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With you today

An Vanderhulst                 
Principal Risk & Assurance

KPMG Belgium

Michiel Thijs

 Manager Risk & Assurance

KPMG Belgium
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“How important is culture and behavior for the control 
environment of your organization?”
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Importance of culture
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“Is auditing culture or behavior formally embedded in your
internal audit approach?”
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01

IIA Topical 
Requirement on 
Organizational 
Behavior
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IIA Topical Requirement on Organizational Behavior

Will establish minimum mandatory requirements that internal auditors are 

expected to assess whenever organizational behavior is included in the scope 

of an assurance engagement as a result of the risk assessment process. 

.

The Topical Requirements are a key element of The IIA’s broader International 

Professional Practices Framework® (IPPF®), complementing the Global 

Internal Audit Standards  and Global Guidance. 

.

While not mandating inclusion of the risk topics in audit plans, they set a 

minimum baseline for auditing these areas.

.

“By framing organizational behavior as a risk to be actively managed, this Topical 
Requirement helps equip the profession with clearer expectations and stronger tools to 

provide assurance in an area that’s increasingly critical to sustainable success.”
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Key elements of requirements

01 02 03

The requirements establish a consistent baseline for assessing how organizational behavior aligns with strategic 

objectives through governance, risk management, and control processes.

Controls

• “Tone at the top“ and role modelling

• Feedback channels and reporting 

mechanisms

• Rewards and incentives aligned with 

desired behavior

• Training, hiring, and onboarding focused 

on behavioral competencies

Risk Management

• Identification and monitoring of 

behavioural risks

• Reporting on deviations and root causes

• Coordinated response and issue follow-up

Governance
• Clear roles and responsibilities 

• Behavior aligned with strategy and culture

• Monitoring and adjustment of behavior 

patterns

• Policies on behavior embedded in 

processes



Document Classification: KPMG Public© 2025 KPMG Advisory, een Belgische BV/SRL en lid van de KPMG wereldwijde organisatie van zelfstandige ondernemingen die 

verbonden zijn aan KPMG International Limited, een "private English company limited by guarantee". Alle rechten voorbehouden.
10

02

Introduction to soft 
controls and auditing 
culture
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Soft controls and risk management

Hard controls

Soft controls 

instruments

Soft controls

Business risks

Including integrity and 

fraud risks 

Procedures Segregation of duties Measures

Risk analysis (Physical) security Internal control

Training Monitoring
Whistleblower 

guidelines
Safety net

Code of conduct Performance reviews Raising awareness

Fundamental for every organization is: 

behavior of its employees and management
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3 Complementary audit approaches regarding Culture

Cultural 
framework 

Audits

Culture 
assessment

Auditing 
Culture

Document 
Review

Interviews

Online 
survey

Integrated in 
every audit

1.

2.

3.

• Choose the approach that fits your audit objective

• Gain multiple perspectives on culture

• Translate cultural observations into actionable 

audit insight

• Embed cultural reflection in ongoing assurance 

work
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KPMG Soft controls model
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Clarity

Clarity
Normless

Clarity

Paternalism

Too Little Too MuchBalanced
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Lead by example

Role Modelling
Bad role model

Role modelling

Self-important / pompous

Too Little Too MuchBalanced
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Involvement

Commitment
People do not feel responsible to adopt the desired 

behavior

Commitment

People only feel responsible for being compliant

Too Little Too MuchBalanced
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Achievability

Achievability
Pressure

Achievability

Leisure

Too Little Too MuchBalanced
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Transparency

Transparency

Unaccountability

Too Little Too MuchBalanced

Transparency
Invisible



Document Classification: KPMG Public© 2025 KPMG Advisory, een Belgische BV/SRL en lid van de KPMG wereldwijde organisatie van zelfstandige ondernemingen die 

verbonden zijn aan KPMG International Limited, een "private English company limited by guarantee". Alle rechten voorbehouden.
1919

Open to discussion

Discussability

Dependent

Too Little Too MuchBalanced

Discussability
Taboo
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Accountability

Call someone to account

Meddlesome

Too Little Too MuchBalanced

Call someone to account
Avoidant
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Enforcement

Enforcement

Ruthless

Too Little Too MuchBalanced

Enforcement
Tolerant
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Soft controls model
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03

Time to Exercise - 
Practical cases
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Practical Case Study 1 – Employee perception on idea sharing & Feedback
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Practical Case Study 1 – Employee perception on idea sharing & Feedback
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1. What behaviors or attitudes in the video stood out to 

you, and how do they relate to the concept of soft 

controls?

