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EXECUTIVE SUMMARY 
Audit of recruitment of national staff in UNAMA 

OIOS conducted an audit of the recruitment of national staff in the 
United Nations Assistance Mission in Afghanistan (UNAMA). The overall 
objective of the audit was to assess the adequacy and effectiveness of internal 
controls over the recruitment and selection of national staff. The audit was 
conducted in accordance with the International Standards for the Professional 
Practice of Internal Auditing.   
 

 OIOS recognized the difficulties in recruiting qualified and experienced 
staff due to security and logistical constraints. However, further efforts were 
needed to improve the procedures for verifying academic qualifications, 
evaluating candidates and documenting the process.  In addition:  

 
 Due to the security constraints, the Mission introduced a process 
requiring candidates to obtain their own credentials from their 
respective educational institutions in sealed envelopes and these were 
used in vetting their applications.  The lack of an independent process 
of obtaining academic credentials increases the risk of submission of 
fraudulent credentials, and does not ensure the integrity of the process. 

 
 The Personnel Section did not adequately screen candidates and 
in some cases, interview panel members had not been trained in 
conducting competency-based interviews.  There was thus the risk of 
not recruiting the most qualified candidates. 

 
 Recruitment activities were not properly documented and this 
made it difficult for OIOS to verify compliance with the United Nations 
Human Resources Policy on recruitment.   

 
OIOS made recommendations to address the weaknesses identified by 

the audit and to further enhance the Mission’s compliance with United Nations 
regulations and rules on the recruitment of national staff.  OIOS is pleased to 
note the action taken by Management to improve the recruitment process.  
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I.  INTRODUCTION 

1. The Office of Internal Oversight Services (OIOS) conducted an audit of 
the recruitment of national staff in the United Nations Assistance Mission in 
Afghanistan (UNAMA). The audit was conducted in accordance with the 
International Standards for the Professional Practice of Internal Auditing.     
 
2. The Mission is authorized to recruit national staff including national 
professional officers, general service staff and individual contractors in 
compliance with the United Nations policies and procedures. The Head of 
Mission is authorized to technically clear candidates while programme managers 
are responsible to conduct competency-based interviews.  The Chief Civilian 
Personnel Officer is responsible for documenting the selection process and 
informs the Department of Field Services on the recruitment activities and status.  
        
3. As of 31 March 2010, the Mission had 1,819 staff including 1,440 (79 
per cent) national staff.  Of the 1,440 staff, 735 were recruited from 1 January 
2007 to 31 March 2010. 
                   
4. Comments made by UNAMA are shown in italics.    
 

II.  AUDIT OBJECTIVES 

5. The objective of the audit was to assess the adequacy and effectiveness 
of internal controls over the recruitment and selection of national staff. 
 

III.  AUDIT SCOPE AND METHODOLOGY 
 
6. The audit covered recruitment of national staff from 1 August 2005 to 31 
August 2009. Field work was conducted in Kabul Headquarters and Bamyan 
regional office. The field work was suspended in November 2009 due to security 
problems and was resumed on the second week of March 2010. 
 
7. The audit methodology included the review of personnel files and 
interviews of key staff involved in the recruitment process. 
 

IV.  AUDIT FINDINGS AND 
RECOMMENDATIONS 

A.  Verification of the qualifications of candidates   
 
8. The United Nations Human Resources Management Handbook (the HR 
Handbook) requires that the academic achievements listed in a candidate’s 
personal history profile be verified with the educational institutions. Reference 
checks are to be conducted as soon as a candidate is short listed for a position but 
no later than one month from selection. Reference checks are particularly 
important as the determination of salary levels are based on academic 
qualifications and relevant work experience.  
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Validation of the academic credentials of staff recruited during the initial stages 
of the Mission  
 
9. During the initial stages of the Mission, from 2002 to 2008, Management 
recruited more than 1,000 national staff without properly verifying their 
academic credentials.  In 2008, the Mission established a Committee to validate 
the academic credentials of staff recruited during this period. In the event that the 
Committee discovered anomalies relating to the credentials, the Mission 
indicated that it would take administrative actions against the concerned staff. 
 
10. The Committee examined the credentials of 147 staff and found that the 
credentials of 139 staff had been issued by non-accredited universities. The 
Committee could not verify credentials of more than 800 staff primarily due to 
logistical and security constraints. The Mission informed OIOS that the 
Committee had been disbanded and the remaining cases transferred to the 
Personnel Section, which was understaffed and also constrained by the security 
situation.   
 
11. The need to validate the credentials of more than 1,000 staff that were 
recruited several years ago based on credentials issued by non-accredited or 
nonexistent institutions was questionable since the Mission’s Management did 
not have commitment to a follow-up action such as termination of the staff or the 
reclassification of posts occupied by them.     
 

Recommendations 1 to 2 
 
The UNAMA Office of the Mission Support should consider, 
in consultation with the Department of Field Support: 
 
(1) Discontinuing the validation of the academic 
credentials of staff recruited during the initial stages of the 
Mission without the credentials being verified; and 
 
(2) Establishing a policy on the promotion of staff that 
were recruited during the initial stages of the Mission 
without the credentials being verified. Such policy may 
require the verification of academic credentials as a 
prerequisite for promotion. 

 
12. The UNAMA Office of Mission Support accepted recommendation 1 and 
stated that it had reached the same conclusion and that since May 2010 it 
discontinued validating the academic credentials of staff recruited during the 
initial stages of the Mission. Based on the action taken, recommendation 1 has 
been closed. 
    
