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l. I am pleased to present the report on the above-mentioned audit.

2. Based on your comments, all the recommendations remain open. In order for us
to close the recommendations, we request that you provide us with the additional
information as discussed in the text of the report and also summarized in Annex I .

3. Your response indicated that you did not accept recommendation 3. In OIOS'
opinion however, this recommendation seeks to address significant risk areas. We are
therefore reiterating it and requesting that you reconsider your initial response or provide
evidence that altemate measures put in place address this recommendation.

4. Please note that OIOS will report on the progress made to implement its
recommendations, particularly those designated as high risk (i.e., recommendations l, 2,
3,4,5,7,9,  10,  l l ,  12 and 13)  in  i tsannual  repor t  to  the General  Assembly and semi-
annual reoort to the Secretarv-Ceneral.
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EXECI.'TFVE SUMMARY
Audit  of  UNHGR's Hurnan Resources {people$oft)  Module

OIOS conducted an audit of IJNHCR's Human Resources (peoptesoft)
Module. The overall objective of the audit was to determine whether the
implementation of the HR Module achieved the intended objectives, and that
adequate procedures and controls existed over input, processing and output of
data and information. The audit was conducied in accotdance with the
Int€rnational Standards for the professional practice of Internal Auditing.

. UNHCR adopted the HR Module to manage positions, numan resources
and the global payroll in 2006/?007. The new UC Module enabled UNHCR to
discard multiple information systems (UNHCR's personnel Information onJine
Update System, Regular and FAST payroll Systems) previously used for human
resources management and payroll. UNHCR has rolled_out the new HR Module
to 40 country oflices and enabled them to record the HR actions directly in the
system, run reports and view HR data online. It eliminated the need to use
diverse spread sheets or other incompatible systems. The field roll-out has
reduced the generation and flow of paper trinsactions and diminished the
centralized data recording at LNHCR Headqua-rters. However, OIOS identified
some control weaknesses that, if not adequately addressed, would expose
TINHCR to risks of inefliciencies and ineffectivenesi.

UNHCR has not defined a formal strat€gy to complete the field roll_out.
There are still 70 countries using the pup", ,y-rt", for iJR administration. In
addition, there are no clear plans on how the Organization intends to proceed
with the roll-out of the HR Module in 200g, the timeframe of the comolete rolr-
out, and the resources still needed to complete the process. These uniertainties
expose UNHCR to risks relating to inappropriate allocation and utilization of
staffing and other resources.

With a significant nurnber of UNHCR offices still using the paper
system, HR data recording is centralized in the Budapest Service Centre
(Budapest). There is no standard operating procedure to handle the data
tuansmitted by the field oflices for processing: for insCance there ls no dedicated
mail box to receive the data from the country offices, and no method for logging
and monitoring the process.

There is no workflow implemented for the personnel administration
function in the HR Module. As a result, the data recorded by a HR Assistant is
immediately "live" and not subject to subsequ€nt online validation and
confirmation by hiVher supervisors and managers. Thus, accountability is at a
low level and not at the managerial tevel. In addition, the control pio""rr".
established for reviewing the audit trails of HR transaction .""o.iing ,"u,
ineffec-tive and needed significant improvements. Audit trails were often lJngthy
and difficult to interpret.

The Division of Human Resources Management did not establish
procedures to v€rily the HR management issues and practices of the country
offices. Currently there is no assurance on HR documentation and maintenance



of individual files by the country offices. The HR data was not always
communicated to Budapest on time by country offices that are still using a paper
system, with pot€ntial consequences on payroll calculations.
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I .  INTRODUCTION

l. The Office of Intemal Oversight Services (OIOS) conducted an audit of
TNHCR's Human Resources (PeopleSoft) Module. The audit was conducted
between October and November 2008 and in accordance with the International
Standards for the Professional Practice of Intemal Auditing.

2. UNHCR introduced the web based peopleSoft Enterprise Resource
Planning System (ERP) known as the Management Sysrem Renelyal proiect
(MSRP) in Headquarters in 2004. The roll out ofthe Finance and Supply Chain
Modules to the country offices was completed at the end oi ZOOI.
Simultaneously, UNHCR also started implementing the Human Resources (HR)
and Global Payroll Modules between 2006 and 2007.

