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Executive Summary 

 Firms today are under pressure to mitigate emerging risks, innovate at breakneck speed, 

keep pace with changing regulatory requirements, identify areas for growth, and shift to 

digital business practices. Fifty-nine percent of risk and compliance pros say risk visibility 

and transparency are key drivers for investing in governance, risk, and compliance 

platforms.1 Because risk management is not about taking fewer risks, but taking the right 

ones, they seek tools to help their organizations align risk appetite with opportunities. 
 
 
 
 

Diligent’s full suite of  audit management solutions, 

including tools such as Internal Controls 

Management and ACL Analytics, enables internal 

audit teams to handle their organizations’ audit 

lifecycle management from end to end. By providing 

data automation and dynamic workf lows, Diligent 

solutions allow organizations that use its tools to be 

more agile and widespread in their risk-assessment 

coverage. 

Diligent commissioned Forrester Consulting to 

conduct a Total Economic Impact™ (TEI) study and 

examine the potential return on investment (ROI) 

enterprises may realize by deploying Diligent Audit 

Management, Internal Controls Management, and 

ACL Analytics (referred to in this study as “Diligent 

Audit & Analytics”).2 The purpose of  this study is to 

provide readers with a f ramework to evaluate the 

potential financial impact of Diligent Audit & Analytics 

on their organizations. 

To better understand the benef its, costs, and risks 

associated with this investment, Forrester interviewed 

four representatives of  an organization with 

experience using Diligent Audit & Analytics. Forrester 

used this experience to project a three-year f inancial 

analysis.  

Prior to using Diligent Audit & Analytics, the 

interviewees noted how their organization did mostly 

manual and paper-based audit management work 

with some support of  audit-management sof tware 

that lacked key capabilities it needed. These 

limitations led to having to do a lot of  manual work 

related to audit management that was operationally 

inef f icient and resulted in the internal audit team not 

having enough capacity for risk assessments to the 

depth and breadth it ideally would be doing.  

Af ter the investment in Diligent Audit & Analytics, the 

interviewees’ organization was able to recoup some 

of  its time from improving its operational efficiency in 

audit management. This resulted in the internal audit 

Time savings in 
audit-

management 
reporting 
activities 

20%-30% 

Return on investment (ROI) 

251% 

Net present value (NPV) 

$1.95M 

KEY STATISTICS 

https://www.diligent.com/audit-management/
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EXECUTIVE SUMMARY 

team being able to expand its risk coverage, and 

more strategically, improving its position in the 

organization as a trusted advisor to provide value-

add business insights to management, executives, 

and the overall organization. 

KEY FINDINGS 

Quantified benefits. Three-year, risk-adjusted 

present value (PV) quantif ied benef its include: 

• Time savings of 20% to 30% in report 

generation for audit reporting events. The 

automation and report generation capabilities in 

Diligent Audit & Analytics saves organizations’ 

teams a lot of  time in gathering and compiling 

audit information. This is particularly crucial when 

an organization has to prepare for audit-

committee presentations or other activities such 

as Sarbanes-Oxley Act (SOX) compliance-

related activities. Over three years, these time 

savings are worth $916,000 to the interviewees’ 

organization. 

• 50% efficiency gained in setting up data 

analytics tools. Interviewees said internal audit 

teams also do various analytics work, not only for 

their own projects, but also to generate 

information used by other departments at the 

organization. They also said that with Diligent 

Audit & Analytics, expanding this use case and 

coverage to other parts of  the organization is 

quick and easy because of  the automation 

features that Diligent tools introduce. Internal 

audit teams no longer have to manually request 

information or data, nor do they need to do 

manual assessments because everything is 

automated. Over three years, this efficiency gain 

is worth $136,200 to the interviewees’ 

organization. 

• Cost savings from eliminating previous 

vendor licensing and the related maintenance 

effort. Interviewees shared that their organization 

previously licensed a different audit management 

system prior to moving to Diligent Audit & 

Analytics, and that by migrating to a new tool, it 

can discontinue the annual licensing fee it paid its 

previous vendor as well as the related time 

investment from its employees to maintain and 

manage the system. Over three years, these cost 

savings are worth $324,000 to the interviewees’ 

organization. 

• More than $1.3 million in overall productivity 

increase across all business users who 

access audit information. Interviewees shared 

that internal audit works with key information that 

is of ten of  interest to other parts of  the 

organization that would then ask for a specif ic 

data slice or analysis to help with their own work. 

The interviewees said with the self-serve aspect 

of  Diligent Audit & Analytics, these users can 

access the information they need themselves 

without creating a backlog to the internal audit 

team. This results in productivity gains to end 

business users. Over three years, this 

productivity boost among business users is worth 

$1.3 million to the interviewees’ organization. 

Unquantified benefits. Benef its that are not 

quantif ied in this study include:  

• Better risk assessment coverage. Interviewees 

shared that by using Diligent Audit & Analytics, 

their organization is able to expand its risk 

assessment coverage by being able to do 100% 

testing on its population rather than having to do 

samples in each risk area, which is what it had to 

Value of overall productivity 
increase to business users 
accessing audit information  

More than $1.3 
million 
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do prior to using Diligent. This is a by-product of  

the analytics capabilities from the tool, as well as 

the time savings by the internal audit team when 

compared to its audit process prior to using 

Diligent Audit. 

• Improved agility of the internal audit team. In 

addition to increasing visibility and availability of  

real-time info, interviewees noted that by using 

Diligent Audit & Analytics, their organization’s 

internal audit team is more agile by having 

information about audit activities available 

instantly. Where needed, the organization can 

take immediate follow-up actions based on 

certain information it obtains from Diligent about 

its audit activity. 

• The internal audit team positioned as 

strategic partner and business leader. 

Interviewees said the dif ferent benef its their 

organization receives from using Diligent Audit & 

Analytics related to time recapture, increased 

productivity, and more agility each contributes to 

improving the position of  the internal audit team 

in the eyes of management and other business 

units. They said they believe the internal audit 

team is now seen more as a strategic partner 

capable of providing insights into key decisions. 

