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EXECUTIVE SUMMARY
Audit of staff vacancy management in MONUSCO

OIOS conducted an audit of staff vacancy management in United
Nations Organization Stabilization Mission in the Democratic Republic of the
Congo (MONUSCO). The overall objective of the audit was to assess the
adequacy and effectiveness of the management of vacancies. This audit was
conducted in response to MONUSCO Management's request. The audit was
conducted in accordance with the International Standards for the Professional
Practice of Internal Auditing.

The overall vacancy rate of the Mission had improved. The rate for
international staff had fallen to 20 per cent as at February 2010 compared to 26
per cent as at 31 August 2009. However, the vacancy rate for key positions
continued to negatively impact on the implementation of programmes.

e The Personnel Section had not updated the Mission’s Staffing Table in a
timely manner. Also, there were discrepancies between staffing data
maintained by the Personnel Section and the data maintained and used by
programme managers in managing their authorized posts. In some
instances, posts were reflected in the Staffing Table with respect to
sections/units for which the posts were not authorized. The lack of up-to-
date and accurate information increases the risk of delays in recruiting
against available posts.

e There were weaknesses in the loaning of posts from one section to
another. The requirements that a formal agreement between the releasing
and requesting sections be established and that the Director of Mission
Support should approve such arrangements were not complied with. The
extensive loaning of posts raises questions about whether these posts are
required.

e There were a considerable number of posts that had been vacant for
nearly two years - 190 international posts including 105 considered as
critical had been vacant up to six years. Eleven of the 105 posts had been
vacant between four to six years. Delays in filling international vacancies
negatively impact on the implementation of the Mission’s programmes.

OIOS has made a number of recommendations to address the issues
identified during this audit and to improve internal controls over vacancy
management.
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I. INTRODUCTION

1. The Office of Internal Oversight Services (OIOS) conducted an audit of
staff vacancy management in the United Nations Organization Stabilization
Mission in the Democratic Republic of the Congo (MONUSCO). The audit was
conducted at MONUSCO Management's request. The audit was conducted in
accordance with the International Standards for the Professional Practice of
Internal Auditing.

2. The total authorized civilian posts for MONUSCO as of 31 August 2009
was 4,816 divided into three categories - 1,234 for international staff, 2,909 for
national staff and 673 United Nations Volunteers (UNVS).

3. Vacancies are managed by the Human Resources Section (HRS) and the
managers for sections/units for which the posts have been approved. Nucleus is
the electronic system used in managing the Mission’s Staffing Table.

4, Comments made by MONUSCO are shown in italics.

II. AUDIT OBJECTIVES

5. The main objective of the audit was to assess the adequacy and
effectiveness of the procedures for managing vacancies.

1. AUDIT SCOPE AND METHODOLOGY

6. The audit focused on the management of vacancies during the period
from 1 July 2008 to 28 February 2010.

7. The audit methodology included interviews of responsible officials and
review of relevant documentation and records. The Mission could not provide all
requested data and some of the data provided to OIOS was not complete or
accurate.

IV. AUDIT FINDINGS AND
RECOMMENDATIONS

A. Staffing table and post management

8. During the period from 1 July 2008 to 31 August 2009, there were a
significant number of unfilled vacancies for all categories, international, national
and UNVs. The Mission’s average vacancy rate as of 31 August 2009 was 21 per
cent. Comparatively, the highest vacancy rate was for the international staff
category, which averaged 26 per cent. The average vacancy rates for national
staff and UNVs were 18 and 19 per cent respectively.

9. For all staff categories, the Mission has more vacancies older than one
year than vacancies less than one year. Thirty-seven per cent of the vacancies



were more than a year old, 31 per cent 6-12 months old, 22 per cent 3-6 months
old and 10 per cent less than three months old.

The staffing table is not up-to-date and accurate

10. The Standard Operating Procedures (SOP) for Staffing and Post
Management of the United Nations Peace Operations stipulate in Sections 2.5.2
and 2.5.3 that the Chief Civilian Personnel Officer (CCPO) is responsible for
maintaining the Mission’s Staffing Table which is maintained in the Nucleus
System All actions shall be reflected in the Table accurately and in a timely
manner. Staff responsible for updating the System shall be trained in the use of
the System.

