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ABSTRACT

This thesis was designed as a reference guide for
managers, specifically Commanding Officers and Comptrollers,
concerning the internal control system and control programs.
It provides a general overview of ihe internal control system
and discusses the various external and internal audits,
inspections, reviews and investigative organizations and
programs. The thesis defines the audit system and includes
audit standards and the audit process. Practical guidelines
for preparing for and participating in audits or inspections
are included. An additional reading list of relevant direc-
tives and instructions governing the various programs and
agencies is intended as a central resource for managers to

obtain additional information.
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I. INTRODUCTION

A. DISCUSSION

Taxpayers are becoming increasingly concerned with how the
government spends its money, particularly in defense-related
areas. With constant discussions concerning the spiraling
budget deficit and resultant interest payments, the media and
taxpayers are demanding closer scrutiny of the budget and how
government funds are spent.

Congress attempts to control wasteful spending through
budget restraints. For instance, audit reports generally
recommend various savings and benefits. Theoretically, if the
recommendations are enacted by the auditee, budget savings
should accrue. However, 1if these recommendations are not
implemented, Congress can restrict the budget to the amount of
the projected savings under the assumption that an efficiently
managed program would require less funding.

The Accounting and Auditing Act of 1950 required internal
control systems and placed the responsibility for developing
them on agency heads. The Federal Manager's Financial
Integrity Act of 1982 required, among others, standard
controls. These two acts created various progranms.
Specifically in the Navy, auditors were assigned to verify
compliance with the controls, the Internal Review Program was

developed to help Commanding Officers assess their commands'




compliance with controls, and finally, the Management Control
Program placed responsibility on functional managers to assure
adequate controls exist in their organizations.

Although these programs still exist, a changing
perspective has developed. Auditors rely less on compliance
audits and spend more of their time assessing the effective-
ness and efficiency of certain programs in terms of monetary
benefits. Compliance has not been deleted as a prime concern,
only given less priority.

Currently, the Naval Postgraduate School teaches the
Practical Comptrollership Course and Financial Management in
the Armed Forces Course, using the same text for both. The
present chapter on auditing provides a detailed background on
the history of audits and controls as well as the organiza-
tions involved. It does not offer a practical approach for
preparing and participating in the audit.

Recent policy changes throughout the audit, review and
control programs need to be incorporated into the chapter.
For example, the Naval Audit Service, within the past couple
of vyears, changed 1its audit emphasis from the short,
compliance audits of activities to the longer, more complex
program audits. A second example involves the very recent
cancellation of the Internal Review Program by the Secretary

of the Navy.




B. PURPOSE OF RESEARCH

The primary purpose of this thesis was to develop a
practical reference guide for managers, specifically
Commanding Officers and Comptrollers, concerning the internal
control system and control programs. This guide will be
incorporated into the text used in the Practical
Comptrollership Course and Financial Management in the Armed

Forces Course at the Naval Postgraduate School.

C. SCOPE OF RESEARCH
This thesis reviews:
- current control, audit, and review policies.

- standards for internal controls, audits and the audit
process.

- information regarding the various audit, investigation
and review organizations which affect the Navy.

- guidelines for preparing and participating in an audit.
- rights for the audited organization.

Since the purpose of the thesis is to develop a desktop
reference guide, a synopsis was used, providing necessary
information for the understanding of the programs and
standards. Instructions and directives provide full details

and discussions for each.

D. RESEARCH APPROACH

Research for this thesis covered two areas: an exhaustive

review of pertinent directives and instructions, and
interviewing various managers. Interviews with program
3




headquarters® staff facilitated a better understanding and
clarity of the written directives. Interviews with field
managers provided experienced advice for participating in
audits, reviews and inspections.

Due to the variety of agencies and programs examined in
this thesis, no standard dquestionnaire was developed.
Information gathered through the interview process was the
result of free-form commentary, personal and phone interviews
from members of various comptroller departments, at all
levels; commanding officers; former internal review staff
members; and field auditors of the Naval Audit Service, as
well as headquarters staff of the various audit, review and
inspection agencies. Interviews lasted between 45 and 90
minutes.

Interviewees included the following commands and agencies:

- Office of Inspector General, Department of Defense.
- Office of Inspector General, Department of the Navy.
- Naval Military Personnel Command.

- Naval Supply Systems Command Headquarters.

- Navy Accounting and Finance Center, Washington, D.C.
- Naval Audit Service, Washington, D.C.

- Commander in Chief, U.S. Pacific Fleet (CINCPACFLT),
Pearl Harbor.

- Naval Air Force, U.S. Pacific Fleet (AIRPAC), San Diego.
- Naval Surface Force, U.S. Pacific Fleet (SURFPAC).

- Naval Postgraduate School, Monterey.




- Naval Air Station, Alameda.

- Naval Air Station, Whidbey Island.
- Naval Air Station, Lemoore.

- Naval Sub Base, Bangor.

- Defense Investigative Service, Monterey.

Naval Investigative Service, Resident Agency, Monterey.

E. THESIS ORGANIZATION

The thesis is organized as follows: Chapter I provides
the methodology and scope of the thesis. Chapter II gives a
general overview of the internal control system and discusses
the various external and internal audits, inspections, reviews
and investigative organizations and programs. Chapter III
defines the audit system, and includes audit standards and the
audit process. Chapter IV provides practical guidelines for
pceparing for and participating in audits or inspections.

Finally, an additional readings 1list is attached as an
appendix. This detailed 1list of the directives and
instructions governing the various programs and agencies is
intended as a central resource for managers to obtain

additional information relevant to each chapter.




II. INTERNAL CONTROIL SYSTEM

This chapter introduces the topics of management control
and auditing in the Navy, including various external and
internal audit organizations and programs, Inspector General
(IG) inspections, internal review organizations as well as the

Management Control Program.

A. REASONS FOR MAINTAINING A CONTROL SYSTEM

An entity's management is responsible for establishing
an internal control structure to assure compliance with laws
and regulations. The lack of administrative continuity in
government units because of continuing changes in elected
legislative bodies and in administrative organizations
increases the need for an effective internal control system.
[Ref. 1:p. 4-2]

In an era of decreasing resources due to budget deficits
and competing requirements, federal government financial
managers should actively promote economy, effectiveness and
efficiency when expending financial resources. This entails
strong management controls. To provide "maximum benefit with
minimum effort (efficiency)" [Ref. 2:p. 20] without
considering the cost implications (economy) or ability to
achieve one's mission (effectiveness) does a disservice to the
federal government and management's role in preserving the

integrity of the financial affairs of the government. [Ref.

2:p. 20]




With increasing oversight from the media, Congress and the
public, failure to use financial resources economically,
efficiently and effectively could result in funds recoupment
by higher authority.

Through the reports generated by the various audit and
control agencies, Congress attempts to promote greater
economy, effectiveness, and efficiency by controlling and
restraining those areas of the budget which are identified in
the reports as areas of concern and weakness. Managers must
take strong action to correct these areas or face budget
sanctions. For example, in 1985,

. ..the House Committee on Armed Services has become aware of
the Navy inaction in improving its internal audit function
and, to emphasize its concern, deleted $100 million from the
Navy Fiscal Year 1988 (FY88) Operation and Maintenance
budget request. The Government Accounting Office (GAO)
concluded the congressional message is that an effective
Navy audit organization would have identified at least $100
million in potential monetary benefits from its
recommendations. [Ref. 3:p. 64]

The periodic rotation of managers provides opportunities
for inefficiency or fraud since managers typically are
concerned with short-term goals at the expense of long-term
results. With a good control system, managers have set
performance standards with which to Jjudge organizational
effectiveness, allowing weaknesses to be detected and
corrected. Problem areas not internally detected may be

detected through other control systems such as external audits

or inspections.




