Marketing





This chapter has been developed to assist you in marketing Internal Review services to a changing Army.  Experience has shown that an organization's ability to produce a quality product is simply not enough to achieve success in a dynamic, changing environment.  A marketing effort is also required.





All of us are very much aware that downsizing will continue across the Army.  If the IR community is to survive, prosper, and grow,; we must be viewed as a value-added function to our organizations.  Profitability, sustainment of resources, and organizational growth are achieved by adding value to an organization.





It is up to each of us to assume personal responsibility for ensuring that our IR Program becomes and remains well worth its costs.  Each of us must embrace a broader marketing environment - - much, much broader than has been practiced by many of us.  Each of us must be able to demonstrate that we can create value for our organization.  We can achieve this by incorporating an effective marketing program throughout the IR community.  This chapter will assist you and your organization in this effort.





Keeping the right perception by staying focused will be a key factor in our success.  Most critical will be the personal commitment and proactive participation of each member of the IR community, especially at the "grass roots" level where customer relations and satisfaction go hand-in-hand.





This chapter is divided into three sections:  Marketing Strategy, Marketing Techniques, and Marketing Tools.  The sections provide assistance in developing, evaluating, and implementing a successful marketing program for your organization.











Introduction





We must become a value-added function to each organization we serve.





The Reinvention Revolution.  Efforts in private industry over the past ten years and initiatives now ongoing in the Federal Government to downsize/right-size/reengineer have forced all professions to reprove their worth. Those unwilling to successfully demonstrate their worth risk elimination as part of downsizing actions.  The Army's IR Program and your program in particular, are certainly not immune to this environment.  Each of us individually and collectively must respond by adjusting our compass to the new direction and making sure we have a program that is and remains a value-added function to our respective organizations.  The IR Program as it existed in the past cannot survive in the future; the IR Program of the future will be more diversified and more customer responsive than ever before,





The Past Guarantees Nothing.  Every profession, including ours, has a set of tools that is used to achieve professional missions, goals, and objectives.  In the past, most of our auditing tools were oriented principally toward quality, productivity, and proficiency with little, if any, real concern for what anybody except our senior manager wanted or what we thought was wanted.  Now, a much broader base (for example: commanders, senior civilian leaders, and functional managers) is debating and weighing various functions like IR to decide whether or not we add enough value to keep us in the organization.  Accordingly, we can no longer count on a future built on past accomplishments.  





 Our Motivation To Change.  We must move ahead and make drastic changes in our products and services as well as in our related delivery processes and systems if we are to survive this current downsizing environment.  Stated simply, IR must step up to the plate and be a part of the solution to problems commanders and managers face.  Our customers need our help now more than ever.  We must foster a new IR culture that encompasses full cooperation, teamwork, partnering, confidence, and trust inside and outside our respective organizations.  Exceeding customer expectations and achieving maximum customer satisfaction become our journey not our destination.  Marketing our products and services is critical to this journey and ultimately to our future!  The application of good marketing tools is an essential ingredient to the success of our journey.
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Now Is The Time.  The sooner we become proactive in embracing and


employing "New Marketing Tools" to enhance our IR Programs,


the sooner we will begin the journey to a bright and rewarding long-term 


IR future.





Stay Focused.  Keeping the right perception will be a key factor 


in our success.  Most critical will be the personal commitment and 


proactive participation of each member of the IR community.





Professional auditing standards do not restrict us from building and sustaining good professional relationships as long as our independence and objectivity are not compromised.  The door to fostering long-lasting relationships needed to significantly enhance the value of IR throughout the Army is wide open.
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�Marketing Defined 





The development and efficient distribution of goods and services for chosen customer segments.





Strategy Defined 





The art of employing a plan toward a goal.





Marketing Strategy





A plan with the goal to develop and distribute goods and services to a chosen customer segment.





That's enough about textbook and dictionary definitions.  Let's put this in more familiar terms so that it can be applied and developed for the Army IR Program.
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Internal Review Marketing Strategy





IR organizations need to achieve the goal of persuading Army


leaders and managers to buy our product, appreciate its


quality and value . . . and come back for more!











If you are the only game in town, you do not need a marketing program.  However, there are a number of audit, review, and advisory services competing for the Army's business.  The Army Audit Agency, the DOD Inspector General's Office, the Defense Contract Audit Agency, the Air Force Audit Agency, State Auditors, commercial CPA and consulting firms, and even the Total Quality Management programs are in competition with IR in this time of downsizing, reorganization, and reengineering.





Accordingly, IR needs to provide services to the Army that are better, faster, and have higher value than our competition.  We want management to actively seek out our services, rely on our products, and seek our counsel.  Marketing begins with product concepts and designs that are analyzed and developed to meet specific unfilled customer needs.  Thus, a marketing strategy reflects the customers' needs, in our case, the needs of the Army.





Marketing Variables 





IR offices should direct their activities to satisfying the customers' needs, thus adding value to the organization.  Although thousands of variables are involved, they can be conveniently classified into four strategic elements:
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Product Strategy includes decisions about the range of products and services we can provide as well as the quality, presentation, and delivery of our products.  Beyond the traditional formal (full-scope) audit report.  IR offices can provide a number of additional services, such as:





Process Action Teams					(   Strategic Plans


Consulting Services					(   Reports of Survey


Quick Response Audits					(   Investigations


Management Audits					(   Special Project Officer


�Management Advisory and Assistance Services	(   Assisting Outside Agencies


Audit Liaison


Audit Follow-up


Meeting Facilitation


Management Control Training


Flowcharting and Modeling


Process Analysis and Statistical Sampling


Survey Development and Analysis


Procedure, SOP, and Regulation Development


Management Control Process Advisor


Unit Climate Surveys


Validation Visits


Business Plan Developments and Proposals


Army Performance Improvement Criteria


Sole Source Selection Boards


Cost-Benefit Analysis


Performance Measures


Paramount to the development of our product strategy is our ability to produce what we say we can produce. 





