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When your process doesn't match your procedures
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We’ve all been there. You are involved with an audit (internal, external, regulatory), and the examiner asks for
someone to explain how a process is supposed to work—and then you discover the actual process doesn’t match
your documented procedures. Or better yet, the last time the procedures were updated, they referenced saving all
information to a floppy disc at the end of the day.

At the onset, procedures are developed to document how a task or activity should be performed. It is the central
document that associates refer to in times of confusion, and it is incorporated within the onboarding process.
Over time, our attention shifts to other pressing matters, and the documentation becomes outdated. It’s an
unfortunate situation, but very common within the realm of our daily work activities. Reviewing your business
procedures is not done frequently enough, and usually happens the week prior to the audit. Compliance should
implement a governance program, in partnership with the appropriate internal stakeholders, to ensure a review
is happening on a recurring basis.

Standard operating procedures
As a compliance officer of a third-party administrator that provides policy administration for insurance and
financial services companies, I make it a priority to partner with our clients to review and make updates to our
standard operating procedures (SOPs). The SOPs are a set of step-by-step instructions developed to educate and
train our associates on the specific steps they must follow to perform their routine business activities.

SOPs aim to achieve efficiency, quality output, and uniformity of performance, as well as reduce
miscommunication to enhance your ability to comply with industry regulations. The updates to the SOPs are
usually driven by regulatory change, recommendations from a risk assessment, fraudulent activity, budget
allocations, associated vendor solutions, and staffing changes. Updating your procedures allows you the
opportunity to align your documented process to mirror the actual steps your associates use.

A pillar of our compliance program involves performing an assessment of a process or procedure to see if what
we “say we do” actually matches the documented SOP for our business operations. Annually, we conduct
business process assessments to review a common SOP across all of our administrative clients, looking for
opportunities to improve and standardize our procedures.

The assessment begins by requesting the most current version of the SOP and comparing it with the process our
associates are executing. This comparison allows us to identify any deviations from the procedures that should be
recalibrated through training, or it exposes the areas of the SOP that need to be updated. Our next step involves
developing subjective questions, based on the comprehensive information, that would allow us to compile and
compare the responses. After this is completed, we interview the department managers responsible for the
process to confirm the responses and address any outstanding concerns. The final step involves comparing our
responses to industry best practices, drafting a summary of our recommendations, and then sharing it with the

Copyright © 2024 by Society of Corporate Compliance and Ethics (SCCE) & Health Care Compliance Association (HCCA). No claim to original US
Government works. All rights reserved. Usage is governed under this website’s .

- 1 -

Terms of Use

https://compliancecosmos.org/cep-magazine-january-2020
https://compliancecosmos.org/when-your-process-doesnt-match-your-procedures
https://www.hcca-info.org/terms-use
https://www.hcca-info.org/terms-use


corresponding department managers. The assessment is designed to validate a process and offer areas for
improvement.
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