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As with any project that requires many resources across multiple hospital departments, it is important that you start with a project
plan, understand the scope of the project and have a completion deadline in mind that is clearly communicated to all staff
involved in the project. Policy review and organization is not the most exciting project, yet something that needs to be done. While

an organization should ensure sufficient time be given for getting everything done and done right, you don’t want to make it take
longer than is absolutely necessary.

THE IMPLEMENTATION PROJECT CAN BE BROKEN DOWN INTO THESE 8 MANAGEABLE STEPS:

STEP 1 Organize Policies & Procedures STEP 5 Establish Review Dates
STEP 2 Document Clean-up STEP 6 Prepare for upload
STEP 3 Develop Structure & Organization STEP 7 Upload / User Training
STEP 4 Determine Responsibilities STEP 8 Go Live
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Step 1:

ORGANIZE POLICIES & PROCEDURES

The first step in the process deals with identifying the scope of the project and initial organization of documents.

The effort and time this step will require depends on how your policies are managed currently. If your

organization uses an electronic repository for your current documents - even if it is a centralized collection of
folders on a shared drive or a web-based repository of links - you are off to a good start. On the other hand, if
your policies are in paper binders or spread across departmental computers, you may need to allow for more

time to complete this step.
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a Initial “Demo /Preview” Session.
It is usually extremely helpful to schedule a short demo/system review session with the vendor and all
stakeholders in the project right at the inception of the implementation phase. Having your vendor
demonstrate the solution to all staff that will be involved in the system implementation will help get

everyone on the same page, and ensure there is a shared “vision” of the final results. This demo/review

session should not focus on specific functionalities, but rather provide a general overview of the system.

b @ Organize Policies and Related Documents into a Single Location.
Typically this means creating a shared network folder with an initial subfolder hierarchy organized by

department or a functional area of the hospital and moving copies of policies into these folders
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Come Up With an Initial List of Policies

The goal of this task is to get a general handle on the total number of documents that will need to be
reviewed. Although quite often it is sufficient to get file counts in the centralized folders, some
organizations go one step further and create departmental or organization-wide spreadsheet(s) identifying

documents that will need to be uploaded. Knowing the scope of the project will help you determine
efforts, resources and deadlines for the project.

Identify Duplicates

More often than not you will have multiple copies of the same or similar policy in more than one department.

Identifying duplicate policies in the initial stage of the policy implementation process will help to reduce the number
of documents you will need to upload and configure in the new system.

Identify Missing Documents

Lastly, as each department goes through an inventory of their policies, missing policies will likely be identified.
Whether a policy is missing altogether, or the source document cannot be found should be noted so it can be
addressed accordingly in later stages of the implementation process.
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Step 2:

DOCUMENT CLEAN-UP

Individual files need to be cataloged, reviewed, and potentially fixed. The work needs to be assigned to correct
authors. The internal project manager should be keeping track of progress for each department and ensure tasks
are completed in a timely fashion. The project manager should identify and clearly communicate objectives,
timeline, templates, naming convention, and any other applicable directives and decisions to all staff involved in
this step. Also, before this step can be started, the Project Manager, should work closely with the vendor to

develop tracking tools, spreadsheets and other methods for cataloging updated policies and procedures
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TYPICALLY THE SPECIFIC TASKS COMPLETED IN THIS STEP INCLUDE:

aQ Developing and communicating correct document @ Authoring of missing policies.

template.
b Identifying document authors. f Reviewing and merging duplicate policies.
C Identifying document revision dates. g Utilizing correct naming conventions for

updated policies.

d  Updating individual documents to ensure both
the content and the proper templates are in

place.

HealthStream®
Policy Manager



3

Develop

A Structure for Policies

HealthStream®

Policy Manager



Step 3:

DEVELOP A STRUCTURE FOR POLICIES

As the document identification and initial clean-up is underway, the hospital should start designing a general
architecture for organization of documents in the new automated system. The policy system implementation

process is a great opportunity to take a step back and review the most efficient ways to organize and navigate to
hospital’s policies and procedures.
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AS YOU START DRAFTING THE ORGANIZATION OF DOCUMENTS FOR YOUR
ONLINE REPOSITORY, YOU WILL NEED TO ANSWER
THE FOLLOWING QUESTIONS:

QU ESTION Who will need access to what types of policies
and procedures?

QUESTION What documents are referenced most often?

QUESTION Are there any specific standards, regulations, or maybe
internal improvement initiatives you need to follow and will
they affect how your documents need to be organized?

HealthStream®
Policy Manager

As you review these questions, start drafting the
layout for your document repositories. It may include
separating your Clinical from Non-Clinical policies and
procedures, creating a standard set of sub-folders for
each department that separate policies from forms
and protocols, moving your hospital-wide policies or
environment of care policies to separate folders, etc.
In terms of shared policies, make sure that you
identify if any “shortcuts” need to be created to
provide quick access to the same policy without

having to manage duplicate documents.

Your new policy and procedure system vendor should

be able to assist you in providing best practices

feedback and proven approaches that work for

hospitals of your size.
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Step 4:

MAP THE PROCESS & ASSIGN ROLES

Once your documents are identified, reviewed, named and cataloged correctly, and you have established an initial vision
for how your documents should be organized, you should move on to reviewing approval workflows that your documents

will need to go through.

Different types of policies, procedures or forms will follow different approval paths. Clinical policies may require multi-step approvals that
include subject matter experts’ reviews, department head approval, and approvals from various clinical committees. Administrative policies
often need to have a stamp of approval from someone from the hospital’s leadership team. Many departmental policies often need to be

reviewed by department directors only.

