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The IIA Vision 2035 Results
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How We Get There

Connect Internal Audit with Strategy

Expand Our Scope

Grow Our Talent Pipeline

Embrace Technology

Shift Current Perceptions of Internal Audit
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The Transition to Strategic 
Advisor: Expanding Our Impact
Internal Audit’s Role Has Transformed, Have You?

Compliance

Financial Controls

Risk Identification

Operational Efficiency

Governance

Data Analytics

Cybersecurity

Driving Innovation

Agile and Adaptability

Real-Time Risk Monitoring

Stakeholder Trust

AI and Predictive Analysis

Internal audit is evolving from a compliance-focused function to a strategic advisor

Traditional Role Modern Role Future Role – Strategic Advisor
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Moving to a New Organizational Model
Internal Audit’s Role Has Transformed, Have You?

As demand for qualified and 
experienced internal auditors 

outpaces supply, CAEs must shift 
how internal audit departments will 

conduct daily activities

Traditional Model

CAE

Directors

Audit Managers

Senior Auditors

Staff
Automation Outside 

Services

Technology Support

New Model

CAE

Directors

Audit Managers

Senior Auditors

Staff Auditors

Technology Support
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Technology Will Continue Shaping 
the Evolution of Internal Audit
Mastering Technology with Continuous Learning

of respondents agree new 
technology will enhance 
an experienced internal 
auditor’s skills to stay 

relevant.

of respondents agree 
new technology will 

develop better insights 
for internal audit 

recommendations.

of respondents agree 
new technology is key to 
helping internal audit add 

more value to their 
organization. 

of respondents agree new 
technology will increase the 

volumes of complex data 
available to analyze and 

assess.

97% 96% 93% 92%



Why Is AI Different And 
Where Is AI Heading



We Hear Recurring Themes From 
Company Leaders Considering AI



1. Computing 
Power Per $

2. Artificial 
Neural Networks

3. Actual & 
Synthetic Data

3 Fundamental Changes Since AICPA Report on AI



AI Surging: #1) Computing Power 
Has Changed The Ballgame

Source: Ray Kurzweil, Ph.D., “The Singularity Is Nearer,” June 2024.
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Price-Performance of Computation per Inflation Adjusted $

1984 Crowe AI Paper

100 Billion x More

Past: 
CPU = serial

Present: 
GPU = parallel (Nvidia) 

Future:
Quantum = many 
possibilities 
simultaneously

Today



1984: EXPERT SYSTEMS 2024: NEURAL NETWORKS

Output 1
Output nInput 3

Input n

Input 2
Input 1

Input OutputUser Interface Predefined 
Rules

Knowledge 
Base

Rigid Logic Structure Human Brain-Like Processing

Rule-Based, Predefined Approach Learns Patterns From Data

Limited to Predefined Knowledge Source Adapts & Generalizes 

Brittle Processing Flexible

AI Surging: #2) New Algorithms For 
How AI Processes Information 



AI Surging: #3) The amount of training data grew 
tremendously

GPT-1… GPT-2… GPT-3… GPT-4…

117 Million
0.006% of GPT-4

1.5 Billion
0.08%

175 Billion
9.7%

~1.8 Trillion
Model Training Data (in # of Parameters) Training Data Sources

Websites & 
Online Content

63%
Social 
Media
14%

>99% of 
Books
13%

User Inputs 
(ChatGPT)

10%

Now: Add Significant Synthetic Data 
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AI Progress on ARC-AGI* Test Results

*ARC-AGI = Abstraction and Reasoning Corpus for Artificial General Intelligence

84%: Human Benchmark

20% - “Reasoning” added, Sep ’24 

87%: Upgraded, Dec ‘24

6% - Last Partner meeting

Advancements Will Not Stop 
And There Is No Top End



2023
• Large Language Model 

(LLM)
• Narrow application
• Question – Answer
• Goldfish memory
• Human productivity

2025
• Adds memory
• Adds reasoning & 

prioritization
• Can use tools
• Chains together entire 

workflows
• Human in the Loop

~2028-30
• Stated goal of OpenAI & 

others
• Generalized application 

of AI to solve any 
problem as well as 
humans

• Scope & speed of 
application is immense

• “Profound” impact on 
professional services 
staffing

~2045
• AI that far exceeds the 

capability of all humans 
combined

• The “singularity”
• Impacts tbd

AI Is Evolving To Higher States Of Capability



Typical AI Security Concerns We See In The Market

16

Threat Actors

Biases

Hallucinations

Data Security

Governance

Regulatory

CORE AI ARCHITECTURE

WEB APPs CHATBOT AGENT CATALOG

RAG MCP AGENTIC 
FRAMEWORKS LLMS



The Four Pillars of Internal Audit



Steps

Pillar 1 - Be human

Engage in open 
communication 

Foster strong relationships 
with stakeholders

Build a focus group with 
internal audit representatives

1

2

3

Develop long-standing relationships

Quickly identify areas of focus

Demonstrate the value of internal audit

Potential to be better, faster

Benefits



1990 – 2024

IT Infrastructure: 
Cyber

Business Application Layer: 
NetSuite, F&O

Production Operations: 
Performance Improvement

Functional Operations: 
AA, Tax, Risk

People-Centric Interactions
(TS, Implementation)

