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AUDIT REPORT
Audit of quick impact projects in UNAMID

I. BACKGROUND

1. The Office of Internal Oversight Services (OIOS) conducted an audit of quick impact projects
(QIPs) in the African Union-United Nations Hybrid Operation in Darfur (UNAMID).

2. 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.

3. QIPs are defined as small-scale, rapidly implementable projects designed to promote acceptance
of mandated tasks, build confidence in the peace process, and generate support for the Mission. In
UNAMID, the QIPs Management Team was responsible for coordinating and managing the programme,
and the head of the Team reports to the Chief of the Civil Affairs Division.

4. The QIPs Management Team had 16 staff, and the budget for 2009/10 and 2010/11 was
$4 million each year. A total of 354 QIPs were approved in 2009/10 and 2010/11, as shown in Table 1.

5. Educational projects accounted for 55 per cent of approved projects in 2009/10 and 2010/11.
QIPs were implemented in all three sectors of the Mission, including 138 projects (39 per cent) in sector
South, 134 projects in sector West (38 per cent), and 82 projects in sector North (23 per cent). Table 1
shows the thematic distribution of approved QIPs.

Table 1: Thematic distribution of approved QIPs

Total
2009/10 2010/11 number of

Thematic focus projects Percentage
Education 106 88 194 54.8
Water 27 17 44 12.4
Community development 28 7 35 9.9
Health 1 1 2 6.2
Sanitation 12 ? 21 5.9
Women empowerment 1 6 17 4.8
Shelter/rule of law 7 8 15 4.2
Environment 3 0 3 0.9
Agriculture 0 ! 1 0.3
Contlict resolution 0 2 2 0.6
Total 205 149 354 100

6. Comments provided by UNAMID are incorporated in italics.



11 OBJECTIVE AND SCOPE

7. The audit of QIPs was conducted to assess the adequacy and effectiveness of UNAMID
governance, risk management and control processes in providing reasonable assurance regarding the
effective management of QIPs.

8. This audit was included in the 2011 OIOS risk-based work plan due to the importance of QIPs in
building the confidence of the local population in support of the Mission’s mandate.

9. The key control tested for the audit was project management. For the purpose of this audit, OIOS
defined this key control as those that provide reasonable assurance that UNAMID had sufficient project
management capacity to effectively plan, implement and report on QIPs.

10. OIOS conducted this audit from June to September 2011. The audit covered the period from 1
January 2008 to 30 June 2011. OIOS reviewed 30 QIPs valued at $538,613, and visited 14 sites to review
projects.

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.

III. AUDIT RESULTS

12. UNAMID governance, risk management and control processes examined were unsatisfactory in
providing reasonable assurance regarding the effective management of QIPs. OIOS made three
recommendations to address issues identified in the audit, following which UNAMID agreed to
strengthen its procedures and capacity for QIPs planning, approving, monitoring and reporting. Notably,
UNAMID would establish a QIPs Implementation and Follow-up Team responsible for monitoring QIPs
and preparing an annual evaluation of the QIPs programme.

13. The initial overall rating of unsatisfactory was based on the assessment of key controls presented
in Table 2 below. The final overall rating is unsatisfactory as implementation of one critical and two
important recommendations remains in progress.

Table 2: Assessment of key controls

Key controls Control objectives
Efficient and Accurate Safeguarding Compliance
effective financial and | of assets with
operations operational mandates,
reporting regulations
and rules
Effective Project Partially Partially
management of management satisfactory satisfactory
quick impact
projects

FINAL OVERALL RATING: UNSATISFACTORY




A. Project management

Project planning and implementation needed strengthening

14. The process for reviewing and approving project proposals by the Project Review Committee
needed to be strengthened to ensure that QIPs were adequately vetted for viability. For example, a tree
planting project costing $20,289 was stopped by local authorities as it was too near the airport, and a nine-
point latrine costing $23,480 for a school was constructed although the school had not been built.

15. None of the approved 354 QIPs were implemented within the required three-month period. On
average, the implementation period for completed projects was between 12 and 34 months, and the on-
going 161 projects had already taken an average of 31 months. These delays were mainly due to
inadequate verification of performance records and lack of capacity of implementing partners. For
example, although initial site visits were often conducted, there was inadequate information on: (a) factors
that could delay project implementation; (b) reasonableness of project budgets; and (c) coordination with
community representatives and national/local authorities.

