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3 and 4), in its annual report to the General Assembly and semi-annual report to the
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EXECUTIVE SUMMARY
Audit of OHCHR Cambodia Country Office

OIOS conducted an audit of the Office of the High Commisioner for
Human Rights (OHCHR) Cambodia Country Office (CCO). The overall
objective of the audit was to determine the adequacy of the CCO programme and
administraive controls, management practices, and adherence to relevant
regulations. The audit was conducted in accordance with the International
Standards for the Professional Practice of Internal Auditing.

In lieu of the standard country agreement, the CCO operates under a
Memorandum of Understanding (MOU) with the Cambodian government. The
MQOU was signed in November 2007 and expires in May 2009. A major
initiative planned by the CCO during the next year is the Water and Sanitation
Project for the Cambodian prison system. This project is an ambitious
undertaking for the CCO and is not typical of the type of technical cooperation
activities undertaken by OHCHR.

The CCO believes the Water and Sanitation Project will help OHCHR to
re-cstablish relations with the government of Cambodia, and will also make a
sustainable contribution to the prison system. In order to ensure the success of
the project and to mitigate potential risks, OHCHR needs to:

Assess the feasibility of the Water and Sanitation Project;
Require further technical analysis;

Obtain formal commitment of the Cambodian Government;
Establish detailed cost plans and projected expenditures;
Review staffing needs; and

Recruit staff with the required skills.

If OHCHR approves the Water and Sanitation Project, it will need to
closely monitor the implementation of this initiative. Obtaining the commitment
of the Cambodian Government is critical considering the temporary nature of the
current MOU.
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I. INTRODUCTION

1. The Office of Internal Oversight Services (OlOS) conducted an audit of
the Office of the High Commissioner for Human Rights (OHCHR) Cambodia
Country Office (CCO). The audit was conducted in accordance with the
International Standards for the Professional Practice of Internal Auditing.

2. Established in October 1993, the CCO is the oldest field presence of
OHCHR. It has been through several transformations and traces its origins back
to the United Nations Transitional Authority in Cambodia (UNTAC). Its
mandate derives from the Paris Peace Accords which called for the United
Nations to continue to monitor the human rights situation in Cambodia after the
withdrawal of UNTAC. There was a Memorandum of Understanding (MOU)
between the High Commissioner for Human Rights and the Royal Government
of Cambodia (RGC) for the implementation of a technical cooperation
programme on human rights. [n November 2007, OHCHR renewed the MOU
for another 18 months, up to May 2009 pending negotiations for a
comprehensive standard Agreement.

3. As of March 2008, CCO had 25 staff members at its headquarters in
Phnom Pehn and 4 staff members at its regional office in Battambang.

4. Table | shows the budget forecast for OHCHR operations in Cambodia
as indicated in OHCHR Strategic Management Plan for the biennium 2008-2009.
Human rights operations are funded through the regular budget of the United
Nations and through the Trust Fund for Human Rights in Cambodia (CIA).

Table 1: Budget forecast for CCO for the 2008-2009 biennium

TOTAL TOTAL o

—— 200672007 * | 2008/2009 ** %
Personnel 2,971,642 3,027,394 55,752 19%
Consultants/experts 526,170 -526,170| -100.0%
Official travel 293,526 119,414 -174,112|  -59.3%
Contractual services 263,878 80,520 -183,358| -69.5%
General operating expenses 537,852 532,055 -5,797 -1.1%
Furniture & equipement 230,836 100,700 -130,1368| -56.4%
Seminars, grants & contributions 197 .466 106,783 -90.683| -459%
Subtotal 5,021,37¢ 3,966,866 -1.054.504| -21.0%
Programme support costs 96,962 96,962
GRAND total 5,021,370 4,063,828 -957,542| -19.1%
RB 3.011.100 3,221,000 209,900 7.0%
XB - Trust fund for H Rights in Cambodia 2,010,270 842 828| -1,167,442| -58.1%
* From SMP 2006/2007
** From SMP 2008/2009
5. Comments made by OHCHR are shown in italics.

