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ABSTRACT  

The internal audit function is an essential part of an organization, which if functioning effectively should 

ensure transparency, accountability, and efficient service delivery.   In recent times, the public health sector 

has become the focus of debate among stakeholders who decry the poor state of health facilities, poor 

service delivery, misappropriation of funds, misuse/mismanagement of assets, fraud. This has resulted in 

an increase in private hospital patronage as patients prefer private hospitals to public hospitals. The major 

objective of this study is to assess those attributes that influence internal audit effectiveness in the Nigerian 

public health sector. The study employed survey research in examining and understanding the problem. 

For the purpose of this study, the main form of data collection was series of interview with the internal 

auditors of the sample public health sectors and a structured questionnaire. The result reveals that Auditors 

independence, Internal audit quality, Management support, Auditee attributes and Organizational setting 

positively influences internal audit effectiveness. It was concluded that, for audit of any kind to be successful 

in achieving its potential, it needs to operate in an environment where transparency and public 

accountability are normal occurrences. The study recommended that, the internal auditor should have 

maximum independence from the ministry they work in. The internal audit activities must be positioned in 

such a way that it may obtain cooperation from ministry, have free unrestricted access to all functions, 

records, property and personnel including those charged with governance. Management must ensure that 

the right controls are in place to monitor and measure business practices and behavior, that the right 

management team is put together, and the culture includes an enterprise wide commitment to understanding 

and embracing corporate values. 

 

KEYWORDS: Internal audit effectiveness, auditor independence, Internal audit quality, Management 

support, Auditee attributes and Organizational setting 

 

1.0 INTRODUCTION  

The evolution of internal audit function has seen a paradigm shift in the last three decades which has 

witnessed a portfolio of skills required for internal auditor to achieve professional and technical success in 

the discharge of his/her duties. Davidson (1991) and Golen (2008) emphasized the importance of the need 

for effective communication skills in all organization functions. Internal auditors’ effectiveness is a function 
of internal auditors’ characteristics which include objectivity, effective communication, and proficiency, 
due professional care and training and development. With the latest global economic meltdown and the 

increasing fraud cases, the internal audit functions are becoming vital in both private and public sectors. 



452 
 

The management of public sector organizations is urged to maintain an effective system of internal control, 

and the roles of internal audit, therefore should be well implemented (Jones & Pendlebury, 2000).  

 

Internal auditors are employed by senior management and are agents of the board of Directors and audit 

committees who trust their ability to monitor and evaluate senior management works. Organizational 

members are required by law to evaluate the internal control system and this is achieved through effective 

communication between the internal auditors and organization members. Evaluation of a firm internal 

control which involves collection of sufficient and reliable evidence is subject to the type of communication 

skills deployed by the internal auditor to extract these facts. Internal audit department performance refers 

to the planning and supervision, fieldwork, recording, reporting, findings and recommendation and 

following-up of internal audit recommendations. This performance is impossible without effective 

communication by the internal auditor to organization members on what is expected at each stage of internal 

audit performance and communications of audit findings to top management. Internal audit’s main objective 

is to assist the Government to achieve sound public financial and operational management through effective 

public spending, financial accountability and transparency. However, the internal audit has not achieved 

this objective as evidenced by the numerous frauds and scandals in the public sector. 

 

 Corruption is commonly defined as the misuse of entrusted power for private gain. In West Africa, 

corruption features across sectors, including health, where it can undermine the delivery of care, exacerbate 

health inequities and can mean the difference between life and death.  Corruption, often defined as the abuse 

of entrusted power for private gain, cuts across all components of health systems (Transparency 

International (TI), 2016), and is perceived to be responsible for the failures within the health sector to 

translate the wealth of nations into wellbeing for citizens and health service users (World Bank, 2015). 

Manifestation of corruption in, low and middle-income countries undermine the delivery of care and 

exacerbate health inequities, and can mean the difference between life and death (Dovlo, 2012). According 

to the World Bank (2015), there are widespread failings within health infrastructure and service delivery in 

developing countries. Corruption in the health sector is associated with higher percentage of incidences of 

mortality and morbidity than in higher income countries (Akokuwebe and Adekanmbi, 2017). There are 

also financial consequences of corruption, with the high cost of combating it depleting government revenue 

(Hanna, 2011; Human Rights Watch, 2007; Holeman, 2016; Enakhimion, 2011). Public sector failure to 

deliver the required and needed service questions on the effectiveness of the internal audit in the Nigerian 

public sector. Corruption, lack of transparency and accountability are all part and parcel of Nigerian life 

was made clear in an interview given by Tunku Abdul Aziz Tunku Ibrahim with the New Sunday Times 

(24 October 2004). All this problem impedes the economic development of Nigeria considering her human 

and natural endowment. It is therefore imperative that Internal Audit functions be an integral part of Public 

Financial Management Reforms in Ministries, Agencies, parastatals and all government departments to 

enable the country achieve the intended goals (Ali 2007).  

 

Nigeria, like many other developing countries, is suffering from serious shortcomings of Internal Audit 

with lack of competent staff, no support from management, inadequate training and development and many 

more. There are a high percentage of these organizations where the internal audit units or departments are 

not able to operate effectively as a result of the acute shortage of staff and of staff lacking in appropriate 
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audit skills (Ali et al 2007). The National Audit Department (NAD), with their cynical exploitation of the 

internal audit units as simply training grounds for their staff requirements further undermines the 

effectiveness and credibility of the internal audit units in all government departments and agencies (Ali et 

al 2007).  

 

In line with the definition of internal auditing as defined by the Institute of Internal Auditors (IIA), A 

decisive study on the above issues while putting focus on the underlying factors in successful internal audit 

especially in public sector has been lacking. Therefore, this study was carried out to examine the factors 

affecting the internal audit effectiveness on the performance of public health institutions in Nigeria. 

