Top 5 Reasons Audits Fail (and How to Prevent J¢)

Most audit failures are predictable — and preventable. Strong systems are built through realistic
documentation, proactive internal audits, effective corrective actions, and engaged people. When audits
are approached as tools for improvement rather than inspections to fear, outcomes consistently improve.
Here are the top five reasons audits fail, and what organisations can do to prevent them.

1. Documentation Exists — but Doesn’t Reflect
Reality

One of the most common audit findings is a
disconnect between documented procedures
and actual practices on the floor. Systems may
look compliant on paper, but auditors quickly
identify gaps when staff follow different
processes in practice.

Ensure procedures are practical, current, and
aligned with how work is actually done. Regularly
review documents with operational staff, not just
management, and update them when processes
change.

2. Poor Change Management

Changes in suppliers, raw materials, equipment,
staff, or production volumes often occur without
proper food safety impact assessment. These
unreviewed changes frequently lead to outdated
hazard analyses, allergen controls, or CCP
monitoring.

Implement a formal change management
process that evaluates food safety risks before
changes are introduced. Update HACCP plans,
risk assessments, and training records
accordingly.

3. Inadequate Internal Auditing

Internal audits are often rushed, superficial, or
treated as a tick-box exercise. When internal
audits fail to identify real weaknesses, external
audits will — often with higher consequences.

Conduct structured, objective internal audits that
challenge the system rather than confirm
assumptions. Use auditors who understand both
the standard and the realities of production, and
ensure findings are followed through to
completion.

4. Corrective Actions Are Weak or Incomplete
Auditors frequently see corrective actions that
address symptoms instead of root causes.
Actions are closed on paper but not effectively
implemented, leading to repeat non-
conformances year after year.

Focus on proper root cause analysis and ensure
corrective actions are specific, measurable, and
verified for effectiveness. Follow-up is just as
important as the initial response.
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5. Staff Are Not Engaged or Trained
Even the best systems fail if employees don't
understand their role in food safety. Auditors
often identify gaps through staff interviews,
where uncertainty or inconsistent answers
reveal weaknesses in training and culture.

Provide role-specific training, refresh critical
topics regularly, and encourage a culture where
staff feel comfortable raising concerns. Food
safety should be visible, discussed, and
reinforced at all levels of the organisation.
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