As a control measure, audits and inspections keep managers
informed of areas of strength, weakness or possible
misrepresentation by employees. Audits and inspections serve
as an instrument with which to recognize outstanding
performance, and as a deterrence against fraud, waste and
abuse. The potential for fraud, waste or abuse is diminished
if the staff expects an independent third-party review and
verification of their respective actions.

A good internal control and review system helps management
recognize deficiencies thus allowing an opportunity for
immediate identification of problem areas and required
corrective action. It also helps to identify potential repeat
audit findings.

A well-run organization should welcome audits and reviews
for two reasons. Problem areas identified in an audit can be
corrected, developing a more efficient and effective
organization; and those organizations with no problems can be
recognized as such due to the lack of audit findings. [Ref.

4]

B. THE INTERNAL CONTROL STRUCTURE

Auditing textbooks define the internal control structure
to "include the control environment, the accounting system and
the control procedures." [Ref. 5:p. 274] According to the
Comptroller General, "good internal controls are essential to

achieving the proper conduct of Government business with full




accountability for the resources made available." [Ref. 6:p.
1]

The control environment reflects the overall philosophy of
top management. [Ref. 5:p. 274] Department of Defense (DOD)
philosophy states

Internal controls are management's responsibility and should
be in effect across the board in every organization within
each DOD component. Adequate internal control is required
to assure that all resources are efficiently and effectively
managed and is the basic foundation for integrity in any
management system. Although internal controls in themselves
cannot prevent every incident of waste, mismanagement, and
fraud, DoD policy is to ensure that resources are properly
managed and controlled within the Department of Defense.
[Ref. 7:p. 1]

The accounting system pertains to the control over the
entity's transactions and the related assets. [Ref. 5:p. 274]

The Accounting and Auditing Act of 1950 requires agency
heads to establish and maintain effective systems of internal
control. The objectives require that:

a. Obligations and costs comply with applicable law

b. Assets are safeguarded against waste, loss, unauthorized
use, and misappropriation

c. Revenues and expenditures applicable to agency
operations are recorded and accounted for properly so that
accounts and reliable financial and statistical reports may
be prepared and accountability of the assets may be
maintained. [Ref. 6:Introduction]
Although the objectives of internal controls seem to
indicate that financial programs are the only programs which
are of concern, this is not the intent. Internal controls

apply to all programs, administrative and operational. ([Ref.

8:p. 9]




Control procedures allow management to meet these
objectives. [Ref. 6:p. 1] The control procedures established
in an organization reflect the minimum level of quality
performance required. [Ref. 6:p. 2] An effective control
system can diminish, but not necessarily eliminate, the

opportunity for collusion or fraud.

C. TYPES OF CONTROLS

Government controls are classified as either general,
specific or audit resolution standards. These controls were
developed by the Comptroller General as a requirement of the
Federal Managers' Financial Integrity Act of 1982 (31 U.S.C.
3512(b)). Office of Management and Budget (OMB) Circular No.
A-123 revised, dated August 16, 1983 has a full discussion of
the standards.

1. General Standards

a. Reasonable Assurance. Internal control systems are
to provide reasonable assurance that the objectives of the
systems will be accomplished. The benefits derived should
exceed the cost of the internal control system. The
benefits should reduce the risk of failing to achieve the
control objectives.

b. Supportive Attitude. Managers and employees are to
maintain and demonstrate a positive and supportive attitude
toward internal controls at all times.

c. Competent Personnel. Managers and employees are to
have personal and professional integrity. They are to
maintain a level of competence that allows them to
accomplish their assigned duties, as well as understand the

importance of developing and implementing good internal
controls.

10




d. Control Objectives. Internal control objectives are
to be identified or developed for each agency activity and
are to be logical, applicable, and reasonably complete.

e. Control Techniques. Internal control techniques aie
to be effective and efficient in accomplishing their
internal control objectives. Control techniques promote
consistent performance.

2. Specific Standards

a. Documentation. Internal control systems and all
transactions and other significant events are to be clearly
documented, and the documentation is to be readily available
for examination.

b. Recording of Transactions and Events. Transactions
and other significant events are to be promptly recorded and
properly classified.

c. Execution of Transactions and Events. Transactions
and other significant events are to be authorized and
executed only by persons acting within the scope of their
authority. Authorizations are to be made in writing.

d. Separation of Duties. Key duties and responsibili-
ties in authorizing, processing, recording, and reviewing
transactions should be assigned to separate individuals to
minimize the risk of loss to the government.

Internal control depends largely on the reduced
opportunities to make and conceal errors or to engage in or
conceal irregularities. This, in turn depends on the
assignment of work so that no one individual controls all
phases of an activity or transaction, thereby creating a
situation that permits errors or irregularities to go
undetected.

e. Supervision. Qualified and continuous supervision
is to be provided to ensure that internal control objectives
are achieved, and approved procedures are followed.

Lines of personal responsibility and accountability are
to be clearly established.

f. Access to and Accountability for Resources. Access
to resources and records is to be limited to authorized
individuals, and accountability for the custody and use of
resources 1is to be assigned and maintained. Periodic
comparison shall be made of the resources with the recorded
accountability to determine whether the two agree. The

11




frequency of the comparison shall be a function of the
vulnerability of the asset.

3. Audit Resolution Standard

a. Prompt Resolution of Audit Findings. Managers are
to (1) promptly evaluate findings and recommendations
reported by auditors, (2) determine proper actions in
response to audit findings and recommendations, and (3)
complete, within established time frames, all actions that
correct or otherwise resolve the matters brought to
management's attention. [Ref. 9:p. 6-8]

D. INTERNAL CONTROL SYSTEMS

The major systems of internal control for the Department
of the Navy include formal audits, economy and efficiency
reviews (formerly, internal review) and the Management Control
Program. These management tools help ensure the integrity of
the system and complement each other. Controls form the basis
from which audits and reviews are performed.

The chief differences between the programs reflect the
level of independence provided to the command being inspected,
audited or reviewed.

Audits are the formal program which management can use to
evaluate its control system. Audits differ from management
control reviews and economy and efficiency reviews in that
they are performed by qualified professional auditors
following GAO Audit standards. These auditors are independent
from the influence of the function being audited. Audit

results are made available to those interested, including

Congress, and other auditing and inspection agencies.

12




Economy and efficiency reviews lie strictly within the
confines of the command for the Commanding Officer's sole use
as an internal assessment of the control system. Personnel
assigned to the command conduct the reviews. The findings are
confidential and not released outside the command; thus, the
Commanding Officer has the incentive to investigate and
correct problem areas promptly.

The Management Control Program is a review performed by
the managers themselves to determine whether their functional
area has adequate internal controls based on levels of
vulnerability and risk. Review results are incorporated into
the command's consolidated report. The Commanding Officer
determines which areas are reported to the next level in the
chain of command. Each echelon level command merges the
reports until they are consolidated at the DOD level into a
joint service report that is presented to Congress and the

President.

E. EXTERNAL AUDIT, INVESTIGATIVE AND INSPECTION ORGANIZATIONS

Since reports from external (to the DON) organizations
sometimes recommend areas where economic savings could accrue,
any concurrence could affect future budget plans. If managers
do not agree with the findings, they should justify their
rationale for not concurring. For example, a manager could
request additional sampling if the original sample was not an

accurate portrayal of events.

