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Lesure: Management Services Training in the Development of a CPA Firm

As an ever-larger number of CPA firms becomes in-
volved in management advisory services, the training
of their MAS staffs becomes critical. A complicating
factor is that many who must take such training are
already expert in their own specialized fields—

MANAGEMENT SERVICES TRAINING IN THE

AN IMPORTANT phase in the
growth of a successful CPA
firm is the development of man-
agement advisory services. And a
significant aspect of that phase is
a program of training and educa-
tion in management services sub-
jects. This article will consider the
attributes of such a program from
the standpoint of a CPA firm that
is already involved in management
advisory services or is about to be-
come involved.

Both training and education are
necessary for a complete program:
training in the skills demanded by
particular disciplines and educa-
tion in the broad stream of accu-
mulated knowledge and attitudes
surrounding the practice of man-
agement. The distinction between
training and education is useful in
that it illuminates how their dis-
parate objectives contribute to an
adequate program of instruction.

40

Published by eGrove, 1970

DEVELOPMENT OF A CPA FIRM

by John D. Lesure
Laventhol Krekstein Horwath & Horwath

On the one hand, training in
management advisory  services
seeks to build proficiency in the
functions of managing and man-
agement consulting. Thus, a man
may be trained to analyze organ-
ization structure or to improve the
productivity of an operation or to
construct a system of reporting
and control. As his training pro-
ceeds, the accretion of expertise
should in time qualify him as a
specialist in one or more areas of
management.

On the other hand, the goal of
education, even when oriented
toward a set of disciplines such as
management advisory services, is
to augment a person’s knowledge
and understanding of the philos-
ophy, principles, and theory of
management and also the charac-
teristics of the environment in
which management is practiced.
Through education a person strives

to attain the stature and the depth
of understanding that his endow-
ments permit.

The CPA firm’s needs for train-
ing and education in management
advisory services are dictated pri-
marily by the requirements of three
groups: the partners in the firm,
the business community it serves,
and the staff it employs.

Since responsibility for managing
a firm rests with the partners, the
firm’s own interests are served
when a continuing program pre-
pares those individual partners to
share the burdens of management.
The faster a firm’s growth, the
greater is its need for qualified
partners, and hence for a program
to provide qualifications in man-
agement principles and methods.

The community that CPA firms
serve (dominated by but not
limited to business concerns) needs
and deserves qualified assistance

Management Services
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namic and generally competitive
environment. Managers continue
to look to CPAs for guidance be-
cause CPAs, through their educa-
tion and experience, have an ex-
traordinary opportunity to gather
a knowledge of and a feel for
those things that go into the mak-
ing of a successful organization.
A CPA firm should therefore try
to augment its expertise in man-
agement matters in order to quali-
fy itself to conduct consulting en-
gagements for its clients on a pro-
fessional level.

In its quest for management
services talent a firm may hire out-
side experts. But the needs of the
profession and of the community
are served better by those firms
that also undertake instructional
programs of their own. It is not
too harsh a judgment to say that
a firm without a training program
is shirking its professional obliga-
tions.

This brings us to the third group
to benefit from a program of con-
tinuing education: staff personnel
whose advancement depends on
opportunities that such a program
makes possible. A firm owes it to
its professional employees to en-
courage their personal develop-
ment by providing the training and
education that will equip them to
assume increasing responsibilities.
In this, the firm’s self interest
parallels the interests of its pro-
fessional staff.

A responsibility for training their
professional staff falls on all firms,
including those that acquire com-
petence in management services
by hiring specialists from outside.
The difference for these firms is
that their staffs now include en-
gineers, economists, or others who
need to be trained in the theory
and practice of accounting.

It is important that the entire
staff share a common body of
knowledge with respect to the
basic functions of CPAs in the
business and financial community.
Along with knowledge of these
functions, it is also well for every-
one to understand how auditing
activities are designed to fulfill the
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of professional ethics seeks to ac-
complish.

The AICPA committee on man-
agement advisory services has sug-
gested accreditation of nonaccount-
ants by means of certifying ex-
aminations in auditing, ethics, ac-
counting theory, and elements of
MAS. This suggestion (reported in
MaNAaGeMENT Services for July-
August, 1970, p. 12) could create a
climate in which the kind of train-
ing for nonaccountants that we
are discussing would become pro-
fessionally obligatory.