Specifically, this study will consider; Internal audit quality, Management support, Auditee attributes and 

Organizational setting as there affect internal audit effectiveness.  

 

Theoretical framework 

Contingency theory is used in this research. Badara and Saidin (2014) said that contingency theory was able 

to help researchers to explain about one    phenomenon systematically. This theory could explain the 

relationship between two or more variables. In this research, the internal audit effectiveness is something 

expected to be achieved. To achieve the internal audit effectiveness, we had to pay attention to the factors 

that might affect it. That internal audit effectiveness depended on contingency variables, they were 

competence of the internal auditor, independence of the internal auditor, auditee support to internal audit 

activities, and the relationship between internal and external auditors. Competence of the internal auditor is 

auditor’s abilities to applied what he/ she knows to carry out audit activities properly. The Institute of 
Internal Audit claimed that auditors’ competencies is a key element in effective internal audit activities. 
Having said that, internal auditors have to possess skills, knowledge and other competencies to engage in 

internal audit duties. Furthermore, work of internal audit is heavily used by external auditors and they tend 

to rely more if the audit is made with high competencies (Al-Twaijry et al., 2004). Researches have focused 

on the needs for audit personnel to attain high quality internal audit. Ahmad et al. (2009) and Ali et al. 

(2007) tested the importance of internal audit activities in Malaysia and they found that most of the qualified 

staff are observed on trainings, experience and knowledge about internal auditing negatively affected the 

role of the internal audit and suggested that training as an important requirement for improving internal 

audit work. 

 

Public Sector Governance  

The public sector consists of governments and all publicly controlled or publicly funded agencies, 

enterprises, and other entities that deliver public programs, goods, or services (Goodson, Mory, Lapointe, 

2012) A public sector organization may exist at any of these four levels which include international, 

national, regional and local government. On the other hand, public sector governance encompasses the 

policies and procedures used to direct an organization's activities to provide reasonable assurance that 

objectives are met and that operations are carried out in an ethical and accountable manner (Karanja, 2010). 

In Nigeria, various public sector reformation programs have been initiated with the focus of ensuring good 

governance and better accountability of public agencies. The overall objectives of the improvement 

programs are to ensure better service delivery and subsequently ensuring more transparent, accountable, 

and inclusive and participative decision-making processes of public agencies (Nabiha , 2013). However, 
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the Nigerian public sector is still being criticized for poor governance. The National Audit Department has 

highlighted weaknesses and irregularities in public procurement at all levels, be it at the Federal, State and 

Local government level as well as in Statutory Bodies. Some of these weaknesses and irregularities involve 

serious violations of established procurement guidelines and procedures.” (Auditor General Speech, 2012). 

Based on the above scenario, it is therefore imperative that the public sector governance and performance 

needs to be improved. In order to make that happen, the internal audit unit of the public sector must play an 

important role in ensuring the transparency and accountability of the public sector governance (Goodson et 

al. 2012).  

 

Activities of internal audit  

The internal auditor by implication is the organizations critical friend – someone who can challenge current 

practice, champion best practice and be a catalyst for improvement. 

 

 Evaluating controls and advise managers at all levels  

Internal audit’s role in evaluating internal controls is wide ranging because everyone from the mailroom to 
the boardroom is involved in internal control. The internal auditor’s work includes assessing the tone and 
risk management culture of the organization at one level through to evaluating and reporting on the 

effectiveness of the implementation of management policies at another.  

 
Evaluating risks  

Internal auditors identify key activities and relevant risk factors and assess their significance. Changing 

trends and business/economic conditions impact the way the internal auditor assesses risk. The techniques 

of internal auditing have changed from a reactive and control based form to a more proactive and risk based 

approach. This enables the internal auditor to anticipate possible future concerns and opportunities as well 

as identifying current issues.  

0 
Analyzing operations and confirm information  

Achieving objectives and managing valuable organizational resources requires systems, processes and 

people. Internal auditors work closely with line managers to review operations then report their findings. 

The internal auditor must be well versed in the strategic objectives of their organization, so that they have 

a clear understanding of how the operations of any given part of the organization fit into the bigger picture.  

“Challenge, Champion, Catalyst for improvement” 

 

Ad hoc Duties 

In the public sector, there is so much for the internal auditors to cover in spite of the staff restraints however 

they also need to carry out the organization’s operational responsibilities alongside their internal audit 
duties, for example answering the audit observations and doing ad hoc works. In our interview, we have 

received different opinions on how the ad-hoc duties affect the effectiveness of internal auditing in the 

public sector.  The additional organizational task internal auditors have to perform seems to be another 

dilemma faced by internal auditors in the public sector. In the three audit units we interviewed, the internal 

auditors came up with different responses on this matter. Some of them have no problem with the ad hoc 

duties given to them while others admit that they are facing troubles due to these additional organizational 

tasks.  At the Internal Audit, Internal Control & Compliance Conference on 12th September 2011, Tan Sri 
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Dato’ Setia Ambrin Bin Buang Auditor General Of Malaysia stated in his speech that in the public sector, 

there is so much for the internal auditors to cover despite the staff constraints, therefore in certain cases, the 

independence of internal auditors seems to have been compromised by them being required to perform the 

organization’s operational tasks alongside their internal audit duties, for example replying the audit 
observations and doing ad hoc jobs. As a result, the quality of auditing is affected and it is not surprising 

therefore that what little audit they could conduct is just confined to the financial control assessment instead 

of mitigating potential fraud cases.  

 

In the research conducted by A Md Ali (2009) on the internal audit in the state and local government of 

Malaysia, he has reported on the additional organizational task dilemma of the internal auditors. From his 

report, there was also one particular case where, in the closed-ended section of the interview session, the 

responses indicated that the internal audit personnel do not conduct operational activities for the 

organization. However, in the open-ended section of the interview, the responses clearly indicated that the 

head of the organization specifically assigned the audit head the task of preparing group account for the 

organization (Ali et al., 2007). In summary, it can be said that the ad hoc duties internal auditors have to 

perform affects the quality of the auditing. This in turn affects the internal audit effectiveness in the public 

sector. 