1.   Humans 
 do work 

2.   IT 
 does work

 How Jobs Got Done 
(Historically)

Jobs Have Gotten Done By People Using IT Tools



AI Co-Workers Will Replace A Lot Of Human Hours
1990 – 2024

IT Infrastructure: 
Cyber

Business Application Layer: 
NetSuite, F&O

Production Operations: 
Performance Improvement

Functional Operations: 
AA, Tax, Risk

People-Centric Interactions
(TS, Implementation)

1.   Humans 
 Do Work 

2.   IT 
 Does Work

2030

IT Infrastructure: 
Cyber

Business Application Layer: 
NetSuite, F&O

Production Operations: 
Performance Improvement

Functional Operations: 
AA, Tax, Risk

People-Centric Interactions
(TS, Implementation)

1.   Humans 
 Do Less 

2.   IT 
 Does Less

AI Co-Workers 
transaction processing, knowledge 

work, decision making 

AI-Robotics Production Operations:

3.   AGI
 Does Human-
 Level Work



BenefitsSteps

Pillar 2 – Get More Strategic

Reimagine the path to your end goal

Embrace your role in leading with the 
organization’s objectives in mind

Work collaboratively

Be knowledgeable and plan forward

1

2

3

Faster audits with greater insights

Have a full picture

Higher morale

More time to think strategically
4



BenefitsSteps

Pillar 3 – Gather (and use) 
Smarter Data

Leverage data in new high integrity ways

Consider synthetic data

Develop and test your methodology

1

2

3

Broader and faster access

Reimagined workforce

Fewer errors and lower risk



BenefitsSteps

Pillar 4 – Leverage Technology

Use AI for continuous monitoring

Apply anonymization 

Adopt data minimization 

Build training and awareness

1

2

3

Improved efficiency without compromise

Consistency & standardization

Real time monitoring & reporting

Adaptive and predictive auditing

Strengthened communication
4



Ideas To Get Into The AI Game



From What We’ve Seen, Success In AI 
Begins At The Top And Starts Small



1

2

3

4

Use Cases For Good Application Of AI 
Should Span 4 Pillars Of Evaluation



The Full AI Journey For Transformation 
Is Reached In Multiple Steps



Successful AI Deployment Depends 
On Thoughtful Change Management



Ideas to “Get in the Game” on AI 

Education
1

Target stakeholders and 
employees about AI and 
its potential impact on 

your business

Ideas:
 90 minute “lunch and 

learn”
 Team members 

showing usage of 
citizen tools

Goal Alignment
2

Align with top 
management’s top 

priorities

Capabilities
3

Evaluate your 
organization's current 

technologies, personnel 
capabilities, and data  

Use Cases
4

Look for both broad and 
deep opportunities to 
uncover quick wins 

Gain Momentum
5

Ideas:
 Align with strategy 

documents and 
metrics that matter

 Look for attention 
grabbing performance 
examples

Ideas:
 Align with an 

interested 
leader/department
 Address a problem 

that matters

Ideas:
 Get basic tools 

deployed – Copilot, 
ChatGPT, Teams 
Premium, etc.
 Get “AI Champions” 

excited and engaged 

Ideas:
 Encourage bottom- up 

& top-down expansion
 Put safeguards in 

place

Showcase successes 
and don’t let up



Extract information from complex PDFs & maintain 
data in a side-by-side workbench (Level 2 Code, Quick 
Win)

Complex form input Editable table superimposed 
alongside for immed change

2. AI Maps Data Into a Side-By-Side 
Editable Table

3. Correct in Real-Time & 
Export to File

1. Input Highly 
Complex PDF Form

Creates a side-by-side working bench which allows the reviewer to see the source and extracted data together, and make 
changes directly into the table as needed 



Use AI to help you reconcile data between tables 
(Level 1 DIY Example – MS CoPilot for Finance)

1. Compile Data Tables 
in Excel

2. Map Columns before
Data Reconciliation 3. View the Reconciliation Report

Quickly perform data reconciliation with Copilot for Finance in Excel



Use AI To Update Your ERP With An Unstructured 
Email (Level 2 Low-Code, Quick Win – Power 
Automate)

1. Email received 
from Vendor

2. Approve GPT Output 3. ERP Updated

Build automation workflows to enhance your business processes, all within Power Automate



THANK YOU!

Mike Varney

Thank You
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