Continuity of the firm

The partners in a firm have an
obligation to prepare their succes-
sors for the responsibilities that
must eventually devolve upon
them. Moreover, this obligation to
perpetuate the firm and its man-
agement is owed to the community,
for the community supports the
institutions that serve it, and it
relies to varying degrees on the
continuity of their existence.

Nor is mere continuity all that
is implied. The effort to carry on
should be accompanied by persis-
tent attempts at betterment: high-
er competence producing better
service and, ultimately, an en-
hanced reputation for the firm.

It must be conceded that train-
ing and education, no matter how
ardently pursued, will not resolve
all the difficulties of management
and succession. But it offers a
means for coping with the threat
of inadequacy at critical periods.
And it helps in another way, too.

Recruitment of high-calibre per-
sonnel is essential to the success of
any firm; and recruitment activities

are bolstered by the existence of.

satisfactory training programs. The
graduate who enters an account-
ing firm is concerned about the
training he will receive there and
the training that his supervisors
and co-workers have been exposed
to. He expects to learn from them.

So we find that, in recruiting
personnel, a firm should offer
training and education; in holding
a qualified staff, it should offer a
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in serving clients effectively, it
should equip people with the prin-
ciples and techniques of manage-
ment advisory services; and in pre-
paring to perpetuate itself, a firm
should develop management skills
among its partners.

Intensifying the multifaceted
need for training is the fact of
rapid technological change. It is
estimated that half of what a suc-
cessful career man will need to
know in 1975 has not as yet been
designed, created, written, or es-
tablished as policy. Under these
circumstances, a professional man’s
education cannot be allowed to
stop when he receives his bacca-
laureate or his master’s degree—on
pain of early obsolescencel!

Industry will continue to intro-
duce novel products and complex
processes. In the United States and
Canada, 7,000 new products en-
tered the market in one recent
year. Technological change affects
accountants, and rapid change pre-
sents sizable challenges.

Client companies will continue
to expand by entering new indus-
tries and the CPA must be pre-
pared to cope with new situations
in an unfamiliar environment.

New concepts and techniques of
management are finding accept-
ance in a changing economic and
social environment. While research
in the behavioral sciences is reg-
ularly destroying time-honored pre-
sumptions in human relations,
mathematical methods are being
employed to devise improvements
in the processes of decision mak-
ing and control, and computer
technology is making more infor- .
mation accessible more rapidly.

The implications of all this tur-
moil for the CPA are clear: con-
tinual training and education must
be a part of his life style—more so
than for many other groups.

The MAS staff

The work of management ad-
visory services groups is such that
breadth of background and diver-
sity of experience are desirable at-
tributes for an individual and a
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As a result of heterogeneity,
no training program can be
suited to all. Programs can
be tailored to individuals
up to a point; then
compromises become
unavoidable. While some
trainees are struggling to
grasp a given segment of a
course, others will find the

same material old hat.
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it must be expected that the mem-
bers of a group will come from a
variety of sources and exhibit a
variety of characteristics.

While this diversification in
background is beneficial for the
performance of diverse duties, it
poses problems in designing a pro-
gram of training and education. It
would be much easier to decide
what instruction to give to a more
homogeneous group.

The management advisory serv-
ices staff may have been recruited
from many sources. Some account-
ants may come from the firm’s
audit department, and perhaps
from the tax department. There
may also be accountants and en-
gineers who have acquired skills
at other firms or in commercial
and industrial concerns. And there
may be recent graduates without
experience.

Even educational backgrounds
will differ in several ways. The
programs offered at various busi-
ness schools, at graduate and un-
dergraduate levels, are far from
standardized. And consultants often
come from liberal arts and en-
gineering schools, too.

As a result of this heterogeneity,
no training program can be per-
fectly suited to all. Programs can
be tailored to individuals up to a
point; then compromises become
unavoidable. While some trainees
are struggling to grasp a given seg-
ment of a course, others will find
the same material old hat. So long
as marked diversity is an operative
factor, some amount of unhappi-
ness will have to be tolerated.

Nevertheless, an effort must be
made to suit each course to the
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proficient should be excused from
attending or called on to instruct
segments they are qualified to
handle. Those who lack the pre-
requisites may be asked to do some
preliminary reading.

The presence on a staff of spe-
cialists in management services
with diverse backgrounds creates
opportunities  for cross-training.
Not only do inventory people and
industrial engineers have some
things to tell each other, but EDP
specialists can teach auditors what
they need to know about compu-
ters, while the auditors teach ac-
counting and auditing to the en-
gineers.

