Regulatory Excellence and Lucidity

Robert Baldwin
London School of Economics and Political Science

Paper Prepared for the
Penn Program on Regulation’s
Best-in-Class Regulator Initiative
June, 2015

Regulatory Excellence and Lucidity
Robert Baldwin
London School of Economics and Political Science

The excellent regulator performs in a manner that raises it above the merely satisfactory
or competent agency. The hallmark of such excellence, it will be argued here, is lucidity – a
clarity of approach in delivering on the essential tasks of regulation. The notion of regulatory
lucidity is set out in more detail below and an explanation given of both the challenges
encountered in pursuing lucidity and some of the strategies that regulators can adopt in order to
rise to those challenges. Around the world regulators increasingly adopt “risk-based” approaches
to regulation, it will accordingly, also be asked whether regulatory excellence poses special
challenges and calls for particular responses in such regimes.
Regulatory Excellence as Lucidity
There is a difference of kind between the satisfactory and the excellent regulator and this
distinction turns on the lucidity with which the latter regulator will discharge the array of tasks
that it is charged to perform. The excellent regulator, on such a view, is marked out by a level of
conscious clarity that is systemic and sustained.
This lucidity, or conscious clarity, will be marked, in the excellent regulator, by three key
qualities. In delivering the appropriate regulatory outcomes effectively and at lowest cost they
will be attuned to their settings so that they are heedful of such matters as differences in ideas
and approaches, the constraints imposed by cultural and institutional settings, and the potential of
different regulatory options. Overall, they will be highly conscious of the challenges that they
face. They will be intelligent in that they know precisely what they are setting out to achieve;
they operate systems that allow them to process information expertly so as to assess their own
performance and to explain their actions to stakeholders and those to whom they are accountable.
Such intelligence is thus inward and outward looking insofar as it serves as a basis for both
ensuring that the regulator’s own tactics are appropriate and for explaining and justifying
regulatory actions to those inside and beyond the agency.
Lucid regulators will also be dynamic and display both a sensitivity to changes in their
regulatory environments and an ability to adapt their regime to such changes. 1 The excellent
regulator, moreover, will not only perform well currently but will offer assurance to regulatory
stakeholders that such a level of performance is likely to continue into the future. It will do so by
being able to show that it has developed high levels of institutional competence across all aspects
of its work activities. This contrasts with the position in which the regulator relies on a
charismatic leader rather than the deployment of a highly skilled team. (Where an organization’s
performance depends on an individual, who may depart from the agency, this will not offer
institutional assurance.)
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Regulatory excellence, accordingly, involves both excellence in performance and in
institutional qualities or characteristics. For reasons of space, however, the discussion below is
confined to the issue of excellence in performance.
The excellent regulator will perform extremely well across the whole array of activities
that it carries out. Lucidity, accordingly, will be demonstrated by the excellent regulator in
discharging all of the essential regulatory tasks in an effective way: in setting objectives;
producing appropriate substantive outcomes; and serving representative values through
processes that further such matters as accountability, procedural fairness, and justification.
Why is excellence to be judged in relation to these three tasks? First, the setting of
objectives underpins and gives focus to all of a regulator’s activities and it provides a basis for
stakeholders to plan their affairs. For this reason, setting objectives can be seen as a fundamental
deliverable of regulation rather than a mere means to an end. It is an activity, moreover, that the
excellent regulator will perform in a manner that is seen as legitimate by affected parties.
As for appropriate substantive outcomes, delivery of these might be considered at first
glance to be the core measure of regulatory performance. If a regulator produces the mandated
outcomes (at non-excessive cost), why be concerned about anything else? We might be happy
with this situation if the nature of such results was uncontentious and the regulatory mandate for
these results was clear and beyond contention. The reality, however, is that regulators’ mandates
tend to be imprecise and malleable, dynamic and contentious. These features mean that parties
who are affected by regulation will demand the serving of representative values so that they can
participate fairly and adequately in the construction, development and implementation of
mandates. They will, accordingly, want regulatory processes to be fair and open, transparent, and
accountable. 2
Regulators will face a series of challenges in setting objectives, delivering appropriate
substantive outcomes, and serving representative outcomes. The key to excellence lies in
meeting those challenges lucidly through approaches that are attuned, intelligent, and dynamic.