13




1. Congressionally Controlled Oversight Organizations

The Government Accounting Office (GAO) is responsible for
making independent evaluations of agencies and functions of
the Executive Branch of the government....GAO reports
generally contain findings, conclusions and recommendations
that identify problems, highlight areas where management
could be improved, and offer potential corrective actions.
The reports have a substantial impact on Congressional and
public views concerning DON activities. [Ref. 10:p. 1]

The Surveys and Investigations Staff of the House
Appropriations Committee reviews Navy programs for Congress.
Since the reviews are not conducted by professional auditors,
they are not bound by the strict GAO Standards or audit
objectives. Thus, their conclusions and recommendations may

not be statistically accurate.

2. Military Oversight Organizations

The following major operational audit and inspection
organizations are designed to meet DOD policy

...to provide adequate audit coverage of all DoD organiza-
tions, programs, activities, and functions as an integral
part of the DOD management system. The objectives of
auditing are to conduct independent evaluations of DOD
programs and operations, and to determine whether internal
control systems are adequate; information is reliable;
applicable laws, regulations and policies are followed;
resources are safeguarded and managed economically and
efficiently; and desired program results are achieved.
[Ref. 11l:p. 1-2]

a. Inspector General

(1) DOD Inspector General (DODIG).

The Inspector General is required to...conduct, supervise,
monitor, and initiate audits and investigations relating to
programs and operations of the DOD; provide leadership and
coordination and recommend policies for activities designed
to promote economy, efficiency, and effectiveness in the
administration of, and to prevent and detect fraud and abuse
in, such programs and operations; provide a means for

14




keeping the Secretary of Defense and the Congress fully and
currently informed about problems and deficiencies relating
to the administration of such programs and operations and
the necessity for and progress of corrective action. [Ref.
12:p. 1-2]

The major thrust of IG inspections centers on
mission economy and effectiveness, and reviewing special
interest items. These inspections differ from audits in that
they are not performed by professional auditors nor are
auditing standards followed. They are very limited in
duration, generally lasting a few weeks versus months or
years.

Special interest items are the result of
Congressional interest and/or common, recurring discrepancies
found during inspections. The major high interest items for
FY90 are DOD Environmental Program; Health Care; Defense
Management Report; Manpower and force structure; product
substitution, defective pricing and poor accounting systems.
IG teams routinely investigate hotline tips. [Ref. 13]

DOD IG 1is a <civilian appointed by the
President with the consent of the Senate. [Ref. 12:p. 1-2]

(2) Department of the Nav DON) Inspector
General (NAVINSGEN).

As the principle advisor on all inspection and noncriminal
investigation matters it is intended that NAVINSGEN act as
the "eyes and ears" of SECNAV, CNO and CMC in all integrity
and efficiency matters. The term "inspection" encompasses
not only command inspections, but the efforts of any group
or person within the DON who evaluates units and activities.
This term encompasses all examinations and inquiries into
any matter in which DON has interest which are not included
in NAVINSGEN's annual integrity and efficiency plan. [Ref.
14:p. 2]

15




These inspections concentrate on compliance
an . operational issues. NAVINSGEN is a military component of
the Office of the Secretary of the Navy. The IG teams are
normally comprised of a permanent cadre of military and DON
civilian personnel, occasionally supplemented with subject
area experts from the field.

Major/sub claimant IG teams operate under the
NAVINSGEN instruction. All reports are sent to NAVINSGEN.

OPNAVINST 5040 lists the NAVINSGEN special
interest items. Appendix A lists common discrepancies found
duiing command inspections.

b. Defense Contract Audit Agency
The Defense Contract Audit Agency provides
contract audit services as well as accounting and financial
advisory services to all DOD activities responsible for
procurement and contract administration. [Ref. 15:p. 1] The
director, a civilian selected by the Secretary of Defense,
receives agency direction and authorization from the Assistant
Secretary of Defense (Comptroller).
c. Naval Audit Service
The Naval Audit Service is the central audit
agency for the Navy.
The mission of the Naval Audit Service is to perform
internal audits of DON organizations, programs, systems,
activities, functions and funds and to issue reports on

these audits that describe conditions found and any
corrective actions needed. [Ref. 16]

16




The major focus of the Naval Audit Service is
concentrated on large, high-dollar value, multi-function
program audits. As a result, the audit may take up to a year
or more to complete.

The Naval Audit Service performs other functions, such as
providing audit policy guidance, surveillance, and review of
audits conducted by nonappropriated fund organization
auditors; monitoring Department of the Navy contracts for
audit services to ensure compliance with DOD guidance;
supporting the Naval Inspector General in executing the
Department of the Navy Audit Follow-up Program; serving as
the focal point for internal audit policy relative to the
Department of the Navy Management Control Program, and
providing audit assistance to the Naval Investigative
Service Command. ([Ref. 17:p. 2]

Additionally, a 1limited management consulting
service is available upon request. This service differs from
an audit because the report remains confidential and is not
released to outside parties.

The Auditor General of the Navy determines whether
the management consulting service is more appropriate than an
audit. The Naval Audit Service will recommend an audit if the
initial investigation determines fraud or waste may exist, and
will immediately prioritize the consulting request into the
audit plan. When resources become available, an audit will be
conducted. [Ref. 18]

The Auditor General of the Navy, a career civil
servant, is directly subordinate to the Under Secretary of the
Navy and serves in three capacities: Auditor General of the

Navy; Director, Naval Audit Service; and Executive Staff

Extension of the Under Secretary of the Navy. [Ref. 17:p. 2]

17




Appendix B discusses the current operational and
organizational structure of the Naval Audit Service, and
provides selections from the current audit plan.

d. Naval Investigative Service Command (NIS)

NIS maintains specialized fraud units throughout
the world to investigate fraud and criminal activities. [Ref.
19] Auditors are not trained to perform criminal investiga-
tions. If potential evidence of fraud or other criminal
activity is uncovered during an audit, the auditor can expand
the scope of the audit to verify the evidence. 1If verified,
the auditor furnishes a written report of the suspected
activities to the director or director's superior, the Naval
Inspector General and Naval Investigative Service Command for
investigation.

The NAVIG and Naval Investigative Service Command then
will determine at what level to brief any known or suspected
instances of illegal actions. Where criminal activity is
suspected during the audit, any notification or dissemina-
tion of audit reports will be coordinated with the Naval
Investigative Service Command. This 1is to preclude
compromise of the investigation or destruction/alteration of
evidence. [Ref. 17:p. 7]

F. INTERNAL ASSESSMENT FPROGRAMS
These reviews are conducted by personnel attached to the
command.
1. Internal Review
Internal Review provided Commanding Officers an

internal asset to assess the economy and effectiveness of

their command functions. The reports generated by the
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command's Internal Review staff were for the Commanding
Officer's sole use and were strictly confidential. This gave
the Commanding Officer the flexibility to direct the Internal
Review staff to review areas of concern without delay. Since
the results of these reviews remained within the command, the
Commanding Officer could be assured of confidentiality thus
providing an incentive for self-identification and correction
of command problem areas.

In 1989, SECNAVINST 7510.9 canceled Internal Review as
a required program; however Commanding Officers remain
responsible for their command's economy and efficiency. They
have the option of organizing their staff to perform reviews
in a manner which is most effective for the command.

SECNAVINST 7510.9 requires any review termed "audit"
to comply with GAO and Naval Auditing Standards, be performed
by professional auditors and reviewed by the Navy Auditor
General. When this occurs, the review no longer is
confidential and can be made available to outside, interested
parties. Since these reviews were initially intended to be a
confidential management tool for the commanding officer's sole
use, the majority of commands have replaced the term "audit"
with "study," "evaluation," "review," "inspection," or "quick
look"; and have changed the job series classifications of
their review staff from GS-511 (Auditor) to GS-510 (Accoun-
tant) or CS-343 (Management Analyst). However, interviewees

stated they will continue to foliow the audit standards.
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Economy and efficiency reviews "focus on areas to
reduce costs of operations, increase production and eliminate
waste, fraud and abuse." [Ref. 20:p. 2] Areas generally
covered include the appropriated and non-appropriated
activities for financial compliance. Major echelon commanders
have developed specific policy and guidance in this matter.

