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1CHAPTER ONE

What Happened

T HINK BACK FOR A MOMENT. Do you even remember the begin-
ning of the year 2020, which started with such promise? You probably
made a couple of New Year’s resolutions. Maybe it was something

about your weight, exercise, or even your job. At work maybe you made a
commitment to improvement. This was going to be your year – you were going
to seek opportunities to lead jobs, take a leadership position, and maybe even
get promoted. No matter what goals you set for yourself, you were certain you
knew what you needed to do and how you were going to get there. You had
a plan.

The one factor every person has to consider when making a plan is to
ensure that all possible and potential roadblocks to achieving the goals are
identified and considered. Now, while there is no way to consider, document,
and explain every reader’s personal goals, I can definitely speak on the
objectives of an audit department. For more than three decades, I have been a
team member in an internal audit department and/or partnering with them
to create the most effective and efficient internal audit operation. And while
each department is unique, the methods, direction, discipline, execution, and
oversight of the operation remains the same. So, let us focus on the audit
department and how they entered the year with a plan and an energetic team
filled with optimism.

In the same vein that an individualwould set yearly goals, so does the audit
function. The chief audit executive meets with the leadership team and dis-
cusses the company’s direction and how the internal audit department is going
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2 ◾ What Happened

to partner with each of the business leaders to ensure the operations in every
division are being completed in the most effective and efficient manner. And
in order to provide that validation, internal audit will ensure that the process
design, implementation, execution, reporting, and oversight are producing the
intended outcome, no matter if the result is a physical production or a process.
The audit chief knows the key to delivering a value product to their clients is
to recognize that each process will produce an outcome; however, the internal
audit teammust verify and validate the outcome is the intended or desired out-
come according to the business process requirements.With the stated objective
to provide this type of specific value to their clients, audit departments realize
the discipline, focus, effort, and dedication it takes to deliver.

AUDIT EXECUTION CHALLENGES

When the audit leadership team reviews all of the pertinent business activity
data and comes together to discuss and create the annual plan, they consider
the barriers the team will face to produce their quality product. These barriers
include, but are not limited to, available hours both from a team and client per-
spective, data identification and availability, auditor experience and business
knowledge, allocated time, as well as unplanned events. Now, I can assure you
that when the audit leadership teams got together to build their 2020 plan,
many challengeswere discussed that could stand in theway of completing their
audit plan.However, having the country shut downdue to aviruswas definitely
not one of them. That being said, the audits that were in progress and the ones
that remained on the plan when this pandemic hit the country must be com-
pleted.Multiple partners, both internal and external, need and rely on the audit
results in order to plan the company objectives moving forward. But how is an
audit department that relies on information, communication, and data from
its business partners expected to complete the audit assignments when mem-
bers of the department are no longer in an office where they can interact and
obtain the necessary and critical information required to provide the quality
validation of business operations?

As with any unplanned event, barrier, or obstacle, the team must adapt
and improvise in order to overcome the challenges encountered and complete
the assigned tasks. But how does an audit team or an auditor go about getting
the critical information without meeting with the client to explain the needs
and requirements in order to complete the job not only effectively but also
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Audit Execution Challenges ◾ 3

accurately? Any auditor, whether experienced or not, will tell you that the
internal audit and business partner relationship is the key to unlocking access
to pertinent data and insight into the business process under review. Why is
this relationship so important? The bold fact of the matter is, no one – either
at work or in your personal life – is going to give you information regarding
what, when, and how they do what they do unless they know and trust you.
That is just human nature. And in your work life as an auditor, you already
know that you are not going to be a person whom the business teams look
forward to seeing on a regular basis. It is a stigma that has followed auditors
since the beginning of the profession. In its simplest terms, auditors are there
to ask the business personnel questions and verify that they are completing
their assigned tasks as described, hopefully, in the policies and procedures.
While the task at hand seems simple, any auditor will tell you it is a lot more
difficult than it sounds – a prime example of saying it is so much simpler than
doing it successfully.

So how does one accomplish this task of information gathering and
knowledge development if they are unable to meet with their clients in person?
This is where the auditor’s job becomes 10 times more challenging than it
was before the pandemic. The focus of audit departments worldwide has
shifted in the second and third quarter of 2020. It went from analyzing data,
partnering with a client to explain deviations, and developing value-added
recommendations to identifying newways to obtain the necessary information
to do their jobs.

