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THE NATIONAL CENTER MISSION STATEMENT

The National Center for Research in Vgcational Education’s mission
is to increase the ability of diverse agencies, institutions, and organi-

 zations to solve educational problems relating to individual career

planning, preparation,.and progression. The National Center fulfills
its mission by: o

&

e Generating knowledge through research

DevolopingJ educational progi'ams and products
- - ‘ .
e Evaluating individual program needs and outcomes -

Instilllnd qddéational programs and products

[ BJ

!

¢ Operating information systems and services

. ¢ ol
¢ Conducting leadership development and , '
trainingsprograms - : e,
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' FOREWORD

The Evaluation Handl)ook, Bvaluation Guidelines and Practites for State. Advisory Councils,
was prepared to assist State Advisory Councils on Vocationdl Education (SACVEs) in their efforts
to respond to various evaluation responsibilities prescribed in the 1976 Vocational Education
Amendments. Recognizing that resources with which SACVEs must work will vary from state to
state, and that the composition'dt SACVE membership is rich in talent and diversity, National
Center staff sought contact with many SACVE staff members in an effort to prepare a handbook
that is "‘user-oriented."’ S '

> For their help in describing activities performed 'by their respective councils, recognition is

given to: Don Mitchell, linois: Joseph W. Parry-Hill, North Carolina; Wallace Vog, New York;
C.A. Cromer, Nebraska; and Yolanda Lopez, Puerto Rico. : .

The performance auditing process is suggested because of its unique potential to serve as a
SACVE evaluation tool, as an information-gathering vehicle, and as a'meahs through which the
SACVE may assist program managers in their efforts to improve the vocational education system in
their states. The methods described are optional, ind not intended to.be the *‘last word" in evalua-
tion approaches the SACVE may choose to follow. In developing auditing for SACVE purposes, we
are indebted to the useful suggestions offered by the following individuals who reviewed draft
coples of the handbook: Alton D. Ice, Texas; Richard Baker, Alabama; Robert Wh ite, South Carolina;
antl Christine Szigeti-Johnsan, Maine.

To Ralph Bregman ef-the National Advisory Council on Vocational Education we owe a special
thanks for his review of the draft and his interest and helpful comments throughout the writing
process., ) '

The National Center is particularly indebted to Nancy F. Stephens who prepared the handbook,
and to Janet Spirer who directad the project. Recognition is aiso due to Floyd L. McKinney,
Program Director and to N.L. McCaslin, Associate Director for Evaluation and Policy, who provided
assistance throughout this project. Ih addition, appreciation is extended to Nancy Powsll and Carolyn
Hamilton who typed and edited\the manuscript, respectively. o

~ 'On behalf of the Nétlonal Contér, | want to express appreciation to the Bureau of, Occupational

and Adult Education, U.S. _Ofﬂce of Education for sponsoring this evaluation handbook. :

Robert E. Taylor
Executive Director
. ©. The Natlonal Center for Research
: in Vocational Education

o
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CHAPTER |
N INTRODUCTION

- Members of state advisory councils on vocational education (SACVEs) and their staffs have
o “developed wnd are refining creative, workable approaches to meeting their responsibilities to
- avaluate vocational education. Expanded and strengthened through the 1976 Vocational Education
Amendments, these responsibilities have been defined by Congress in such a way as to allow for ¢
¢ . .flexible interpretations within the individual circumstances of each state’s delivery system. '

s In presenting this handbook on performance auditing as an approach to meeting SACVE

' evaluation responsibilities, it is not the intention to suggest a definitive evaluation methodology
which is superior to all gthers. Probably no single approach will neatly resolve the ambiguities and

_ conflicts inherent in first interpreting, and then addressing legislative intentions. :

~ Performance Auditing:

. A Complementary Approach

Because a significant amount of program information is already being generated through the
evaluation efforts of the state boards of education and local and federal agencies,? this handbook
will explore an evaluative role for SACVEs which would gomplement rather than duplicate the
efforts of others: performance auditing. Auditing, whethgr it investigates financlal, compliance, or
performance aspects of an organization, always involves an examination of already-existing program
records. If, for example, the state board sets up an evaluation system which produces information

regarding program results; &h audit of that 8at of data can Verify the evaluation results, or posibly
o reveal weaknesses in evaluation procedures which resulted in an incorrect program description. The
" ' SACVE members can then indicate problem areas to the state board without themselves having
'designed and implemented a comprehensive evaluation system—a monumental task which would
not l;epraotical given their many other duties, and which has already been assumed by the state’
board. S .

| Reviewing Programs as an Aid to Imp&ng Them
A -
| Thereis another way in which the performance audit conducted by SACVEs may complement
ar -axisting evaluation activities. Most educational evaluations and audits carry with them a
"critical’: tone which understandably inclines program managers to be soméwhat suspicious of
wh01 they may perceive as ‘‘faultfinding’’ intentions on the part of examiners. Because of the
' ry nature of the SACVE, there is excellent potential for the SACVE audit to be performed
~Inaspirit of cooperation with the audited programi, thus enhancing the iricorporation of audit
© - findings into plans for improvement. : - ’ :

PR SY - -

A

" . -
. '800 Ch;phr il for a;fullor discussion of SACVE avaluation responsibilities. ¢

3For furthar digoussion, see Education cornmiulon_ of the Stetes,Evalustion of Vocationsl Education: R;)Iﬂ. Rmomibmrln. and
.o G"wonﬂ o‘f‘”’u and Federal Agencies. (Columbus, Ohio: National Center for Ressarch in Vocationsl Education, The Ohio Stete

t4




Target Audience and Organization of this Handbook

The contents of this handbook, which include basig steps in the conduct of a performance
audit, may be incorporated by SACVEs in several different ways, depending largely on how the
auditor or audit team i§ chosen.

e Ifa professionally tramed and experignced auditor is h|red as part of the SACVE-staff,
he/she may bepefit from a review of these materials, particularly as they apply to auditing
within an educitional context, and as they stress the assisting and cooperative tone which
hopefully will differentiate the SACVE audit from other types.:

e |If the SACV E auditor is.already a statf member with little or no ex?)erience in auditing,
this handbook may provide a sound basis for understanding and practicing the art, as
well as a springboard for more comprehensive study of performance auditing.

A . e |n those SACVE nizations in which limited resources are available to hire professronal
staff, the handbook should be useful to membets who may use it as a basis for organizing
an audit team from within their own membershup

o  Finally, as a staff development tool, the materials here can provide a perspective on the
performance auditing process which will enhance staff and couricil members’ ability to
understand the steps involved in the systematic collection, organization, and dissemination

of data.

-

However, the greatest use of this handbook will probably be by those SACVE staff members
who may have little experience or training in auditing, but on whom the baslc responsibility-for
designing and iMplementing SACVE evaluation activities rests. '

’

It is therefoge to the professional and technical staffs of the state advisory councils that this - -
handbook is adgdfessed, in an effort to provide a workable framework for SACV E evaluations and
an optional mgthodology—performance auditing—for staffs to use in obtaining information required

. for purpo f evaluation, pragram lmprovement and knowledge development regarding the state’s
vocational education delivery system. )

Subsequent chapters of the handbook will explore the applicability of performance auditing
to staffs and"members as they seek to fulfill their evaluatiorn responsibilities. Particular attention
will be focused on how the audit is conducted, with checklists and work sheets accompanying each
chapter to guide the reader through the auditing process. A discussion of how performance auditing

. evolved from financial and compliance auditing into the process described here, and as is reflected
in the U.S. General Accounting Office, ‘“Standards,”’ is included in the appendix.

Because circumistances vary from council to council, the following work sheet is provided to
help SACVE staffs assess resources available to them in adopting the auditing process to their own
unique needs :
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. ‘Work Sheet No. 1
. . Performance Auditing
SACVE RESOURCE ASSESSMENT 1~
. 3 ) . .
Completing the following inventory will provide a quick reference of your council’s resources.
1.  What funds are availa'b/e for the council’s yearly activities?
. S -
. S « l o
2. How are those funds allocated? ‘
~ Staff
. ' | : P N
Projects : N ' .
j - \
othel' - ’ N ‘'
b4 -
' 3 ". _____ —- 4
r - - . IS 4
3.  What talents exist within the SACV. mabership? .
Name - Profession " Expertise
- ] \I> ‘
g
. S
0 . , ;
' ( - ' f '
' < '3 .
_ H .
- o 9!
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Y
Name Profession Expertise
. . | CA.
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Which staff and ?ati/ members have experience or training in (1) accounting,

(2) auditing, (3)

ucational evaluation? (list)

v Educational

* ‘ . Accounting . Auditing g - Evaluation
' ’ o >
.o ‘ i
’ -~ - i
1 \ e
’ /
1] ./
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. CHAPTER |II.

‘ ' 'BACKGROUND

State advisory councils on vocational edycation (SACVEs) were established in 1968 as part
of the Vocatitnal Education Amendments (FL. 80-576). The intended purpose of these advisory
councils was summarized in a letter written April 30, 1973, from Congressmen Albert Quie, William
Steiger and Floyd Meeds to the Secretary of Health, Educatuon and Welfare:

We strongly believe that independent lay, advtsory oouncils, at both the national
and state levels, infusing the view and perspective of business, labor, and the

general public into the educational process, are especially important in the area

of vocational education. They provide advice to both the educational administrators
and to Congress which cannot be furnished by professional educators.

