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Preface

This book was made to help YOU ... ACHIEVE. It was not written to give you all the answers. It certainly was not made to provide any technical auditing knowledge or know-how. It was not created to be an all-encompassing book on leadership skills for auditors. This book was also not made to define leadership. In fact, many of the skills and tips mentioned might not be considered “leadership” skills at all. It was also not made to provide you a list of the characteristics that make up a leader. There will also be little, if any, references to any auditing standards, FASBS, GASBS, EITFs, or any other technical references.

This book was created, however, to get you thinking about what leadership means to YOU, and what professional skills you want to develop and improve.

It was written to provide you with ideas, insights, and tips on the leadership and professional skills you will need to take your life and career to the next level. YOU choose the ones you can implement tomorrow. Some of these ideas and insights you have already heard, some you have not. Some you may disagree with or they may make you feel uncomfortable. That is good.

Our objective is to allow you to take some of the ideas referred to herein and the ideas you come to create by reading this book and reflecting on your current practices, and IMPLEMENT THEM AND, BY DOING SO, BECOME A BETTER LEADER, a more reflective, aware, and intentional leader of yourself and those you choose to lead, no matter your job or position.

Turn to page 225 right now. This is your implementation plan. Think about the end benefit of reading this book, from the very beginning. As you read it, think about how you will be filling out this last page.

Why was this book titled Auditing Leadership? Is this a book about leadership skills for auditors or is it a book about auditing your own leadership skills? Hopefully you agree that it is about both!



Some notes to help you in reading this book....




The chapters stand on their own: 

While some chapters may be related to others, and in some cases refer to other subjects mentioned in other areas of the book, this book was written so you could pick it up and read any chapter at any time. So read it cover to cover, or pick your reading based on a chapter that intrigues you that day.




Generic wording: 

We use certain words throughout the book, words like partner or executive , manager, staff, and client. We know some of you may be working for private companies, public companies, public accounting firms, or government entities. Most of the words are pretty universally accepted in the auditing world, but we know some organizations set up their titles differently, so keep in mind we use these words generically.

The word client should be construed as the group, entity, or person under audit. If you work for a professional services firm, then it is your outside paying client. Some internal audit groups refer to those they audit as clients and that is how we will refer to them in this book.

The words partner and executive are meant to describe the highest level at your organization and are interchangeable.

Some sections in certain chapters may be more geared toward external auditors and others may be more geared to internal auditors. You will probably notice that as you read. We still feel like you can benefit from these sections, and as I have come to realize, we may have some slight differences but auditors are still auditors. We are all the same species!

Born to Be Skeptical Sections

Auditors are a skeptical species. We are supposed to be that way. We are bred to be that way. It’s a characteristic that serves us well in performing our jobs, and the auditing standards formally preach “professional skepticism” to us. As you read this book you will notice, from chapter to chapter, a few “Born to Be Skeptical” sections. What are these? When we present some ideas, we also know there may be another side, a questioning side to them. So what we have done is question some of the ideas presented in the sections, the very same ideas we have presented, and provided some answers or rebuttals to that skepticism.






About the Author

Brian D. Kush, CPA, CISA, is the President of Moxie Partners. He is the leadership and personal productivity coach hired by accountants and other knowledge workers in many of the country’s leading accounting firms and other professional service organizations to help their people take their life and leadership skills to the next level.

Brian’s clients uncover and live their values, purpose, and true potential as leaders through his positive, supportive, and curiosity-based coaching style. They save hours in their workweek and develop improved relationship and communications skills that lead to better-served colleagues and clients and more effective and profitable engagements.

Prior to being a leadership coach, Brian worked in the auditing industry and has been a consultant and trainer to both IT and financial auditors, having spent five years with Ernst & Young and eight years with Audit-Watch, Inc. He has worked intimately and consulted with employees at all levels, from level one all the way up to the executive/managing partner level, at hundreds of accounting firms and internal audit departments across the country.

Brian lives in Reston, Virginia, with his wife and son. He is the founder and author of the Healthy Accountant blog.




PART I

 Professional Interaction and Reflection Skills




CHAPTER 1

Where Are You Going?

How much time have you spent planning your life? How much time have you spent thinking about where you are headed? Do you know where you want to be in five years? Have you ever dreamed about how much you can achieve in the next 10 years? It does not matter if you are 20 or 60 years old, the questions are yours, and only yours, to answer. If you were to envision the most ideal scenario of where you would be and when, what does it look like? Many accountants I have met and worked with have not invested much time in planning their life and how to live out the most successful version of themselves they can visualize. Most people have not defined what that successful version looks like. They feel they are either too young (Why should I be thinking about that stuff now?), too busy (I have no time to plan my life, because I cannot even plan my day!), or too “stuck” (I do not have much control over what is going on in my life. I just do what is asked of me!).

It is very easy to ignore these things or not think about them. It is extremely easy to get stuck in the day-to-day responsibilities we maintain, and you cannot plan your life in one day or even a few days. Let’s turn on your self-reflective mode for a little while and have you ask and answer some questions that will provide you with a base for planning the life you want and becoming the person you want to become. We are not talking solely about your career. We are talking about all aspects of your life and your future.

It is absolutely amazing how much you can achieve as an auditor when you are more self-aware and intentional about your growth. That is one of the reasons this book was written ... to uncork your potential.

This book is about being intentional, reflective, and proactive about the development of your leadership skills. It is about having a big plan and having lots of little plans. It is about never forgetting your big plan and always being able to forget your little plans. The skills discussed in this book are centered on your career in auditing, but they can be leveraged in many aspects of your life. Becoming a better leader does not pertain only  to circumstances where you are leading a team; it pertains to all that you do, whether you are “leading” your family, working alone, or working with a large group of people.

Let’s dive into you and take a grander view of what you stand for and desire to achieve. While achievements and new skill development are great and should be celebrated, the real value in specific achievements is how they help you to become the very authentic, successful person you desire to be, or maybe the person you already ARE but just have not realized yet. So now we want you to ask yourself this question: Who is the person I desire to be, the person I already am (buried deep below the surface)?

To answer this question, you should ask yourself a few questions about what matters most to you:•  What are the most important roles in your life you aspire to master?
•  What is your mission?
•  What are your core values?






