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Quality Assurance

QARs—New Perspectives  
on Internal Audit Quality
By Mark P. Ruppert, with Renée Jaenicke, Dr. Sridhar Ramamoorti, and Ron Ridel, CISA

What is a profession and what 
makes one a professional? 

If you search the Internet, you will find 
many discussions and points of view on 

professions and professionals. According 
to Merriam-Webster’s online dictionary, 
one definition of a profession is “a 
calling requiring specialized knowledge 
and often long and intensive academic 
preparation.” A fitting definition of a 
professional is: “characterized by or 
conforming to the technical or ethical 
standards of a profession.” 

The Latin root “professio,” means a public 
declaration with the force of a promise. A 
profession is set apart from other groups 
by being public or for the good of the 
public. Finally, professionalism contains 
an element of a commitment to quality 
that is not static, but rather dynamic and 
self-reflective, that encourages growth. 

There are five attributes that clearly 
distinguish a profession as contrasted to 
other groups. They include the formal 
public adoption of: (1) a code of ethics; (2) 
a set of standards; (3) a recognized status 
(e.g., license or certification) by those 
trained in that regard as professionals; 
(4) a public good or interest; (5) an 
unwavering commitment to quality in the 
service provided. So I ask, is healthcare 
internal audit a profession, and are 
healthcare internal auditors professionals?

AHIA adopts the International 
Professional Practices Framework (IPPF) 
as promulgated by the Institute of Internal 
Auditors (IIA).

You should recall the recent AHIA 
announcement setting forth AHIA’s 
reaffirmation of its commitment to the IIA 
Standards. This affirmation in essence is a 
new adoption meaning the IIA Standards 
are no longer merely a set of standards 
but a mandatory component of the IIA’s 

new International Professional Practices 
Framework (IPPF). The Institute states 
IPPF “is the conceptual framework 
that organizes authoritative guidance 
promulgated by The Institute of Internal 
Auditors.” 

As a framework, adopting the IPPF sets 
forth the standards by which AHIA 
members should perform their work, and 
lays down the formal code of ethics and 
commitment to quality going forward. 

Quality is truly never an accident; it 
is a deliberate and wise choice. AHIA 
Chairman (and former IIA Chairman) 
Mike Fabrizius was wise in leading 
the AHIA Board to the adoption of the 
IPPF. Doing so answered the question: 
Is healthcare internal audit a profession 
and are healthcare internal auditors 
professionals? Indeed we are!

Accept responsibility

With this privilege comes responsibility: 
a responsibility to ourselves, our 
organizations, and to our fellow 
professionals, to be committed to quality. 
The IPPF does not address the specific 
unique complexities internal auditors 

face in the healthcare environment. But, 
in reality the basic professional code, 
standards, and routine guidelines are the 
same across all industries. 

Industry-related guidance is certainly 
important to success in providing quality 
service. We are fortunate that AHIA 
provides considerable complementary, 
informal guidance for the practice of 
healthcare internal auditing through 
conferences, seminars, webinars, 

publications, and networking. So, 
embrace the IPPF as your own and take 
our profession forward.

Commit to quality

With the other parts of a profession in 
place, the remaining attribute requiring 
attention is commitment to quality. 
Committing to quality is easily said. But 
it is not easily done. In this regard, our 
expectation is that this column becomes 
one tool that can help AHIA members 
with embracing quality. 

The title of this regularly appearing 
column, QARs - New Perspectives on 
Internal Audit Quality, reflects the 

“Quality is never an accident; it is always the result 
of high intention, sincere effort, intelligent direction, 
and skillful execution; it presents the wise choice of 

many alternatives.” 

—William A. Foster, World War II Medal of Honor recipient for extraordinary 
commitment during the Battle of Okinawa.
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concept that quality is evident when 
those engaged in our profession focus 
on reading (knowing), respecting, 
requiring, reviewing and reporting on 
compliance with the IPPF. We will use 
this column to convey information, 
ideas, and attitudes related to the QARs 
and other aspects of a professional 
commitment to quality. In addition, we 
will answer your questions.

The International Professional 
Practices Framework (IPPF)

Reading and ‘knowing’ the standards 
by which we carry out our professional 
activities makes an overview of the IPPF 
an appropriate starting point for our first 
column. IPPF details are available on the 
IIA’s website. You and your team should 
consider them accordingly.