L]

Over the years conggrn for the independence of state advisory councils from their state boards
has been expressed in Senate and House Reports. Some individuals have doubted that councils

control by-the administrators of programs they were charged to evaluate.3 Therefore, amendments
were inserted in the Vocational Education Amendments oR1976 (P.L. 94-482) and regulations
changed to make state advisory councils independent of on-going program operations and admir?i:?
tration . .

 could make independent evaluations if they were ﬂnan&g{y dependent and therefore subject to -

' One such change found in P.L. 94-482, Section 105 (e), contains the provisidn for hiring staff:

Each State Advisory Council is authorized to obtain the services of such /-
" professional, technical, and clerical personnel as may be necessary to enable .

it to carry out its functions upder this Act and to contract for such services < , -
. &8 may be necessary to carry gut ispevaluation functions, independent of

pro rammatic and administrative control by other State boards, agencies
indWiduals. <

SACVE autonomy was further enhanced by stipulations safeguarding their controtof operational
funds [(P:L. 8¢-482, Section 105 (f-2)] :

The axpenditure of (these) funds is to be determined solely by the state
. advisory council for carrying out its functions under the Act, and may not
« be diverted or raprogrammad for any other purpose by any state board
agency or individual .

3 uU.s. Congrou, Hbuse, Report of the Commmu on Educnion and Labor Together with Additional Views, The Vocational
Ed:ea‘ggna 6lnd I;;tlonnl Institute of Education Am'ndm.nt! of 1976, 84th Cong., 2d sess., 1976, H. Rept. 84- 1085 to accompany
H P

<

. ¢
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Summary of SACVE Evaluation Responsibilities .

Although the SACVEs have many duties? which would require the assistance of full-time
staff, it is the evaluation responsibilities that are the focus of this handbook. Following arg three
basic levels of evaluation responsibilities that have been |dent|f‘ed in the 1976 legislation by a study
conducted for the North Carolina Council on Education.®

The Review Level: Councils are required to inspect and (_:omment on \\",

° the program evaluations conducted by the state boerd for vocational education

° the distribution of federal funds for vocational education

. ® thereports of.the State‘Emplbyment and Training Council (established by the
Comprehensive Employment and Training Act of 1973 as amended) ‘

’

The Assisting and Monitoring’Level: State advisory councils are mandated to assist-the state boards
in developing plans for evaluating local programs at least once every five years and to monitor these
evaluations. ‘

E ' | .

o -a

The Action Level requires the SACVE to:

e conduct its own evaluation of the effectiveness of vochtlonal education programs,
activities, and setvices -

® prepare an evaluation report which contains recommendetrons for change as appropriate

e  assess the extent to whrth vocational education and related programs ,rbpresent a
consistent, integrated and coordinated approac;h to meeting the vocational édudation,
trarnmg, and employment needs of the state’s population

first two levels of evaluation can be conside
SACVEs and state boards to develop the nedessary working relationship to perform their respective
mandates.® It is clear that the legislated evaluation assignments, which are both extensive and
complex, are intended to assist the SACVE members to becomé increasingly informed about all
activities relating to vocational education so they will be able to influence program and policy
decisiorts. The degree of involvement that SACV Es will achieve in carrying out their advising,
monitoring, and assisting roles will depend to a large degree on their knowledge of the goals and

The vagueness of the words “monitor, léassrst and ‘‘advise’’ which occur throughout M
r

practices of the vocational education system of their state, their persuasive use of information, and

the degree of cooperatron/exrstmg between such agenaies as tRe councils, the state board, and state

. employment services councils. The manner in which advisory council members fulfill their evaluation

respor\subrhfles on the review, assisting, and momtormg levels will depend on resources and carcum
stances. unique to each state, and may result in a variety of satisfactory approaches. .

4
’ - ! R

-~
4

4 National ‘Advisory Council on Vocational Educatlon Resource Book for State Advisory Councils on Vocational Eduoar/on, p 83.
6 MDC, Inc., Final Report: Evuluatlon Project for the North Carolina Council on Education (Chapel Hill, N.C.: MDC~1979), pp. 3,4

8 1bid., p. 3. - : . . .

advantageous—it allows énough flexibility for the " .



* The action level is very pointed lh its language, and requires written evidence of the councils’
actlvity and conclusrons regarding ' ‘_\

..

o their own evaluation of the effectweness of vocational educatron programs and
servuces v Sy .

. their own aaaessment of the ) en to which vocatronal education .and related programs

repreee'nt a cbnsistent, integ and c'ordlnated approach to meeting the vocational

educatron training, and emploilment needs of the state’s populatlon e

ey
‘

To meet therr extensive evaluation responsibilities on the actron level, mast advrsoryt,councrls
have requested assistance of professional and technical staff in addition to drawing on the drverse

talent and experience found within the council membershlp e

Although the review and assisting levels-are not less |mportant in the scope of assigned SACVE
‘evaluation responsibilitigs, it is the action level which is important in p{reparing this handbook, -
because it requires a strategy which while it enables the SACVE to effectively perform théir dﬁtles

at the same trme has to be realrstrc in light of-the limited time and resources most councils can afford.

| An' Eval-ution Framework for SACVE and Stafff

Coming from varied backgrounds and diverse profesalons, advisory council members have a

ai\ 7" basic ¢apacity for good judgment nd an ability to become informed in the vocational education .

AY

field. It would not be surprising,. h‘.' ef,.to find only a few members who will have had prior

experience in either evaluation qi} yaoe
expected to make the kind of ﬂ‘ rg‘lede daily as ideas and actions are evaluated against a

background of knowledge and e_ FARce. Although advisory council members are not themselves
respgnsible for making pfogram &y o oy
from their own unique perspectiv w{ it will improve the ability of decision-makers on local, state,

By

and federal levels to make poaltlve p¥nges in vocational education.

Given the broad evaluatlon tasks%iqned to the SACVE and the limitations they must work
within as lay advisors, advusory counci m’m rs must rely heavily upon their professional and
technical staffs for information-about statp-programs. SAGVE staffs must in turn sift through the
information available, and attifes conduét independent investigations of state programs, activities,
and services in order to provide.council embers with data relatipg to such questions as:

e Isprogress being made toward tneetlng goals set forth in the state plans for vocational
education? . » R

o  How well does available data reflect what is actually happenlng?

. .e. What are the procedures for startlng up and eliminating a program in vocational
education in your state? :

¢  What are the apparent driving forces behind these procedures? (e.g., are they service- v

' oriented or self-serving?) _
s .. How- accessible are vocational educatlon programs to those who need' and want them?

7 National Advisory Council, Resourj.:p'”Dook, p.31 - ’ .

| education.”. Advisory council members are nevertheless

3 icy decisions, they are responsible for providing mformatlon"
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e  How appropriate are training.programs to the wider range of community needs?

®  Are programs coordinated sufficiently to be effective for society but not so tied together
as to hamper the individual?

' e Do evaluation designs go beyc;nd compliance to as§ess the quality of programs?

. q

L] ' N J N .
Using Information bathored by Other Agencies

SACVE staffs are riot the only groups seeking information about the effdctiveness of
vocational education programs, Because federal funds to local governments usually pass through
state administratibns, it is nottuncommon for an organization to be reviewed by several auditors or
evaluators representing the federal government, such as the General Accounting Office (GAO), the
Department of Education and, on the state level, the state department of education. The focus of
most of these program-reviews or audits has been to ascertain the audited agency'’s comp|iance with
regulations and their effective use of public funds. The data thus gathered by other agencies and
obtained by SACV E staffs can be an important resource in declding what focus their own inquiries
will have.-

Collocting New Information through Performanoo Autﬁting ‘
SACVEs cannot, however, rely just on information gathered by other agencies. Their responsi-
bilities, particularly those ‘evaluation tasks outlined on the action level, require investigations of
their own. The selection of performance auditing as a strategy for 1) evaluation, 2) information
gathering and 3) improving programs has been used by the U.S. General Accounting Office, and
¥ described within the educational context for the Office of Education jn a project submltted by the
State of Alabama in 1974, which culminated in the book Audmng Public Education.®

! . . .
4 1

' The AIDE Project »
H The “AIDE Project” {(Auditing to Improve Departments of Education), concluded in 1974, .
. was based on consultations with leading authorities in the fields of-auditing and education. It ‘
congsists of state-of-the-art descriptions of auditing, the evolution of auditing concepts, future trénds
in auditing, and their implications for educational programs. Finally, it offers some specific
recommendations for expansion of educational auditing procedures to go beyond financial reviews
to aid k\ the |mprovement of programs.

~

Following are several se|ected recommendations from the AIDE Project that are of interesf
in delineating a potential auditing role for SACVE staffs.

We endorse broad-scdpe audits of SEAs (State Education Agencies) and LEAs
(Lgcal Education Agencies) if the objectives of.such audits are oriented toward
‘helping’ rather than ‘policing’. . 3

., L

“ ) l .
8 Peter L. McMickle and Gene Birod, Auditing Public Educstion. (The AIDE Project), Montoomorv Alsbama Department of
Educstion, 1974, '

N




a

We recommend that Federal Auditors conduct, at least on an experimental

basis, educational audits that are of a ‘general performance’ nature rather than
a ‘compliange/performance’ nature.