11. The HRS had not updated the Staffing Table in a timely and accurate
manner. As a result, according to some programme managers, vacancy data
furnished to them for monitoring and planning purposes was not always accurate.
Additionally, there were discrepancies between the staffing data provided to
OIOS by HRS and the data maintained and used by programme managers in
managing their authorized posts. In some instances, posts were reflected in the
Staffing Table with respect to sections/units for which the posts were not
authorized. This impeded timely recruitment against these posts.

12. Changes in approved staffing/posts were not always communicated to
the concerned sections/units in a timely manner. Some programme managers
(e.g. the managers for Property Management and MovCon sections) indicated
that changes in their staffing tables had been made while recruitment efforts were
ongoing with regard to the posts affected by the changes.

13. OIOS noted that the weaknesses in the management of the Staffing Table
were primarily due to the lack of clear procedures for maintaining the Table and
the lack of adequately trained staff in the Post Management Unit in the use of the
Nucleus System.

Recommendations 1 and 2
The MONUSCO Office of Mission Support should:

1) Establish appropriate procedures for maintaining
and up-dating the Staffing Table to ensure its accuracy and
its timely availability to programme managers; and

2 Ensure that staff involved in updating the Staffing
Table are properly trained in the use of the Nucleus System
in compliance with the Standard Operating Procedures for
Staffing and Post Management.

14, The MONUSCO Management accepted recommendation 1 and stated
that a dedicated team has now been assigned the responsibility for post
management and for managing the staffing table. Information on reassignments,
redeployments, retirements, etc is recorded in the Nucleus System on a regular
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basis to ensure that the Staffing Table is up-to-date and accurate. Additionally,
the Mission has shared with OIOS its detailed methodology on how it is updating
the System. Based on the action taken, recommendation 1 has been closed.

15. The MONUSCO Management accepted recommendation 2 and stated
that it will consult with the Department of Field Support on the most cost-
effective way for training staff in post management and Nucleus System.
Recommendation 2 remains open pending evidence that the training has been
held.

Loaning and borrowing of posts and or staff within the Mission

16. The Mission is authorized to temporarily loan posts, in exceptional
circumstances, from one organizational unit to another within the Mission to
meet their evolving mandatory requirements. The SOP for Staffing and Post
Management instructs that, upon the Director of Mission Support (DMS)
receiving a request to loan a post from a programme manager, the Chief Budget
Officer (COB) should review and analyze the request in consultation with the
requesting and releasing office as well as with the CCPO and seek a formal
agreement of all sides.

17. The Mission’s practice of borrowing or loaning staff was not in
compliance with established guidelines. In several cases, there was no evidence
that formal agreements between the releasing and requesting sections and
approval by the DMS were systematically obtained. For example, for 40 of the
80 cases reviewed by OIOS, only three cases had documented evidence of formal
agreement and approval. Some sections stated that their posts and/or staff that
were loaned to other sections were either not returned in a timely manner or not
returned at all.

18. The extensive loaning of posts raised questions about whether they were
required by the releasing sections.

Recommendations 3 and 4
The MONUSCO Office of Mission Support should:

3) Ensure that there is a formal agreement between the
releasing and borrowing sections of posts; and

4) Review the necessity of posts, which have been on
loan to other sections for considerable periods, to determine
whether they can be discontinued in the next budget
submission.

19. The MONUSCO Management accepted recommendation 3 and stated
that it has implemented a post management process, which includes a
requirement for programme managers to complete a form entitled ““Loaning of
Post”. An electronic module for post management has also been developed and
is being tested for implementation by November 2010. Recommendation 3
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remains open pending full implementation of the post management process
including the launch of the electronic module.

20. The MONUSCO Management accepted recommendation 4 and stated
that programme managers will be notified of posts that have been on loan for
more than one year, and requested to determine their disposition.
Recommendation 4 remains open pending evidence of the disposition of posts on
loan for more than one year.

B. International civilian staff

Delays in filling international vacancies

21. The report of the Secretary-General on human resources management
reform (A/55/253) issued in 2003 envisaged 120 days to complete recruitment.
Also, the SOP for Staff Selection in United Nations Peacekeeping Operations
provides that missions are required to begin the selection process for staff
reaching retirement age at least six months before the anticipated retirement date
and the CCPO should know the milestone dates by when a particular post or
group(s) of posts should be filled. Normally, this should be found in the human
resources action plan (HRAP), which has not been fully developed and
implemented in the Mission. In September 2008, the Mission was given the
authority to technically clear candidates for almost all occupational groups and
levels in the Mission up to and including D-1. The International Recruitment
Unit of the Mission’s Civilian Personnel Section was responsible for recruiting
international civilian staff and the field service staff.

