Executive Summary: Program Evaluation


This summary sets out the rationale for the attached compliance program evaluation.  As you know, our model compliance program can be broken down into discrete elements as defined by the recently updated federal sentencing guidelines:


●
Risk Assessment
●
Clarification of Responsible Parties and Roles

●
Adequate Standards and Procedures

●
Effective Program Oversight

●
Awareness, Education and Training
●
Lines of Communication

●
Monitoring and Auditing

●
Enforcement

●
Corrective Action

Goal: Identify and manage how the University’s compliance programs are working. Receiving reliable information from those most knowledgeable in each compliance risk area is the most effective way to accomplish this.  Accordingly, our compliance evaluation should meet the following goals:

Leadership Oversight:  Leadership has an obligation to oversee the program. Responsible executives must have accurate information of what is happening in each of the foundational elements, and to assure that someone is effectively meeting each of these elements within the organization.

Alignment of Priorities and Resources:  The University should assure that it is using available compliance resources as effectively as possible.  Evaluating each element, in each risk area, facilitates more efficient use of resources.  It does so on two levels.  First, by evaluating the compliance concerns/program “health” in each compliance area, leadership is better equipped to identify truly institution-wide needs across areas.  This is better than relying on the individual arguments of compliance “silos.”  Second, this evaluation can improve resource alignment within a particular risk area.  It should help identify particular program weaknesses in a more systemic way.

Compliance Planning/Workplans:  A compliance evaluation provides, along with other information, a basis for management to more rationally incorporate compliance into workplans.  It sets the foundation for identifying priorities and working with responsible parties to come up with solutions to those priorities.

Institutional Compliance Risk Assessment and Baseline:  An initial evaluation, based upon the nine elements, helps the institution meet the federal guidelines’ express requirement for a compliance risk assessment.  In many ways, a risk assessment is really evaluating how well we are meeting each of the program elements.  For the same reason, an evaluation provides a baseline from which to evaluate and ensure progress for the program.

Compliance Education:  A thoughtful evaluation of each program element serves as an exceptional educational process.   Learning about, and applying, each program element to a responsible party’s area of oversight responsibility teaches that party about current compliance “best practices.”  To the extent that party relies on others within the risk area to complete the evaluation, this education is distributed within risk areas to others with significant compliance roles.

Nine-Section Compliance Program Evaluation
Section 1
Compliance Area:______________________________________

Name:_______________________________________

Date:__________________________

Please attach your answers to the following questions:

1. Structural:  
A. Describe your responsibility for compliance oversight in your area.  Is this responsibility specifically described in any documents, and if so, where?  Please provide links or copies.
B. Do you have any formal process to determine whether resources have been correctly allocated to support compliance activities in this area?  In other words, have you examined the time, money, staff, etc. used for compliance activities in your area, and whether these resources are appropriately balanced?  If you have a process for examining this,  please describe it and attach the results if you have them.
2. Current Matters:

Concerns:

A. What do you believe are the top five most significant compliance risks/concerns that need attention relating to risks within your described area and why do you believe these are the most significant?
B. What do you believe the University should do to address these?
C. Do you track compliance-related incidents or breakdowns, and if so how.  If not, why not?  

Success:
D. What do you believe has been the biggest success in managing a compliance risk in your area?

E. What do you believe made it successful?

Nine-Section Compliance Program Evaluation
Section 2
Compliance Area:______________________________________

Name:_______________________________________

Date:__________________________

Please attach your answers to the following questions:

Program Features:

3.  Risk Assessment:  
A. Do you regularly identify, assess and prioritize your compliance risks in your area (this is called a risk assessment)?  If yes, describe how, who is involved in the process and the frequency it is done. 
B. Is your risk assessment documented?  If so, please attach the relevant document(s).
C. How do you identify new laws, regulations, or activities that create or change compliance risks in your area?  How do you incorporate these into your oversight system?

D. How have you incorporated your risk assessment into how the University manages risk (e.g. adequacy of policies, procedures, education, monitoring, etc.)? 
Nine-Section Compliance Program Evaluation
Section 3
Compliance Area:______________________________________

Name:_______________________________________

Date:__________________________

Please attach your answers to the following questions:

4.  Compliance Roles and Responsibilities:  
Oversight:
A. Who are the key employees responsible for oversight of your compliance risks, and what are those employees’ specific oversight responsibilities?  If possible, list specific names.  If not, describe by position or title.
B. How do you know whether these individuals have the qualifications and skills to effectively oversee these areas?

Operations:
C. Are roles and responsibilities for your significant risks documented?  If so, where?

D. How have compliance responsibilities been assigned for this area across the institution, if at all?
E. What are the biggest challenges you see for establishing clear roles and responsibilities for your compliance risks, and what should be done to address those challenges?
Nine-Section Compliance Program Evaluation
Section 4
Compliance Area:______________________________________

Name:_______________________________________

Date:__________________________

Please attach your answers to the following questions:

5.  Program Oversight:  
A. Who is responsible for reporting compliance concerns to you? 
B. Do you receive all the information you would like about compliance activities and concerns in you area?    If not, what should be done to ensure you have this information?  
C. How are compliance concerns in your area communicated to senior management?

