CASE STUDY 5 - Public Sector Regulatory and Compliance Advisory
Turning a Regulatory Crisis into Institutional Strength

Client: California public education institution (confidential)

Engagement Type: Remote Strategic Consulting

Duration: Three weeks

Theme: Regulatory response, proactive compliance, institutional policy development

Challenge

A California public institution faced an active state regulatory citation carrying a six-figure
preliminary penalty. The root cause had not been identified. No corrective action plan existed.
Leadership had received only a verbal summary of the alleged deficiencies and was waiting for
formal documentation before taking action.

The institution needed a strategic response quickly. Beyond the immediate regulatory matter, it
had no visibility into whether broader compliance gaps existed across its operations.

Approach
As Principal Strategist, James:

+ Conducted an independent institutional assessment using publicly available data and a
single verbal briefing before the formal citation was received

+ Identified the root cause of the regulatory exposure and traced all citation bases to a
single structural misassignment within the institution

+ Confirmed the analysis through independent document research that validated every
finding prior to formal review

+ Developed a complete corrective action strategy with assigned owners, timelines, and a
formal conference response framework positioned to substantially reduce the penalty

+ Conducted a proactive compliance review beyond the original scope and identified three
additional state compliance exposures that the institution did not know it had

+ Developed two institutional policy frameworks from scratch to address identified gaps
+ Produced a standing compliance verification framework for ongoing institutional use

Results

+ Delivered a complete regulatory response strategy before the formal citation arrived

+ Identified root cause and all citation bases through independent analysis, confirmed by
subsequent documentation review

« Surfaced three previously unknown state compliance exposures across separate
regulatory frameworks

+ Delivered two complete policy frameworks where none existed

+  Five distinct work products delivered in three weeks against a single-item engagement
scope

+  All work completed remotely without on-site access

Consulting Capability Demonstrated



Deep problem-solving from incomplete and unverified information
Root cause identification under active regulatory pressure
Proactive compliance identification beyond stated scope
Regulatory strategy and penalty mitigation

Policy development from statutory framework

Executive advisory under ambiguous scope conditions

Significant overdelivery against engagement expectations

Full consulting execution in a remote capacity
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