22. The average age of 190 international vacancies was 630 days. One
hundred and five of the 190 vacancies were in the professional and above
categories, and were considered as critical by the concerned units. Eleven of the
105 posts had been vacant between four to six years.

23. Moreover, the recruitment actions for posts being vacated due to
retirement were not systematically initiated in a timely manner. For example,
recruitment actions were not initiated in a timely manner for 9 out of 25 posts for
which the incumbents were expected to retire in 2010. This condition was
especially prevalent for posts at P-5 and above for which the Mission is required
to initiate recruitment action 90 days before the retirement date of the incumbent.

24. Delays in filling international vacancies were attributed to:

@) Lack of effective and timely coordination between the
programme managers and HRS to initiate the recruitment action in a
timely manner and conduct periodic analysis of the time taken to fill
vacancies. Programme managers did not always alert the International
Recruitment Unit about upcoming vacancies timely;



(b) Lack of HRAP; and

(c) Difficulties in attracting qualified candidates as MONUSCO is a
non-family duty station and the conditions of service offered by the
Mission were less attractive than those offered by other United Nations
agencies, funds and programmes operating in the Democratic Republic
of Congo (DRC).

25. Significant delays in filling vacancies adversely impacted on some
sections’ ability to effectively and efficiently carry out their functions and
achieve their mandated objectives. The high number of vacant posts has
overburdened existing staff members and this was a factor contributing to the
high staff turnover rate (STR). For example, critical divisions and sections such
as Political Affairs Division (PAD) and Child Protection (CP) had STRs of 61
and 70 per cent respectively. The high STR combined with the existing
vacancies in PAD impeded the assignment of political affairs officers to some
joint protection teams and to the East as requested by the Security Council. The
following examples show how several units were affected by high vacancy rates:

e The Fuel Unit had to assign certain jobs that were originally
programmed to be performed by international staff to less qualified
national staff and casual daily workers. The absence of qualified staff
to design and execute necessary controls could have contributed to
increased theft of fuel products from vehicles, generator sites in
Bukavu and the fuel farms in Bunia and Goma. There were three
unfilled vacancies out of 13 approved international posts.

e The Security Section informed OIOS that it could be more effective
at mitigating security risks than it was currently, if it had full staff
strength. There were 14 unfilled international posts in the Section.

e The Movement Control (MovCon) and the Aviation Section
explained that they could reduce cargo shipments and passengers
transportation errors, which was some times costly, had their vacant
posts been filled. For example, there was a special flight arrangement
priced at $30,000 for some bulky cargo that MovCon was not
supposed to load into the aircraft, but an inexperienced staff member
on the ground allowed the aircraft to depart. This flight would have
been cancelled had an experienced staff member been on the ground.
There were 23 unfilled posts in the Section of which eight were
international.

e MovCon had also informed OIOS that it relied on temporary duty
assignments (TDY) regularly to perform its duties because of
shortage of staff. For example, from 1 January 2009 to 28 February
2010, MovCon spent about $240,000 in discretionary TDY to handle
troop rotations (via Bujumbura) in Mbandaka, Entebbe and Uvira.
MovCon concurred that at least $80,000 could have been saved if the
unit’s vacant posts were filled.



e The Mission lost qualified candidates to other United Nations
agencies. There were cases where qualified candidates declined job
offers because they had been recruited by other United Nations
agencies or entities outside the United Nations system. For example,
out of 45 candidates for a P-4 position for which recruitment took
more than six months in the Judicial Affairs Section, only eight were
still available and still interested in the position.

26. Continuous efforts have been made by the Mission’s Management to
improve recruitment practices. The Special Representative of the Secretary-
General (SRSG) met the DMS and CCPO on a weekly basis to review staffing
status. There was a Staffing Status Report periodically issued to senior
management by the Civilian Personnel Section.

Recommendations 5 to 8
The MONUSCO Office of Mission Support should:

(5) Require the Civilian Personnel Section to carry out
periodic analyses and report on such analyses of the time
taken to recruit staff in order to identify bottlenecks and take
remedial action;

(6) Ensure that programme managers and the Civilian
Personnel Section coordinate more effectively to initiate the
recruitment process timely. In particular, programme
managers should ensure that the International Recruitment
Unit is promptly informed of vacancies, so the recruitment
can start as early as possible;

@) Ensure that the Civilian Personnel Section develops
and implements a human resources action plan to help
monitor the human resource management performance
against established targets; and

(8) In coordination with the Department of Field
Support, should assess whether all 190 vacant posts are still
needed and take appropriate related action.