Only the resources and skills of the IR staff limit the number and quality of products and services afforded by a local IR office.  Small staffs with a limited range of expertise may have fewer products to market, while larger staffs may be in the position to offer a wide range of services for the customer.  In either case, the knowledge, skills, and abilities must be of the highest order to "compete."  A good sales pitch for an inferior product will shorten the life span of any business.  All IR personnel should seek additional training in areas that are of interest to the customer (for example:  Army pay systems, logistical systems, Army Performance Improvement Criteria, and contracting).  We should also seek to promote advanced formal education and professional certifications for our staffs.





In addition, auditors must present a professional appearance and demeanor, have excellent communication skills (both oral and written), and be enthusiastic about their profession.  It is all part of a total package that tells the customer we are professional, we are skilled, and we will work hard to provide valuable services that will help the customer accomplish their goals.
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Our Vision


To be the premier source


Of objective, reliable, and


Timely information for


decision-makers











Product Strategy should be communicated by the organization's Vision Statement.  It should communicate to customers what we can do for them.  The most important challenge of product strategy now becomes defining what services and products our customers want and need.





Each IR office must tailor their products and services to the organization they serve.





Customer needs and wants will determine which approach to take.  Each of our customers has unique needs and wants.  For example, active component managers will probably have different needs from reserve component managers.  The Corps of Engineers has their own unique areas as do other Army organizations.  Products and services should be as varied as the organizations themselves.  Our suggested approach leans toward a differentiated marketing method because we want to market a variety of products and services to chosen customer segments of the total organization, such as senior management, directors, middle managers, and even unit managers.





Distribution Strategy in a commercial business environment involves getting the products to the customer when the customer wants to buy and making the product available where the customer wants to buy.  To accomplish this, various channels are usually the manufacturer to the wholesaler to the retailer and then to the customer.  The basic structure can be modified to serve the IR marketing strategy as long as we understand that we are the manufacturer, wholesaler, and retailer rolled into one.  IR distribution strategy involves the physical distribution of reports, products, and services.





Our goal is to make these products and services available to management when and where they are wanted and needed.  To accomplish this, we need to establish ground rules concerning who will receive the report or product as well as when and where.  For example, if a director asked for a consulting review of his or her management controls for a particular program, the report should go only to that manager and to whomever he or she wants to have a copy.  IR would not give a copy to the manager's superior or to another agency without permission.  With the consent of the commander, a report would only go to the requester except in the case of fraud or possible illegal acts.  Control of who receives the report can be a "selling point in marketing our services."
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Distribution strategies also involve coordinating with other agencies and offices when necessary to assist, inform, and follow-up or avoid duplication of effort.





Each IR activity needs to establish their own distribution policy consistent with the structure and needs of the organization.
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Promotional Strategy is intended to increase the demand for products or services.  We do this by selling, advertising, and otherwise effectively promoting IR services.  The various aspects of the promotional strategy must be blended together to communicate effectively, thus promoting our services to the marketplace.
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Obviously, some modification of a business marketing promotional strategy is needed for IR. It is unlikely that we could ethically run a promotion like "Buy one audit, get one free!" or "Three findings for the price of one this week only!" Selling on a personal level and public relations are the primary promotional vehicles for services provided by IR organizations.





Some key areas of an effective promotional strategy are discussed below.  These and other elements are discussed further in the Marketing Tools Section.








Oral And Written Communication are foremost in our promotional strategy.  The ability of auditors to communicate effectively in both written reports and oral presentations is paramount.  The more professional we become, the more management will come to rely on and seek out our services.  Each IR activity should examine the current skill level of their staffs andpromote additional training where needed.  Encourage auditors to engage in activities such as Toastmasters and similar opportunities to speak before individuals and groups.  The communication skill tie-in with public relations is obvious.  First impressions last forever. 





What do you look for in a doctor's office, a lawyer's office, or an accountant's office?  You look for proof that they are qualified and that you can have confidence in their abilities.








Professional Certifications.  To ensure continued highly professional expertise of our Army internal auditors, organizations should encourage their auditors to seek professional certifications.  Certified Public Accountant (CPA), Certified Internal Auditor (CIA), Certified Information Systems Auditor (CISA), Certified Government Financial Manager (CGFM), Certified Fraud Examiner (CFE), and other job-related certification courses should be reimbursed to the maximum extent possible.  Encourage your auditors to obtain these certifications and actively seek funding support for them.  Provide time to study individually or as a team.  When a certification is achieved, prominently display the certificate and put out a press release to let the customer and organization know of the individual's achievement.





Membership, Affiliation With Professional Organizations.  Active participation by auditors in professional organizations ensures that the IR community remains up-to-date on new concepts and techniques.  Army IR organizations are encouraged to take advantage of training programs provided by these professional organizations.  Display any membership certificates obtained.





Code of Ethics.  We need to let our customers know that auditors abide by a professional code of ethics.  The Institute of Internal Auditors' Code of Ethics provides the basic principles in the practice of internal auditing.  The Code of Ethics should be prominently displayed in each IR office along with professional certificates and awards.