Commands are required to provide an audit liaison
service for outside agencies to conduct audits, reviews and
inspections.

Liaison includes the following:

1. providing administrative support;

2. arranging for suitable office space and equipment;

3. coordinating dates, times and locations for entrance and
exit conferences;

4. determining points of contact within various functional
areas;

5. maintaining pertinent records;

6. coordinating management responses to findings and
recommendations; and

7. coordinating audit resolution efforts between audit
agencies and managers. [Ref. 21:p. 4]

2. Management Control Program

a. Definition

The Management Control Program is the formal
process of an organization which evaluates whether internal
controls exist and are effective throughout the organization.
The Management Control Review is "a detailed examination by a
responsible manager on an area to determine the adequacy of
controls and to identify and correct deficiencies and
weaknesses." [Ref. 22:p. 1] This is a "do-it-yourself" type

program, where managers assess the control system. Management

20




controls are in compliance with the program if they follow the
objectives of internal controls:
1. The Accounting control is responsible for safeguarding
resources and assuring accuracy and reliability of
information.
2. The Administrative control assures adherence to laws,
regulations, and policies and also promotes efficiency and
economy. [Ref. 23]
b. The Basic Program

The basic program consists of six steps.

(1) Assign Management Responsibilities. The

Commanding Officer has overall responsibility for the program
and must sign all reports, or in his/her absence, the
Executive Officer may sign. All 1line managers perform
assessments and reviews or document the reviews and testing of
controls performed by audits, inspections or o*her reviews.

(2) Sedgment the Organization. Segment the
organization into meaningful assessable units. An assessable
unit is any entity capable of being evaluated by management
control procedures, for example, minor property. These units
should relate directly to a responsible manager.

(3) Risk Assessments. Risk assessments determine

the susceptibility or vulnerability of a program to
mismanagement due to fraud, waste or abuse.

Assessments are a quick look at an assessable unit, based on
an individual's (manager's) knowledge, experience, and
personality. Yes, even personality because the
applicability and degree of adequacy or acceptability varies
with each individual. But given the same information the
overall results of an assessment will generally fall in the
same range of vulnerability. [Ref. 23]
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The Vulnerability Assessment Form (Navcompt
Form 2283) (see Appendix C for an example) analyzes the
general control environment, the inherent risk and existing
safeguards or controls. The Vulnerability Assessment Form is
suggested but not mandatory. However, an alternative risk
assessment must follow the intent of the OMB guidelines.

The alternative risk assessment is based on
the results of audits, IG inspections, or reviews, and the
manager's knowledge and experience. Specific documentation is
required concerning how the alternative risk assessment was
performed and what was considered.

(4) The Management Control Plan. The Management

Control Plan is a brief plan, updated annually, which gives
the number of risk assessments, the number of reviews planned
based on the list of assessable units, their risk ratings and
how the evaluations are to be performed. This plan schedules
control evaluations over a five-year period and is tied to IG
inspections and annual audits to avoid duplication of efforts.

(5) The Management Control Review. The Manage-

ment Control Review is a detailed review examining the general
control conditions, within the event cycles. An event cycle
is "series of steps taken to get something done" [Ref.
24:Encl, p. 1] or the steps used to accomplish the goals of
the unit. This includes all the documents and activities
needed to take a process from start to finish. [Ref. 23] It

is conducted by the responsible manager to identify weak or
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excessive controls and to provide appropriate corrective
actions. Excessive controls are inefficient because the cost
for maintaining the controls exceed the benefits achieved.

All assessable units must be reviewed during
the five year cycle regardless of the risk factor. Functions
which have a high risk factor are required to be reviewed
within the first two years of the five year cycle. A low or
medium factor may or may not require a review during the first
two years, depending on the directions from the chain of
command. [Ref. 23]

(6) The Annual Management Control Certification
Statement. The Annual Management Control Certification
Statement (see Appendix C) is sent to the next higher level in
the chain of command documenting accomplishments, material
weaknesses, the risk assessment report and management control
plan. Proof of corrective actions taken must be attached to
the statement.

If the deficiency has not been corrected, a
statement of dollar value, potential level of risk and adverse
publicity which could result if the weakness continues must be
attached. Milestones with estimated completion dates are also
required. Any weakness or potential loss of more than five
percent of current resources should be considered for
reporting to the next level in the chain of command. Criteria
used to determine the materiality of weaknesses are provided

in Appendix D. [Ref. 23]
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Appendix E is a selected list of DON material
weaknesses reported to the Secretary of Defense in 1989.
c. Regulations

The Federal Managers' Financial Integrity Act
requires the head of each agency to submit annual statements
to the President and Congress on the status of internal
controls. OMB Circular A-123 prescribes government-wide
pelicy for internal control systems in all government
operations.

The Under Secretary of the Navy establishes
program policy for the Department of the Navy. A Review and
Oversight Council exists, among other objectives, to ensure
DON weaknesses are promptly corrected. The Naval Audit
Service, and Naval Inspector General evaluate compliance with
the program.

For more detailed information concerning this
program, consult SECNAVINST 5200.35B and OPNAVINST 5200.25B.

3. Other Command Audits, Reviews and Cash Counts

Although called audits, these are actually cash count
verifications and should be of a surprise, irregular nature
occurring not less than once each quarter. For these funds,
managers can reduce the potential for fraud, waste and abuse
by separating duties such as having different staff receive,

count, record and deposit the money.
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a. Imprest Fund
The imprest fund cashier 1is an individual
appointed by the Commanding Officer for the purpose of making
authorized cash payments for materials and services and is
responsible for maintaining custody of funds and filing
periodic vouchers to account for and replenish the fund.
Disbursing personnel cannot be cashiers. [Ref. 25]
The NAVMILPERSCOMINST 7510.2A AND NAVCOMPT Manual
Volume 4 provide direction for the imprest fund and audit
requirements.
b. Non-Appropriated Funds
These funds include Morale, Welfare and Recreation
(MWR) funds and Non-MWR funds such as the chapel funds, and
bachelor quarters funds.
OPNAVINST 1730.1B provides guidance for use of
chapel funds.
NAVMILPERSCOMINST 7510.2A provides guidance for
Bachelor quarters funds and Morale, Welfare, and Recreation
Funds.
According to the Director for MWR Auditing, Naval
Military Personnel Command (NMPC), the following agencies are
available for the Commanding Officer's use for auditing the
MWR program.
- Internal assets such as audit boards or qualified staff.
A potential problem with these assets is the lack of

independence to the command. Also, most commands use
collateral duty personnel who are unfamiliar with the

25




accounting system and may not perform the audit with
proficiency.

- Echelon Two Commanders routinely audit the program. The
Commanding Officer can request an accelerated review
outside the normal schedule.

- Naval Investigative Service can perform special investi-
gations. This report will stay within the command if no
criminal activity is suspected.

- Navy Audit Service (at cost to the command) or NMPC
Fiscal Oversight can review weaknesses and disclose
compliance with directives.

- The use of Certified Public Accounting firms (at cost to
the command) require advance approval from the Auditor
General of the Navy. [Ref. 26]

This chapter discussed the topics of management
control and auditing in the Navy. The next chapter will
define audits, provide audit standards and discuss the audit

process.
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III. AUDITS AND STANDARDS

This chapter defines audits, provides audit standards and

discusses the audit process.

