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AUDIT REPORT

Audit of the United Nations Integrated Peacebuilding Office in Sierra Leone
BACKGROUND

1. The Security Council by resolution 1829 (2008) established the United Nations Integrated
Peacebuilding Office in Sierra Leone (UNIPSIL), which began its operations on 1 October 2008. The
Security Council extended the mandate of UNIPSIL, as set out in resolution 1941 (2010), until 15
September 2012 with a view to providing continued peacebuilding assistance to the Government of Sierra
Leone including preparations for the 2012 elections. UNIPSIL was preceded by the United Nations
Mission in Sierra Leone and the United Nations Integrated Office in Sierra Leone.

2. UNIPSIL and the United Nations Country Team are working together with the aim to achieve the
integration of the political, development and humanitarian mandates of the Mission set forth in the United
Nations Joint Vision for Sierra Leone. In implementing its mandate, UNIPSIL is focusing on four
thematic substantive areas: (1) political and peace consolidation; (2) human rights and rule of law; (3)
democratic institutions and governance; and (4) police and security. The four substantive sections of the
Mission are supported by the Joint Strategic Planning Unit and the Office of the Executive Representative
of the Secretary-General. The operational support is managed by the Chief of Mission Support. UNIPSIL
is supported by the Department of Political Affairs for substantive issues while the Department of Field
Support provides administrative and logistical support to the Mission.

3. For the year ended 31 December 2010, UNIPSIL had an authorized staffing strength of 82 and a
budget of $16.9 million.

4. Comments provided by UNIPSIL and the Departments of Political Affairs and Field Support are
incorporated in italics.

OBJECTIVE AND SCOPE

5. In accordance with its mandate, OIOS provides assurance and advice on the adequacy and
effectiveness of the United Nations internal control system, the primary objectives of which are to ensure
(a) efficient and effective operations; (b) accurate financial and operational reporting; (c) safeguarding of
assets; and (d) compliance with mandates, regulations, and rules.

6. The audit of the United Nations Integrated Peacebuilding Office in Sierra Leone was conducted
to assess the adequacy and effectiveness of UNIPSIL governance, risk management and control processes
in providing reasonable assurance regarding effective management of UNIPSIL activities in compliance
with relevant United Nations policies and procedures.

7. UNIPSIL was included in the OIOS 2011 risk-based work plan, as it had not been audited since
its establishment in 2008.

8. The key controls tested for the audit were: (a) risk management and strategic planning; (b)
coordinated management; (c) human resources strategies; (d) regulatory framework; and (e) staff safety
and security. For the purpose of this audit, OlIOS defined these key controls as follows:



@ Risk management and strategic planning - controls that are designed to provide
reasonable assurance that risks and opportunities relating to UNIPSIL activities are identified and
assessed, and that action is taken to mitigate or anticipate risks.

(b) Coordinated management - controls that are designed to provide reasonable assurance
that potential overlaps in the performance of political, development and humanitarian activities
by the United Nations Country Team are identified, discussed and resolved timely and at the
appropriate forum.

© Human resource strategies - controls that are designed to provide reasonable assurance
that human resources targets and strategies are set to ensure the recruitment and retention of
competent staff.

(d) Regulatory framework - controls that are designed to provide reasonable assurance that
policies and procedures exist to guide the Mission’s operations in the areas of finance,
procurement, property management and inventory control.

O] Staff safety and security - controls that are designed to provide reasonable assurance
that staff safety and security programmes exist in UNIPSIL to ensure that staff are aware of the
safety and security policies and procedures and their responsibility for complying with them.

9. The key controls were assessed for the control objectives shown in Table 1: Assessment of key
controls. Certain control objectives (shown in Table 1 as “Not applicable™) were not relevant to the scope
defined for this audit.

10. OIOS conducted this audit from 3 May to 30 June 2011. The audit covered the period from 1 July
2008 to 31 March 2011.

