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Introduction by Gene DeLaddy
The healthcare industry continues to 
develop appreciation for the importance 
of an eighth essential element to an 
effective compliance program—a strong 
culture of compliance and ethics that 
permeates throughout the organization. 
Developing and sustaining a values-
based organizational culture does not 
happen overnight, but we can facilitate 
the process through an integrated audit 
program approach that reinforces the 
attitudes and behaviors reflective of a 
commitment to and emphasis on doing 
the right thing.

The challenges to achieving the benefits 
of program consistency are ever more 
important in the complex environment 
of a large multi-hospital system. The 
Carolinas Healthcare System’s (CHS) 
executive team is responsible for the 
nation’s third largest public healthcare 
system, with more than $4 billion in 
net revenue under management during 
2008. CHS is comprised of more than 20 
hospitals and approximately 250 other 
healthcare facilities, including physician 
practices, surgery centers, diagnostic 
centers, nursing centers and physical 
rehabilitation programs. Approximately 
1,100 physicians and 25,000 employees 
provide care for 2.7 million inpatient, 

outpatient and emergency department 
cases each year.

During the past several years, CHS 
has expanded throughout the region, 
bringing other hospitals, physicians 
and healthcare facilities under the CHS 
umbrella. The CHS Compliance and 
Internal Auditing teams make their 
expertise and experience available to all 
CHS affiliated clinical and administrative 
organizations, demonstrating not 
only their scope, but their breadth of 
knowledge, as well.

Our success in program consistency 
has largely been the result of program 
maturation and a shift toward an 
integrated approach for the areas of 
Internal Audit, Compliance and Privacy. It 
has been our experience that the Internal 
Audit department’s partnership and 
integration with the Compliance and 
Privacy functions optimizes all resources 
available to achieve our Compliance 
program goals. We believe it is essential to 
have a strong corporate program that can 
provide education, training, auditing, and 
monitoring at the appropriate level for 
each facility. 

Assistant Vice Presidents, reporting 
to the Chief Compliance Officer, 
direct each of the four Compliance 

Departments (Facility Compliance, 
Physician Compliance, Audit Services 
and Privacy). While each department 
maintains an individual identity within 
the organization, their alignment with 
the Chief Compliance Officer and the 
other Compliance Department colleagues 
assures maximized efficiency through the 
coordination of planning, organizing and 
the execution of the work plans across 
lines, thus avoiding duplication.

Defining Program Integration 

What do we mean by an integrated 
approach? A truly integrated effort among 
the key program areas of Compliance, 
Audit Services and Privacy typically 
evolves over time. Integration develops 
through the introduction of joint activities 
such as quarterly audit coordination to 
ensure complimentary approaches and 
increase awareness, as well as conducting 
joint audits. As a program moves toward 
broad integration, several benefits are 
realized:

Increased communication leads to •	
identifying areas where efforts are 
duplicated. 

Increased accuracy and operational •	
efficiency are achieved by eliminating 
these areas of duplication.

Decreased communication issues •	
resulting from conflicting messages 
going to managers.

Increased knowledge-sharing leads •	
to innovation and reduced waste 
by avoiding the reinvention of the 
wheel.

Figure 2 outlines characteristics of an 
integrated program in its three stages of 
maturation. 

Executive Summary
This article is a synopsis of a Carolinas Health System presentation by Mike 
Morrow and Katie Dever at the AHIA 2008 Annual Conference. The authors 
describe their audit and compliance program maturation at one of the nation’s 
largest public healthcare systems as shifting toward an integrated function of 
internal audit, compliance and privacy. They have seen the transformation increase 
communication, reduce redundancy, increase accuracy and efficiency while leading 
to innovation. Their approach has helped foster a consistently strong ethical and 
compliant culture throughout the fast-growing organization.
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Leveraging the Benefits

Once achieved, how can we best leverage 
our integrated program structure 
across a multi-facility system to reap 
these benefits of consistency? While 
certainly not exhausting the universe of 
effective methods for integrated program 
deployment, our program has benefited 
from the fundamental strategies below:

Develop and share tools and resources •	
for each program component, including 
policies, education materials, and audit 
tools. 

Broadly distribute a universal,  c

system-wide Code of Conduct. 
Make this a living document that 
represents the organization’s 
culture of compliance and ethics 
by referencing it frequently in 
education sessions. Incorporate 
elements of all three programs 
in the Code, emphasizing the 
importance of Compliance, 
Privacy and Internal Audit to the 
effectiveness of the Compliance 
Program. 

Develop common self-monitoring  c

tools and action plans by 
functional area for use by all 
entities across the system. 
Provisions regarding applicability 
of each element can be made to 
accommodate each entity’s scope 
and size, but a shared template 
of core elements promotes 
consistency. Additionally, 

fundamentally similar action 
plans and self-monitoring allows 
for comprehensive trending and 
comparisons across the various 
facilities within a System. 

Designate compliance representatives •	
throughout the organization

The Carolinas HealthCare System  c

compliance matrix model taps 
into the involvement of over 450 
people across the organization, 
representing all facilities and 
identified high-risk functional 
areas. The privacy program utilizes 
a similar model to deploy the 
privacy function. 

Clearly delineate the scope and  c

responsibilities of each program 
component so that everyone 
knows their role and the resources 
available to them. Be sure, 
however, to build in flexibility 
where areas of overlap exist.

Create open lines of communication•	

Establish a regular schedule for  c

meeting with representatives 
throughout the organization. Use 
these meetings to disseminate 
information on the general 
compliance environment as well 
as the organization’s internal 
compliance environment, 
updates to pertinent laws and 
regulations, modifications to the 
program’s structure, and valuable 
opportunities for education and 
information sharing.

Promote the use of ad hoc inter- c

departmental communication—
pick up the phone to ask 
questions and share relevant 
insights. Document conversations 
and advice given to create 
a database of guidance and 
decisions.

Create a standard mechanism and process •	
for reporting concerns.

  c A centralized reporting repository 
ensures that information is easily 
accessible for each program 
component’s authorized staff, 
and reduces duplication of effort 
and miscommunication when 
responding to concerns.

Employees across the organization  c

know to expect a consistent 
response when engaging with the 
program, which helps to promote 
a more pervasive culture of 
consistent compliance and ethics.

Conclusion

Given the ever-changing environment 
of the healthcare industry, large multi-
hospital systems face unique challenges 
to achieving the benefits of audit and 
compliance program consistency. Benefits 
of program consistency and integration 
include increased operational efficiency, 
innovation, consistent communication, 
and the facilitation of a pervasive culture 
of compliance and ethics across the 
organization. Several tools and methods 
can be developed and deployed to 

               Figure 1
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overcome the challenges along the way to 
program integration. 

We understand that an integrated program 
only works if the organization’s culture 
fosters this type of relationship at all 
administrative levels. Some organizations 
may choose to implement different 
models for a number of reasons, including 

organizational culture or the size and scope 
of the program. No matter which strategy 
an organization deploys, an underlying 
theme among them should be ensuring 
consistent messaging and accessibility 
of materials. It is imperative to promote 
communication across facilities, functional 
areas, and the program components of 
audit, compliance and privacy. 

The authors thank Liz Tompkins, Compliance 
Manager, Carolinas HealthCare System, 
for compiling this article based on their 
presentation, “Achieving Consistency in 
Your Audit Program at a Large Multi-
hospital System,” given during the 2008 
AHIA Annual Conference in Denver, 
Colorado. 
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