Il. AUDIT OBJECTIVES

6. The main objectives of the audit were to:




{(a) Assess the effectiveness of the CCO strategic planning processes
for the 2008 — 2009 biennium, the adequacy of its organizational
structure¢ and its ability to carry out its function, and the
implementation of the Human Rights Violation database for
Cambodia; and

(b) Determine the effectiveness of internal controls to ensure reliable
recording and reporting of transactions, safeguarding of assets
and compliance with relevant United Nations and OHCHR
regulation, rules and instructions.

iil. AUDIT SCOPE AND METHODOLOGY

7. The audit focused on the activities and plans for the 2008-2009
biennium and included interviews and discussions with staff in the Cambodia
Country Office located in Phnom Penh and staff in the regional office in
Battambang. OIOS reviewed administrative records, supporting documents and
files for the period of 2006 to 2008 to date in the areas of finance, human
resource management, property management, logistics and procurement. Due to
time constraints, OlOS limited its assessment of the effectiveness of coordination
with host country officials, UN Country Team and Civil Society to discussion
with Cambodia Office staff.

IV. AUDIT FINDINGS AND
RECOMMENDATIONS

A. Strategic management and governance

Strategic planning process

8. The Strategic Management Plan (SMP) serves as the OHCHR’s principal
planning and evaluation tool for all of its global activities, and sects the broad
parameters and priorities for all parts of OHCHR. Upon approval by OHCHR
Geneva, the CCO’s draft Strategic Plan (SP) will become the implementing
instrument at the field level. OHCHR requires the SP and the associated Annual
Work Plan (AWP) to contain narrative descriptions of objectives and goals, and
outputs. The field SPs and AWP follow the logical framework approach adopted
by other UN entities.

9. The CCO submitted the SP for the 2008—2009 biennium and the 2008
AWP in February 2008, instead of August 2007 as required by OHCHR. The
acting Head of Office (for a period of approximately five months) prepared and
submitted a provisional cost plan to OHCHR Geneva in August 2007, with the
understanding that the SP and AWP would be sent by the newly appointed Head
of Office who arrived September 2007. Upon his arrival, he started to work on a
renewed MOU with the Cambodian Government, which was signed in November
2007. This enabled the CCO to begin its development of strategic objectives. In
addition to the SP and the AWP, the CCO provided additional draft details for
some of its activities in March 2008.



New initiatives in technical cooperation activities

10. As part of its vision 1o engage in strategic and sustainable activities,
according to the AWP, the CCO planned to embark on several new activities.
Among these activities, the CCO planned to undertake a four-tiered Prison
Reform Support Programme that was in development with the Ministry of
Interior Prison Directorate. Through this Programme, the CCO hopes to
reestablish working relations with the Government and renew the human rights
dialogue indispensable to discharge its promotion and protection mandate. The
Programme includes four components: support to the drafting of a correctional
law; support to professional training of prison staff; assessment of conditions of
detention and treatment of prisoners; and assistance in the field of water and
sanitation.

Water and Sanitation Project under the prison reform initiatives

1. A desired output described in the AWP is the improvement of prison
management, conditions and treatment of prisoners, and water and sanitation
infrastructure. The associated activities included the evaluation and upgrading of
water and sanitation infrastructure in Cambodian prisons. There are 24 prisons in
Cambodia and the CCO proposed three for the initial pilot under the current
AWP. According to the CCO, water and sanitation projects of other actors in the
past were quick fixes and only temporary in nature.

12. The water and sanitation component of the prison reform programme is
an ambitious initiative that delves into areas that OHCHR has not traditionally
been involved in. [n addition, the office was still defining its structure and
planned to create a new unit to manage and oversee the proposed project.