3. There are currently about 5,800 users of the HR Module who could be
grouped in the following categories:

"Self-service" users, with the least system impacting rights.
"Browse" users, who can see data about employees, but cannot change it.
"Update" users, who can update but not correct historical data; and.
"Correction" users, who can update current, future or historical data.

4. The various components of the HR Module are: Workforce
Administration; Recruitment and postings; post (position) Management, Staff
Development and Post Classification. The roll-out strategy consistid of training
staff in the use of specific Workforce Administration components and then
giving them the appropriate access to those components (in tne country or
regional offices, access is restricted to the records of the national staff in that
country or region). Cunently, the HR Module has been successfully implemented
in the Headquarters and over 40 country offices.

I th. previous systenrs (LINHCR's Personnel Information OnJine Update
System, Regular and FAST Payroll Systems) in place for HR administration and
payroll were mainly used by the various secti;ns of the Division of Human
Resources Management (DHRM) and the Budget Section. The country offices
had no access to any of these applications. The data from the old systems have
been transferred to MSRP, which now constitut€s the only central HR data
repository.

6. The Personnel Administration Section (pAS) in DHRM is the maior user
of the HR Module. PAS is based in the Budapest Service Center ( Budapest) and
is responsible for the administration of: (a) professional staff members; (b) field
service staff members; and (c) General Service staff based in Geneva and
Budapest. National staff members are administered by their respective country
offices.

7. Unlike the Finance and Supply Chain Modules, no workflow for
transaction processing has been implemented in the HR Module.

8- Comments made by UNHCR are shown in italics.



9 .

II. AUDIT OBJEGTIVES

The main objectives ofthe audit were to:

(a) Determine whether UNHCR had met the objectives defined for
the implementation of the HR Module;

(b) Evaluate the adequacy of procedures and controls over input,
processing and output;

(c) Determine whether information processing is complete, accurate,
and in compliance with relevant regulations and rules;

(d) Evaluate the adequacy of procedures and controls over the
maintenance and monitoring of the management trail produced
by the HR Module;

(e) Verify the accuracy of reports generated by the HR Module; and,

(f) Determine the adequacy of application-level access control
enforced by the HR Module.

I I I .  AUDIT SGOPE AND METHODOLOGY

10. The audit focused on the post-implementation results and security
aspects relating to the HR Module. This included a review of the policies and
procedures in place. The audit team visited UNHCR O{fice in Budapest where
the Personnel Administration aird Payroll Section ofDHRM is located to review
the tasks performed. During the audit, OIOS analyzed applicable data security
controls and conducted tests on the HR Module functionalities. These tests
included matching the source docum€nts (from the country ofTices) to the
recorded data; reviewing the entries in the audit report; and reviewing the
permission lists and roles provided to the users.

I l. The audit team reviewed the "Workforce Administration" component of
the system that is widely used by DHRM and the country offices. ln addition, the
team also reviewed the recording/updating processes of the "Positions
Management" used by the Budget Section in the UNHCR Headquarters.

12. The audit was conducted in accordance with ISACA's (Information
Systems Audit and Control Association) Information Systems Auditing
Standards, guidelines and procedures. OIOS used the relevant processes and
control objectives set-out by the Control Objectives for Information ard Related
Technology (COBIT) to assess the intemal controls.
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lntcnded objectives rve re achieved

13. 
'l-he 

new IIR Modulc has achievcd its interrded ob.ieclives and enabled
UNHCR to d iscard mul t ip le  in fbrmat ion systems (UNf lCR's Personnel
Infbnnation On-line Update System. Regular and FASI' Payroll Systenls)
previously uscd fbr humau rcsolrlccs rranagerrelt and payroll. UNHCR has
rolled-out the nerv [ [R Modulc to 40 country otiices and ctlablcd thent to record
the HR actions directLy in thc systcm, rutl repofts attd vicrv IIR data online. lt
eliminated the nced to use divcrse sptead sheets or otlrer inconlpatible systelrs.
The ficld roll-out lras rcduced the generatJon and flow of paper trarrsactions and
dininished thc centralized data recording at TJNHCR Headquaners.

