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The word "audit" derives from the Latin word
"audire” which means “to hear”.

Sad to say, auditors sometimes listen to hear the
answers they want to hear rather than to listen
for understanding. Every so often, they also talk
so much during the audit that there is no time
left for listening, observing and understanding. If
you were ever audited, you can probably
recognise the frustration and irritation when you
know that the auditor you are talking to is not
listening to you. This is absolutely also true in
your private life when you realise that the person
you are talking to does not pay attention.
Effective listening is the foundation of good
auditing but it may be one of the most difficult
skill to master. Here are some good news
though: open-ended and unbiased questions are
great simple tools to help ensure that the
auditee is being heard the way he or she
deserves. Here is why and how..

Have you ever met this auditor or perhaps are
you one of them?

| have been audited and have coached dozens of
auditors during my career. | remember very well
those low value adding audits during which the
auditor was asking closed or biased questions
and also evaluating what was being said before
fully understanding the message the auditee
was trying to communicate. The result has
always been that inaccurate assumptions were
made and wrong audit conclusions reached.
From experience | can say that this every time
led to misunderstandings, frustration and a clear

breakdown in communication. If you are an
auditor and you want your audit to be effective
and the audited organization get value from it,
these are definitely not the right things to do.
The key to effective listening and auditing is the
ability to have a truly open mind and ask the
right questions in the right way.

Well-chosen open-ended questions are more
effective than quantity

Open-ended questions provide the auditee with
the opportunity to elaborate on a process or a
procedure, and create the platform needed for
the auditor to assess the auditee's level of
awareness and competence, the conformance to
applicable requirements, the relevant inherent
risks, and the effectiveness of the process being
audited. They allow the auditee to determine the
range and scope of his or her response and to
express it freely and in his or her own terms.
They look like: "what are the steps?”, "how is this
being done?", "why is this being done this way?",
“who is responsible?’, "“when is such action taking
place?" etc. Such open-ended questions provide
valuable information to the auditor and require
interviewing expertise.

On the opposite, closed questions restrict the
range of the interviewee's response, frequently
to either yes or no. Closed questions such as “do
you take a corrective action when such deviation
occurs?" or "do you think that this process is
capable of meeting the required specifications?”
restrict the amount of information gain to those
areas already known by the auditor and they
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simply don't deal with the "why". They should be
kept to a minimum and mainly used for
confirmation, when needed.

The bias of a question affects the validity of
the responses

The auditor's objective in conducting an
interview is to obtain valid and relevant objective
evidence. Experience shows that biased
questions produce neither valid nor relevant
objective evidence.

It is very easy for bias to sneak into interview
questions and most people respond
unconsciously to cues embedded in them. When
conducting interviews, auditors should always
make conscious attempts to phrase all questions
in an unbiased manner. Unfortunately, the
tendency to ask leading and biased questions is
one of the most common error auditors make in
conducting interviews.

A biased question is a question that is phrased or
expressed in such a way that it influences the
auditees' response. Such questions provide
information that leads an auditee to consider the
topic in a very specific way. Here is an example:
“The right reaction when this type of deviation
occurs would be to stop the process and inform
your supervisor immediately. Would you please
let me know what kind of action is being taken
when such an issue happens on this line?". This
question is obviously biased and contains clear
cues as to the answer. It is an evident illustration
depicting what an unbiased question should not
be. Simply removing the cues by asking : "Would
you please let me know what kind of actions are
being taken when this type of deviation occurs
on this line?" provides space for the auditee to
explain the truth with supporting objective
evidence.

Adopting open-ended and unbiased questions
to improve your audit

Talking too much during your audit and having
frustrated auditees might be signs that you need
to improve the way you audit.

Making use of open-ended and unbiased
questions are quick wins. They are easy tools to

implement and provide huge benefits and
impact. They need self-awareness though. The
next time you audit, try to reflect on how much
you spoke versus how much your interviewees
did. If you did more than them, then think about
what you just learned while reading this article
and put these simple tools into practice.

The return of investment will be high for you and
more importantly, for the audited organisation.

By Marc Cwikowski
June 15, 2020
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p to Find an Issue !
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The ultimate goal of an audit is to check the
compliance against the external and internal
standards, help the organizations understand
their risk profile, and take actions to address
those as per the company's risk appetite. In this
sense, audit results are considered to be the
gauge for companies in prioritizing their
resources and efforts. This creates an enormous
-and sometimes unreasonable- amount of
expectations from the audit functions,
particularly from the auditors.