 

Internal Audit Function in Public Sector  

As is true for all internal auditors, public sector internal auditors are called upon to assist organizations in 

improving their operations. The public sector internal audit function is an element of a strong public sector 

governance foundation. Most public sector internal auditors also play a role in their entity’s accountability 
to the public as part of the check-and-balance process. The diverse nature of the public sector places 

increasing importance and value on a common understanding of independence as it is key to any auditor’s 
credibility. As internal auditors are an integral part of the organization, the achievement and maintenance 

of independence is even more challenging and its function can be organized and performed at various levels 

within an entity, or within a broader framework that covers a set of similar entities. The same principles 

and rules apply to these different organizational levels of internal auditing.  When observing the public 

sector and international institutions in general, the function of IA is essential for effective management. As 

the Institute for Internal Audit (2012) points out the IA function in the public sector is of great importance 

and must be structured in a manner that ensures the fulfillment of their accountability and transparency to 

the general public, while at the same time allows them to efficiently, effectively and cost-effectively meet 

its goals. For the IA in the public sector the key point is the credibility and the level of independence with 

which this function is performed.  One must keep in mind that the staff of these departments is also an 

integral part of particular public organizations, so credibility and independence, as well as their advisory 

role, are becoming an increasing challenge and the point of potential conflicts of interest. 

 

The public sector internal audit has been looked into by various researchers across the world. It is not 

surprising that many countries are facing dilemmas in managing the internal audit in their country. internal 

auditing in the public sector served as a simple administrative procedure which comprised mainly of 

checking accuracy of transactions, pre-payment verification and control, counting assets and reporting on 

past events to various types of management. Based on Deloitte (2011), a combination of forces has led to a 
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quiet revolution in the profession in recent years. Governments moving toward higher levels of transparency 

must demonstrate accountability in the use of public money and efficiency in the delivery of services. Larger 

and more complex operations demand greater competency and professionalism from internal auditors to 

minimize and manage risk (Deloitte, 2011).  

 

In public sector organizations, the internal audit function holds high potential for promoting accountability 

and improving government performance (Md Ali et al; 2007). In view of this development, several countries 

have developed policies aimed at reinforcing public sector internal audit functions to boost their capacity 

for contributing to these objectives. Establishment of internal audit units, professional standards for 

conducting audit work, training and resource allocations were some of the few steps taken by the 

government of certain countries to promote accountability in internal audit (Ali et al; 2007). However, the 

public sector operations are inflexible where there are more laws and regulation authorizes the activities of 

internal audit. Mihret et al (2007) argued that there are two types of audit that are applicable to the public 

sector: financial-related audits and performance audits. Financial-related audits are audits which contain 

ideas on financial statements or were based on the audit of financial statements. The objective of a financial 

statement audit is to decide whether the financial statements are fairly stated. Performance audit highlights 

on whether public assets are being used in a well manner, with an aim of recognizing and reducing wastage 

which is the main focus of this study.  

 

In Nigeria, public sector auditing has existed for over100 years since the British Colonization in 1914 and 

after independent in 1960. The public sector auditing is divided into two which is the internal auditing and 

external auditing (Ali et al, 2007). Both the internal and external auditors are actually employees of NAD 

who are placed in different ministries or government agencies for a period of time before which they are 

transferred to another department. According to Ali et al (2007), the main difference between the internal 

and external auditor in the public sector is that internal auditor’s reporting head is the Secretary General of 
the Ministry which they are placed in whereas external auditor’s reporting head is the Auditor General 
himself.  

 

Interaction between Auditor and Auditee  

It is significant that a good relationship exists between the auditors’ auditees in the organization. Without 
such connection, the auditors might as well not be around; and if they are still around, their job experience 

usually becomes quite a painful one.  The auditees are typically all the other parties in an organization that 

the internal auditor audits. A good relationship between internal auditor and the other parties in an 

organization is important so that coordination and cooperation can be established which will ease the 

process of internal auditing.  However, what happens in the public sector is that the relationship between 

internal auditors and the auditee is not as smooth as we thought it would be. Based on the cases above, most 

of the auditors face difficulties in communicating to other parties in the organization. There is a lack of 

understanding regarding the role of internal auditor as independent examiner in the organization, and that 

there is also a lack of appreciation of the value and importance of the audit unit in the organization (Ali et 

al., 2012).  
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All the evidences above show that majority of the internal audit function in the public sector have a negative 

relationship with the auditee in the public sector. Without a good support from the auditee, the internal 

auditors will have a hard time in completing the auditing process which definitely will affect the internal 

audit effectiveness.The golden principles that state the Code of Ethics for Internal Auditors in Government 

Are Integrity, Objectivity, Competency, Confidentiality and Independence.  

a. Integrity: Integrity is expected in aspects of the internal audit work. The principles of honesty and 

fairness are to be observed. The basic point that is raised here is that his report should bring with it an air 

of trust, reliance and fairness.  

b. Objectivity: Professional competency and assessment of facts with utmost care is a pre requisite for a 

good internal auditor. An internal auditor should refrain from making reckless and irresponsible statements 

or resorting to expressions without proper evidence.  

c. Competency: An internal auditor is expected to apply appropriate skill and knowledge combined 

adequately with experience. An internal auditor should refrain from undertaking works that are outside his 

scope or beyond the scope of his skill and competence. Performance of the audit and preparation of the 

report require due professional care by persons possessing adequate training, experience and competence 

in auditing. The majority of staff development, however, results from on the job training where auditors 

assist in the training of other, less experienced staff members. Each auditor must be responsible for 

continuing his/her education in order to maintain their proficiency. This involves keeping abreast of current 

developments in auditing standards, procedures and techniques.  

d. Confidentiality: The internal auditor should safeguard all information received by him as most of them 

may be of confidential nature. There shall be no spill out of possessed information unless there is a statutory, 

legal and professional requirement to do so.  

e. Independence: As the definition states, Internal audit is an independent appraisal activity. We need to 

carefully note here that the word “independent” is important, even though it gets neutralized by the fact that 

it is within an organization. Independence stands for an internal auditor being able to report on material 

facts and figures, uninfluenced by any favor or frown.  