Necd to speciry the strateq) and resource allocation to conlplete the Ioll-out

14. Professional bcst practiccs require that the developlrent and
irrplementation of rrerv application systems are based ou a dclined, approved and
monitorcd strategy, with detailcd responsibilitics, rnilestones, and rcsourcc
aLlocal ions.

15. 1-he developrncnt, configuraliou and implctnetrtation of tlle HR Module
havc been in progress lbr approxiu.rately three years. Relevattt doculnentation
pertaining to the project steering comlxittee (Busincss Orvners Cotnnrittee,
BOC), board minutes, project chafier, GANTT charts. tealn's slructure. decisioll
logs, and dashboard, have becn prepared and stored in thc centralized online
repositoly "Livelink".

16. Thc projecl steering comrniltee met on a monthly basis. It rvas chaired by
the Director of DHRM, and it was cotnposed of project managers, the heads of
DHRIVI units, representativcs frorn Firancc, Budget, Medical Service.
lnfbrrnation Systerrs and 

-l-elecornnrunications, 
and atty other office of the

orBanization as dccmed nccessary by the requiretnents of the business beirrg
perfbrmed in the systeln.

l7 . The roll-out plan of thc HR N{odulc developed b1' thc Cornmittee in .luly
2006 envisioned its completion by the end on 2007. However, this deadline rvas
not rrel. The roll-out ofthe HR ModuLe to country offices started in 2006 and
continued through 2008. At the tinrc of the audit, the HR Module rvas
successfully irnplen.rented in over 40 countries. Users of the HR Module in a
country rvhere it i.vas rolled out were based in the Branch Office and/or at the
Sub-Office. The country offices for roll-ont were chosen based on the nutnber of
national staff members. Nevertheless. there rvere stil l about 70 countries where
the HR Module has not yet been rolled out. These otlices manually fil l and
transrrit documents to Budapest for data rccordiug in the HR Module.



18. OIOS noted that there was no formal strategy available in UNHCR to
complete the field roll-out. Discussions wittr ttre OARl,t officials revealed that
the HR Module implementation would no longer be a .project' after the end of
2008. In addition, there was no clear information on trowbgRM will oroceed
with the roll-out of the HR Module in 2009, and the timefram€ and resources sti
needed to complete the roll-out. These uncertainties affected the effectiveness of
the^process and exposed {INHCR to risks relating to inappropriate u lization of
staff (for instance, data entry to be made in Budapist) and under-utirization ofthe
system tesources.

Recommendations I and 2

(1) The UNHCR Division of Human Resources
Management should define the time frame to complete the
roll-out of the Human Resources Module.

(2) The UNHCR Division of Human Resources
Management should establish and allocate the resources
required for the roll-out of the Human Resources Module.

19. The UNHCR Division of Human Resources accepted recommendations l
and 2 and explained that two main factors a"Uy"a n" fuli i*ptementation of the
roll-out strategt: (a) focus during the year 2008 was mainly in successfully out-
posling Personnel Administralion and payroll Section (pApS) from Geniva to
Budapest; and (b) LTNHCR has initiated a regionalization process which will
have lo be taken into account to /urther proceed with the roll-out process. ()nce
t!:.PlPS operational response is stabiiizecl antl lhe regionalizatron process is
full4 knoyn the new strategt will be in place for a finit ro -out plai focusingmainly, __but not only, on a regional approach. Such a strategt witt then bi
gradually implemented from 2010 upon allocation of resources.
Recommendation I remains open pending receipt of documentation showing that
a definite strategy and time frame have been set for the remaining roll-out &the
HR Module. Recommendation 2 remains open pending receipt ofdocumentation
showing the allocation ofthe necessary resources to fulfill the roll-out strategy.

B. Human resources transactions processing

ASjlce of l workflow oroc mechanrsms exooses
UNHCR to the risk of orocessine incorrect information

20. The effectiveness and effrciency of processes is ensured when clear
terms of reference exist about the flow of information and the assignment of
authority for approval and review. In the case of the I_INHCR HR Module, there
is a.risk _that the business processes may not have been configured properly,
resulting in incorrect or inadequate controls.