All internal auditors recognize the value that the business-level data has
in the successful execution of audit engagements. Audit teams have become
much more aware of how important communication, relationship building,
and marketing the audit department has become in this new remote environ-
ment. For so long, internal audit departments have not placed enough empha-
sis on marketing their department in an effort to establish a strong foundation
to build business partner relationships. If audit teams thought it was challeng-
ing before to get information from their business partners, theynow face brand-
new hurdles to leap over when it comes to acquiring data and information in
this remote audit world.

The change that has been thrust upon the audit industry was not one that
could have been predicted, but it certainly must be addressed if audit teams
want to be successful going forward. There has been speculation that this
remote environment could last through the coming year. If it was not evident
before, each corporate executive and members of the corporate committees
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4 ◾ What Happened

realize the critical role the audit department plays in the company and how
much the business teams, regulatory bodies, external auditors, executives,
and investors rely on the information produced and distributed from the audit
teams. In order to address the needs of their internal and external clients, audit
teams should take a step back and perform a self-evaluation of their internal
process to ensure they have the following:

◾ Communication as the cornerstone of their department
◾ A commitment to building strong client relationships
◾ Focus on identifying and gathering data from a pure source
◾ Test plan developed from the business objective
◾ A report identifying root cause and linked to specific corresponding actions

This reflection on audit department operations will show the reliance on
communication through all phases of an audit from the detailed plan through
testing to reporting and action plan development and adoption.

How else would auditors be able to accomplish their assigned tasks if they
did not have communicating effectivelywith clients as the number-one priority
regardless of the audit phase or task? Unfortunately, not all audit teams empha-
size client relationship development or communication skillsets when it comes
to audit execution.Why? There is amisconception that the audit team can and
will be given any data or documentation requested as mandated by the audit
charter and the audit committee. And while this is true, the charter or com-
mittee documentation does not mandate the specifics regarding delivery of the
requested data or information.

As every auditor will tell you, the work is never completed as quickly as
they would like it. Time is one of the only commodities that no one can get
more of – no matter what your position, job, or financial standings. There is
nowhere to buymore time, not even on Amazon. If there was an option, every-
one would take it. So, in the absence of being able to purchase more time, how
doauditors go about getting the information?The key is and alwayswill be their
communication skills and relationship building. Remember, it was previously
mentioned that the relationship strength is how you unlock the key to infor-
mation. That strength will be based on the level of trust and experience your
client has had with you during previous audit engagements. Here is the best
explanation regarding the internal auditor and business partner relationship
that provides the most effective illustration of the need for constant focus and
development of a successful working relationship.
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Understanding Your Role ◾ 5

UNDERSTANDING YOUR ROLE

The analysis and explanation start with a remarkably simple question. As
an auditor, could you do your job effectively without your business client?
The simple answer to that question is no. There is no chance for an auditor
to build effective (detailed) business knowledge, understand policies and
procedures, document the business objective(s), recognize workarounds,
gather pertinent business data, answer process questions, develop a detailed
test plan, validate potential deviations from the work standard, identify root
causes, create process-based recommendations, generate a clear, concise
report, and verify action plan implementation and adoptionwithout client par-
ticipation. It would be a losing battle, not to mention a very time-consuming
approach filled with business process assumptions. No auditor would want
to generate an audit work file, and especially not an audit report, with-
out having a clear understanding of the business and its corresponding
objectives.

Now flip the question around. Could the business team do their job and
complete their assigned responsibilities without internal audit involvement?
Theunfortunate answer to that question isyes. Absolutely,without a doubt, the
business team could do their job with no internal audit help or intervention. If
youasked thebusiness processworkers, theywouldall probably say their prefer-
encewouldbe to perform their day-to-day responsibilities andactivitieswithout
having to deal with anyone from audit. The business teams view internal audit
as a nuisance, a bother, and an unnecessary interruption to their work. So, if
the business team prefers no outside audit interference, how are auditors to
go about breaking down the preexisting barrier that has been in existence for-
ever? The answer is, through a dedicated effort on the part of the auditors to
constantly be focused on the relationship.