Whatever the subject matter,
imaginative presentation can go a
long way toward holding the at-
tention of the entire group. It is
well, therefore, to assign compe-
tent instructors and to prepare
training material thoroughly for
every course.

But there are other characteris-
tics besides proficiency and previ-
ous exposure. Let us examine some
of the characteristics of manage-
ment advisory services specialists
that are relevant to our subject, for
there are generalizations that ap-
ply broadly.

These specialists are likely to
have quick, analytical minds. At
all ages, they will grasp complex
material with little difficulty.

They are likely to score high in
space visualization, an attribute
that enables them to project bits
and pieces of a system into a con-
cept of the whole.

They will be articulate, ready
and able to speak their minds.

Their attitudes will reflect an
innovative, problem-solving ap-
proach. Consultants are likely to
seek creative outlets.

It need hardly be said that they
will be alert to opportunities for
changing and improving rather
than accepting things as they find
them.

They are likely to be well edu-
cated, with technical backgrounds
predominant.

A number will have taught
classes, usually at the college level.

Management Services
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In a training course, they may

ply their powers of observatlon to
critical analysis of the teaching
techniques in use.

Being adults, the trainees will
want to see the advantages of
learning the subject matter of a
course. They are perhaps less in-
clined than young students to ac-
cept learning for learning’s sake.

Principles must be stressed

At the same time, the trainees
will want to see the principles that
underlie practical material. Exclu-
sive dedication to a low-level, “how
to” approach will almost certainly
be offensive.

Practicing in a highly competi-
tive field can make consultants
tough-minded. In addition, they
are exposed repeatedly to sur-
roundings that hold a measure of
hostility—yet defensiveness on their
part is not allowed.

All in all, teaching a group of
consultants presents a challenge of
a high order. Standards must be
rigidly adhered to throughout.
Course content must be carefully
selected. Methods must be appro-
priate to the calibre of the group.

W hat kind of program?

When a firm undertakes to train
its personnel, there are preliminary
evaluations and decisions to be
made. The objectives of the pro-
gram must be established, and the
backgrounds and characteristics of
the trainees must be accommo-
dated. Only then can a program be
planned with a reasonable expec-
tancy of success.

What options are open to a firm
that wants to train selected people
to perform management advisory
services engagements for clients?
(The firm may want additional
programs at the same time: one for
training partners in practice ad-
ministration; another for training
non-accountants on the staff in ac-
counting and auditing theory; etc.)
But let us fix our attention on a
training program to enhance the
staff’s expertise as consultants.

To some extent, employees select

ervices: A Maga2| ﬁé}f« P(I)%ert\%%ﬁste

They read; they attend night
school; they participate in outside
programs. State CPA societies and
other groups run professional de-
velopment activities to meet this
demand.

In addition, staff men frequently
influence their own assignment
schedules, with a view to broaden-
ing their own experience. This is
especially effective where the cli-
entele is diversified, the scope of
management advisory services is
wide, and managers are conscien-
tious about on-the-job training.

The firm can, of course, encour-
age scheduling of assignments that
will enhance the background of in-
dividuals; and it can train and en-
courage its managers to look after
the training needs of the staff on
assignments. These considerations
should be part of the total pro-
gram, to be applied methodically.
Without consistent, purposeful ap-
plication, however, a program does
not really exist, no matter how
thorough the planning or how good
the intention may be.

The firm can also send its peo-
ple to selected courses at regular
evening sessions or special short
courses given by some institutions.
Or it may register some of its staff
in professional development pro-
grams conducted by the AICPA,
the AMA, and other associations.

While there is a place for out-
side courses in a firm’s training
program, there are drawbacks a
firm must face if it intends to rely
heavily on these courses. They
cannot be altered to suit the firm’s
precise needs, whether these needs
are defined in terms of client prob-
lems or staff characteristics.

Furthermore, while an outline
may describe the contents of a
course in detail, there are still in-
tangibles that constitute unknown
factors. Operating in the dark, or
in a kind of twilight, the firm has
to select individuals to fit the
course, rather than the other way
round.

It is likely, therefore, to be more
satisfactory for a firm to conduct
courses and seminars of its own—
despite the problems of heteroge-
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While there is a place for

outside courses in a firm’s

training program, there are

drawbacks . . . Operating
in the dark, or in a kind
of twilight, the firm has to
select individuals to fit the
course, rather than the
other way round. It is
likely, therefore, to be
more satisfactory for a
firm to conduct courses

and seminars of its own—
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its training into the hands of out-
siders (unless the number of train-
ees is small).

