40-Step Action Plan
For Setting up a Framework 
of Writing Policies and Procedures
PLAN OF ACTION


Management  
1. Show commitment to the Policies and Procedures Department by including statements in their vision, mission, strategic goals, and objectives about writing effective business processes, policies, and procedures; and about communicating, training, mentoring, measuring, improving, and achieving 100% compliance.

2. Assign a person or group to manage a policies and procedures function (department or role of an individual) who will be accountable for the policies and procedures infrastructure from analysis to implementation and from compliance to improvement.

Policies and Procedures Writer
3. Review the mission, vision, and business strategic goals of the organization. Compare these statements with those of the Policies and Procedures Department.
4. Identify a process, problem, issue, or concern that needs to be improved or documented. Select areas that might have high costs, long cycle times, errors, rework, or delays.
5. Start identifying business process owners, management sponsors, and primary user and customer contacts.

6. Define the high-level business process, scope, mission, objectives, and boundaries of the business process.

7. Establish a cross-functional team (if the organization is large enough to warrant a team; otherwise, a single person could serve this function) to study the business process and find at least three alternate solutions. Create a team charter, ground rules, and guidelines for the functioning of the cross-functional team. Set goals to know when you’re successful and when the team has completed the objectives.

8. Select a team leader --- the team leader is normally the policies and procedures writer. If the team leader is not the policies and procedures writer, the role of a facilitator should be assigned to the writer so he/she can remain accountable for the business processes, policies, and procedures.  
9. Provide team training (e.g., problem-solving, listening skills, and interviewing skills, as well as the use of continuous improvement tools like brainstorming, flow charts, Pareto analysis, control charts, run charts, scatter diagrams, and histograms).

10. Discuss a high-level overview of the business processes, issues, concerns, and challenges, and brainstorm ideas with the team members.
11. Challenge current assumptions and accepted business processes, policies, and procedures. Challenge the status quo.
12. Define internal interfaces and responsibilities.
13. Diagram the process flow using a flow chart format (e.g., MS Visio) to describe the relationships of all the activities in the business process.

14. Identify problem areas, discuss, and verify key causes. Document and rank the causes using the Pareto chart analysis quality tool.

15. Collect cost, time, and value data for future measurement purposes.

16. Observe the business process first-hand by “walking through” the various departments. Identify any new problems, or shortcomings, of the business process. Interview additional people as needed. Document any new findings and redraw your flow chart.

17. Identify short-term improvements to the business processes.
18. Concentrate on streamlining the business process and resolving differences.

19. Update the flow chart and write a summary of the tasks and activities from the flow chart.

20. Generate a new list of possible solutions.

21. Prioritize the new, or updated, solutions using the Pareto analysis quality tool and select the most significant solution.

22. Test the solution with the business process owners, management sponsors, and primary users and customers; identify any new issues and refine the solutions. Redraw the flow chart and revise the detailed business process flow as necessary.

23. Transform business process documentation and flow charts content into a draft policy or procedure using a standard writing format for policies and procedures.

24. Obtain approvals of the draft policy or procedure document from the cross-functional team, users, management, and other affected parties like customers or suppliers. Obtain final approval from senior management.

25. Establish a communications and training strategy.

26. Publish the approved policy or procedure.

27. Begin the communications campaign.

28. Conduct formal and informal training in accordance with the training strategy and the communications plan.
29. Create a review plan whereby policies and procedures are reviewed at least every three years; in some cases, the policies and procedures should be reviewed annually.
30. Establish a compliance plan for routine lean improvement activities.
31. Conduct continuous improvement activities using tools like checklists, control charts, histograms, or scatter diagrams to evaluate the effectiveness of the published policies and procedures.

32. Conduct systems audits to supplement the continuous improvement activities.

33. Conduct cost benefit analyses.

34. Collect business process data to verify that changes (from improvement activities) were effective and that they achieved the desired results.

35. Decide whether the changes were positive, or negative, and take the appropriate actions.

36. Create file folders (physical and/or electronic) to maintain the collected data, flow charts, and policies and procedures for process improvement efforts.

37. Re-evaluate the compliance plan, change any compliance methods as appropriate, and make preparations for continuing with the current compliance methods and/or start using the new list of compliance methods for the current business processes and published policies and procedures.
38. Communicate progress, throughout all of the above steps, to business process owners, sponsors, management, users, and customers. Broadcast progress about new or revised policies and procedures through methods described in the communication strategy.

39. Promote the activities and work efforts of the policies and procedures group (or function) through the use of a newsletter and other available communication methods.

40. Add the policy or procedure to the review plan to monitor changes in regulations, resources, culture, environment, or technology.
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