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WHY DO INTERNAL AUDITS FAIL? THE 

INTERNAL AUDITORS’ PERSPECTIVE  
 

Abstract: ISO 9001 quality management system may be seen 

as a set of joined tools, such as: researching the customers’ 

needs and satisfaction, control of the records, management 

reviews, internal audits, corrective and preventive actions, 

etc. The effectiveness of each of the elements directly 

influences the effectiveness of the whole quality management 

system. The paper aims at identifying the factors which might 

negatively influence the quality of one of the most important 

from the group i.e. internal audits. The problems concerning 

internal audits have been identified on the basis of literature 

study and the research among internal auditors operating 

within the City Hall in Walbrzych, Poland. The study 

confirmed in practice the occurrence of problems which may 

significantly decrease the quality of internal audits and 

subsequently cause fall of quality management systems' 

effectiveness. They include: unsatisfactory level of auditor's 

training, lack of time to properly prepare an audit (resulting 

from the necessity to combine actions of the internal auditor 

and other basic activities), and lastly, lack of the auditee and 

organization management's recognition. 

Keywords: internal audit, quality management system, ISO 

9001, municipal office 

 

 

1. INTRODUCTION  
 

Contemporary organizations are actively 

seeking ways to improve the products and 

services they offer. One of the most popular 

solutions is choosing a quality management 

system (QMS) compliant with ISO 9001 

requirements. This standard was created by 

International Organization for Standardization, 

the main international body for normalization. 

The first version appeared in 1987, and was 

revised in 1994 and again in 2000. The last 

version was due in November 2008 [1]. 

The influence of the ISO 9001 on 

organizations results has been analyzed by 

many experts in the literature.  Many empirical 

studies have proved that ISO 9001 is successful 

in building conformance capability and that by 

using this standard organizations can also 

benefit in relation to production economics 

through improved process efficiency, and also 

to other organizational capabilities [2]. Wu and 

Chen proved that the ISO-certified companies 

show enhanced business efficiency when 

compared with non-certified ones [3]. 

Fotopoulos, Psomas and Vouzas found that it is 

an effective tool for implementing the Total 

Quality Management concept and, in particular, 

its employee involvement, process and data 

quality management and customer focus 

components [4]. However, the critical opinions 

on the efficiency of the quality management 

system have not fallen quiet. They claim the 

bond between the QMS and the organization's 

objectives is too week. Moreover it highly 

increases the level of bureaucracy. The claims 

are supported with research results. For 

instance: Lundmark, E., Westelius stated that 

quality management system can lead to reduced 

flexibility [5]. Srivastav indicated that the ISO 

9001 standard is relevant for an organization 

which does not yet have mature quality 

management processes [6]. Rodríguez-Escobar 

et al proved that ISO 9001 certification tends to 

dissatisfy small companies with respect to 

productivity and costs benefits and, especially, 

to commercial benefits [7]. Boiral and Amara 

found that only 26.6% of the organizations 

holding ISO certification actually meet the 

international standard efficiently [8]. 

http://www.emeraldinsight.com/doi/full/10.1108/TQM-12-2010-0041
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Contradictory opinions on the practical role of 

the management systems show that QMS’s 

effectiveness and efficiency are still debatable 

subjects. It is especially important for the 

researchers to find out the causes of 

nonconformities in the practice of the quality 

management system functioning.  

Quality management system may be seen 

as a set of joined solutions such as: researching 

the customers’ needs and satisfaction, control 

of the records, management reviews, internal 

audits, corrective and preventive actions, etc 

[9]. The effectiveness of each of the elements 

directly influences the effectiveness of the 

whole quality management system. In 

professional studies there are plenty of articles 

concerning the effectiveness of the QMS seen 

as a whole. However, it lacks studies 

concerning its separate elements e.g. internal 

audits. Few articles present the practice of the 

activity (e.g. analyzing problems that internal 

auditors meet), diagnosis of the reasons for 

their occurrence or a suggestion how to deal 

with them. 

