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AUDIT REPORT
Audit of the MINUSTAH Santo Domingo Support Office

l. BACKGROUND

1. The Office of Internal Oversight Services (OIOS) conducted an audit of the United Nations
Stabilization Mission in Haiti (MINUSTAH) Santo Domingo Support Office (SDSO).

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
(@) efficient and effective operations; (b) accurate financial and operational reporting;
(c) safeguarding of assets; and (d) compliance with mandates, regulations, and rules.

3. In the days following the 2010 earthquake, MINUSTAH and other United Nations personnel
relocated to the MINUSTAH Logistics Base area which was not been badly affected. Within days, the
Logistics Base that had been designed to accommodate around 400 personnel was hosting approximately
5,000 persons. The situation was untenable and consequently, MINUSTAH relocated administrative
functions that could be performed off site to Santo Domingo in the Dominican Republic.

4. The SDSO started operations in February 2010 with the main objectives to: (a) facilitate the
immediate resumption of the Mission's operations; (b) reduce MINUSTAH footprint in Haiti; (c) mitigate
risk of further loss of life in the event of another disaster; (d) alleviate the severe lack of office and
residential space in Haiti; and (e) maintain an offsite disaster recovery and business continuity facility for
the Mission.

5. As of 1 January 2011, 133 posts were redeployed to Santo Domingo mainly relating to
procurement and contracts management, finance, personnel, and elements of general services. There was
also a small satellite Office of the Special Representative of the Secretary-General, a security presence,
technical support from the Communication and Information Technology Section (CITS) and a Transport
Unit. There is not a separate budget for the SDSO; however, staffing costs for 2011/12 are $9.7 million.

6. Comments provided by MINUSTAH are incorporated in italics.

II. OBJECTIVE AND SCOPE

7. This audit of the SDSO was conducted to assess the adequacy and effectiveness of MINUSTAH
governance, risk management and control processes in providing reasonable assurance regarding the
effective provision of administrative services to MINUSTAH by the SDSO.

8. The audit was included in the OIOS 2011 risk-based work plan because of the importance of
ensuring that adequate and timely administrative services are delivered to MINUSTAH from its support
office.

9. The key controls tested for the audit were change management programme and performance
monitoring. For the purpose of this audit, OIOS defined these key controls as follows:
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@) Change management programme - controls that provide reasonable assurance that
there is a systematic approach to dealing with reform initiatives from the conceptual stage to the
first few years of implementation.

(b) Performance monitoring - controls that provide reasonable assurance that metrics are
established on when and how activities are performed, and that such activities are carried out in
accordance with the metrics.

10. The key controls were assessed for the control objectives shown in Table 1.

11. OIOS conducted the audit from July 2011 to October 2011. The audit covered the period from 1
February 2010 to 30 June 2011.

12. OIlOS conducted an activity-level risk assessment to identify and evaluate 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, OlOS assessed the existence and adequacy of internal
controls and conducted necessary tests to assess their effectiveness.

I11. AUDIT RESULTS

13. In OIOS opinion, MINUSTAH governance, risk management and control processes examined
were partially satisfactory to provide reasonable assurance regarding the effective provision of
administrative services to MINUSTAH by the SDSO.

14. The overall rating is based on the assessment of key controls presented in Table 1 below.
MINUSTAH had put in place an adequate organizational structure for SDSO operations; reporting lines
were clearly documented and properly linked to the overall Mission-wide organizational structure.
However, some business processes and functions could be redesigned to improve work flows and
minimize duplication of activities between Port-au-Prince and Santo Domingo. Moreover, there have
been repeated complaints by staff based in Port-au-Prince regarding delays in processing transactions in
areas of finance and procurement. Key performance indicators need to be developed and used to better
monitor performance and to determine how to improve productivity and client satisfaction.