• Better business continuity by moving audit 

management to digital. Interviewees shared 

that when compared to their organization’s 

previous environment of  working with paper 

documents for its audit work, it benef its f rom 

Diligent Audit & Analytics being a digital platform 

because it reduces the risk of  the organization 

losing physical papers, and because it is easier 

to search or pull specif ic information needed. 

Costs. Three-year, risk-adjusted PV costs include:  

• Annual Diligent licensing cost. The 

interviewees mentioned that licensing is the 

largest cost associated with their organization’s 

Diligent Audit & Analytics investment. This 

licensing costs the organization close to 

$385,000 over three years. 

• Time investment related to setup and 

implementation of Diligent Audit & Analytics. 

The interviewees’ organization deployed some 

internal employees to support the setup and 

implementation of  Diligent Audit & Analytics, 

mainly around planning, integration, data 

migration, and user training. Over three years, 

this ef fort cost the organization close to 

$170,000. 

• Time investment related to ongoing 

maintenance and management of Diligent 

Audit & Analytics. Interviewees said that once 

Diligent Audit & Analytics is set up, there is some 

work required to develop new use cases, set up 

analytics tools, connect to other data sources, 

and provide overall tool maintenance. Over three 

years, this ef fort costs the interviewees’ 

organization a little more than $220,000.  

The interviews and financial analysis found that the 

representatives’ organization experiences benefits of  

$2.72 million over three years versus costs of  

$775,000, adding up to a net present value (NPV) of  

$1.95 million and an ROI of  251%. 

 

“[Diligent Audit] allows us to 

broaden our risk coverage. 
Project management has 

become more efficient for us 
[and] more effective with faster 

turnaround time. We can do 
more work with less manpower.” 

Head of internal audit 
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“[Diligent Audit] enables the attainment of 
the internal audit proposition and our vision 
of being a trusted advisor to the board and 
management by providing value-adding 
business insights.” 

— Head of internal audit 

ROI 

251% 

BENEFITS PV 

$2.72M 

NPV 

$1.95M 
PAYBACK 

<6 months 

$913.7K

$135.9K

$323.8K

$1.3M

Operational efficiency related to
audit committee and SOX reporting

Savings related to time spent on
audit data analytics for business

insights

Cost savings from retiring legacy
audit management system

End-user productivity

Benefits (Three-Year)
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TEI FRAMEWORK AND METHODOLOGY 

From the information provided in the interviews, 

Forrester constructed a Total Economic Impact™ 

framework for those organizations considering an 

investment in Diligent Audit & Analytics.  

The objective of the framework is to identify the cost, 

benef it, f lexibility, and risk factors that af fect the 

investment decision. Forrester took a multistep 

approach to evaluate the impact that Diligent Audit & 

Analytics can have on an organization. 

 

 

DUE DILIGENCE
Interviewed Diligent stakeholders and Forrester 

analysts to gather data relative to Diligent Audit. 

 

INTERVIEWS 
Interviewed four representatives of an 

organization using Diligent Audit to obtain data 

with respect to costs, benefits, and risks.  

 

FINANCIAL MODEL FRAMEWORK 
Constructed a financial model representative of 

the interview using the TEI methodology and 

risk-adjusted the financial model based on 

issues and concerns of the interviewee. 

 

CASE STUDY 
Employed four fundamental elements of TEI in 

modeling the investment impact: benefits, costs, 

flexibility, and risks. Given the increasing 

sophistication of ROI analyses related to IT 

investments, Forrester’s TEI methodology 

provides a complete picture of the total 

economic impact of purchase decisions. Please 

see Appendix A for additional information on the 

TEI methodology. 

DISCLOSURES 

Readers should be aware of the following: 

This study is commissioned by Diligent and delivered by 

Forrester Consulting. It is not meant to be used as a 

competitive analysis. 

Forrester makes no assumptions as to the potential ROI 

that other organizations will receive. Forrester strongly 

advises that readers use their own estimates within the 

framework provided in the study to determine the 

appropriateness of an investment in Diligent Audit. 

Diligent reviewed and provided feedback to Forrester, but 

Forrester maintains editorial control over the study and its 

findings and does not accept changes to the study that 

contradict Forrester’s findings or obscure the meaning of 

the study. 

Diligent provided the customer name for the interview but 

did not participate in the interview.  
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The Diligent Audit & Analytics Customer Journey 

Drivers leading to the Diligent Audit & Analytics investment 
 

 
 

INTERVIEWEES’ ORGANIZATION 

Forrester interviewed four representatives of  an 

organization with experience using Diligent Audit & 

Analytics. The interviewees include the 

organization’s: 

• Head of  internal audit. 

• Head of  audit innovation. 

• Head of  SOX compliance. 

• AVP of  audit operations. 

The organization has the following characteristics: 

Located in Asia Pacif ic but listed in the US stock 

exchange. 

$3.5 billion in annual revenue. 

17,000 total employees. 

100 employees on the internal audit team. 

KEY CHALLENGES 

Prior to investing in Diligent Audit & Analytics, the 

interviewees’ organization did part of  its audit 

management work using a dif ferent platform while 

completing other activities manually with paper. The 

interviewees noted how their organization struggled 

with common challenges, including: 

Inability to do analytics work due to manual work 

for audit management. Interviewees shared that 

having to do manual audit management work 

meant they spent a lot of time finding, identifying, 

and gathering documents. That lef t little time to 

actually analyze the data, so the internal audit 

team practically could not do any analytics work. 

The head of  audit innovation said: “We were 

working with manual paper. So, we were not able 

to optimize the use of  analytics. There was no 

centralized analytics team. We knew we needed 

to be more ef f icient.”  

Incomplete risk coverage. Interviewees said that 

parallel to not being able to comprehensively 

analyze its audit data, this meant it did not have 

optimal risk assessment coverage. The head of  

internal audit shared: “We were doing our audits 

manually, so we were limited in our scoping and 

risk assessment. [Now,] we have a deeper view 

of  risks, where we can even catch emerging risk 

through our data analytics.” 