 

 

2. INTERNAL AUDITS 
 

The ISO 9001 standard requires 

organization to conduct internal audits at 

planned intervals to determine whether the 

quality management system conforms to the 

planned arrangements and to the requirements 

of ISO 9001 [10]. Internal auditing is widely 

recognized as an important business tool in the 

area of quality management [11]. The primary 

purpose of an audit is to enable an organization 

to evaluate their process management systems, 

determine deficiencies and generate cost-

effective and efficient solutions. An audit is 

performed to check practice against procedure 

and to thoroughly document any differences. It 

is used to measure an organization's ability ‘to 

do what it says it is going to do’ [12]. Internal 

audits may, however, contribute to achieving 

other benefits. Internal audits can, for example: 

1) stimulate workers to work better (following 

the procedures and rules, more effective 

and more efficient work), 

2) represent a means to exchange knowledge 

and spread good practices, 

3) represent a means to stimulate business 

improvements, 

4) help managers attain the business 

objectives of the company [13]. 

Additionally, internal audits may cause: the 

reduction of risk, realization of synergies, less 

duplication and overlap of efforts (including: 

training, paperwork, administration) and 

enhanced corporate image-external recognition 

of management capabilities [14].   

To achieve the benefits, audits should be 

properly planned and performed. It is assumed 

that an effective audit: 

1) has adequately defined audit objectives, 

approved by all stakeholders; 

2) has a suitable plan accepted by all; 

3) allows for adequate resources; people and 

time; 

4) is executed by competent auditors; 

5) is conducted in accordance with a standard 

or procedure; 

6) has findings that are valid and significant to 

record which are analyzed against 

objectives and risk and that lead to 

improvements; 

7) has satisfied clients; and  

8) provides evidence of improved working 

practices [15]. 

Although in the professional literature 

there are articles describing organizations 

which have successfully implemented a system 

of internal audits [16], they are very scare. The 

opinion that potential benefits of the internal 

audits are rarely achieved in practice is much 

more popular [17]. For example Elliott et al 

stated that internal audits are too focused on the 

program achievement, not the resulting value 

from improvement action. So, the current aim 

of internal auditing should be transformed from 

ensuring that the program or schedule is met, to 

be one of capturing and tracking the actual 

benefits and savings resulting from it. This 

changes the associated assumption that the 

problems found will lead to improvements 

being made to a new focus that would state that 

internal auditing has eliminated poor practice 

and initiated savings of some quoted estimated 

value [18]. It is also noticed that the internal 

auditors’ skills are too low and they have a 

limited knowledge of the areas they audit. 

Therefore an auditor, who is not an expert for a 

certain area, cannot audit this area [19]. 

Kaziliûnas pointed out that many auditors lack 

the real interpersonal skills or experience to 

engage effectively with both main board 

directors and the shop floor workers. Too often, 

there is insufficient interaction with senior 

managers and main board directors. Very 

important that auditors must have sufficient 

preparation, training and gravitas and will be 

reluctant to engage top management and have 
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capability to interface at this level. If auditors 

do not have sufficient intellectual potential or 

political or cultural savvy, how can we expect 

them to bring about real change in client 

organizations? [14]. It is worth noticing, 

though, that majority of those evaluations are of 

theoretical nature with no support in empirical 

studies. They were introduced on the basis of 

the author's reflections and observations. 

The goal of this article is to verify if the 

problems concerning internal audits mentioned 

in the literature of the subject occur in practice. 

 

 

3. METHODOLOGY AND 

SURVEY RESULTS 
 

The questionnaire was developed basing 

on problems revealed in the literature. It 

includes various claims concerning internal 

audits. The task of the respondents was to 

evaluate the truth of those claims in the practice 

of their organizations using a 5 grade scale 

where 1 means “definitely not”, 2 “rather not”, 

3 “neither yes nor not”, 4 “rather yes” and 5 

“definitely yes”. 