Your Roles 

Take some time to focus on and identify what you consider to be the most important roles in your life. Most people will limit the number of roles they uncover to five or less, not because there aren’t more roles than that, but because limiting the number of possible roles will force you to think about the general and most important ones that you feel you have and want to excel in serving. The roles you identify will probably be centered on the most important responsibilities and relationships you have. Some examples are:•  Spouse
•  Parent
•  Friend
•  Leader at work
•  Community member



Now spend some quality time thinking about what each of these roles mean to you. Why are they important? How do you become wildly successful in fulfilling that role over time? How might others see you in this role? Spend some time pondering the role you have identified. Why is it important to you? How do you feel in serving that role to the best of your ability? Some people can complete this exercise rather quickly, while others will spend hours and maybe days thinking about it and documenting their thoughts. Let yourself go a little bit when answering these questions and uncovering your roles. Don’t get caught up in judging your thoughts and feelings too quickly. There are no right and wrong answers here. Consider  getting away to a place where you can do some real reflection. You are documenting the most important roles you live in your life. These roles ARE your life, and you will be spending a lot of your time in fulfilling them.

Here are examples from two of your fellow auditors. Keep in mind that neither of these was crafted in one sitting or in one day. It took time and many revisions to explore and refine these personal role definitions. Both of these people not only spent a few hours or more brainstorming what the role meant to them, they also went so far as to ask their family and friends for feedback and input. The input from others was very useful. It allowed them to see themselves through others’ eyes. They both reported that the process of uncovering their roles and obtaining feedback from others was just as valuable as the documented end product. One of the auditors chooses to review this role on a weekly basis; the other on a daily basis. As they deemed necessary, both made changes to these role definitions since they first documented them.


Example 1: Family Guardian 

“Currently, I am a single mother with two children. That brings challenges at times, some very difficult challenges. I see that as a blessing in my life, as it has taught me to be disciplined and hopeful at the same time. My children are very important to me and I serve my role in ways that provide for them financially, emotionally, and developmentally. The most important thing I do is spend time with them, both in terms of quantity and quality. Anyone can give them money, anyone can give them shelter, but nobody else can spend time with them as their mother like I can.

This role provides me inspiration to use all the time I have in the most efficient manner and to value quality time with my kids.”


Example 2: Body Protector 

“I choose to protect my body both physically and mentally, because I know it allows me to accomplish what I want to in life. It affects my relationship with my wife, and I cannot help but think of our future together and that being in good physical shape will allow me to enjoy a long and fulfilling life with her. By exercising regularly, I am energized on a daily basis. I take this role seriously.”

 

Choosing your roles is a personal exercise and decision. Only you can do it. The more authentic it is to you, the better. One auditor chose, for example, to document her role as “Self-Server.” That sounds kind of selfish, right? This person actually struggled with being selfish enough. She caught herself saying yes to everyone but herself, so she created an important  role focused on being more aggressive about looking out for her interests. The surprising result (to her) was that by looking out more for herself, she actually became more energized to focus on her other roles, roles that affected others around her!

Another auditor chose “Volunteer” as one of her most important roles. She did serious reflection, received valuable feedback from friends, and realized this was a role she cared about and was already living. This role covered a lot of the work she did with charitable organizations. It also covered some things she did at work, including serving on a committee that leads the company’s initiative to encourage employees to be involved in volunteer and charitable organizations.

Carefully choose your roles. If you are someone who spends a lot of time in your career, working hard at your job, one of your top roles will probably be related to that, or better yet, one or more of your roles is served every single day you show up to work.




Your Mission 

Forget that you are an auditor for a second. Think about your personal mission in life. What is it? What is the BIG AUTHENTIC AGENDA that you have and want the world to witness? This may not be an easy question to answer. Your mission will not be easy to define right away. It may take some time ... time well spent. There are a number of ways you can go about identifying your personal mission. Here are a few:

YOU ARE DEAD. It is the day of your funeral. People are sad. You are happy because you get to see everyone and listen into what they are saying. All the people you care about are there and they are talking about you in a joyous way. What is the most common thing people say about you and what is their tone? What do you want people to say about you? How do you want to be remembered so that EVERY single person there mentions the same qualities and ideals? They are all saying you lived for something and you really stood for something. It was a cause, but what was it?

THINK ABOUT OTHER PEOPLES’ MISSIONS. They may have one, they may not. Consider your doctor, for instance, or the doctor that cares for your spouse, or daughter, or brother. Doctors take care of the most important people in your life. Think about the doctor as a single person. What would you like this doctor’s mission to be? You probably would not want it to be: Become rich and buy the biggest house in the area by getting patients quickly in and out of my office and charging them the most money. It would  be something much more profound, deep, and meaningful. The mission statement would make you feel good about having your loved one’s care under this doctor’s direction. Some examples of what that doctor’s mission statement could be include:•  To treat every human being who walks through my door as if they were my family
•  To improve the health of every person I serve
•  To help others realize their fullest healthy potential




Notice that those statements vary to a large degree, and though they are general, they could be used to help with day-to-day decisions and year-to-year goals. They provide overriding guidance on why this person wants to be a doctor and how he or she wants to feel at the end of each day in trying to serve the mission.

The doctor is a powerful emotional example of someone with whom you want to be associated in a meaningful way. Wouldn’t you feel better about taking your family member to a doctor who has a mission statement like one of those listed?

Now start thinking about your own.

What is the one sentence you can create that will describe your mission? It is typically not a statement with a destination. It is not something you achieve one day and then you are done. It is something you can look at and ask yourself if you are achieving it EVERY DAY, living it EVERY DAY. It is a sentence that must have real meaning to you. The more authentic it is, the more powerful it will be to you. You must create it and then OWN it. This may take some time. In fact, you may be tweaking it for years. That is fine. Just spending some time in thinking about these things will get you started down a path in your life where YOU control how success is measured and where YOU can hold yourself accountable for living to YOUR standards.

The mission statements presented over the next two pages are examples provided so you can get a better feel for what is being illustrated here. They may help you create your mission statement, but one of these cannot be your mission statement, simply because it is not yours. Your statement must be written by you to be effective. It has to come from inside, and it has to be something that means so much to you that you are willing to fight for it. Don’t worry if you cannot create one right away. It is very difficult to create a one-liner that is your mission statement. It takes a lot of time and thought.