217. The MONUSCO Management accepted recommendation 5 and stated
that the International Recruitment Unit now reviews the recruitment timeframes,
and submits reports to the DMS and programme managers identifying
recruitment bottlenecks, with suggested solutions. Recommendation 5 remains
open pending receipt of copies of the latest two reports sent to DMS and
programme managers with comments on recruitment bottlenecks.

28. The MONUSCO Management accepted recommendation 6 and stated
that regular interaction between the HRS and programme managers is
maintained. Whenever a staff member separates from the Mission, the
programme manager is provided with lists of the Field Central Review Body
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(FCRB) - cleared candidates to initiate recruitment. The International
Recruitment Unit also works closely with the International Staff Unit and
programme managers to ensure timely recruitment process. Based on the action
taken, recommendation 6 has been closed.

29. The MONUSCO Management accepted recommendation 7 and stated
that a new HRAP has been developed and is expected to be approved by the
SRSG by the end of September 2010. The approved plan will be used to monitor
human resources management performance against established targets.
Recommendation 7 remains open pending evidence of the approval of the HRAP
by the SRSG and its implementation.

30. The MONUSCO Management accepted recommendation 8 and stated
that the Mission’s assessment and interaction with the programme managers
concluded that all 190 vacant posts are required, and recruitments were
expedited. Only 50 of the 190 posts remain vacant and the majority of these are
at an advanced stage in the recruitment process. Recommendation 8 remains
open pending evidence of the needs assessment for the 190 vacant posts.

Use of the Field Central Review Body Roster System in MONUSCO

31. The FCRB Roster System introduced in May 2009 was expected to
improve transparency and timeliness of the recruitment process for the
Secretariat. In February 2010, the Office of the DMS informed OIOS that the
Mission had noted improvement in the timeliness of the recruitment process
because of its ability to select candidates from the FCRB Roster without having
to go through all traditional recruitment steps.

32. There were a number of pitfalls in the implementation of the FCRB
Roster System. Several programme managers informed OIOS that they had not
fully understood how the FCRB Roster System works because they had not been
adequately trained in it. Some programme managers were not clear about how
to prioritize recruitment cases where there were not enough technically cleared
candidates in the Roster for a position that was vacant at multiple duty stations.

Recommendation 9

9 The MONUSCO Office of Mission Support should
ensure that the Civilian Personnel Section identifies and
fulfils the training needs of programme managers who
participate in the Field Central Review Body System.

33. The MONUSCO Management accepted recommendation 9 and stated
that some programme managers have already undergone training on the
implementation of the FCRB System, and others are expected to undergo training
in the near future. Recommendation 9 remains open pending evidence that all
programme managers have attended training on the implementation of the FCRB
System.



C. National civilian staff

34. The vacancy rate for national staff was relatively low, 10 per cent as of
April 2010 from 18 per cent during the period of 1 July 2008 to 31 August 2009.
This was mainly achieved by the Mission’s commendable effort to regularize 466
casual daily workers and 50 plus translators.

Monitoring of national staff vacancies

35. The Mission’s senior management is to ensure that an effective exit
strategy is in place to facilitate drawdown. Such a strategy should include having
an adequate number of national staff and building capacity in order to pass on
some of the programmes currently managed by international staff to local staff to
carry on at the time of drawdown.

36. There was a need of improvement in monitoring national staffing status
by the Mission’s senior management. In addition to the SRSG’s weekly meeting
with the DMS and CCPO to discuss administrative issues including staffing,
there was a “Staffing Status Report” periodically issued to senior management by
the Personnel Section. However, the Report did not include data for national staff
as senior management did not request the staffing data of national staff to be
included.

37. The lack of comprehensive monitoring of the Mission’s staffing status by
the senior management may hinder an effective exit strategy at the time of
drawdown.

Recommendation 10

(10) The MONUSCO Senior Management should
periodically obtain staffing data from the Human Resources
Section for all staff categories, international, national and
United Nations Volunteers to ensure comprehensive
monitoring system and more effective strategic planning with
regards to staffing.

38. The MONUSCO Management accepted recommendation 10 and stated
that, starting September 2010, HRS will provide updated staffing tables to the
DMS office for all staff categories including UNVs. Recommendation 10 remains
open pending evidence that Senior Management is obtaining comprehensive
staffing data on all staff categories to improve its monitoring and strategic
planning of staffing in the Mission.

