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The compliance frenzy continues.
Everyone seems to be looking for
guidance, hoping to find the right

plan for his or her organization.
It seems that when we become caught

up in the frenzy, we sometimes forget
to take a moment to view previous
accomplishments. In our rush to obtain a
compliance program for our organization,
we often fail to realize the compliance
initiatives currently under way. This is due,
in part to the fact that most compliance

and compliance is no exception. Compliance
must be top down-driven. The board of
directors must be educated to understand
their fiduciary responsibility regarding
corporate compliance, as should senior
management. For the board, a case in
point when conducting education is the
Caremark case. In this case, the Delaware
Chancellery decided that the board of
directors has fiduciary responsibility,
and is accountable for the actions of
individuals within the organization.

officers are current members of the
organization with other job responsibilities
such as the chief financial officer or the
chief legal officer. Also, there are several
other inhibitors that face the effective or
efficient establishment of a compliance
initiative. For example, lack of funding is
often a problem for those that are not
mandated by the federal government to
implement a compliance program.
Funding is scarce for all departments, and
compliance is not exempt.

A systematic approach
A systematic approach to establishing and
implementing a compliance program is
the best method. It is important to break it
down step-by-step. The first, and possibly
the most important, step in establishing an
effective program is obtaining true buy-in
from senior management. This is critical to
the success of any organizational initiative,

Achieving buy-in conveys to the entire
organization that senior management is
serious about compliance. It also makes it
easier to obtain the proper funding
necessary to begin the compliance initiative.
Understand from the start, compliance costs
money. However, it is important to stress
that, in the long run, it could save money-
not just for the obvious reasons such as
when the federal regulators audit you. To
gain an understanding of the various
processes and establish the proper controls
within the processes assists you in stream-
lining the processes within your organiza-
tion. This in many ways will save your orga-
nization money. Rework costs the organiza-
tion money. Thus, getting the bill right the
first time increases cash flow. Additionally,
as the process owners gain a true under-
standing of how their processes work and
develop self-monitoring techniques, it will
keep the process flowing efficiently.

Establishing a universe
The next step is to establish the proper
policies and procedures necessary to help
mitigate the risk of non-compliance. To
properly carry out this endeavor it is
necessary to understand the processes that
put the organization at risk. Identifying
the at-risk processes will be accomplished
through a sound risk assessment. Properly
identifying the processes could be the
most critical step in the approach. Failure
to effectively carry out this step could
render the entire plan ineffective.

Many policies are already in place.
However, in attempt to move the plan
forward the current policies are frequently
overlooked. Also, there is a potential that
existing policies are outdated. If this is the
case, the policies are ineffective. This of
course will weaken the implementation of
the plan.

The compliance culture
Another hurdle frequently encountered is
the daily drain of our every day activities.
Everyone is seems too busy for compliance.
Although on the surface this may appear
to be true, it is, in fact, a fallacy. This is
why education is critically important.
During the education process managers
must come to understand that compliance
must be part of the process, it is not an
add-on. In many cases organizations find
that reimbursements are low due to the
lack of understanding of the regulations.
As process owners become familiar with
the regulations, compliance can actually
become a revenue enhancer. Educating the
physicians, billers, and others involved in
the process will assist the organization in
attaining proper reimbursement.
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Internal audit:
the value-added approach
Internal Audit has been frequently assigned
the responsibility for compliance. Its
involvement has largely been due to the fact
that by adding compliance responsibilities
to audit, there is no additional cost to the
organization. Although this may not be the
best reason to assign compliance to internal
audit, it may be the best fit for the
organization. Internal audit is well versed at
reviewing policies and procedures, gaining
an understanding of processes, and
interacting with employees at all levels
within the organization, including the board
of directors.

Critical success factors
The true critical success factors in the
successful development and implementa-
tion of an effective corporate compliance
program can be summed as follows:

Obtain true buy-in. The key to obtaining
buy-in is to effectively sell how compli-
ance adds value to the organization.
Compliance causes efficiencies, and it is
critical to point out those efl’iciencies.  It
streamlines operations, which can
increase revenues.
Educate at all levels of the organization.
Stress the positive aspects of compli-
ance. Developing and implementing a
sound corporate compliance program
will be much easier, and in the long run
more effective, if all in the organization
understand that compliance will make
departments more efficient, and can
enhance revenue. Selling compliance as
a defensive tactic, or an eventual
government mandate, has proven
ineffective.
Develop a sound risk assessment.
Internal audit is well versed at developing
risk assessments. The risk assessment
will highlight the high priority areas.
Start with the high priority areas, gain
an understanding of the processes,
review the policies and procedures, and
determine the steps necessary to help
mitigate the risk of non-compliance.
Human and financial resources are
scarce. Departments must be trained to
complete self-assessments and become
aware of red flags that arise in instances
of non-compliance. This in fact
establishes a front line monitoring
process, and acts as an early warning

system. If concerns arise, Corporate
Compliance can be brought in for
further assessment.
When the monitoring processes are
established, proper and reasonable
sanctions should be developed. Current
processes, well-defined policies, and
education heighten the awareness of
compliance, thus making sanctions
reasonable.
Hold employees accountable. Managers
are responsible and accountable for
their departments. This can act as the
best tool for obtaining buy-in. The end
result of a review will be a more
productive department. What better way
to obtain buy-in than to make the
manager look good?

The steps to developing an effective
corporate compliance plan have been laid
out and published in many articles; and of
course, the Office of Inspector General
(OIG) has issued guidelines to assist in
establishing compliance programs. For
reference, see the Web site at
http:llwww.os.dhhs.govlprogorgloig.
Once the initial review has been completed,
and effective controls implemented into
the process, the possibility of errors
occurring and going undetected is
reduced.

Take a moment to look back at your
organization from a logical perspective.
What business are you in? What are your
true strengths and weaknesses? Start to
document your plan. Build on your
strengths. Review your weaknesses, and
prioritize.

Compliance is not accomplished in a
day. You need to review what you can,
continually solicit buy-in from managers
in high-risk areas, and teach to complete
self-audits. Continually remind managers
that accountability is with the department,
not the compliance officer, and establish
sanctions for those whose chose not to
comply. This approach will provide the
proper attitude and atmosphere within
your organization to establish and develop
an effective compliance program.
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