While this fact of auditor “need” when it comes to client involvement
during audits is daunting, there is a glimmer of good news. The need is not
an insurmountable barrier but does represent a significant challenge to every
auditor. But to overcome this barrier, the auditor will have to recognize and
accept one indisputable fact when it comes to the internal audit and business
partner relationship. And that fact is, no matter what type of relationship is
being discussed – whether it is boyfriend and girlfriend, husband and wife, or
auditor and client – there is always one person in every relationshipwhowants
it a little more than the other. Okay. So, what does that mean? It means one
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6 ◾ What Happened

person will always work harder and be more flexible to ensure the relationship
continues to grow and stay strong. Auditors must realize early on in the
relationship development process that we are the party recognizing we will
have to work harder and be more flexible than our business partner to ensure
the relationship stays strong and intact. What I must clarify for you is in
recognition that the auditor must put in more time, effort, and dedication to
foster the audit and client relationship. It does not mean in any way shape or
form that the auditor should bend the rules or requirements during the audit
itself. During the engagement, the auditor should keep the business partner
“in the know” and ensure the work, status of project request, completed
testing, preliminary results, and any potential issues should be reviewed,
discussed, and validated with the business partner to ensure they are never in
the dark when it comes to the audit status.While this might seem like common
sense, there are often times when auditors forget to communicate the details
of potential findings or work statuses. Surprises are fun and usually a good
thing, except during an audit. If you want to keep your relationships strong
with your business partners, always remember the role that clear, prepared,
supported communication plays in developing, fostering, and maintaining
relationships. Too often, auditors enter into exchanges (formal meetings or
hallway discussions) with clients unprepared. I know this is not something you
would do, but let us discuss the potential impact not only on the relationship
with your client but also the development of the auditor.

A critical point that must be emphasized here is being prepared. You can
never be too prepared for a meeting. Believe me, I know all the excuses for not
preparing effectively for a meeting. You could say, I do not want to prepare
too much because it will come off disingenuous. That is false. Being prepared
does not mean to memorize what you are going to say. If you memorize
what you want to say it will come off as fake and robotic. However, if you
prepare effectively, it will show you are committed to the topic, understand the
details, know where the data originated, and can effectively explain questions
regarding the subject matter. If you do not adequately prepare, how will you
knowwhen to stop asking questions or when you have the information or data
required? The keys to effective preparation for any meeting with a client are
understanding the meeting objective and mastering the data to be discussed.
With these two keys, any auditor can effectively and confidently communicate
with the business partner. So, let’s touch on both, briefly, to ensure everyone is
on the same page.

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



Trim Size: 6in x 9in Mainardi789604 c01.tex V1 - 02/19/2021 12:47pm Page 7�

� �

�

Critical Meeting Keys ◾ 7

CRITICAL MEETING KEYS

You would be surprised how many auditors go into a meeting with a client
without a meeting objective. As a thirty-year audit veteran, I will tell you there
were times when I relied on my experience to carry me through meetings.
Because I have been in hundreds and hundreds of meetings over my career,
I would tell myself that I would just “shoot from the hip” and use my “vast”
experiences to get through a meeting. What a mistake! As I got older and
hopefully wiser, I discovered no amount of experience can replace understand-
ing the meeting objective and being prepared to discuss and drive targeted
questions to address themeeting objective. Keep inmind, themeeting objective
is the purpose or reason you are having this meeting. Objective as a noun will
always mean purpose. Put yourself in the business partner’s shoes. They will
be thinking, why does the auditor want to get together to discuss this topic?
When you enter a client meeting and clearly understand the objective, you
are focused, recognize the questions needed to effectively facilitate, can keep
the meeting on track, and know when sufficient answers and evidence have
been given to address the objective. If you enter a meeting without an objective
or just with a list of questions, the meeting will feel disjointed, unorganized,
and ultimately have a negative impact on the relationship. It relays a sense of
unpreparedness to the meeting participants. You may have a list of questions
to ask your business partner, but there is always a reason you are asking those
same questions.