11. OIOS conducted an activity-level risk assessment to identify and assess specific risk exposures,
and to confirm the relevance of the selected key controls in mitigating associated risks. Through
interviews, analytical reviews and tests of controls, OIOS assessed the existence and adequacy of internal
controls and conducted necessary tests to assess their effectiveness.

AUDIT RESULTS

12. In OIOS opinion, UNIPSIL governance, risk management and control processes examined were
unsatisfactory in providing reasonable assurance regarding the effective management of UNIPSIL’s
activities due to serious control weaknesses in administrative and support functions.

13. The overall rating is based on the assessment of key controls presented in Table 1 below.
UNIPSIL prepared a detailed work plan aligned to the Mission mandate and there were adequate
mechanisms to coordinate the political, development and humanitarian activities in the country. There
were serious control weaknesses in administrative and logistical support functions in the areas of: (a)
human resources strategies, (b) asset management; and (c) procurement.



Table 1: Assessment of key controls

Key controls Control objectives
Efficientand | Accurate Safeguarding | Compliance
effective financial and | of assets with
operations operational mandates,
reporting regulations
and rules
Effective (a) Risk Satisfactory Satisfactory Satisfactory Satisfactory
management of management and
activities in strategic planning
compliance with (b) Coordinated Satisfactory Not applicable | Not applicable | Satisfactory
relevant United management
Nations policies | (b) Human Partially
and procedures resources strategies | satisfactory
(c) Regulatory
framework
(d) Staff safety and | Satisfactory Not applicable | Satisfactory Partially
security satisfactory

Strategic framework and performance management

14. UNIPSIL had developed a detailed work plan with objectives linked to the Mission mandate. The
work plan identified the key tasks and activities of the substantive and administrative sections and
expected accomplishments. UNIPSIL commented that it monitors the progress of mandate
implementation and submits bi-annual reports to the Security Council on its activities, challenges and
achievements. It further stated that there were regular senior managers meetings and interaction with the
Department of Political Affairs through weekly reporting and regular code cables.

United Nations Country Team coordination

15. UNIPSIL implemented adequate mechanisms to coordinate the political, development and
humanitarian activities in the country. In 2008, UNIPSIL together with the United Nations Country Team
launched a three-year common strategy called the Joint Vision for Sierra Leone, defining the United
Nations contribution to the implementation of the Government’s Agenda for Change. The Joint Vision
contained programmes with a common goal of consolidating peace and promoting development in Sierra
Leone.

16. Weekly coordination meetings were held, and there were a number of joint programmes being
implemented with some programmes operating out of common premises. The United Nations Country
Team members interviewed by OIOS expressed general satisfaction with the existing coordination
mechanisms and the effectiveness of UNIPSIL leadership.

Human resources strategies

Use of outsourced personnel

17. UNIPSIL did not adequately determine its staffing requirements, which was adversely affecting
its ability to carry out basic administrative and support activities. Consequently, UNIPSIL contracted
personnel from six vendors and hired individual contractors to perform functions in finance, general
services, transport and security, as well as core functions in payroll, cash and fuel management. The



vendors selected did not meet United Nations established criteria for vendor registration, and they were

unable to provide evidence supporting their validity as bona fide companies.

18. As of March 2011, the staffing of UNIPSIL was 210, made up of 112 outsourced personnel, 20
individual contractors and 82 staff on the authorized staffing table, as shown in Table 2 below:

Table 2: UNIPSIL personnel as at 31 March 2011

Section Authorized Posts Individual Outsourced | Total staff
Posts Encumbered | Contractors staff in the
Mission

Office of the Executive 7 7 2 - 9
Representative of the
Secretary-General
Substantive sections 39 34 5 - 39
Administrative sections 36 32 13** 112 157
Seconded staff 6 5 5
TOTAL 82 78 20 112 210
*Two posts loaned from other sections