Sometimes it’s best to just start writing about what you care about most in life. Then you can extract your mission statement from those writings. This process works well for most people. First, write about yourself and what is important in your life. Maybe include a story of something that  happened in your past, an event when you really felt high on life. Why was that? What can you extract from that story that helps you to realize what you stand for and what your “cause” is?

One auditor spent some time reflecting on her life and discovered a very powerful trait. She really enjoys teaching others. This was apparent to her during college, when she would help her friends study and provide tutoring to elementary school kids near her college. It also became apparent in her 10 years in the auditing profession, as she realized her favorite moments were helping younger auditors learn on the job. She frequently signed up to help her organization with internal learning initiatives, and recently she had begun teaching classes to interns and first-year staff at her company. She never spent the time to reflect on her attraction to teaching and helping others learn until she focused on her mission statement. So she came up with: To help others learn and grow.

Pretty simple, huh? What she REALLY likes about this mission is that she can expand it to so many parts of her life, and she realized she was already living her mission!

You may choose to be more specific in your mission statement by including more details about what matters to you. Here is a more detailed example, or a more general example, depending on how you look at it:

My purpose is to live life to the fullest by always listening to others, valuing all my experiences, and continuing to challenge myself to enhance the most important relationships in my life. When I look back on my life, I see someone who appreciated everything that was given to me. I made the most of the strengths I was given.


Note that a personal mission statement does not need to have “measurables” attached to it. Goals should be measurable, and goals might be helpful in aiding you to meticulously live your mission over short or long periods of time. A personal mission statement, however, is powerful because you can use it to challenge yourself EVERY DAY on how you are living it.

Some additional personal mission statement examples:•  To bring quality to everything I touch in helping to vanquish illiteracy from this world.
•  To help small business owners succeed.
•  To delight in helping others realize their full potential.
•  Because I can.



The last one, “Because I can,” might not make much sense to most of us. This person uncovered a great sense of purpose in helping others, but he liked the simple slogan “Because I can,” which referred to how grateful he was for what he had in life and in turn he felt a great sense to help others simply “because he can.” It was very authentic to him.

Your mission is about defining your purpose. The task of defining it, much less living it, is difficult enough but can be very rewarding and a personal guidance tool to challenge yourself to be the person you want to be. Start today!




Your Core Values 

What are the characteristics that you value more than anything else? What characteristics are so important to you that you will sacrifice in order to live them?

So many things that are important to us can come and go. Achievements, awards, people, relationships, jobs, careers, and EVEN ROLES, the very same important roles that we discussed at the beginning of this chapter ... all those things can come and go. But the values that you hold true to yourself, that you honor and practice, that you stand for ... those can be present through your thoughts and your actions every single day, for the rest of your life.

Integrity is one of the most common values found on organizations’ Web sites when they are describing their core values. But what does integrity mean? It sounds like a good thing, but until you can describe in detail what it means, it’s nothing. So if the term “integrity” has been presented by a company as a value, ask yourself: Does every employee agree with that and does everyone in the organization truly value that characteristic, enough so that they are willing to sacrifice for it? It is actually easier to uncover personal values then those of an organization, because your personal values are YOURS alone.

Until you can describe a value in detail, you cannot hope to live it, or be formal about continuing to live it as one of your core values. It really does not matter what the specific dictionary definition is, just as it does not matter how other people might define a word that you use to describe one of your core values. All that matters is what it means to you. Below are some common examples:•  Honesty
•  Creativity
•  Audacity
•  Loyalty
•  Professionalism
•  Appreciation
•  Relationships
•  Listening
•  Courage
•  Promptness
•  Responsiveness
•  Simplicity
•  Enthusiasm



Many of those values sound honorable. You may WANT to have all of these as your core values, but that is not practical. A core value must be uncovered more than “adopted.” You probably already have core values—a few characteristics that already mean something to you, something really important.

Consider asking those people close to you about their perception of your values. What are the few words they would use to describe you? Why? When and how did you exemplify the values they have listed for you? This exercise may be enlightening and empowering to you.

The list above is very short in comparison to the huge amount of values that are possible. What you need to do is understand and, if you choose, document what your values are, WHY YOUR values mean the most to you, and what types of things you do to practice these qualities. Below is a simple example of how to document and describe a core value:

Honesty: I put honesty above everything else. When I say something, it is always the truth.




Roles, Mission, Values: Tying It All Together 

So why did we have you think about these three subjects? Even if you were able to put some serious thought into your roles, mission, and values, what does that have to do with your leadership skills and your life planning? EVERYTHING. When you are making your goals for any given year, when you are making big decisions in your life, it will be very useful to you to have these things defined and documented. It will help you bring purpose to everything you do. Revisit your role, mission, and values often. You may start to do it automatically when making decisions. Read through your core values when making BIG LIFE DECISIONS. We will also revisit them with you later in this book.




Leadership Summary 

Your foundation for being a leader comes from uncovering who you are and what you stand for in your life, both inside and outside the office walls. Only you can do that. Uncovering what you see as the most important roles you serve, your core values, and your mission will provide a foundation to guide your actions and make decisions both big and small. These three things, when all is said and done with your life, will be your LEGACY.




CHAPTER 2

Selling Number One




Continuously Selling Yourself 

Every time you do something in front of someone else or a group, you are putting yourself, your skills, your attitude, your professionalism up for sale. Basically you are selling yourself (“numero uno”), and the better you do it, the more other people are interested in you ... your ideas, your persuasions, and your opinions.

You are selling when working with clients, with colleagues, with your family, with your friends ... all the time.

Have you ever been in a meeting and noticed that there are one or two people to whom nobody listens? Is it always because they are incompetent? You may say it’s because they are quiet or simply introverted. Sure, that could be true, but many quiet, introverted people can still command attention when they do speak up to others. So maybe it is something more. Many times, that something is that the speaker has not done a good job of selling themselves. Nobody is “sold,” so nobody listens.