When an incident occurs in one branch of an
organization, most often, one of the first things to
be questioned would be the previous audit
result. Auditing indeed is there to identify the
risks and opportunities; however, the fact that it
is performed during a given period is somehow
forgotten. Audits are usually planned for a
couple of days, and at most, a full week only for
a few cases. Should we expect the audit team to
cite all possible issues in their audit report?
Theoretically speaking, yes. Would it be the
case? Practically speaking, no.

Although it might not always be possible to find
an issue that will create an incident in the future,
it is extremely important to understand why an
auditor fails to find an issue during an audit. It
has many different aspects to consider, from the
auditors to the structure of the audit function
and the governance model. This article will be
focused on the auditors and give some practical
tips to consider:

Asking the right questions

The most successful auditors are not necessarily
the most experienced or the smartest ones.
Often, they are the ones with the right level of
skepticism. Auditing is indeed the art of asking
the right questions, analyzing the facts, and
driving a conclusion out of those. We may need
to admit that asking questions is not an absolute
guarantee for the success of the audit, but it is
impossible to have one without asking questions.
Be inquisitive, question the unspoken, look
beyond the given facts. Remember that an
average auditee will argue for a reported finding
which does not really exist but keep quiet for
existing ones not being picked by the auditor.

Shopfloor assessment vs. desk review

It is very important for an auditor to spend time
on the shopfloor watching the operations in real-
time. Make your document review, interview the
associates, and compare those with what is
happening on the shopfloor. In most cases, the
right skepticism will occur during your
operational checks when everything is perfect
on paper. Climb on the top of a tank. go to the
rarely visited warehouse, talk to the technician at
the far end of the workshop and pay a visit to the
roof - of course with the necessary measures
taken. Spend a balanced amount of time in the
meeting rooms, offices, and shopfloor.

Checking the health of the internal audit

program
It is always wise to spend a good amount of time
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checking the health of the operation’s internal By Tulay Kahraman
audit program. A strong internal audit program April 26, 2021
will lead to a strong management system. Check

how they plan the audits, how they choose their

internal auditors, how capable the internal

auditors are, the depth of the questions being

asked, and more importantly, how precisely the

findings are reported.

Internal audits short of findings are a symptom of

an unhealthy organization and management

system. In some cases, operations are afraid of

raising issues during internal audits, not to

expose their weaknesses to the external world. A

short list or no findings should be a warning for a

deeper assessment. An organization that is not

able or willing to find the gaps and opportunities

will end up having bigger issues sooner or later.

Corrective actions and root cause analysis
While checking the corrective action program of
an operation (CAPA), the most important aspect
to consider would be the methodology they use
while performing the root cause analysis. A
healthy organization will define which
techniques will be used and get their teams
trained. A strong CAPA will be able to find the
real root cause of the issue and fix it accordingly.
It is also necessary to check the number and the
content of repeat findings as that will be the
indication of poor root cause analysis. Spend
necessary amount of time and effort to
understand the operation's CAPA and their
capabilities to perform a proper root cause
analysis.

An auditor is like a doctor. A good doctor will ask
the right questions, will not rely only on test
results but also examine the body thoroughly,
understand what kind of life standards the
individual is having and what controls she/he
has on her/his life (eating habits, sports,
relationships, etc.) and how she/he reacts when
something goes wrong. The right diagnosis will
be a result of a holistic assessment. Could such a
doctor fail to find an issue despite all the right
efforts? Well, she/he could. But the issue would
not be a deadly one in most cases.
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Resilience is not tenacity

If anyone asked me whether | would have picked
auditing as a career if I'd known all the
challenges | had to deal with, my answer would
be a humongous "YES". | believe all those
experience and learning | acquired through the
years of auditing, contributed to who | am today.
When starting your career as a fresh auditor, you
must accept that you will face different
challenges. Honing a resilience mindset to
prepare yourself to deal with these, is crucial.
Most people if not all, start a new job with an
ambition to make a mark. Building resilience will
help you to cope with the challenges and
overcome adversity and deal with toxic
situations. Resilience works against stress and
anxiety while boosting your performance.

Then, what exactly is resilience? Maybe, we
should start first by defining what resilience is
not. Resiliency doesn’'t mean that the individuals
are not experiencing emotional stress. It is not
tenacity. Resilient people are not some sort of
ultra powered superheroes. Emotional pain and
sadness are common for all people who
experience major adversity.

Emma Seppala defines resilience, in her book
‘The Happiness Track”, as the ability to quickly
bounce back from the stressful situations you
face every day. Let's face it. The odds of bad
things happening are similar to good things.
There are times that we feel like we are sucked
into a void, be that personal or professional
experience which results in setbacks. Resilience
is indeed the ability not to fold under pressure,

even if you don't feel calm and confident.
Auditing is one of the most demanding
professions and requires a good level of mental,
physical, and psychological health. It is awesome
if you score high for all three aspects at the
beginning. Keeping them constantly at the
required level would be the challenge. The shore
you need to build is your psychological
resilience. Are you interested in hearing a few
pieces of advice to make your first months
bearable?