A. AUDITS DEFINED
An audit 1is the process by which an independent and
competent person examines a sampling of the actual practices
of the entity under study and compares these practices to the
policies and directives established by higher authority and
generally accepted accounting principles. As defined by DOD,
...auditors independently and objectively shall analyze,
review, and evaluate existing procedures, controls, and
performance relating to organizations, activities,
programs and functions; and shall present conditions,
conclusions, and recommendations constructively in such a
way as to stimulate or encourage corrective action. [Ref.
11:p. 4]

1. Financial Audits

A financial audit determines

...whether the financial statements of an audited entity
present fairly the financial position, results of
operations, and cash flows or <changes in financial
position in accordance with generally accepted accounting
principles, and whether the entity has complied with laws
and regulations for those transactions and e’ents that may
have a material effect on the financial statements. [Ref.
1:p. 2-1]

The auditor's conclusions are expressed as an opinion
of the entity's performance in relation to policies and
principles. Therefore, the opinion cannot attest as to

whether the financial statements are completely accurate, only
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that they represent the actual performance of the
organization. 1In conducting the audit, the auditor tests the
control system and attempts to determine whether the financial
statements are an accurate portrayal of events, whether the
organization followed the generally accepted accounting
procedures and general policies and laws. If the organization
did these to the best of the auditor's knowledge and ability
to test them, then the opinion will report that the statements
are fair.

2. Performance Audits

Performance audits include economy and efficiency and
program audits. Economy and efficiency audits include
determining whether the entity is acquiring, protecting
and using its resources economically and efficiently, the
causes of the inefficiencies or uneconomical practices and
whether the entity has complied with laws and regulations
concerning matters of economy and efficiency.

Program audits include determining the extent to which
the desired results or benefits established by the
legislature or other authorizing body are being aciiieved,
the effectiveness of crganizations, programs, activities,
or functions, and whether the entity has complied with
laws and regulations applicable to the program. General-
ly, at the completion of a performance audit the auditor
does not express an opinion on the overall level of
performance. Rather, the auditor would report findings
and conclusions on the extent and adequacy of performance
and on specific processes, methods, and internal controls

that can be made more efficient or effective. If poten-
tial for improvement is found, the auditor would recommend
appropriate corrective actions. [Ref. 1l:pp. 2-3--2-5]

B. ESTABLISHING AUDITING STANDARDS
Three standards boards enact the generally accepted
accounting principles. The Governmental Accounting Standards

Board (GASB) establishes accounting principles and financial
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reporting standards for state and local government entities.
The General Accounting Office (GAO) institutes accounting
principles and financial reporting standards for the federal
government. The Financial Accounting Standards Board (FASB)
enacts accounting principles for nongovernment entities.
[Ref. 1:p. 2-1, Footnote 1]

All auditors who conduct audits on government functions
are required to follow the Government Auditing Standards as
defined in the GAO Government Auditing Standards booklet (the
yellow book). These standards are similar to those developed
by the American Institute of Certified Public Accountants
(AICPA) for nongovernment auditors. The standards are divided
between general and specific, field work standards. Consult
the yellow book for a full discussion of the standards.

1. General Standards

Four general standards detail the requirements of
government auditors and nongovernment auditors performing
audits on government functions. The first three standards are
identical to the standards established by the AICPA; the last
standard pertains only to GAO audits.

The standards describe the independence of the auditor
and the independence of the audit organization; the
qualifications of the audit staff; the responsibility of due

care; and the presence of quality control.
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a. Independence

Independence is the ability of the auditor to be
impartial, and to be viewed as impartial by coguizant third
parties, in collecting and analyzing information and preparing
an opinion relating to the statements. An auditor or audit
organization can be viewed as independent if no personal,
external or organizational impairments exits. ([Ref. 1l:pp. 3-
8, 3-9]

Personal 1impairments Jjeopardize the auditor's
ability to make an impartial examination of the function.
Such impairments can include a prejudicial attitude to the
audited function or members of that organization; political or
social biases due to 1loyalty to a specific organization;
financial, professional or personal interest in the audited
organization; and prior or current service with the audited
organization. Policies enable the auditor and audit
organization to identify any personal impairments which would
mar the objectivity of the auditor's work and opinion. [Ref.
l:pp. 3-8, 3-9]

External impairments reflect on the ability to
make a free and unbiased opinion. They result from factors
outside the control of the audit organization such as the
level of funding provided to the audit organization, the time
provided for conducting the audit, interference from the

audited agency on scope of the audit or transactions examined,
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or any external interference which impacts the objectives of
the audit. [Ref. 1l:pp. 3-8, 3-9]

Organizational impairments affect the audit
organization as a whole. The causes of these can be
attributed to such pressures as whether the organization
reports directly to the director of the audited function,
whether its personnel are hired, promoted, or fired on merit
or political coercion. [Ref. 1l:pp. 3-8, 3-9]

b. Qualifications of the Audit Staff

The combined staff should have the professional
gualifications to competently perform an audit. This means
that the audit organization as a whole must possess these
qualifications not necessarily any one person.

If an organization employs personnel, or hires outside
consultants, with acceptable knowledge and skills in such
areas as accounting, statistics, law, engineering, audit
design and methodology, automatic data processing, public
administration, economics, social sciences, and actuarial
science, each individual staff member need not possess all
these skills and knowledge. [Ref. 1l:pp. 3-1--3-2]

In order for the audit organization to maintain
its proficiency and technical competence, the GAO standards
require a program of continuing education and training for all
auditors assigned to the organization who perform audit
activities and services. [Ref. 1l:pp. 3-1--3-2])

c. Due Professional Care
The auditor performs as a professional in all

duties related to the audit. This includes but is not limited

to defining the scope of the audit, ensuring the audited
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entity understands the objectives of the audit prior to
performing the audit, understanding the operations to be
audited, choosing the appropriate methodology and tests used
based on materiality or significance to the audit, the
completion of the working papers, making inquiries concerning
the expertise of external auditors or specialists assisting in
the audit, rendering a sound opinion, and determining whether
corrective action has been undertaken from previous audits if
these affect the current audit. Each of these determines the
quality of the final product. [Ref. 1l:pp. 3-1--3-2]
This standard does not mean the auditor must make
a perfect judgment or is infallible, nor does it imply the
auditor assume extensive liability. [Ref. l:pp. 3-1--3-2]
d. Internal Quality Control
This applies to government auditors who are

required to follow the GAO guidelines. GAO standards require
an

...external quality control review at least every three

years by an organization not affiliated with the organiza-

tion being reviewed. The external quality control review

program should determine that *+he oroari-zatjon's internal

quality control system 1is in place and operating

effectively and established policies and procedures and

applicable auditing standards are being followed in its

audit work. [Ref. 1l:p. 3-18)
The limits of an internal quality control system depend on the
size of the firm, the nature of its work and the cost-

benefit considerations given to a quality control program.

([Ref. 1l:p. 3-18]
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2. Specific Standards

This section describes the supplemental field work
standards for financial and performance audits.
a. Field Work Standards For Financial Audits

Financial field work standards have been developed
by the AICPA. These are supplemented by the GAO Government
Auditing Standards to assist auditors in government financial
audits.

(1) Planning. "Planning should include
consideration of the audit requirements of all 1levels of
government." [Ref. 1l:p. 4-1] This standard requires auditors
to determine the final users of the audit and plan the audit
to meet their legal and regulatory requirements.

(2) Compliance Tests. Not only should the
auditor test compliance with the laws, but also test how not
complying with the laws and regulations affects the financial
statements or the results of the audit. The auditor should be
predominately concerned with those laws and regulations which
directly and materially affect the financial statements.
[Ref. 1l:p. 4-1]

The auditor should be cognizant of areas
susceptible to fraud or other illegal acts and design audit
tests to detect those which could have a material affect on
the financial statements or the report of a financial audit.
As part of the general standard of exercising due care, the

auditor should extend the scope of the audit when evidence
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indicates possible 1illegal acts or terminate the audit
completely, turning over the evidence to criminal
investigators. [Ref. 1l:p. 4-1]

(3) Working Papers. These provide evidence of
the audit work performed and the basis for the opinions
expressed in the report.

