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Would you be surprised if I told you we perform gap assessments in our daily lives? Take, for
example, meal planning. You determine what you are going to eat for the week, identify the
ingredients you will need, find out which of the ingredients you have already, make a list of
the additional ingredients needed, and then go grocery shopping.

A gap assessment (or gap analysis) is a comparison between the current state and the desired state. The
difference between the current state and desired state are the gaps. Once gaps have been identified, they should
be documented, shared with management and appropriate stakeholders, and remediated by the appropriate
personnel.

In the meal-planning example, the desired state is having all the recipe ingredients you need to make your meals
for the week. The current state is the ingredients you already have in your home. The gaps are the ingredients
you need to make the meals but you do not have on hand. The documentation of the gaps is the grocery list. And
the remediation takes place when you buy the missing ingredients at the grocery store.

Five uses of a gap assessment
Gap assessment can be performed for a variety of circumstances. I have used them in several ways and have
gained valuable information each time. Let us look at five uses of a gap assessment.

To determine whether your compliance program is adequately designed
Title 9 of the U.S. Department of Justice Justice Manual states, “critical factors in evaluating any [compliance]
program are whether the program is adequately designed for maximum effectiveness in preventing and detecting
wrongdoing by employees and whether corporate management is enforcing the program or is tacitly encouraging

or pressuring employees to engage in misconduct to achieve business objectives.”[1] Additionally, the manual
states that to determine whether a program is well designed, the “prosecutor should consider the
comprehensiveness of the compliance program.”

While the Evaluation of Corporate Compliance Programs recommends a risk assessment be performed to determine

whether an organization is adequately designed,[2] a gap assessment can be an important step before the risk
assessment.

Here’s why: No two organizations face the same sets of requirements. A compliance program that is adequately
designed for one organization may not be adequately designed for another. To determine what “adequately
designed” means to your organization, you need to consider the services you provide, your customers, and
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applicable laws and regulations. Do you use offshore resources? Are you a federal subcontractor or do you receive
Medicare or Medicaid payments? Are you a covered entity or a business associate? Answering questions like these
will help establish applicable requirements.

Once you have determined your requirements, you can perform a gap assessment to determine what gaps exist
between requirements and your current program. After gap remediation and once your controls have begun
operating within your environment, you can perform an accurate risk assessment to ensure the remediation put
in place is appropriate and is meeting the needs of your organization.

When you are new to the organization
Starting a new job at a new organization can be daunting. There is so much to learn and absorb. While employers
have new-hire training programs in place, the training program most likely will not teach you everything you
need to know about compliance within the organization. A gap assessment can be used to understand what
requirements the organization has in place, identify how the organization is currently meeting requirements,
and whether there are any gaps in meeting the requirements. It gives you a formal process for learning about the
organizational requirements and using the information in a real and meaningful way.

When you are a part of a merger or acquisition
When your organization acquires or merges with another organization, each organization may have different
controls in place, or controls implemented differently. The gap assessment process can help you identify
compliance requirements, or other sets of requirements, under the new organizational structure. Through the
gap assessment, you can systematically document the existing controls and determine whether there are any
gaps.

To prepare for new regulations or requirements
Are you considering exporting goods or services? Are you expanding offerings to the European Union? Such
changes affect your compliance landscape. If your organization is considering expanding services or tapping
new markets, you need to be aware of compliance implications these changes will have on your current program.
Through the gap assessment process, you will identify and document the requirements the new service or market
will bring to your organization and assess what you may already have in place. It is possible your current
processes may meet some of the new requirements or can be modified to meet the new requirements. The gaps
identified can be used to create a list of tasks that can be incorporated into a project plan to bring your
organization to compliance with the new service or market segment requirements.

To improve the maturity of your program
A compliance program maturity model is a tool that is used to measure program maturity. There are various
compliance maturity models available. Each model may have different terminology, but in general, maturity
levels range from ad hoc or incomplete to optimizing. Ad hoc or incomplete means the program is not formalized
and processes are not repeatable. Optimized means the program is in a continual improvement state and is agile
and can anticipate needs. To perform a maturity model gap assessment, you use a compliance program maturity
model as the framework you are measuring against, determine the maturity you want to achieve (desired state),
identify where your program currently falls on the model (current state), and assess gaps that exist between the
two states. Remediation of the gaps increases the maturity level of your organization.
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