


Performance Audits  
 

From Checklist to Catalyst: The Audit Reimagined 
Through Positive Human Interactions



Humility, Empathy, Honesty, Courage, Love.



Too often, we subcontract audits, inside or outside the 
organization, with the illusion that they will improve us… 

and the quiet hope that they find nothing.



Audits are consuming resources and generating frustration. 
They often fail to trigger genuine managerial ownership.  
They generate corrective actions. But not necessarily real change. 

• Less than 10% show meaningful reduction in repeat incidents. 
• We are solving symptoms, producing organizational stress.  
• Focus in programs of controls and not always in MS tools.



What is a good MS audit?



Just Cause Techniques P-D-C-A
Operators
Behaviors

Risk reduction

Behaviors

Priorities

Leadership

Impact reduction

How we operate  
Present and Legacy 

Reliability of tools

Outcome performance



Driving Leadership Engagement

Noise and Bias 
Conclusions

PDCA Root Cause 
Conclusions

Leadership biases and 
operational noise.

Impact positively PDCA
tool performance 

Operational Level Symptoms

Highlight optimal and suboptimal outcomes in risk (control effectiveness). 

Honest Root cause discussion



Just Cause
Shared purpose

Team
Believers connected by distributed cognition

Language & Techniques
Language as a technology

SLT Root Cause
Management system focusTo
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Affirmative Promoting positivity and encouraging action

Inclusive
Welcoming diverse voices and  
perspectives

Service-oriented
Focusing on betterment and 
well-being

Resilient
Withstanding challenges and  
persisting in adversity

Idealistic Driven by a vision of a better future

Characteristics of a Just CauseJust Cause

Language

Team

Root Cause 

Analysis

Techniques



Building a community  
forming Team

Team of 
believers

Build a team of 

believers, not "just" 

leaders.

Developing 
essential 

team skills 

Social-emotional & 

leadership abilities 

are key! 

Enhancing 
collective 

Intelligence 

Distributed cognition 

and group thinking. 

Brotherhood of 
committed 

communicators  

Build community not 

"groupiness".

Just Cause

Language

Team

Root Cause 
Analysis

Techniques



Change language, 
Change outcomes

Language as 
technology

Ask, do not tell! 
Positive 

interviewing

Control effectiveness, 
NOT  

Control presence

Highlight gaps using Socratic 
method and negative 

manifestation

Abstract to 
concrete, concrete 

to abstract

LanguageJust Cause

Language

Team

Root Cause 
Analysis

Techniques



Strategic Techniques

Simplicity
Reduces noise

Exposes bias
Risk based approach inc. business.
Instead of accident based
Or periodicity. 

Open debriefings
SLT - meetings for them

Every morning – Using cards
Closing meeting – Story telling
Management processes and tools 
reviewed,
not symptoms people or areas.

Creates trust & community
Focused on true performance

Just Cause

Language

Team

Root Cause 

Analysis

Techniques



Distributed 
Cognition

Group Thinking
Just Cause based

Concept 
Mapping

Symptom-Based.
Management tool oriented

Performance of RCA 
process

Debriefing 
cards

Root Cause AnalysisJust Cause

Language

Team

Root Cause 
Analysis

Techniques

PDCA
Causes
“Fruits” PDCA

Causes
“Fruits” 

PDCA
Causes
“Fruits” 
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Group 
Thinking

Concept 
Mapping

Plan

Act
Leadership

Bias & Noise Do

Check

These events uses debriefing ”
cards” and increases coherence & 
cohesion in management teams. 

Just Cause

Language

Team

Root Cause 
Analysis

Techniques

Root cause Analysis



Using concept mapping



Organizational bias and noise

Bias: 

■ Consistent deviations from established values or ultimate 
objectives. 

■ Cognitive conflict in decision making.

Noise:  

■ Inconsistent deviation from best practices,

■ Random (or semi-random) application of rules/controls.  



Just 
Cause

Language

Team

Root Cause 
Analysis

Techniques

Three outcomes
Report Presentation

Amazing engagement from all organizational levels 
driving risk reduction



Repeated: Program of control or Management root cause. Green: Symptoms selected for root cause.

Just 
Cause

Language

Team

Root Cause 
Analysis

Techniques



Good Strength and Vulnerability assessments  
ensure: 

Consistency, Coherence and Cohesion increasing 
trust and building an operational community.



“Listen with curiosity. 

Speak with honesty. 

Act with integrity”

Live with intent.





Numbers and data live in a specific moment.   
They need help to be explained and are easily 
forgotten… 

Stories are different...  
They preserve their strength, to be 
released when needed, even after a long 
time.