�Charter.  A charter accomplishes two objectives.  First, it provides evidence of leadership and management support for the IR function.  Second, it provides basic guidelines and authority to accomplish the IR mission.  The charter should:





Establish the department's position within the


 organization;





Authorize access to records, personnel, and


physical properties relevant to the performance of audits; and 





Define the scope of internal auditing activities.





An example charter is presented in the Marketing Tools Section.








Other Promotional Strategies.  Be visible.  Get to know the people in your organization.  There are many ways to get your message to the customer.  IR auditrs should use the examples of personal selling and public relations listed below to inform and persuade the customer.





Newsletters


Annual update presentation to senior management on key organizational issues


Attendance at staff meetings


Presentations for new managers, directors, and commanders


Professional-looking office layout/décor (invite managers to your office)


Business cards


Customer Service Questionnaires


Brochures describing your products and services





Promotional Strategy involves making the product known, doing a professional job that encourages repeat business and recommendations from customers, and above all being confident and enthusiastic about your product.  GE once had a slogan:  Progress is our Most Important Product.  IR should promote the idea:  Value Added to the organization is Our Most Important Product.


Remember, if our customers don't succeed, we don't.





�Pricing Strategy is one of the most difficult parts of a business marketing decision.  It deals with the methods of setting profitable and justified prices.  It is also concerned with 


return on investment for products and services.  How do we determine


profitable and justified prices for IR services?  In reality, all IR services


are pre-paid by the organization.  Auditors' salaries, training, equipment, and supplies are included in the organization's overall budget.  The budgeted costs for these services can (and should) be viewed by the organization as an investment.





How does all of this relate to IR?  Our pricing stragey has to effectively convince our customers of the Value Added by IR organizations.  Value-added examples include:





Maximizing Monetary Benefits (Return on Investment)


�Achieving Program Results


Improving Management Controls


Using Resources More Efficiently


Measuring Program Results


Providing and Analyzing Data for Business Decisions


Providing Specialized Skills


Avoiding Violations of Law or Regulation


Complying with Policies


Avoiding Adverse Publicity


Enhancing Readiness





Therefore, let's think of profitable pricing in terms of the organization's opportunity to receive a profitable return on their investment.
































Marketing 


Techniques for 


Selling a Quality 


Service





	Your Keys to . . . 
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Providing High-Quality Internal Review Services is a Must!





Success in any audit organization begins with the quality of the services provided.  There are many great audit organizations thorughout the government, private industry, and public practice that are providing high-quality audit services.





Why is it that some offices just always seem to come out on top while others go by the wayside?  What are these highly successful organizations doing differently from all the rest?  One thing they all seem to have in common is an aggressive approach to marketing.  They are applying some simple marketing techniques that internal auditors rarely consider.  One technique is . . . 





Networking


�


Who me?  I don't need to network; besides, I don't have time.


I need to spend all of my time working on audits.  My


Granddaddy always said, "Keep your nose to the grindstone and


you will get ahead."





Times are changing.  No longer will simply keeping your nose to the grindstone assure you of success.  In today's fast-paced and constantly changing environment, audit organizations need to be more aware of the problems their customers are facing and let them know how our audit organizations can help solve those problems.  One technique used by successful audit organizations is Networking.





A successful networking effort starts within your own IR office.  One of the first steps is to evaluate your internal situation.  Get to know your staff members' personalities, strengths, and weaknesses.





	What are the staff members' personality types, A or B?





	Who are the extroverts?





	Who are the introverts?





	Who are the best communicators?





	Who is involved in or interested in public speaking?





Identify those members of the staff who already have the personality and communication skills needed to network.  For those who do not, consider additional training in oral communication skills.





Next, do an overall self-assessment of your office's reputation and professional relationships.





Are your audit products presented in a professional manner?
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Are your reports clear and concise?





Do they contain graphics?





Are they presented in color?





Are they professionally bound or just stapled together?





Are you or members of your staff asked to serve on Process Action Teams?





Do you and your staff members dress professionally?





What do your customers think of your work?





Are they glad to get your assistance or do they hate to see the auditors arrive?





Do you get many calls asking for assistance?





Are you responsive when a customer asks for help?





Are you or members of your staff involved in professional, military, civic, or volunteer organizations?





Are staff members serving on high visibility committees or Process Action Teams?





You probably have a feel for the answers to these questions already.  However, you may want to send out customer questionnaires, evaluate the results, and form an opinion as to your office's reputation.  If you conclude from answering the above questions that your office has established and is maintaining a professional reputation and professional relationships, you are ready to proceed.  If not, develop a strategy for establsihing a professional reputation and professional relationships.  After evaluating your internal situation, you are ready to lay out your approach for networking.





Some basic steps in networking





Start by holding a staff meeting and talking to the staff about the importance of networking.  Stress the benefits of being visible across the installation.  Your customers need to know who you are and the quality audit and consulting services you can provide.  Talk to your customers and potential customers "face-to-face" whenever possible.





Share with the staff the results of your evaluation of the office's professional reputation and professional relationships.  Point out things they can do to improve in this area.  Talk about dressing professionally.  Every member of the office needs to pay particular attention to the image they present.  Just take a look at how auditors and audit managers dress in successful accounting firms.  The men normally wear conservative suits and ties, and the women wear professional suits or dresses.  Remember when you go out networking, you want to look professional to help build that professional reputation.





Encourage staff members to attend change-of-command ceremonies, staff meetings, training seminars, and various functions that will be attended by commanders and senior managers from organizations that you consider potential customers.  Find a seat beside someone you do not know.  Learn about their organizations through informal conversations at these functions.  At the same time, tell them about some of the things IR is doing.