Having decided to train person-
nel in the work of management ad-
visory service engagements, the
CPA firm looks next to the services
it offers and those it is preparing
to offer.

Two issues confront a firm con-
templating an extension of its prac-
tice into a speciﬁc area: Does it
have the competence to direct and
perform engagements? Is there a
need for such engagements among
the firm’s clients?

Obviously, training is intended
to raise the level of competence
available for performing engage-
ments. But directing them is
another matter; and a firm’s judg-
ment as to its competence on this
score will precede its commitment
to a training program in a new
area.

As a matter of economics, there
can be no question that only client
demand can warrant the prepara-
tion for offering a service. Estimat-
ing the demand can be difficult,
however, because needs will turn
into engagements only when cli-
ents become aware of their defi-
ciencies, of the prospects for cor-
rective action, and of the firm’s
ability to solve their problems. Cli-
ents also have to be willing to foot
the bill for a thorough, professional
job.

Consequently, the decision to
offer a service may depend on the
firm’s willingness to do some ex-
plaining, some selling of ideas,
among its clients. For this, the par-
ticipation of audit partners is es-
sential.

So the issue comes down to this
question: Will the audit partners
support the new activity? Some-
times the answer is yes, provided
that steps are taken to instill in the
audit partners an awareness of
their role in generating manage-
ment advisory services. At the same
time, they should know also what
results to expect from an engage-
ment. This is minimal information
for audit partners.

In other words, when a firm un-
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management advisory services, it
must simultaneously plan to in-
struct its audit personnel, and es-
pecially its partners, on the objec-
tives of its services and the condi-
tions they aim to correct. The firm
must also have evidence that the
audit partners as a group will wel-
come, or at least accept, such in-
struction.

Many methods are available for
group instruction. Lectures are the
least popular; but their acceptance
can be improved with slides, dem-
onstrations, and handouts. When
offering a full days program, a
firm should be prepared to inter-
polate other methods between lec-
tures. Films or film strips may be
borrowed to put variety into the
training sessions.

Participation

Group discussion is livelier than
a lecture. It is particularly useful
when the participants are able to
contribute to each other’s under-
standing of a subject and an ex-
perienced leader guides the dis-
cussion. A panel of experts discuss-
ing a subject for an audience of
trainees lies somewhere between
the lecture and the group discus-
sion in holding the listeners” inter-
est. The contribution of experts
should certainly exceed the con-
tributions that can be elicited dur-
ing a group discussion.

Training is most effective when
it relates closely to the job at hand.
Two methods come closest to sim-
ulating actual conditions: work
shops and role playing. A variation
of role playing is to record parti-
cipants on videotape, so that they
may observe themselves in a play-
back.

Trainees welcome handouts,
which serve later to reinforce the
learning experience. Cassettes may
also be used for reinforcement or
for individual training.

Whatever the method, a training
program can be developed only for
specific subject matter and skills
that are capable of documentation.
It is futile to try to impart a skill
that is not understood.

reinforcing aural presentations with
visual material. Films, film strips,
and TV tapes accomplish this; so
do slides that accompany a lecture.

Visual aids are particularly use-
ful when the subject is not suffi-
ciently interesting to hold the au-
dience’s attention for the length of
the talk. Slides can lend interest.
They can also help to achieve co-
herence by bridging the gaps be-
tween subjects.

Complicated matters can be ex-
plained better with diagrams; un-
familiar equipment can be pre-
sented best with pictures; and
strange terms are accepted more
readily when they are spelled on a
screen. These are all legitimate
uses for slides or other visual pro-
jections.

There is no question that the
proper use of visuals improves the
retention of learned material by
the audience. In fact, training di-
rectors report retention above 80
per cent with audio-visual tech-
niques—an astonishing result.

Training—work integration

The value of formal training at-
tenuates rapidly with disuse. Con-
sequently, a formal training pro-
gram should be integrated with
work assignments and on-the-job
training. The sooner the trainee
uses his newly acquired knowledge,
the more effective the training
process will be.

Even when formal training is
followed immediately by a related
work assignment, there is a trans-
fer problem. A sound program pre-
pares to meet this difficulty; ma-
terial is presented as nearly as
possible in the framework of the
job. Indeed, a pragmatic, job-ori-
ented approach is the earmark of a
good training program.