(1) UNAMID should ensure that quick impact project (QIP) proposals are reviewed and
approved in accordance with the Department of Peacekeeping Operations (DPKO)
Directive and the DPKO/Department of Field Support Guidelines, and employ efforts to
ensure the timely implementation of QIPs.

UNAMID accepted recommendation 1 and stated that it would ensure that QIP proposals are
reviewed and approved in accordance with the DPKO/DFS Guidelines. Further, UNAMID
established a new mechanism, including a restructured organization chart to assign responsibilities
for QIPs and procedures for documenting tasks as well as for monitoring and reporting on QIPs
implementation. These procedures would ensure the timely implementation of QIPs.
Recommendation 1 remains open pending OIOS’ verification that QIP proposals are reviewed and
approved in accordance with DPKO/DFS Guidelines, as well as receipt of evidence that timeframes
for completing QIPs have improved.

The geographic and thematic focus for Quick Impact Projects were not pre-established

16. While projects were implemented in all three sectors within 10 different thematic focus areas as
shown in Table 1, the priority basis for the thematic and geographic distribution of QIPs had not been
established by the Senior Management Team (SMT). As a result, criteria for approving QIPs did not take
the SMT’s priorities into account. UNAMID advised, and provided a draft copy, of a concept paper on
the QIPs management and approval process. The proposed focus areas were shifted from education,
which had 17 per cent of the proposed projects to areas such as: (a) early recovery and livelihoods with
21 per cent of the projects; and (b) empowerment of under-represented populations with 29 per cent of
the proposed projects. OlOS was satisfied with the action being taken.

The monitoring, evaluating and reporting on QIPs needed to be strengthened

17. Monitoring the progress of QIPs was not systematically done, as project activity timelines and
quality standards were not established prior to the disbursement of the first installment to implementing
partners. Additionally, engineering-related projects (93 per cent of 30 QIPs reviewed) were monitored by
project officers without the necessary expertise to assess the status of engineering works and confirm that
materials used and standards of work were in line with specifications. Field visits to 14 projects showed
that 10 engineering-related projects were of poor quality and workmanship.



materials used and standards of work were in line with specifications. Field visits to 14 projects showed
that 10 engineering-related projects were of poor quality and workmanship.

18. Project closure and evaluation forms did not capture relevant information on QIPs
implementation and did not include an evaluation of their quality, timeliness and impact. There was
insufficient focus by the Project Review Committee on evaluating the QIPs programme and ensuring that
the QIPs implemented met their objectives.

19. Project files did not contain all relevant information such as data collected from the initial site
visits, results of monitoring visits to assess the status of implementation of projects, and closure and
evaluation forms. The lack of relevant information meant that the SMT was not provided with an overall
evaluation of the QIPs programme.

(2) UNAMID should regularly monitor and evaluate quick impact projects to ensure that they
are effectively implemented and are achieving their objectives. This should be done by
personnel with the required capacity and expertise.

UNAMID accepted recommendation 2 and stated that it would establish a QIPs Implementation and
Follow-up Team comprising personnel with adequate experience (civil engineer, finance officer and
other required experts) to monitor the implementation of QIPs and ensure that their objectives were
effectively achieved. Recommendation 2 remains open pending OIOS’ verification of the work done
by UNAMID’s QIPs Implementation and Follow-up Team in monitoring and evaluating QIPs.

(3) UNAMID should ensure that adequate information is collected and reported on all
projects to provide a reliable basis for the preparation of the annual evaluation of the
quick impact projects programme.

UNAMID accepted recommendation 3 and stated that it had assigned the QIPs Implementation and
Follow-up Team to prepare the QIPs programme annual evaluation. Recommendation 3 remains
open pending receipt of a copy of the annual evaluation report of the QIPs programme.

IV. ACKNOWLEDGEMENT

20. OIOS wishes to express its appreciation to the Management and staff of UNAMID for the
assistance and cooperation extended to the auditors during this assignment.
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