Next, a request to participate in the project 

was sent to three major Polish municipal offices 

certified with ISO 9001 and the City Hall in 

Wałbrzych accepted the proposal. The 

organization has been certified with ISO 9001 

since 2005 and currently employs 464 people 

with 12 active internal auditors functioning in 

it. Seven of them have worked for more than 5 

years; three have worked for 3 to 5 years while 

the remaining 2 have spent less than 3 years at 

the position. Each of them has carried out more 

than 10 internal audits. The audit procedures 

are performed within the regular working hours 

of the auditors and they receive no extra 

payment for the task.  On 9 February, 2015 

there was a meeting with the auditors where 

they were informed about the scientific purpose 

of the study and they were assured about the 

privacy of their answers. After that, the auditors 

were asked to fill in the surveys and leave them 

in a pre-prepared box. All surveys were 

correctly completed.  

 For the purpose of this article, seven 

issues included in the survey will be analyzed. 

They concern:  

1) general evaluation of internal audits, 

2) internal auditors' training, 

3) auditors' self-preparation to performing 

internal audits, 

4) the influence of auditor's duties on standard 

activities, 

5) auditees' appreciation,  

6) organization management's appreciation, 

7) satisfaction with the function of an auditor. 

 

3.1 General evaluation of internal audits 

 

 The first issue concerned a general 

evaluation of the internal audits performed in 

the organization. It was formulated in this way: 

Internal audits let us evaluate the situation in 

our organization and diagnose its weaknesses. 

 Distribution of marks is given in table 1. 

 

Table 1.  General evaluation of internal audits 

Auditors Assessment 

1 3 

2 3 

3 3 

4 4 

5 3 

6 2 

7 3 

8 5 

9 4 

10 1 

11 4 

12 2 

Source: own work on the basis of carried out 

research. 

 

The highest mark (5) was given by one 

person. Similarly the lowest (1) was also given 

by only one person who, in this way, declared 

the audits to be completely unnecessary in the 

organization. The average mark was 3.08.    

 

3.2 Internal auditors' training 

 

 The second evaluated issue concerned the 

concept of auditors' training. The actual 

sentence was: I was provided with a proper 

number of trainings concerning carrying out 

internal audits. 

Distribution of marks is given in table 2. 
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Table 2. Internal auditors' training  

Auditors Assessment 

1 4 

2 2 

3 3 

4 2 

5 3 

6 2 

7 3 

8 1 

9 4 

10 1 

11 1 

12 1 

Source: own work on the basis of carried out 

research. 

 

None of the respondents chose the highest 

mark (5) in this case while as many as four 

chose the lowest (1) mark and other two also 

gave a low mark (2). The average was 2,25.  

 

3.3 Auditors' self-preparation to performing 

internal audits 

 

The third evaluated issue concerned proper 

self-preparation to carrying out an internal 

audit. The idea was defined as follows: I always 

find time to sufficiently prepare to carry out 

every internal audit. Distribution of marks is 

given in table 3. 

 

Table 3. Proper preparation to perform every 

audit 

Auditors Assessment 

1 3 

2 4 

3 2 

4 2 

5 2 

6 2 

7 2 

8 2 

9 2 

10 1 

11 1 

12 1 

Source: own work on the basis of carried out 

research. 

Ten respondents claimed they have no time 

to prepare sufficiently to every audit (they 

provided 1 or 2 mark). The average grade was 

2.0.    
 

3.4 The influence of auditor's duties on 

standard activities 

 

The fourth issue meant to verify whether 

the function of an internal auditor has a 

negative influence on the auditor's everyday 

duties. It was formulated in this way: Carrying 

out internal audits makes performing everyday 

duties more difficult.   

Distribution of marks is given in table 4. 

 

Table 4. Influence on everyday duties 

Auditors Assessment 

1 4 

2 2 

3 3 

4 5 

5 2 

6 3 

7 5 

8 5 

9 4 

10 4 

11 5 

12 5 

Source: own work on the basis of carried out 

research. 

 

Nobody chose the lowest (1) answer. Two 

respondents chose answer 2 while answer five 

was chosen by as many as 5 auditors. The 

average mark was 3,92.    
 

3.5 Auditees' appreciation 

 

The fifth issue concerned the appreciation 

of the auditors' efforts shown by the auditees. 

Actual statement was: The auditees show 

respect to our work (and its results) of internal 

auditors. Distribution of marks is given in table 

5. 