We suggest that experimental programs be implemented to test the feasibility

and potential of {1) auditer specialization in educational audits and (2) audit
teams which include professional educators.®

The research and recommendations of the AIDE Project appear to have broad implications fo; the
delineation of an audit role for §ACVE statfs—particularly as performance auditors.

. *
- &

-

N .
(] . . S
~ .

Having completed the resovffoe inventory (Worksheet 1), SACVE staff should have a clear idea
of what they have to work' with. Workshee ¢, which follows, may be used as a guide to planning
which evaluation activities rhust be undertaken, and how and when they will be accomplish‘edd. Which
information}eod\s‘might be satisfied through a review of existing records and reports (auditing)?

»

9 1bid., pp. 207-208.

. - <
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Work Sheet No. 2
Performance Auditing

SACVE INFORMATION NEEDS ASSESSMENT , -

Information needs may be ostablished by working through the following list of SACVE activities mandated by) Congress.
Which information needs might be satisfied by a SACVE performance audit?

-

o o - , TARGET DATES  INFOBMATION COMPLETE
1, Advise the State Board (1) on the development of the five-year - , L
state plan; (2) annual plan; (3) ntability report; and (4) on i Yes No
. policy. matters arising from addhinistration of progrqms establishqd - . : . -
underthese documents [Sec 1056(e)(1)] - : : A\ ‘
PLANNING NOTES . | :
1. " ’ o
2 . ‘
vio 3 - A e o
4 -, T S ‘ ' - .o \
o LT | "' TARGET DATES - . INFORMATION CQMPLETE
2. Evaluate vocational programs, services, and activities assisted g B o &
under this Act and publish and distribute the results thereof L Yes L No.
PLANNING NOTES e
1. coo L T =
2. , \ ' o )
3. - X "
4. d
f
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SACVE INFORMATION NEEDS ASSESSMENT

Work Sheet No. 2 smt'd.

‘l

- 3. Prepare and submit to the Commissioner and the National

Advisory Council on Vocational Education an annual

evaluation report
PLANNING NOTES

. , ’

TARGET DATES INFORMATION COMPLETE

Yes . No o
. \' :

.l. .

w1 AR RATA
- RSP P
i o B v e

4. Identify, after consultati.on with the State Manpower-Service
Council, thre vocational education and empjoyment and
~ training needs of the State, and assess the extent to which -
- vacational education, omplbyment training, vocatidnal
’ rehabilitation, and other programs assisted under this and
related acts represént a-consistent; integrated, and coordinated '
approach to meeting such needs [Sec. 106(d)(4)(a)) '

PLANNING NOTES .

2
3
4

INFORMATION COMPLETE

TARGET DATES

L4

Yes_ | No
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“ACVE INFARMATION NEEDS ASSESSMENT .

—

Work Shest No. 2 cont'd.

= MHold at least one publ'ic meeting each year dufing which
the pub'lic is given an opportunity to express views
concerning the vocational education program of the
-State [Sec. 105(d)] . .
PLANNING NOTES
1. |

.
;xw«""m'“.-“z
. .

e
b A R VT A b g

U
e e

‘¢ 3

"4,

»

TARGET DATES

INFORMATION COMPLETE

" Yes No

Provide technical assistance as requested to local

_ adlvisory cauncils and recipients of P.L. 94-482 fupds
_.in the establishment and/operation of local advisory
-coyncils [Sec. 106(q)(1&(2)] :

*  PLANNING NOTES

. 4.~,l

.o, . =

a

Th W N

TARGET DATES

INFORMATION COMPLETE

Yes No

s

L

. o,
-
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CHAPTER L.~

- o PERFORMANCE AUDITING: DEFINED

14

" Perfarmance @ uditing as presented in this handbook Is nat a ‘made-up’ activlty especially
created for the SACVE, but a set of procedures which has evolved from financial auditing to

. embrace. adm)mstratlva responsibilities for program performance as well. The following definition
. Issufficiently comiprehensive and provides a structure within which the major components of

performancé auditing may be observed and discussed: _ -

Performance auditing is an analytical process consisting of preparation,
conduct, reporting, and reconciliation. The basic elements of this process

are: an hidependent auditor, or team of auditors, who execute the

‘process tipon an auditee for an audit recipient. The scope, or areas of concern,
involves program performance, factors su¢h as economy, efficjency, and/or

- effactiveness of opetational.controls, management inforMmation systems,

, mw etc. The objective or purpose of performance auditing can be some

nation of accountability and management assistance in improving and/or

oommunicating program results.'® *

The General Accounting O ffice has been a leader in providing audit standards which emphasize
the examination of the effectiveness of program performance through a review of resuits. It is those
standards and procedures which are of particular interest to us in defining an audit role for tha
SACVE and their ataffa (se0 Appendix)

The SACV E may choose to audit program performance through a review of evaluation data

produced through the state board evaluation system. This procedure will be referred to as an

[Evaluation Audit. On the other hand, the SACVE Performance Audit may involve direct contact
with the audited programthrough interviewing, observation, and review of pertinent. materials

- This procadura will he daslgnatad a Ganaral Prwram Audit. In summary

The evaluation audit — a review which conaim only of the evaluation of pravioualy praparad
| evalustion plans, procedures, and.reports of the audited agency. The evaluation audit may be
conducted without direct visits to the gudited agency, or it may be incorporated into the
, general program audit process to provide additional depth to the overview.

' Tha yanaral prowam audit ~an overview examination of the major control points in the
" organization, or an in-depth review of a faw areas of the organization. The general program

e 6ﬁ§altav§p' : _'\gqugvlmh e obaarvatidn_ . review of materials

:, C "‘._ - . -: 3‘\.._ I i

»
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What is thé Purpose of SACVE Performance Audits?

~Although by its very definition a performance audit implies some degree of accountability of
the auditee to the audit recipient, the suggested role for SACVE staffs will de emphasize that aspect
in favor of aiding management and improving tuture operations. Vocational education programs are -
alrpady undergoing numerous evaluations angd audits for accountabilitv/,cﬁwliance purposes. -, \

While other agencies are performing audits whose purpose is to ascertain accountability and \
compliance with program standards, such audits are often perceived as threatening by the audited \
agency who may suspect that auditors are looking only for defects rather than accomplishments. '
These circumstarites tend to discourage an atmosphere of mutual interest in program improvement
—which should be the final result of all evaluation effort. The SACVEs, however, as independent
advisors to vocational education, have the unique opportunity to perform audits in a spirit of

- cooperation with program administrators who, in turn, may feel more receptive to a review conducted

by ‘a non-funding agency, whose purpose is to help rather than to criticize.

In addition to (1) providing a vehicle for encouraging program managers to help overcome
negative associations with “evaluation” (we do not suggest this can be accomplished overnightl),
the performance audit'can (2) yield information important to SACVE members and staffs in
increasing their general understanding of the vocational education process, and (3) provide & method
through which the SACV Es can discharge their evaluation responsibilities as prescnbed in the 1976
Vocational Education Amendments.

€

‘\.'.

 Who is Involved in the SACVE Performance Audit?

Any gudit—financial, compliance, or performance—will involve an auditor, an auditee, and an

“audit recipient. Audits are usually performed upon an auditee on behalf of an audit recipient to

whom the auditee is financially or legally accountable. In the case of SACVE audits, this relaﬂonshi.p -

-will be less formal in.that no vocational education-program or service is strictly accountable to thé -

SACVE. However, an audit relationship can be established, with the Advisory Council itself acting *
as audit recipient of the audit performed by its own staff on any state pragram, activity, or service
related to vocational education whose available evaluation data would allow that program’s results
to be reviewed for effectiveness by the SACVE auditors. As we have noted earlier, the advisory

nature of the SACVE may be advantageous in helping to create a posmve climate for the performance *
audit. _ . o
. . . - o 9 ) . N4

The audltor or audit team™must possess the essential characteristics of independence, competency,
and pro(essuonahsm There are several possibilities in choosnng a SACV E auditor:

e - Thewauditor may be professionally trained and experienced, hlred by the SACVE.as a
permanent or témporary staff member. He/she may conduct performance audits either -
alone or with a staff, including SACVE members who have knowledge or expertise
|mportant to the program-being audited.

e A staff member knowledgeable in vocational education who is self- tramed in performance
auditing technigues may serve as the auditor. The SACVE auditor in this option would
probably function best as an audit team leader who carefully recruits other SACVE
members and staff to round out the experience and knowledge requirements for. the audit.

[ 4
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e A third possibility would occur in the case where the SACVES lack resources to employ
professional staff and must therefore recruit an audit team and leader from their
membership. The possibility exists that a trained auditor g also a SACVE member.
However, where little experience or training exists, the audit team and leader can prepare
themsetves by thoroughty review Ing performance auditing steps found in this handbot)k
in order to maintain their credibility as compstent auditors. '

How is the SACVE Audit Conducted?

Although the four parts to an audit—preparation, conduct, reporting, and settiement—apply
equally to financial, compliance, and performance auditing, the steps of. the performance ‘auditing
process will.be highlighted in detail in the following chapter. The two forms of performance auditing
recommended to SACV E staff, the general program audit anq the evaluation audit, are treated )
during a discussion of the conduct stage of the performance audit, including suggestions as to the
complementary use of the two processes.