** Includes two international contractors

19. The cost of the additional personnel was not budgeted for and was $211,536 and $633,102 in

2009 and 2010 respectively, and estimated at about $650,000 for 2011. These costs were charged to six
budget lines, including three accounts not related to the expenditures: acquisition of safety and security
equipment; maintenance of transport equipment; and other miscellaneous services. The over-expenditures
were offset by under-expenditure of other accounts. The use of resources for outsourced personnel was
not disclosed in the 2009 and 2010 performance reports or any other communication to Headquarters.
Moreover, due to the lack of a budgetary provision for the additional personnel, it overstretched the
operational resources of the Transport Unit, the Communication and Information Technology Unit and
the Joint Medical Unit whose budgets were approved to support 82 staff but were supporting 210
personnel. The staffing situation in UNIPSIL needs to be reviewed and steps taken to mitigate
accountability risks of non-United Nations personnel carrying out core functions.

(1) UNIPSIL, with the assistance of the Departments of Political Affairs and Field Support, should
review the staffing arrangements in UNIPSIL with the aim to develop optimal staffing
requirements and mitigate risks of lack of accountability due to a number of core functions
carried out by non-United Nations personnel.

UNIPSIL stated that the recommendation should not be addressed to the Mission, as currently there is
no template for a staffing structure in the Department of Political Affairs peacebuilding missions that
UNIPSIL can apply in planning its staffing requirements. The Department of Political Affairs, based on
consultations with UNIPSIL, only suggested a minor revision to the recommendation, which OIOS
accepted. OIOS therefore considers recommendation 1 accepted for implementation. Recommendation 1
remains opening pending receipt of evidence that optimal staffing requirements for UNIPSIL have been
developed and implemented.

(2) UNIPSIL should ensure that the use of outsourced personnel and related costs are fully
disclosed in the budget and performance reports for transparency and management control.

UNIPSIL accepted recommendation 2 and stated that in coordination with the Field Budget and Finance
Division of the Department of Field Support, it was finalizing the 2012-2013 budget proposal regarding




the use of individual contractors for essential functions that are required to support the structure of a
peacebuilding mission. The 2012-2013 budget proposal included estimates for individual contractors,
but none for outsourced personnel. Recommendation 2 remains open pending receipt of evidence that
costs of outsourced personnel are properly disclosed in the budget and performance reports.

Staff recruitment

20. There were also delays in recruitment and filling of vacant positions which, according to the
Mission, were due to inability to attract candidates meeting requirements of the posts. Some critical staff
positions including three at the P-5 level remained vacant for up to two years. Although staff were
assigned responsibilities as officers-in-charge, the need for filling vacancies is vital in view of the
continued peace building assistance UNIPSIL is mandated to provide to the Government of Sierra Leone,
including preparations for the elections in 2012. UNIPSIL stated that the Field Personnel Division of the
Department of Field Support was working with the Mission to fill vacant posts. All vacant posts had been
filled except six, for which candidates had been identified and were under recruitment.

Regulatory framework

Asset management

21. There was no record of the number and types of assets transferred to UNIPSIL from the
preceding Mission, the United Nations Integrated Office in Sierra Leone. Also, self-accounting units did
not assign asset managers to be responsible for the day-to-day management of assets resulting in: (a)
movements of assets not recorded in the Galileo inventory system; (b) inventory records showing
incorrect location of assets and not adjusting the Galileo inventory system to account for discrepancies
such as 129 assets valued at $650,000 found by the Property Control and Inventory Unit during the test
count in June 2010; and (c) delays in writing off assets valued at over $5 million. Staff did not
acknowledge receipt of assets assigned to them. There were 31 engineering assets valued at over
$230,000 which could not be located during a physical count by the Property Control and Inventory Unit
and that were assigned in the Galileo inventory system to staff members without their written
acknowledgement. In such cases, it is difficult to determine accountability for loss.

(3) UNIPSIL should conduct a complete physical verification of its assets/inventory and update its
records accordingly. Once this is done, UNIPSIL should implement procedures to manage and
report on its assets.