Lucidity in Setting Objectives and Delivering Substantive Outcomes
Excellent regulators will establish their objectives with lucidity but in doing so they will
confront a number of hurdles. A lucid regulator’s first need is to stay attuned to the challenges
that it faces.
Challenges
It is normal for regulators to be charged to further outcomes that are imprecisely defined.
There are a number of familiar reasons why this is so. Legislatures and governments may know
that there is a problem that needs to be controlled through regulation but they will have limited
expertise in analyzing that problem; they will normally not have information on how the problem
will develop; and they will recognize the need to give the regulator a degree of discretion that
will allow them to deal with issues as they arise.
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In relation to many issues, there will be multiple views on the nature of the problem to be
addressed and the objectives that the regulator should be pursuing. A core difficulty for most
regulators is that different groupings of regulated concerns will differ markedly in what they see
as the legitimate objectives of the regulator and what constitutes “satisfactory,” “good,” or
“excellent” regulation. Producers and consumers, large and small concerns, for instance, will
often diverge markedly in their views on objectives and mandates, and the regulatory mandate
will not have been defined in legislation in a manner that resolves such differences of
conception. As a result, debates over the regulator’s objectives may involve considerable
contention and what the mandate calls for may be uncertain.
Regulatory excellence demands that such uncertainties are resolved in a clear, effective,
and acceptable manner. That this may be no easy task is demonstrated by considering an
example. Many regulators around the world are charged to further sustainable outcomes, or to
encourage sustainable development, or to recognize the value of sustainability. 3 Sustainability,
however, is a principle understood in so many ways, that covers so many disciplines, 4 values and
time-periods 5 that setting objectives with clarity is difficult. These challenges are compounded
by priorities that are at tension as well as evidential uncertainties on central issues. 6 They are
perhaps at the severe end of the scale of regulatory difficulty but similar hurdles are encountered
by the many regulators who are called upon to pursue such broadly-stated ends as “the public
interest” or “the satisfaction of reasonable consumer demands.”
With many broadly-stated objectives, a first issue is content – what is the meaning of the
notion of such concepts as “sustainability” or “the public interest”? Different regulated concerns
and interests are likely, as noted, to have their own readings of the mandates that are set out in
legislative form, and a first difficulty for any regulator is to produce a vision of the mandate that
will be acceptable across the array of affected parties and external observers. A further challenge
arises where different disciplines or conceptual frameworks offer varying approaches to key
objectives. In the case of sustainability, for instance, economic, environmental, and social
perspectives offer their own separate approaches to the formulation of sustainability objectives
and the relative priorities of economic, environmental, and social considerations is often unclear.
Multiple objectives and values may be implicated, with trade-offs between present and future
gains and losses. There is no readily available, un-contentious way to deal with such matters as
the balance between the needs of today’s less affluent consumers and the environmental interests
of future generations. 7
Where numbers of regulators are involved in an area, it may be extremely difficult to
ensure that all of these subscribe to a common conception of the values or the objectives in
question. 8 When, moreover, there are such contests, this presents powerful regulated concerns
with considerable opportunities to grasp the initiative in defining the objectives of a given
regime. 9 In “meta-regulatory” regimes that delegate front-line risk management functions to
corporate operators, there is a special danger that those operators will seek to further conceptions
of regulatory objectives that are self-serving. 10
A further regulatory challenge can arise when the very idea that objectives can be
established with some precision is contested. Thus, Bob Gibson and his colleagues argue that the
principle of sustainability offers no clear prioritising or resolution of conflicts between criteria to
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be taken into account in decisions but a set of, sometimes imprecisely defined, desiderata that are
to be adverted to in a variety of ways and which will not necessarily prevail over other values
and objectives. 11
Regulatory excellence demands not merely that the content of objectives is captured
clearly, it calls for clear thinking on the status and force, and role, of mandated objectives. Thus,
regulators need to avoid confusion on whether the objectives being set are legally binding,
whether they are intended to have a degree of precision that underpins implementation, or
whether they merely set out values to be accorded respect in decisions and policies. Further
issues include whether the objectives serve to found enforceable rights or merely set aspirations
down on paper. 12 The excellent regulator must also be certain whether a relevant aim is a
principal or a secondary objective. The role of the objectives must be clearly envisaged insofar as
the regulator knows whether they apply generally or to specific projects, institutions, and policy
areas only.