In deciding which form their performante audit should take, SACVE staffs may be guided by
the following checklist of audit purposes. A decision to confine the audit activity to a review of .
evaluation plahs and reports may be based on a "‘yes’’ answer to the first three questions. The
remdining questions may serve as examples of objectives whjch mlght shape.the prelimmary ‘plan
for conducting a general program audit.

=3
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. Work Sheet No. 3
: Performance Auditing

-~ PURPOSE CHECKLIST

Evaluation Audit
YES )

] .C] Can the proposed program, activity, or service produce evaluation plans,
: procedures, and reports which may be audited? .

] 1 Is information adequate to verify the accuracy of pravnously conducted
evaluation?
. O B . lIsthe avarlable evaluation data sufficient for SACVE information needs?

/

General Program Audit

In the event that insufficient evaluation data is available for auditing a particular program

the following questions may help define information purpoaes which may be fulfilled by the
more comprehensive general program audit. ( f-

" YES  NO.

] [:1 ls information needed about the needs and problems which should be
) addressed by the program? ) . 4

] OJ . s information needed about how well the program meets standards of
' . excellence for vocational education?

-

- 0O Is informatlon needed about the Iong term impact of the program on
participants?

v ‘ o
Cl] O Is information needed on how well this program ‘s outcomes compare with
' similar programs?
Cl] ] Is mformatuon needed about the cost of the program in relationship to the
' " outcomes produced?
O O Are program managers interested in using audi't results to monitor and/or

improve their programs?

Cl] ) Are other audiences, besides'the SACVE and program managers interested

in the results of the audit?




c CHAPTEB&V | o )
- . PERFORMANCE AUDIYING: PROCESS /

{

L ’ financial compllance or performance Because the scope and oblectiv of audn vary, the auditor

audit process. - -

Suggested Steps in the Audit Process

Preparation '

1. Decision to Conduct the Audit :\\ .

N

.
§
1
®

Selection of the Audit Team \ -
Pre-engagement Contact ,;'
Auditor Familiarization ' :‘

First Draft of the Audit Plan o ‘o

.o & w

Ay . The Audit Entra[_tce Confei7nce

-

7. Thg_Walk-Through- ] " o (

" 8."Revision of tfie Audit Plan’

oy




"y

—& 2
. N
Conduct: |
. [ 4

1. The General Program Audit
.. . Ty
Examination of Igput, Process, and <'(sj‘utput through:
a. Interviews . -

b. Observation

¢. Review of records and rieports

*2.» The Evaluation Audit

a. Checking and reporting on the strengths and
weaknesses of the Evaluation Plan

b. Verifying the accuracy of the evaluation findings
and repory, ' ,

o

-~ . ‘ /.h

\

Reporting

'® 1. Continuous Reporting to the Auditee

Flash Reports to the Audit Recipient -
The Draft Report

The Audit Exit Conference

o A w' N

The Final Audit Report

Audience Checklist

.Q-

)

[

;Reconciliation - L

| I

1. Evaluation of Audit Findings and Recommendations

t

~ 2. Joint Agreement on-a Plan of Action

3. Audit Recipient Review of Corrective Action

4. Audit Agency Follow-up

A



PREPARATION

1. Decision to Conduct the Audit ' )

The decision to conduct an audit will generally be made by the audit recipient (in this case the

state advisory council members). The general purpose,-objectivé, and need for each audit shquld be

clearly.determined before steps are taken to initiate it. General, the SACVE request for an audit
Wwill be made in order to gain information for one or both of the following purposes:

a. to gain a clearer understanding of vocational education in their own state
or to compare that system with other models (knowledge development)

Y

b. to sxecute specific evalugtion projects.

To the following éxamples of objectives for an audit, the SACVE staff may want to add their own.

Evaluation Projects 1 K nowledge Development
e Examination and review of yocational - e An examination of the state’s vocational
education issues relating to: education delivery system
Policy development | ‘Who is involved
Goals and objective setting e ‘What is the degree of involvement
Plan composition . _ How does this system compare with other .
Resources allocation vocational education models and systems !
e Review of service delivery through e An examination of the state’s evaluation .
examination of: - efforts
Training - ' What are the types and degrees of
: Testing evaluation activity . _
_ Skill assessment How are they related to the larger system
Placement - of education a '
Support service / ) What are the technical problems in

~evaluation
How are they being resolved

Related services

B ‘ e Review of evaluation through an exdmination
of issues relating to: ' '

‘ Program evaluations
System evaluations

‘

§ .

. " Having determingd the objectives of the aﬁdit, a schedule should be prepared allowing enough v
X time for tF } auditor to prepare for each audit-—-usually six months or more in advancg A general
. guide should be prepared and formally documented in the auditor’s working papers.!! |t should

‘describe specific preparatory audig steps which clearly reflect the purpose and objectives of the audit.
Althéugh the guide should be fltextble enough for later revision, it should be thorough enough to
assure the auditee of the auditor’s competence. * '

o . : . __a;::ii:-

', . 3 PRSUREN . : x -
' +

" U.S. Genersl Accounting Office, s‘m.dard: for Auditing of Governmental Organizations, Programs, and Activities (Washington,
D,G.: Comptroller Geners! of the U.S., 1972), p. 12, :

[
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3. Pro-Engagament Contact

». Selection of the Audit Jeam S - S

" The team approach to auditing lends itself well to reviewing programs for effectiveness, with a view

to aiding rather than criticizing their management. Whereas no one auditor may‘ﬁ?’competent ih

all areas, deficiencies may be balanced by careful selection of others on the audit team, Bor exampte,

inviting one of the program staff members to participate in the audit would not only makd ol

auditee more receptive to' the audit but would 8lso inerease the competency of the team. An '

source of the audit team might be the SACVE E jtself, among whose members will be found individuals

with particular expertise in some aspect of vocational education or perhaps with previqus auditing

experience. In any case, the audit team should possess the necessary competencies to adequately

accomplish the objective of the audit _ _ . .
The audit team should have an experienced leader who wrll act as spokesperson and make job -

assignments and decisions. q ?

, The followinq example of training and experience which characterize a typical government .

education auditor.'2 is included here for reference, but is not inte‘nded to be definitive or all- inclusive *

analyt|c§ %ﬂity (usual.ly demonstrated by training in accountmg)
college courses nh hanagement theory and cbntrols

® -
e  on-the-job audit experiences with a variety of onganizations
e  some background ineducational theory, technique governmental programs and

-+ compliance issues (this qualification may be compensated for by employing the team PR
o approqch to include at least one member experienced in education) . oy

AN

P
[ 3

g

",

N

_ Inmost cases the audit team leader will contact the highest authority ae agency to be audi%d
through a phone call and follow -up letter. The followrng mformatror should be conveyed in the

initial contact:
o What will be audited - . - .
® The general purposs of the audit ’ o T . Lo
e  The names of those assigned to the audit .. ' . - ’
e - When the auditors would like to begin the on-site work '
° |}

" When the audit should be completed

What preliminary information the auditors would like to have upon theijr arrival
(organization charts, job descriptions evaluation‘—datﬂnd reports, brochures)

A-request for working space and equipmqnt ‘

‘A request that a liaison person be assigned who can represent the auditee organization
and with whom the auditors can discuss audit progress and findings

e A request that a formal entrance conference be called as early as possrble to discuss the - .@:
audit with aII involved and interested parties'3 :

12 \cMidle, Auditing Public Education, p. 67, | .
"3 1b1a., p. 84, ) SR \
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4. Auditor Familiarization

Team members will want to becorme familiar with the organization to be audited. In addition to
materials provided by the auditee, it may be desirable to consult the library on such topics as%’
proper organization functions and procedures. Pertinent governmental rules, regulations, and
procedures also should be reviewed.

In reviewing programs for effectiveness, the audit team will need a working knowledge of
good program evaluation practices so it can effectively review the auditee organization’s data ,
collection, analysis, and reporting systems. Old files may be examined for information on previous
audits of the same agency, and discussions of the prospective audit held with other auditors who
may contribute valuable information.

5. First Draft of the Audit Plan

The audit team leader is ready now to prepare a'prel'imindry' addit plan, which should consist of
audit objectives, possible areas of investigation, and audit steps. Preliminary job assignments as well
as time estimates for each of the audit steps should be included. -

" 6. Audit Entrance Conference °
. &8 . . . ‘
~ On the first day of the audit, the SACVE audit team leader should call a conference with the head
of the grganization and all interested and involved parties to the audit. The team leader should lead
the discussion using the following as a guide: '

® Introduce the members of the audit team o

¢ Explajn the nature and pur'pose of the SACVE, and its interest in evaluating vocational

educationél programs i
\

Explain the purpose, objective, and scope of this particular audit

Explain how the SACVE audit team intends to approach this audit (stressing that the
philosophy of the audit team is to aid the agency rather than to find “mistakes’’)

Explain the timetable and reporting procedures
Ask if there are any areas that managers would like the audit team to look into or if the

.auditors can help in any way through their conduct and reporting of the audit'4
SR
7. The Walk-Through b o, 7_ K

]

:By arranging for an escorted tour of the organization, SACVE staff auditors can increase their
working knowledge of the organization itself. They may wish to ask a few general questions but
should refrain from over-eager questioning that could cause defensiveness in the contact official
or other staff members. The important thing during the walk-through is to be very observant for .
clues that may warrant further investigation. After the tour the audit team should make notes on
what they have seen. o . . _

.