The IIA states, “the scope of the IPPF 
includes only authoritative guidance 
developed by the IIA international 
technical boards and committees 
following due process.” This guidance 
consists of two categories:

• Mandatory Guidance 
Guidance developed following an 
established due diligence process 
that includes a period of public 
exposure. Mandatory guidance 
consists specifically of the Definition 
of Internal Auditing, Code of Ethics 
and International Standards for 
the Professional Practice of Internal 
Auditing (the Standards), and is 
applicable to both the entities and 
individuals engaged in internal 
auditing. 

• Strongly Recommended Guidance 
Guidance developed through 
endorsement by the IIA using 
a formal approval process and 
describing practices for the effective 
implementation of the Mandatory 

Guidance. It includes IIA-approved 
Position Papers, Practice Advisories, 
and Practice Guides.

Internal audit definition  
and code of ethics

The Definition of Internal Auditing and 
The IIA Code of Ethics appear in this 
column. Internal audit is not always fully 
understood; the Definition formally states 
and clarifies the profession, as well as 
providing a component that can be used 
to strengthen the mission statement of an 
internal audit charter.

Likewise, formal adoption of the IIA 
Code of Ethics by the members of your 
internal auditing team, regardless of 
their certification status, sends a strong 
statement regarding the character of 
your audit function to the board, audit 
committee, and management. The 
Definition and Code thereby set the 
ethical and strategic mission and ‘tone at 
the top’ for our internal audit function. 
The Standards provide the technical 
guidance necessary to help us maintain 
that tone and to meet that mission. But, 
that’s not all the Standards provide. 

The standards promote  
internal auditing

As stated by the IIA, “The Standards 
are principle-focused and provide a 
framework for performing and promoting 
internal auditing.” It is likely many of 
us do not realize the promotional aspect 
of the Standards. Complete compliance 
with the Standards can be difficult in 
organizations where resources are tight 
and internal audit functions are not 
supported fully. 

However, a continued focus on and 
reporting relative to the Standards can 
actually build the respect and momentum 
needed to bring these audit functions 
to the organizational stature desired. 
The book Good to Great describes a good 
application of the ‘hedgehog concept’: 
showing that holding to an unwavering 
core proves successful time and time 
again. Those organizations that are able 

to demonstrate full compliance, using 
Quality Assurance Reviews required by 
the Standards, are also demonstrating 
continued commitment to quality and are 
further promoting the status of internal 
auditing.

The promotional benefits of adhering to 
the IPPF come only from commitment to 
and demonstrated compliance with the 
Standards. The Standards consist of basic 
requirements and related interpretations 
for the effective provision of internal 
auditing services at organization and 
individual levels. You must consider the 
statements and the related interpretations 
for proper application of the Standards. 
They include three primary components: 
1) a Glossary, 2) Attribute Standards, and 
3) Performance Standards. 

The Glossary provides specific 
meanings of key terms used in the 
Standards and should be referenced to 
ensure consistency in your thinking. 
Attribute Standards, as stated by the IIA, 
“address the attributes of organizations 
and individuals performing internal 
auditing.” The Performance Standards 
“describe the nature of internal auditing 
and provide quality criteria against which 
the performance of these services can be 
measured. The Attribute and Performance 
Standards are also provided to apply to 
all internal audit services.”

The best way to demonstrate and achieve 
the promotional value of the Standards 
is to 1) read and know the Standards; 
2) respect the Standards; 3) require 
compliance with the Standards by each 
member of your internal audit team; 4) 
undertake reviews to ensure compliance 
is occurring; and 5) report accordingly 
to your administrative leader and audit 
committee.

Quality Assurance Review

One key challenge many auditors face 
regarding quality commitment and IPPF 
compliance is the Quality Assurance 
Review requirement. Internal audit 

The IIA Definition of Internal 
Auditing
Internal auditing is an independent, 
objective assurance and consulting 
activity designed to add value 
and improve an organization’s 
operations. It helps an organization 
accomplish its objectives by bringing 
a systematic, disciplined approach 
to evaluate and improve the 
effectiveness of risk management, 
control, and governance processes.

Quality Assurance Reviews 
represent truly worthwhile 
sensitivity training for the auditors…
and can and should be considered a 
ticket to improvement, maturity, and 
resources.