Lack of reporting and automation features. The 

interviewees were especially not satisf ied with 

the inability to automate certain manual, 

repetitive functions, nor were they happy that the 

process of producing reports took a lot of  their 

time. The head of internal audit shared: “We were 

not happy with our previous audit management 

system. Reporting had to be done outside the 

tool, so we processed it manually and 

communicated via email. The tool also could not 

address SOX compliance activities, so we also 

had to do that outside the tool.” 

INVESTMENT OBJECTIVES 

The interviewees’ organization searched for a 

solution that could address its technical requirements 

for its internal audit needs. 

Having a point of comparison with their organization’s 

previous audit management system, the interviewees 

shared that they wanted a tool that could address the 

specif ic needs of  the organization’s internal audit 

team. The head of  innovation said: “We set out the 

technical requirements that needed to be addressed. 

We simulated each one using one audit engagement 

so we [could] gauge their capabilities. We chose the 

one that was able to address most — if  not 100% —

of the requirements.” 
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THE DILIGENT AUDIT CUSTOMER JOURNEY 

USE CASE DESCRIPTION  

The interviewees’ organization has two types of  

users. There were internal audit users who used a lot 

of  the audit management system to prepare reporting 

for audit committee events and to address data or 

analytics requests from other units. For this use case, 

the organization has 100 professional licenses for 

internal auditors and f inancial testers.  

Then, there is an SOX use case that is used 

organizationwide by all business units. For SOX 

compliance activities, the organization has around 

1,000 contributor users who conduct SOX testing 

self -certif ication and self -control testing. 

For this use case, Forrester has modeled benef its 

and costs over three years. 

 

 

▬ Forrester Perspective: Ever-
Evolving Risk Landscape 

The interconnectedness of  global systems, 

economics, and networks is a conduit for risks 

that escalate quickly and cascade across the 

enterprise. Risks can no longer be managed in 

swim lanes, and risk pros must become 

competent at modeling the cross-functional 

impact of risk strategies and be willing to involve 

leaders f rom impacted areas such as HR, CX, 

sales, marketing, and supply chain to ensure 

decisions aren’t shortsighted or the cause of  

other strategic risks down the road. 

 
Source: “Drive Faster, Better Strategic Decisions With 

Enterprise Risk Management,” Forrester Research, Inc., 

August 2, 2021. 

Key Assumptions 

• 20 internal audit staff 
members involved in 
audit committee 
meeting preparations 

• 1,000 business users 
with access to the 
Diligent Audit platform 

• 8 audit committee 
meetings per year and 1 
SOX reporting activity 
per quarter 
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Analysis Of Benefits 

Quantif ied benef it data  
 
 
 

 

OPERATIONAL EFFICIENCY RELATED TO AUDIT 

COMMITTEE AND SOX REPORTING  

Evidence and data. Preparing reports and 

documentation for audit committee events is one of  

the key responsibilities of many of the organization’s 

internal audit staf f . Prior to using Diligent Audit & 

Analytics, it was laborious to do this manually or 

using an alternative solution that lacked automation 

and report generation features. By having these 

features, the internal audit team realized time savings 

when preparing for major audit reporting events, such 

as their audit committee meetings and SOX reporting 

events. 

• The head of  audit innovation said: “We use [ACL 

Analytics] for our reporting activities, enabling 30 

robots to perform reporting and dashboard 

function. We automate testing for 200 to 300 

controls, and [we] just use the same scripts all 

over again. This saves 30 to 60 minutes f rom 

what was previously an activity that [could] take 4 

hours.” 

• The head of  internal audit told Forrester: “We do 

on average 25 to 30 projects per year. With 

Diligent Audit & Analytics, we can complete all 

that with 35% to 40% less manpower.” 

Modeling and assumptions. For the purpose of this 

study, Forrester assumes that: 

• The organization’s internal audit team prepares 

for 12 audit events per year: eight audit 

committee meetings and four SOX reporting 

events. 

• Of the 100-member internal audit organization, 

20 people are involved in preparing audit reports 

and documentation for each event. 

• Each employee spends four weeks (or 160 

hours) preparing for each audit event. 

• By using Diligent Audit & Analytics, the 

automation and report generation capabilities 

reduce the time employees spend by 20% in 

Year 1. As employees get increasingly familiar 

with the platform and can expand the 

organization’s use case, the ef f iciency gains 

increase to 25% in Year 2 and to 30% in Year 3. 

• The average fully burdened hourly salary of  an 

internal audit staff  member is $42.3 Accounting 

  

Total Benefits 

Ref. Benefit Year 1 Year 2 Year 3 Total 
Present 

Value 

Atr 

Operational efficiency related 

to audit committee and SOX 
reporting 

$290,304  $371,520  $456,192  $1,118,016  $913,698  

Btr 

Savings related to time spent 

on audit data analytics for 
business insights 

$53,465  $54,737  $56,011  $164,212  $135,923  

Ctr 
Cost savings from retiring 
legacy audit management 

system 

$129,312  $130,248  $131,184  $390,744  $323,760  

Dtr End-user productivity $355,633  $549,454  $754,582  $1,659,669  $1,344,326  

 Total benefits (risk-adjusted) $828,714  $1,105,959  $1,397,969  $3,332,641  $2,717,707  
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ANALYSIS OF BENEFITS 

for inf lation, this increases to $43 per hour in 

Year 2, and to $44 per hour in Year 3. 

Risks. The exact benefit realized by an organization 

can dif fer, depending on factors such as: 

• The number of  activities for which the internal 

audit team needs to prepare information each 

year. 

• The size of  the internal audit team, as well as the 

skills and roles it has. 

• The tools and process the organization had 

preparing for an audit event prior to Diligent 

(which impacts the time it dedicated to this prior 

to using Diligent) as well as the percentage of  

time that can be recaptured using Diligent. 