Embark on the journey of networking





The only thing left to do now is to go out and network - - not just for a day or so, but everyday.  Here are some helpful hints:





�Keep track of important events happening in the command (for example: change-of-command ceremonies, hail and farewell dinners, promotions, etc.).  Encourage key members of your staff to attend with you.





Seek out opportunities to lead or serve on teams that are


looking at reengineering an organization or developing strategic plans


for a particular directorate or the organization as a whole.





Volunteer to teach classes or provide presentations at


luncheons and seminars.





Volunteer to serve in leadership roles or serve on committees


of professional organizations.








Remember, networking is everyone's job.  Opportunities to network are limitless.  Try it!














Expand Your Customer Base





Techniques to Consider for Expanding Your Internal Review Office's Customer Base





In today's competitive environment, IR offices should look for ways to reach potential customers.  Commanders and managers are actively trying to find ways to make more effective use of dwindling resources.  IR can be aggressive and take advantage of this opportunity to expand their customer base.





Do you know who your potential new customers are?  Do you know what they need?  The following sections discuss some techniques for expanding your active customer base.
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Improving Communications





When it comes to expanding your customer base, there are two types of organizations -- the informed and the uninformed.  How much one knows about their customers and how much their customers know about them determines whether or not an organization stays in business.  IR can become more informed by applying some simple techniques to improve communications.





Getting to Know and Understand Customers While Informing Customers of the Services You Provide





One way to start improving your line of communications is by reviewing a potential customer's organization chart.  Do you consider the director to be your only customer?  If so, look again.  All managers listed on the chart are potential customers.  Do you know them personally?  If not, get on their calendar for an office call.  Provide them with a brief overview of IR services.  Give them the opportunity to talk about what their office does and listen for their concern.











E-Mail





Use your e-mail to communicate with commanders, directors, managers, and staff.  Some managers require staff updates every few weeks from each staff section and directorate.  These updates serve as a valuable tool to find out what is going on in other activities and what they, as potential IR customers, need.  These updates are often sent on e-mail.  If so, get on the distribution list; read what's going on.  You will learn a great deal about your customers and will be able to identify areas where you can offer assistance.





Providing an IR update on e-mail will also keep your customers informed about the services you are providing others.





You can also improve your lines of communication by becoming more visible.  There are several techniques you may want to consider.  First of all, be proactive.  Don't stay in a vacuum and wait to be called.  Second, stay on top of hot issues and volunteer to provide assistance whenever possible.





Remember, there is absolutely no substitute for a quality product.
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Next, deliver a professional product that provides what your customer needs in a timely manner.  One of the best ways to get exposure is by providing your current customers with what they want when they want it.  Current customers will spread the word as to how well you satisfied their needs.  Word of Mouth is one of the very best types of communication any organization can get.





Another effective method of communicating with current and potential customers is through networking.  As discussed earlier, this is an effective marketing technique.  Remember, ask questions and then listen and act on what you have learned.  The bottom line is to learn all you can about your customers' problems and turn them into opportunities for expanding your customer base. 





Promoting Employee Involvement





One of the most valuable assets for expanding your customer base is your employees.  As educated and knowledgeable professionals, they can help win over new customers.  Get them involved and empowered.





Empowered employees have greater responsibility and pride for the work they do.  They will find creative and innovative ways to report, promote, and deliver quality services and products.





Customers need products an services based on "what's happening" today.  Consequently, auditors need to be able to switch gears at anytime to give their customers the information they need when they need it.





Providing a more personal touch in dealing with your customers can help expand your customer base.  It is human nature that people like to be dealt with openly and fairly.  Today's customers want and need organizations to show a genuine interest in their concerns and needs.  To do this, employees of any audit organization need to display an attitude of helpfulness, be easy to deal with, show concern for the customer, and display a friendly disposition.  Opportunities abound to expand the customer base.  The demand for additional services that auditors can provide is increasing everyday.  To provide additional services we need additional knowledge and skills.  We must get smart in areas such as reengineering, costing, benchmarking, strategic planning, performance measures, and control self-assessment to name just a few.





�Reengineering





Many commanders have taken on initiatives to reengineer the way


they run installation businesses.  They are looking for ways to


improve their business processes.  Often they do this by forming Process Action/Reengineering Teams to assist in enhancing their key operational processes.  These teams often need the services of an auditor to collect and analyze data and give objective feedback on the results of their analyses.





Auditors can also provide an independent perspective of how an operational process can be improved.  Before volunteering for one of these teams, you should become familiar with the process.  Books available on this subject include:  Reengineering the Corporation, by Hammer & Champy; Reengineering Management, by Champy; and The Process Analysis Workbook for Government, by Gerard Bruno.





Costing





Throughout the Army there is an emphasis on controlling costs.  However, the Army does not have a cost-accounting system, and as a result, no one seems to know the real cost of delivering certain goods and services.  To address this problem, the Army is developing service-based costing models.  Forces Command is also developing activity-based costing models to further identify the cost of activities that must be performed to deliver a service.  Many auditors are already involved in developing these models and helping managers use the models.  The IR office at Fort Huachuca, for example, has made significant contributions to the activity-based costing initiative by working with local directors to develop comprehensive costing models.  Like Fort Huachuca, you will be able to significantly expand your customer base if you understand and become involved with service-based and activity-based costing.  Some references you may want to consider include:  Implementing Activity-Based Management in Daily Operations, by John A. Miller; Activity-Based Management in Government, by Kehoe, Dodson, Reeve, and Plata; and Activity-Based Costing and Performance, by Douglas Webster. 