All of the above difficulties are compounded by data challenges and evidential
uncertainties. Regulators have to collect and analyze data in order to set objectives and
operationalize these, but this may not be easy in some sectors or in relation to some risks. In the
case of sustainability, for instance, valuations of future social and environmental effects – such
as intra-generational equity and conservation of bio-diversity – are especially difficult to quantify
and even current data levels often stand in the way of setting sustainability objectives. 13
These kinds of difficulties are added to when multiple governmental departments and
agencies are involved in a regulated activity and they collect data by different methods and
according to different framing values and assumptions. When, moreover, regulators have to
render account to other institutions, the ways in which they engage in dialogue with different
bodies will impact, inter alia, on the ways in which they construct arguments and use
information. 14 For many regulators, the sheer number of institutions (governmental and nongovernmental, public and private) that have interests in the issues they address is likely to
produce pressure to conceive of objectives in a plethora of ways. This point, it should be noted,
applies not merely to relationships that are based on formal duties to render account; it has force
whenever regulators engage in collaborative relationships with other institutions, engage in
routine conversations with them, or seek legitimation from them. A further problem that
regulators may face when they seek to set out their objectives is that domestic and supranational
courts are likely to have an impact on this front and may offer their own binding vision of
objectives. All such pressures stand in the way of clear and consistent understandings of aims. 15
A further set of challenges arises when regulatory objectives are set within political and
governmental priorities, or business conditions, that are volatile. In such scenarios, even the most
highly legitimate of regulatory objectives have to be adjusted in order to maintain credibility or
to adapt to market changes. A core challenge here is to balance two conflicting appetites of
regulatory stakeholders: for changes that will meet new expectations or economic circumstances
and for the stability that allows businesses and others to plan their investments and affairs. 16
Even where government contexts are not volatile, regulators may have to deal with the
efforts of governments to take over the task of bringing objectives into focus. One governmental
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strategy that is designed to foster precision in regulatory missions is the promulgation of binding
governmental guidance for regulators. The idea here is that central government office holders
can flesh out legislative objectives in an authoritative and democratic manner so that regulators
are assisted in working to aims that have some certainty.
This is a system that has been deployed in a host of areas, including the UK environment
sector, but experience in the latter area reveals that this is not a device that guarantees regulators
an easy route to lucidity. In that domain, a system of statutory guidance was deployed in an
effort to give content to statutory obligations on sustainability. The Secretary of State for
Environment, Food and Rural Affairs was required under section 4 of the Environment Act 1995
to issue legally binding guidance to the UK Environment Agency on what the Secretary of State
saw as an appropriate contribution to sustainable development. The Agency was bound to follow
this guidance in pursuing Agency objectives.
The 2002 Statutory Guidance, however, made manifest the difficulties involved in giving
content to a broad notion such as that of furthering sustainable development. A central difficulty
was that the Agency’s objectives did not, in themselves, flesh out any general concept of
sustainable development. Some objectives referred to sustainability, some referred to the need to
conserve certain resources, and many objectives were stated without reference to sustainability.
In this instance, questions of status and force, as well as role, compounded the
difficulties of establishing the content of objectives. At some points, the Agency’s obligation to
further sustainability called on the Agency to produce certain outcomes; at other points it seemed
to demand the serving of certain values, or the Government’s policy objectives. The
Government’s Guidance, indeed, did not so much instruct the agency to follow a particular
approach to sustainable development as to suggest that the Secretary of State’s position on the
appropriate Agency contribution to sustainable development was revealed by referring to the
Government’s sustainable development objectives as set out in a White Paper. 17
The difficulty was that the objectives referred to did not offer a great deal of help on
content, status and force, or role. They played political policy as well as legal roles and they did
not so much offer an approach to understanding the legal requirements of sustainable
development as provide a cryptic list of ten policies to be considered in making policy. The
Secretary of State’s guidelines thus did little to assist the Agency in giving clear content to the
objective of furthering sustainable development. 18
The above account is thus an example of a failure to facilitate regulatory lucidity through
the production of governmental guidelines on regulatory objectives. In the case recounted, the
guidelines did not so much help the regulator to render objectives more clear as to offer a
cascade of sub-principles and sub-objectives that purportedly derive from the highest level of
principle and whose status and force as well as role was uncertain. For the excellent regulator,
the challenge is to produce clarity of vision in the face of such governmental inputs.