UNIPSIL accepted recommendation 3 and stated that it was updating its inventory records in the
Galileo inventory system including the recording of transfers of equipment from the preceding mission
to UNIPSIL. It further stated that it was strengthening its property management by conducting a
complete physical verification of non-expendable property and ensuring that self-accounting units
reconcile discrepancies and update the inventory records in a timely manner. Recommendation 3
remains open pending receipt of evidence that a physical verification exercise has been completed and
inventory records have been updated accordingly.

Fuel management

22. Controls over fuel usage were weak. Monthly reports were not reconciled to the daily issues of
fuel, and there was no evidence that periodic fuel inventory checks were performed to verify the reports
and follow up on variances in daily and monthly records. Stocks verified did not agree to inventory
records.



(4) UNIPSIL should improve fuel management controls by recording all fuel issues and
reconciliations of daily and monthly fuel records with physical fuel inventory balances and
investigating any variances thereon.

UNIPSIL accepted recommendation 4 and stated that it had established fuel management controls such
as daily and monthly reconciliations of fuel stocks and records and was taking daily dip-stick readings.
It further stated that it would submit to the Department of Field Support results of these measures by
January 2012. Recommendation 4 remains open pending receipt of evidence that UNIPSIL has
established adequate and effective fuel management controls.

Procurement

23. Six contracts with different vendors were entered into for the provision of personnel services
without a competitive process. These vendors did not meet the United Nations established criteria for
vendor registration. The companies were not properly registered, did not have a proven record of business
experience and did not provide financial statements.

24. For other procurement activities, the Chief Procurement Officer signed three contracts valued at
Not-to-Exceed amounts of $814,834, $1,815,652 and $105,000, which were well above the delegated
procurement authority of $50,000. Of 14 contracts and respective amendments sampled, 10 were signed
after their starting date. Four performance bonds were received after a delay of three months, and
presentations on two contracts with a total Not-to-Exceed amount of $358,655 were not submitted for
review to the Local Committee on Contracts.

(5) UNIPSIL should ensure that the process of procuring all goods and services is in compliance
with the United Nations Procurement Manual and the authority delegated to the Mission.

UNIPSIL accepted recommendation 5 and stated that its Procurement and Finance Sections were
coordinating with the self-accounting units /requisitioners to ensure that the procurement of all goods
and services are in line with the United Nations Procurement Manual and the Financial Regulations
and Rules of the United Nations. The Department of Field Support stated that it would provide guidance
to the Mission on the requirements of the United Nations Procurement Manual and its use of the
delegated authority. Recommendation 5 remains open pending receipt of evidence that UNIPSIL has
established adequate and effective procurement controls to ensure that bidding is done on a competitive
basis, contracts are signed before their effective dates, and the delegated procurement authority is not
exceeded.

Payables and receivables

25. Operational advances were provided to local staff members for funding programme activities and
for procuring drugs and medicines for UNIPSIL. Advances were not always settled prior to issuing new
advances. There were also other long-outstanding receivables and payables that needed to be cleared
relating to cost sharing arrangements with the United Nations Country Team, as well as payables relating
to the previous Mission that needed to be reviewed by the Department of Field Support and settled.

(6) UNIPSIL should discontinue the practice of giving operational advances to local staff
members to fund programme activities and for local procurement, and additional advances
should not be given until previous ones have been cleared. Also, long-outstanding receivables
and payables should be settled.




UNIPSIL partially accepted recommendation 6 and stated that they will establish a procedure to ensure
additional advances are not given to staff until previous advances are cleared. However, they further
stated that as human rights activities are spread across the country, discontinuing programme advances
to the limited national professional officers was not an option. UNIPSIL also stated that it had initiated
a formal process on the recovery of receivables from other United Nations entities. OlOS takes note that
UNIPSIL accepts the risks associated with providing significant cash advances to local staff.
Recommendation 6 remains open pending receipt of evidence that additional advances are not provided
to staff until previous advances are cleared, and long-outstanding receivables and payables have been
settled.

