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Session Objectives

• IIA Professional Standards 
requirements for preliminary surveys

• Best practices followed by your 
colleagues at other UC campuses

• Walk through an approach to 
conducting a preliminary survey



Why is an effective Preliminary 
Survey so important?

 Determines the objectives and scope of the audit
 Helps focus audit resources to significant risks , 

thereby providing greater value to management
 Assures the quality and efficiency of the review
 Provides a better understanding of the activity 

being reviewed
 Determines what needs to be done, how and 

when
 Determines resources that needs to be allocated
 Compliance with Professional Standards



IIA International Standards
 Professional standards requires that in 

planning an audit engagement the internal 
auditor  must consider:
 The significant risks of the activity, its objectives, 

resources and operations
 The adequacy and effectiveness of the activity’s 

risk management and control processes 



IIA International Standards (2)

 Objectives must be established for each 
engagement (Standard# 2210)

 Auditors must conduct a preliminary 
assessment of the risks relevant to the 
activity under review

 Engagement objectives must reflect the 
results of the assessment (Standard # 2201.A1)



Challenges in conducting a 
Preliminary Survey

 Most difficult and challenging part of the 
audit process

 Steep learning curve 
 Business objectives and metrics
 Striking the right balance
 Identifying the right risks
 Spending too much time on PS
 Preliminary survey creep



Common Campus Practices

 All Campuses differ somewhat in their 
approach in conducting the Preliminary 
Surveys (PS)

 Most capture background information, 
financial data, regulatory and policy 
information, major functions, automated 
systems and risk evaluation



Best Practices

 Use of Internal Controls Questionnaire  
(ICQ) to identify high risk areas and 
controls



Sample ICQ



PS Best Practices

 Use of Internal Controls Questionnaire 
(ICQ) to identify high risk areas and 
controls 

 Use of Separation of Duties Matrix (SOD) 
to identify proper internal controls



Sample SOD Matrix



Best Practices

 Use of Internal Controls Questionnaire 
(ICQ) to identify high risk areas and 
controls

 Use of Separation of Duties Matrix (SOD)  
to identify proper internal controls

 Use Computer Assisted Auditing Tools 
(CAATs) to perform financial and 
transactional data analysis to identify 
potential risk areas



Sample ACL Query



PS Best Practices

 Use of Internal Controls Questionnaire 
(ICQ) to identify high risk areas and 
controls

 Use of Separation of Duties Matrix (SOD) 
to identify proper internal controls

 Use Computer Assisted Auditing Tools 
(CAATs) to perform financial and 
transactional data analysis to identify 
potential risk areas

 Use of a risk matrix that details the risks 
identified, expected controls, risk rating and 
proposed test work



Sample Risk Matrix



Best Practices (2)

 Hold pre-planning discussions to brainstorm 
risks with audit staff/managers

 Research subject area(s) and probe with 
internal contacts for known problems and 
concerns previously raised

 Assignment of an initial project budget just for 
the PS work and allocating a permanent 
project budget after completion of the PS 
based on risk areas to be audited

 Meet with clients toward the end of the PS to 
validate information and obtain feedback on 
risk areas 



Food Services
A Preliminary Survey Case Study



Preliminary Survey Program
• Interview management on business objectives
• Organization chart(s)
• Review department procedure manuals 
• Analyze financial and business Information 
• Review regulatory and University requirements
• Assess information technology environment 
• Review previous audit work papers and reports 
• Conduct interviews with relevant department personnel
• Assess for fraud risks exposure
• Create risk matrix



Case Study:  Background

Why in the 
Plan

Known 
Risks Importance



Case Study: Business Objectives

Mission 
Statement

Goals and 
Objectives Metrics



Case Study: Regulatory/Policies

Federal and 
State Laws

University
Policies

Department 
SOP



Case Study: Major Functions

Meals to 
Patients 

Cafeteria 
Services Catering



Case Study: Data Analysis

Organization 
structure

Staffing, 
Financial, 

Payroll

Business 
Volume and 

data



Case Study: Information Systems

System 
Process 
Flows

System 
Controls

Mitigating 
Controls



Case Study: Risk Matrix

Key 
Functions

Controls 
and 

Weaknesses

Risk 
Ranking



Food Services Risk Matrix



Clients Feedback
Meet with client(s) after completion of the 
preliminary survey to solicit feedback on the audit 
objectives identified for the project.  Additionally, 
this is the opportunity to confirm the timeline



Case Study: Resource Allocation

Staffing 
and Hours

IT 
Resources CAATs



Final Steps
 Complete documentation
 Supervisor sign-off
 Create and sign off audit program
 Begin fieldwork



Questions ???



Contact Information
Rick Catalano – Audit Director
Rick.Catalano@UCSF.edu
(415) 502-2238

Zuleikha Shakoor – Senior Associate Audit Director
Zuleikha.Shakoor@UCSF.edu
(415) 476-9543

Tom Poon – Associate Audit Director
Tom.Poon@UCSF.edu
(415) 514-0435
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