13. The Water and Sanitation Project will use as technical guidance the
“Water, Sanitation, Hygiene and Habitat in Prisons” handbook published by the
International Committee of the Red Cross (ICRC), which provides a summary of
the practical experience gained by ICRC in conducting activities for the
protection of prisoners and detainees. However, to help ensure the success and
sustainability of the project, prior to approving the project, OHCHR Geneva, at a
minimum, needs to ensure that the CCO prepares a detailed plan that goes
beyond the current AWP and shows that the project has been well thought out
and is feasible and realistic. The plan should address potential risks and controls
or alternatives to mitigate risks. OlOS believes that as a minimum, the plan
should include the following:

¢ Formal agreement with the Government including responsibilities of
both parties and commitment to sustain the project;

¢ Detailed projected cost estimates for the pilot sites and provisions for
cost escalation;

¢ Assessment of the qualifications and skills of technical and
implementing partners;

¢ Plans and responsibility for acquisition of material and equipment and
logistical support;



e Staff who possess knowledge to oversee the project including sufficient
engineering support for infrastructure development, constructions and
equipment installation and identification and selection of pilot sites for
project implementation;

¢ Discussion and coordination, if necessary, with other organizations in the
country that may have similar plans (i.e., ICRC); and

¢ Risk assessment of the potential obstacles, mitigating strategies, or
alternatives.

Financial Stability to Support the Water and Sanitation Project for Prisons

14. According to the 2008 AWP and cost plan, the estimated cost for the
water and sanitation project is between $20,000 and $40,000 per prison. The
project encourages the government to assume responsibility in the sharing of the
costs. The cost plan also included $150,000 for the implementation of the project
in three prisons through technically capable implementing non-governmental
organization (NGO), state or private contractor.

15. It is planned that the CCO trust fund will cover the initial costs of the
project. According to the CCO Representative, the Swedish government showed
interest in the project and a wiilingness to provide financial support. The office
also plans to explore support of the World Bank in Phnom Penh and the Asian
Development Bank, since they are the leading actors on national development,
and to encourage them to integrate this programme into their planned work.

l6. However, the plan does not provide a strategy to address the possibility
of non commitment of other actors or the Royal Cambodian Government (RCG).
If OHCHR decides to embark on this project, they must also ensure funding for
the completion of the project and get formal commitment for financial support
from perspective donors. As stated above, the CCO needs to prepare a detailed
cost plan, including a break down of materials, equipment, labor and other
project-related costs. This project while ambitious, could serve as a bench mark
for future OHCHR projects and as such, should be given serious consideration.

Recommendation 1

1)) The OHCHR Field Operations and Technical
Cooperation Division should ensure that the Cambodia
Country Office provide a detailed plan for the Water and
Sanitation Project for Prisons and that appropriate details
including projected cost estimates, commitment of the Royal
Cambodian Government, risk analysis and funding are
included.

7. OfICHR accepted recommendation [ stating that a detailed project
document and MOU are at the draft stage. The project document will be agreed
with the Government before implementation begins. The plan will also address
potential risks, control mechanisms, evaluation methods etc. and provide
alternatives to mitigate risks. Recommendation | remains open pending receipt



from OHCHR of the final project document and agreement of the Royal
Cambodian Government.

Recommendation 2

(2) The OHCHR Field Operations and Technical
Cooperation Division, in conjunction with the Policy
Planning, Monitoring and Evaluation Section, should
determine the feasibility of the Water and Sanitation Prison
Project and ensure the necessary level of monitoring,
evaluation and oversight of the project.

18. OHCHR accepted recommendation 2 stating that the detailed project
document will spefl out the control mechanisms to ensure necessary level of
monitoring, evaluation and oversight of the project and that the detailed project
document and draft MoU will be reviewed and assessed by respective units in
Geneva. Recommendation 2 remains open pending receipt of documentation
showing OHCHR s evaluation of the plan and final decision regarding the Water
and Sanitation project.