(4) Internal Control Structure. The auditor

needs a sufficient understanding of the internal control
structure in order to plan the audit and associated tests.
With financial audits, the auditor is concerned only with
those controls which apply to the financial records or which
the auditor uses in audit tests. [Ref. 1l:p. 4-1)
b. Field Work Standards For Performance Audits
(1) Planning. Planning includes coordinating the
activities with other agencies which may be involved to
prevent double work and to centralize aspects of the work,
such as the final report. A well-planned audit helps
guarantee the costs associated with the audit are outweighed
by the benefits attained. Initial surveys are recommended to
adequately plan the audit scope. [Ref. 1l:pp. 6-6, 6-7]
Audit scope is the boundary of the audit
including the audit subject and performance standards.
Objectives are what the audit attempts to accomplish and
should be clearly and concisely documented. Methodology
includes the tests, data gathering process and evidence

collected during the course of the audit to show that the

34

]




objectives and scope have been accomplished. Performance
standards shou d be reasonable, relevant and attainable.
[Ref. 1l:pp. 6-6, 6-7]

An audit program is developed for each audit.
The audit program details the work among supervisors and
staff, and provides the methodology and procedures to be used.
As a minimum, audit programs should include:

- Introduction and background: Information should be
provided about the legal authority for the audited organi-
zation, program, activity, or function; its history and
current objectives; its principal locations; and similar
information needed by the auditor to understand and carry
out the audit program.

- Objectives of the audit: The objectives should be
clearly stated.

- Scope of the audit: The scope should be clearly
described.

- Audit methods: The methodology should be clearly
described, and for most audits, it is desirable to include
suggested steps and procedures, and sampling plars for the
auditors to follow....

- Definition of terms: Any known unique terms used by
the audited entity should be defined or explained.

- Special instruction:....This section of the program
may be used to 1list the responsibilities of each audit
organization, such as preparing audit programs, conducting
audit work, supervising audit work, drafting reports,
handling auditee comments, and processing the final
report.

- Report: The audit program should set forth the
general format (if not included in organization audit
policy and procedures) to be followed in the audit report
and cite, to the extent possible, the types of information
to be in it. [Ref. 1l:pp. 6-6, 6-7]

(2) Supervision. Supervision varies with the

staff members' level of experience and is documented in the
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working papers. This includes whether the objectives were
achieved, the audit standards and audit program were followed,
and whether the working papers substantiate the audit
findings. Providing on-the-job training and continuing
education are also included in this standard. [Ref. 1l:p. 6-9]

(3) Compliance Tests.

An assessment is to be made of compliance with applicable
requirements of laws and regulations when necessary to
satisfy the audit objectives....Auditors should design the
audit to provide reasonable assurance of detecting abuse
or illegal acts that could significantly affect the audit
objectives....Auditors should be alert to situations or
transactions that could be indicative of abuse or illegal
acts. [Ref. 1l:p. 6-9]

The auditor decides which laws and regulations pertain to the

audit as well as those which will have a vital influence on

the objectives. The audited entity is responsible for

providing the pertinent laws and requirements for the auditor.
[Ref. 1:p. 6-11]

(4) Assessment of Internal Controls. This is

required, if needed, to satisfy the audit objectives. The
reasons and tests used to evaluate internal controls depend on
the audit objectives. Not all audits will require an
assessment of the controls. [Ref. 1l:p. 6-13] GAO Government
Auditing Standards necessitate examining the controls if the
audit objectives require:

- testing the adequacy of particular internal controls.

- verifying the adequacy of the process for carrying out a
particular mission or action.

- assessing unsatisfactory performance. [Ref. 1:p. 6-13]
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(5) Evidence. Evidence has four categories:
physical, documentary, testimonial and analytical.

Physical evidence pertains to the direct
observation or inspection by the auditor. This can include
observing events such as counting inventory; inspecting
charts, graphs, maps, buildings etc., or other physical
documentation of property; and observing people in action.
This type of evidence is more reliable and valid than that
which is obtained indirectly. [Ref. l:pp. 6-16, 6-17]

Documentary evidence relates to the files of
the organization reflecting performance. These are the memos,
letters, accounting records, etc. The original documents are
considered more reliable than copies. [Ref. l:pp. 6-16, 6-17]

Testimonial evidence comes from interviews
and correspondence written directly to the auditing service.
If the evidence is significant to the audit, the auditor
should also collect supporting information regarding the
statements anu the reliability of the source. The testimony
can be considered valid and reliable when the person can speak
without reprisals. [Ref. l:pp. 6-16, 6-17]

Analytical evidence applies to the
calculations, 1logic, and correlation of the information
received. [Ref. 1l:pp. 6-16, 6~17]

Once the auditor has the evidence, it must be

tested for sufficiency, relevance and competence.
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- Sufficiency is the presence of enough factual and
convincing evidence to support the auditors' findings,
conclusions, and any recommendations. Determining the
sufficiency of evidence requires judgment. When
appropriate, statistical methods may be used to establish
sufficiency.

- Relevance refers to the relationship of evidence to

its use. The information used to prove or disprove an
issue is relevant if it has a logical, sensible relation-
ship to that issue. Information that does not is irrele-

vant and therefore should not be included as evidence.

- To be competent, evidence should be valid and
reliable. In evaluating the competence of evidence, the
auditors should carefully consider whether reasons exist
to doubt its wvalidity or completeness. If so, the

auditors should obtain additional evidence or reflect the
situation in the report. [Ref. 1l:p. 6-17]

The auditor can surmise the evidence is competent if it comes
from a source independent of the audited entity; or if the

internal control structure is strong. [Ref. 1l:p. 6-17]

C. AUDIT PROCESS

Four stages occur in most audits, whether they are
performed by the in-house auditors or audit agencies:
planning, survey, verification and reporting.

1. Planning Stage

Preliminary research and preparation for an audit

could best describe this phase. To control costs and to
ensure an audit which will assist management effectively, an
audit plan is developed. Limited value is attributed to even
superbly conducted audits which provide meager or no benefits
to management. In addition, audits which are broadly scoped

cannot control costs effectively thereby diminishing the

38




results of the audit report. With increasing attention
focused on government spending, it behooves the audit agencies
to develop sound audit plans which can justify when and why
certain areas are planned and audited or not planned and not
audited. [Ref. 27:Ch. 5, p. 3]
a. Justification

The DOD Internal Audit Manual provides the

following causes for justifying and prioritizing audits:

1. Sensitivity. The sensitivity of a program or system
to the mission of an organization and the importance of
that mission to the overall mission of its parent
organization are important considerations. Other
considerations include whether an area is of high interest
to the head of the Department or organization or whether
poor performance in an area could <cause severe
embarrassment to the Department or adversely impact on its
relations with Congress.

2. Risk. The adequacy of internal control systems and
the wvulnerability of an area to fraud, waste, abuse or
mismanagement is the major consideration in this area.
Also, the newness of, or major changes in, programs and
systems could increase the risks.

3. Audit Experience. Give a higher rating to an audit
area that has a history of major deficiencies than to an
area that has experienced only minor deficiencies in the
past. Be sure to consider the results of other evalua-
tions such as inspections, investigations and program
reviews, along with the results of the most recent reviews
by the audit activity, other DOD audit organizations, U.S.
General Accounting Office (GAO), and commercial firms
performing audit work on a contractual basis.