In March 2011, the AHIA Board 
reaffirmed its commitment to 
making the professional standards 
of the Institute of Internal Auditors 
the official standards of the AHIA 
membership. By so doing, the AHIA 
officially adopted the IIA’s new 
International Professional Practices 
Framework (IPPF).
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functions that do not subject themselves 
to QAR likely fit one of the following 
categories and for each there is at least 
one good reason to overcome the deferral:

• An organization that is willing to fund a 
QAR. The internal audit function should 
not hesitate to have a review completed 
at least every five years, as required by 
the Standards. It demonstrates to your 
audit committee and management 
that your audit function is willing to 
be subjected to the same oversight as 
those you audit. QARs also represent 
worthwhile sensitivity training for your 
auditors while conveying a “we’re in 
this together” attitude to management. 
It also demonstrates a commitment to 
quality to your audit committee.

• An internal audit function that lacks 
the organization’s financial support 
for a review. Continued focused 
attention and reporting against the 
Standards may make the organization 
eventually want to put you to the test. 
If an organization’s audit committee 
would not hire an external auditor that 
is out of compliance with applicable 
requirements and standards, then 
do they really want the internal 
audit function that cannot present its 
compliance?

• An internal audit function believes 
that it is not yet ready, or that it has 
reached a certain state of maturity. This 
function can use one or more internal 
reviews or self-assessments as a guide 
to its improvement and to demonstrate 
improvement over time. The IIA's 
Quality Assessment Manual is an easy 
to use guide to help prepare your 
function for a QAR through internal self-
assessment. 

A Quality Assurance Review can and 
should be considered an important key 
to quality improvement, maturation, 
and staff development. As professionals, 
we can demonstrate our commitment to 
quality and our right to be respected as a 
profession. 

In future columns our focus will be on 
one or more related but specific areas 
of IPPF compliance, performance, and 
related quality assurance. One intent 
of this column is attentiveness to your 
questions and concerns. So, please 
send your questions and concerns to 
ruppertm@cshs.org. Be sure to start your 
subject line with NP QAR. NP

Mark P. Ruppert, CPA, CIA, CISA, CHFP, 
CHC, is Director of Internal Audit and 
Conflict of Interest Administrator at Cedars-

The IIA Code of Ethics

Principles
Internal auditors are expected to apply and uphold the following principles:
1. Integrity
The integrity of internal auditors establishes trust and thus provides the basis for 
reliance on their judgment.

2. Objectivity
Internal auditors exhibit the highest level of professional objectivity in gathering, 
evaluating, and communicating information about the activity or process being 
examined. Internal auditors make a balanced assessment of all the relevant 
circumstances and are not unduly influenced by their own interests or by others in 
forming judgments.

3. Confidentiality
Internal auditors respect the value and ownership of information they receive and 
do not disclose information without appropriate authority unless there is a legal 
or professional obligation to do so.

4. Competency
Internal auditors apply the knowledge, skills, and experience needed in the 
performance of internal audit services.

Rules of Conduct

1. Integrity
Internal auditors:

1.1. Shall perform their work with honesty, diligence, and responsibility. 

1.2. Shall observe the law and make disclosures expected by the law and the 
profession. 

1.3. Shall not knowingly be a party to any illegal activity, or engage in acts that 
are discreditable to the profession of internal auditing or to the organization. 

1.4. Shall respect and contribute to the legitimate and ethical objectives of the 
organization.

2. Objectivity 
Internal auditors:

2.1. Shall not participate in any activity or relationship that may impair or be 
presumed to impair their unbiased assessment. This participation includes 
those activities or relationships that may be in conflict with the interests of the 
organization. 

2.2. Shall not accept anything that may impair or be presumed to impair their 
professional judgment. 

2.3. Shall disclose all material facts known to them that, if not disclosed, may 
distort the reporting of activities under review.

3. Confidentiality 
Internal auditors:

3.1. Shall be prudent in the use and protection of information acquired in the 
course of their duties. 

3.2. Shall not use information for any personal gain or in any manner that would 
be contrary to the law or detrimental to the legitimate and ethical objectives of 
the organization.

4. Competency 
Internal auditors:

4.1. Shall engage only in those services for which they have the necessary 
knowledge, skills, and experience. 

4.2. Shall perform internal audit services in accordance with the International 
Standards for the Professional Practice of Internal Auditing. 

4.3. Shall continually improve their proficiency and the effectiveness and quality 
of their services.
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Sinai Health System, Los Angeles, California. 
Subjected to three QARs, at his current and 
former employers, his departments have suc-
cessfully passed each of them. Mark has also 
led and participated in several QARs during 
the past five years.
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Why do Americans choose from just two people to run for president and 50 for Miss America?
~Paraprosdokian sentence