 

It is to be understood that the International Auditing Guidelines relating to “Using the work of an internal 
auditor” reads as follows “An internal audit function is part of the entity and irrespective of the degree of 
its autonomy and objectivity cannot be the prime criterion for independence”. This is because the reporting 

relationship may influence his decisions and reporting patterns. 

 

Internal Audit effectiveness: 

Most researches relating to audit effectiveness in literature has focused mainly on external audit with little 

emphasis on internal auditing (Porter & Gowthorpe, 2004; Goodwin,2004, Ubaka, 2016). Internal audit 

effectiveness became prominent in the 1990’s as various studies were conducted to establish the importance 
of internal audit effectiveness in different countries. Different factors and models have been used to measure 

effectiveness in audit (Arena & Azzone, 2009) and there still exists arguments among scholars as to the 

best framework to measure audit effectiveness. 

 

Effectiveness is the measurement to evaluate whether the goals of the organization has been achieved or 

not. Effectiveness becomes the main aspect that affect the goal achievement of an organization. So, the 
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organization must decide how to do some activities which will help them to achieve the goals. The internal 

audit must be so effective that they could achieved the goals of their audit activity. Internal audit 

effectiveness is the measurement to evaluate whether the internal audit function is able to achieved the goal 

of that function. There are a lot of factors affecting the internal audit effectiveness. Arena and Azone (2009) 

said that factors affecting the internal audit effectiveness are characteristic of the audit team, activity and 

audit process, and the organization relationship. Mihret and Yismaw (2007) said that organization 

characteristic would increasing or decreasing the internal audit effectiveness.  

 

Alzeban and Gwilliam (2014) said that competence of internal audit staff, independence of internal audit 

staff, management support, the size of internal audit department, and the relationship between internal and 

external auditor have positive correlation with the effectiveness of internal audit. Point 2220 of APIP 

auditing standard stated that auditors must have competence and another skill that can support their works 

of audit. Auditor must have wide knowledge and another competency to fulfill their responsibilities. Auditor 

must have abilities in auditing, accounting, governmental administration, and communication. In the next 

point, APIP auditing standard stated that the auditors must be independent. Their position should be placed 

exactly and free from any intervention. If the auditors have any relationship with auditee, they should not 

be involved in the audit activities. However, the work of internal auditors need supports from the 

management or the organizations being audited. By supporting the internal auditors, the auditee will give 

all information’s needed by the internal auditors with pleasure. This situation will make the internal auditors 
feel free to do their works. APIP auditing standard also gave explanation that to work properly, the internal 

audit team should have a good communication with the external auditor. The internal and external auditors 

should discuss the scope of their works so there is no repeating activities. 

 

Role of Internal Audit in Good Governance  

The role of internal audit has been ignored in all discussions on governance. The reasons for this needs 

detailed examination. Is it lack of independence of the audit function? Is it that the audit is conducted by 

staff members who do not understand modern concepts of auditing?  

 

The quality of audit work is directly correlated with independence and importance accorded to the internal 

audit function in an organization. The poor status of the internal auditor is the main reason why competent 

staff, are reluctant to take up this work. As a result, most departments do not have an efficient and effective 

internal audit department. 

 

The head of internal audit needs to be elevated in the hierarchy to a level consistent with that of the Chief 

Accounts Officer or more to minimize discounting of internal audit inputs, and enhance the quality of audit.  

 

Internal auditors also have a special responsibility since no precise set of guidelines exist for best practices 

in ‘Governance’. A few suggested concepts in this regard are:  
1. Internal auditors must identify forces that impact governance. They must constantly fine tune their 

knowledge of these influences; and they must articulate, and recommend to management and audit 

committee, actions that will help the organization against both traditional and emerging risks;  
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2. Management and organizational objectives must be the focus of internal auditing practice, and 

internal auditing must be fully integrated with organization;  

3. Internal auditing approaches must be flexible and adaptable, mirroring today’s changing 
environment;  

4. Internal auditors must be creative and aggressive as they seek strategies to add value, safeguard 

assets, and promote effective governance.  

 

The internal auditor needs to continuously update himself of the changing times and technologies and 

sharpen his skills. By applying skills to the most critical points, building personal and professional 

credibility and recognizing and responding to the needs, internal auditors can become indispensable, 

speeding good governance.  

 

However, recognizing the need to sharpen focus for bringing change is the easier but implementing strategic 

change and measuring the results is by far the greater challenge. Too often internal audit change initiatives 

fail, and the desi red outcomes are never realized. By incorporating proven change management and project 

management techniques throughout the transformation process, internal audit functions can implement 

change initiatives quickly and effectively. One part of internal audit's consultancy work would be to work 

with the management to improve systems, processes and methods of working. With regard to using 

Information Technology (IT) tools to simplify processes, internal audit could identify control weaknesses 

prior to the system going live. Identifying loopholes and strengthening the system during the development 

of the system is desirable as it is cost effective than trying to change the system at a later date, this will 

allow for the controls to be fully tested and not delay the implementation of the project.  

 

Internal audit may be able to offer a proactive approach, which may provide advice on a framework for risk 

management on the project, facilitate risk identification, assessment and mitigation through the 

implementation of controls.  