4. Financial Impact. Identify the current or potential
dollars involved in the programs, system or function.
This can be measured in various ways such as value of
assets or amount of funding.

5. Time Since Last Audit. Consider the date of the last
audit or comprehensive inspection and assign higher
ratings to those with longer elapsed times since the last
audit or comprehensive inspection.
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6. Management Request. Assign additional rating points
when management requests an audit of the area. [Ref.
27:¢h. 5, pp. 5-6]
b. Audit Plan
Planning and conducting the audit is the auditor's
responsibility. The audit plan contains:
- the audit objectives and scope.

~ the background of the proposed activity.

- written communication with all interested parties
including the activity to be audited.

- resources required to perform the audit adequately.

- on-site surveys planned to develop familiarity of the
program, to identify areas to emphasize, and to invite
comments from the activity.

- approval of the work plan.

- coordinating the plan with other audit and review
agencies to ensure similar audits are not planned or
currently running. [Ref. 27:Ch. 2, p. 8]

2. Survey Stage

The survey stage is the refinement stage. For the

Naval Audit Service, this phase encompasses approximately 30
percent of the total audit time. [Ref. 28] During this
phase, the audit team determines whether sufficient evidence
exists to perform an audit and attain monetary benefits in
excess of costs. Approval to continue with the audit process
is assigned to senior management based on the reports from the
field auditors. [Ref. 27:Ch. 8, p. 4] This phase requires:
- familiarity with the program, planned area, and its
policies and procedures. It provides auditors the

opportunity to interview management for suggestions and
comments, to identify areas of weakness or corrective
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actions taken from previous inspections or audits, and
to identify ©potentially significant findings for

further study during the verification phase. This
phase also develops or refines audit objectives and the
scope of the work including site selection. [Ref.

27:Ch. 8, p. 4]
- the decision to proceed with the audit.

The avdit program is then developed. The program will
include the revised or established audit objectives; special
instructions and definition of terms; background of the
function to be audited including but not limited to location,
mission, policies and procedures, and noted areas of
deficiencies in the control program; purpose and scope of the
audit as well as methodology, and the format and content of
the report. [Ref. 27:Ch. 8, p. 4] 1If the audit program is
effective, standardized procedures will then exist for
multilocation audits. [Ref. 27:Ch. 8, p. 4]

3. Verification Stage

The actual audit field work occurs during this phase.
The audit team provides an entrance letter to the component
head, detailing the objectives and scope of audit and the
period of time which the audit will cover. This letter
provides ample notification for the entity to prepare for the
audit. The auditors will request an initial interview with
the command in which they will address their objectives and
any concerns the command may have, including noted weaknesses
which are being corrected, prior to beginning the actual work.

No entrance letter is sent for cash counts or similar audits
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where surprise is essential to the audit. For all audits,
management will be advised when objectives are modified and
when the audit progresses through each stage.

During this phase, the auditors collect the evidence
needed to accomplish the audit objectives and to develop
conclusions and opinions concerning the audited entity. Some
of the evidence collected includes investigating prior audit
recommendations and testing for corrective action. The prior
audits need not have been performed by the same agency. Any
previous audit is eligible. [Ref. 27:Ch. 8, pp. 5-8]

The auditors are responsible for developing their
potential findings and recommendations as early in the audit
as possible and discussing these with the audited entity's
officials, before they are in the formal draft. The findings
must relate to the objectives. If management takes corrective
actions on the potential findings, this action will be
reflected in the report as well as any corrective actions
taken prior to the audit. ([Ref. 27:Ch. 8, pp. 5-8]

A draft report will be presented to the activity prior
to the end of the audit or within 60 days of completion of the
field work. This report clarifies any discussions with
management, provides management the cpportunity to refute
claims of benefits associated with the findings and in the
process reduces the possibility that management will reject

the report. [Ref. 27:Ch. 8, pp. 5-8]
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The exit conference is management's final occasion to
discuss disputed matters with the auditors before the formal
draft is written. If this conference occurs before management
has a chance to see the draft report, another conference will
be offered, if desired. [Ref. 27:Ch. 8, pp. 5-8])

The final step in this process is the post-audit
critique which is designed for management to provide feedback
for improving audits of the type just performed. [Ref. 27:Ch.
8, p. 8]

4. Reporting Phase

The audit report is the formal written document which
describes the results of the audit process. Included in this
document are the auditors' opinions and recommendations for
improving material deficiencies. All audit reports follow the
standards established by the AICPA and the GAO Government
Auditing Standards.

a. Financial Audit Reporting Standards

The first four standards for reports of financial
audits and financial related audits require a statement that:

- the audit was made following generally accepted govern-
ment auditing standards (GAGAS). This refers to the
standards described in the yellow book. [Ref. 27:p.
12-2]

- a test was conducted for compliance with 1laws and
regulations. The compliance statement will be in the
form of a positive or negative assurance. A positive
assurance indicates the test was performed and there
appears to be compliance with the laws. A negative
assurance indicates that nothing appears to indicate

noncompliance in the items not tested. This statement
on compliance will indicate whether illegal activities
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identified through the audit could result in criminal
prosecution. A noncompliance statement will be issued
if necessary. [Ref. 27:p. 12-2]

- concerns the auditors' assessment of the internal
control structure. This statement will detail the
scope of the work involved to garner an understanding
of the control environment, tests of the controls and
the report of the condition of the controls.

An assessment need not be made but must Dbe
reported, if:

a. the size of the audited organization is small,

b. the control structure is so weak that the auditor
had to rely on other tests,

c. it was more efficient to conduct other tests, or
the audit objectives did not require an evaluation
of the internal controls. ([Ref. 27:p. 12-2]

- some information which forms the auditors' opinions may
be prohibited by law from disclosure. If this is the
case, the auditor will describe the nature of the work
and the basis for the nondisclosure in the audit
report. [Ref. 27:p. 12-2]

The fifth standard covers distribution and
timeliness of the audit report. Timeliness, for DOD, means
within 120 days following the draft report. [Ref. 27:p. 12-2]
Generally, unless the report is classified for security or
ethical reasons, it 1is made available to all interested
parties for inspection.

b. Performance Audits

Performance audit reports will include the

statements as described above on compliance with GAGAS,

assessment of internal controls, compliance with laws and

regulations, disclosure and distribution requirements.
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In addition the report will have a statement
describing the audit scope, objectives and methodology. Audit
findings and conclusions should be relevant, competent and
sufficient. The findings and conclusions will be clearly
stated. Any background information for which an interested
third party may need to understand the report will also be
included. [Ref. 1l:p. 7-15]

Where weaknesses and deficiencies are noted, the
auditor will provide the cause of the problem identified and
supporting evidence. Beneficial and practical recommenda-
tions when required by the audit objectives will be made if
corrective action will significantly affect the organiza-tion.
Any uncorrected actions from previous audits will be reported.
Auditors are advised to address their specific recommendations
in a constructive, performance-directed manner to those
officials capable of taking action. [Ref. 1l:p. 7-15])

Performance audit reports will ©p.ovide for
appropriate remarks by accountable officials on action taken
or contemplated concerning the findings and conclusions. The
auditor will normally request these remarks in writing to
avoid possible misinterpretation. [Ref. 1l:p. 7-15)

The report will note if the audit uncovered any
management achievements, especially if these applied to other
areas of the audited entity, "inclusion of such
accomplishments may lead to improved performance by other

government organizations that read the report." [Ref. 1l:p.
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7-11] Any areas requiring further study but not associated

with the audit objectives under examination, will also be
noted in the report. [Ref. 1l:p. 7-15)