Accept what you don’t have control over

There are some important qualities that
resiliency requires. Probably the most important
one is to know exactly when you need to accept
what you don't have control over. | believe this is
the very first thing that a fresh auditor should
keep in mind, instead of killing himself/herself
with the pain of not being able to change things
that he/she would never have control over.
There will always be difficult situations and
people that you need to deal with. Focus on your
task, get the most out of it. Don't spend your
time trying to convince people on requirements
or the principals of the assessment you are
doing. Stay calm, give people a chance to
provide their point of view, but stop the
conversation politely when you see that it is
going nowhere. Focus on your task again.

The road to resilience will include a considerable
amount of emotional stress. Watch your body
and try to gauge the level of stress. Remind
yourself that nothing is personal. Psychological
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research states that individuals interpret the
setbacks as permanent, pervasive, and personal
have much more difficulty than the ones doing
the opposite. Remember, the things putting you
under stress are temporary, specific, and
external.

You are bigger than one

To maximize mental health and build resiliency,
you must be bigger than your only professional
identity, no matter how much you love what you
do. Healthy people with strong mental resilience
have two or more positive identities in addition
to their professional identities. A gardener, a
painter, a photographer, or parenting. When you
create more than one identity, a threat to any
one of them will hurt you less overall.

Start a routine in the mids of disruption: running,
going to the gym every day, going on a short

walk, the activities you can still do while auditing.

There is a world outside of the problems you are
facing. Introducing one of these routines will
help you deal with the stress during the audits. It
will also help to build your long term stamina
while keeping you on track and focused.

Do a self-assessment after each audit

You will realize quickly that every single audit is
teaching you at least one lesson, if not more.
Perform a self-assessment after each audit. This
doesn't need to be a formal one. Think about the

situations which you did well as well as you were

not able to cope with. Get advice from your
manager or coach. Discuss with them openly
how you felt, why you felt the way you felt.
Ask questions to yourself and give honest

answers. Are you afraid of being rejected? Is that

the reason why you struggle to defend your
position during the assessment? Did you take it
personally while discussing with one of the
auditees? Is that the reason why you lost your
control and over-reacted? Do you have some
confidence issues? Is that because you are a
perfectionist and demand more than you can
deliver at this time?

If you can surface the emotion which caused you

to perform less than your potential, this will also

help you deal with it. Make an action plan for
yourself and stick to that. Tell your
manager/coach the things which were beyond
your control. It could be that they have some
control over those and ease the process for the
next one.
Remember all the learning you get through the
audits will help you to:

» Stretch your comfort zone

« Create new brain paths

« Create opportunities to fail

« Build resilience
which in return help you flourish. Anyone who
wants to can build resilience with a discipline of
effort. Start it by changing how you evaluate
situations in the face of challenges.

By Tulay Kahraman
September 18, 2020
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It is no doubt that auditing requires an enormous
amount of energy to demonstrate the right skills
-both on technical and soft level- before, during
and after the audit. Needless to mention the
amount of travelling an auditor would be
managing throughout his/her own auditing

career.

| remember once, after one of my audits in the
UK, | was stuck in Frankfurt airport, missing my
connecting flight back home. | was coming from
London, and my visa for Schengen countries had
expired a day before landing in Schengen
territory. | hadn't had time to apply for the new
one due to my heavy schedule and my
appointment with the visa office was planned
one day after my return. All the shops and the
lounges were closed by the time | arrived in the
airport and for the reason “not having a valid
visa", | was not allowed to be put in one of the
nice hotels in town - as per the courtesy
procedure by the travelling company. | was so
tired that I'd laid the two blankets the airline
company had given me and slept on the floor in
one of the waiting halls, together with a few
other citizens of developing countries.

| traveled to many different parts of the planet as
an auditor, breathtaking places for good and not
very good reasons. During my entire auditing
career, | heard my colleagues saying how lucky |
am to have the opportunity to visit different
countries, cities, towns, and sometimes tiny little
villages with a few small houses and a
dormatory from the plant. Have | enjoyed
travelling? Looking back, | can say | did, but |

admit there were times that it was just too much
when for example, | had to share my hotel room
with a small gray mice family, resulting in "no
sleep" during the entire week, or when | had to
spend a day in my room due to stomach
problems after tasting delicious local cuisine, or
when | got lost and had to stop by a local bar at
midnight to ask the directions for the hotel | was
booked to stay for the week. Allright, | might
have been a little scared when | had a few very
sincere gentilmen, putting their arms around my
shoulder while describing the way to the hotel.
The most difficult part of auditing however is not
travelling or getting exhausted, or the sub-
standard accomodation or the "not very
appetizing” food you need to deal with. | believe
the most difficult part of auditing is to
understand when you need to give yourself a
break. Physical fatigue when combined with the
pressure during the audits can result in
demotivation and depression, taking all the taste
out of your life. Freudenberger (1974) is the first
professional who used the term

‘Burn-out” (") to describe similar situation, a point
at which it is rather difficult to repair the damage
completely. Most of the times you need help
from your colleagues and managers to diagnose
the symptoms.

