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Service Description: Implementing a
System

DOC-133 Process Diagram - Implementing a System

1. Overview

Purpose:
Provide a streamlined, end-to-end approach to adopting any chosen system—from initial
stakeholder engagement to full implementation and ongoing improvement.

Scope:

Applicable to all functional areas within the organization involved in achieving, meeting, and
sustaining compliance or certification requirements.

Key Benefits:

Unified, methodical approach to system implementation
Enhanced clarity and stakeholder alignment

Proactive risk management and continuous improvement
Consistent, measurable outcomes across the organization

2. Service Objectives

Define Engagement Goals:

Clearly articulate the purpose of the implementation, the targeted outcomes, and
performance measures.

Ensure Methodological Rigor:

Develop an implementation plan that addresses gaps, risks, and opportunities to achieve
full compliance.

Drive Continuous Improvement:

Establish feedback loops and regular evaluations to refine processes and sustain
long-term benefits.
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3. Service Scope and Components

Inclusions:
e Comprehensive project initiation, gap analysis, and risk assessment
e Formal planning with updated policies, procedures, and training materials
e Execution of revised processes with established monitoring and evaluation
e Ongoing improvement cycles to maintain system compliance

Exclusions:

e External certification fees or extended consultancy beyond the agreed engagement
scope

4. Process Overview

Step 1: Initiation & Stakeholder Engagement

e Define the project scope, timeline, and objectives
e Identify key stakeholders and establish communication channels
e Assign roles and responsibilities for the implementation

Step 2: Gap Analysis & Mapping

e Conduct a baseline assessment of current processes versus system requirements
e |dentify and prioritize gaps based on risk and impact
e Document findings in a detailed gap analysis report

Step 3: Risk & Opportunity Assessment

e |dentify potential risks that could hinder successful implementation
e Evaluate risks based on likelihood and impact
e Develop strategies to mitigate risks and capitalize on opportunities

Step 4: Planning & Documentation

e Create a formal implementation plan outlining required actions, milestones, and
resources
Revise policies, procedures, and work instructions to align with new requirements
Prepare training materials and documentation controls for ongoing compliance
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Step 5: Implementation

e Execute the implementation plan, ensuring proper allocation of resources
e Pilot test new or revised processes and provide training to all relevant staff
e Communicate changes and ensure feedback is captured for fine-tuning

Step 6: Monitoring & Evaluation

e Conduct internal audits, performance reviews, and risk status assessments
e Track key metrics and gather stakeholder feedback
e Report progress and performance findings to management regularly

Step 7: Continuous Improvement

Review outcomes and lessons learned to validate process effectiveness
Formalize best practices and update documentation as needed

Ensure readiness for external audits or certification assessments through ongoing
improvements

5. Key Outputs & Deliverables

Project Charter & Scope Document

Gap Analysis Report & Updated Procedures

Risk & Opportunity Register with Mitigation Plans

Formal Implementation Plan & Training Materials

Internal Audit Reports & Performance Metrics

Improvement Action Plans & Certification Readiness Documentation

6. Roles & Responsibilities

e Project Lead/Implementation Team:

Oversees the entire process, manages resources, and ensures timely communication

and resolution of issues.
e Stakeholders (Management, Dept. Heads, SMEs):
Provide strategic input, validate changes, and support risk/opportunity strategies.
e Operational Staff:
Execute revised procedures, attend training, and incorporate feedback into daily
operations.
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e Auditors & Evaluators:
Conduct reviews, measure performance, and recommend corrective actions to ensure
compliance.

7. Performance Metrics & Success Factors

Success Factors:

Early and transparent stakeholder engagement
Comprehensive gap closure with integrated risk management
Efficient process implementation with systematic monitoring
Continuous improvement through regular feedback and audits

Key Metrics:

Timeliness of gap resolution and process updates

Percentage of risks mitigated within target timeframes

Stakeholder satisfaction and audit compliance scores

Improvement in process efficiency and effectiveness over successive cycles

8. Supporting Systems and Resources

e Technology Platforms:
Use project management and document control systems for scheduling, monitoring, and
maintaining compliance records.

e Standardized Templates & Checklists:
Ensure consistency across gap analyses, risk assessments, implementation plans, and
internal audits.

e Training & Development Programs:
Provide ongoing professional development to facilitate continuous improvement in
implementation practices.
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