13. The UNAMA Office of Mission Support accepted recommendation 2 and 
stated that it had established guidelines on the promotion of existing national 
staff. Based on the action taken, recommendation 2 has been closed.   
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Lack of effective mechanism for the verification of academic credentials 
 
14. Regarding the renewal of the contracts of staff recruited without 
reference checks and the recruitment of staff beginning in 2009,  the Mission 
requires candidates to obtain their credentials in sealed envelops from their 
universities and their previous employers (if applicable) and submit them to the 
Mission. The Personnel Section will thereafter compare the credentials obtained 
in sealed envelopes with the information provided in the candidate’s personal 
history profile.   
 
15. In OIOS’ view, the procedure whereby staff are required to obtain their 
own credentials in sealed envelops from their universities and their previous 
employers for use by the Mission in vetting their applications is potentially 
ineffective to prevent the renewal of the contracts of staff based on fraudulent 
credentials. As per the HR Handbook, reference checks should be done 
independently without the involvement of the concerned candidate or staff 
member.  This ensures the integrity of the process and reduces the possibility for 
recruiting candidates based on fraudulent records. 
 
16. The Chief of Mission Support stated that the Personnel Section did not 
have sufficient time and adequate manpower and the logistical support needed to 
complete the exercise.  However, OIOS noted that the Personnel Section would 
benefit substantially from reviewing its processes and more clearly assigning its 
staff  key tasks such as performing reference checks. 

 
Recommendation 3 
 
(3) The UNAMA Office of Mission Support should 
review the staffing levels and processes of the Personnel 
Section and assign key tasks such as reference checks to staff. 

 
17. The UNAMA Office of Mission Support accepted recommendation 3 and 
stated that a comprehensive review had been undertaken and the Personnel 
Section had been restructured in May 2010. Reference checks are carried out by 
the Human Resources Advisor for recruitment. Based on the action taken, 
recommendation 3 has been closed. 
 
B.  Evaluation and selection of candidates  
 
Competency-based interviews  
 
18. According to the HR Manual, at least one member of an interview panel 
must have taken the competency-based interviewing course developed by the 
Office of Human Resources Management.  
 
19. The majority of the Mission’s interview panel members did not take the 
competency-based interviewing course as it was not available in Kabul. 
Therefore, there was a risk that core competencies were not properly tested in the 
interview process.  
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20. OIOS recommended that the Mission should procure the services of the 
Office of Human Resources Management consultants to provide training on 
competency-based interviewing to all programme managers and staff members 
that are involved in interviews.  The Mission informed OIOS that after the period 
covered by the audit, it recruited a qualified HR Development Officer who 
delivers, trains, and advises staff including programme managers and interview 
panel members on all aspects of HR management including recruitment, 
competency-based interviewing, performance management, and performance 
appraisal.   
 
21. Moreover, OIOS found that in four of the 49 personnel files, interview 
panels did not include the minimum required number of at least three members.   
The Mission explained that in those cases, there was no staff available to 
participate in the interview panels.   The Mission subsequently confirmed that 
these cases were prior to April 2010, and since then proper processes have been 
reintroduced and strictly adhered to.  
 
Lack of an effective screening process  
 
22. The Personnel Section should review each application to ascertain 
whether the candidate: (a) has any relatives in the United Nations; (b) had been 
convicted of any criminal act; (c) had previously been summarily dismissed or 
separated for misconduct; and (d) meets the academic and experience 
requirements for the posts, etc. 
 
23. The screening of candidates was not effective as shown below: 
 

 39 of the 49 files reviewed did not include the staff members’ 
declaration of relationships with staff working in the Mission and 
United Nations agencies; 

 
 17 general service staff did not provide their high school 

credentials; and  
 

 25 of the 49 cases reviewed, the candidates did not submit their 
United Nations declaration stating their loyalty to the Organization 
and their obligation not to disclose confidential information to 
outside parties. 

 
24. The lack of due diligence on the part of the Personnel Section in 
screening candidates presents the risk of recruiting individuals that do not meet 
the standards of the United Nations.  
 

Recommendation 4 
 
(4) The UNAMA Office of Mission Support should 
strengthen the screening of candidates in order to improve 
the effectivesness of the selection process. 
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25. The UNAMA Office of Mission Support accepted recommendation 4 and 
stated that it promulgated a policy since April 2010 requiring that all 
applications be submitted to the respective programme managers and regional 
administrative officers. All submissions are being reviewed to ensure compliance 
with the respective vacancy announcement and submitted to HR Recruitment 
Team for technical clearance. All documentation on recruitment including 
reasons for non inclusion in interviews is required to be archived for audit.  
Based on the action taken, recommendation 4 has been closed.   
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ANNEX 1 
 

STATUS OF AUDIT RECOMMENDATIONS 
 
 
Recom. 

no. 
Recommendation Risk category 

Risk 
rating 

C/ 
O1 

Actions needed to close recommendation 
Implementation 

date2 
1 The UNAMA Office of the Mission 

Support should, in consultation with the 
Department of Field Support, consider 
discontinuing the validation of the 
academic credentials of staff recruited 
during the initial stages of the Mission 
without the credentials being verified.     

Operational Medium C Action taken. Implemented 

2 The UNAMA Office of the Mission 
Support should, in consultation with the 
Department of Field Support, consider 
establishing a policy on the promotion of 
staff that were recruited during the initial 
stages of the Mission without the 
credentials being verified.  Such policy 
may require the verification of academic 
credentials as a prerequisite for promotion. 

Operational Medium C Action taken. Implemented 

3 The UNAMA Office of Mission Support 
should review the staffing levels and 
processes of the Personnel Section and 
assign key tasks such as reference checks 
to staff. 

Operational Medium C Action taken. Implemented 

4 The UNAMA Office of Mission Support 
should strengthen the screening of 
candidates in order to improve the 
effectiveness of the selection process.   

Operational Medium C Action taken. Implemented 

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

 




