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Fatoumata Ndiaye, Director _f'— \

Internal Audit Division, O1OS v A/ A

Assignment No. AP2009/640/07 - Audit of hiring and payment procedures for consultants in
UNOCI

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

2. Based on your comments, we are pleased to inform you that we will close
recommendation 4 in the OIOS recommendations database as indicated in Annex 1. In
order for us to close the remaining recommendations, we request that you provide us with
the additional information as discussed in the text of the report and also summarized in
Annex 1.

3. Your response indicated that you did not accept recommendations 1 and 3. In
OIOS’ opinion however, these recommendations seek to address significant risk areas.
We are therefore reiterating them and requesting that you reconsider your initial response
based on the additional information provided in the report.

4, Please note that OIOS will report on the progress made to implement its
recommendations, particularly those designated as high risk (i.e., recommendations 1 and
3) in its annual report to the General Assembly and semi-annual report to the Secretary-
General.

Mr. Wallace Divine, Chief of Mission Support, UNOCI

Mr. Paul Johnson, OiC, Field Personnel Division, Department of Field Support

Mr. Swatantra Goolsarran, Executive Secretary, UN Board of Auditors

Ms. Susanne Frueh, Executive Secretary, Joint Inspection Unit

Mr. Seth Adza, Chief, Audit Response Team, Department of Field Support

Mr. Moses Bamuwamye, Chief, Oversight Support Unit, Department of Management
Mr. Byung-Kun Min, Special Assistant to the USG-OIOS

Ms. Eleanor T. Burns, Chief, Peacekeeping Audit Service, OIOS
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EXECUTIVE SUMMARY

Audit of hiring and payment procedures for consultants

OIOS conducted an audit of hiring and payment procedures for
consultants in the United Nations Operations in Cote d’voire (UNOCI) in
pursuant to a request by the Mission’s management.The overall objective of the
audit was to assess compliance with the UN regulations and rules governing the
hiring and payment of consultants. The audit was conducted in accordance with
the International Standards for the Professional Practice of Internal Auditing.

The Mission’s management was concerned about the lack of proper
justification for the payment of a particular human resources consultant hired to
conduct a reclassification of the Mission’s national posts. OIOS confirmed that
the payments made to the consultant were not justified. Moreover, the consultant
was paid based on an interim evaluation prepared by an administrative staff
member who was not the requisitioning official directly accountable for the
consultant’s supervision and performance. OIOS also found that the selection of
the consultant did not comply with the relevant UN regulations and rules and the
statement of work for the consultant was not sufficiently detailed.

Due to the problems encountered in the above case, OlOS expanded the
scope of the audit to cover all international consultants engaged by UNOCI
during the financial period 2008/2009. In summary:

e For 11 of the 14 consultancies, the relevant policies and procedures on
recruitment of international consultants were not complied with. In
particular, the consultants were not selected on a competitive basis and
recruitment activities were not adequately documented; and

e The academic and professional credentials of 10 of the 14 consultants
were not verified, and for 4 of the 14 cases, the performance
evaluation officers did not appropriately measure the quality of the
work against the established goals outlined in the terms of reference.

OI0S has made five recommendations to address the control weaknesses
identified and to help improve the Mission’s compliance with the relevant
regulations and rules on the recruitment and administration of consultants.
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I. INTRODUCTION

1. Pursuant to the request of the Mission’s management, the Office of
Internal Oversight Services (OIOS) conducted an audit of hiring and payment of
human resources consultants in the United Nations Operations in Cote d'lvoire
(UNOCI). The audit was conducted in accordance with the International
Standards for the Professional Practice of Internal Auditing.

2. The Secretary-General’s bulletin of 19 November 1982 (ST/SGB/177)
contains policies on individuals and outside expertise. A number of other
administrative instructions have subsequently been issued detailing the various
procedures to be followed for each type of consultancy engagement. Among
these administrative instructions is ST/AI/1999/7, which clarifies the rules,
policies and guidelines for the hiring of consultants.