Three respondents assigned mark 1, one of 

them marked it 2. Three of them chose answer 

1 and one person marked it 2. Nobody gave the 

highest mark (5). The average mark was 2,75. 
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Table 5. Auditees' appreciation 

Auditors Assessment 

1 4 

2 3 

3 3 

4 2 

5 1 

6 3 

7 3 

8 4 

9 4 

10 1 

11 4 

12 1 

Source: own work on the basis of carried out 

research. 

 

3.6 Organization management's appreciation  

 

The sixth evaluated issue aimed at 

checking whether the auditors feel that the 

organization's management values their work as 

internal auditors. The issue was formed as 

follows: The organization's management values 

my work as an internal auditor.  Distribution of 

marks is given in table 6. 

 

Table 6. Management's appreciation 

Auditors Assessment 

1 4 

2 3 

3 1 

4 2 

5 2 

6 1 

7 1 

8 2 

9 2 

10 1 

11 1 

12 1 

Source: own work on the basis of carried out 

research. 

 

Half of the auditors chose the lowest 

answer (1) in this case. Subsequent four 

respondents chose answer 2. Nobody marked it 

5.The average mark was 1,75.    
 

3.7 Satisfaction with the function of an 

auditor 

 

The last of the evaluated issues concerned 

the auditors' satisfaction with their work. It 

was: I am generally satisfied with my function 

of an internal auditor. Distribution of marks is 

given in table 6. 

 

Table 7. Satisfaction with the function of an 

auditor 

Auditors Assessment 

1 4 

2 5 

3 3 

4 4 

5 2 

6 2 

7 3 

8 3 

9 4 

10 3 

11 2 

12 1 

Source: own work on the basis of carried out 

research. 

 

One person chose answer 1, other three 

answered 2. One respondent marked it 5. The 

average mark was 3.00.    

 

 

4. DISCUSSION 
 

The research confirmed the occurrence of 

problems in the organization which were 

mentioned in chapter two. The internal auditors 

feel they have not been properly trained. They 

also lack time to prepare themselves to every 

audit. Moreover, they claim that preparation to 

audits may interrupt their duties.  

The respondents say their management 

does not appreciate their efforts which may 

have a very negative influence on the quality of 

the audits. The auditors are not valued by the 

auditees either.  It is worth noticing that the 

organization management's appreciation is the 

issue with the lowest marks in the study.  Table 

8 presents the list of the average marks given to 

every issue in the research.   
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Table 8. The evaluation of chosen issues 

connected with the work of internal auditors 

Auditors 
Average 

mark 

The organization's management 

values my work as an internal 

auditor. 

1,75 

I always find time to sufficiently 

prepare to carry out every internal 

audit. 

2,00 

I was provided with a proper 

number of trainings concerning 

carrying out internal audits. 

2,25 

The auditees show respect to our 

work (and its results) of internal 

auditors. 

2,75 

I am generally satisfied with my 

function of an internal auditor. 
3,00 

Internal audits let us evaluate the 

situation in our organization and 

diagnose its weaknesses. 

3,08 

Carrying out internal audits makes 

performing everyday duties more 

difficult. 

3,92 

Source: own work on the basis of carried out 

research. 

 

As a result of these problems, auditors do not 

think that an internal audit is an effective tool 

facilitating the proper evaluation of an 

organization's situation. It does not help them 

diagnose its weaknesses either. Additionally 

they are not satisfied with their function of 

internal auditors.   

 

 

5. CONCLUSION 
 

The paper concerns the quality of internal 

audits carried out in the area of quality 

management systems ISO 9001. A pilot study 

confirmed in practice the occurrence of 

problems which may significantly decrease the 

quality of internal audits and subsequently 

cause fall of quality management systems' 

effectiveness.  

Just as with any other research work, this 

survey had its limitations. The biggest one is its 

coverage as it was performed among auditors 

employed in one organization only. Therefore 

the study should continue and involve more 

organizations. It also might be useful to verify 

whether the structure of identified problems 

will vary depending on the types of 

organizations e.g. production companies, 

hotels, schools, etc. 

 

 

   

REFERENCES: 
 

[1] Heras-Saizarbitoria, I., Casadesús, M., & Marimón F. (2011). The impact of ISO 9001 standard and 

the EFQM model: The view of the assessors. Total Quality Management, 22(2), 197-218. 