Staff safety and security

26. The Mission’s security plans were not up-to-date, as they did not include names and contact
details of personnel assigned critical tasks in an emergency situation. Moreover, security enhancements
were necessary in the following areas: (a) ensuring all staff were provided with mandatory security
training; (b) establishing a fully operational warden system; (c) installing VHF and HF communication
equipment in vehicles; and (d) ensuring compliance with the country’s minimum operating security
standards and minimum operating residential security standards.

(7) UNIPSIL should ensure that essential and mandatory security measures are in place and
functioning as intended, including the security plan, the warden system, security training and
compliance with minimum operating security standards and minimum operating residential
security standards.

UNIPSIL accepted recommendation 7 and stated that it would update the security plan in January 2012.
UNIPSIL further stated that on 29 July 2011, the United Nations Integrated Safety and Security Office
conducted training for UNIPSIL staff. Moreover, a formal mechanism was established in July 2011 to
ensure compliance with minimum operating residential security standards. Recommendation 7 remains
open pending receipt of evidence that the security plan has been updated and adequate training has been
provided to the Mission staff.
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STATUS OF AUDIT RECOMMENDATIONS

Audit of the United Nations Integrated Peacebuilding Office in Sierra Leone (UNIPSIL)

ANNEX |

Recom. . . Risk C/ Actions needed to close Implementation
Recommendation Risk category ; 1 . 2

no. rating 0 recommendation date
UNIPSIL, with the assistance of the | Human Critical O | Receipt of evidence that optimal staffing | Early 2012
Departments of Political Affairs and Field | resources requirements for UNIPSIL have been
Support, should review the staffing developed and implemented.
arrangements in UNIPSIL with the aim to
develop optimal staffing requirements and
mitigate risks of lack of accountability due
to a number of core functions carried out
by non-United Nations personnel.
UNIPSIL should ensure that the use of | Human Important | O | Receipt of evidence that costs of | 31 December 2011
outsourced personnel and related costs are | resources outsourced personnel are  properly
fully disclosed in the budget and disclosed in the budget and performance
performance reports for transparency and reports.
management control.
UNIPSIL should conduct a complete | Operational Important | O | Receipt of evidence that a physical | 30 January 2012
physical verification of its assets/inventory verification exercise has been completed
and up-date its records accordingly. Once and inventory records have been up-dated
this is done, UNIPSIL should implement accordingly.
procedures to manage and report on its
assets.
UNIPSIL should improve fuel management | Operational Important | O | Receipt of evidence that UNIPSIL has | 31 December 2011
controls by recording all fuel issues and established adequate and effective fuel
reconciliations of daily and monthly fuel management controls.
records with physical fuel inventory
balances and investigating any variances
thereon.
UNIPSIL should ensure that the process of | Compliance Critical | O | Receipt of evidence that UNIPSIL has | 31 December 2011

procuring all goods and services is in
compliance with the United Nations
Procurement Manual and the authority
delegated to the Mission.

established adequate and effective
procurement controls to ensure that
bidding is done on a competitive basis,
contracts are signed before their effective
dates, and the delegated procurement




Recom. . . Risk C/ Actions needed to close Implementation
Recommendation Risk category ; 1 - 2
no. rating 0 recommendation date
authority is not exceeded.
UNIPSIL should discontinue the practice | Financial Important | O | Receipt of evidence that additional | 31 December 2011
of giving operational advances to local advances are not provided to staff until
staff members to fund programme previous advances are cleared, and long-
activities and for local procurement, and outstanding receivables and payables
additional advances should not be given have been settled.
until previous ones have been cleared.
Also, long-outstanding receivables and
payables should be settled.
UNIPSIL should ensure that essential and | Operational Important | O | Receipt of evidence that the security plan | 31 January 2012

mandatory security measures are in place
and functioning as intended, including the
security plan, the warden system, security
training and compliance with minimum
operating security standards and minimum
operating residential security standards.

has been updated and adequate training
has been provided to the Mission staff.

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