The performance audit report will be "complete,
accurate, objective, and convincing, and be as clear and
concise as the subject matter permits." [Ref. 1l:p. 7-12]
Complete refers to the information provided, the perspective
of evidence to the findings, and if required, supporting
documentation for the reader to correctly understand the
organization's performance. An accurate portrayal refers to
ethical and professional work. An audit agency maintains
integrity in its working papers if evidence is relevant and
competent to the audit scope, objectives and methodology.
[Ref. 1:p. 7-15]

Objectivity is the impartial manner in which the
audit 1is conducted, the facts presented, and the report
written. A professional report will Kkeep findings and
conclusions in perspective. Behavior modification is always
the reason for the recommendations. Therefore, the auditor
will address the report in a constructive manner so as to be
helpful. [Ref. 1l:p. 7-15]

Convincing, clear and concise requires the auditor
to present the report in a manner which is easy to read, whose
conclusions follow 1logically from the facts and audit
objectives, providing any necessary supporting documents such

as charts or graphs which will make it easier to understand.
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The report will be long enough to cover the audit without
being redundant; a complete, concise report will receive
greater attention. [Ref. 1l:p. 7-15]

c. Follow-up

The auditors check for corrective actions on known
findings and recommendations from previous audits which could
affect the findings of the current audit. During this check,
they also ascertain whether optimum benefits were attained in
a timely manner. [Ref. 1l:p. 7-15]

Follow-up for auditors also occurs after their
report is issued. They verify management's responses are made
within 60 days of the draft report or 60 days following
release of the final report. If a deficiency requires
immediate action, the timeframe for responses will be
inaicated in the report. The second part of follow-up
requires the auditor to review the management's responses
according to DOD directives. Management is compelled to
concur or not concur with each audit finding, recommendation
and monetary benefit. The audited entity may indicate whether
alternative action is more appropriate and provide their
proposal. Management is also compelled to provide any
corrective action taken and a plan of action on those findings
and recommendations where corrective action has not been
taken. The plan of action will also indicate estimated dates
of completion and monetary benefits anticipated. [Ref. 1l:p.

7-15]
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Specific gquidelines for resolving disputes are
provided within DOD Directive 7650.3.

This chapter defined audits, provided audit
standards and discussed the audit process. The next chapter
will discuss practical suggestions for managers to prepare for

and participate in audits or reviews.
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IV. PRACTICAL GUIDELINES FOR A SUCCESSFUL AUDIT

This chapter discusses practical suggestions for managers

to prepare for and participate in audits or reviews.

A.

PREPARING FOR AN AUDIT OR INSPECTION

Once notified, the following steps are recommended.

Usually the manager will have several months notice of a

pending audit or inspection. The manager should:

Review the areas of special interest issued in the audit
plan, and understand the objectives and sccpe of the
audit or inspection. Will it be an activity level
compliance audit or will its focus be narrowed to a
specific program? If it will be a multi-location audit,
the manager will require more specific preparation.

Review prior inspection and audit findings for areas of
potential weaknesses, since auditors look at results and
recommendations from previous audits. If these have been
reported corrected but the deficiencies still exist,
managers must take immediate action to correct the
situation.

Prioritize the discrepancies requiring corrective
action according to the level of risk and vulnerability
to tae mission of the command. Two audit findings are
considered the worst kind: repeat audit findings when
corrective action was reported earlier, and new audit
findings identifying a weakness of which the manager was
unaware.

Perform a mini-audit, examination or review on the
function. Is there compliance with the required
standards, directives, etc.? If the Management Control
Review has been conducted correctly, there should be few,
if any, surprises.
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B. PARTICIPATING IN AN AUDIT
1. Professionalism and Cooperation

Cooperation in attitude is extremely important. The
manager should assume a professional stance.

Be helpful. Assist the auditor with access to
requested information. However, limit access to the requested
information only, so weaknesses can be attributed exclusively
to that file.

Provide status on apparent deficiencies and any
corrective action which has been taken. If the problem is
obvious, the auditor will find it anyway. Ask for advice on
how to correct problem areas, especially during survey audits.
The auditor's job 1is to assess the function and make
corrective recommendations.

The Naval Audit Service indicates some managers have
been known to conceal vital information to an audit only to
turn it over during the exit conference. [Ref. 28] Managers
maintain their credibility with the auditors if they are
honest and are not concealing information. When the manager
loses credibility, the auditor relies on evidence obtained
elsewhere.

Provide an area for the auditor to work uninterrupted.
Since the auditor is unfamiliar with the physical
organization, the manager should provide a layout of the

building.
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Assist in scheduling meetings and interviews with key
personnel. This also requires the manager to have Kkey
personnel available during the audit, scheduling leave and
travel appropriately.

Ensure the staff has been trained to comply with
directives and instructions so the auditors receive the same
information from all. Other ways to participate include
asking questions of the auditors to clarify information or to
understand the work and tests performed. Keep the chain of
command informed of the progress and any important develop-
ments or findings which could reflect adversely on the
command.

2. Auditee's Bill of Rights

An audited organization has certain rights during an

audit.
a. Right 1
To know the scope, schedule and objectives of the
audit or any changes to these. The auditor is required to

provide this information at the entrance interview.
b. Right 2
To conduct its work with minimal interference.
The audited entity should provide a point of contact if the
auditor requires assistance outside the interview schedule.
c. Right 3
To ask questions of the auditor or request

clarifying information pertaining to the audit at any time.
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The organization has the right to understand the audit process
including the methodology, tests and findings.
d. Right 4

To read the report before final release. This is
extremely important. If there are disagreements, the manager
should make them known. Indicate concurrence or non-
concurrence to each finding, in writing. Major claimants have
been known to mark budgets based on a manager's concurrence
with the findings. If the manager does not concur, provide
supporting evidence for the non-concurrence. This is the
manager's last opportunity to question the findings and tests.
[Ref. 29]

3. Audit Follow-up

Design a tickler system to track each finding until
corrective action has been taken and verified. This tickler
system furnishes information which indicates the
organization's position on the findings, corrective action
taken and whether the actions corrected the noted
deficiencies. It also indicates monetary benefits achieved
and how these correspond to the audit report. Finally, the
tickler file provides a plan of action including dates for
corrective action and completion of those areas not readily
corrected. The tickler file remains open until the corrective
actions have been taken and confirmed or verified.

The tickler file should be made available for all

interested entities to perform new audits, reviews, etc.,
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based on the status of the audit report. All documentation
remains in the follow-up files for further reviews. [Ref.

30:p. 6]

C. USING AUDIT AND REVIEW ASSETS EFFECTIVELY

Judicious use of internal assets, such as former internal
review personnel, accountants, or management analysts,
promotes better management. When you ask functional leaders
to report on their areas, you get what you inspect. [Ref. 31]
Managers are reluctant to report weaknesses fcr which they
cannot correct promptly.

Internal assets, audits and reviews keep people honest.
If they know they will be inspected, they are more likely to
follow established guidelines.

Internal assets can also investigate Commanding Officer's
hot-line issues. If these issues are of significant concern
or dollar amounts, the Commanding Officer can address them
further in economy and efficiency reviews, or audits.

Whether to perform economy and efficiency reviews on a
periodic basis or a‘° the beginning/end of tours 1is a
management decision. Some prefer the periodic basis which
provides the manager the opportunity to correct the problems
before detaching. They also feel that since other employees
are still in that functional organization, new standards can
be developed at any time. Others prefer the entrance/exit

review as a measure of the efficiency and effectiveness of the
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outgoing manager, and for establishing a new set of standards

for the new manager to follow.

D. MANAGEMENT CONCERNS

Most commands report the discrepancies noted in audits are
the result of not having adequate numbers of staff or time to
do everything which is required. Fraud, waste, abuse or
mismanagement are not the typical culprits. The manager makes
the decision by default on which requirements are more
important and which can be relegated to second p