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What is Assurance? And how to 
develop it? Resources available 
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Why does it matter? 

Integral to PFM  
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WHAT IS 
ASSURANCE? 

Assurance 

Governance 

Internal 
Audit 

External 
Audit 

Audit & Risk 
Committee 
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Management 

Internal 
Control 
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Assurance defined 

 A confident assertion, based on sufficient, relevant 
and reliable evidence, that something is satisfactory, 
with the aim of giving comfort to the recipient. The 
basis of the assurance will be set out and it may be 
qualified if full comfort cannot be given.  

 
 Assurance can come from a variety of sources 

 
 
 The role of the Head of Internal Audit in Public Service organisations  
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Governance 

The arrangements in place to ensure that an 
organisation fulfils its overall purpose, achieves its 
intended outcomes for citizens and service users and 
operates in an economical, effective, efficient and 
ethical manner. 
 
 
The Good Governance Standard for Public Services (Independent Commission chaired by Sir Alan 

Langlands, 2004)   
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Good Governance  
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Principles for Good Governance in 
the Public Sector 

 Acting in the Public Interest requires: 
A. Behaving with integrity, demonstrating strong commitment 

to ethical values and respecting the rule of law 
B. Ensuring openness and comprehensive stakeholder 

engagement 
And effective arrangements for: 
C. Defining outcomes in terms of sustainable economic, social 

and environmental benefits 
D. Determining  the interventions necessary to optimise the 

achievement of the intended outcomes 
E. Developing the entity’s capacity including the capability of its 

leadership and the individuals within it 
F. Managing risks and performance through robust internal 

control and strong public financial management 
G. Implementing good practices in transparency, reporting, and 

audit, to deliver effective accountability. 
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Role of the HIA 

 The Organisation 

 The Role 

 The Individual 
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Principle 1 

The HIA in a public service organisation plays a 
critical role in delivering the organisation’s 
strategic objectives by championing best 
practice in governance, objectively assessing 
the adequacy of governance and management 
of existing risks, commenting on responses to 
emerging risks and proposed developments 
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The HIA in a public service organisation plays a 
critical role in delivering the strategic objectives 
by giving objective and evidence based opinion 
on all aspects of governance, risk management 
and internal control  

Principle 2 
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Principle 3 
The HIA in a public service organisation must be 
a senior manager with regular and open 
engagement across the organisation, particularly 
with the Leadership Team and with the Audit 
Committee 
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Principle 4 

The HIA in a public service organisation must 
lead and direct an internal audit service that is 
resourced to be fit for purpose 
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Principle 5 

● Demonstrating professional and interpersonal skills 
● Applying business and professional experience 

The HIA in a public service organisation must 
be professionally qualified and suitably 
experienced 
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CIPFA Role of HIA Statement 
 The HIA in a public service organisations plays a critical role in delivering 
 the organisation’s strategic objectives by: 

1. Championing best practice in governance, objectively assessing the adequacy 
of governance and management of existing risks, commenting on responses 
to emerging risks and proposed developments; and 

2. Giving an objective and evidence based opinion on all aspects of governance, 
risk management and internal control 

To perform these responsibilities the Head of Internal Audit: 

3. Must be a senior manager with regular and open engagement across the 
organisation particularly the leadership team and the Audit Committee 

4. must lead and direct an internal audit service that is resourced to be fit for 
purpose; and 

5. must be professionally qualified and suitably experienced. 
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Internal Audit & External Audit 
External Audit Internal Audit 

Reports to Shareholders or 
members who are 
outside the 
organisations 
governance structure 

The board and senior 
management who are 
within the organisations 
governance structure 

Objectives Add credibility and 
reliability to financial 
reports from the 
organisation to its 
stakeholders by giving 
opinion on the report 

Evaluate and improve 
the effectiveness of 
governance, risk 
management and 
control processes.  This 
provides members of 
the boards and senior 
management with 
assurance that helps 
them fulfil their duties to 
the organisation and its 
stakeholders. 
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Internal Audit & External Audit 
External Audit Internal Audit 

Coverage Financial reports, 
financial reporting 
risks. 

All categories of risk, 
their management, 
including reporting 
on them. 