Benchmarking





Commanders and managers who want to identify those "best business practices" that will lead to superior performance are turning to Benchmarking.  Auditors who understand and can apply benchmarking techniques are provided a great opportunity to expand their customer base.  Some books on the subject include:  Benchmarking, by Robert C. Camp; High-Performance Benchmarking, by James H. Harrington; and The Benchmarking Workbook, by Gregory H. Watson. 





Performance Measures and Strategic Planning





The Government Performance and Results Act of 1993 requires that the Department of Defense and all Government agencies develop:





Strategic Plans by 30 September 1997





Performance Plans by 30 September 1998; and





Annual Performance Reports by March 2000 (for FY99).





The intent of the Act is to provide a methodology to engage the Federal Government community at large in focusing on essential outputs and results at given resource levels.
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�
Marketing Tools





�Now that you know everything there is to know about marketing strategy and marketing techniques, you are probably asking yourself, How can I get started?  Glad you asked.  We just happen to have a handy dandy little marketing tool chest filled with some tools you can use.  





Many of these tools are pre-formatted on the enclosed


diskettes.  You can easily edit these tools to meet the


particulars of your organization.  All of the examples


and tools were created using Microsoft Word® 6.0


and Microsoft Powerpoint® 4.0.





The following is a list of tools you will find described in this section.  Examples of most of them can be found on the diskettes.





Brochures


Customer Satisfaction Surveys


Biographies


Use of Intranet/Internet


Engagement Letters


Internal Review Procedures


Infomercials


Newspapers


Use of the Public Affairs Office


�Professional Image making


Report Diversity/Flexibility


Internal Review Newsletters


Thank-you notes


Business Cards


Internal Review Charter


Request for Services


Sources of Training


Request Acknowledgement


Presentations











�
Biographies





Internal Review offices can use biographies of personnel as a marketing tool to enhance customer awareness of the qualifications and professionalism of the audit staff.  Personal biographies should include education, experience, and certifications as well as some personal information about families, interests, et cetera, which tend to humanize the auditor in the eyes of the reader.  The most common use of biographies is in the syllabus for conferences and workshops where the auditor is instructing or presenting a paper.  Biographies of personnel could also be used in briefings to new commanders, directors, or other senior leaders, and with the annual solicitation for the IR schedule.  A biographical summary can be used along with written articles in newspapers, newsletters, or professional journals.  An IR Guide Book might be created for prospective clients to review information on the IR Program and the audit staff.  This book could include staff pictures with the biographies.  Biography samples can be found on the diskette.





Internet/Intranet





The Internet provides a tremendous opportunity for auditors not only to share information, but also provides a means to market its programs and reach untold numbers of current and potential customers.  Every IR office could benefit from having its own Homepage.  The Homepage could provide the following information:


�


Internal Review Services


Audit Programs


Biographies of Personnel (with Pictures)


E-Mail Addresses


Current Internal Reviews


Current External Audits


Monetary Benefits


Audit Resources List (Books or Articles of Interest to the Community)


Audit Report Summaries


Other Command Sites (Including MACOM, DA, etc.)





The Homepage could automatically track how many times the information is being accessed and give feedback from the viewers.  Another type of linked system used within some organizations is the Intranet.  Some additional ways the intranet can be used include the following:





�
Transmitting External Audit Reports


Training Schedules


Audit Trends





Engagement Letters





Engagement letters are another means to promote the professionalism of your office.  They also serve as a forum for a clearer understanding of what services will be provided the customer.  The following is an example of an engagement letter.
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Infomercials





Infomercials and computerized slides or tape presentations can be used as aids to market IR services and increase awareness of the program.  These tools can come in several forms to include standing computer displays seen at many trade shows, electronic signs or bulletin boards with the IR message, or even presentations on closed-circuit television systems.  An infomercial could be located near the IR office or in auditorium areas or other areas where there is a great deal of traffic.  The message should promote IR products and services, stressing the benefits to managers and IR's role as a management tool.  It should provide the location, telephone number, and e-mail address of IR's points of contact.  Depending on the medium used and time available for your audience, the presentation might also include notable IR success stories, such as improvements or monetary benefits achieved.








Newspapers





�Any opportunity to explain and promote the IR function should be aggressively pursued.  Your local activity/installation newspaper is an excellent means to do this.  Most federal agencies and military installations have an official newsletter.  These publications include many subjects:  feature stories, agency announcements, editorials, letters to the boss, etc.  More importantly though, they tend to have a large regular readership - - people who, after reading the paper, discuss the contents with co-workers and friends.  This is an opportunity to reach a large audience of not only managers and key leaders, but the rank-and-file workers.  Editors welcome articles of interest to their readership.  Articles about auditors' activities can be a useful tool in keeping the IR name before the public.  Your local activity/installation newspaper is an excellent means to do this.  The recognition and goodwill that you can earn is invaluable.





Professional Image





Professional image is an important part of the auditing profession.  It covers three significant areas:  (1) personal appearance, (2) actions and demeanor, and (3) office appearance.  Remember, as the saying goes, first impressions are lasting impressions.





Personal appearance starts with the auditor.  The auditor must maintain an appearance that promotes professionalism and therefore confidence in the eyes of the customer.





Customer perception of your actions goes beyond personal appearance impressions.  It has to do with how you act and communicate when you are working with your customer.  You not only must look like a professional, you must act professionally.  Your mannerisms, speech, bearing, and the depth and breadth of knowledge you display are important if you want cooperation, respect, and repeat business from your customer.





You want to send the message to your customer or visitor that you have a professional and business-like office.  Your credentials, such as CIA, CPA, CFE, CFGM, et cetera, should be displayed in a place of prominence.  Also, any certificates of membership in professional organizations should be displayed.  Additionally, you should consider displaying awards and commendations from your supervisors and commanders.