3. A total of 14 consultants, including two human resources consultants,
were engaged by the Mission during the financial period from 1 July 2008 to 30
June 2009. Table 1 below provides the expenditure on international consultants
by the Mission for the two recent financial periods:

Table 1: International consultancy expenditures for financial years ended
2008 and 2009

Section Total Expenditure ($)

2007-2008 2008-2009
Engineering 79,701 74,032
Personnel - 57,732
Arms Embargo 48,760 81,072
PIO 89,778 64,032
DDR - 16,949
Total 218,239 293,817
4. Comments made by UNOCI are shown in italics.

AUDIT OBJECTIVES

5. The main objective of the audit was to assess compliance with the UN

regulations and rules on the hiring and payment of consultants.

1. AUDIT SCOPE AND METHODOLOGY

6. This audit was requested by Management based on concerns about the
possible lack of proper justification for the payment of a human resources
consultant hired in connection with the reclassification of the Mission’s national
posts. An in-depth review of this case file was conducted.

7. OIOS expanded the scope of the audit to cover all international
consultants engaged by UNOCI during the financial period 2008-2009. The



audit covered the selecting, contracting, evaluation and payment of the
consultants.

8. The audit methodology included: (a) reviewing the Mission’s compliance
with relevant policies and procedures; (b) interviewing key staff involved in the
selection and payment of consultants; and (c) reviewing of consultant’s
recruitment files and payment documents. Local consultants and individual
contractors were excluded from the scope of this audit.

IV. AUDIT FINDINGS AND
RECOMMENDATIONS

A. Recruitment and management of a human resources
consultant

9. As indicated above, this audit was requested by UNOCI’s Management
due to concerns about the possible lack of proper justification for the payment of
a human resources consultant hired in connection with the reclassification of the
Mission’s national posts. In order to establish if there was adequate justification
for payment made to the consultant, OIOS sought to establish if: (a) the
recruitment of the consultant complied with the relevant UN regulations and
rules; (b) the expectations of the consultancy were clear; (c) the consultant’s
performance was monitored; and (d) the UN Financial regulations and rules of
the United Nations were complied with in paying the consultant.

Recruiting of the consultant identified by the Mission’s management for this
audit

10. According to Section 2(c) of ST/AI/1999/7, each consultant must be
selected from a list of highly qualified candidates in the specific field of
expertise, on the basis of a reasoned and documented process. The selection
process should be documented in form P104/A (4-01) and attached with the
respective candidate’s Personal History Profile (PHP).

11. The Mission did not provide the auditors with the requested evidence of
the selection of at least three candidates from the Nucleus database for
comparative analyses before recruiting the human resource consultant identified
by the Mission’s management for this audit. Furthermore, the Mission did not
provide the auditors with the requested evidence of its verification of the
academic and professional credentials of the consultant. The Mission informed
OIOS that it had requested the Field Personnel Division (FPD)/DFS for copies of
the consultant’s PHP during the recruitment but FPD/DFS responded that there
was no PHP for the consultant. Since the relevant records were not available to
the Mission, the basis of the recruitment of the consultant is questionable.

12. OIOS found that the consultant was recommended by FPD in view of the
consultant’s experience in providing similar service for MONUC. However,
FPD had also emphasized that the Mission should select three more candidates
from Nucleus database and do a comparative evaluation as is normally done for

2



international recruitments in compliance with the Mission’s delegation of
authority to recruit consultants. This was not done.

There were no detailed terms of reference for the consultant

13. As required, there was a scope of work (SOW), which formed part of the
consultant’s contract. However, contrary to Section 3.3 of ST/AI/1999/7, the
SOW was not sufficiently detailed as it did not specify the requirements for the
consultancy, how the work of the consultant was to be delivered, and the
performance indicators for evaluating the work of the consultant.

14. The absence of these critical details from the SOW resulted in ambiguity
and hence differences in interpreting the SOW regarding expected outputs of the
consultancy. For example, the report of the consultant as well as discussions
with Mission officials indicated that the consultant had not provided the Mission
with the expected outputs. In addition, the consultant subsequently delivered a
package of documents to the FPD as the contract does not specify where
documents were to be delivered and in what form.