4 \pid., p. 85, -

. '_E. . . . . - . . 21




8. Revision of the Audit Plan ) L)

This final step of the preparation stage affords an opportunity for the SACVE audit team to update
S - its preliminary audit plan. The ohjectiyes and audit steps can now be reassessed in light of new

information gleaned from an analysis of preliminary materials supplied by the auditee and the team's

own observations. The team is now ready to begin the‘tonduct stage of the audit.

5
S

22




It is important to remember that it will be impossible to thoroughly examine and evaluate
every aspect of the organization. The audit team will want to settle either for a general review ot
major controls and activities or an in-depth review of a few functions or sections. Their decision
will be largely determined by the original intent and objectives of the audit as detailed in the preliminary
plaris and modified by information gathered through the familiarization, conference, and walk-through
~ steps. If, in the preparation stage, some major questions were raised, the audit team should include
those areas in its examination. C

The following section of the handbook will provide guidelines for cdnducting:

A goneral'p'rogram audit: A general program examination which reviews‘inputs, process,
+ and output factors involved in the grogram. .

An evaluation audit: A closer look 3t program results or output through a review of
evaluation plans and reports. :

A

General Program Audit — Conduct Stage

In gathering data for its examination, the audit staff should always reflect the ""helping”’
rather than ’policing’” approach in order to elicit maximum cooperation. It may help to remember
that there will always be a difference between ideal conditions and workable, obtainable conditions -
in any organization. Any suggestions will be received more openly which are sensitive to the realities
" of the actual situation. . ' :

In any cage,"information sources should include at least the following:_ .

e Interviews — Operating personnel (teachers, managers) may be‘interviewed to determine
their role and perspectives in the organization. Program constituents (students, parents,
employers) may provide valuable information regarding program processes and results.

\ .

° Observatjon‘ — Through observation of actual processes, the SACVE audit staff may
compare planned objectives and program descriptions with what actually appears to be
happening. : .

° Review — Pertinent materials should be reviewed, both those which reflect program-
management (accounting records, policy and procedure manuals, instructional materials)
and those that.reflect program results, such as evaluation plans, instruments, and reports.

The following questions may serve to guide the SACVE audit team through the conduct stage
of a general program sudit. The questions, which are organized in an input-output-process framework,
are supplemented by questions directly related to vocationa) education. The questions are not
intended to be exhaustive, and the SACVE audit team may want to review these and add its own

list of important questions. o

i
Sad
O
i
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‘Goal and Ob]eotive Setting

R A

Input
Policy

1 What poiiciu guide the. operetion of the vocetional program?
2 How waere they developed? By whom?.

3. To what extent are the policies of similar programs administered by different agencies
consrstent with each other?

1. Have plans and objectives been determined and set down in writing? Are plens and
objectives steted in measurable terms?

How were they determined? By. whom?
What nesds aseessment data were used? -!%
How were these data collected? f ‘
How adequate are the data?
Q. To what extent do the goals and objectives address the totality of the population who

- may benefit from this program?

v

7. To what extent do the goals and objectives address the expected employability of
participants?

8. What additional funds, facilities, manpower, and mformation could be made available?
Should be made available?

. Planning

1. How is the need for the occupational pr:qoram established? Measured?

4

2. What demographic, economic, employment and educational data are used to
formulate plans? “

3. Who is-involved in the planning process? To what extent?

4 Are the plans evaluated? How?

5. How frequently are the plans modified? Based upon what reasoning? Criteria?

6. To what extent are the plans formulated in consideration of the plans for the agency's
other programs? .

A
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Output

Product . ' )
i '
1. Are results and accompllshments evaluated? Are they compared against planned
objectives? _

2. Doe$ management know what they want to do? have toﬂo? should do? How waell they
are doing it? :

. : - » -

.. Her:v is employability ascertained?

N

s> w

What instruments are used?

<

To what extent have employers participated in the process?

o

What percentage of graduates are employable? Early leavers?

R

7. What pgrcentage was planned? - . ' ’
8. What percentage are prepared for avai%le jobs?

9. What happens to participants who are not employable? _ %

Outcome

1. Whamre th:;d actual results and accomplishments of the program? Cou Id more be
_. plish ? -

o, .
sy
19

O 09ram completen get j 1
3. .:Dol noncompleters get jobs? .
. 4. How long does it take? . _‘ I X
6. How satistied are employers? _ ) . | )
6. Are pprtlcip'anu employed in occhpat_ions that are training related? |
7. To what extent is there a high empleyment potential for the skills taupht? “
8. Are partlci'pants satisfied wi"th tﬁeir training?

To what extent are changes in plans and curriculum related to the employm ent outcome
_of participants? =~ ° . :

26
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Resource Allocation

‘ " 2. How does work flow through the o;genlzation or divisian?

‘Pmcm

: ’ L
1. What are the source and amount of funds allocated to the vocational program?-

2. On what basis are the funds distributed? . “

3. How edequate are the fiscal, physical, and personnel resources to accomplileh the goals
and objectives for the vocational program?

4. What are the per participant costs of the program?

O 8. How do per participant costs for programs administered by different egencies compare?

14
6. How are resources uttluzed? (e.g.; are talents and work skills put to optimum use? Are
machines and facilities employed at theur maximum and best use? Are m&chines and
facilities adequate? Would new purchases or changes result in significantly better products?)

®

=, Is, there edequate protection and maintenance of resources (including personnel)?

8. Are there any mejor bottlenecks? .

9. Arghthere arty unnecessary jobs, equipment, or facilities?

&

Operetiom

B What gre the characteristics of the vocational program curriculum? :

How are curriculum needs determined? .
How is the curriculum evaluated? ' C
What special provisions are made for persons with special needs? C I
How are special needs persons served? ' o

What has been the involvement of employers and crafts councﬂs in curriculum
development? -

f. How'is competency ascertained?

9.9-.69‘9-

©

3. Could teacher/employee .morale, attitude, or behavior be improved?

4. Are merfagement controls and menq_gement |nformat|on systems adequate? Is information
complete, prompt, factual, and’ m\eeningful? Does management know what is gomg on?
When it is going on? - S _ |

i :)) f?’-. il :
6. Are lobs clearly defined? Are th job Performance stendardsi} Are these standards ‘
acmally inuse? . ol - | ;
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" Evalustion Audit — Conduct Stage

’ The program audit examination process previously described may be used by SACVEs whether
or not an evaluation system has been installed by the auditee. However, when the audited agency
can produce information which has been gathered through a systematic evaluation process—as is ‘
the case of most staté board programs—the SACVE may choosd to .aseles program results through
~an examination of evaluation plans and reports as well as the procadures for gathering and analyzing
. the data. The evaluation audit, which is essentially the evaluation of an evaluation is appropriate to
the SACVE function in several ways,

e  Most vocational education pr09rams receiving federal funds through the state board of
_ education will already be part of the state’s system for evaluating programs.'® As state
S advisory councils are required to participate in the monitoring'® of these evaluations, by
' . _performing evaluation audits they would be fulfilling one of their Iogrslated functions
relative to state board evaluations.
e  The evaluatjon audit helps to verify the accuracy and reliability of data gathered by
provlding a theck on the evaluation system 'itself. The results may eliminate the need to
conduct'the more time- consuming general program audit.

®  Through their activity il evaluation auditors, SAGVE staff obtain information important
. - to SACVESs in carrying out their broad respongibility to make informal evaluative-
judgments on the effectiveness of vocational education programs.

% Requirements of the Evaluation Auditor. As gvaluation auditors, the SAGVE audit team w®

! ... ‘should exhibit.the qualities typical of all good auditors: indspendence, competence, and profession- :
" alism. A tionally,.in order to “‘evaluate evaluations,’’ at least one team member must be familiar

“with_andpreferably trained in good program evaluation practices. :

(

K3

4
.

' . "Scope of the Evaluation Audit. As noted previously, the evaiuatron audit may be performed °
' without ever visiting the program, activity, or service in question or it may-be incorporated into the
general program audit process. The basic functions of tho evaluation auditor are, briefly, as follows v

»n

Check and report on the strengths and weaknesses of the evaluation p/an including

T ® cornpleteness of the plan
oy e validity and reliabilitv of the data collection instruments for the vocational program being
SR ’ -ovaluated _
® internal and oxternal validity ‘'of the data collection procedures and conditions
e . technical quality and appropriateness of thé data storage and analysis techniques '

° ,‘cost effectiveness of the evaluation plan

* ' .
15 51, 94482, 00 stat, 2187, ec. 112, portA
"’md. part 8.

Klv Adams snd Jerry P, Walker, lmpmvlng the Accountabllity of Cereer Education Progrems (Columbus, Ohio: Nat 1C

for Ressarch in Voc.tloncl Educ.tioanho Ohio State Univenity, 1979), pp. 28 - 30 i {Columbusm, Ghio: National Center

by
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Verify the accuracy of the evaluation ﬁndlips and report, including

e Dows the roport clearly describe: .
objective of the evaluation | ' -
+program content ‘
,’ " purpouq'na' broceduret of the evaluation v S o
sourced ot intoﬂhutlon

e Are. informatlon-gathbring instrdments and procedures valid andt reliable?