Turning to the delivery of appropriate substantive outcomes, the excellent regulator will
build on clearly identified and legitimated objectives before gathering information about
problems, issues, and challenges that need to be overcome to further those objectives. 19
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Regulatory excellence then demands devising positive strategies for dealing with identified
problems and applying these strategies on the ground so as to modify behavior when necessary
to produce desired outcomes at lowest feasible cost.
When gathering information on issues and problems, regulators are very often confronted
by institutional structures and constraints that hinder detection and information collection, and
which add to the difficulties of collecting data, especially in relation to issues as that are
intrinsically complex and contestable (such as matters of equity between generations or classes
of consumer). Poor institutional co-ordination will impede information gathering, 20 as will any
differences of view on objectives that stem from differences between cultures and disciplines. 21
With respect to the development of strategies, special challenges arise when there are
varying conceptions regarding the content, status and force, and role of the values and objectives
to be furthered. In relation to the example of sustainability, for instance, such variations will
impact on strategic choices: parties who see sustainability in political terms, for instance, will not
see enforcement choices in the same way as those who see the principle as legally binding.
Where numbers of agencies and departments are involved in an area, individual institutions may
be wedded to particular intervention strategies and, again, this may stand in the way of coherent
and co-ordinated approaches to strategic design.
Many of the challenges that regulators encounter in developing strategies will also be
faced when interventions are made in order to modify behavior. Thus, the methods used to apply
any given intervention tool may be subject to contestation. In any regulatory intervention
regime, it is difficult to ensure that common conceptions of risks, problems, and approaches can
be fostered across organizational levels (or across horizontal divisions of departments). 22 When
regulatory objectives are highly prone to contestation and competing conceptions, the challenges
just noted will be all the more severe, as will those of producing performance indicators with
secure foundations. A similar point can be made regarding regulatory efforts to respond to
changes in a dynamic fashion: where objectives are contested, regulators often have to negotiate
of numbers of settlements between many parties and the need to engage in complex
renegotiations is an impediment to dynamism.
Responding to Challenges
The excellent regulator will, as noted, be aware of the above challenges and will respond
to these lucidly by adopting attuned, intelligent, and dynamic approaches. In establishing clear
objectives, lucidity demands an awareness that a variety of conceptions of objectives must be
accommodated. How can this be done so that legitimate conceptions of objectives are
developed and sustained by regulators? Numbers of commentators have suggested that the way
forward lies in developing procedures for consultation and policy development that allow, so far
as possible, agreed conceptions to be generated in the face of differences of discourse and
interests. 23
An early pioneer of this approach in the UK utility sector was Don Cruickshank who, as
Director-General of Oftel, the telecommunications regulator, instituted a practice in the 1990s of
publishing the draft Annual Management Plan of Oftel and consulting stakeholders on it. The
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aim of this strategy was to enhance transparency and foster legitimation of the regulator’s vision
of its annual objectives. The agency reported:
There has been public debate on the work programme contents prior to
publication. All interested parties were invited to comment on the shape, content
and focus of this year’s Management Plan. This process culminated in a wellattended public meeting. The public discussion by a regulator of its intended work
plan is unique but we have found it to be an extremely valuable process and one I
would recommend to others. This draft has benefited significantly from the
constructive input of both consumers and companies and thus will ensure that
Oftel makes the best use of limited resources. 24
There is considerable potential in such approaches but it is one thing for a regulator to
develop and legitimize a statement of high level regulatory objectives; it is another to ensure that
such conceptions of aims are promulgated consistently through the regulatory organization and
across the various co-regulators (public and private) and governmental levels (corporation, state,
local and supranational) that are involved in controlling an activity or industry. The lucid
regulator will be attuned to this issue and will develop and implement strategies for ensuring
cross-organizational consistency of aims.