The performance of the consultant was not evaluated as per the relevant policy
and procedures

15. ST/AI/1999/7 requires that an evaluation officer fully completes a
performance evaluation report in the prescribed form P106/A, and provide
justifications where required. The performance evaluation should measure the
quality of the work performed by the consultant taking into account achievement,
the terms of reference, as well as compliance with delivery dates. Normally, the
programme manager who is the direct recipient of the underlying services and
direct supervisor of the consultant’s performance should prepare the performance
evaluation report.

16. The interim performance evaluation, which assessed the quality of the
consultant’s work as “very good”, was completed by an administrative officer in
the office of Chief Administrative Services (CAS). OIQOS notes that the interim
performance evaluation was used to expedite installment payments, a process
that is not provided for under the contract. The contract provides for a lump sum
payment upon delivery and satisfactory completion of the contract. The CAS
explained that the payment was approved with the understanding that the
consultant would complete the exercise, but this was not the case.

The relevant procedures were not followed in the payment of the consultant

17. According to the United Nations financial regulations and rules,
approving officers are responsible for approving the making of payments once
they have ensured that they are properly due, confirming that the necessary
services, supplies or equipment have been received in accordance with the
contract, agreement, purchase order or other form of undertaking by which they
were ordered. Accordingly, the consultancy contract states that payment is to be
made upon certification that the services have been satisfactorily performed and
completed.



18. As indicated earlier, the Mission made installment payment to the
consultant primarily based on interim performance evaluation report prepared by
an administrative assistant in violation of the contract.

Recommendations 1 and 2
The UNOCI Chief of Mission Support should:

@ Review the circumstances surrounding
noncompliance with the relevant United Nations policies in
the recruitment and administration of the post classification
consultation and take appropriate administrative action
against individuals who violated and/or aided the violation of
the established policies; and

2 Complete the final performance evaluation for the
work carried out by the post classification consultant and
report the outcome to the Office of Human Resources
Management.

19. The UNOCI Administration did not accept recommendation 1 and stated
that prior to this audit, the matter had been brought to the attention of DFS.
DFS recommended that the matter be brought to the attention of resident
auditors and that the findings of the auditors be reported to DFS for appropriate
action. The Mission’s Administration is responsible for ensuring compliance
with policies by establishing procedures, within its delegation of authority, and
for taking appropriate administrative action against individuals who violate such
policies and procedures. OIOS therefore reiterates recommendation 1 and
requests the Mission to reconsider its initial response. Recommendation 1
remains open pending confirmation that appropriate action has been taken.

20. The UNOCI Administration accepted recommendation 2 and stated that
there was no further information to be added to the interim report as the
consultant did not return to finalize the assignment and the interim report will be
considered as the final report that will be submitted to the Office of Human
Resources Management (OHRM). Recommendation 2 remains open pending the
submission of the final performance evaluation report to OHRM.

B. Other consultancy services

21. OIOS expanded the scope of the audit to cover all 14 international
consultants engaged by UNOCI during the financial period 2008/2009. In 11 out
of the 14 cases reviewed, there were indications of noncompliance with relevant
policies and guidelines as indicated in the following examples:

e In 10 out of the 14 cases reviewed, the academic and professional
credentials were not verified;



22.

In the recruitment of a consultant for the Engineering Section, although
the programme manager obtained a shortlist of 11 candidates for
comparison and selection, the required form 104/A (Supplementary data
for a consultant/individual contractor) was not filed in the consultant
recruitment files at the time of the audit;

In the recruitment of five consultants for the Public Information Office
(P10), there was no evidence on file to show that the proper recruitment
process was followed. For example, shortlists of candidates and
comparative evaluation reports were either missing from files or there
were indications that particular candidates were favored over others;

In four out of 14 cases reviewed, the performance evaluations did not
measure the quality of work performed against the goals established in
the respective terms of reference. In some instances, no performance
evaluations were prepared and in two cases, interim evaluations were
prepared to allow installment payments to the consultants;

The Chief of Mission Support (CMS) has the delegation of authority to
select contractors/consultants through a competitive process, but in six
out of 14 cases reviewed, the involvement of the CMS was not evident;
and

The Arms Embargo Cell recruited four consultants from the same
country during the period since February 2007 based on the request of
the Permanent Mission of that country to the United Nations. There was
no formal justification for favoring candidates from that particular
country.