Starting the meeting by stating the specific objective creates that sense of
purpose and communicates to your business partner the need for attending.
Once the objective is clear, the discussion and questions that followmust link to
the specific meeting objective that was explained at the beginning. This under-
standing of meeting purpose focuses the auditor and helps direct the conver-
sation in a positive direction to the outcome. At the end of the meeting, there
is a sense of conclusion for the information needed as well as completion for
that part of the audit. That sense of accomplishment, even the smallest achieve-
ments, make a positive impact on your business partner as they see a focused
audit team effectively using time to complete the tasks at hand. Additionally,
the auditor and audit team project a confident, unified approach as they exe-
cute their audit methodology.

The second key is mastering the data. While mastering the data may seem
like a simple concept, understanding its value is a must. No matter what the

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



Trim Size: 6in x 9in Mainardi789604 c01.tex V1 - 02/19/2021 12:47pm Page 8�

� �

�

8 ◾ What Happened

audit assignment or task is, most auditors do not take the necessary time to
build their business knowledge. Let’s be honest with each other. How many
times have you been placed on an audit team but you never looked at the
planning documentation to understand the business objective or reviewed the
program to ensure you completely understand the section or steps you have
been assigned? I will admit it. I have made that error. Auditors do not want to
ask questions to other team members; there is a fear it will make them look
“not smart.” News-flash – questions are one of the greatest tools for an auditor,
whether the questions are internal to clarify an assignment, task, test step, or
acronym or if it is a targeted question to the business owner. Auditors will not
continue to learn unless they ask questions.

So let me get this straight: You are going to enter a business partner
meeting without clearly understanding the process, testing, or data you are
about to discuss (and question), and you think you will feel confident in that
meeting? You think the business partner is going to believe that the audit
team is there to provide guidance to assist them in doing their job (achieving
the business objective) in the most efficient and effective manner with less
rework? Not a chance. When it comes to the data, the auditor must not only
understand the details of what information is being questioned (evenwhen the
meeting facilitator did not complete the testing in question), but also the source
of where the data originated. Too many times, audit and client meetings get
sidetracked because the auditor could not explain where the data in question
came from.

One of the critical factors when it comes to mastering the data is to ensure
and verify that the data source is pure. The best way to define pure when it
comes to the data source is to validate that the data you have received from the
client and are using in the testing is the complete, best source of data available.
Complete means it contains all of the pertinent fields required to complete the
business task. Also, verify the data is the most current and up to date available
at that time for testing. Once you have confirmed the data source is pure, you
can be confident when discussing the data there is no opportunity for the data
to be discounted. Auditors must be aware that experienced business owners
will respond to issues of potential exceptions or questionable business person-
nel actions by casting doubt on where the auditor got the data (the source). Do
not be blindsided; make sure you have obtained the purest source of data avail-
able. The business ownermight try to twist the data itself, but there is no hiding
from data.
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Critical Meeting Keys ◾ 9

In every one of the meetings you have with the business owner, prepare
effectively by confirming the meeting objective prior to the event and master-
ing the data. Then remember one additional key to effectivemeeting facilitation
and relationship building with your business partner: Never try to defend the
questions you are asking.When asking questions or clarifying potential excep-
tions with your business partner, always use the data to support (not defend)
the specific questions being asked. The data will drive the support for yourmes-
sage and will always give you the confidence as you seek clarification for ques-
tions posed.

This book has been created based on the Beyond Audit methodology,
which has been developed with communication as the foundation to support
the learning and execution of internal audit activities from risk-based engage-
ments through to the communication of results to business partners and
committees. There are specific excerpts of the BeyondAuditmethodology, tech-
niques, and templates mentioned throughout as well as references to access
on-demand videos and interviews (www.beyondaudit.org) illustrating critical
concepts, techniques, and templates. As you proceed through the pages, there
will be discussions of the skills and techniques to ensure the internal audit
team can successfully navigate the ever-changing demands and requirements
of remote auditing. Included in this remote environment lessonwill be how the
focused skillset has changed, marketing your revised audit approach, ensuring
your audit team understands the internal audit mission and objective, and
review of the methodology keys from objective identification to execution,
reporting, and action plan adoption. Also, it includes new techniques to not
only evaluate your department’s efficiency but track audit’s progress when it
comes to key deliverables. As always, the book will wrap up with education,
training, and development suggestions so you can create a high-performing,
world-class audit team.htt
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