The basis for making a lucid case for the regulator’s vision of objectives is not just
staying attuned to differences of viewpoint; it is intelligence and dynamism. The excellent
regulator will build on a strong, evidence-based analysis of issues and there will be a dynamic
aspect to the setting of objectives insofar as the lucid regulator will operate systems that are
sensitive to changes in expectations, preferences, political constraints, and other aspects of the
regulatory environment. This will mean that objectives are adjusted where necessary to cope
with these mutations.
Overall, a key mark of the excellent regulator will be the ability to produce a statement of
objectives that is clear about not merely the content of those objectives (what they demand) but
also about their force and status as well as their role and scope. The excellent regulator,
moreover, will be sensitive to the need to adjust objectives where necessary.
On the matter of producing substantive outcomes, lucidity calls, again, for an awareness
of the challenges noted above, and for approaches that are attuned, intelligent, and dynamic.
Successful information gathering activities have to take on board the reality that different
organizations and interests will gather and supply information in divergent ways, on different
assumptions. The lucid regulator will address such challenges with appropriate strategies, such as
by, perhaps, activating steps to bring greater consistency to information collection. Intelligence
will be displayed through expert analysis of data and, as with the construction of objectives,
there will be an addressing of the difficulties caused by divergent approaches, uncertainties of
evidence, and needs to adjust to change in a responsive manner. In the sustainability field, for
instance, feedback systems have been said to be an especially effective way for the intelligent
and dynamic regulator to address the indeterminacies of sustainability related policies. 25
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In developing strategies and applying these on the ground so as to produce desired results
at lowest cost, lucidity means that the regulator will deploy intervention strategies in a way that
takes on board the varying sensitivities of different regulated concerns and the need to customize
intervention approaches so as to maximize their effectiveness and positive impact. Intelligence
and dynamism will be displayed by the lucid regulator through identifying regulatory strategies,
priorities, and intervention methods in a way that is supported by a high quality analysis of
relevant evidence, which is sensitive to changes in markets, preferences and so on, and which
commands support across the agency and within the body of regulated concerns as far as this is
feasible. Such strategies and identified priorities will also provide the lucid regulator with a basis
for both performance evaluation and the adoption of any required regulatory changes.
Serving Representative Values
The more that regulators face indeterminacies in the content, status and force, or role of
their mandated objectives, the greater the challenges they confront when they seek to both serve
representative values appropriately and demonstrate that they have done so.
Challenges
It is especially difficult for a regulator who faces high levels of indeterminacy in
objectives to convince parties of its fairness. Complexities in, and contests over, unresolved
mandates provide myriad opportunities for powerful parties to influence regulatory approaches
and actions in a self-serving manner. Accusations of substantive bias are liable, accordingly, to
be difficult to defend against.
As for procedural fairness, a special difficulty that many regulators face is that they
operate within decentered, fragmented regulatory regimes in which interests and claims are made
by a very wide range of methods. 26 This makes it very difficult to create assurances of
procedural fairness because comparisons cannot readily be made on a single plane; there is,
simply, little obvious procedural equivalence. Similar issues arise in relation to fairness of access
and participation. A message that is open and transparent to one kind of stakeholder may be
opaque to another type. Again, the need to render account and justify regulatory actions involves
mirroring challenges since account is often rendered through a host of different types of
conversations or claims.
Responding to Challenges
The lucid regulator will respond to the above challenges in a manner that is attuned,
intelligent, and dynamic. Such a regulator will, accordingly, seek to demonstrate substantive
fairness by showing that decisions and policies properly take on board and respect the interests
of affected parties. It will have the evidence in hand to demonstrate the paying of such respect,
and it will ensure that its abilities to justify its actions will sustain over changes that impact on
the regulatory environment.
The lucid regulator will respond to the need to show procedural fairness by attuning itself
to the different procedural standpoints of its various stakeholders. It will deal with those
8

stakeholders through a variety of procedures but will take all feasible steps to demonstrate that
those procedures are equivalent in their procedural fairness and will lay emphasis on such
matters as ensuring the representativeness of those who have access to its processes, and the
equivalence of opportunities to impact on outcomes. The lucid regulator will also take steps to
ensure informational fairness and will be prepared to act in a facilitative role so that it assists and
enables participation where this is necessary for the required equivalence (where necessary by
packaging information in the form best most digestible for the party at issue). It may involve
using best offices to organize negotiations and settlements between parties of different positions
so that disagreements are minimized. Such efforts, moreover, will seek to straddle institutional
divisions so that access to one decision or policy-maker is not devalued by perceived exclusion
from the processes of other agencies that are involved in the regulatory issue.
