This structure dictates a highly technical and compliance-focused plan, ideally suited to the
Assurance and Operational Effectiveness practice of a Big Four firm. The goal is to embed
control into the process to enable efficient, reliable operations globally.

Here is the comprehensive action plan.

Comprehensive Action Plan: Global Process
Standardization and Internal Controls Overhaul

Section

Preamble/Role

Core Mandate

Objective

Compelling Why

Approach

Content

Senior Partner, Big Four Consulting Firm. The company is a decentralized
pharmaceutical manufacturer with inconsistent Procure-to-Pay (P2P)
processes across 15 global ERP instances, leading to SOX material
weaknesses and high costs due to manual, duplicated controls.

Design a comprehensive 12-month action plan for Global P2P Process
Standardization and a supporting Internal Controls Overhaul. The plan must
identify GAPs in SOX compliance, redesign processes to leverage ERP
controls, and implement a Continuous Control Monitoring (CCM) system.

Achieve 95% P2P process standardization across all key markets and
eliminate all identified SOX material weaknesses and significant deficiencies
by Q4 Year 1.

The strategic imperative is Risk Reduction and Audit Efficiency.
Standardization and automation are projected to reduce the cost of
compliance (audit fees and internal SOX labor) by 25% annually and
significantly improve fraud detection capabilities. The project transforms
control from a manual, reactive task to a proactive, automated
ERP-embedded function, reducing the P2P cycle time variance by 50% and
ensuring data integrity.

Phase 1: Compliance Gap Analysis & Risk Assessment (Months 1-2): Map
current state P2P processes and controls against SOX requirements. Identify
process deviations (exceptions) and quantify the risk of material
misstatement/fraud. Phase 2: Process Redesign & Control Definition (Months
3-5): Define the Global Standard P2P Process (To-Be), establish the
necessary ERP-embedded automated controls, and finalize the Revised
Internal Controls Matrix. Phase 3: System Configuration & Automation
(Months 6-9): Configure the ERP (e.g., SAP/Oracle) to enforce SoD
(Segregation of Duties) and automated controls. Deploy the CCM system and
build monitoring rulesets. Phase 4: Testing & Continuous Monitoring Rollout
(Months 10-12): Execute control effectiveness testing (SIT/UAT), achieve
management sign-off on the control environment, and fully operationalize the
CCM solution across all markets.
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Section

Organization

Processes &
Governance

Key Deliverables

Critical Risks &
Mitigation

Content

Internal Controls Committee (ICC): Chaired by the CFO and Chief Audit
Executive (CAE). Meets monthly to review compliance scores and approve all
process/control exception requests. Global Process Owners (GPOs) for P2P:
Senior VP-level business leaders responsible for enforcing the To-Be process
standard globally. Compliance/Audit Task Force: Dedicated PMO team,
including internal audit, IT security, and external consultants responsible for
CCM implementation and testing.

Control Self-Assessment Cadence: Implement a Quarterly Attestation Process
where all GPOs and Process Performers formally certify the effectiveness of
the controls under their domain, documented in the GRC tool. Process
Deviation/Exception Protocol: Implement a strict Zero-Tolerance Policy for
unauthorized deviations. All necessary exceptions must be formally logged,
approved by the ICC and GPO, and limited in duration. Continuous Monitoring
Workflow: CCM system generates alerts for control failures (e.g., SoD
violation, duplicate payment). Alerts are automatically routed to the
Compliance Task Force for investigation, root-cause analysis, and resolution
tracking.

Phase 1: Process Deviation Heatmap (quantifying cost/risk of exceptions),
SOX Material Weakness Remediation Plan. Phase 2: Global Standard P2P
Process Flowcharts (To-Be), Revised Internal Controls Matrix (linking ERP
controls to SOX risks). Phase 3: ERP SoD Ruleset and Configuration Audit
Report, Continuous Monitoring System Ruleset (automated control checks),
CCM Dashboard Go-Live. Phase 4: Final Control Effectiveness Testing Report
(Signed by CFO/CAE), 90-Day CCM Alert Remediation Report.

1. Process Standardization Impeding Regional Business Needs Risk:
Regional teams claim the standard process doesn't work locally. Mitigation:
Allow 5% of the process steps to be Regionalized Customizations, but only if
non-compliance is justified by Legal Mandate and the regional team funds the
cost of the additional control/audit overhead. 2. Lack of Budget for Control
Automation Risk: IT/Business Leaders view CCM as an OpEx increase.
Mitigation: Quantify and present the 3-year ROI of CCM by demonstrating the
reduction in external audit sampling and internal manual testing hours, making
the case for a lower TCO of Control. 3. Resistance from Management to
Implement Stronger Controls Risk: Managers resist SoD and tighter approval
workflows due to perceived bureaucracy. Mitigation: Use the CMM Alerts to
demonstrate the Risk of Fraud or Error in the current environment, linking the
new control directly to risk avoidance (i.e., protecting the manager's
reputation).
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Section

Change Management

Plan

Crucial Additional
Element

Content

Strategy: Communicate a Zero-Tolerance Policy for Non-Compliance
(mandatory) while emphasizing the Efficiency Benefit (what's in it for the
performer). Training: Implement 100% Mandatory Control Training for all P2P
performers and process owners, with a focus on why the ERP controls are
essential. Process Ownership: Embed formal Control Ownership and
adherence to the Global Process Standard as a Key Performance Indicator
(KPI) in Job Descriptions and Annual Reviews.

Methodology for Measuring Process Standardization Success: 1. % of
Transactions Adhering to the New Standard: Measured automatically by CCM
by tracking the % of transactions that follow the standard P2P workflow
without triggering an exception alert. Target >95%. 2. Variance in P2P Cycle
Time Across Regions: Measured as the standard deviation of the P2P cycle
time (from Requisition to Payment) across the 5 Tier 1 markets. Target a 50%
reduction in variance. 3. Compliance Credit Score: CCM-generated index
tracking overall control effectiveness and standardization.
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