2. Have you ever experienced something similar in your 

own organization or during an audit? How would you 

tackle it?
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Practical Case Study 1 – Employee perception on idea sharing & Feedback
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you, and how do they relate to the concept of soft 

controls?

2. Have you ever experienced something similar in your 

own organization or during an audit? How would you 
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Practical Case Study 2 – Email from Senior Leadership

Control, Dirk
Organization XYZ
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Practical Case Study 2 – Email from Senior Leadership

1. Which soft controls do you think are most at risk in this 

situation, and how could this message affect the 

organization’s overall control culture?

2. If you were the auditor, how would you address this 

situation — and what practical recommendations could 

strengthen the soft controls?
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Practical Case Study 2 – Email from Senior Leadership

1. Which soft controls do you think are most at risk in this 

situation, and how could this message affect the 
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2. If you were the auditor, how would you address this 

situation — and what practical recommendations could 
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Practical Case Study 3 – Audit Interview
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Practical Case Study 3 – Audit Interview

1. Which aspects of the soft controls framework are under 

pressure in this situation?

2. How could auditors use this conversation to assess the 

maturity of soft controls within the sales process?

3. What actions could strengthen the soft controls under 

pressure here?
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Practical Case Study 3 – Audit Interview
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Summary: How to deal with cultural red flags

Recognize cultural reactions as insight, not resistance – don’t ignore them

Don’t jump too quickly to a conclusion – try to dig deeper

Use cultural insights to foster reflection on tone and behavior — staying factual, 

balanced, and independent.

Engage leadership constructively and 

demonstrate professional courage

01

02

03

You can record these as separate findings, contextual evidence and/or root causes 

that helps explain control performance, as well as formal deficiencies.

Include tone and cultural indicators04

Such responses reveal how risk and control are truly experienced within the 

organization.

Explore patterns and validate signals through multiple sources before forming 

conclusions.
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04

Key takeaways
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Key takeaways - Auditing Culture

02
Auditing culture 

requires courage and 

objectivity.01
Culture and behavior 

are critical for 

effective control 

environments. 03
Link cultural insights 

to risk and 

performance.

04
Use multiple audit 

approaches for 

culture.

05
Embed cultural 

reflection in ongoing 

assurance work.
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Thank you


	Slide 1: How to grasp the dynamics of culture during your audits?  IIA conference 17 October 2025 
	Slide 2: With you today
	Slide 3: “How important is culture and behavior for the control environment of your organization?”
	Slide 4: Importance of culture
	Slide 5: “Is auditing culture or behavior formally embedded in your internal audit approach?”
	Slide 6
	Slide 7
	Slide 8: IIA Topical Requirement on Organizational Behavior
	Slide 9: Key elements of requirements
	Slide 10
	Slide 11: Soft controls and risk management
	Slide 12: 3 Complementary audit approaches regarding Culture
	Slide 13: KPMG Soft controls model
	Slide 14: Clarity
	Slide 15: Lead by example
	Slide 16: Involvement
	Slide 17: Achievability
	Slide 18: Transparency
	Slide 19: Open to discussion
	Slide 20: Accountability
	Slide 21: Enforcement
	Slide 22: Soft controls model
	Slide 23
	Slide 24: Practical Case Study 1 – Employee perception on idea sharing & Feedback
	Slide 25: Practical Case Study 1 – Employee perception on idea sharing & Feedback
	Slide 26: Practical Case Study 1 – Employee perception on idea sharing & Feedback
	Slide 27: Practical Case Study 2 – Email from Senior Leadership
	Slide 28: Practical Case Study 2 – Email from Senior Leadership
	Slide 29: Practical Case Study 2 – Email from Senior Leadership
	Slide 30: Practical Case Study 3 – Audit Interview
	Slide 31: Practical Case Study 3 – Audit Interview
	Slide 32: Practical Case Study 3 – Audit Interview
	Slide 33: Summary: How to deal with cultural red flags
	Slide 34
	Slide 35: Key takeaways  - Auditing Culture
	Slide 36