Table 1: Assessment of key controls

Control objectives
Business Key controls Efficientand | Accurate Safeguarding | Compliance
objective effective financial and | of assets with
operations operational mandates,
reporting regulations
and rules

Effective (a) Change Partially Partially Partially Partially
provision of management satisfactory satisfactory satisfactory satisfactory
administrative programme
services (b) Performance Partially Partially Partially Partially

monitoring satisfactory satisfactory satisfactory satisfactory
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A. Change management programme

Inability to establish a single processing center for payment transactions

15. Payment transactions are processed in both Port-au-Prince and Santo Domingo leading to
unnecessary duplication of activities. Vendors’ invoices and F-10 travel claims are received in both Santo
Domingo and Port-au-Prince. However, 10 out of the 11 certifying officers were based in Port-au-Prince.
As a result, documents received in Santo Domingo are sent to Port-au-Prince by the United Nations pouch
to be certified and returned for further processing. In addition, there are only three approving officers in
the Mission and they are operating from Santo Domingo. Therefore, payment vouchers prepared in Port-
au-Prince are sent to Santo Domingo for approval. Also, receipt and inspection reports are first sent to the
Finance Section in Port-au-Prince and then forwarded to Santo Domingo. These movements of
documents between Port-au-Prince and Santo Domingo have resulted in delays in the processing of
payment transactions. For example:

e Invoices from vendors were not settled within the normal 30 days. It took more than 30 days
to process 28 out of 42 invoices selected for testing.

e Settlements of F-10 travel claims were delayed on average by an additional two weeks, as
they were submitted to the Finance and Personnel Sections in both Port-au-Prince and Santo
Domingo. To address this issue, SDSO developed an online portal for travel claims.

e Entitlements to newly recruited staff members were paid on average 30 days after arrival in
the Mission. This entitlement, which is due on arrival in the Mission, was delayed due to
inadequate coordination between Finance and Personnel.

16. The inability to establish a single processing center for payment transactions has also diminished
the quality and effectiveness of supervision of personnel. For example, nine national staff members were
responsible for processing payments in Port-au-Prince but their supervisors, the Chief Finance Officer and
the Chief of Payment Unit, were based in Santo Domingo.

17. There is a need to redesign some business processes and functions to improve work flows and
minimize duplication of activities between Port-au-Prince and Santo Domingo. MINUSTAH could also
realize economies of scale by clearly identifying the administrative functions that can more effectively be
delivered by the SDSO with the aim to establish single processing centers for common transactions.

(1) MINUSTAH should, in collaboration with the Department of Field Support: (i)
redesign administrative processes to minimize duplication of activities between Port-au-
Prince and Santo Domingo; (ii) clearly identify the administrative functions that can be
delivered more effectively at the Santo Domingo Support Office with the aim to establish
single processing centers for common transactions; and (iii) establish adequate document
workflow procedures to improve productivity by eliminating unnecessary movement of
documents.

MINUSTAH accepted recommendation 1 and stated that a Functional Review Analysis Team from
DFS is currently in the Mission to conduct a review of the optimization processes and the division
of activities between Santo Domingo and Port-au-Prince, as well as develop performance
indicators to ensure proper functioning, control and monitoring of services. Recommendation 1
remains open pending evidence of the optimization of processes and division of activities between
Santo Domingo and Port-au-Prince.
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Standard operating procedures were not updated

18. The current standard operating procedures relating to administrative functions have not been
reviewed and up-dated to reflect the new organizational set-up and changes in work flow processes
resulting from the establishment of the SDSO in February 2010. MINUSTAH needs to provide guidance
to staff to ensure that processes are completed correctly and in a consistent manner.

2 MINUSTAH should ensure that all standard operating procedures are reviewed and
updated to include work flow process changes arising from the establishment of the Santo
Domingo Support Office.

MINUSTAH accepted recommendation 2 and stated that it will revise the relevant standard
operating procedures after the completion of the Functional Review Analysis by DFS.
Recommendation 2 remains open pending receipt of standard operating procedures reflecting the
new organizational arrangements and changes to work flow processes resulting from the
establishment of the SDSO.

Internal controls over the disbursement process should be strengthened

19. The Cashier’s Unit in Port-au-Prince is processing disbursements to Mission staff and local
vendors based on scanned copies of invoices and disbursement vouchers received through e-mail from
Santo Domingo. The United Nations Financial Regulations and Rules require bank signatories to verify
that cheques are made out to named payee as approved by an approving officer as indicated in the original
invoice and the accompanying disbursement voucher and payment instructions. While no incorrect
payments were identified, there are insufficient controls to mitigate the risk of duplicate payments or loss
of funds through fraud. MINUSTAH stated that scanned documents were used to expedite payments to
staff and vendors.