We sell ourselves during all different types of communications. As auditors, we have to sell ideas a lot more than we probably realize. Some examples:•  Selling the idea of the client completing a schedule in the right way
•  Selling the idea that a transaction needs to be accounted for differently
•  Selling the idea that a staff member should stay late and complete her open items



Beyond just selling ideas during live conversations, we sell ourselves using other mediums as well.


We Sell Ourselves in E-mails We Create 

•  Be brief and professional.
•  End the e-mail professionally. Have you ever debated someone about the importance or unimportance of signing every e-mail with your name at the end? Do you have to in each case?
•  Is there a difference between signing Ted Auditor, Ted, or simply “—T”? Maybe, maybe not.

Consider the person receiving the e-mail. You are selling to a particular person, so consider that particular person when sweating the small stuff like your signature. A “—T” might be expected for a friend, but not for a new client. I have heard a lot of accountants say they would prefer to err on the side of being too formal; that seems like a reasonable approach.

Remember, you are selling yourself with the e-mails you send. The clarity of your e-mails adds to your professional image. Before sending, reread your longer e-mails to see if they can be shortened or clarified. Get to the point. Also, do not forget that it is certainly acceptable to use bullet points and numbered lists in e-mails.


We Sell Ourselves in the Voicemails We Leave 

Once again, be brief and professional. I have heard some people say they script important voicemails. If you are not great at leaving short, professional voicemails, try scripting one ahead of time. If it is really important, take a practice run. You will get better.


We Even Sell Ourselves in the Voicemail Greetings We Record 

Auditors are judges. That is what we do. This could not be more apparent in the constant judging of our voicemail greetings. And the chances are the people who will be hearing your greeting the most frequently are fellow auditors!

Have you ever received a comment on your greeting? I am sure you have, even if the person did not explicitly say it to you.

Let’s look at some example excerpts from typical greetings that we have all had at one time or another, and do some judging ourselves:

“Hello, you have reached Ted Auditor and I am either on the other line or away from my desk ...”


Is that really necessary? Seriously, do we care if you are on the other line or if you are away from your desk? The second we hear your greeting, we know the deal; we get it, you are not available. In fact, many voicemail systems allow you to hit # to skip the message and just leave a voicemail right away, and that might be what we are doing right now. 

“Please leave me your name, your number, and the date and time in which you called ...”


Good intentions, but how many times have we heard that? Chances are the message, which has good intentions, does not resonate anymore with us. It’s like the old Charlie Brown teacher: “Wah-wah-wah-wah.” If we know you well, we don’t need that information anyway so it’s not applicable most of the time.

The date and time are retrievable on almost all voicemail systems already, and most of the time, auditors are robotic in checking their voicemail several times during the day, so we’ll know when you called anyway.


What Makes a Good Voicemail Greeting? 

That is a subjective question of course.

Since this has always been a juicy subject when talking to auditors, here are some considerations:•  Try to be brief. Try counting the number of words you use in your greeting. Remember that if a caller listens to the whole greeting, they also are lucky enough to hear the standard ending that annoys most of us and makes us wonder whether the cell phone companies are in collusion to make us spend more minutes on our cell phones: “To page this person, press 5 now. At the tone, please record your message. When you are finished recording you may press 1 for more options.” By the way, many voicemail systems allow you to disable that feature. Do your callers a favor and do that. We’ll all appreciate the brevity!
•  Be enthusiastic. We’ll probably remember your enthusiasm ahead of what you are actually saying. Remember you are selling yourself with your message. Convey enthusiasm, appreciation, and general happiness. Here is a tip: When you are having one of those great days in your life, create a new voicemail greeting then. Your pleasure will shine through and it will be real.
•  Tell us your name clearly. 
•  Clear your throat before you record your greeting. Be careful with the very beginning. We often hear someone inhale before they speak, but it would be better if you inhaled before you started recording the greeting. That inhale may set a negative tone (or just be kind of funny).
•  In some cases, your extension number might be useful, so tell us in your greeting what it is. We mess up; we call the wrong number or extension occasionally. Also, sometimes we do not know what your extension is, and we had to go through your long name look-up feature from the main voicemail recording to just get your extension. If the system itself  does not inform the user of the extension (and you can easily check that), consider providing your extension with your greeting.
•  Try something subtle, professional, and creative! You will be surprised about the number of comments you receive if you try something different. “This is Ted Auditor, please leave me a message.” That is an example of a real simple greeting and if said enthusiastically, it might be all you need.
•  Listen to your voicemail on a different phone than the one you used to create it. Volume levels differ, and background noise is not always apparent. Listen to how it sounds.






Your Brand 

Are we sweating the details too much in talking about voicemails and voicemail greetings? Maybe, but all of that is part of selling yourself ...  your brand.

The term branding means very little, most of the time, to young auditors. We chose to major in accounting instead of marketing for a reason!

But you are probably familiar with some of the best-known brands in the marketplace: Walmart, McDonald’s, Apple, Microsoft, and so forth. You are familiar with them, but what do their brands represent to you? When you think of Microsoft and then Apple, you probably have two different sets of thoughts in your mind. Their marketing, their products, their customer service have all developed separate brands in your mind.

But what if we simplify the context of discussing the term branding  around YOU. What is your brand? Visualize your name in lights, the letters of your name floating above your head. Now, as you see your name in lights, think about your name, who you are, and how you feel others perceive you. What comes to your mind? Whatever comes to your mind,  that is your brand. You are a brand of one.

Your brand is affected by almost everything you do in life. When somebody who knows you describes your characteristics, that is your brand.  When somebody assumes you will do something based on what they know of you, they have made an assumption based on their perception of your brand.

If you were to get a friend, colleague, or family member to choose words to describe you, they are describing your brand.

Uncover your brand, protect your brand, develop your brand, and most important, live your brand!

Following are some considerations on how to improve or protect your brand.


Be Responsive to People’s Requests 

How responsive are you to people? Your brand is developing in the minds of everyone you deal with on a daily basis. Do you return phone calls right away? Okay, maybe not right away, but do you return them in a reasonable amount of time consistently? Do you even return all the phone calls you should?

Think about certain vendors you work with in life, people such as lawyers, dentists, repairmen, and so on. How important is it that they respond to your questions, calls, or e-mails? Do you care that they might be busy servicing others? Not really. You care about your problem, and you want it solved. Their responsiveness is very important to you. That is, many times, the main reason you stay loyal to a certain vendor.