The lucid regulator will, moreover, be clear on the need for dynamism and will be quick
to act on changes that affect the fairness of participation. Thus, where a newly complex issue
enters the agenda, excellence in regulation will involve the taking of rapid steps to ensure that
this new complexity does not exclude certain parties from the relevant processes.
The lucid regulator will respond to issues of access and participation in an attuned and
intelligent way and will be prepared to ensure not only that interested parties are identified
comprehensively but that it develops and applies processes and information systems that
facilitate understandings by the full range of stakeholders. This may require a good deal of
bespoken interaction, and the resource implications of this will need to be kept in mind. Also
considered, and addressed, will be the dangers that transparency in some aspects of a decision or
policy may be undermined by activities within the control of another regulatory body. The
dynamism of the lucid regulator will demand that fresh routes to transparency will have to be
developed as new kinds of issue come on to sustainability agendas.
In rendering account, regulatory lucidity will demand, in the first place, that the regulator
remain attuned to institutional context so that that the different kinds of holders to account will
be responded to with the appropriately tailored message. Securing strong justification is,
however, a severe challenge for any regulator who faces such factors as indeterminacies, regime
complexities, evidential uncertainties, vulnerabilities to change, and high levels of contestability.
The intelligent regulator will focus on the need to collect information of the kinds and extent that
will maximize the potential to make convincing justificatory claims and the dynamic agency will
see the process of justification as an ongoing project that is subject to constant change.
Risk-Based Regulation and Excellence
As noted at the start, very many regulators operate “risk-based” regimes in which
analyses of risks guide the regulators’ interventions. This prompts the question whether
regulatory lucidity poses special challenges when a regulator operates a risk-based regime. It is
arguably the case that this may be the case in a number of contexts and respects, and that
regulatory excellence calls for attention to those special challenges.
In setting operational objectives, risk-based regulators have to work from their overall
objectives down to key risk objectives so that risk-based assessments can be undertaken. If the
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regulator in question is charged to deal with risks that involve high levels of indeterminacy (such
as “risks to sustainability”) this is likely to mean, in the first instance, that identifying key risks is
liable to be subject to supra-normal levels of contention. The argument that this may prove more
difficult than merely identifying key objectives is that the selection of a particular basket of risks
exposes the regulator to more acute political pressures than would otherwise be the case – an
argument made in some jurisdictions in relation to the pre-financial crisis financial regulator. 27
Problems may also be encountered in adjusting risk priorities. The danger in all riskbased systems is that of “model myopia” and the tendency to over-commit to the existing model
of risks so that updating does not take place. 28 In circumstances where the regulators need to
engage in extensive deliberative procedures so as to create broad buy-in to a particular set of risk
identifications, adapting to change will be all the more difficult as the hard-earned settlements
and agreements that underpin regulation will have to be unpacked. Regulatory resistance to such
unpacking may thus combine with model myopia to render their regimes doubly unresponsive to
change.
In seeking to deliver the right substantive outcomes, difficulties can arise when a riskbased regulator seeks to attune its interventions to cultural variations and to tailor intervention
methods to different operators’ varying understandings of regulatory objectives. Risk-based
regulation focuses on identifying the operators that require priority attention (the high risks), it
says little about the modes of intervention required and such a focus on targeting may draw the
eye away from choices of intervention style – which may be highly contentious.
It is also the case that numerous risks are systemic in nature; they often arise because of
cumulations of pressures from pervasive or multiple sources. As was seen in the financial crisis
of 2007 onwards, however, the logic of risk-based regulation may naturally focus attention on
individual “silos of risk” so that systemic or cumulative risks become neglected. In numbers of
regulatory fields, moreover, what constitutes a systemic risk is also contestable (by different
operators and regulators alike), a factor that compounds an already considerable difficulty. The
more that the regulatory regime is a multi-agency affair, the more serious this problem is likely
to be.