21. UNHCR has not implemented workflow and delegation of authoritv
procedures, as used in the Finance/Supply Chain Module. to alprove transactions
in the HR Module. The effect is that the data recorded o.rnodifi"d by Human



Resources Assistants is immediately .,live',, and not subject to additional online
validation and confirmation. This condition exposes UNHCR to the risks of
processing incorrect HR data, with potential financial consequences.

Recomrnendation 3

(3) The UNHCR Division of Human Resources
Management should introduce a workflow administration
for personnel actions to €nsur€ clear accountability.

22. The UNHCR DHRM did not (lccept recommendarion 3 though it stated
that careful consideralion was given to this recommendation. In DHRM's view,
process workflow would nol per se creale Qnd/or enhance accountability on HR
transaclions. Furthermore the buikl-up of the technical process woukl require
important inyestment in terms of funds and human resources. This issui had
already been analyzed and discussed at the inception of the MSkp project and it
was concluded not to inlroduce work/Iow. Notwith:tanding lhe above, DHRM
agreed that there wqs a need to enhance accounlability and believed that by
applying other audit recommendations the required result woulcl be achievecl.
OIOS takes note of the explanations provided by UNHCR but reiterates
recommendation 3, which will remain open pending receipt of evidence that
alternate measures put in place by DHRM have enhanced accountabilitv at the
level that could be expected from the use of a workflow.

2^3 To ensure transparency and control of HR transactions, the online facility
for viewing personnel actions should include the disclosure of information
regarding the creator's user ID and the date/time stamp. This information is
analogous to the voucher preparer, approver and date/timi details disclosed in the
Finance Module. However, while this information is stored in the HR Module. it
is not displayed to the relevant users.

24. In addition, OIOS noted that the frequently used repon on personnel
actions (HHR801) does not display the user [Ds and their iime stamp (these
details were available in the actions generaled by the old system). There is risk
that outside entities (for example, the pension Fund) and st;ff members who set
copies of the personnel actions will not readily know the users who created thim
and the dates of creation.

Recomnendation 4

(4) The UNHCR Division of Human Resources
Management should modify the IIR Modute to display
relevant information about the users who created and
updated the personn€l actions along with the date/time
stamps. This information should also be visible in the
personnel action forrns (HHR80f ),

25. The UNHCR DHRM accepted recommendation 4 and stated that it
agrees thot, for transparcncy's sake, this information shouttl be better displaved.



Tler-efore, with the support of DIST and if technically feasible by the erut of
2009, an enhcncement will be built into the system. Recommendation 4 remains
open pending confirmation of the modifications to the system and personnel
action forms (HHR80 I) that show the creator, updater and timestamp.

26. OIOS noted that the following scenarios existed in the HR data
transaction processing, which is also illustrated graphically:

(a) Data recorded by PAS, Budapest related to:

- The administration of all staff members in the
professional category, general service category (both in Geneva
and Budapest), and all field service staff. All supporting
documents are received and available in Budapest; and

- The administration of all staff rnernbers in the general
servtce category in the field where there is no HR Module
access. All supporting documents are maintained in the country
offices.

(b) Data recorded by country offices (where the HR Module is
implemented), related to the administration of all staff members
in the general service and national officers based in the country
offices. All the supporting documents are maintained in the
country offices.

27. Since the data is "live" as soon as it is recorded by a Human Resources
Assislant and needs no further online confirmations, UNHCIi established a
manual, but o{fline, control procedure to review the transactions recorded.
Accordingly, the HR Module generates a transaction trail in the form of a reoort
(called HR Transaction Audit Report). This report is automatically g"n.rit"d
and dispatched by email to the Human Resources Officers (,,auditors,'f with the
details of all actions initiated the previous day by the Human Resources
Assistants ("auditees") reporting to them.

28. The objective of this process is that, by reviewing this report, the Human
Resources Officers will be able to verify the correctness of the actions taken bv
the Human Resources Assistants.