Every day, businesses are losing potential customers simply based on the inability of an individual to call someone back. Have you ever called a cable or phone company because you wanted to change service and nobody called you back? THEIR LOSS. Literally.


Make Each Person Feel He/She Is the Most Important Person in the World When You Are with Them 

When someone is talking, resist the urge to interrupt. When they are talking, you should be listening, right? Sounds simple.

Can you think of another word that has all the same letters as the word L-I-S-T-E-N? Think about it for a while and, if you don’t know, turn to the bottom of the next page.

If you are on the phone, answer with a great big hello. Smile throughout the call.

Buy a mirror; watch your face during a call if you have to ensure you are smiling. If possible, stand up and walk around, this physical act will automatically make you sound more enthusiastic.

Watch people who talk on their cell phones walking around one day. Compare that to someone talking on their phone sitting at their desk with papers piled up next to them. Generally, you will see a difference in their tone and enthusiasm. If you want to sound like you are enthusiastic and jumping out of your seat, then literally do that!


Start Them on a High 

We have all heard that first impressions are important. Harry Beckwith in his book What Clients Love adds to this point when he says: 

First impressions become self-fulfilling prophecies. We make immediate judgments about people, and then we fit everything we see to conform to our snap judgment.


When we form a bad first impression of someone, it can perpetuate throughout the relationship.

Does it go even further than that? Might we be self-fulfilling in OUR first impressions? Think back to when you made a great first impression with someone else. Did it perpetuate from there? Did you live up to your own highly set standard? Think about it the other way: When you made a bad first impression on someone and you knew it ... did that taint how you felt about that relationship going forward? Did you live down to your own unfavorable first impression when dealing with that person going forward? Maybe.

Answer to question on page 17 = S-I-L-E-N-T.


First impressions are huge! Practice yours if you need to. Two questions to consider:1. What was interesting about your past weekend? You know everyone’s weekend is the main water-cooler topic come Monday morning. It’s a common question even from people you do not know well or have just met. Take a few minutes to craft your answer. You will come across more clearly and enthusiastically to those who ask—and you know they will ask (more than one of them!).
2. What do you do? That can be a tough one, but not if you put some sincere thought into it and script it ahead of time. Some people call this your laser introduction or your business introduction. Some tips:•  IF YOU WANT SOMEONE TO LEAVE YOU ALONE QUICKLY, JUST SAY YOU ARE AN AUDITOR IN AN UNENTHUSIASTIC WAY. THAT WILL WORK! They will run.
•  Think about your answer from the inquirer’s point of view. People can relate more when you can articulate what you do in terms they understand.
•  Consider asking them a question as your lead. If you decide to do that, make SURE you listen to their answer. Don’t make them feel like the question was so scripted that their answer does not really matter ... you are just ready to jump in again and finish answering their question. Listen to their answer and continue listening and continue the conversation it starts. You can always come back to fully  answering their question. Sometimes it will be easy. Sometimes the conversation will be easy because you opened up for THEM.

Here are some examples. Remember, create an introduction that is authentic to you and that you would be comfortable saying. It must be natural. Sure, you can script it, but you do not want it to sound like a script when you say it.




Business Introduction Examples

Do you know any small business owners?

I help small companies grow by providing assurance and advisory services. I just recently was working with XYZ and we helped them to secure debt to grow their company ...

So how much do you know about what auditors do?

I work in an internal audit group at ABC company. I work specifically ...

Note: Remember, the lead question might be all you need!




Leave Them on a High 

Consciously commit to ending all of your communications on a high note. How do people feel when they leave your office? Ask them if you are not sure. Feedback is important. If you are not convinced about this, turn to Chapter 3.


Sweat the Details 

Spell check and grammar check your documents and e-mails, or ask someone else to do it. We really are picky as auditors. We do audit (and judge) everything! Have you ever spent a lot of time on a memo and asked for feedback only to first hear something about a misspelling or grammar error? We cannot resist. We are wordsmiths.

Have you ever had a great conversation with a person you just met only to realize that you called the person you were talking to by the wrong name? A person’s name is far more than a “detail” ... Names matter, big-time. They’ll remember your name snafu more than anything else you might have told them.


Be Consistent 

If you tell somebody you will show up to a meeting, show up! If you tell someone you will have something done by 5:00 P.M. have a plan in place to have it to them by 5:00 P.M. at the very latest.

Also, be consistent in the way you approach and communicate with people. Do you talk differently to an executive or partner versus a brand-new staff person? You probably are thinking, “Of course I do!” We are not talking about what you say here; it’s more that we’ve witnessed people who perk up, get enthusiastic, and put on their smiley face when the boss walks into the room, but act very differently when a younger staff person approaches. The boss knows he or she is important. The staff person should be treated equally in that regard. Staff want to be told they are important; sometimes they NEED to be told they are important, and your mannerisms, your enthusiasm, and your smiles do just that.

Here is one exercise to consider: During any one day, you probably talk to a lot of different people. You NEED to talk to some of these people, and you choose to talk to others. Is there consistency in the way that you talk to people? Let’s assume someone magically recorded every single conversation you had during the day, the person you were talking to, the time, and not only what you said, but your tone as well. Then, magically, those conversations were typed into your own scrapbook. Now you are sitting on your couch and reviewing your daily conversations with those closest to you in your life, maybe your spouse, parents, siblings, and so on. How do your conversations come across to them? How do they come across to you? How do you WANT them to come across?

This exercise may be impossible. Maybe it’s not. You could spend a few moments each day recording your thoughts on conversations you had with people.

The thing to consider is your ability to be reflective about your daily conversations and your ability to strive for consistency in them. You make the call on your own brand, deciding what equals your standards.

I know. Some of the conversations you hold are so brief, so fleeting that you do not see the value in even thinking about them. I challenge you not to underestimate your ability to have an influence on people around you, even in short encounters.

It’s the little details that are vital. Little things make big things  happen.

—John Wooden



It is very hard to always be “on” your game, to always be consistent in the manner you talk to people. Life happens. Challenges attack you.  Communication is not a science, it is an art. If you are different in your approach and communication to people based on their authority, if you are different in your approach and communication to people based on how you woke up that morning, a new word needs to be added to your brand: inconsistency.