The study on burn-out evolved with time and
research from other experts. Maslach and
Jackson (1980s) have defined burn-out as a
syndrome of emotional exhaustion,
depersonalization and reduced personal
accomplishment that occured among individuals
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who work with people in some capacity. They » Ask their future plans and their will to

later have introduced a widely used measure for continue as an auditor, make this an essential
burn-out which is known as Maslach Burnout part of performance discussions.

Inventory Manual. The scale has 22 items that

measure the 3 aspects of burn-out: Fatigue or burn-out? They are not the same but
exhaustion, depersonalization and personal the path between the two is short. Act
accomplishment (°). accordingly.

One of the most critical check points for the By Tulay Kahraman

managers of the auditing functions, is the level July 25, 2020

of exhaustion. | observe many of the function

heads are monitoring the performance of References:

auditors based on a few good objectives. How (") Handbook of Organizational Behaviour,

are auditors in terms of planning and performing Revised and Expanded, 2000;

the audit? Are they managing the process well RJ Burke, AM Richardson

and have the right jugdement over risk? Are they
technically capable? Do they have the right soft
skills i.e. pressure proof, good communicator,
leader, well organized, agile. Are they capable of
writing high quality audit reports? These are all
very important and need to be checked with no
doubt. However, if the exhaustion of an auditor is
not surfaced, it will have bigger impact to the
individual and the function in the longer run.
There are powerful tools available to monitor the
fatigue inside the department, but there are
some other ways to be hands-on, as the
managers of the function:

+ Discuss, agree and confirm with the auditors
the schedule at the beginning of the planning
and at defined intervals i.e. as part of of team
meetings, reviews

+ Understand and appreciate the procedures
and complexities of visa process applied for
the individual (don't make estimations based
on your visa needs)

« Create an open environment for them to
share their problems and concerns,
particularly by encouraging them to talk
about any remarkable experience after audits
(this can be done via a short form to be filled
as part of the overall process)

¢ Be flexible. Let them do tasks with less effort
once you see the first signals of fatigue.
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Traditionally auditing was considered to be a
compliance function, which is indeed the
foundation of the profession. However, in today's
world, the auditors are being rated as
distinguished advisors for governance, risk
management and the identification of
opportunities for the business. This change in
profile has a huge impact on the expectations
from the auditors in terms of competencies.
The auditor is required not only to examine,
investigate, and assess but also to reflect on the
future. The failure to perform a good audit can
bring consequences difficult to digest in terms of
financial, reputational, and operational.
Identifying expertise is therefore crucial. Auditing
is a growing profession but a challenging one
that requires years to invest, and frankly
speaking, quite some fail to master.
Out of the long list of competencies to be
demonstrated as part of the profession,
knowledge and experience are weighed to be
the most critical and the most demanding ones.
Often, it is required to have a tertiary education
for the profession for the entrance, however
without the industry and business knowledge
followed by a workplace learning, the path to
success is never complete.
There are numerous research and articles
published on the critical skills for auditors, which
can be summarized into the following set of
competences:

+ Business and industry knowledge

+ Interpretation based on information collected

« Analytical and judgmental skills

pAuditors

» Reflecting on future possibilities (risk and
opportunity)
In this article, we will be discussing a few of the
design and delivery requirements for a
successful training and development program
targeted for auditors.

Content of the Training and Development
Program

A typical training and development scheme
involves improving the skills, knowledge,
behavior and attitudes of employees. Training
and development programs designed for
auditors are rather complex and should address
both technical and soft skill development in
short, mid and longer-term. It should also meet
the different needs of the individuals as well as
the needs of the industry.

W hile deciding the content of the training and
the development program, the four main
competencies should be taken into account:

Business Knowledge:
The auditor should have sufficient knowledge
about the industry and operations of the
business being audited. The organization should
define a minimum level of knowledge for the
entry level as part of selection criteria. Training
of a new auditor should address at a minimum
the following:
» Knowledge for the entire industry (risks as
well as opportunities)
» Knowledge about the country of operations
(including economic, technological as well as
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social developments and burdens)
» Knowledge specific to the operations of the
company
It is important to note that the acquisition of
business knowledge is a continuous process and
should be addressed as part of change
management.