29. OIOS' review of the data recording process in Budapest relating to the
professional and general service categories (for Geneva and Budapest) noted no
significant weaknesses. However, weaknesses existed in the followins
circumstances: (a) Data recorded in Budapest for the LINHCR country officei
that are still using the paper system; and (b) Data recorded by the country offices
where the HR Module has already been rolled out. Furthermore, weaknesses also
existed in the review process of the transactions trail in the HR Module. These
weaknesses are explained in the fbllowing paragraphs.



Cunent Workbrca Adminisbation Data

30. The data entry process for the country otfices where the HR Module is
yet to be rolled out is centralized in pAS, Budapest. This transition phase
demanded a different set of controls to handle the process of the offices thit are
still operating on the paper system. However, OIOS noted that pAS had not
established Standard Operating Procedures (SOps) for handling the process.
OIOS was informed that the current practice was similar to the prevlous sysrem.
and based on the lollowing three main steps:

a) The country offices prepare the personnel Action Information form
(PAI) containing all the details of the staff member and the nature of
action (for example recruitment or an entitlement such as deoendencv
benefit) to be initiated by the office in Budapest in the HR Module. The
PAI is a word document completed locally and approved by the
Representative or Administrative Officer or Human Resources Oflicer.
The supporting documents to the pAIs are retained locally;

b) The approved PAIs are generally scanned and transmitted as an email
attachment (PDF format) by the Human Resources Assistant in a field
office to the lbcal point for the country in Budapest; and,

c) The focal point in Budapest processes the pAI in the system and
provides a report called the Personnel Action Form (pAF _ HHRS01) to
the country office.

31. The results of OIOS' review highlighted that several control deficiencies
existed. In particular, there was no dedicated mail box established in the
UNHCR's email system to receive the pAls. From the current practice, OIOS
observed that it was not possible to reasonably estimate the number of pAIs



received by PAS, Budapest and the PAIs where actions had already been
initiated. There was also no central repository in PAS, Budapest to provide this
type of detail. OIOS observed that it was left to the judgment of the individual
staff members in PAS to file a hardcopy of the pAIs or save them on their
workstations. This condition exposed the Organization to the risk of not being
able to establish the volume of HR-related work pending in Budapest.

32. In addition, OIOS also noted several instances of sienificant delavs bv
the field offices in sending the PAIs ro Budapest. The reasJns for rhe deiayed
actions by the country offices mostly went unrecorded or unexplained. Several
of these delayed submissions had an impact on the payroll and should.be
addressed. lt should be noted that such control mechanisms are necessary until
such time as the HR Module roll-out is complete.

Recommendations 5 and 6

(5) The UNHCR Division of Human Resources
Management should establish standard op€rating procedures
(SOPs) to handle the Personnel Action Information (pAIs)
received from the country offices, The SOPs should include
the establishment of a dedicated mail box to receive the pAIs,
and procedures to log them upon rec€ipt; record the name of
the staff members assigned to act on them; and cross-
reference them to the action details in the Human Resources
Module.

(6) The UNHCR Division of Human Resources
Management should review the delayed Personnel Action
Information rec€ived from the country offices and identify
the r€asons for the delay before processing th€m.

13. The WHCR DHRM accepted recommendations 5 and 6 and agreed in
full with them. A PAPS working group is being set up so that SOpi can be
designed- Recommendation 5 remains open pending receipt of a copy of the
SOPs and their implementation. Recommendation 6 remains open pending
receipt of a copy of the procedures to review late receipt of the personnel action
information lrom the country offices.

C. Human resources t tansact ion audit ing

comDlete

34. The HR Module's data review mechan.ism relied principally on the HR
Transaction Audit Reports. In practice, the "audit'' proce;s for'a country otfice
which uses the HR Module was that all actions performed by a Human Resources
Assistant ("auditee") were captured in a daily HR Transactions Audit report, and
emailed to the country's focal point, who could be a Human Resources Officer or
an Assistant ("auditor") in PAS, Budapest.



35. Similarly, all actions performed daily by a Human Resources Assistant in
Budapest ("auditee") were captured in a similar HR Transaction Audit Report
and emailed to his/her supervisor (again, .,auditor"). This process ensured that
every action initiated by one staff member, is reported to the attention of another
staff member one day later.