The office décor itself should be appealing and inviting.  Budget permitting, your furniture should be respectable, with pictures adorning the walls and plants to create a warm and comfortable feeling.  Those offices fortunate enough to have a secretary or receptionist must ensure that the person who first greets visitors or callers is professional, friendly, knowledgeable, and above all, helpful.  The impression made when first contacting the IR office is of tremendous importance.  The first person a stranger talks to, whether it is a receptionist or an auditor, presents the image that stranger will have of the office as a whole, its credibility, capability, and professionalism.





Use of the Public Affairs Office





In the current climate of restructuring in the Army, IR must continually find ways to provide articles for in-house newspapers/newsletters or articles in other publications to advertise the accomplishments of our auditors.  One of your best allies can be the Public Affairs Office (PAO).  Professional journalists can aid in getting your message out, both locally and to the larger audience.  They generally are interested in serving the needs of the staff and the IR story can have real benefits to the organization, even outside your own command.





The PAO can assist by preparing stories for local publication and even giving advice and assistance in preparing articles for other publications.  Information that could be reported includes the following:





Completion of Advanced Programs (Management and Executive Training, Federal Women's Executive Leadership Program, AMSC, The Syracuse Program, PMCS, et cetera)


�


Continuing Education





Professional Certifications (CIA, CPA, CISA, CFE, et cetera)





Developmental Assignments





Awards





Workshops





In addition, authorship of articles of interest to the Government as a whole, DOD, or the Army community published in professional journals can not only generate awareness of the IR Program, but also personally benefit the writer.  Publications in forums such as the ASMC's Comptroller magazine, the ASA(FM&C) periodical Resource Management, or the Institute of Internal Auditors' Internal Auditor magazine are excellent vehicles to expand on professional topics and to let others know of IR services.


Remember, the PAO can be of invaluable assistance in helping you spread the word.





Report Diversity/Flexibility





The IR report must be tailored to suit the needs of our customers, both in terms of format and distribution.  In many instances a formal written report is appropriate and expected.  However, at other times, other report formats may be called for.  IR must adapt to the changing audit climate and show flexibility by providing customers with the format most appropriate to their particular needs.  Consider using one of the following:





�Oral Presentations





Slide Shows





Videotapes





3 x 5 Cards





These formats might be used when the customer wants a quick response to a simple question, which does not require a complex explanation.  Whichever format is chosen, you still need to meet audit standards for documenting the results of your work.





However the report is prepared, our flexibility in the distribution process is another indication of our desire to meet the needs of the customer.  Results of consulting or advisory services or a quick response audit requested by a manager may not be appropriate to share with the commander if doing so would result in negating the benefits that manager would gain from a private report.  Disclosure outside the manager's organization would also certainly eliminate any relationship of trust and confidentiality the auditor had created.  Naturally, any detection of criminal activity must be made known to proper authority.





Internal Review Newsletters





A command or regional IR newsletter can be a very informative tool for the IR community and its customers when that information is important enough to share, but timeliness in getting the news out is not critical.  Information compiled in the newsletter can highlight events such as the following:





Upcoming workshops and professional organization meetings


Available training opportunities


Information on current issues facing the command or the Army as a whole


Audit trends


General information about the auditors, their accomplishments, certifications, awards and other recognition, et cetera


Internal Review benefits to command


Services offered and flexibility in meeting customer needs





To give the newsletter a personal touch, an article centered around an auditor within the command or region might be included in each issue.  This article could have a biography of the auditor, including special interests, educational background, family information, special qualifications, and job experience.  While most of us tend to think in parochial terms about what is of interest to the audit community, newsletters can contain information we want to share with non-auditors at all levels.  Therefore, the widest dissemination is desirable.  We can never predict when a chance reading of an article may result in benefits for our organization.





More examples are on the diskette, including a newsletter pre-formatted and ready for you to edit and print.  Also, if you are using Microsoft Word ®, there is at least one template for a newsletter in the software package.





Business Cards





�Business cards have long been recognized and used in the private sector as a very important marketing tool.  More and more governmental activities are encouraging their use as a tool for marketing to both internal and external customers.  The idea behind these cards is to personalize development and sustainment of customer relations one customer at a time.  By giving a business card to a customer, you are extending a personal invitation 


for them to know you and what you can do for them.  The methods you use to distribute your cards vary by the circumstances.  Sometimes you may give one to a customer as part of introducing yourself face-to-face; other times, you may simply attach a card to another tool you use or product you deliver.  You are in the best position to determine the most appropriate delivery system for your business cards.  As with thank-you cards, be sure to go the extra mile when it comes to selecting the quality of your cards.  They are a reflection of you personally and professionally.  Make sure you reflect the best of both even though it may cost you a few extra bucks.  If you decide the use of business cards is worth the effort, do it right.  It will be worth it in the long run!





Examples of business cards currently in use by IR auditors plus ones you can edit and print yourself are included on the Marketing Tool Chest diskette.





Thank-You Notes





Sending thank-you cards to your customers can be a very effective tool in establishing the IR professional image as well as long-lasting customer relationships.  They provide a professionally accepted method of personal, direct (one-on-one), and informal communication to our customers.  It is at this one-on-one level that even our most skeptical customers will come to know, trust, and appreciate us.  Opportunities for using these cards in our marketing efforts are limited only by your imagination.  Some IR offices have used them to express appreciation for the following:





Asking for IR assistance


Providing a special service to IR


Participating in special team tasks


Helping in morale/welfare activities


Responding to data calls


Using IR resources on special projects





The list can go on and on as circumstances or opportunities arise.  There is, however, this word of caution: you need to make sure that the cards you use are as professional in appearance as you can possibly make them.  If you invest in low-budget cards, you may actually do more harm than good in building customer relations.  Therefore, should you elect to use thank-you cards in your marketing efforts, spend what it takes to get high quality ones so the message of high quality and auditor professionalism are delivered without question.  The results you achieve with them will be well worth any extra cost involved.