 

Successful internal audit transformations involve four key best practices:  

a. Good planning at strategic and tactical levels;  

b. Project management techniques to ensure that plans are achieved;  

c. Change management techniques to facilitate change, improve communications and facilitate 

stakeholder buy-in;  

d. Dedicated staffing for the transformation initiative.  

 

Factors influencing internal audit effectiveness  

This study aimed to identify the factors determining effectiveness of IA in Public health sectors of South 

South Nigeria as follows below:  

 

 Independence and objectivity of internal audit  

One of the factors that may influence effective audit activities is independence and objective of auditors as 

this would enable the completion of auditing without interference. Independence and objectivity of internal 

auditing in terms of assurance services and consultations are both importance and are closely linked to the 
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freedom from interference on objectivity and compromise while auditing (AII, 1999). The independence 

and objectivity are key elements of the effectiveness of IA (Mutchler 2003; Ahmad et al. 2009; Al-Akra et 

al. 2016).  

 

Internal audit independence, is best described as ‘operational independence’, assists in ensuring that internal 
audit acts in an objective, impartial manner free from any conflict of interest, inherent bias or undue external 

influence and it provides a service to management, reports to the Audit Committee and is ultimately 

accountable to the Chief Executive or the Board for the achievement of its objectives and the use of its 

resources. Internal audit independence is reinforced by specifying these arrangements in an internal audit 

charter. Objectivity is a required attitude for the delivery of internal audit services. It is a condition that 

allows internal auditors to judge matters on the evidence without the influence of personal considerations. 

Objectivity is reinforced by the rigorous application of professional standards and by the vigilance of the 

Head of Internal Audit and individual internal auditors (Better Practice Guide Public sector IA, September 

2012).  

 

ISPPIA (Standard 1100) requires that the internal audit department must be independent and internal 

auditors must be objective in achieving their work to add value to the organization. For instance, the 

assurance services provided by auditors derive their value and credibility from the fundamental assumptions 

of independence of mind and independence in appearance (Wines, 2012; Stewart and Subramanian, 2010). 

In addition Alzeban and Gwilliam (2014) also confirm that increasing weight is now being placed on the 

need for internal auditors to be independent and objective, even though they are normally employees of 

organizations. They stated lack of independence as the main obstacle to satisfactory internal audit 

performance in a number of developing countries (Alzeban&Gwilliam, 2014). Moreover, internal audit 

independence according to prior studies (Abu-Azza, 2012; Cohen and Sayag, 2010; Mihretet al., 2010), 

definitely relates with perceived effectiveness of IA.  

 

Regardless of its importance, independence of IA has received minimal attention from researchers. 

Accordingly, this study enhances the findings of the earlier studies as it looks into the association between 

internal auditor independence and IA effectiveness.  

 

Management Support 

Alzeban and Gwilliam said that management support would give freedom for internal auditors to do their 

job. By this support, audit team will maximally accomplish their task related to their job. They explained 

that auditee support became one critical factor to the success of audit function. Ahmed et al. (2009) claimed 

that management support is the second factor to achieved the audit internal effectiveness in Malaysian 

public sector. They said that by this support, the recommendation made by internal auditors will more 

possible to be implemented. While, Mihret and Yismaw (2007) claimed that without this support will give 

negative effect to the internal audit effectiveness. Furthermore, they said that to be effective, internal audit 

function need to be appreciated by related organization or known as auditee. 

 

It is generally accepted that, to be effective, the internal audit function must have the full support of the 

organization’s senior management. The support of line management is also critical. The attitude of 
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management towards internal audit can have a significant influence on the behavior of an organization’s 
staff - similarly the attitude of management towards internal audit can either strengthen or hamper its role.  

 

The planning of the internal audit section should reflect the organization’s business planning and align the 
audit effort with the key business objectives and the critical business risks. Internal audit's focus should be 

on critical business processes and areas of high risk; be relevant; and give due weight to the needs and 

expectations. Internal audit's processes should be subject to ongoing monitoring, review and evaluation. 

The concept of continuous improvement requires internal audit not just to measure its current performance 

but also to assess it against some standard or target.  It demands the development of balanced indicators of 

independence, preferably with input from the Audit committee and line management. By promoting 

continuous improvement internal audit can also be a powerful sponsor or aid to improving processes within 

the organization. 

 

Internal audit has to be subject to performance management review as does other parts of the activity. This 

can be undertaken by the audit committee with internal and/or external assistance. This process can be 

facilitated by regular performance reports including appropriate performance measures. Internal audit needs 

to be pro-active in this respect both to set an example and to indicate better practice. This approach will 

both enhance its credibility and provide greater assurance to its stakeholders. Therefore, from the above 

the following conclusions can be drawn for officials in the government departments on internal audit:  

• Internal audit is to be considered as an independent and objective appraisal service within a government 
office or department;  

• This internal audit activity will result in providing an independent and objective opinion to the head of the 

government office concerned on control failures, risk management, harmony of activities and expenditure 

in tune with the department’s objectives as well as governance related issues;  
• The findings and recommendations from the internal audit would greatly benefit the officials in various 

departments to devise their action plans.  

 

Information technology  

This century, technology has a rapid development. It is not doubtful that entities will use more technology 

now and in the future to management and audit. For instance, Krishna (2011) found that “effective use of 
audit technology tools is critical to the success of audit activity”, which will definitely improve the internal 
audit quality and eventually affect the effectiveness of IA. In addition, the study of Krishna (2011) found 

that “effective use of audit technology tools is critical to the success of audit activity”, which will definitely 
improve the internal audit quality and eventually affect the effectiveness of IA.  