3 MINUSTAH should improve internal controls over cash disbursement by ensuring
that original invoices and disbursement vouchers are made available to bank signatories prior
to disbursement of funds to prevent the processing of duplicate or fraudulent transactions.

MINUSTAH accepted recommendation 3 and stated that it has already taken significant step to
address the issue by engaging the United Nations Logistics Base (UNLB) to implement the
electronic expense reimbursement (eF10) and travel authorization (ePT8) modules of the Field
Support Suite. UNLB conducted trainings in MINUSTAH in November 2011. Final modification to
the ePT8 application is being awaited. The Mission is implementing paperless processing of
payments and disbursements and has already taken steps to implement TRIM, records management
software, as part of the overall project change management strategy. Recommendation 3 remains
open pending evidence of the implementation of the eF10 and ePT8 modules and assurances that
they adequately mitigate the risk of duplicate payments and loss of funds through fraud.

Memorandum of understanding not vet signed by the Government of the Dominican Republic

20. The mandate of MINUSTAH does not provide for operations in the Dominican Republic. A draft
Memorandum of Understanding (MoU) was submitted to the Dominican authorities on 13 August 2010,
but it is still under discussion, and there are indications that it will not be signed in the near future. The
absence of a MoU has severely impacted the operations of SDSO and the conditions of staff. For
example:
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a. MINUSTAH has not been allocated by the Government microwave transmission meaning that
Port-au-Prince is connected to the SDSO through a VSAT (Very Small Aperture Terminal)
connection, which has considerably reduced the speed of various IT applications.

b. MINUSTAH vehicles are not authorized to operate in the Dominican Republic, and as staff
members are not entitled to use United Nations vehicles to and from their place of residence, a
shuttle service costing over $500,000 has been procured. Effective 1 July 2011, Santo Domingo
has been classified as a family duty station. DFS is developing policy guidance on the use of
United Nations vehicles by staff members in family duty stations.

c. Staff members are issued tourist status instead of a work permit. As a result, staff members
installing their families have encountered difficulties in securing admissions for dependents in
schools.

21. MINUSTAH continues to actively engage the Government of the Dominican Republic to finalize
the MoU.

B. Performance monitoring

There were no key performance indicators

22. Key performance indicators for the administrative support functions carried out by the SDSO had
not been formulated. Consequently, the performance of the SDSO has not been reviewed since the center
was established in February 2010. Performance indicators should be developed to track progress in the
areas of invoice and F-10 processing time, payment of staff entitlements and salaries, timeline for
recruitment, procurement cycle times and contract renewals.

23. Moreover, the Personnel Section’s annual work plan for 2010/11 contained four goals, one of
which is to ensure timely, efficient and effective provision of administrative services by the SDSO. The
main indicator of success is to achieve over 90 per cent client satisfaction based on a quarterly customer
satisfaction survey. MINUSTAH has not conducted a customer satisfaction survey due to other
operational priorities; therefore, no assessment of client feedback on the quality of administrative services
provided by SDSO exists.

4 MINUSTAH should develop key performance indicators to track progress and take
action in problem areas in the provision of administrative and logistical support by the Santo
Domingo Support Office.

MINUSTAH accepted recommendation 4 and stated that it has taken action to develop key
performance indicators to track progress and take appropriate action to improve the services
provided by the SDSO. Guidance will be sought from the DFS Functional Review Analysis Team in
developing performance indicators to serve as a basis for the SDSO and administrative services’
work plan and performance appraisal in the upcoming cycle. Recommendation 4 remains open
pending receipt of key performance indicators for the administrative functions carried out by the
SDSO.

5) MINUSTAH should: (i) carry out annual customer satisfaction surveys on service
delivery by the Santo Domingo Support Office as outlined in the Personnel Section annual
work plan; and (ii) ensure that results from the surveys are utilized to improve service
delivery to achieve the target of 90 per cent client satisfaction.
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MINUSTAH accepted recommendation 5 and stated that a survey on the SDSO service delivery has
already been released to obtain a baseline data for the Functional Review Analysis. A follow-up
survey will be released at the end of March 2012 to gauge client satisfaction levels. The survey
results will be used to improve service delivery. Recommendation 5 remains open pending receipt
of customer satisfaction surveys on service delivery by the SDSO and related actions taken to
improve service delivery.
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