Risk-based regulators face special difficulties, furthermore, in measuring their own
performance in delivering outcomes. Many control tasks are delegated to operating firms when
risk-based regulators monitor operators’ risk management systems rather than take direct steps to
control risks. In such “meta-regulatory” systems, the difficulty is that different actors will use
different models or “codes” to evaluate risks and this renders risk evaluations complex and
opaque. When there are significant cultural variations in the body of regulated parties, this will
tend to make these difficulties all the greater.
Risk-based regulators may also find that ensuring that their staff act (and are seen to act)
in a fair and consistent fashion comes at a significant price. Assessments of the risks presented
by different operators involve the exercise of considerable levels of discretion. The more scope
there is for judgment, the more difficult it will be to ensure consistency of approach. The
processes for overseeing staff discretions may, accordingly, prove extremely costly and
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centralized controls over these matters can, additionally, make the regulator slow to respond to
changes in the regulatory challenges it faces. 29
As for the risk-based regulator’s ability to render account and secure support, there may
be further worries. The priorities that risk-based regulation demands may render the regulator
especially vulnerable to political attack especially when there are significantly differing opinions
on the content, status and force, and role of objectives. When some risks are not given priority,
the regulator may be liable to censure from groupings or interests who see those risks to be
central to their conceptions of appropriate regulatory objectives.
Clashes of regulatory logic may also impede the use of deliberative procedures to
generate consent and support. 30 The logic of risk-based regulation is that risk analyses dictate
priorities for intervention and the urgencies of intervention methods. In many regulated areas,
however, it is necessary to engage in the careful negotiation of approaches and solutions in order
to cope with the challenges discussed above (such as indeterminacies in content, status and force,
and role of mandate, as well as evidential uncertainties and regime complexities). A good deal of
deliberation and facilitation is often required if regulators are to retain the support across
stakeholders that they need in order to secure desired outcomes. 31 There is tension between the
mechanical approach of risk-based regulation and the deliberative model necessary to deliver the
goods in many areas of regulation.
Public expectations may also introduce a difficulty for risk-based regulators who face
indeterminacies of mission. Risk-based regulation is often perceived as promising a technical,
rational, systematic solution to control issues but where positions on objectives and risk priorities
involve qualitative judgements, evidential uncertainties and indeterminacies, and a multiplicity
of divergent opinions, all of these factors conduce to dramatic departures from this promise.
Justifications are, moreover, not always strengthened by disclosures about risk priorities; these
can have the effect of merely exposing the agency to further attacks for failures to attend to unprioritized risks. Commitment to a risk model may, in addition, render the regulator unresponsive to stakeholders because it may blind the regulator to changes in various stakeholders’
perceptions of priorities.
How, then, can excellence be achieved by the risk-based regulator? The answer is that the
general approach adopted should correspond to that of any regulator, namely that challenges
should be addressed in an attuned, intelligent, and dynamic fashion in pursuit of lucidity. Risk
regulators, like any other regulator, must stay attuned to the hurdles that have to be overcome,
whether the source arises from differences in stakeholder perspectives, political pressures, or
whatever. In the case of risk-based regulation, the excellent regulator will seek especially to
come to grips with such questions as how to select key risks, how to adjust the package of key
risks, how to deal with systemic risks, how to gather the information necessary for intelligent
assessments of performance, and how to adapt to change in a dynamic fashion. Finally, the lucid
risk-based regulator will have a clear strategy for rendering account and justifying its risk
priorities and actions – a strategy that meets the pressures that flow from often unrealistic
expectations that risk-based systems offer clear-cut answers to regulatory questions.
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Conclusion
The factor that marks regulatory excellence is lucidity, as manifested in a clear-sighted
and highly-conscious approach to the array of regulatory tasks and challenges that are
encountered. The lucid regulator will be attuned, intelligent, and dynamic across the full range of
its activities. It will be aware of challenges, contexts, possibilities, and alternatives, and it will
address debates over the proper regulatory objectives. It will build on the solid collection and
analysis of evidence and it will not only be able to deliver effectively on the substantive and
procedural fronts but will be well-placed and able to evaluate its own performance and explain
its actions. It will, moreover, be consciously dynamic insofar as it will operate systems that allow
it to appreciate any needs for change and to implement the steps needed to adjust its approaches
accordingly.
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