
34  New Perspectives Association of Healthcare Internal Auditors Winter 2011

Quality Assurance

QARs–New Perspectives on Internal  
Audit Quality
By Mark Ruppert, with Renee Jaenicke, Sridhar Ramamoorti and Ron Ridel

Do I really need to pull time away from 
auditing for a quality assurance review?

The first QA column highlighted 
three issues: the application of 

profession to healthcare internal 
auditors; the importance of the AHIA’s 
adoption of the Institute of Internal 
Auditors’ International Professional 
Practices Framework; and the value of 
demonstrating professional commitment 
through the quality assurance review 
process.  This column will be completed 
before the first column is published, 
without the benefit of reader feedback. 
We are hopeful the first column did not 
significantly alienate readership.

It is easy to say “comply with the IIA 
International Professional Practices 
Framework” (IPPF) or simply “comply 
with IIA Standards,” but it is much more 
difficult to ensure that compliance occurs. 
The reasons for this are: 

• the IIA Standards are not in all cases 
as easily discernible as pitch dark or 
high noon. 

• the IPPF and Standards are not static 
(i.e. they change over time). 

• meeting the quality assurance review 
(QAR) requirement may present a 
variety of challenges.

• the size of the internal audit function 
and its reporting relationship can 
limit the ability to comply.

The beauty of these challenges is that 
they are also a sign of an evolving 
profession; a profession that supports 
the concept of professionals challenging 
themselves against the standards criteria 
at least every five years. Additionally, the 
reviews provide a vehicle for examining 
and adopting leading audit practices 
which are also necessary in an evolving 
profession.

This column attempts to focus more 
specifically on how even the smallest 
audit functions can overcome the quality 
assurance review hurdles.  Addressing 
in detail all aspects of the Standards is the 
goal of future columns.  

Attribute Standard 1312

Attribute Standard 1312 states that: 
External assessments must be conducted 
at least once every five years by a qualified, 
independent reviewer or review team from 
outside the organization. The chief audit 
executive must discuss with the board: 

• The need for more frequent external 
assessments; and 

• The qualifications and independence of 
the external reviewer or review team, 
including any potential conflict of interest.

The IIA has issued new Practice Advisories 
on the Independence of External 
Assessment Team in the Private and Public 
Sectors. This is an important advisory 
because it addresses independence 
concerns that some internal audit 
professionals have had regarding the 
need to use and pay fees to independent 
firms, the funding for which may not be 
readily available. Additionally, in April 
2011 the IIA issued the IPPF Practice Guide 

Assisting Small Internal Audit Activities in 
Implementing the Standards.

For the last quality assurance review 
conducted for my internal audit function, 
we used the Institute of Internal Auditors 
as our quality reviewer. The review team 
shared an interesting observation with our 
Audit Committee, which was that internal 
audit functions that go through the reviews 
are typically among the top tier since most 
internal audit functions go into the review 
process assuming they are compliant. 

If this statement is true, why then are 
not all internal audit functions working 
toward and achieving such preparedness?  
And, for those functions that are, what 
might be preventing them from either 
actively pursuing review or even 
being required to do so by their audit 
committees?

Assuming your internal audit function 
is either well-prepared for a quality 
assurance review, dutifully working 
toward compliance, or too busy auditing 
to give the Standards consideration, the 
key challenges in pursuing a quality 
assurance review appear to be one or a 
combination of the following:

• Board support

• Executive management support

• Lack of a CAE priority

• Funding

• Preparedness

• Fear

Board and executive management 
support

While there are distinct differences with 
each challenge, they are likely more 
intertwined than not. Each organization 
develops its own culture, politics and 
relationships; relationships among and 
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between both the Board and executive 
management are thereby unique.  A CAE 
must develop an understanding of these 
relationships by whatever means possible 
and then market the QAR accordingly.