Interpretation:

An auditor should demonstrate the skills to
interpret the information correct, correlate
different data set and produce a meaningful
outcome. The training program should help the
individual develop this critical skill through
traditional learning methods as well as case
studies and coached audits.

Analytical and Judgmental Skills:

An auditor should use the outcome of his/her
assessment to make an overall judgment about
the health of the organization and report those in
a professional manner. This will require
tremendous amount of practice in auditing and
writing reports. The content of the training
program should address the development of
judgmental skills by case studies, calibration
exercises and performing a critical number of
audits.

Forward-Thinking

An auditor should conclude his/her assessment
with a clear evaluation on the current risks and
opportunities together with the possible future
needs and consequences. This will require a
great deal of mastery and forward-thinking. The
content of the training and development
program should address the development of this
mastery by case studies, calibration exercises,
performing a critical number of audits and
potentially by rotation among other roles in the
company.

Design of Training and Development Program
When an auditor training and development
program is designed, a particular consideration
to be made regarding adult learning. As per
Knowles's theory, an adult learner is someone
who is motivated and willing to learn, and who

Active Experimentation - AE
(Doing)

engages in a process of self-directed learning
(Knowles, 1977).

Researchers define learning as a multi-
dimensional, socio-cultural activity that can not
be separated from the context in which it takes
place (Billet, 2004; Lattuca, 2002; Lave, 2009;
Rogoff, 1990). Learning can not be in isolation,
and best acquired with active practicing. A well
designed training and development program
should support individual, in-team and cross-
team learning opportunities.

The effectiveness of the audit requires more
than simply checking the records and
documentation. Acquired information can only
be transferred into knowledge by active
participation which constitutes a building block.
There are a couple of ways to support practicing:

« Case studies: They are excellent tools to be
used during framed training courses (online,
classroom, e-learning or blended) as they
provide simulations on real case problems
and allow the participants to demonstrate
and improve the analytical and judgmental
skills, which are key for success during an
audit.

e Calibration exercises: They are extremely
powerful in creating constructive discussions
among auditors. In most of the cases, it is
these discussions rather than the agreed
ratings that create the perfect moment for
learning.

+ Coached audits: When auditors take part in
audits as trainee, indeed what they are doing
is to experience the Kobl's (1984) experiential
learning cycle.

Concrete Expenence- CE
(Feeling )

Reflective Observation -RO

(Watching)
What?
Assimilators
Abstract Conceptualization- AC
(Thinking)
g World of Auditing’



They watch an experienced auditor while
performing the job. Then they conceptualize the
theory of what they observe. They will then be References:

given the opportunity to do the job * “The Development of Trainee Auditors’ Skills

with the team learning.

himself/herself and then get feedback. This will
allow the individual to improve and internalize
the task and create the concrete experience
after several runs.

Selection of Trainers/Coaches

When selecting trainers and coaches, knowledge
and experience in business as well as auditing
profession are critical. Trainers should have a
good balance of technical expertise (more linked
what to do) and vocational expertise (more
linked to how to do). It is great to have the
Subject Matter Experts used for the technical
part of the training, but it is highly encouraged to
have seasoned auditors as co-trainers to discuss
the tips for auditing.

Trainers and coaches should be capable of
transferring knowledge and experience and have
critical skills to measure the true performance
and potential of the individuals.

Performance Measurement
A strong training and development program
should be accompanied with a set of clearly
defined performance criteria to ensure the
following at a minimum:
+ Training and development needs are
addressed on a continuous basis
« Content of training is adequate
* Delivery method is adequate
» Trainers and coaches are capable
» Self-learning tools are available and
effectively used
* Program supports continuous improvement
It is extremely important to remember also that
an effective learning will be an outcome of the
following:
« Commitment of the individual
« Management support with a clear balance
between individuals needs and company
needs
* A nurturing learning environment
encouraging self-directed learning together

in Tertiary Education”; C.V.Helliar, E.A.Monk,
L.A.Stevenson; International Journal of
Auditing; 2009

"‘Developing early career professional
auditors at work :what are the determinants
of success?" ; K.Plant, K.Baraac, H.de Jager,
University of Pretoria

“Training of auditors and developing their
professional competence”; J.Mackevicius,
L.Kazlauskiene; Engineering Economics, 2004
‘Kolb's learning cycle: An alternative strategy
to engineering education”; N.D.Kuri:
Universidade de Sao Paulo

By Tulay Kahraman
February 11, 2021
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Does a technically sound person make a great
auditor? Well, the answer is both yes and no, as
it all depends on the other qualities that the
individual brings to the table.