Noncompliance with established policies increases the risk of fraud and

uneconomical use of consultants.

Recommendations 3 to 5
The UNOCI Management should:

3) Review the circumstances surrounding
noncompliance with the relevant United Nations policies in
the recruitment and management of consultants for the
Public Information Office and take appropriate
administrative action against individuals who violated and/or
aided the violation of the established policies;

4 Take appropriate measures to ensure the approval of
the recruitment of all international consultants are in
compliance with the Chief of Mission Support’s delegation
of authority; and

(5) Review the recruitment process of consultants
currently working with Arms Embargo Cell and follow the



recruitment process to obtain the most suitable candidate as
per the terms of reference.

23. The UNOCI Administration did not accept recommendation 3 but stated
that the CMS is currently reviewing the recruitment procedures for PIO
consultants and will take appropriate actions once the process is completed.
While the CMS’ review has not been completed, the Mission provided evidence,
which in its view, shows that the due process was followed for four of the
consultants recruited. A review of the documents provided did not provide
sufficient evidence that proper procedures were complied with. OIOS therefore
reiterates recommendation 3 and requests the Mission to reconsider its initial
response. Recommendation 3 remains open pending receipt of evidence that the
review of the recruitment process for PIO consultants has been completed and
complete recruitment files with all performance evaluation documents filed.

24, The UNOCI Administration accepted recommendation 4 and stated that
the CMS has instructed the Chief of Civilian Personnel that no recruitment of
international consultants should take place without his prior approval. Based on
the action taken by UNOCI, recommendation 4 has been closed.

25. The UNOCI Administration accepted recommendation 5 and stated that
the consultants were not recruited at the Mission level. It further stated that the
matter of using consultants from the same country has been brought to the
attention of DFS and that for any further recruitment for the Embargo cell,
UNOCI will follow the normal recruitment procedures as stipulated in the
standard operating procedures (SOP). Recommendation 5 remains open
pending receipt of evidence that the procedures in the SOP have been complied
with.
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STATUS OF AUDIT RECOMMENDATIONS

ANNEX 1

REET Recommendation Risk category R'.Sk C{ Actions needed to close recommendation Implemenztatlon
no. rating 0 date
1 The UNOCI Chief of Mission Support | Compliance High O | Pending implementation of the | Not provided
should  review the  circumstances recommendation.
surrounding  noncompliance  with  the
relevant United Nations policies in the
recruitment and administration of the post
classification  consultation and take
appropriate administrative action against
individuals who violated and/or aided the
violation of the established policies.
2 The UNOCI Office of Mission Support | Compliance Medium O | Submission of evidence to OIOS showing | 31 March 2010
should complete the final performance the submission of the final performance
evaluation for the work carried out by the evaluation report to OHRM
post classification consultant and report the
outcome to OHRM.
3 The UNOCI Chief of Mission Support | Compliance High O | Submission of the following documents to | Not Provided
should  review the  circumstances OIOS (i) evidence that the review of the
surrounding noncompliance  with  the recruitment process for PIO consultants has
relevant United Nations policies in the been completed and (ii) complete
recruitment and management of consultants recruitment files with all performance
for the Public Information Office and take evaluation documents filed.
appropriate administrative action against
individuals who violated and/or aided the
violation of the established policies.
4 The UNOCI Chief of Mission Support | Compliance Medium C | Action taken. Implemented
should take appropriate measures to ensure
his approval of the recruitment of all
international consultants, in compliance
with his delegation of authority.
5 The UNOCI Office of Mission Support | Compliance Medium O | Pending receipt of evidence that the | Immediate

should review the recruitment process of
consultants currently working with Arms
Embargo Cell and follow due recruitment
process to obtain the most suitable

procedures in the SOP have been complied
with.




Recom.
no.

Recommendation

Risk category

Risk
rating

C/

Actions needed to close recommendation

Implementation
date?

candidate as per the terms of reference.

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