@ Does the repprt_re\:ea_l _edequa_tel attention to the review, cc_)rreetion, and analysis of data?

o Are tho'concluslons justified? \ \
e |s the independence of the-evaluators reflected in objective reporting?
: Fd ) . . ., : .
) Evaluation Audit Procm 18 The evaluation auditor is typically reaponsible for:
v o Dwelopment of a plan or contract 'lor auditing which mcludes dates of report submissign

and what objectives, instmments and data wnll be examined

e Conduct of the pre-gudit critique-—a review of the program evaluation plan to determine
if it can be audited and to suggest changes in ob}ectuves instruments data collection
procedures and so on . N

e Preparatioh of a final dudit report—an analysis of a semple of the program anluation data
and an audit of the final evaluation report of the program .

Y

" The following list of criteria'® can be useful to the evaluation auditor in assessing the
effectivenm of an evaluation plan.

-

.
- t

»

18 Kloln describes the svaluation sudit process in more detail through a kit of workshop materials. Stephen Kiein st al,, Educnrlonnl
Mlm Audlrlng mlnlnﬂ hekm Los Angeles: Conter for the Study of Evaluation, University of Cplifornle, 1971), -

19 Adqmd from Jamas R, sande'n ad M H. Nafziger, A Basls for Determining the Adoquocy of Eva]mrlon Desipns. (Kol‘.muoo.
. Michigan: !valultlon Center, College of Education, Western Michigan Unlvmlty, 1977).
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«  Criteria for Evaluating Plans Houhet o

¢ . . s 5

&:om . ’ . Mo
Does the range of information to be provided include all significant aspects of the program -
being evaluated? ‘ o
Relevance y

{
i Does the information to be provided serve the information needs of the intended audienqes?

(& Y ’

Flexibility o r

“Does the evaluation plan allow for new informatron needs to be met as they arise?

i
Y

Reliability .

"~ Will the information be collected in such a way that if someone repéated the study they would

obtain similar §indings?

[}

Objectivity
Have: provisionl been made to help eliminate bias in data collection and processing?

K

Repmentetivenw ' o
Will the information collected accurately and fairly portray the program?

Timeliness
Will the information be provided in time to.be useful to the audiences for the evaluation?

Pervasiveness . ' - | : /
Will the information be provided to all who need it?

Ethical Considerations ’
will the waluetion guarantee confidentiality and protection for those who provide information?

; :;;, N . i

Protoco}' » ‘ T -

Are conventional protocol steps planned for contacting p90pie in the appropriate sequence and
for following existing policies and procedures?

Security

| Ha've proVisions besn made to maintain the 'sacurity of the evaluation data?

<~

Credibility - _ : ' : .
Does the ﬁsign of the evaluation encourage trust in the results by relevant audiences?

o,

R 'Pf\??".- .



@, A

. Criteria fqr Evaluating Reports

*

-

Following is an outtine of topics which should be included in the evaluation report ot a typical
vocational epducation program, énd may serve as an example of criteria for report evaluations.?®

Introduction

1. Purpose of the svaluation
2. Questions to be answered
- 3. Audiences to be served

. Description of the Program Being, Evaluated
. 4, Documented needs for the program

. 6. Subject matter
Ve 6. Objectives ‘
' " 7. Instructional procedures/program activities v
8. Students (e.g., characteristics, type, and number involved)
_ . 9. School setting and involvement .
. 10. Community setting and involvement
11. Co:; (e.g., total and per pupil amount needed for initial 'start-up and for continuation)
Evaluation Procedures
. 12. Owerall framework ~
13. Informatjon sotirces (population, sample) ‘
14, Data cqllection procedures/resaarch design
15. Instruments used '
16. Data analysis procedures 1
17._ Limitations, ‘constraints, and possible sources of bias
| " Results |, . R .
> 18. Program outcomes in relationship to neadg of constituency
: '« 19, Attainment of objectives ‘
L 20. Unintended outcomes and social benefits C e
' 21. Cost-effectiveness . -
Interpretation
', *" .22. Value of the cutcomes
L . 23. Conclusions ’ v
Summary . 4 ‘
Fe . 20 Adams and Watker, ;;iwrovlm the Accountebility, p. 83. - . . w®

d .

R

30 .




e

\l

Combining the Evaluation Audit and Program Audit. The ¥wo forms of performance auditing
described in this chapter—the general program audit and the evaluation audit —may be used by the
SACVE staff in complementary ways.

_ If; for example, weaknessgs__in the evaluation plan or reports are discovered through the
evaluation audit, the SACVE will have the dpportunity td suggest changes in the evaluation system
under review. On the other hand, an evaluation plan and report, in all respects well executed, may
very Hkely suggest problem areas and questions worthy of further investigation by the SACVE staff.
They may at this point decide to engage in the full four stages—preparation, conduct, reporting, and
settlemént—of a general program audit. ' '

_ A third possibility is that an audit of evaluation-plans and reports may reveal nq problem with
either the evaluation system or the program, which would signify no need for further investigation
as long as the original objet;_}ives of the audit are satisfied. ~

[ oy
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- REPORTING

Next to providing information to SACVE members, the most important objective of the
performance audit activity is to aid program managers in their efforts to improve programs. The
manner in which audit findings are communicated will affect the use of the audit findings. The
following steps yvill help to increase the use of the audit findings.

1. Continuous Reporting to the Auditee

_ It is very important that the SACVE audit team keep the agency contact official informed
throughout the audit and especially whenever a significant finding or major question arises. To avoid
secretiveness, it is best to handle this situation by arranging a formal meeting with the contact official
whenever, Huring the ¢ourse of the audit, it occurs. By avoiding the situdtion in which the auditee -
. is the “last to know,'’ the SACVE audit team will be promoting their role as supporters and playing

down the policing aspect of the audit function. .
' R N

2. “Flash Reports” to the Audit ihecipiemt : : o .

. _ . | .

Upon conclusion of the audit and before a draft report is delivered, it may be appropriate in
some instances to notify the audit recipient (SACVE) of major findings. This report which may be
oral or written (one page) should briefly explain the auditors’ impressions of a problem, its cause,
and possible solutions. Or, the flash report may not describe a problem at all, but simply be a short
© summary of a‘specific piece of information requested by the SACVE.

For example, the SACVE might have asked their staff auditars to take inventory of the age,
condition, and cost of the office machines currently in use in an bffice practice training program.
This information could be accumulated, and presented in a “flash report,”” with copies transmitted
directly t& the SACVE and to the auditee before a complete report of the audit findings is submitted.

3. The Draft Report .

The draft-report should be prepared as soon as possible upon conclusion of the examination,
and promptly delivered to the contact official well in advance of the audit exit conference. The
auditee agency must be allowed adequate time to prepare a reaction to the findings. In preparing the
draft report, the S-;«CVE audit team should note: (1) strengths and achievements of the program,

_ {2) areas which lack information sufficient for auditing, (3) areas of perceived weakness, and (4)
conclusions and recommendations for improvement. S - '

Since the SACVES are not under contract to a funding agency, nor are they directly responsible

for policy decisions, they are in a good position to offer positive suggestions in a nonthreatenin
manner. To be most effective and helpful, the draft report should reflect this position. L

r

4 v ow
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A
4. The Audit Exit Conference

- “The purpose of the audit exit conference, the counterpart of the audit entrance conference,
is to formally explain the audit findings to the auditee. The same individuals should be in attendance,
with the possible addition of representatives of the SACVE as audit recipients. The exit confergnce
should berled by the SACVE audit team leader, who should: ;

° Note management achievements as well as management problems. _ \

® In a positive manner, carefully review each finding — including supp'ortl_ng logic,
evidence, probable causes, and suggestions for solutions.

e Solicit auditee concurrence on each finding. |f the auditee disagrees with the auditors’
conclusions, the auditor should ask for a formal pasition statement from the auditee for
inclusion in the audit report.

e ' Review with the auditee his/her general observations and impressions and any suggestions
he/she feels may be helpful to the auditee but which do not warrant inclusion in the
audit report.

e  Express appreciation for assistance and courtesies extended by the audltee durnng the
course of the audit. : )

o Maintain a formal record of comments and communications made during the conference. -

In particular, the auditee representatives.should be asked whether they feel the report is
accurate, fair, and fully includes the position of the auditee organization. The audit team leader
should carefully consider their comments and determine if any changes deletions, or adjustments
should be Jnade in the final report.

6. Final.Report | | 3

.After the audit findings have been discussed in "flash reports,” the draft report, and during
the audit exit conferance, any changes, deletions, or adjustments should be incarporated into the- v
final report. If the auditee strongly disagrees with the conclusions a statement should be solicited ~ . s’
and included with the final audit report

asn

. verall appearance can have a surprising impact ‘on whather or not the findings are seriously .

revi . The final report should have a professional; attractive appearance. Choose type styles, .

paper quallty, multiple colors, and cover designs to highlight |mportan/t‘ points. The use of photo-
graphs, charts; and diagrams also should be considered to summarize and/or draw attention to

portions of the report: .