Qualifications of auditors and learning and
development programs are getting a lot of
attention more than ever today, which is great. |
believe there is still too much emphasis on
technical skills - which is crucial and
fundamental-, and the industries are missing the
essence of human and strategic skills big time.
When we look at the qualification criteria
published for auditors, we see a good amount of
reference to human and strategic skills such as
being ethical, open-minded, diplomatic,
observant, perceptive, decisive, culturally
sensitive. However, most of the training courses
designed and implemented are not going any
further than listing these skills as part of their
curriculum. This is most probably because
teaching and learning human and strategic skills
require a different set of muscles with a different
way of thinking. And it all starts with
understanding how we unlearn the old methods
and replace them with the new ones, within the
context of value created through auditing.

Mystery of brain remains unfolded

Brain is an extremely surprising piece of organ.
The scientists are exploring probably at least
one new thing, every other day, yet there are
many things stay unfolded. How does the brain
think and learn? This has been one of the biggest
mysterious questions ever, and we are able to

scratch only the surface of it today.

Almost till the end of the last century, many of
us believed that the pathways created on our
brains remain the same after certain age. We are
born with a very plastic brain and neurons start
to build pathways from the very first days of our
lives. We learn mainly through observations and
a lot of practice. This comes also with an
important amount of patience. | cannot think of
any other form of human being who does not
quit until he/she succeeds in what he/she does.
Remember how we all learned to walk.

Some of those pathways, get solid by time
particularly after being travelled many times.
You can think of those as the highways that you
had developed and use when performing a task
without even thinking like driving, biking etc. The
reason we perform those tasks with a little effort
today is because our brains chose to use those
well-established pathways to be more
productive. Building a new path will require the
brain to work more and consequently use more
glucose and energy. But is it enough to function
through the established paths to demonstrate all
the potential we have as individuals?

Our brains are plastic

Neuroplasticity is introduced as a very answer to
this fundamental question. It is defined as the
capacity of neurons and neural networks in the
brain to change their connections and behavior
in response to new information, sensory
stimulation, development, damage, or
dysfunction.
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Scientists state that the human brain remains
plastic throughout the entire life. The
productivity of the brain to keep and use the
well-established pathways is the intelligence it
has developed through the evolution and is very
vital. However, this should not result in being
prisoned in the frame that we have created until
the ages of 30 to 35. Human brain can still learn
and have the potential to create new paths. | am
quite sure that you would remember at least a
few important skills or knowledge that you
acquired at your - rather experienced - ages.
The difficulty is to unlock this potential and use it
to the extent possible. How is it going to
happen?

There is a simple answer to this very question,
but it is a perplexing task to perform at the same
time. Childhood curiosity is the only willpower
you would need, a hunger to learn similar to
what you had in your very early days in life. This
will come with a lot of patience and eager to
practice. The word curiosity includes the zest of
creating increased number of synapses (neural
junction) in the brain for the better, A true
learning is achieved when there is positive inner-
motivation, and this always overweighs the
forced learning.

Unlearning is key to success

One of the challenges in front of adult learning is
to be able to unlearn. Here, we are not talking
about forgetting everything we learned. This is
against the evolution and unnecessary. The main
thing here is to unlearn the obsolete, dogmatic,
"old school" knowledge and understanding, and
move to new models of thinking.

Unlearning a thing requires more effort than
learning new things in many aspects. No matter
what, the brain will automatically show you the
well-established pathway as the only option -
not necessarily the best option in all cases. It
requires important amount of conscious effort to
realize which mental model we are using and
why it may be obsolete. It is equally difficult to
create that new model to achieve your
objectives, as most probably at the beginning
you would evaluate the new model through your

old way of thinking. But this is no different than
any new habit or exercise you deliberately
decide to make an essential part of your life.

In the world of auditing. | believe there are two
main reasons why there is too much emphasis on
technical skills and a light touch on human and
strategic skills:

» Building technical skills is a linear process as
most technical skills are acquired on-the job
and in most cases built on top of earlier
knowledge and understanding. Acquiring
human and strategic skills on the other hand
is a more complex process, includes a lot of
back and forth and requires substantial
amount of unlearning until the right model is
constructed.

* Assessment on the acquired knowledge for
technical skills is rather easy and more a
"black and white". When we talk about human
and strategic skills, there are substantial
number of gray areas where the auditor
should demonstrate high level of adaptability
and switch between separate set of skills.
Therefore, it is difficult to judge and rather a
longer-term process.

As Einstein once said, "We cannot solve our
problems with the same thinking we used when
we created them." If we keep focusing on the
development of same type of skills with similar
learning models and techniques for auditors, | do
not know how far we can go. We need to unlearn
some of the old things we kept doing for the last
few decades to develop and improve the
required skill set of auditors.