D.
Do you provide a formal compliance report to leadership?  Of so, to whom, and how often.

Nine-Section Compliance Program Evaluation
Section 5
Compliance Area:______________________________________

Name:_______________________________________

Date:__________________________

Please attach your answers to the following questions:

6.  Standards, Policies and Procedures:  
A. Does the University have adequate policies or procedures to address your compliance risks?
B. What, if any, specific additional policies or procedures should be developed in your area?  Should any be eliminated?
C. What improvements to policies or procedures relating to your risk areas would you like to see, and why?

D. Do you believe the compliance-related policies in your area have been effectively implemented?  If not, which policies do you believe have not been effectively implemented?  What do you think should be done to correct this?
E. What policies present the greatest challenge to you, and why?  
F. What (if any)  policy/procedure has been most effective for you, and what do you think made it effective?

Nine-Section Compliance Program Evaluation
Section 6
Compliance Area:______________________________________

Name:_______________________________________

Date:__________________________

Please attach your answers to the following questions:

7.  Awareness, Education and Training:  
A. How are employees and others who need to know compliance rules/policies for the compliance risks in your area identified?
B. Do certain employees (or others) need to have specific training for any of your compliance risks?  If so, how do you know if the training has occurred?  Do you conduct any audits to verify the training was provided?  Using your best judgment, approximately what percentage of those you believe need training would you say have actually received it for the risks in your area?
C. What is the biggest challenge the University has to effectively educating responsible parties about their compliance responsibilities, and what do you believe should be done to address that challenge?
D. What (if any) do you believe has been the most effective training, education, or awareness activity addressing any compliance-related issue in your area, and what do you think made it effective?

D. Do you believe the institution has effectively communicated its commitment to ethical conduct and compliance to employees and other interested parties?  If not, what should be done to make ethical conduct and compliance an institutional expectation?

Nine-Section Compliance Program Evaluation
Section 7
Compliance Area:______________________________________

Name:_______________________________________

Date:__________________________

Please attach your answers to the following questions:

8.  Communication: 
A. How do people report concerns about compliance activities in your area?  Is this method effective?

B. How are compliance issues communicated to other interested parties for your compliance risks?  For example, if a new compliance concern is identified, how do the right people find out about it and address it?  Is this process effective?
C. Who is responsible for making sure that communication regarding compliance concerns takes place?  
D. If you believe compliance issues are not effectively communicated, how could the University more effectively communicate them for your risk area.
Nine-Section Compliance Program Evaluation
Section 8
Compliance Area:______________________________________

Name:_______________________________________

Date:__________________________

Please attach your answers to the following questions:

9.  Monitoring and Reviewing:  
A. Describe what is done to ensure rules, laws and policies are followed and violations are detected for your significant compliance risks—in other words, how do you (or others) know the rules and policies for your compliance risks are being followed throughout the institution?
a. Who is involved in monitoring of your compliance risks?

b. What is done?

c. Where are the results recorded?

d. How are those results communicated to relevant parties?

B. Do you do any trend analysis of compliance-related questions, concerns or reports?  If so, describe what data you track and how you do the analysis.
C. Do you believe these assurance measures are adequate?  Too much?  
D. Are there any risks in your area you believe we are “over” monitoring?  If so, what should be eliminated or reduced?
E. What are your biggest challenges to effective monitoring, and what should be done to address these challenges?
Nine-Section Compliance Program Evaluation
Section 9
Compliance Area:______________________________________

Name:_______________________________________

Date:__________________________

Please attach your answers to the following questions:

10.  Enforcement:  
A. Who has authority to enforce the compliance rules for your area once an issue is identified? 

B.  Are there any compliance issues in your area where you believe the parties who are supposed to enforce rules lack real or perceived authority to do so?  If so, what do you think should be done to correct this?
C. Describe the process for making sure that rules and policies are enforced for your compliance risks once an breakdown is detected?  
D. What are the University’s challenges to ensuring that its rules and policies are consistently and fairly applied for your area?  
E. What should the University do to address those challenges?
11.  Corrective Actions:  
A. How do you know whether identified compliance breakdowns for your compliance risk area are fully corrected?  
B. How do you determine whether a particular breakdown requires systemic action (e.g. a change to policy or practice, more education, additional monitoring)?  
C. What do you think is the most effective way for the University to track compliance trends and communicate serious breakdowns or concerns to the Compliance Oversight Committee?
12.  General Observations:  
A. What do you see as your biggest challenges to having an effective compliance program in your area (as indicated by the nine elements)
, and what do you think should be done to address those?  
B. What are your biggest compliance concerns (if you have not already set these out in your answers to the preceding questions)?
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� These elements are listed in Attachment A.
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