• The industry and geography where the 

organization operates, which can impact the 

average fully burdened salary it pays its internal 

audit staf f . 

Results. To account for these risks, Forrester 

adjusted this benef it downward by 10%, yielding a 

three-year, risk-adjusted total PV of  $913,000. 

 

 

 

 

  

 

Operational Efficiency Related To Audit Committee And SOX Reporting 

Ref. Metric Source Year 1 Year 2 Year 3 

A1 Audit committee meetings per year Company 12 12 12 

A2 
Staff members involved in each audit 
management activity 

Company 20 20 20 

A3 
Time dedicated per staff for each audit-

management activity (hours) 
Assumption 160 160 160 

A4 
Subtotal: Total employee-hours needed 

prior to using Diligent Audit 
A1*A2*A3 38,400 38,400 38,400 

A5 
Percentage efficiency gained with 
Diligent Audit 

Interviews 20% 25% 30% 

A6 
Average fully burdened hourly salary of 
an internal audit staff member 

TEI standard $42  $43  $44  

At 
Operational efficiency related to audit 

committee and SOX reporting 
A4*A5*A6 $322,560  $412,800  $506,880  

  Risk adjustment ↓10%       

Atr 

Operational efficiency related to audit 

committee and SOX reporting (risk-
adjusted) 

  $290,304  $371,520  $456,192  

Three-year total: $1,118,016 Three-year present value: $913,698  
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SAVINGS RELATED TO TIME SPENT ON AUDIT 

DATA ANALYTICS FOR BUSINESS INSIGHTS 

Evidence and data. Interviewees shared that in 

addition to the reporting-generation activities of  

Diligent Audit & Analytics, they also found the 

solution to be much faster and easier to perform data 

analytics work based on the information gathered in 

the tool. Prior to using Diligent Audit & Analytics, 

even gathering the data to be analyzed was 

cumbersome. There was no clarity on what data was 

the most up to date. With Diligent Audit & Analytics 

serving as the organization’s single source of  truth, 

these challenges were addressed. 

• The head of  internal audit shared an example of  

an analytics project their organization was able to 

complete with Diligent. They told Forrester: 

“Through ACL Analytics, we evaluated our 

customer application process. We’re able to 

integrate data tables [and] process and analyze 

data f rom four or more source systems we were 

using, which enabled us to determine possible 

revenue opportunities or losses.” 

• The head of  audit innovation added: “On the side 

of  analytics, Diligent Audit & Analytics allows us 

to access data directly f rom the sources. 

Previously, when we [requested] data, it [took] us 

two months to obtain [it]. Now, because the tool 

can connect directly to the system, we can just 

reuse the scripts and have the data instantly.” 

• In terms of  the f requency of  setting up these 

activities, the head of  internal audit said: “In 

2021, we completed two projects using data 

analytics. We needed two auditors [who spent] 

two months. Now, we still need two auditors, but 

it only takes us one month.” 

Modeling and assumptions. For the purpose of this 

study, Forrester assumes that: 

• The interviewees’ organization sets up one data 

analytics project per quarter (or four per year). 

• Two internal audit staff members are involved in 

each project. 

• Prior to using Diligent Audit & Analytics, this 

process took these staff members two months (or 

0.17 of  a year). 

• By using Diligent Audit & Analytics, this time is 

cut in half , generating 50% ef f iciency per year. 

• The average fully burdened annual salary of  an 

internal audit staf f  member is $87,360. 

Accounting for inflation, this increases to $89,440 

in Year 2 and to $91,520 in Year 3. 

Risks. The exact benefit realized by an organization 

can dif fer, depending on factors such as: 

• The type of data analytics work conducted by the 

internal audit team. 

• The tools and process the organization 

previously had to do analytics work prior to using 

Diligent (which impacts the time it dedicated to 

this prior to using Diligent) and the percentage of  

time recaptured with Diligent. 

• The industry and region where the organization 

operates, which can impact the average fully 

burdened salary it pays its internal audit staf f .  

Results. To account for these risks, Forrester 

adjusted this benef it downward by 10%, yielding a 

three-year, risk-adjusted total PV of  $136,000. 
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COST SAVINGS FROM RETIRING LEGACY AUDIT 

MANAGEMENT SYSTEM  

Evidence and data. Prior to using Diligent Audit & 

Analytics, part of the interviewees’ organization used 

a dif ferent audit management tool that did not meet 

the internal audit team’s needs and expectations. By 

moving to Diligent Audit & Analytics, the organization 

was able to discontinue its previous tool, which led to 

savings from no longer paying the annual licensing 

costs to the previous vendor. Additionally, the 

organization saved on the cost of internal audit team 

members who maintained and managed the tool. 

The head of  internal audit said: “We had one or two 

people maintain and manage our previous audit 

management system. At the time, there [was] no 

audit operations team, so we spread the work across 

the group. We had auditors spend 25% of  their time 

for this work.”  

Modeling and assumptions. For the purpose of this 

study, Forrester assumes that: 

• The interviewees’ organization previously spent 

$100,000 in annual licensing for its legacy audit 

management system. 

• After switching to Diligent Audit & Analytics, the 

organization immediately discontinues its legacy 

system, which saves it 100% of the annual cost. 

• Two internal audit employees previously spent 

25% of  their time maintaining the legacy audit 

management solution. 

• The average fully burdened annual salary of  an 

internal audit staf f  member is $87,360. 

Accounting for inflation, this increases to $89,440 

in Year 2 and to $92,520 in Year 3. 

Risks. The exact benefit realized by an organization 

can dif fer, depending on factors such as: 

• The exact audit management solution the 

organization used prior to switching to Diligent 

Audit & Analytics. 