 

On the other hand, Ahmi and Kent (2013) stated that technological availability could also include both 

human resources and IT infrastructure. Additionally, Advances in information technology has led to a close 

collaboration between IT auditors and financial auditors resulting in a higher demand for internal auditors 

with ERP know-how. (Héroux and Fortin, 2013, Kanellou and Spathis, 2011, 2011, 2011) New IT systems 

enabled internal auditing to provide management with more relevant information at lower cost and without 

delay by automated processes, real time facilities and integrated internal auditing. (Shin et al., 2013; Sobel 
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and Kapoor, 2012) Therefore, IT will definitely play an important role in influencing the effectiveness of 

IA. 

 

Competent leadership of internal auditors  

The leader should be knowledgeable of applicable audit standards, professionally qualified—preferably 

certified—and competent to oversee and manage an audit activity. Moreover, the CAE should be an 

articulate public spokesperson for the audit activity. Competency is the ability of an individual to perform 

a job or task properly, being a set of defined knowledge, skills and behavior. In order to achieve competency, 

various types of training and development should be provided to internal auditors. A competent internal 

auditor will have all the skill necessary to produce a good audit report. Point 2220 of APIP auditing standard 

stated that auditors must have competence and another skill that can support their works of audit. Auditor 

must have wide knowledge and another competency to fulfill their responsibilities. Auditor must have 

abilities in auditing, accounting, governmental administration, and communication. In the next point, APIP 

auditing standard stated that the auditors must be independent. Their position should be placed exactly and 

free from any intervention. If the auditors have any relationship with auditee, they should not be involved 

in the audit activities. However, the work of internal auditors need supports from the management or the 

organizations being audited. By supporting the internal auditors, the auditee will give all information needed 

by the internal auditors with pleasure. This situation will make the internal auditors feel free to do their 

works. APIP auditing standard also gave explanation that to work properly, the internal audit team should 

have a good communication with the external auditor. The internal and external auditors should discuss the 

scope of their works so there is no repeating activities.  

 

Staff competence is an important key to the effectiveness of the internal audit activities (Al-Twaijry et al. 

2003; Alzeban&Gwilliam 2014). The International Standards for the Professional Practice of Internal 

Auditing (ISPPIA) highlights the importance of internal audit team who possesses the knowledge, skills, 

and other competencies necessary to perform their responsibilities (ISPPIA, Standard 1210). Indeed, 

internal auditors must collectively have the necessary education, professional qualifications, experience and 

training to be able to add value and improve the organization's operations (Mihret&Woldeyohannis 2008; 

Ali &Owais 2013). Internal audit team must have a competence to enable them to provide the high quality 

services. Besides that, they should have qualified internal audit from certificated agencies. Based on Mihret 

et.al (2010), both technical competence and continuous training are considered essential for internal audit 

effectiveness. Audit communication is the factors that can influence competence of internal audit 

departmental (A.Bailey, 2010).Other studies suggest that lack of competence of internal auditors isan 

obstacle to the effectiveness of IA in a number of African countries as Ethiopia, Ghana and Kenya 

(Mihret&Yismaw 2007; Onumah& Yao Krah 2012; Walter &Guandaru 20.12). 

 

Auditors independence 

International Standards for the Professional Practice of Internal Auditing (ISPPIA) said that internal 

auditors’ independences were the most important factors in achieving internal audit effectiveness. Internal 

auditors are expected to have integrities and commitment to make unbiased opinion in every circumstances. 

Every auditor must have independency in doing audit works.  Previous research suggests that lack of 

independence is an obstacle to satisfactory internal audit performance. In the South African public sector, 
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Schyf (2000) found that lack of independence of internal audit function. In particular, he identified issues 

pertaining to the communication and reporting and how they affect the auditor independence. 

 

Independence  

Internal auditors should be independent of the activities they audit. Internal auditors are independent when 

they can carry out their work freely and objectively. Independence permits internal auditors to render the 

impartial and unbiased judgments essential to the proper conduct of audits. It is achieved through 

organizational status and objectivity. Independence stands for an internal auditor being able to take a stand 

and report on materiality issues, uninfluenced by any favor or coercion or undue influence.  

 

The organizational status of the internal auditing department should be sufficient to permit the 

accomplishment of its audit responsibilities. The head of the internal auditing department should be 

responsible to the management/board in the organization with sufficient authority to promote independence 

and to ensure broad audit coverage, adequate consideration of audit reports, and appropriate action on audit 

recommendations.  

 

Objectivity is an independent mental attitude which internal auditors should maintain in performing audits. 

Internal auditors are not to subordinate their judgment on audit matters to that of others. Designing, 

installing, and operating systems are not audit functions. Also, the drafting of procedures for systems is not 

an audit function. Performing such activities is presumed to impair audit objectivity.  

Therefore, the internal auditor must be:  

• straightforward, honest and sincere in approaching the audit task;  

• fair and not allow prejudice or bias to override objectivity; and  

• impartial and free of any interest that might be regarded as being incompatible with integrity and 

objectivity.  

 

Auditors should inform their supervisor if they consider that personal or external circumstances are likely 

to impede their ability to form independent and objective judgments.  

Internal Audit therefore contributes to the quality of management, by the provision of an independent, 

objective and ongoing review of management procedures. Proper internal audit ensures review the 

efficiency and effectiveness of programs, assists development and maintenance of financial and 

administrative processes; and facilitates the conduct audit examinations on financial information in an 

independent, contemporary and professional manner to express an objective opinion on the quality and 

integrity of that information. 

 

Stakeholder Support 

The legitimacy of the audit activity and its mission should be understood and supported by a broad range 

of elected and appointed public sector officials, as well as by the media and involved citizens. The well-

maintained relationship between internal and external auditors has long been seen as important to the 

success of internal audit functions and provide numerous benefits to the organization and external 

stakeholders as well. The coordination and cooperation may include the planning, opinions, reporting, 
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exchange of information that may facilitate higher quality audits and thus could prevent audit work 

duplication (i.e. internal vs external audit). 