One example of a thank-you card currently in use is the one shown below.  Others are included on a Marketing Tool Chest diskette.


�


This is an easy way to make


professional-looking thank-you


notes.





�





�


























Internal Review Procedures





The following memorandum explaining the IR process may be used as another vehicle to explain services provided by the IR office.  The full text for the procedures memorandum example is on the Tool Chest Diskette.  The file may be edited to fit the needs of your organization. 
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Request for Services





Provide your customers with a ready-made form for requesting any number of IR services.  It should be designed to include information such as the point of contact for the request, type of service requested, a brief description of the scope of the work, and any special considerations of which the auditor should be aware.  An example of a Customer Request for is shown on the next page.  You can edit the example found on the Marketing Tool Chest diskette to fit your requirements.
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Request Acknowledgement





Below is an example of a memorandum acknowledging receipt of a request for IR services.  The memo not only promotes professional courtesy to the customer, but can tell the customer who is assigned to lead the job, when they can expect to be contacted, and other pertinent information.  The example on the tool chest diskette can be edited to best suit your needs.
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Sources of Reference for Continuing Education





Also included on the tool chest diskette is a listing of  


 several sources for Continuing Education Credit.


Keeping abreast of auditing issues, techniques,


and skills is an important marketing tool.  You


can advertise to your customers the fact that the audit staff is required to meet continuing education requirements just like physicians, lawyers, teachers, and other professionals.  The list found on the diskette includes the following information:





Schools, Associations or Training Souorces


Addresses


Telephone Numbers


Internet Addresses


Points of Contact


E-Mail Addresses





You can edit the list provided and add to it to keep as a handy reference.








Tool Chest


�Diskettes














In the back of this booklet you will find 4 diskettes labeled "Marketing Toolchest."  The diskettes contain examples of most of the marketing tools about which we have been talking.  Many of these tools can be edited to meet local or personal needs.  These marketing tools were created using Microsoft® Word 6.0 (.DOC files) and Microsoft® Powerpoint 4.0 (.PPT files).  The examples can be found on the diskettes in the following folders:





�


		M_TOOLS   (diskette Number 1)








�





	�  BUSINESS CARDS  All of the business-card examples can be edited and printed using AVERY® Barnd Business Card Stock.  (Follow instructions that come with the AVERY® Labels.)  Other brands are available at computer and office supply stores.


�


Buscard1.DOC	Example of a business card with color photograph.


Buscard2.DOC	Business Card with Minuteman on right.


Buscard3.DOC	Business Card with Internal Review 50th Anniversary Seal on left.


Buscard4.DOC	Business Card with Department of Defense Seal on right.








�	M_TOOLS2   	(diskette Number 2)


�





	�  BIOS


Biograph.doc  contains nine examples of biographies in various formats.














�  BROCHURES





Broch1.DOC		is a format for a letter-size tri-fold brochure that can be edited.


Broch1.PPT		is a brochure created on PowerPoint, also in tri-fold dormat.








�  DISPLAYS





PFOcreed.DOC	can also be edited for your use.  It provides an excellent explanation of the United States Property and Fiscal Officer Function and is suitable for framing.


Charter.DOC		can be edited.  It is based on the charter language of the Institute of Internal Auditors (IIA), Inc.








��  FEEDBACK





Quest1.DOC	is an example of an Audit-Effectiveness								Questionnaire that can be edited.


Quest2.DOC	is a more detailed example of a feedback


				questionnaire that can be edited.








M_TOOLS3		(diskette Number 3)


�


�  LETTERS


Congrats.DOC	is an example of a congratulatory letter to a new manager or commander.


Request.DOC	is an example of an IR Service Request Form that can be edited.


�Respond.DOC	is an example of a letter of acknowledgement to a request for IR 					services that can be edited.


Process.DOC	is an example of the IR Process Memorandum.


Engage.DOC	is an example of an Engagement Letter								that can be edited.


Thankyou.DOC	is an example of a thank-you note that								can be edited.











�  NEWSLETTER


Newsamp2.DOC	is an example of an IR newsletter format that can get you started.  Just put in your organization's name and start writing.





��  PRESENTATIONS  all three examples of IR presentations


can be edited.  These presentations can be given to managers and 


commanders as an orientation to the IR function. 





Present1.PPT		


Present2.PPT


Present3.PPT








We hope that you will use many of the examples available on the diskettes to create your own marketing tools.  The examples are intended to get you started without having to start from scratch.





Use your imagination and modify the examples as much as you like.  We recommend that you make a "new-name" copy of each file that you intend to modify so that if you make a mistake, there will still be the original file with which to work.  Good Luck and Happy Marketing!!	
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Each of us must assume personal responsibility for ensuring that our IR Programs remain well worth the cost of our customers' investment.  We must become a value-added function to each organization we serve.





�





Marketing Internal Review services is something we must do.  We must do it now and we must do it well.  At stake is our survival in this time of reengineering, downsizing, out-sourcing, competing agencies, and reduced levels of funding.  The starting place for effective marketing is with our customers.  Once a particular customer group has been identified and analyzed, an effective marketing strategy must be developed to satisfy their identified needs.