• The complexity and usage of  the organization’s 

previous solution, which can impact how quickly it 

Savings Related To Time Spent On Audit Data Analytics For Business Insights 

Ref. Metric Source Year 1 Year 2 Year 3 

B1 
New data analytics projects set up per 

year 
Company 4 4 4 

B2 Staff members involved per project Interviews 2 2 2 

B3 Time spent per staff per project (years) Interviews 0.17 0.17 0.17 

B4 Efficiency from using Diligent Audit Interviews 50% 50% 50% 

B5 
Average fully burdened annual salary of 
an internal audit team staff member 

TEI standard $87,360  $89,440  $91,520  

Bt 
Savings related to time spent on audit 
data analytics for business insights 

B1*B2*B3*B4*B5 
  

$59,405  $60,819  $62,234  

  Risk adjustment ↓10%       

Btr 
Savings related to time spent on audit 
data analytics for business insights (risk-

adjusted) 

  $53,465  $54,737  $56,011  

Three-year total: $164,212 Three-year present value: $135,923 
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can discontinue the solution and migrate to 

Diligent Audit & Analytics. 

• The skills and capabilities of  the internal audit 

team. 

• The industry and region where the organization 

operates. 

Results. To account for these risks, Forrester 

adjusted this benef it downward by 10%, yielding a 

three-year, risk-adjusted total PV of  $324,000. 

 

  

 

END-USER PRODUCTIVITY  

Evidence and data. Interviewees shared that the 

internal audit team of ten gets asked for particular 

data or information f rom other parts of  the 

organization and that this would create a backlog of  

tasks that the internal audit team had to complete. 

That meant taking away time that could be used for 

other tasks. Interviewees said the self-serve nature of 

Diligent Audit & Analytics allows these same 

business users to access the information they need 

themselves, and without having to wait on the internal 

audit team. 

• The head of  audit innovation told Forrester: “Back 

[before using Diligent Audit & Analytics, business 

users] would just wait for follow-ups [to their 

requests] or [they would] request [a] progress 

update from their audit partners. Now, they have 

this real-time dashboard where they can see the 

real-time progress of  their activities.” 

• The organization’s head of  SOX compliance 

added: “[The internal audit] has advisory services 

also, not just assurance. For advisory services, 

we can now automate some of  the processes. 

That means there would be manpower savings at 

their end but, more than that, [that] the quality of  

their reports and their computations would be 

better. These business users and management 

[staff members] have licenses, so if they want to 

update their own control self-assessments to do 

their sub-certif ications or just monitor the 

Cost Savings From Retiring Legacy Audit Management System 

Ref. Metric Source Year 1 Year 2 Year 3 

C1 
Annual spend on legacy audit 

management system 
Company $100,000  $100,000  $100,000  

C2 
Percentage reduced due to 

hardware/software spend consolidation 
Interviews 100% 100% 100% 

C3 People who maintain legacy software Interviews 2 2 2 

C4 
Average fully burdened salary of an 

internal audit staff member 
TEI standard $87,360  $89,440  $91,520  

C5 
Percentage of time dedicated to legacy 
audit management system 

Interviews 25% 25% 25% 

Ct 
Cost savings from retiring legacy audit 
management system 

C1*C2+C3*C4*C5 
  

$143,680  $144,720  $145,760  

  Risk adjustment ↓10%       

Ctr 
Cost savings from retiring legacy audit 
management system (risk-adjusted) 

  $129,312  $130,248  $131,184  

Three-year total: $390,744  Three-year present value: $323,760 
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progress of  internal processes, they can do it 

themselves. They don’t have to email us asking 

about this or that. We now centrally facilitate that 

compliance work within the entire organization.” 

Modeling and assumptions. For the purpose of this 

study, Forrester assumes that: 

• The interviewees’ organization’s 1,000 business 

users who directly interact with the internal audit 

team see productivity increases f rom using 

Diligent Audit & Analytics. 

• These business users recapture 1% of their time 

with Diligent Audit & Analytics in Year 1. As the 

organization gets increasingly familiar with 

Diligent Audit & Analytics, the percentage of time 

recapture increases to 1.5% in Year 2, and to 2% 

in Year 3. 

• The average fully burdened annual salary of  an 

average business user is $83,678. Accounting for 

inf lation, this increases to $86,189 in Year 2 and 

to $88,774 in Year 3. 

• The organization sees a productivity recapture 

percentage of  50%, assuming the average 

business user does not refocus all of  the 

recaptured time into further productivity work. 

Risks. The exact benefit realized by an organization 

can dif fer, depending on factors such as: 

• The exact role of  a business user and their 

interaction with the internal audit team. 

• The industry and region in which the organization 

operates.  

Results. To account for these risks, Forrester 

adjusted this benef it downward by 15%, yielding a 

three-year, risk-adjusted total PV of  $1.3 million. 

 

   

 

 

  
 
  

End-User Productivity 

Ref. Metric Source Year 1 Year 2 Year 3 

D1 
Business users with direct interaction 
with the internal audit team 

Company 1,000 1,000 1,000 

D2 
Percentage of time recaptured due to 

self-service feature of Diligent Audit 
Interviews 1.0% 1.5% 2.0% 

D3 
Average fully burdened hourly salary of 

an average business user 
TEI standard $83,678  $86,189  $88,774  

D4 Productivity recapture TEI standard 50% 50% 50% 

Dt End-user productivity D1*D2*D3*D4 $418,392  $646,416  $887,744  

  Risk adjustment ↓15%       

Dtr End-user productivity (risk-adjusted)   $355,633  $549,454  $754,582  

Three-year total: $1,659,669  Three-year present value: $1,344,326  
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UNQUANTIFIED BENEFITS 

The interviewees mentioned the following additional 

benef its that their organization experienced but was 

not able to quantify:  

• Better risk-assessment coverage. Interviewees 

shared that using Diligent Audit & Analytics 

allowed their organization to have better risk 

assessment coverage. They said this was mainly 

because the tool gave their company analytics 

capabilities to do testing in its entirety instead of  

having to take samples from its data population. 

The organization’s AVP of  audit operations 

shared: “Now, we are covering more [risk areas]. 

We can do 100% coverage using analytics 

instead of having to sample 25% to 30% of  the 

population, which means we can do deep dives. 