Recommendation 3

3 The OHCHR Field Operations and Technical
Cooperation Division, in coordination with the Programme
Support and Management Service, should ensure timely and
adequate technical and administrative support to the Water
and Sanitation Project as soon as it is approved, including
timely approval of the Prison Unit and expeditious
recruitment actions, and timely acquisition of necessary
materials and equipment and provision of logistics,
considering possible risk of delays in planned contractual
arrangements with non-governmental organizations, private
or government authorities.

19. OQHCHR accepted recommendation 3 stating that the Head of the Prison
Unit is alreadv on board and that the Field Operations and Technical
Cooperation Division (FOTCD) and the Programme Support and Management
Service (PSMS) will provide any further assistance required in identifying local
partners for executing the technical and engineering works. OHCHR does not
have technical capacity to implement such a project; however, OHCHR will
recruit a national officer who has sufficient technical and local expertise in
handiing such projects. Recommendation 3 remains open pending receipt of
documentation showing the recruitment of the national officer with the sufficient
technical and local expertise, and OHCHR procedure to monitor and provide
adequate technical and administrative support to the project.

Recommendation 4

4) The OHCHR Field Operations and Technical
Cooperation Division, in coordination with the Programme



Support and Management Service, should ensure that
management controls are in place in the Water and
Sanitation Project to ascertain that resources are used as
intended and in accordance with applicable United Nations
Financial Regulations and Rules.

20. ONCHR accepted recommendation 4 and stated that the project will
have a management structure to supervise, monitor and control administrative
and financial issues. Staff engaged in the project will be supported adequately.
The OHCHR administrative unit in Cambodia, in consultation with FOTCD and
PSMS will review all expenditures and financial reports to make sure the funds
are utilized according to the United Nations Financial Regulations and Rules.
Recommendation 4 remains open pending receipt of documentation showing the
monitoring process to assure that project funds are expended according to UN
Financial Regulations and Rules, in conjunction with the project document that
should show the project budget that could be used to compare planned against
actual expenditures.

B. Administration

Financial management

21. The post of Administrative Officer was vacant for 18 months until
August 2007. Since then, the financial management of the CCO has been
satisfactory. However, OlOS found that for the period January 2006 to
December 2007, the maximum amount of imprest account of $120,000 was too
high compared to the CCO’s average monthly expenses of $22,000 during the
last two years. The United Nations Financial Regulations and Rules state that the
imprest amount should not exceed 2.5 times the average monthly amount of
expenses. Accordingly, the imprest for the CCO should have been about $55,000.
Instead, it was more than twice the allowed amount.

22. The CCO agreed with OIOS” finding but asked for some time before
decreasing the imprest account amount. The required amount could change as
they were in the process of redeveloping the programme of activities to
implement for the next two years and was waiting for the decision of OHCHR
Headquarters on the new programme and revision of the Annual Work Plan.

Recommendation 5

(5) The OHCHR Cambodian Country Office, in
consultation with the Programme Support and Management
Service, should review the imprest amount taking into
account adjustments in averape expenses under the new
programme of activities and revised Annual Work Plan, to

ensure compliance with the UN Financial Regulations and
Rules,

23. OHCHR accepted recommendation 5 stating that once the prison reform
programme starts, OHCHR Cambodia office will review the monthly average

6



expenditure and take action as necessary. Recommendation 5 remains open
pending receipt of documentation showing OHCHR’s decision regarding the
imprest account maximum amount.

Procurement

24. The CCO handles its own procurement. OlOS’ review of procurement
actions in the past two years showed that the CCO has improved its management
of procurement and there was no violation of basic procurement principles.
However, the CCO purchased three copiers between 2001 and 2007 (once every
three years) without any study or consideration as to the feasibility of leasing
equipment. The technology changed between the first and the last copier and
could change again in the next three years, and the office may replace one of
these copiers in the foreseeable future. Therefore, to ensure efficient use of
resources, the CCO may consider the feasibility of leasing equipment instead of
purchasing equipment.