Responsibility for 
improvement 

None, however there 
is a duty to report 
problems 

Improvement is 
fundamental to the 
purpose of internal 
auditing. But it is 
done by advising, 
coaching and 
facilitating in order to 
not undermine the 
responsibility of 
management. 

Source: Chartered Institute of Internal Audit  
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External Audit Reliance on IA 

Internal 
Audit 

External 
Audit 

EA rely on IA 

Impact on 
Assurance? 
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Audit Committees (or Audit & 
Risk Committees) 

 Not mandatory but help meet UK Corporate Governance 
Code provisions 

 Board determines Audit Committee membership 
 AC acts independently from executive, wider interests 

(financial reporting & internal control) 
 Remuneration (in addition to Board) 
 
Role & Responsibilities: 
- Monitor integrity of financial statements 
- Review internal financial controls 
- Effectiveness of internal audit function 
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Audit Committee Role 
 Engage with external audit provider – set out audit 

committee expectations 
 Audit planning and fees – understand expectations 

of auditor & fee implications  
 Monitor performance & relations with organisation 

 E.g. cooperation with internal audit 
 Review whistleblowing arrangements in the 

organisation 
 Avoid conflicts of interest 
 Non-audit work 
 Appoint head of internal audit 
 
Auditing Practices Board (FRC) Ethical Standards 
 - disclosure to the audit committee on matters that bear upon the 
auditors objectivity & independence 
http://www.frc.org.uk/apb/publications  
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Assurance – Key Questions 

 Do we have all the assurances we need to meet our 
responsibilities as an audit committee and to ensure 
the organisation meets its statutory duties? 

 Do we have assurance across all key areas? 
 Are we over-relying on internal and external 

audit for assurance? Are there other sources of 
assurance we should be hearing from? 

 How rigorous is the assurance? 
 Are we taking steps to improve the efficiency and 

cost-effectiveness of assurance? 



COSO Internal Control Sequence 

23 

The Control 
Environment 

Risk and 
Assessment 

Control 
Activities 

Information & 
Communication 

Monitoring 
Activities 

1. 2. 3. 4. 5. 



Benefits:  
Why Internal Controls Are Important 
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Using the COSO Internal Control Integrated 
Framework, organizations can: 

 Improve governance 
 

 Link operations, reporting and 
compliance objectives with controls 

 

 Improve quality of risk assessment 
 

 Strengthen anti-fraud efforts 
 

 Adapt controls to changing business 
needs 

 

 Update their system of controls as 
business needs change  



Learning Objectives 



Learning Objectives 
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1. Learn how monitoring activities support organizational objectives 

2. Gain an understanding of how monitoring supports the other 
components in the COSO Internal Control Integrated Framework 

3. Understand how monitoring effectiveness  relates to the use of both 
ongoing and separate evaluations 

4. Discuss and review examples of both ongoing and separate evaluations 

5. Understand why internal control deficiencies found during  monitoring 
activities must be evaluated, communicated and tracked in a timely 
manner 



Monitoring Activities and the COSO 
Frameworks 



COSO’s Emphasis on Monitoring Activities  
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Monitoring activities assess whether each of the five 
components of internal control and relevant principles is 
present and functioning.   

 

Monitoring is a key input of the organization’s assessment 
of the effectiveness of internal control. 

  
Source: The Committee of Sponsoring Organizations of the Treadway Commission (COSO) 



Monitoring and Internal Controls 
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The Internal 
Control 

Integrated 
Framework “ICIF 

Cube” 



Monitoring and Risk Management 
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The Enterprise 
Risk 

Management  
“ERM Cube” 



Polling Question #1  
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At your organization, do you believe there is a link between 
organizational objectives and monitoring activities?   

1. Not at all 

2. Somewhat 

3. For the most part 

4. Absolutely 

5. Not sure 

 



Control Environment 

Risk Assessment 

Control Activities 

Information & Communication 

Monitoring Activities 

COSO’s  5 Principles and 17 Principles 

 
1. Demonstrates commitment to integrity and ethical values 
2. Exercises oversight responsibility 
3. Establishes structure, authority and responsibility 
4. Demonstrates commitment to competence 
5. Enforces accountability 

6. Specifies suitable objectives 
7. Identifies and analyzes risk 
8. Assesses fraud risk 
9. Identifies and analyzes significant change 

10. Selects and develops control activities 
11.   Selects and develops general controls over technology 
12. Deploys through policies and procedures 

13. Uses relevant information 
14. Communicates internally 
15. Communicates externally 

16. Conducts ongoing and/or separate evaluations 
17. Evaluates and communicates deficiencies 



Monitoring in Both COSO Frameworks 
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Both frameworks explain 
how  

monitoring is critical to 
an organization in 

achieving its objectives. 
 