In addition to the approval requirements, you may also want to review your organization’s policy read acknowledgement requirements for
new or revised policies. Also, there may be specific notification requirements for policies, procedures or forms requiring periodic reviews or

revisions.
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MAP THE PROCESS & ASSIGN ROLES

As you review your approval requirements, it is recommended that the Project Manager facilitates meetings
with department heads and other stakeholders to brainstorm your team’s findings.
You may find out that some documents currently undergo overly complex and unnecessary approvals while

approvals on other documents are insufficient.
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Step 4.

MAP THE PROCESS & ASSIGN ROLES

Your policy and procedure vendor should be able to support your review and cataloging of review requirements by providing
tools and worksheets to best document your specific approval requirements. Also, your vendor will likely use this information to

assist with mapping of these processes into your new automated policy and procedure system later.

The approval workflow mapping step is one of the more time consuming steps in the process. However, once you go through
this once, likely you will only need to make slight tweaks later. Also, once this information is mapped into your policy and
procedure system, the system will route the documents automatically. Finally, many departments and document sections utilize
similar approval steps. Therefore, often you need to define the general approval workflow for that specific section or

department and you don’t need to configure individual documents separately.
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Step 5:

EFFECTIVE & N EXT REVIEW DATES

As you continue your document repository clean-up, you need to ensure correct review date requirements
are mapped to your policies and procedures. An automated policy management system will send
documents through an approval workflow automatically when a revision is due. But this process cannot

be triggered if the next review and reminder due dates are not properly configured.
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1 Berealistic with your upcoming review dates. Our recommendation is that your spread your review dates
throughout the year so the workload for each reviewer, author or approver is manageable. Even after you

have moved to an automated policy and procedure system, a human being will need to be involved in each
step of the revision and review workflow.

Make sure to plan accordingly.

2 | Insome cases, hospitals decide to “postpone” some of the clean-up work until after the system is live. In
these situations, documents are uploaded into an automated repository even though some of the tasks in
Step 1 are skipped. The next review/revision is used for document owners to clean-up documents. If you
decide to take this approach, make sure you don’t fall into the same traps that caused your staff not to be

able to properly clean up documents in the first place by creating overly aggressive review dates for these
documents.
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Step 6:

PREPARE FOR UPLOAD

Once your documents are identified, organized and reviewed you can start scheduling an upload of the
documents into your new policy management system. The timing of the upload is critical to the success of
the project. It is best to avoid a situation when policies will need to be managed and revised in both your

old repositories and the new system.
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Prior to the upload, it is recommended that a final validation of documents is completed to ensure all
aspects of the preparation steps 1 thru 5 have been completed. It is best to involve your policy and

procedure system vendor to help in this validation process. It typically includes:

1 Ensuring the policies are properly organized info a folder structure that will closely mimic organization of

documents in the new automated policy and procedure repository as defined in Step 3.

2 | Reviewing of document attributes that will need to be uploaded along with the documents, such as:

Q File naming / document title C Effective, review and reminder dates

b  Designated location of document d Responsibilities assignments/workflow mapping
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Step 7/:

UPLOAD & USER TRAINING

The upload step encompasses:

1 | Physical transfer of documents into the automated policy and procedure repository
2  Upload verification

3 | User Training
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Step 7/:

UPLOAD & USER TRAINING

Typically the upload task will be completed by your system super users or your vendor, depending on how
the implementation responsibilities are defined. If documents are correctly prepared the upload tasks can
be completed in a matter of a single day or few days — depending on number of documents and

complexity of configurations and settings.

Once the documents have been uploaded, you need to allow time for upload verification and validation

tasks. Usually a spot-check verification is sufficient.
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GO LIVE

If your organization followed the steps outlined in this guide, the system Go Live should be a non-stressful event.

Typically, the Go Live includes enabling organization-wide access to the system and is considered a “Soft” Go Live.

If your new policy and procedure management system is a web-based platform, likely you will want to configure a quick link to the policy

and procedure repository from your Intranet site. If your policy and procedure repository and Intranet are fully integrated (such as the

Policy Manager Intranet and policy and procedure System) the policy and procedure functions should seamlessly integrate with the rest

of your Intranet including notifications, search and reporting mechanisms.

It may happen that even with the best project manager and vendor support you may be forced to Go Live before you had a chance to

prepare all of your policies and procedures for the conversion to the new system, due to conflicting deadlines, resource allocation issues,

upcoming audits, or other external factors.
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If that is the reality that you are facing, we recommend to follow these guidelines to ensure the project

doesn’t lose its momentum.

1  Upload all policies and other documents that have undergone cleanup and preparation.

Upload documents for departments and sections that haven’t been properly approved. It is better to have all
documents in the new repository, even if some are not fully reviewed, than having your users continue accessing

multiple systems and repositories for policies and procedures.

3  For documents that require further clean up:

d Make sure to assign owners to these documents

Set the next revision date for as soon as it realistically achievable to have

the documents reviewed and re approved throughout the system.
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If you have followed the steps outlined in this guide, once you have gone live with the new automated policy
management system, and assuming the system meets your organization’s needs, the system should ensure the policies
are properly reviewed and approved going forward. However, human involvement will still be necessary, and it is
important to maintain support from the hospital leadership team to ensure the staff doesn’t fall back into old ways. The
staff needs to be continuously trained and reminded to complete required tasks based on notifications generated by the
system and a designated person or committee needs to periodically review system reports to ensure the tasks are

completed in a timely manner.

Feel free to contact us at Policy Manager if we can be of any assistance in your policies and procedures

automation process.

CONTACT US
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