If you are not responsive, if you don’t sweat the details, if you are not consistent ... that is not necessarily right or wrong, but it does contribute to the brand being developed about you in other peoples’ minds. The point is to consider what you want your brand to be and to realize all the things you do and say that contribute to it.

What Is the Difference between My Brand and My Values?

That is an important question to ponder. A brand is more about how others perceive you, how you come across to others, while your core values are the characteristics that are most important to you. A brand is made up of many things, how you introduce yourself, communicate, listen, and so on, while your values are the core convictions you hold dear to yourself and practice every day, even when nobody is around.

Maybe the specific question to ponder is: Do my core values come across to others, and do they enhance my brand?






Branding versus Selling 

Who makes it to the top of the auditing world? Those who ATTRACT new business. That’s not just for those working for professional service providers who can “sell” new auditing work; it’s also for those who can “sell” new roles, new ideas, and leadership opportunities. How do YOU become most attractive? By continuously selling yourself and strengthening your brand. Others will want to work with you, and they will want to be around you.

Notice we did not talk once about selling services or marketing in this chapter. The title may have been deceiving. We chose not to discuss traditional service selling, because ...

If you can sell yourself every day in every encounter you have with others, that other selling will be easy.

As you grow in your career, you will be exposed to a lot more traditional selling tips, techniques, and processes. There are a lot better books on that subject out there.

BUT unless you can sell number one, the rest will not matter.

One other point: You have probably heard people say nobody can be “sold” and nobody wants to be sold to; people must choose to “buy.” That is fair, and it makes this chapter seem kind of crazy in retrospect, because we have been using the word “sell” throughout it. Okay, turn it around, but many of the considerations will be the same: How are you branding yourself to lead people to want to “buy” from you?

So let’s turn around the sentence before the preceding paragraph. Unless others are attracted to you and want to “buy” the brand that is you, the rest will not matter.

In the professional services industry, in the corporate world, and in the auditing world, people don’t buy from companies, and in many cases they are not buying your product. They buy from people. They buy less-tangible services. They buy people. They buy individual, well-branded people like you.




Leadership Summary 

How do you identify and develop your brand so that it feels very “expensive” and commands attention by everyone else because it is so apparent in everything you do?

LEAD by being aware that you are always selling yourself in everything that you do. You are always developing your brand in the minds of others. Uncover, protect, and live YOUR authentic brand. Sell yourself every day.




CHAPTER 3

Feedback Equals Money

If you had to grade yourself and your organization on obtaining and using feedback, what grade would you give yourself? Your organization?

It’s not as if we don’t try. Yearly or semiannual written evaluations are usually forced upon us. Some of us occasionally provide informal feedback to those with whom we work, but we don’t go nearly as far as we could.




Sources of Feedback 

Ask yourself right now, how many people have you asked for feedback on YOUR performance in the past week?

Whom can we ask for feedback from?•  Professional colleagues
•  Administrative staff
•  Our boss(es)
•  Direct reports
•  Spouses, boyfriends, girlfriends, and other partners
•  Clients
•  Siblings
•  Just about anybody!



What are some questions you can use to solicit feedback from various sources? Let’s look at some below.

Keep in mind, some of the ideas below may go against company policy. For example, your firm may have a formal client feedback process with preprinted feedback questions.

However, if you are not already receiving answers to the PERSONAL questions below, consider asking them, or ones like them, yourself. Be a rebel.

Clients: •  Can you talk to me about your expectations of me in the role I hold in auditing your company?
•  I get the sense you did not feel I handled that last situation in the best way I could have. How could I have handled that situation differently, so I can provide better personal service going forward? How can I specifically improve?
•  How do you feel about our communication process? Do we talk enough during the year? Should I be more proactive in reaching out to you? When?
•  What is your preferred method of communication: phone calls or e-mails?



Clients really like this question, because it is personal and it shows that you care about making your personal communication with them productive and efficient. In today’s world there are so many ways to communicate: phone, voicemail, e-mail, texting, instant messaging (IM-ING), and so forth. Ask them for feedback on THEIR preferred method!

If you ask this question, record the answer wherever you store your contact information.

A partner once told me he preferred e-mail, but also that he was typically in the office every morning before 7:00 A.M. I capitalized on that very often; when I had some questions on which I wanted to talk to him directly, I called at 7:00 A.M., and my success rate was very high in reaching him. Now, when I open up his contact in Outlook, the first thing I see is his preferred communication methods and the best times to reach him live. That small piece of “feedback” saved me lots of time (and him as well)!



Staff, colleagues, peers, and so on: •  How could we have specifically managed that client better? I would love to get five ideas from you in an e-mail by Monday.
•  We were not very efficient in auditing accounts receivable this year. What specific ideas do you have for doing a better job next time?
•  What specific things did I do on this audit that made your life easier? What specific things made your life tougher?



Administrative staff: •  Are there any ways that we can work together in more efficient ways? Is there anything I do that you feel could be done a different way?
•  Do I express my appreciation for how you support me enough?
•  What are some ways I can make your job easier and simpler?



You understand these examples. You probably have better questions.

ASK THEM. ASK THEM OFTEN. SEE HOW PEOPLE REACT.

Just by asking, you are delivering a message ... a message that is uplifting and simple ... you value their feedback, and if you value their feedback, you value THEM. You are smart enough to know that your own learning curve is going to SPEED UP DRAMATICALLY if you can use the feedback of others.

Do you know what else it says? It says that you realize we are all in this together. It says that you realize that success for both of you is interdependent. It says you care about the relationship and want to be intentional about improving it.

I am the type of guy who survives on constant feedback.

—Jon Gruden (second youngest NFL football coach ever to win a Super Bowl)






Performance Evaluations 

It is September 28. You have 58 hours to write and complete four performance evaluations. You have procrastinated for weeks on these things. You really do not enjoy doing them. Ahhhh, what the heck, let’s wait until tomorrow night to get these done!

Why do many people hate doing performance evaluations? Some answers we have heard include:•  They take too long.
•  They never do any good or help improve performance.
•  The forms themselves are cumbersome and restrictive.
•  They force us to write negative things, and that is no fun.
•  They are just an administrative issue, and they have nothing to do with the important part of our job, serving clients!



