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AUDIT REPORT

Audit of UNHCR Global Learning Centre (GLC)
BACKGROUND

1. The Office of Internal Oversight Services (OIOS) conducted an audit of UNHCR Global
Learning Centre in Budapest, Hungary.

2. In accordance with its mandate, OlIOS 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.

3. In October 2008, the United Nations High Commissioner for Refugees (UNHCR) issued a
“unifying learning” strategy based on the following five key elements:

o Create a unified learning structure under a single entity, the GLC;

o Establish a Learning Governance Board (LGB);

e Establish a system which institutionalizes links between training and career planning
and development;

e Putin place a Learning Management System; and,

e Ensure that sufficient resources are available for learning.

4. This decision was further supported by a strategic direction for learning study issued in May
2010, setting up the UNHCR learning directions for 2010 and beyond. The UNHCR learning strategy is
governed by the LGB, established, inter alia, to ensure that learning is clearly linked to institutional
priorities as well as human resources management; that its development and delivery are professionalized
and well-coordinated; and that learning activities are efficient and results-oriented.

5. The GLC staff of 45 (Professionals and General Service) located in Budapest serve 7,300 staff
worldwide. They also provide, on request, learning to partners such as Non Governmental Organizations
(NGOs), Implementing Partners and other United Nations (UN) agencies. The annual budget of the GLC
for the year 2010 amounted to $15.4 million ($10.5 million for project and administrative costs and $4.9
million for staff costs). For 2011, GLC’s budget amounted to $14.9 million ($11 million for project and
administrative costs and $3.9 million for staff costs).

6. Comments provided by UNHCR are incorporated in italics.

OBJECTIVE AND SCOPE

7. The audit of UNHCR Global Learning Centre was conducted to assess the adequacy and
effectiveness of UNHCR governance, risk management and control processes in providing reasonable

assurance regarding the provision of efficient training and learning activities.

8. This audit was included in the 2011 annual work plan at the request of the High Commissioner
for Refugees.

9. The key controls tested for the audit were: (a) training and development; and (b) project
management. For the purpose of this audit, OIOS defined these key controls as follows:



@) Training and development - controls that provide reasonable assurance that a
mechanism exists in UNHCR to identify, create and implement training and development plans
that address the organization’s and staff members’ needs.

(b) Project management - controls that provide reasonable assurance that GLC has
sufficient project management capacity to achieve its objectives.

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

11. OIOS conducted this audit from April to June 2011. The audit covered the period from 1 June
2009 to 31 May 2011.

12. 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

13. In OIOS’ opinion, UNHCR governance, risk management and control processes examined were
partially satisfactory in providing reasonable assurance regarding the effectiveness of training and
learning activities.

14. The overall rating is based on the assessment of key controls presented in Table 1 below.
UNHCR had established adequate management and governance processes with the constitution of the
GLC with overall responsibility for training and the LGB for reviewing and approving the training
strategy developed by the GLC. A learning management system had been introduced with on-line access
for staff. Work is in progress to strengthen controls through matching organizational priorities and staff
training needs. Also a policy for defining the overall responsibility for managing mandatory training is
being developed.

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
Effectiveness of | (a) Training and Partially Partially Not applicable | Satisfactory
training and development satisfactory satisfactory
learning activities | (b) Project Satisfactory Satisfactory Not applicable | Satisfactory
management




Training and development

Policies and framework arrangements related to training and development need to be strengthened

15. An overarching policy document, consolidating current and past policies, procedures and
guidelines into one document will further support and strengthen the High Commissioner’s commitment
to enhance learning in UNHCR by giving the GLC and staff a clear, up to date and integrated training and
learning framework.

(1) The UNHCR Division of Human Resources Management should review and consolidate
training related policies, procedures and guidelines into one document, which would be
updated on a regular basis and be available to staff.

The UNHCR Division of Human Resources Management accepted recommendation 1 and stated
that the update of the overall learning policy has definitely lagged behind. This is being addressed
now, and the issuance of a comprehensive learning policy is expected in the first half of 2012.
Recommendation 1 remains open pending issuance of the overall learning policy by UNHCR Global
Learning Centre.

16. The introduction in 2010 of the learning management system, Learn & Connect, allowed
UNHCR to record and monitor mandatory training for all staff. For staff who joined prior to 2010, the
mandatory training records are paper based, not stored centrally and not easily available to GLC for
monitoring and evaluation. As a result, UNHCR had difficulty in collecting information about mandatory
training and was unable to perform proper monitoring and evaluation to ensure compliance with IOM
68/97 FOM 75/97 which states, “appropriate monitoring and evaluation will be required to ensure that
standards are met” with regard to training.

(2) The UNHCR Division of Human Resources Management and the Global Learning Centre
should finalize arrangements for collecting records on mandatory training for monitoring
and evaluation.

The UNHCR Division of Human Resources Management accepted recommendation 2 and stated
that this will be done as soon as the requested change to the FactSheet format is implemented (a
delay has occurred as this project has repeatedly been reprioritized vis-a-vis other Managing for
Systems, Resources and People related projects). The recent introduction of a new basic security in
the field means that at least this training will be directly recorded in the learning management
system. Recommendation 2 remains open pending the implementation of FactSheet format change
to incorporate mandatory training done by staff members.

17. In supporting the centralized role of the GLC for training, IOM/FOM 076/2008 stated that "all
key Divisions and Bureaus will be represented in a steering committee which will work closely with the
Division of Human Resources Management in overseeing the accuracy of all learning product content”.
However, the steering committee never met and was postponed sine die by the LGB. The degree of
involvement from Bureaus and Divisions varies and is affected by factors such as engagements, focal
point availability and the degree of GLC’s supervision. There is no framework to clarify GLC, Bureaus’
and Divisions’ roles and responsibilities, thereby adversely affecting effectiveness and efficiency of
training delivery.



(3) The UNHCR Division of Human Resources Management and the Global Learning Centre
should establish a framework with Divisions and Bureaus setting out the respective roles
and responsibilities for training, including the training focal points.

The UNHCR Division of Human Resources Management accepted recommendation 3 and stated
that the GLC had in fact presented a discussion paper for the attention of the LGB setting out the
respective roles and responsibilities for training. Recommendation 1 remains open pending
establishment and dissemination of the framework arrangements setting out the Divisions’ and
Bureaus’ respective roles and responsibilities for training.

Project management

Management of training and project related costs and expenditures were adequate

18. The GLC budget for 2011 shows a total of $11 million for project and administrative costs, 75
percent of which cover expenditures for travel of trainers and trainees (including ticketing, daily
subsistence allowances, renting of accommodation and organization of seminars). These costs were
expended through regular policies and procedures for official travel and/or through procurement
procedures (for accommodation). A 23 per cent share of the budget covers the costs of training
development contracts with developers and training design firms hired through regular procurement
processes, including through the review by the Headquarters Committee on Contracts when required. All
related processes were adequate. The remaining 2 per cent relates to the administrative support costs
(ABOD) of the GLC for the office located at the Budapest centre.
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