Additionally, because we automate, it lessens the 

possibility of a mistake. This means our audit risk 

is lessened.”  

• Improved agility of the internal audit team. 

Interviewees also noted that their organization is 

now more agile in making changes or additions to 

its assessment. They noted this to be particularly 

important because management of ten needs 

quick information from the internal audit team to 

make certain decisions. The head of  SOX 

compliance said: “We’re more agile in terms of  

doing full scope audits. With management, there 

is a time-element concern. We need to identify 

risk quickly to ensure they are covered and 

handled well. [With Diligent,] if  there are control 

def iciencies, we can easily notify management, 

and they can think about remediation.”  

• The internal audit team positioned as a 

strategic partner and business leader. 

Interviewees said that in the long run, the view 

their organization’s audit committee, executives, 

and other business units have of  the internal 

audit team improved due to all the additional 

activities the team is able to do with recaptured 

time, the automation f rom the tool, and the 

additional insight from the analytics. The head of  

internal audit told Forrester: “What we can show 

to our management now is if there is a $10 billion 

revenue opportunity, we were previously wasting 

it, or not able to convert it because of this or that 

issue. We can really identify the risk factor 

because we’re seeing the full coverage.” 

• Better business continuity by moving audit 

management to digital. The interviewees also 

shared that since their organization came from an 

environment that used physical papers and 

documents, there was also the benefit of moving 

to digital with Diligent Audit & Analytics. The head 

of  SOX compliance explained: “Since everything 

is digital, we have soft copies. This removes the 

risk that exist with physically storing records.” 

The head of  internal audit added: “Additionally, 

when we used physical papers, we would have 

bulks of papers and cabinets to hold them. Now, 

they are all centralized in our database, so no 

more paper.” 

“In addition to the manpower 

savings, the quality of reports 
and computations is much better 

[with Diligent Audit] compared to 
doing audit management 
manually.” 

Head of SOX compliance 
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FLEXIBILITY 

The value of  f lexibility is unique to each customer. 

There are multiple scenarios in which a customer 

might implement Diligent Audit & Analytics and later 

realize additional uses and business opportunities, 

including:  

• Improved positioning of  internal audit team as 

strategic partners and business leaders. In the 

long run, the additional activities that the internal 

audit is able to do as a result f rom all the 

recaptured time, the automation f rom the tool, 

and the additional insight f rom the analytics 

contributes to improving how the internal audit 

team is viewed by other business units, the audit 

committee, and executives. The head of  internal 

audit told Forrester: “What we can show to our 

management now is if  there is a $10 billion 

revenue opportunity, we were previously wasting 

it, or not able to convert it because of this or that 

issue. We can really identify the risk factor 

because we’re seeing the full coverage.” 

Flexibility would also be quantified when evaluated as 

part of a specific project (described in more detail in 

Appendix A). 

 

  

 

▬ Forrester Perspective: A Value-
Add GRC Program Is Not A Cost 
Center 

Because GRC programs historically have 

focused on the “C” (compliance), they’re of ten 

conf lated with another “C” (cost). This must 

change. Future-fit firms use risk management to 

support achieving business objectives. 

 

That being said, a GRC program is only as 

ef fective as its data is current. GRC programs 

stagnate when they lack crucial f rontline 

engagement with personnel who manage 

organizational assets, controls, and risk. 

Ef fective GRC platforms offer a streamlined user 

experience to ensure that data is current and 

relevant for the decisions at hand. 

 

Source: “The Governance, Risk, And 

Compliance Platforms Landscape, Q2 2023,” 

Forrester Research, Inc., April 21, 2023. 
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Quantif ied cost data 
 
 
 

ANNUAL COST TO DILIGENT  

Evidence and data. Interviewees said the main cost 

associated with their organization’s investment in 

Diligent Audit & Analytics is for licensing. This cost 

can vary depending on the exact use case of  the 

internal audit team and the implementing 

organization overall. 

Modeling and assumptions. For the purpose of this 

study, Forrester assumes that: 

• The interviewees’ organization pays $147,389 

per year for Diligent Audit Management, Internal 

Controls Management, and ACL Analytics. 

• Pricing may vary. Contact Diligent for additional 

details.  

Risks. The exact cost an organization needs to 

allocate can dif fer, depending on factors such as: 

• The number and types of  users who require 

access to Diligent Audit & Analytics. 

• The exact solution and module the organization 

needs included on the platform. 

Results. To account for these risks, Forrester 

adjusted this cost upward by 5%, yielding a three-

year, risk-adjusted total PV of  $385,000. 

  

  

Total Costs 

Ref. Cost Initial Year 1 Year 2 Year 3 Total 
Present 

Value 

Etr Annual cost to Diligent $0  $154,758  $154,758  $154,758  $464,275  $384,861  

Ftr 
Setup, implementation, 

and user training 
$130,789  $31,367  $6,461  $6,655  $175,272  $169,644  

Gtr Ongoing management $0  $86,486  $88,546  $90,605  $265,637  $219,875  

 Total costs (risk-

adjusted) 
$130,789  $272,611  $249,766  $252,019  $905,184  $774,380  

 

Annual Cost To Diligent 

Ref. Metric Source Initial Year 1 Year 2 Year 3 

E1 Annual cost to Diligent Company $0 $147,389  $147,389  $147,389  

Et Annual cost to Diligent E1 $0  $147,389  $147,389  $147,389  

  Risk adjustment ↑5%         

Etr Annual cost to Diligent (risk-adjusted)   $0  $154,758  $154,758  $154,758  

Three-year total:$464,274  Three-year present value: $384,861  
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SETUP, IMPLEMENTATION, AND USER 

TRAINING 

Evidence and data. The interviewees said their 

organization deployed internal staf f  to be involved 

with the setup and implementation of Diligent Audit & 

Analytics, and they also noted how it conducted user 

training. 

• The head of  internal audit said: “We had four 

people from our team assigned to compare and 

implement Diligent Audit & Analytics. Af ter 

starting the design phase, we completed 

implementation of  the design and launched the 

use for our internal audit team three months later. 