 

The cooperation and coordination increases the efficiency, effectiveness and economy of audits and could 

help management to provide a high quality public service. Lack of cooperation between internal and 

external auditors are frequently regarded as a main factor that could reduce the quality of both forms of 

audit in the public sector in developing countries. Furthermore, the main reason for the presence of financial 

errors and irregularities were the lack of cooperation between internal and external audit teams. 

 

Sufficient Funding 

The audit activity must have sufficient funding relative to the size of its audit responsibilities. This important 

element should not be left under the control of the organization being audited, because the budget impacts 

the audit activity’s capacity to perform its responsibilities. No data from The IIA’s 2010 Global Internal 
Audit Survey data are reported on this element, as the survey did not address questions about funding issues. 

Insufficient funding would create a significant barrier to fulfilling the roles and responsibilities of the 

internal audit activity in the public sector. Therefore, CAEs should request sufficient funding relative to the 

size of their audit responsibilities, and decisions relating to such funding should be independent of the 

organization being audited. 

 

3.0 METHODOLOGY 

This study was using exploratory research in examining and understanding the problem. The reason for 

choosing the exploratory design is because not many researches were found that discussed the topic, 

particularly in the Nigerian public sector. Furthermore, other previous researches such as Ali et al (2007); 

Ali et al (2009) used this type of research in their studies. Semi-structured face-to-face interviews were used 

for data collection as part of the research project concerned with evaluating the internal audit effectiveness. 

Prior to meeting with the respondents or interviewees, the study came up with a total of 9 open-ended semi-

structured questions including demographic data. The open-ended questions have spaces for participants to 

express their (unstructured) comments. The interviews were recorded except for few interviews because it 

was felt that this would reduce their willingness to discuss sensitive issues. In addition, some of the 

interviewees requested the researchers not to record the conversation. However, notes were taken for these 

kinds of interviews. The target population was internal auditors from University of Calabar Teaching 

Hospital. (UCTH), General Hospital, Federal psychiatric hospital and School of Health Tech., Cross River 

State, Nigeria. In this study, eights (8) internal auditors and one (1) external auditor were interviewed and 

hence they became the samples. These internal auditors came from four (4) different public health sector 

based in Calabar, Cross River state Nigeria. Meanwhile, the external auditor was placed in one of the 

ministries that were selected for this study.  

 

The samples were classified based on the four public health ministry’s located in Calabar and were named 

as Case A for ministry A, Case B for ministry B, Case C for Ministry C and Case D for Ministry D. 

Subsequently, the findings from the interviews of each internal auditor from each ministry were then 

analyzed through the methods or processes discussed earlier. The interviewees from ministry A (Case A) 

was denoted as A1 for internal auditor 1, A2 for internal auditor 2, and A3 for internal auditor 3.  
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It was done the same thing for the other two ministries (cases B and C). Finally, the results were formulated 

to answer the research objectives and objectives. These scripts were used to analysis three different 

objectives according to each ministry. The interview session is recorded, and then a script is prepared based 

on the recordings. These scripts were thoroughly analyzed and translated by a lawyer from Albar & Partners, 

one of the well-known legal firms in Malaysia. 

 

4.0 DISCUSSION OF THE RESULTS 

 

 
Fig. 1: GRAPHICAL RESULTS BASED ON INTERVIEW WITH THE EIGHT INTERNAL 

AUDITORS AND ONE EXTERNAL AUDITOR 

Source: Field Internal Audit Survey, 2019,  

 

In this study, eights (8) internal auditors and one (1) external auditor were interviewed and hence they 

became the samples. These internal auditors came from four (4) different public health sector based in 

Calabar, Cross River state Nigeria. Meanwhile, the external auditor was placed in one of the ministries that 

were selected for this study. 
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Fig. 2: Organisation Staff Strength 

Source: Field Internal Audit Survey, 2019.  

 

 

 
Fig. 3: Organisational Internal Activity 

Source: Field Internal Audit Survey, 2019.  

 

The graph shows that, in some of the organization interviewed, internal audit activities has been going on 

for the past 26years and more, whereas others falls between the range of 11 to 25 years, 7 to 10 years and 

0 to 6 years respectively. 
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Fig. 4:   Factors affecting internal audit effectiveness 

Source: Field Internal Audit Survey, 2019.  

 

Question four: What are the major factors affecting internal audit effectiveness in your organization?  For 

both external and internal auditors, their independence from those whom they audit is crucial for the success 

of their function. For internal auditors, it is more difficult to achieve independence because they are actually 

“employees of the organization” they audit (Ali et al., 2007). In the ministries we interviewed, the Secretary 
General is the superior officer for all internal auditors. Therefore, reports made by the internal auditors will 

usually favor the Secretary General which disturbs the independency of internal auditors. Findings from the 

interviews conducted on internal auditors from four government ministries shows that the independence 

level of internal auditors varies according to the ministries they work in. The independence of internal 

auditor affects the internal audit effectiveness as the auditors face dilemma on whether being independent 

and objective in doing their duty although they might face problems with the Secretary General and other 

employees of the ministry or produce a report that favors the ministry.  
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Source: Field Internal Audit Survey, 2019.  

 

The result shows that, UCTH carries out over 55% of internal audit activities which is the highest among 

the four public health selected for this study. 

 

 
Source: Field Internal Audit Survey, 2019.  
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Source: Field Internal Audit Survey, 2019.  

 

 

For both external and internal auditors, their independence from those whom they audit is crucial for the 

success of their function. For internal auditors, it is more difficult to achieve independence because they are 

actually “employees of the organization” they audit (Ali et al., 2007). In the ministries we interviewed, the 
Secretary General is the superior officer for all internal auditors. Therefore, reports made by the internal 

auditors will usually favor the Secretary General which disturbs the independency of internal auditors. 