[2] Rusjan, B., & Castka, P. (2010). Understanding ISO’s 9001 Benefits and Research through an 

Operations Strategy Framework. International Research Journal, 8(1), 97-118. 

[3] Wu, S.,I., Chen, J.H. (2011). Comparison between manufacturing companies that are ISO certified 

and those that are not certified using performance measurement model. Total Quality Management, 

22(8), 869-890. 

[4] Fotopoulos, Ch.V., Psomas, E.L. & Vouzas, F.K. (2010). Investigating total quality management 

practice’s inter-relationships in ISO 9001:2000 certified organizations. Total Quality Management, 

21(5), 503-515. 

[5] Lundmark, E., &  Westelius, A. (2006). Effects of Quality Management According to ISO 9000: A 

Swedish Study of the Transit to ISO 9000:2000. Total Quality Management & Business Excellence, 

17(8), 1021-1042. 

[6] Srivastav, K. (2011). ISO 9000 as an organization development intervention. The TQM Journal, 

23(3), 313-325. 

[7] Rodríguez-Escobar, J., A., Gonzalez-Benito, J., & Martínez-Lorente, A., R. (2006).  An analysis of 

the degree of small companies' dissatisfaction with ISO 9000 certification. Total Quality 

Management & Business Excellence, 17(4), 507-521. 

[8] Boiral, O., & Amara, N. (2009). Paradoxes of ISO 9000 performance – a configurational approach. 

Quality Management Journal, 16(3), 36-60. 

[9] Chin, K.S., Poon, G.K., & Pun, K.F. (2000). The critical maintenance issues of the ISO 9000 

system: Hong Kong manufacturing industries’ perspective. Work Study, 49(3), 89-99. 

javascript:__doLinkPostBack('','mdb~~bth%7C%7Cjdb~~bthjnh%7C%7Css~~JN%20%22Total%20Quality%20Management%20%26%20Business%20Excellence%22%7C%7Csl~~jh','');
javascript:__doLinkPostBack('','mdb~~bth%7C%7Cjdb~~bthjnh%7C%7Css~~JN%20%22Total%20Quality%20Management%20%26%20Business%20Excellence%22%7C%7Csl~~jh','');
javascript:__doLinkPostBack('','mdb~~bth%7C%7Cjdb~~bthjnh%7C%7Css~~JN%20%22Total%20Quality%20Management%20%26%20Business%20Excellence%22%7C%7Csl~~jh','');


 

9
th

 IQC June, 2015                               373 

[10] PN-EN ISO 9001 Quality management systems – Requirements. (2009). Warsaw: Polski Komitet 

Normalizacyjny. 

[11] Bhatti, M. I., & Awan, H., M. (2004). The Role of Quality Auditing in the Continuous 

Improvement of Quality: Lessons from Pakistani Experience. International Journal of Auditing, 8, 

21-32. 

[12] Tricker, R. (2010). ISO 9001: 2008 for Small Businesses. Butterworth-Heinemann, Oxford. 

[13] Alič, M., & Rusjan, B. (2011). Managerial relevance of internal audit. The TQM Journal, 23(3), 

284-300. 

[14] Kaziliûnas, A. (2008).  Problems of auditing using quality management systems for sustainable 

development of organizations.  Baltic Journal on Sustainability, 14(1), 64-75. 

[15] Elliott, M., Dawson, R., & Edwards, J. (2007). An improved process model for internal auditing. 

Managerial Auditing Journal, 22(6), 552-565. 

[16] Kettunen, J. (2012). External and internal quality audits in higher education. The TQM Journal, 

24(6), 518-528. 

[17] Nichols, A. (2012). ISO 9001 Internal Quality System Audits. Management, 51(10), 39-41. 

[18] Elliott, M., Dawson, R., Edwards, J. (2007), An improved process model for internal auditing. 

Managerial Auditing Journal, 22(6), 552-565. 

[19] Pivka, M. (2004). ISO 9000 Value-Added Auditing. Total Quality Management, 15(3), 345-353.  

 

  



 

374                                                            P., Rogala 

 