We then extended the use for SOX activities one 

month af ter that.” 

• The same interviewee told Forrester that their 

organization’s setup and implementation involved 

internal staff working full-time. They said: “For the 

entire process, the four implementation people 

were involved 100% of  the time.” 

• The head of  audit innovation said: “Training took 

a couple months. We selected various people to 

try out the tool because we knew it would be 

used enterprisewide — especially the SOX 

module. We even did the train-the-trainers model 

to ensure the knowledge and impact was 

widespread across the organization.” 

Modeling and assumptions. For the purpose of this 

study, Forrester assumes that: 

• The interviewees’ organization spends three 

months setting up Diligent Audit & Analytics. 

• Four employees dedicate 100% of  their time to 

this process. 

• The fully burdened annual salary of an employee 

involved with setup is $87,360 (or $42 per hour). 

• Three internal audit employees are involved in 

ongoing management and maintenance of  the 

tool, and these employees spend three days in 

“admin” training. 

• The 100 internal auditors and 1,000 business 

users go through smaller-scale training. The 

internal auditors each spend 4 hours in training, 

while the business users spend 1 hour in training. 

• Half  of each group is trained f irst, and the other 

half  is trained throughout the f irst year. 

• Assuming a 10% employee turnover rate, new 

hires in years 2 and 3 go through the same 

training as both the internal audit and business 

users group. 

Risks. The exact cost an organization needs to 

allocate for setup, implementation, and training can 

dif fer, depending on factors such as: 

• The organization’s exact use case and the 

capabilities of  Diligent Audit & Analytics it 

implements. 

• The previous environment the organization is 

moving from and the amount of information that 

will have to be migrated. 

• The skills, capabilities, and capacity of  the 

internal audit team. 

• The industry and region in which the organization 

operates. 

Results. To account for these risks, Forrester 

adjusted this cost upward by 10%, yielding a three-

year, risk-adjusted total PV of  $170,000. 
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Setup, Implementation, And User Training 

Ref. Metric Source Initial Year 1 Year 2 Year 3 

F1 Total time spent (years) Interviews 0.25 0 0 0 

F2 People involved Company 4 0 0 0 

F3 Percentage of time dedicated Interviews 100% 0 0 0 

F4 
Fully burdened annual salary of an 
employee involved with setup and 

implementation 

TEI standard $87,360  $0 $0 $0 

F5 
Subtotal: Total cost of employee for 

setup and implementation 
F1*F2*F3*F4 $87,360  $0 $0 $0 

F6 Admins trained Interviews 3 0 0 0  

F7 Time spent for admin training (hours) Interviews 24 0 0 0  

F8 Fully burdened hourly salary of an admin TEI standard $42  $0 $0 $0 

F9 
Time spent for business-user training 
(hours) 

Interviews 1 1 1 1 

F10 Business users trained Company 500 500 100 100 

F11 
Fully burdened hourly salary of a 
business user 

TEI standard $40  $40  $41  $43  

F12 
Time spent for internal auditor training 

(hours)  
Interviews 4 4 4 4 

F13 Auditors trained Company 50 50 10 10 

F14 Fully burdened hourly salary of an auditor TEI standard $42  $42  $43  $45  

F15 Subtotal: Total cost of employee training Company $31,539  $28,515  $5,874  $6,050  

Ft Setup, implementation, and user training F5+F15 $118,899  $28,515  $5,874  $6,050  

  Risk adjustment ↑10%         

Ftr 
Setup, implementation, and user training 

(risk-adjusted) 
  $130,789  $31,367  $6,461  $6,655  

Three-year total: $175,272  Three-year present value: $169,644  
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ONGOING MANAGEMENT 

Evidence and data. Interviewees noted that once 

their organization set up Diligent Audit & Analytics, 

there was some ongoing maintenance and 

management work to do. 

• The head of  audit innovation shared: “We have 

three people dedicated to optimizing the tool. 

This means [we] execute, implement, and launch 

optimization projects. We do enhancements of  

the tool, analytics, [and] connections to other 

source systems. To maintain what we have 

already implemented, we can delegate that to the 

owners, such as audit operations. We dedicate 

about 20% to 30% of  our time for this work.” 

• The AVP of audit operations added: “There is a 

decentralized model to using the tool, so no one 

person is manning everything for SOX and 

maintaining the template. There are dif ferent 

people working on different modules of the tool.” 

Modeling and assumptions. For the purpose of this 

study, Forrester assumes that: 

• Three people f rom the internal audit team are 

involved with ongoing management work. 

• These employees dedicate 30% of  their time to 

this activity. 

• The average fully burdened annual salary of  an 

internal audit staf f  member is $87,360. 

Accounting for inflation, this increases to $89,440 

in Year 2 and to $92,123 in Year 3. 

Risks. The exact cost an organization needs to 

allocate can dif fer, depending on factors such as: 

• The organization’s exact use case and the 

capabilities of Diligent Audit & Analytics that are 

implemented. 

• The skills, capabilities, and capacity of  the 

internal audit team. 

• The industry and region in which the organization 

operates. 

Results. To account for these risks, Forrester 

adjusted this cost upward by 10%, yielding a three-

year, risk-adjusted total PV of  $220,000. 

 
  
 

  
 

Ongoing Management 

Ref. Metric Source Initial Year 1 Year 2 Year 3 

G1 
Employees involved with ongoing 

management 
Company 0 3 3 3 

G2 Percentage of time dedicated Company 0% 30% 30% 30% 

G3 
Fully burdened annual salary of an 

internal audit staff member 
TEI standard $0 $87,360  $89,440  $91,520  

Gt Ongoing management G1*G2*G3 $0  $78,624  $80,496  $82,368  

  Risk adjustment ↑10%         

Gtr Ongoing management (risk-adjusted)   $0  $86,486  $88,546  $90,605  

Three-year total: $266,637 Three-year present value: $219,875  
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Financial Summary 

 

CONSOLIDATED THREE-YEAR RISK-ADJUSTED METRICS 
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Cash Flow Chart (Risk-Adjusted)

Total costs Total benefits Cumulative net benefits

These risk-adjusted ROI, 
NPV, and payback period 
values are determined by 
applying risk-adjustment 
factors to the unadjusted 
results in each Benefit and 
Cost section. 

