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Learning Objectives

By the end of this session, participants will be able to:
• Identify root causes behind common audit challenges 
• Evaluate finance processes that impact audit readiness 
• Apply a framework for using audits as a strategic tool 
• Shift from reactive audit prep to year-round financial discipline



Poll Question:

How would you describe your organization’s current audit 
experience?

A. Smooth and strategic
B. Manageable but stressful
C. Reactive and disruptive
D. Full survival mode



A Clean Audit ≠ A Healthy Finance Function

“A difficult audit is often the clearest signal that operational redesign 
is overdue.”

Shift the Mindset

Audit = A diagnostic tool for operational improvement



Symptoms vs. Root Causes

Symptom Root Cause

• Delayed closes 
• Audit adjustments 
• Missing documentation 
• Repeat findings 
• Cash surprises 
• Board frustration 
• Staff burnout 
• Constant fire drills

• Fragmented processes 
• Unclear ownership 
• Weak internal controls 
• Poor documentation standards 
• Cross-department misalignment 
• Outdated systems + manual 

workarounds



Poll Question:

What causes the most audit pain in your organization?

A. Missing documentation
B. Delayed reconciliations
C. Staff capacity / turnover
D. Cross-department misalignment
E. Weak systems / manual workarounds



The 5 Areas Every Finance Leader Should Review

Process Review Framework
• Revenue + Restrictions 
• Cash + Balance Sheet Integrity 
• Close Process + Ownership 
• Internal Controls + Risk 
• Leadership Reporting + Governance



Revenue Recognition + Restrictions

Ask:
• Can we track donor intent in real time? 
• Is development aligned with accounting? 
• Is the restricted net asset schedule audit-ready monthly? 

Red Flags
• Surprises during audit 
• Delayed releases 
• Restricted cash uncertainty



Cash + Balance Sheet Integrity

Ask:
• Are reconciliations current and reliable? 
• Can leadership trust the balance sheet? 
• Are restricted cash obligations visible? 

Red Flags
• Unexplained variances 
• Prior period adjustments 
• Unreliable reporting 



Close Process + Ownership

Ask:
• Who owns what? 
• Are deadlines clear and realistic? 
• Is month-end dependent on heroic effort? 

Red Flags
• Delayed closes 
• Last-minute journal entries 
• Key tasks living with one person 
• Constant month-end fire drills



Internal Controls + Risk Points
Ask:
• Where does fraud risk live? 
• Are approvals real or performative? 
• What happens when one person is out? 

Red Flags
• Approval gaps 
• Segregation of duties issues 
• Informal workarounds 
• “We’ve always done it this way”



Leadership Reporting + Governance

Ask:
• Are reports decision-useful? 
• Is the board getting visibility or just numbers? 
• Are finance conversations proactive or reactive? 

Red Flags
• Board confusion 
• Late or inconsistent reporting 
• Surprises in financial performance 
• Compliance-focused conversations only



Poll Question: 

How confident are you in your visibility over restricted net assets and 
restricted cash?

A. Very confident
B. Mostly confident
C. Some concerns
D. Significant blind spots



Close Process + Ownership

Ask:
• Who owns what? 
• Are deadlines clear and realistic? 
• Is month-end dependent on heroic effort? 

Red Flags
• Delayed closes 
• Last-minute journal entries 
• Key tasks living with one person 
• Constant month-end fire drills



Case Study | From Audit Chaos to Operational Clarity

Before
• Unreliable GL 
• Failed bank reconciliations 
• Prior period adjustments 
• Delayed audit timeline 
• Leadership distrust 
• Board frustration 
• Finance team overwhelmed



The Intervention | We Did Not Start with the Audit

We started with:
• Rebuilding from last audited balances 
• Redesigning the monthly close process 
• Clarifying ownership + accountability 
• Strengthening leadership reporting expectations 
• Implementing CFO oversight + co-sourcing support 
• Establishing governance reporting cadence



The Result

After
• Audit scope stabilized 
• Leadership clarity improved 
• Board confidence increased 
• System implementation became possible 
• Team shifted from reactive to proactive



Questions CFOs Should Be Asking

Instead of:
“Are we ready for the audit?”

Ask:
• Can I trust my balance sheet today? 
• Do I know where restricted cash is exposed? 
• Would my controller explain the same risks I would? 
• Are our systems supporting us—or hiding problems? 
• What breaks if one person leaves tomorrow?



Audit Readiness Is a Year-Round Operating Model

From → To
• Annual audit prep → Monthly discipline
• Controller-only responsibility → Cross-functional accountability
• Compliance mindset → Strategic leadership tool
• Cleanup projects → Operational discipline



Poll Question:

What would most improve your next audit?

A. Better month-end close discipline
B. Stronger internal controls
C. Better staffing / role clarity
D. Better systems + automation
E. Better cross-functional alignment



Closing Thought

Instead of asking “Did we pass the audit?”

Ask “What is this showing us about how we operate?”



Thank you!
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