36. DHRM established the HR Transactions Audit Report process to capture
all the changes made to the HR data by the users who have the relevant authority
(HRO and PAS_CORRECT roles) in the HR Module. In particular, this report
aimed to capture allthe changes rhat rriggered payroll actioni.

37. OIOS noted several controls weaknesses in the review mechanisms
implemented by UNHCR for the HR Module as follows:

F No documentation was available to explain the control framework
designed for the review process (like the Delegation of Financial
Authority already established for the Finance and Supply Chain
Modules).

) There was no organization chart in pAS to indicate who audited
whom, and how the HR roles had been assigned to the staff members
worldwide. The MSRP report on 'auditors and auditees', generated
every quarter, provided no assurance about its compleleness as some
users were missing. This lack of structured procedures caused
contradictions. OIOS noted instances where the activities of some
Human Resources Assistants were audited by more than two Human
Resources officials. In addition, ty/o Senior Human Resources Officers'
actions were not audited at all. OIOS also noted instances of redundant
controls where Human Resources Officers based in country offices were
audited by Human Resources Assistants based in Budapest. In general,
there was no consistency in auditing the actions performed by Human
Resources Officials.

> For country offices where the HR Module has been rolled-out, the
criteria and procedure to supervise the HR activities were not specified
in a systematic manner. Consequently, gaps and deficiencies existed.
OIOS noted instances where the actions performed by Human Resource
Assistants in country offices were audited only by staff (Human
Resources Officers and Assistants) in PAS, Budapest: they were not
audited locally. Since all supporting documents were held at the country
level, the "auditor" in Budapest could only check the technical validity
of the actions taken and not the justification for the action. For instance,
a staff dependent could be recorded corectly, but the "auditor" in PAS
would not know whether thar dependent actually existed. Since data
recorded by a Human Resources Assisiant immediately updates the
system, there is a risk of inappropriate additions or modifications ofdata
without the knowledge of the local Human Resources Officer, the
Administrative Officer or the Representative.



Some actions performed in the system escaped the scrutiny of pAS
"auditors" as they were not configured to appear in the HR Transactions
Audit Reports, confirming the incompleteness of the transactions
reported in the audit trail. These insLances were represented by users
who deleted several rows in a master table to fix errors (it should be
noted, however, that the deletions were properly recorded as incidents
and approved, and they had no effect on the payroll, nor affected the
integriry of the databases.)

The transaction audit process was also not comprehensive. Transactions
executed by users with a high level of authority (for example members
of the technical support group with MSRP prefix IDs) were not reported
to the responsible staff members or country focal points in PAS.

Recommendation 7

(7) The UNI{CR Division of Human Resources
Managem€nt should establish a comprehensive control
framework for the Human Resources Transaction Audit
process to make it effective and fully functional. The
framework should include the high risk actions that should
be audited, the levels, locations and categories of staff
mernbers involved in the auditing process and how the
exceptions identifred during the review of the audit reports
are to be recorded and dealt with,

38. The UNHCR DHRfuI accepted recommendarion 7 and stated thqt it
agrees in full with this recommendation and will implement it accordingly. The
sqme PAPS working group thol is being set up for the design of SOPs will
elaborate the fromework for the Transaction Audit process. Recommendation 7
remains open pending receipt of doc,umentation showing that a comprehensive
framework for the HR Transaction Audit process has been put in place.

Audit reports must be re-designed to ensure clarity and comprehensiveness of
information

39. The reports generated by the system should be comprehensive,
unambiguous, self explanatory and meet the information/decision making needs
of the intended readers. Their distribution to users should be uodated in
accordance with the functional reorganization ofoffices and staff,

40. The HR Transaction Audit Report currently generated was a complex
document with an extensive amount of information. Discussions with staff
members in PAS confirmed that these reports were difficult to intemret. In
addition, there were no lormal procedures for redirecting their disrribution when
staffassigned as "auditors" were absent from the office.