 

The financial results calculated in the 

Benefits and Costs sections can be 

used to determine the ROI, NPV, and 

payback period for the organization’s 

investment. Forrester assumes a 

yearly discount rate of 10% for this 

analysis. 

 

Cash Flow Analysis (Risk-Adjusted Estimates) 

    Initial Year 1 Year 2 Year 3 Total 
Present 

Value 

Total costs   ($130,789) ($272,611) ($249,766) ($252,019) ($905,184) ($774,380) 

Total benefits   $0  $828,714  $1,105,959  $1,397,969  $3,332,641  $2,717,707  

Net benefits   ($130,789) $556,102  $856,193  $1,145,950  $2,427,457  $1,943,327  

ROI             251% 

Payback           <6 months 

 



 

THE TOTAL ECONOMIC IMPACT™ OF DILIGENT AUDIT, INTERNAL CONTROLS, AND ACL 21 

Appendix A: Total Economic 
Impact 

Total Economic Impact is a methodology developed 

by Forrester Research that enhances a company’s 

technology decision-making processes and assists 

vendors in communicating the value proposition of  

their products and services to clients. The TEI 

methodology helps companies demonstrate, justify, 

and realize the tangible value of IT initiatives to both 

senior management and other key business 

stakeholders. 

TOTAL ECONOMIC IMPACT APPROACH 

Benefits represent the value delivered to the 

business by the product. The TEI methodology 

places equal weight on the measure of  benef its and 

the measure of costs, allowing for a full examination 

of  the ef fect of  the technology on the entire 

organization.  

Costs consider all expenses necessary to deliver the 

proposed value, or benefits, of the product. The cost 

category within TEI captures incremental costs over 

the existing environment for ongoing costs 

associated with the solution.  

Flexibility represents the strategic value that can be 

obtained for some future additional investment 

building on top of the initial investment already made. 

Having the ability to capture that benef it has a PV 

that can be estimated.  

Risks measure the uncertainty of  benef it and cost 

estimates given: 1) the likelihood that estimates will 

meet original projections and 2) the likelihood that 

estimates will be tracked over time. TEI risk factors 

are based on “triangular distribution.”  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

The initial investment column contains costs incurred at “time 

0” or at the beginning of Year 1 that are not discounted. A ll 

other cash flows are discounted using the discount rate at the 

end of the year. PV calculations are calculated for each total 

cost and benefit estimate. NPV calculations in the summary 

tables are the sum of the initial investment and the 

discounted cash flows in each year. Sums and present value 

calculations of the Total Benefits, Total Costs, and Cash Flow 

tables may not exactly add up, as some rounding may occur. 

 

PRESENT VALUE (PV) 

The present or current value of  

(discounted) cost and benef it estimates 

given at an interest rate (the discount 

rate). The PV of costs and benef its feed 

into the total NPV of  cash f lows.  

 

NET PRESENT VALUE (NPV) 

The present or current value of  

(discounted) future net cash f lows given 

an interest rate (the discount rate). A 

positive project NPV normally indicates 

that the investment should be made, 

unless other projects have higher NPVs.  

 

RETURN ON INVESTMENT (ROI) 

A project’s expected return in percentage 

terms. ROI is calculated by dividing net 

benef its (benef its less costs) by costs.  

 

DISCOUNT RATE 

The interest rate used in cash f low 

analysis to take into account the  

time value of  money. Organizations 

typically use discount rates between  

8% and 16%.  

 

PAYBACK PERIOD 

The breakeven point for an investment. 

This is the point in time at which net 

benef its (benefits minus costs) equal initial 

investment or cost. 
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Appendix B: Supplemental Material 

Related Forrester Research 

 

"The Governance, Risk, And Compliance Platforms Landscape, Q2 2023,” Forrester Research, Inc., April 21, 2023. 

“Drive Faster, Better Strategic Decisions With Enterprise Risk Management,” Forrester Research, Inc., August 2, 

2021 

“Now Tech: Governance, Risk, And Compliance Platforms, Q2 2021,” Forrester Research, Inc., April 2, 2021 

 

Appendix C: Endnotes 

 
1 Source: “The Forrester WaveTM: Governance, Risk, And Compliance Platforms, Q3 2021,” Forrester Research, 

Inc., September 22, 2021. 

 
2 Total Economic Impact is a methodology developed by Forrester Research that enhances a company’s  

technology decision-making processes and assists vendors in communicating the value proposition of  their 

products and services to clients. The TEI methodology helps companies demonstrate, justify, and realize the 

tangible value of  IT initiatives to both senior management and other key business stakeholders . 

 
3 Fully burdened salary includes both the direct wages and indirect costs of  hiring and employment. Burden rate 

refers to indirect costs of employment beyond direct compensation, including, but not limited to hiring costs, training 

costs, f inancial services, paid time of f , sick leave, expenses, retirement contributions, payroll taxes, and 

incremental technology and workplace costs for the employee.  

https://www.forrester.com/report/the-governance-risk-and-compliance-platforms-landscape-q2-2023/RES179181?ref_search=3470010_1686251782971
https://www.forrester.com/report/drive-faster-better-strategic-decisions-with-enterprise-risk-management/RES174316?utm_source=forrester_tei&utm_medium=web&utm_campaign=consulting
https://www.forrester.com/report/now-tech-governance-risk-and-compliance-platforms-q2-2021/RES161773?utm_source=forrester_tei&utm_medium=web&utm_campaign=consulting
https://www.forrester.com/report/the-forrester-wave-governance-risk-and-compliance-platforms-q3-2021/RES176196?utm_source=forrester_tei&utm_medium=web&utm_campaign=consulting
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