 

Findings from the interviews conducted on internal auditors from four government ministries shows that 

the independence level of internal auditors varies according to the ministries they work in. The 

independence of internal auditor affects the internal audit effectiveness as the auditors face dilemma on 

whether being independent and objective in doing their duty although they might face problems with the 

Secretary General and other employees of the ministry or produce a report that favors the ministry.  

 

In a research done on Internal Audit in the Statutory Bodies and Government-linked Companies of 

Malaysia, the researcher had interviewed several internal auditors in regards to their opinion on the 

independence of internal auditors in the public sector. The results of the interview were shocking as the 

independence of internal auditing in public sector has many loopholes. The situation is quite serious where 

one of the auditors lamented that once during the two-decade history of the audit operation, an audit head 

was demoted due to his or her “aggressive” reporting.  
 

The researcher came up with this statement in his report explaining that the independence of internal auditor 

is still a dream. “There is perhaps no surprise why the independence of the audit unit is still such a long 
way from being achieved. As disclosed by the auditor, the audit committee which, even though it is around, 

is not that active! Indeed, when a body such as an audit committee, whose function among others is to work 
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closely with the auditors, is around merely to look good on paper, what does one expect to take place on 

the ground? Miracles?” (Ali et al., 2011).  
 

The internal auditor effectiveness is very much affected by the independence of internal auditors. If the 

internal auditors were not independent, the report they produce will be biased which in turn is useless in 

improving the accountability and transparency of the public sector as a whole. The objective and 

independent report produced by the internal auditor is one of the main keys to prevent scandals, frauds and 

corruption happening in the public sector. In fact, this is the main reason the internal audit function is set 

up in the ministry the first place.  

 

Government auditing is a cornerstone of good public sector governance. By providing unbiased, objective 

assessments of whether public resources are responsibly and effectively managed to achieve intended 

results, auditors help government organizations achieve accountability and integrity, improve operations, 

and instil confidence among citizens and stakeholders (AG Speech, 2007 National Conference on Internal 

Auditing).  

 

 

Competency of Internal Auditors  

Competency is the ability of an individual to perform a job or task properly, being a set of defined 

knowledge, skills and behavior. In order to achieve competency, various types of training and development 

should be provided to internal auditors. A competent internal auditor will have all the skill necessary to 

produce a good audit report. 

 

Findings from the interviews conducted on internal auditors from four public health ministries in Calabar 

indicated that competency of internal auditor is very crucial in maintaining the effectiveness of public health 

sector internal audit. Training and development and knowledge of internal auditors are the main key towards 

an effective audit committee. An auditor without sufficient knowledge cannot be trusted in producing a 

good audit report.  

 

Despite the trainings provided by the government to improve the knowledge and skills of internal auditors, 

the competency level among the internal auditors are still low. One of the reasons we have identified in our 

research is the failure of funding and providing a good training ground. “In a research done by Zabedah et 
al. (2011), it is revealed that the training and development programs delivered by the Office of the 

Accountant General have failed to provide much assistance. All the failures in providing good training and 

development to internal auditors are the main reason for lack for competency among internal auditor which 

in turn affects the internal audit effectiveness. 

 

5.0 CONCLUSION AND RECOMMENDATIONS 

For audit of any kind to be successful in achieving its potential, it needs to operate in an environment where 

transparency and public accountability are normal occurrences, Azham et al. (2012). In Nigeria public 

health sector, transparency and accountability plays an important role in ensuring a good and successful 
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audit. However, Nigeria is still far away from achieving transparency and accountability in its public sector 

management.  

 

According to the Transparency International Corruption Perception Index 2019 ranks Nigeria 146 out of 

180 countries,(http://cpi.transparency.org/cpi2019/). Though the index is not an assessment of actual 

corruption in any country, but is an appraisal of the extent of corruption perceived by businessmen and 

other groups, it may be deduced that such perception is largely based on first hand experiences of many 

parties on the ground.  At the end, all the problems reflect to the internal audit department of the public 

sector. The public began to question on the effectiveness of internal auditing in the public sector. In our 

research we have identified the main factor that affects the effectiveness of internal auditing in public sector 

and how this factors causes dilemmas to the internal auditors. The findings are obtained from qualitative 

interview with the internal auditors in public sector. We also did readings on previous researches on internal 

auditing in the public sector.  

 

Recommendations 

 “Internal auditors, as custodian of public trust, and being independent and professional, are in a good 
position to help the nation spend wisely. More so with the explicit Government encouragement of 

good governance, accountability and integrity in the public service.”  

 The first recommendation is on the independence of internal auditor in the public sector. The internal 

auditor should have maximum independence from the ministry they work in. The internal audit 

activities must be positioned in such a way that it may obtain cooperation from ministry that being 

audited that have free, unrestricted access to all functions, records, property and personnel including 

those charged with governance In order to achieve this, they must report to the Auditor General and 

not to the Secretary General of the Ministry.  

 Management must ensure that the right controls are in place to monitor and measure business 

practices and behavior, that the right management team is put together, and the culture includes an 

enterprise wide commitment to understanding and embracing corporate values. Good governance 

starts and ends in the boardroom and senior managers’ offices. It does not start or end in a statute. 
The internal auditors should not be randomly moved in and out of the ministries but the movement 

should be based on their work performance and skills.  

 As for the competencies, the internal audit staffs need to collectively possess or develop their 

knowledge or skills through appropriate professional training and development program such as 

obtaining Chartered Internal Auditor (CIA) qualifications. Besides that, training and development 

program by the BNPK, INTAN and National Audit Department should be improved and be updated 

according to the latest development in internal auditing.  

 In order to improve the relationship between internal auditor and auditee, internal auditor should 

engage with auditee on a periodic basis from the beginning till the end of the audit process to discuss 

audit objectives, audit plan, audit findings and audit conclusions. The discussion should go beyond 

the audit process to discuss potential solutions to the business issues observed from an operational 

perspective as well as their impact on risk and compliance. 
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