41. Furthermore, the validation of these reports required supervisors to
access the HR Module along with the hard copies of the supporting documents
on hand to interpret and confirm the data. Some of the PAS staff members also

l0



explained that, due to other work exigencies, they accorded little or low priority
to the review ofthese audit reports.

42. A positive result achieved through the generation of the HR Transactions
Audit Report is to allow officers to view the history of changes to an employee's
records. However, the layout of these reports limits their readability because: a)
data is softed by the operator [D (example: Human Resources Assistant) of the
person who made changes and not in chronological order; and b) when multiples
changes are made to the same staff member in the same day, only the most recent
changes are shown.

43. ln reviewing the cuffent reporting system, OIOS noted the following
control weaknesses:

) The HR Transaction Audit Report differentiated between additions,
changes and deletions to data. However, if an operator, while adding a
record, took the precaution of saving halfway through completion, any
subsequent changes to that new record would have been listed as
changes, thus further complicating the analysis of the repoft.

)> Most of the staff members in PAS have the authority to enter and to
correct data. The responsibilities for processing HR data are assigned to
PAS staff on the basis of a geographical distribution of countries.
However, regardless to their geographical responsibilities, PAS staff can
access and modify HR data related to any country office, including those
that are outside their area of responsibility. UNHCR justihed this
arrangement with the need to ensure adequate flexibility in reassigning
staffing resources within the PAS office, without having to constantly
update the access control rights of each staff member. Since the HR
Transaction Audit Report received by the focal point of each
country/region does not include changes made by staff members who are
not reporting to them, there is a risk that data modifications may go
unnoticed.

Recornmendations 8 to l0

(8) The UNHCR Division of Human Resources
Managernent should revisit the design of the Human
Resources Transaction Audit report to ensure that all high
risk actions are distinguished from others and attract the
attention of the supervisors for necessary action.

(9) The UNHCR Division of Human Resources
Management should define proc€dures in support of
supervisors' (i,e. Human Resources Officers and
Administrative/Finance Officers) responsibility to r€view the
audit reports, and to enforce accountability in the absence of
workflow.
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(10) The UNHCR Division of Human Resources
Management should modify the Human Resources
Transaction Audit Report parameters to include the
possibility of running the report for a specific country or a
group of countries.

44. The IJNHCR DHRfuI accepted recommendlltion 8 and stated lhot it
agrees in full with this recommendelion. Therefore, wilh the support of DIST
ancl if technicctlly feasible, v,ill implement it by the end of 2009
Recomrnendation 8 remains open pending sight of the redesigned HR
Transaction Audit report.

45. The L/NHCR DHRUI accepted rccommendation 9 dnd stated that il
agrees in full \eith this recommendation and will implemenl it accordingly. This
.subject will be reviewed by the PAPS working group. In addition, a specifc
training module for the oudit role is being developed ond it will be tested in April
2009. Recommendation 9 remains open pending receipt of evidence showing
that procedures to support responsibility and enforce accountability of
supervisors towards the data have been implemented.

46. The UNHCR DHLM accepted recomntendalion l0 ond stated lhat it
agrees with this recommendation while mdintaining lhe importance thqt oll
PAPS stalJ have unlintited access to the module. Recommendation 10 remains
open pending sight of the redesigned HR Transaction Audit report that can be run
for a specific or a group ofcountries.

A training oroglamme for staff members using the HR Module needs to be
established

4'7. The implementation of a new application system should be supported
with tirnely training programmes for all staff involved. Users should be provided
the necessary access to the system commensurate with theirjob functions,

48. ln LNHCR country offices that do not have human resources officers,
HR data reports were reviewed by administrative or finance officers. However,
these officers did not have access to the HR Module and had not received any
training to interpret the information contained in the HR data reports. Therefore,
there is a risk that errors in processing HR data go undetected.

Recommendation 1l

(l l) The UNHCR Division of Human Resources
Management should establish an appropriate training
programme for the Adrninistrative/Finance Officers and
Managers in country offices who are responsible for the
Human Resources (HR) function and provide them the
necessary access rights to the HR Module.