From a Board perspective, a QAR should 
be deemed a necessity.  The Board relies on 
internal audit as its source into organization 
risk and control details and should therefore 
want to ensure the function meets a 
minimal level of professionalism, just as it 
relies on independent auditors to validate 
financial reporting professionalism. 

While executive management should also 
share this belief, their focus and motives 
may be less directly linked with purpose 

but more focused on the delivered value 
of internal audit. 

So what to do? First market and then 
formalize.

Market

Marketing the professionalism of internal 
audit is vital.  If the Board and executive 
management do not see internal audit 
as a profession, it will be difficult to 
see the value of ensuring internal audit 
compliance with a set of Standards, 
especially in healthcare. 

This is because compliance is already 
a significant resource focus for 

healthcare organizations and for most 
compliance matters there are significant 
organizational consequences like loss of 
accreditation, penalties, bad press, etc. 
The failure to ensure internal audit meets 
a set of professional Standards does not 
have similar “noticeable” consequences. 

There are many articles and resources 
related to marketing the internal audit 
function (see the “Works Cited” list). But 
marketing the professional component and 
importance of Standards is different than 
marketing the value of internal audit.  The 
value of your function may be very evident 
but the importance of ensuring the internal 
audit function is in compliance with a set 
of Standards may not be. The CAE and the 
CAE’s relationship with the Board and 
executive management are key.

Formalize

Once Board and executive management 
buy-in occurs, formalizing compliance 
with the IIA Standards is the next vital 
action. If the internal audit function 
does not have a Charter—create one. If 
it does have one, make sure the Charter 
requires internal audit compliance 
with the Standards. The Charter should 
be minimally approved by the Audit 
Committee Chair and CEO, but if 
possible, it should also be approved by 
the Board or Board Chair. Once endorsed 
in this manner, a quality assurance review 
is inevitable. The question then merely 
becomes how best to proceed (see the 
“Works Cited” list for pertinent links 
regarding internal audit charters). NP

Why are not all internal 
audit functions working 
toward and achieving 

such preparedness?
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Marketing the Internal Audit Function:

www.theiia.org/blogs/jacka/index.cfm/post/Why%20Marketing%20Internal%20
Audit%20is%20Important:%20%20Four%20Rules

www.theiia.org/blogs/jacka/index.cfm/post/Why%20Marketing%20Internal%20
Audit%20is%20Important:%20%20Rules%20Three,%20Four,%20and%20Zero

www.protiviti.com/en-US/Insights/Browse-by-Content/Featured-Articles/
Pages/The-Worst-Practices-for-Marketing-and-Selling-Internal-Audit.aspx

Internal Audit Charters:

www.theiia.org/guidance/Standards-and-guidance/audit-committees-board-of-
directors/internal-audit-department-charter/?search=internal%20audit%20charter

Note:  Many organizations make their internal audit and even audit committee charters 
public.  The best way to find samples is to simply Google “internal audit charter.”

Authors
Mark P. Ruppert, CPA, CIA, CISA, 
CHFP, CHC, is Director of Internal 
Audit and Conflict of Interest Adminis-
trator at Cedars-Sinai Health System in 
Los Angeles, California. Mark has been 
subjected to three QARs at his current 
and former employer and came out with 
flying colors in each of them; he has also 
led and participated in several QARs in 
the past five years.

Renée Jaenicke, CPA, 
CIA, is Director of In-
ternal Audit at Renown 
Health in Reno, Nevada.

Ron Ridel, CISA, is the Man-
aging Partner of The Rand 
Group LLC and as a consul-
tant to the IIA has performed 
over 70 Quality Assurance 
reviews worldwide.

Dr. Sridhar Ramamoorti, ACA, 
CPA/CITP/CFF, CIA, CFE, 
CFFA, CFSA, CGAP, CGFM, 
CRP, CICA, FCPA, is an Associ-
ate Professor in the School of Ac-
countancy, and Director, Center 
for Corporate Governance, at the 
Michael J. Coles College of Busi-
ness at Kennesaw State Univer-
sity in Kennesaw, Georgia.