D. United Nations Volunteers

Staffing and management of United Nations VVolunteers

39. The staffing in terms of UNVs in MONUSCO is effectively managed.
The vacancy rate for UNVs is the lowest amongst all staff categories, eight per
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cent as of April 2010 from 19 per cent during the period of 1 July 2008 to 31
August 2009.

40. The 8 per cent vacancy rate is expected to decrease further in the coming
months. This is due to the UNV Support Office’s commendable effort to timely
identify volunteers that were supposed to leave the Mission and select those with
the adequate backgrounds to be absorbed by other sections/units within the
Mission. For example, there were 50 UNVs that were supposed to leave the
Electoral Division and 25 of these have been retained and will be absorbed by the
following divisions/units: Civil Affairs, DDR, PAD, HIV/AIDS, Mission Support
Center and Human Rights. In addition, the Mission will not have to pay for these
volunteers’ any Settling-In-Grants or flight tickets since they are already in the
field.
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STATUS OF AUDIT RECOMMENDATIONS

ANNEX 1

Recom. . Risk Risk C/ Actions needed to close . )
Recommendation ; 1 - Implementation date
no. category rating ®) recommendation
1 The MONUSCO Office of Mission Support | Human High C Action taken Implemented
should establish appropriate procedures for | Resources
maintaining and up-dating the Staffing
Table to ensure its accuracy and its timely
availability to programme managers.
2 The MONUSCO Office of Mission Support | Human Medium | O Pending evidence that the training | 30 October 2010
should ensure that staff involved in | Resources has been held.
updating the Staffing Table are properly
trained in the use of the Nucleus System in
compliance with the Standard Operating
Procedures for Staffing and Post
Management.
3 The MONUSCO Office of Mission Support | Operational Medium | O Pending full implementation of the | 30 November 2010
should ensure that there is a formal post management process including
agreement between the releasing and the launch of the electronic module.
borrowing sections of posts.
4 The MONUSCO Office of Mission Support | Operational Medium | O Pending evidence of return of | 30 October 2010
should review the necessity of posts, which loaned posts to their original
have been on loan to other sections for units/sections or their disposition.
considerable periods to determine whether
they can be discontinued in the next budget
submission.
5 The MONUSCO Office of Mission Support | Operational High @] Mission provides to OIOS copies of | 30 October 2010
should require the Civilian Personnel the two latest reports sent to DMS
Section to carry out periodic analyses and and programme managers Wwith
report on such analyses of the time taken to comments on recruitment
recruit staff in order to identify bottlenecks bottlenecks.
and take remedial action.
6 The MONUSCO Office of Mission Support | Human High C Action taken Implemented
should ensure that programme managers | Resources

and the Civilian Personnel Section
coordinate more effectively to initiate the




Recom.
no.

Recommendation

Risk
category

Risk
rating

C/

Actions needed to close
recommendation

Implementation date®

recruitment process timely. In particular,
programme managers should ensure that
the International Recruitment Unit is
promptly informed of vacancies, so the
recruitment can start as early as
recruitment can start as early as possible.

The MONUSCO Office of Mission Support
should ensure that the Civilian Personnel
Section develops and implements a human
resources action plan to help monitor the
human resource management performance
against established targets.

Human
Resources

High

Pending evidence of approval of the
HRAP by the SRSG.

30 September 2010

The MONUSCO Office of Mission Support
in coordination with the DFS should assess
whether all 190 vacant posts are still
needed and consider discontinuing these
posts.

Operational

Medium

Pending evidence of the needs
assessment for the 190 vacant posts.

31 December 2010

The MONUSCO Office of Mission Support
should ensure that the Civilian Personnel
Section identifies and fulfils the training
needs of programme managers who
participate in the Field Central Review
Body System.

Human
Resources

Medium

Pending  evidence that all
programme managers have attended
training on the implementation of
the FCRB System.

30 November 2010
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The MONUSCO Office of Mission Support
should periodically obtain staffing data
from the Human Resources Section for all
staff categories, international, national and
United Nations Volunteers to ensure
comprehensive monitoring system and
more effective strategic planning with
regards to staffing.

Strategic

High

Evidence that Senior Management
is obtaining comprehensive staffing
data on all staff categories to
improve its monitoring and strategic
planning of staffing in the Mission

September 2010

1. C =closed, O = open
2. Date provided by MONUSCO in response to recommendations.