Since retention of learned mate-
rial is greatest when it is put to
immediate use, a training program
should be scheduled to coincide
with prospects for assignment. Ini-
tially, orientation in the philosophy
of management advisory services
should be offered to the new hire

Management Services
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The sooner the trainee uses his newly acquired knowledge, the more effective the training

or transfer, along with his indoc-
trination in the scope of services
offered and the administrative pro-
cedures associated with engage-
ments.

Later, specific skills should be
developed as they are required by
an expanding practice or to fill
staff openings. For skills in great
demand, this ideal may often be
realizable; but for the more esoteric
fields, formal group training as the
need develops is not practical, and
some compromise is necessary.

Location

Formal classes and seminars
should be held away from the
office in an atmosphere conducive
to relaxed learning, free from in-
terruptions that destroy the detach-
ment of the group from ongoing
activities.

Meetings should be held in a
room large enough to hold people,
tables, and equipment comfortably.
A classroom with blackboards and
screen and an unobstructed view is
best. Variable lighting is desirable
if the program comprises both vis-
ual projections and writing at
desks.

Of the seating arrangements that
are available, the large V is gen-
erally useful for groups up to
20, and chevron style above that
size. Both V and chevron arrange-
ments help trainees to see partici-
pants from among their number.

Lunch should be light. It is a
good idea to hold the group to-
gether through the lunch period.
Coffee breaks should be provided
at mid-morning and mid-afternoon.

Measurement

Ideally, participants in a train-
ing program should be tested both
before and after, to gauge results
accurately. Pre-testing may not be
feasible, but a quiz each day, or at
least at the end of a program, can
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tell something about its effective-
ness. Quizzes can also provide in-
formation for planning other
courses.

Participants who expect a quiz
give evidence of remaining more
alert through a tra'ning program,
an incidental benefit not to be
scorned.

We distinguished earlier between
training and education: education
to broaden a person, training to
equip him to perform a function.

The educational portion of the
complete program for training and
education has its own characteris-
tics. The need for this portion rests
on a different basis from training
needs; the objectives are therefore
different; the participating indi-
viduals may be different; and tim-
ing considerations will be different.

Breadth of knowledge not only
contributes to the personality of an
individual, but it also equips him
to compete in a world where in-
formation growth is rapid and, in
particular, in a field of endeavor
where knowledge has value. So
competitive pressures impel edu-
cational programs.

Environmental change also oper-
ates to the advantage of those who
continue their education. New
challenges arise regularly in a
changing society. The continuing
development of science and tech-
nology, and the related evolution
of industry, require a broadening
base of knowledge if their implica-
tions are to be understood. Elec-
tronic technology that has brought
the whole world into people’s liv-
ing rooms has somehow created a
need for greater knowledge of fun-
damental concepts even while pro-
viding a surfeit of details to digest.
And so it goes. The more gigantic
mankind’s leaps become, the smaller
a man’s steps are in proportion,
and the faster he has to move to
keep from falling behind.

An objective of education, as
opposed to training, is to broaden
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and update the theoretical back-
ground that the individual brings
to his efforts at understanding and
improving management. To meet
this objective, education should be
directed toward such things as de-
velopments in the behavioral sci-
ences. Here we have a steady
stream of discoveries to be applied
to managing people. We ignore
them at our peril.

The content of a specific course
must be selected with the partici-
pants in mind. Recent college
graduates are familiar with much
late research that older men may
not even be aware of. In general,
education may be directed toward
the older group, while training con-
centrates on the younger men and
those who are new to a given field.

The educational content of a
program should be coordinated
with the training portion, perhaps
as a prerequisite; or reading matter
may be distributed in advance. A
mixed age group may be able to
absorb both, provided that no par-
ticipant has to endure review mate-
rial to the point ot boredom.

Summary

Training and education are es-
sential ingredients in the CPA
firm’s prescription for growth. The
existence of a training program
offers an inducement to recruits; a
sound program of training and ed-
ucation augments the firm’s exper-
tise and provides opportunities for
career development; training pro-
motes high performance standards
that attract clients; and manage-
ment training enhances managerial
competence that attracts candidates
for merger.

At the same time, a program of
training and education meets the
CPA firm’s obligations to the pro-
fession and to the community that
supports the profession because it
needs the services that CPAs are
qualified to offer.
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