Marketing 


Strategy
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Distribution Strategy





Product Strategy





Promotional Strategy





Pricing Strategy
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NOTE:  Keep in mind that all managers should be made aware at the outset of any IR engagement that the rules change in instances of fraud or illegal acts.  In such cases, the auditor has a legal and professional obligation to report possible illegal acts to the appropriate officials.





Internal Review Products
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Are you aggressively looking for new                        customers or are you just waiting for


them to fall out of the sky?








�
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Commanders and managers are turning more and more to auditors for assistance in developing these strategic plans and performance measures.
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SAMPLE ENGAGEMENT LETTER





(Office Symbol) (11-7)							(Date)





MEMORANDUM FOR 





SUBJECT:  Internal Review - Project # (project number), Description of Service








Thank you for your request for services.  This memorandum is to confirm our understanding of the scope and objectives of our engagement and the nature and limitations of the services we will provide.  We will perform the following service:  (describe the project, e.g. formal audit following GAS with the following objectives . . . )





At the completion of our work, we intend to publish a written report which will detail the conclusions to our objectives and, where applicable, findings and recommendations for improvements in the area under review.  We anticipate that our review will be completed by (date).  If the time period for this project exceeds a month, an in-progress briefing will be conducted not less than once each month, until the project is completed.





The auditor assigned to this project is (insert name).  He/she can be reached at (insert phone number).





If the detail for this assignment, as discussed in this memorandum, is in accordance with your understanding, please sign the copy of this document in the space provided and return it to us.





We look forward to serving you in this worthwhile engagement.














(Audit Supervisor's Signature Block)





Acknowledged:








(Signature Block of Customer)





�
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Be sure to have your thank-you notes printed professionally on quality paper for the best appearance . . . save money by folding them yourself.





Sincerely . . . 		. . . for giving us the          	 opportunity to be of service to	 you.  Our Internal Review		 staff will constantly strive to	 earn your continued		 confidence.			Please feel free to call on us	 whenever we can be of further	 assistance.			The Internal Review staff








(Office Symbol) (11-7)							(Date)








MEMORANDUM FOR SEE DISTRIBUTION





SUBJECT:  Internal Review Procedures








1.  This memorandum outlines the procedures followed by the Internal Review office during the completion and subsequent follow-up of reviews and management advisory services.  It focuses on the key decision points of engagements as well as post follow-up requirements by the IR and management.





2.  Annually IR conducts approximately ___ projects on various topics suggested by management from our command or selected as a result of vulnerability assessments.  The reviews are prioritized at the beginning of the year and updated as necessary during the year.  Projects are categorized into three general areas:  formal audits, quick-response audits, and consulting and advisory services.  Unless otherwise specified in this memorandum, the words "review" and "audit" are used to refer to all types of projects.





3.  Formal Audits:  This is the traditional audit.  Management should request this services when they require a macro-level, comprehensive evaluation of an entity or program's effectiveness, efficiency, financial position, or results.  It is also appropriate in special situations, such as suspected illegal or unethical practices.





4.  Quick-Response Audits (QRA):  A QRA is a limited-scope review that focuses on known or suspected problems.  Because of its narrow scope, audit work can often be completed within a few working days (usually 10 to 15).





5.  Consulting and Advisory Services:  Consulting and advisory services include all engagements performed by the IR staff, which are not performance or financial audits.  These services are provided to meet management's needs and include a variety of consulting and other services that employ the auditor's technical skills, education, observations, and experience.  Examples of consulting and advisory services include evaluating management alternatives, cost studies, fact-finding, survey development, and methods and approaches to evaluate a new program.





6.  Regardless of the type of project, when an internal review is initiated, a transmittal letter will be forwarded to the director, commander of the organization in which the review will be conducted.   














Audit Supervisor


Signature Block





Office of Internal Review


Customer Request for Internal Review Services





Requesting Activity	    	     Date of Request			Telephone





							Comm:


							DSN:				











Point of Contact		           Required Completion Date





Service Requested			(  Formal Audit	(  Internal Review	      (  Other





				(  Consulting	(  Quick Response Audit		





Scope of Work (please give a brief description of the work to be performed or anticipated results)








Special Consideration  (identify any limitations or other restrictions having a bearing on this request).





Requesting Official			   	        Date





Please forward this request to:		Office of Internal Review


				____________________


				____________________


				____________________





Description of Available Services:


FORMAL AUDIT covers an entire organizational element and includes multiple objectives.


QUICK-RESPONSE AUDITS are narrowly focused, limited in scope and time sensitive.


CONSULTING management assistance and advice, fact-finding, non-audit work.


OTHER - any service not found in the above descriptions (i.e., training, facilitation, etc.)





The start of good communication between the IR office and the client!





(Office Symbol) (11-7)							(Date)








MEMORANDUM FOR COL Holden M. Breath, Deputy Chief of Staff  (Resource Management)





SUBJECT:   Request for Internal Review Services








	We are in receipt of your request for an internal review on commitments/obligation procedures by program directors.  Specifically:  Assurance that program directors are following Army Regulation 37-1 and appropriate local policies in the performance of financial management of federal appropriated funds and to review management controls for the prevention of waste, fraud, or abuse.





	An entrance conference will be scheduled with you in the near future to discuss the particulars of the review.  Mr. Audit Murphy will be in charge of your review.





	If you have any questions in the meantime, I can be reached at DSN 555-7216, commercial (123) 555-1212, or e-mail auditorb@irshop.army.mil.  We look forward to working with you in this review.














(NAME)


Supervisory Auditor
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