycle that has been 
running continuously throughout the period. 

The Chief Executive who arrives at a regulatory inspection with twelve months of continuous, locked, timestamped 
portfolio control records is the Chief Executive whose organisation does not need to assemble its compliance 
evidence in response to the inspection. The record speaks for itself because it was produced continuously, in a 
verifiable form, at every point in the monthly cycle throughout the year. 

What the Board Needs to See Every Month 

The board of a supported housing provider operating under the new consumer standards needs to see the 
compliance position of the full portfolio at every meeting, produced from the same monthly control record that 
the Regulator will examine at inspection. Not a summary of recent activity. Not a report assembled between 
meetings. A continuous, evidenced account of the organisation's compliance position across every consumer 
standard, supported by the operational record that produces it on a fixed monthly cycle. 

The board that receives this briefing every month is the board that governs from the same evidential foundation 
that the Regulator will use to assess the organisation. It holds the compliance position of every active contract. It 
holds the escalation record for any area under pressure. It holds the organisation's distance from the PIP threshold 
continuously, so that it can exercise its governance responsibility proactively rather than responding to a 
regulatory intervention that has already become public. 

The Chief Executive who produces this briefing from a monthly portfolio control record is the Chief Executive who 
has built the operational infrastructure that the new regulatory environment requires. Proactive regulation 
rewards organisations that already hold their compliance position in a verifiable form. The monthly control record 
is what makes that possible, cycle by cycle, before the inspection arrives. 

Binder & Bow is an operations firm that maintains the operational record of complex contract portfolios. 
www.binderandbow.com 