- .
N

In general, the audit report structure should include the following:

e A short summary, one to two pages, in the front of the report (lndexed to the body
o of the report) . , - . <

The scope and objectives of the audut . s yu ’ .

'y Achlevements noted during:the course of the audit .-

e Problems uncovered by the audit

o .- .J 'l . 33
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o _ ar\v steps that the auditee has already taken to correct the problem

+

o The iio)nlﬂclnco and magnitude of _mroblems
e The causes of thess problems
e Squeatod solutions or preventive action

‘o Audutoo positions regarding these recommendations, wlthout audltorx_rebuttal as well as -

» Overall concluslons

<«@
. —

{

When finalized, the audit report will provide information for (1) improvement of the audited

- program, and (2} tha SACVE s it sesks tq evaluate the affectiveness of the state’s progtam and

services, However, there may be other audiences with whom the results may be shared. Worksheet 42!
may be ‘IlOd to heip the SACVE Identify additional interestgd audiences and their specific information

needs.
]
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) _ Work Sheet No. 4
? Performance Auditing

AUDIENCE CHECKLIST

Instructions:  In the first and second columns theck ( v } whether the audit should serve each of
the following audiences. In thy third column rank the relative importance of each
audience checked ““yes.” Use/‘one’’ as the highest rank. In the right-hand column
list the information needs of the audiences checked “yes.”

Who are the relevant decision makers afd opinion leaders who should be considered? What are
their information needs? o

T T [ Yes 'No Rank® - : ® Infornfation Needs
O o ] Local school boards? )
- O | Local advisory committees?
o O ] ~ Community leaders? . —
l:l (] [0  State boards of education?’
] O ] Federal funding sponsors? - ' |
O l:l O State aayisory councils for
_ vocational education?
oD o' o

Legislatoré?

Are prbgram staff and parficipants involved in planning the audit? Yes? No? How
Important is their participation? Rank them. What are their information needs? -

O 0O - Program staff (teachers, coordinators,

administrator)?

&y

d
O oo Student ?aftic!pin—ts
o o o

Others involved in imp\ementlng the program

(voluntaeers from business, industry, labor, ' :
the professions, or govérnment)? -

I

Will the public be kept informed of the goals and results of tiifiludit? Yes? No? How
important is it that they be kept informed? Rank them. Wha¥are their inforrmation needs?

O 0O 3. Parents?
O, 0O 0 Other concerned titizens in the local  *
S VA « - community? .
_ S o o IR o D | Profetsional colitagues in vocational education

.” “and evaluation?




22 pmeMickle, Avditing Public Education, p.97. . *v

RECONCILIATION

Reconciliation of the audit is the last step of any audit process. Since reconciliation takes
plage between:the audit recipient and the auditee and it may or may not involve the direct
participation of the audltor it is often neglected in the auditing literature.22

Assuming that tho_ SACVE will hope to see some action taken on audit recommendations
produced through their staff audits even though their relationship to the auditee is not one of
funding source, requiring strict accountability, the steps to the reconciliation stage are listed here,
with the expectation that the SACVE may modify them substantially to reflect their advisory role
to vocational education programs. .

1. Evaluation of Audit Findings and Recommendations

Careful review of th8 audit findings and recommendations should be undertaken by the audat
recipient, in this case the SACVE, in consultation with the s!aff audlt team.

f

2. Joint'Agreomen% on a Plan of Action

The audit recipient should attempt to k with the auditee to establish a plan for corrective
action a_nd a timetable with a series of interiMm deadlines.

¥ 4
3. Audit Recipient Review of Corrective Action

The audit recipient should monitor the status of corrective action at each successive deadline.
(U

4, Follow-up Audit

Finally, the audit recipient may want to authonze another audit, to include a review of the
prior findings. . ’ 7 4

Regardless of the extent to which-the reconciliation stage is developed, the SACVE audit staff

| should keep a copv of the completed audit on file forpossible future reference.

v’
S . ~




_ CHAPTER V.
USING THE RESULTS OF THE AUDIT

The following questions may be useful guides to SACVE members and staff in identnfying the
factors which impact on the implementation of evaluation and audit results.?

Will audit findings be used as a basis for making decisions about a program, service, or activity? )
S » L . , W@ -
Evaluation is not an end in itself, but should be used as part of policy planning and T
management. Problems may result not only when audit findings are disregarded but also when the
audit results are misused. Audit or evaluation information is prevented from influencing decisions
by numerous kinds of misuse such as the following three frequently identified types:

¢  Shuffling reports and recommendations back and forth by asking for signatures and
. clarifications has been known to preveht imple;nentatfon of recommendations.

e  Evaluation results may sometimes be used to defend the status quo against innovation.

e  When evaluation results are accepted uncritically, policy decisions may be based on
evaluations that used unsound methods or faulty conceptualization.

b S |
Can the audit results be used for public relations or lobbying?

’ - Can the audit results be used:

e to keep constituents informed of the status and outcomes of vocational education
locally, statewide, or nationally; - - _ oo

® -to geln support for a particular program or for vocational education in general;

® to influence future decisions end legislation not directly related to the single program
. bemg evaluated?

3 The results of an audit can be used as a defense of the status quo or as an'impetus for
change. Listed below are some gu‘ldellnes far communicating evaluation results to constituents such
- as parent:, boards of education, advisory councils, and legislators.

e Illustrate the outcomes of the pragram with examples of how individual students,
teachers, and other particlpants benefited from the program.

° Compere the successes and weaknesses of the program to thoss of other programs.
~ Stay abreast of the varioqg polftlcal developments that influence the program.

23 pdums, improving the Accountability, pp, 90-95.
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Are the audit recommendations wrmvn in a manner that will enhance their significance and
facilitate their use?

4

Evaluation recommendations are more likely to be implemented when:

e they are not overly time-consuming to implement

° théy are not overly costly to implement

e they are flexible and present alternative recommendations

e they call for incremental change rather than total revamping of the program

e  they place the program staff ina central role yet do not make unreasonable demands
- on them '

L2 they are short and concise

e they are easily communicated

Hoz can some people’s resistance to acknowledging audit findings be reduced? N

Some pedple inherently resist using data.to make decisions. Thus, it is often difficult to

change intuitively-oriented decision-makers into more pragmatic ones. If the SACVE members
encounter serious resistance to their performance audit efforts, the following suggestions may help -
to resolve the conflict. . .

e  Appraise the amount and focus of resistance and consider restating the audit fmdings
in a more diplomatic manner

& e  Use advisory groups who represent opposing factions to give fair representation of all

e  Compromise and settle on partial change if necessary
e  Use listening as a deliberate approach' allow persons to express their resistance AR

e  Communicate or share the benefits from implementing the audit results with persons
concemed

e  Seek and use direct and personal support from the top of the organization

facets of the problem nssue _ e

Kl
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The SAC\)E Challenéo — Some Concluding Thoughts

In suggesting alternative solutions to problems of vocational education, SACVE members and
staffs are challenged by the following tasks:

e deciding what they believe the needs of vocational education arg
e understanding what services already exist o
e determining how programs could be altered or changed - ®
e  articulating and/_pr helping to formulate standards for program performance
on state and local levels '
‘ {
It is important to remember that therefig little agreement on the st;ndards by which vocational

education should be evaluated. Yet standar88 are clearly being used in every program at every level

of activity. Perhaps the SACVE may act as a focal point for a discussion of standards and values
which would lead to some agreement about measurable goals and objectives within the sthte system.

SACVEs have been presented with a formidable challenge: to influence present improvements
and future direction of their state vocational education delivery system. In helping to define the
goals of vocational education, reviewing information to ascertain whether objectives are bging met,
and presenting their findings to relevant decision-makers, they will have contributed greatly to the
overall clarity and quality of service dglivery in the state. -

'l
The work performed by the SACVE staff in obtaining information about the state's vocational
education system is crucial to the successful performance of the council in these three areas. Itis

anticipated that the auditing prpcedures presented in this handbook will provide a useful vehicle to
~_+ SACVE staffs in meeting the challenge.

t
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APPENDIX -
" Evolution_of l"crformgnoo Auditing .

. Although audlts can be grouped into a number of different classes, none of them is totally
discreta..A division of audits into the three categories of financial, compliance, and performance

_was introduced by the AIDE Project for purposes of their inquiry and will be carried through fn

is handbaok for purposes of clarity. The thres concepts will be discussed in their previously. stated
order, which is refiective of the order of their historical svolution. Although the discussion is brief,
its intent Is to orient SACVE members and staffs to the historical scope of auditing and to prgvide
-a basis for understanding the nature of performance audits relative to the broader scope of auditing.

Financial Auditing |

Auditing as an accountability devide has been ip practice since 2000 B.C. when the Egyptians
developed a system for checking on the contents of the royal treasury.' It was during the Dark Ages
in England and Europe, however, that the basis of contemporary auditing was founded. During this
time and up until around 1840, auditors were usually amateurs honored with an appointment which
would lsst only through the duretion of the audit. Audits were concerned with two objectives:
detéction of fraud and detection of error. Auditors were expected to “be so prudent and so faithful,
and 5o knowing in their business, that they have no need of the teaching about things connected with

" the account.’”