By Tulay Kahraman
April 04, 2022
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It was rather early years in my career when |
started my job in Brussels as part of a global
audit function. My role was mainly to train,
coach, and manage a team of 2nd party auditors,
located in different parts of the continent. My
previous job also involved frequent traveling as
being the national quality manager, but the pace
and the context | had to deal with was
completely different from the new role. The
speed of traveling and change of scene, the
number of new people getting into my life as
auditor and auditee, the number of accents,
cultures, and habits | was exposed to were just
too overwhelming.

| remember my very first audit where | was
supposed to coach a very experienced auditor.
Funny enough, | was the one being coached by
him on how to manage the entire audit process
together with the stakeholders involved. If all the
fear and anxiety | had during that one week did
not paralyze me, it was because of his wisdom
helping me humbly. According to him, the audit
process was a simple equation of math where
the only constant is pressure. Observing him
during the process was a life lesson for me and |
used that inspiration to coach a lot of auditors
with different levels of experience.

Looking back | can say auditing requires indeed
a lot of math and analytical skills but for
managing the audit with harmony, you need to
be a craftsman. Coaching is a very strong tool
and widely used to help the auditors build the
required skills. It is a process where auditors are
supported to learn from the coaching moments.

Coaching is an evolution rather than a revolution.
If a good auditor is an artist, a good coach is a
magician. Here are some tips on coaching

auditors.

Building Trust

As a coach, your task is to build one-on-one
relationships with auditors that result in
improved performance. You need to be aware of
all the barriers which prevent building this
relationship. Being coached, most of the time,
creates the false perception of being exclusively
monitored and ranked. This can create a lot of
pressure on the auditor and cause them to close
up. It is correct that coaching does include some
level of monitoring and ranking but it is much
more than that. Trust is key to remove this
undesired and unnecessary pressure out and to
build a smooth road to walk together. This will
also create a strong bond to communicate
openly. Ask them how they would like to receive
feedback: verbal, frequent, public, private? Tell
them what the expectations from the coaching
session are as well as the next steps.

Demonstrate Sympathy

Coaching is defined as unlocking a person'’s
potential to maximize their own performance. It
is helping them to learn rather than teaching
them. This requires a lot of understanding,
kindness, and sympathy. The coach is ultimately
responsible for helping the individual to perform
at his/her best, and nurturing would certainly
help. Coaching requires a good balance of
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criticism and praise. Shape your coaching style
to avoid focusing only on what's not working and
what needs to be changed. Appreciate what is
going well while helping them understand what
still needs to be improved.

Walk the Talk

There may be some slight variances, but at the
end of the day adults learn no different than
children, they tend to watch what is being done
rather than listening what needs to be done.
Show them respect. Listen to them carefully.
Show integrity and gratitude. Work hard, do your
job seriously. Demonstrate the skills that you
would like them to learn from. The best way to
teach people is leading by example. Be the
person that you are requiring them to become.
This will bring a well-deserved respect in return.

Be Adaptive

Coaching is not a one-size-fits-all endeavor.
Some people will need a lot more handholding
than others, depending on their experience and
personality. Understand their individual
weaknesses as well as strengths. The best
coaches adapt their coaching styles for different
individuals. If you are coaching a team of
auditors, try to see the areas that they can learn
from each other. Say, if one of them is great in
report writing, let him/her do the job and ask
him/her to share how he/she sharpened his/her
skills in that. Give them chance to demonstrate
their strengths. They will equally be willing to
share their weaknesses once the path of open
and honest communication is established. Be
readily available for them to help work on their
weaknesses. Be flexible and ready to change the
plans if the current set-up is not working to help
them.

Get Feedback

Coaching is not a one-way street. It works only if
it is designed to work in two ways. Analyze what
you could have done better and share your
thoughts with them. Be specific while doing so.
Ask them to provide feedback on what went well

and what could be improved. Get an agreement
on the content of the assessment made by you
and the auditors on the auditing and coaching
process. Consider making the assessment
written so that everybody sees what they had
agreed. Prepare actions for the improvement
opportunities you can address and ask them
they do it for their part.

A great coach is not the person who has the
answers and solutions for all problems. They
support individuals in the process of learning
new skills and competencies. In the context of
auditing, the best coach is the person taking the
auditors through all the challenges of the
process, hand-in-hand, and help them find their
answers within the frame of their potential.
Coaching an auditor is not to create an exact
copy of yours, it is helping the person to develop
his/her unique style to overcome the un-unique
challenges of auditing.