What about a different perspective, a different reason?

Could the reason we hate doing performance evaluations be ...

... that we stink at doing performance evaluations?

They take a long time because, often, we are starting with a completely blank piece of paper. We have all been there. It probably does not say in your job descriptions something about excelling in completing written performance evaluations. But these are a vehicle for feedback and improvement, and career development, so they are important.

And there is an EASIER way.

Here is a tip: When you are in a bind and trying to do a performance evaluation, get others to do a lot of it for you! That’s right ... get feedback on the person you are evaluating from the other people with whom they work, even clients. Tell them, “I am preparing Ted Auditor’s performance evaluation and I value your feedback.” They don’t even have to be people who worked on a job recently with that person, just people who might be able to provide feedback on the person.

What they say may spark a memory of something that person did while working with you. Sometimes, they will have great details, too, and specific stories to tell about the person. They will provide you with insights you may not have recalled or planned to mention. They may also provide you with more support for items you were going to bring up already. This approach should be standard, but sometimes we forget. The benefits are numerous: It makes it easier on you, it provides different perspectives, and it provides different sources, stories, and examples to back up the points you wish to make.

Another tip would be to continually capture items of feedback for that person’s performance review. Create a “people tracker” folder on your computer, possibly including a Word document for every person with whom you work frequently at your firm. If there is a story or example you want to capture, put it in there for future use.

Now, of course, you are probably saying to yourself, I already do that. I just don’t track it. I continually provide feedback to my staff orally. That is great. Not enough of us do that. If you do that consistently, then the formal performance evaluation will be no surprise to the recipient. Great! We’d still encourage you to capture it though, because (1) it will still be easier to write the formal feedback at the end, and (2) a people-tracker document can help you track someone’s progress on a long-term basis. How cool would it be to revisit a people tracker and see that you targeted certain areas for improvement a while back, and now that person is flourishing in those areas? How rewarding would it be to be able to specifically mention past examples (even several months ago) where they struggled, while mentioning current examples where they have demonstrated growth? Do you think they will remember your feedback? Your feedback is now going beyond just little things, it is pointing out GROWTH.

All important feedback you capture in your people tracker should of course be communicated as soon as needed, which is usually immediately.

This may make the formal review somewhat boring. Most of it will be repetition of what you have already communicated. That is great. Use the extra time for what is most valuable—helping your colleagues create specific, measurable action steps and accountability methods to improve their professional development.

Without feedback, we don’t know the areas in which we excel or require improvement. With feedback, we can focus on such areas. We can improve,  which in turn creates better professionals, resulting in better-served clients, higher realization rates, superior mentoring and coaching to colleagues, and better relationships!

In short, the ability to solicit and use feedback represents dollars to those who excel at it. FEEDBACK EQUALS MONEY.




Feedback Is Contagious 

Every time you relay feedback to a colleague, you are providing them value. The feedback may be positive, or it may have an eye toward improvement. If communicated in a positive way, the receiver will notice your gesture and, in many cases, will want to reciprocate. This approach destroys barriers of negative competitiveness. It creates an atmosphere of continuous improvement and humility. All of a sudden, YOU have started a feedback culture.

Of course there is a major caveat to this theory. If the feedback is totally self-serving and does not have the interest of the other at heart, it does not fulfill your purpose: improvement.

Let’s say you are in your car one morning. You are cranky from a lack of sleep. You are late to work. Your sports team blew a big lead last night. You are downright nasty. Providing feedback in the form of a one-fingered gesture to the car in front of you who is not going as fast as you feel they should is not what we’re talking about. That kind of feedback might give you some temporary venting relief (it will not help you feel better in the long run), but it’s not what we are talking about here. Valuable feedback, whether it is positive or constructive, comes from someone who is trying to help the other person, the team, and the company improve.

This might sound obvious, but it is not always obvious in practice. Human beings are infinitely more emotional than we are logical. Have you ever felt the need to simply tell someone off about some issue that had you frustrated? Recount what you said, or wanted to say. It probably did not include constructive feedback—the kind of feedback that would provide value to the other person and help improve the situation. It probably was an emotional venting, much like the one-fingered example. Before you give someone feedback, take a step back for a moment and ask yourself how that feedback is going to provide value to the other person and help solve the challenge you are facing (versus simply helping you to feel temporarily better emotionally). This practice will, in some cases, have you totally changing your approach to providing the feedback or, in some cases, cause you to cease giving it all together!

If you feel the need to provide negative feedback, and your emotions are REALLY getting the best of you, read Chapter 17.



Remember to ask yourself, “What is the intent of my feedback in this situation?”

Is it just to feel better about yourself, or is it meant to make the current situation or a working relationship better? If it is just to make you feel better, then provide it to someone else, someone you can trust. Really, all you need here is an outlet to vent.

If it is the latter, again ask yourself a question: Is the method I am about to use to provide feedback the best way to get to the desired result: improvement?




Specific Feedback Rocks! 

Be as specific as possible with all feedback, including positive feedback.

“You did a great job in auditing cash,” can be replaced with, “I liked the approach you took in auditing cash. I specifically liked your testing of the reconciliation, including your documentation of the related controls and how that affected your approach. I am going to make a copy of that work paper and share that with some of my other staff.”

Relay positive feedback! Find creative ways to provide positive feedback! Do it when it’s not expected, such as via voicemail, in front of other people (if you know they would enjoy public recognition), at random times of the day, and so forth. Some samples of positive feedback follow.•  “Jim was talking about you behind your back. He said you did a great job on your last audit, especially with your write-up of the deferred revenue issue. I asked him for that memo, and I am going to use part of it as a template for another client because it was written so well.”
•  “The client commended you yesterday on your attitude, saying you had good ‘tongue biting skills’ in working with Joe, the payroll person.”
•  On a voicemail: “Hi Ted, it’s Suzy; it’s late and I am still here trying to finish up the XYZ audit. This has been a really tough audit for all of us, but I wanted to say thanks for all your hard work. If it wasn’t for you, I’d be sleeping here tonight. Thanks again!”
•  “Do you know what a positive impact you are having on Jim’s career? You have been a great role model for him. He always talks about how he enjoys working on your jobs, and how you take time out to ensure he not only understands how to get the auditing procedures accomplished, but also why they are important. We all know we should do this, and many of us know in the long run that practice actually saves us time, but few of us proactively do this with our staff. Can you tell me ...  WHAT IS YOUR SECRET?”