   The ICIF includes more 
discussion on baseline 

information and 
monitoring external 

service providers.  

Internal Control 
Integrated Framework 

(ICIF) 

Enterprise Risk 
Management (ERM) 

Framework 



Principles of ICIF Monitoring Activities 

 
• Principle 16 

focuses on 
ongoing and/or 
separate 
evaluations 
 

• Principle 17 
focuses on 
evaluating and 
communicating 
deficiencies 

• The organization selects, develops, and 
performs ongoing and/or separate 
evaluations to ascertain whether the 
components of internal control are 
present and functioning. 

 
 

• The organization evaluates and 
communicates internal control 
deficiencies in a timely manner to 
those parties responsible for taking 
corrective action, including senior 
management and the board of 
directors, as appropriate. 
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Key Concepts 

• Monitoring provides valuable  
support for the assertions an 
organizations makes regarding 
the effectiveness of its system 
of internal control. 

 
• Monitoring assesses how 

controls effect principles across 
the entity and its subunits. 

 
• Monitoring needs to be in 

alignment with all five 
components.  
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Meet Objectives  



• Monitoring activities must deal with a dynamic, not a static 
environment.  Many key elements may be changing… 

 

Key Concepts 
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Organizational objectives 

System of internal control 

Controls may become less 
effective 

Controls may become obsolete 

W
atch for Change 

  



Key Concepts 

• Sometimes it difficult 
to distinguish 
between a 
monitoring activity 
and a control activity. 
 

• It is critical to 
consider the 
underlying details of 
the activity. 
 

•   

 
  

 
• A monthly production report  
• provides many variances 

 
 

 
• Management assesses why 

the variances occur and what 
steps they will take 
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Principle 16 – Conducting Ongoing 
 and Separate Evaluations 
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Considers a mix of ongoing and separate 
evaluations 

Considers rate of change 

Establishes baseline understanding 

Uses knowledgeable personnel 

Integrates with business processes 

Adjusts scope and frequency 

Objectively evaluates 

Ongoing and/or Separate Evaluations 

39 



• Ongoing evaluations are typically 
 More defined 
 Routine 
 Built in business processes 
 Performed on a real-time basis 

 
• Separate evaluations are typically 
 Designed to evaluate controls periodically 
 Not engrained in the routine operations of the 

entity 

Ongoing and Separate Evaluations 

40 
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Assurance Framework 
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Assurance Frameworks  

 UK HM Treasury published Dec 2012 
 Effective, efficient framework to.. assurance on 

stewardship, risk management ensure successful 
public service delivery 
 

 UK Context: 
 Governance statement (AO)  

 Corporate Governance 
 Risk management 
 Internal control 
 Evaluate how well arrangements work 
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Assurance Framework 

 Structured, visible 
 All disparate mechanisms harnessed and focused 

 
Pre – requisites: 
 Support and direction for AO; ownership from Board 
 Clarity on what want to achieve  
 Build framework first/boundaries 
 Simplicity and 
 Avoid jargon 
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Sources of Assurance 

First line of defence: 
Management 
Service Functions 

Second line of defence: 
Management oversight 
Corporate Functions 

Third line of defence: 
Internal Audit 
Independent Assurance 
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Assurance maps 

 A way of identifying assurance coverage against key 
risks in an organisation.  

  
 Helps to provide clarity on where risk and assurance 

roles and accountabilities reside. 
  
 It helps to ensure there is a clear, comprehensive 

risk and assurance picture with no duplicated effort 
or gaps. 

 
See ‘Risk and assurance mapping, make sure you mind the gap’,  

Audit Committee Update issue 7 
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Questions and discussion 

Manj Kalar 
CIPFA Policy & Technical  
 

E: manj.kalar@cipfa.org 
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