49. The UNHCR DHRM accepted recomrtendation I I and stated that it Jully
concurs vtith this recommendation and would like to confrm its willingness to
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fully implement it. PAPS has alrcady initiated the design of a number of training
modules largeting both technicol users as well as nrclnogers. Because of lack of
adequate funding for 2009, rhe Feining process in 2009 will cover a limited
nurnber ofcountries. However it will be expanded in the later years. ln addition,
PAPS, in close collaboration ttith the Global Learning Centre (to he estctblished
in Budapest by mid-2009), will design online lroining modules (other than
throtryh workshops) so as to enlarge lhe number of lrainees. Recommendation
I I remains open pending evidence confirming that training programmes are
underway for the Administrative/Finance Officers and Managers in country
ofltces who are resoonsible for HR functions.

ta

Need to establish a quality assurance process relating to data from the countrv
offices

50. The personnel file or official status file is the repository of documents
pertaining to a staff member's oflicial sLatus and career record in the
Organization. HR practices require that all relevant papers are regularly placed
in the personnel files and none should be removed from them. They provide the
source data tbr calculating various payroll and benefit entitlements, lt is
therefore vital and mandatory that the information in the personnel files is
accurate, complete and veriflable.

51. The original documentation pertaining to Personnel Actions for staff
members in the General Service and National Officer categories working in a
country office was retained locally in their personnel files according to the
delegation of administration of national staff. However, OIOS noted that there
was no quality assurance process established by DHRM to ensure that the
personnel files in the country offices were properly maintained and HR processes
were generally complied with.

52. The results of audits already completed by OIOS in UNHCR country
offices have indicated that in several instances the stafling resources of the
Human Resources function was not commensurate with the work load, and that
many offices did not even have a position for Human Resources Officer. These
Iimitations were especially evident in large country offices (i.e. Democratic
Republic of Congo, Sudan, Chad, Ceorgia and Afghanistan), where the
complexities of HR administration increased work accumulation and data
recording backlogs.

53. The HR Transactions Audit reports issued by country offices were
reviewed by PAS without the supporting documentation. This condition limited
the ability of the office to validate the HR transactions reviewed, with a risk that
potential errors or frauds would go undetected.

Recommendation 12

(l2l The UNHCR Division of Human Resources
Management should €stablish syst€matic procedur€s for lhe
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verification and validation of the Human Resources
transactions compl€ted by the country offices.

54. The UNHCR DHRM accepted recommendation 12 and stated that a
mission plan targeting operotions "at risk" is being developed. In addition, a
PAPS mission checklist is being established. However, due to funding
consftaints, this process will be spread over a number of years.
Recommendation 12 remains open pending receipt of evidence that a plan of
action has been put into effect to provide assurance of the accuracy of the data
provided by the country o{fices, and in particular the country offices that are at
high risk.

E. Security and access controls

Need to formalize and streirgthen the logical access controls process

55. Security conhols should ensure the protection ofprogram and data from
unauthorized use. Furthermore, a user should have no access by default, and
access to data should be explicitly granted by the security administrator through
the assignment of roles and permission lists.

56. OIOS noted that PAS authorized the MSRP Security Team to provide
access rights to new users (staff members), or to modiry existing users' access to
the HR Module via email. This process, however, presented some control
weaknesses, since PAS did not keep a log or a register of all the requests sent to
the MSRP Security Team. In addition, there was no assurance that all PAS
requests (initial and subsequent changes) had been implemented as requested in
the HR Module. PAS had also not established a process to compare the approved
profiles with the actual data in the HR security profile.

Recommendation l3

(f3) The UNHCR Division of Human Resources
Management should establish a procedure to log the requests
made for access rights changes and to compare the approved
access rights with the corresponding security prolile in the
Human Resources Module. This comparison should be
performed periodically for all UNHCR ollices that use the
HR Module. Any exception should be investigated and
corrected.

51. The Ltl,{HCR DHRM accepted recommendation 13 and stated that il has
since November 2008 set up a working group to review the occess rights to the
HR Module. It is expected to issue clear guidelines by June 2009.
Recommendation 13 remains open pending receipt of documents showing that
procedures are in place to log access rights requests and compare them with the
security profile in the HR Module.
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