-

Auditing as a profession in the United States was stimulated by the Securities and Exchange
Acts of 1933 and 1934 which included a provision for auditing all companies registering securities
for sale. Auditing up to this time was still éoncernpd first with the detection of fraud and secondarily
with the detection of error. The auditing process primarily consisted of a detailed examination of
financial records; however, the difficulty and expense of auditing every transactior of large companies
prdvided stimulus for the emerging rellance upon internal control and testing (rather than complete
examinations). o ~ - :

4

As auditing pract’ices gradually changed to include more sampling tec'hnique_;; 30 too the
priorities and objectives of auditing changed. The objectives became: first, to ascertain the actual
financial condition and earnings of‘an\enterprise; and second, to detect errors and fraud.? ,

Audit standards which were approved by the American Institute of Accountants in 1848 (later
to become the American Institute of Certified Public Accountants—AICPA) are today considered to
be the foundation of their financial audits. The most frequently referred to statement of standards
issued by the AICPA is Number 33.published in 1961, which delineated general, field work, and '
reporting standards. . -

1 Richerd Brown, A Mistory of Accounting end Accountants {Edinburgh, Scotlend: T.C; and E.C. Jack, 1905), p, 76!
2 Po;f L. McMickle and Gene Eirod, Auditing mbl_ic Education (The AIDE Project), Montgomery, Alsbama &pwtmnt of Education, p. 7.

3 Robert H. Montgomary, Auditing Théory and Practice (New York: Ronald Preis Co., 1912), pp. 10-11.

a1 ”




‘Later, in 1954, a fourth standard of reporting was added:

(4) The report shall either contai. an expression of opinion regarding the
financial statements, taken as a whole, or an assertion to the effect that

an opinion cannot be expressed. When an overall opinion cannot be axpressed,
thereasons therefor should be stated. In all cases where an auditor’s-name s
associated with financial statements, the report should contain a clearcut
indication of the character of the auditor’s examination, if any, and the degres
of responsibility he is taking.

Compliance Auditing . ‘ | l«,

- U Whereas financial auditing occurs mostly in the private domain and is performed for the
most part by certified and public accountants, compliance auditing is of greater concern in govern-
ment, and focuses on administrative adhersnce to legal and administrative requirements. To the
extent that financial and performance criterla are spelled out in laws affecting an agency's operations,
comp!lanco auditing may also embrace these two areas.

The expansion of auditing to include hdministrative compliance in addition to fiscal responsi-
bility m#ly be traced to the 1840s and a general interest in improving management for government.
When the General Accounting Office (GAO) was created in 1921 a broader scope of auditing was

"implied whiqh was later reinforced in the Legislative Reorganization Act of 1974:

The Comptroller Genora&ris authorized and directed to make an expenditure

analysis of each agency in the executive branch of the Government (including

Government corporations) which in the opinion of the Comptroller General,

will enable Congress to determine whether public funds have besn economically

and efficiently administered and expended.* '
.« Compliance audi‘ing does not depart from the standards which have wolvoq' historically and
are reflected in the AICPA Standards. The scope is simply expanded to include a review of adminis-
tratlve practices. The emphasis on legal and procedural compliance tends, howevey, to hinder the
compliance auditor’s ability to develop a cooperative spirit with the auditee, who may perceive the
auditor solely as a critic of the program.- .

~“Compliance auditors typically approach’the ggency to be audlted,'with a clear list of major
compliance categories which are to be checked. For example, a sample of local school districts may
be examined to ghtermino satisfactory compliance in such areas as:

¢  concentration of government funds
®  detign and evaluation of projects
®  procurement of equipment, materials and facilities
y .1 !
e . @ fiscal controls and reporting
2 _‘.‘:.%
. “\
T, Yealieozee - | o
" :'.__ T o < . ... ' 8 lsld.,'p.l 89, R T .‘ , ’ 3
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Performance Auditing

Performance auditing is the newest auditing concept on the horizon. It goes beyond fiscal
and legal accountability to encompass aspects of economy, efticiency, and etfectiveness, carrying
with it more potential than either financial or compliance auditing for aiding managdts in thei

effort to improve programs.

The development of performance auditing builds on concepts associated with “management”
or “‘operational’ auditing which are audit activities internal to a company and designed to help
managers improve the economy, efficiency and effectiveness of their own operations.® Auditors
performing these functions for management are in the service of the company rather than in that of
another external agency. Because of the excellent results reported by companies employing internal
auditors, and because of the expanding definition of accountability to include program performance,
the federal government has gradually adopted many of the objectives of operational and managerial
audits in conducting its own audits.

L

In 1972 the General Accounting Office made a significant contribution toward the establishment
of performance auditing standards by publishing its Standards for Audit of Government Organizations,
Programs, Activities, and Functions. Building on the audit standards of the AICPA, these new standards
extended the scope of governmental auditing to potentially include financial, compliance, economy, v
efficiency, and effectiveness, and are applied to both internal and external audits. ol

\ - . . L
Because of their potential to upgrade and to stimulate consistency in auditing activity on

federal, state, and local levels, the GAQ standards are reproduced on the following pages for the
reference of state advisory council staffs.

L

8 |bid., p. 19.
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GOVERNMENT AUDITING STANDARDS
The General Accounting Office

General Standards

1. The Yull scope of an audit of a governmental program, fu nction,,ectivrty, or orgamzanon
should encompass:

a. An examination of financial transactions, accounts, and reports, including an evaluation
of complignce with applicable laws angd regulations.

b. A review of efficiency and ¢conomy in the use of resources.

c. A review to determine whether desired resulits are effectively achieved. In detarmining - _
the scope for a particular audit, responsible officials should give consideration to the ' ,
needs of the potential users of the results of that audit.

2." Theauditors assigned to parform the audit must collectively possess adequate professional
proficiency for the tasks required.

[N A

3. In matters releting to the audit- work the audit organrzatron and the indwrdual auditors shall
maintain an independent attitude.

4. Due professional care is to be used in conducting the audit and in preparing related reports.

Examination and Evaluation Standards

1.  Work is to be adequately planned.

2. Assistants are to be properly supervised.

3. - A review is to be made of compiiance with legal and regulatory requirements.

4. . An evaluation is to be made of the system of internal control to assess the extent it can be
relied upon to ensure accurate information, to ensure compiience with laws and regulations,
end to provide for efficient and effective operations. : . :

. Sufficient, competent, and relevant evidence is to be obtained to afford a reasonable basis
for the auditor’s opinions, judgments, conclusions, and recommendations.

P Reportlny Standerds T e

oy 1. Written audit reports are to be submitted to the appropriate offrcials of the organizations
tequiring or arrangirfg for the‘audits. Copies of the reporteshould be sent to other officials
who may be responsible for taking action on audit findings and recommendations and to others

“resportsible or authorized to receive such reports Copies should also be made available for . '
pubiic lmpection o ( - _ : ! L

R

A

: Reporu are to be inued on or, before the dates specified by law, regulation, or other arrange
ment and, in any event, as promptly as possible so as to make the information avallable for
timely use by manegement and by Iegislative officials.

4 6 ' ‘ ' ) . ; ;';:5_:‘
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Each report shall:

b.

C.

8

h.

j

k.

Be as concise as possible but, at the m&ime, clear and complete enough to be
understood by the users. '

Prasent factual matter accurately, completely, and fairly.

Present findings and conclusions objectively and in language as clear and simple as the
subject matter permits. -

Include only factual information, findings, and conclusions that are adequately supported
by enough evidence in the auditor’s working papers to demonstrate or prove, when called
upon, the basis for the matters reported and their correctness and reasonableness. Detailed
supporting iformation should be included in the report to the extent necessary to make
_aconvingirg presentation. N

Include, when possible, the auditor’s recommendations for actions to effect improvements
in problem areas noted in his audit and to otherwise make improvements in operations,

. information on underlying causes of problems reported should be included to assist in

implementing or devising corrective actions. :

Place Hprimary emphasis on improvement rather than on criticism of the past; critical
comments should be presented in balanced perspective, recognizing any unusual difficulties
or circumstances faced by the operating officials concerned.

Identify and explain issues and questions needing further study and consideration by the
auditor and others.

Include recognition of noteworthy accomplishments, particula'rly when management
improvements in one program or activity may be applicable elsewhere.

Include recognition of the views of responsible officials of the organization, program,
function, or activity audited on the auditor’s findings, conclusions, and recommendations.
Except where the possibility of fraud or other compelling reason may require different
treatment, the auditor’s tentative findings and conclusions should be revi with such
officials. When possible, without undue delay, their views should be obtdined in writing
and objectively considered and presented in preparing the final report.

Clearly explain the scope.and objectives of the audit.

State whether any significant pertinent information has been omitted becauss it is
deemed privileged or confidential. The nature of such information should be described,
and the law or.other basis under which it is withheld should be stated.

Each audit report containing financial reports shall:

Contain an expression of the auditor’s opinbon as to whether the information in the -
financial reports is presented fairly in conformity with generally accepted accounting
principles or with other specified accounting principles applicable to the organization,
program, function, or activity audited. Material changes in accounting policies or
procedures, their effect on the financial reports, and violations of legal or other regulatory
requirements, including instances of noncompliance, shall be explained in the audit report.
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