A Feedback Culture Can Start with You 

In the last 10 years, the term 360 degrees of feedback has become a buzz phrase.

Some CPA firms, internal audit departments, and other audit shops may be excelling in this area, but many firms who have such a program, where the notion of providing upward feedback is a formal part of the firm’s evaluation process, still struggle with it in practice. First, when it’s forced by a formal process, it sometimes lacks the honesty needed. Second, it’s just not always easy to give feedback to your boss, even if it is anonymous. Many times that has nothing to do with the effectiveness of the feedback process; it’s more about the openness to feedback of the person you are evaluating.

The way you change that is by starting with yourself.

Possibly the most underutilized source of feedback in the accounting industry is the staff who work under you. If you are a senior, you should be tapping that resource weekly, if not daily. If you are a manager, get all your seniors together for lunch one day and ask them how you could improve as a manager. And OF COURSE executives and partners should do the same thing. It takes a lot of humility to do this, but it demonstrates a lot of strength at the same time.

You will get great feedback, and you will INSTANTLY improve the morale at your firm. Those who work under you will feel valued, and a crazy thing will happen . . . it will become contagious.

Now I know one thing you are thinking: Some people will never go for this. They have never asked for feedback. They don’t want feedback. They are above me on the food chain and they don’t see the real need.

Those are usually the same people who resist change. This scenario is a great challenge for you!

Does everyone resist change?

The question is: Do people resist change or do people resist BEING CHANGED?



Spite them in a positive way: Ask them for feedback. Encourage others at your firm to ask them for feedback. First off, you may be surprised about the value of what they provide you. Because they are perceived as people who are stubborn and would never want feedback themselves, people have probably never asked them for feedback in the past, so this might open a new window for them. Second, as we said, this stuff can be contagious. Who knows what effect it will have on them until you try it?

People enjoy providing feedback. Most people are not solicited enough for their feedback. It’s not about those long feedback forms either. Those might be great tools, but the most value may be gained in obtaining feedback face-to-face. Look people straight in the eyes. Asking them for advice on how you can get better at what you do and in working with them can be a very powerful exercise. Can’t find the time to do it? In our virtual world, there is nothing wrong with asking for feedback in an e-mail, text message, or IM. We live in a fast-paced world, and your feedback will need to be fast-paced in some cases. Think about it this way: Do you know anyone who complains about getting TOO much feedback at his or her job? Do you know anyone who left an organization because he or she was receiving too much feedback?

Providing feedback makes people feel important, especially if you are higher on the perceived food chain (organizational chart) than they are.

They’ll surprise you, too.

Don’t make assumptions. Be that rebel. Start with yourself. Grab as much “money” (feedback) as you can, and pass it around to others. Soon everyone is richer for it.

 

 

Tips for good feedback: •  Specific—General feedback is better than nothing, but specific feedback with good examples is desirable because it provides context, it provides clear evidence, and it is much more memorable.
•  Actionable—Ask yourself, what can they specifically do with this feedback? Sometimes we forget that when we are providing positive, constructive feedback to someone, we want to encourage them to simply continue that behavior. What is the specific call to action you want to encourage with your feedback?
•  Measurable—The actions that are part of the feedback should be measurable, so the recipient knows he or she is making progress toward goals. Examples of measures include:•  Length of time—For example, “Complete this action within six weeks.”
•  Deliverables—For example, “Write an article for publication.”
•  Counts—For example, “Provide feedback to your team members ONCE per week.”


•  Emotional—Ask yourself: Does this feedback appeal to a person’s sense of self-worth? We have been told for years that we should not express emotion in the office. Hogwash! We are emotional people. There is nothing wrong with showing a little emotion once in a while. It shows your passion for success, and showing a little emotion in providing feedback shows your passion for OTHERS’ SUCCESS.
•  Team-oriented—Good feedback is not made in a vacuum where the only perceived benefit is to you, or to the one person you are targeting. Focus on how others can benefit, and how your organization can benefit. Show them how, by doing these things, they are becoming a leader!
•  Depersonalized—Focus on actions, not on people. If you are going to bring emotion into it, make sure your emotion is about values and actions, not about personalities and people.If you manage others effectively, you likely have a style of giving feedback that leaves people feeling challenged rather than threatened.

—Jim Loehr, The Power of Full Engagement




•  Accountable—The feedback that you are providing, the actions that should be taken in response—you should demonstrate not only how they are measurable, but also how the person can be held accountable for taking steps to continue certain behavior and improve it. Do they need help in holding themselves accountable? That does not mean you have to hold their hand; it simply means you care about their growth and helping them achieve the necessary steps for improvement. We have all been through feedback sessions where the other person nods their head at everything you say, yet you still have some reservations about whether you made your points well and whether they really heard you. In every case, try not to tell them how to do something. Tell them what needs to happen, and ask THEM how they feel they should get it done. This creates early buy-in from them. It is easy and sometimes natural to rebel against someone’s feedback when they are telling you what needs to change. It will be much more effective when the person receiving the feedback sees the need and helps to create the action plan.



Gen Y professionals (those born between 1977 and 1988), sometimes also referred to as the IM generation, crave continuous feedback. They want to know instantly when they have done something well, and they want to know instantly how you can help them improve their skills if they did something poorly. They are not accustomed to our historical yearly means of providing feedback. They need it as fast as they work.






Leadership Summary 

Use feedback to take your leadership skills to the next level:•  Exhaust all sources of feedback to you; they will help you learn new things about yourself and about those around you. You will show others that you VALUE their feedback and open up communication lines for mutual improvement.
•  Be specific and consistent in your feedback to others in performance evaluations ... and all the time!
•  Start with yourself. Help kindle a culture of feedback by requesting it and providing it, with an eye toward positive improvement.“No organizational action has more power for motivating employee behavior change than feedback from credible work associates.”

—Mark R. Edwards



 






End of sample




    To search for additional titles please go to 

    
    http://search.overdrive.com.   
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