By Tulay Kahraman
February 15, 2021
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Critical aspects of an audit
If I ask you the question: "What are the critical
aspects of an audit?”, what would be your
answer? According to my opinion, the top three
critical aspects of an audit are being:
+ An independent assessment of the
organization against defined requirements
» A fact-based evaluation of the risks that the
organization is exposed to
« Consistent judgement throughout the entire
organization to ensure objectivity

All three are linked and compliment to each
other, and audit organizations spend an
important amount of time and effort to ensure
these aspects are met. Is this an easy task? Not
really. Particularly consistency is a nuisance and
a challenge for most audit organizations. It is
true that they receive claims about the
inconsistent approach from the auditors every
now and then. Consistency is the quality of
achieving a level of performance which does not
vary greatly in quality over time and location. In
other words, auditees are after fair, reliable and
repeatable results across the audit universe.

Is auditing exclusively objective?

Auditing is a profession which always contains a
certain level of subjectivity or inconsistency as in
the case of all others with judgmental
uncertainties. Audit professionals not only look
for hard evidence i.e. review on documentation,
plans, records, logbooks, but also assess
through the interviews to get some soft evidence

supporting their overall judgement.

One important root cause of the subjectivity or
inconsistency is due to the nature of the audit
itself. All assessments are planned and
performed based on random sampling, and
auditors are making the final call based on what
they observe out of these selected items. Can
we talk about a minimum level of inconsistency
accepted during the audit? Well, no | am afraid.
Then the question is whether it is possible to
ensure consistency and more importantly how it
is obtained.

Most audit organizations are trying to calibrate
auditors to minimize subjectivity and maximize
consistency. Some develop calibration exercises
and take the auditors through those on a routine
basis. Some use seasoned professionals to
coach relatively less experienced ones through
the shadowed audits. Some introduce a process
to review and approve the audit reports before
the closing meeting. And quite some use a mixed
approach. All these efforts are invaluable and
help to have some level of consistency over the
results. But is calibration ever possible?

Where to start to calibrate?

Consistency is an incredibly important power
when it is about audit process and result. Audit
organizations are taking this very close to their
hearts, as it is sad to see all other efforts being
wasted due to inconsistencies observed during
an audit. It also has a huge impact on perceived
value of the audit organization. So, what could
be the check points to ensure a high level of
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consistency, beyond all efforts on calibration?

1. Standards

Auditing is an assessment on organization's
performance against certain set of standards and
requirements. An auditor can only perform to a
level of quality at which the standards are
written. If you observe the situations when the
discussions, pressure and stress are high, in
often cases you will see that the requirements
are not clear. Standards and requirements
written vague will result in higher subjectivity,
hence inconsistency. Watch your company
standards. Make them crystal clear for every
single person in its domain.

2. Auditing Tools

Audit professionals use customized auditing
tools (agenda templates, checklists, report
templates) both to support their assessment and
to help stay consistent. As in the case of
standards, the quality and completeness of the
auditing tools define the quality of the audit and
its result. Do you have the templates as needed?
Are they clear enough for all users? Are they
user friendly or creating an additional workload
for auditors? Do they reflect the latest standards
and requirements? Make sure the auditing tools
provide the right frame to auditors to perform
at their best.

3. Auditor Capability

Perfect standards and super-efficient auditing
tools will require an equally capable auditor for
the desired results. Auditors with the right
technical and operational background, well-
trained on standards and the use of auditing
tools, coached and mentored enough by
experienced auditors will spark off the way to
the audits with high consistency. Is technical
capability enough? Technically seasoned
auditors equipped with the right non-technical
skills will create the real difference. Audit
organizations should ensure that the auditors
can put things into the right perspective,
understand very well the risks and their
implications for the business while managing the

conflicting situations with ease. Observe your
auditor capabilities. Make sure that they are
competent and confident.

4. Organizational Culture

Auditing is one of the most stressful processes
within the business environment. Clarity on
standards, efficient tools and capable auditors
are helping to a great deal to release the tension
created. Would it be enough? We must
remember that every audit has two sides: the
auditing function and the organization being
audited. The way the organization perceives the
audit has a huge impact on the audit efficiency
and consistency.

Audits when seen as torture, there are endless
discussions and tones of stress which will make
both sides daunted. This will compromise the
quality and the consistency of the audit as too
much time and effort will be spent on
unnecessary long debates and discussions
leaving people drained.

| picture the auditing process as a pyramid in my
imagination. One leg is the standards, second
one is the tools and the third is the auditors.
Organizational culture is the platform holding
this 3-leg structure standing. Organizations
should be nurturing a culture where audits are
perceived as aids for continuous improvement
while protecting the assets of the company,
including people.

| see a great value in all efforts for calibrating
auditors and encourage audit functions to
continue doing so. But remember, all will be
wasted unless this pyramid is sound and solid.

By Tulay Kahraman
September 10, 2020
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