25. There were no internal written procedures and the staff lacked training
on procurement. The CCO stated that staff members would attend procurement
oriented training provided by the United Nations Development Programme
(UNDP). In OIOS’ opinion, the CCO needed to develop written procedures in
line with the United Nations procurement regulations.

Recommendation 6

(6) The OHCHR Cambodia Country Office should develop
internal procedures for procurement and provide training.

26. OHCHR accepted recommendation 6 and stated that the OHCHR
guidelines on procurement for field offices exist and all the field presences have
been instructed to jfollow the guidelines. Based on OHCHR’s response,
recommendation 6 is closed.

Asset management

27. In the review of asset management, GHOS could not easily find the
acquisition dates of non-expendable equipment. This may present a problem in
identifying the need for replacement and keeping track of the expiry of
warranties. The Administrative Officer acknowledged that the main difficulty
was that a majority of the equipment came from UNTAC before 1993, and so the
precise date of acquisition was not available. However, he would consider this
point in preparing the office equipment replacement plan. The CCO should also
consider writing off or disposing of obsolete and unserviceable equipment.

28. An analysis of the asset database showed that the custody of assets could
be improved. Assets were actually allocated to different custodians. But one of
the designated custodians was an UN Volunteer {UNV) to whom CCO allocated
92 items valued at $12,445. OIOS suggested that the custodianship of assets be
assigned to a CCO staff member, possibly the Administrative Officer. OlOS also



suggested that the CCO assign custodianship to staff members for certain items
that had no assigned accountable staff, but were allocated only to rooms.

Paying for national staff’s attendance in university courses to obtain substantive
training

29, The CCO temporarily suspended payment of support to higher education
for the national staff pending OHCHR’s definition of a clear policy on funding
staff training taken at universities. Under the previous administration, the CCO
funded 50 percent of substantive training taken at local universities. According
to the CCO staff, the training courses were approximately $300 to $500 and the
former administration, as an incentive, provided the staff with the opportunity to
develop their substantive skills for staft development purposes. The CCO was
concerned regarding its authority to pay for courses that may lead to staff
obtaining a degree at OHCHR s expense.

30 ST/Al/1997/4, “Upgrading of Substantive and Technical Skills”
delegates the management of training to each office or department. Based on an
annual training plan, training needs are determined and priorities are set for
achieving strategic goals and developing human resources. Each department or
office is responsible for the execution of its training plans, and should inform its
staff of the approved plan, and be responsible for administration of the use of
funds. Individual requests for training shall be submitted, through the immediate
supervisor, and those requests that are consistent with the annual training plan
may be approved within the limits of available resources. Individual requests
may be granted for outside training. Management should ensure the relationship
of the studies to the staff member’s functions, individual and organizational
development needs, suitability of the staff member for the proposed training,
quality of the programme and the sponsoring institution, and the benefits to be
gained.

31. O10S believes that if cost effective alternative training is not available in
the country and considering the cost of sending staff to other countries, OHCHR
should reconsider the CCO position of suspending OHCHR funded training in
substantive courses taken at local universities, taking into consideration the
provisions of ST/AI/1997/4. If the training is permitted, the CCO should
evaluate the quality and suitability of the local university training for its needs.
In addition, OHCHR should consider providing substantive training to its
national staff, as it is in the process of creating a training unit in Geneva.

Recommendation 7

(7) The OHCHR Cambodia Country Office, in
consultation with the Field Operations and Technical
Cooperation Division and the Programme Support and
Management Service, should ensure that national staff are
provided training in accordance with ST/AL/1997/4.



32. OHCHR accepted recommendation 7 stating that the CCO has resumed
OHCHR funded educational/ training courses to staff members. Based on the
action taken by OHCHR, recommendation 7 is closed.
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