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Overall results relating to effective
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Implementation of three important
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AUDIT REPORT
Demining activities in UNIFIL

I. BACKGROUND

1. The Office of Internal Oversight Services (OIOS) conducted an audit of demining activities in the
United Nations Interim Force in Lebanon (UNIFIL).

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. UNIFIL conducted demining activities to facilitate the demarcation of the line of withdrawal by
the Israeli forces from Lebanon, known as the Blue Line. Proper demarcation of the Blue Line, which was
118 kilometres long, was essential to avoid unnecessary tensions between the Israelis and the Lebanese
from actual or alleged incidents of Blue Line violations.

4. As of 31 October 2011, UNIFIL had 14 mine clearance teams that comprised 317 military
personnel from six troop contributing countries (TCCs). Various Mission components facilitated and
supported the work of the mine clearance teams including the Division of Political and Civil Affairs
(DPCA), the Office of Mission Support, the Combat Engineering Section (CES) and the United Nations
Mine Action Support Team (UNMAST), formerly known as the United Nations Mine Action
Coordination Centre (UNMACC). Representatives of these mission components were members of the
Blue Line Task Force led by the Deputy Force Commander.

5. The annual cost of demining activities in UNIFIL was $9.7 million comprising $8.1 million for
mine clearance teams, $1.4 million for UNMAST and $0.2 million for staff costs. As of 30 April 2012,
UNIFIL had cleared 207 of the total required 470 Blue Line points as shown in Chart 1 below.

Chart 1: Number of Blue Line points cleared per fiscal year
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Source: OIOS analysis of records in UNIFIL Geographical Information System with updates from CES

6. Comments provided by UNIFIL are incorporated in italics.



II. OBJECTIVE AND SCOPE

7. The audit of demining activities was conducted to assess the adequacy and effectiveness of
UNIFIL’s governance, risk management and control processes in providing reasonable assurance
regarding the effective management of demining activities.

8. The audit was included in the 2011 work plan at the request of the Mission’s management.

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

(a) Project management - controls that provide reasonable assurance that UNIFIL has
adequate management capacity and mechanisms to ensure demining activities are implemented
with economy and efficiency.

(b) Coordinated management - controls that provide reasonable assurance that potential
overlaps in the performance of a function relating to demining activities are mitigated, issues
involving UNMAST and the Lebanese mine action authorities are identified, discussed and
resolved timely and at the appropriate forum.

10. OIOS conducted the audit from June to October 2011. The audit covered the period from 1 July
2009 to 31 October 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 determine their effectiveness.

III. AUDIT RESULTS

12. UNIFIL’s governance, risk management and control processes examined were initially assessed
as partially satisfactory in providing reasonable assurance regarding the effective management of
demining activities. UNIFIL conducted its demining activities in compliance with International Mine
Action Standards (IMAS) and it did not have any mine related accident during the period under review.
The number of Blue Line points cleared during fiscal years 2009/10 and 2010/11 increased as compared
to previous years. The finalization of technical arrangements between UNIFIL and UNMAST in
September 2011 improved coordination as ambiguities of the roles of UNMAST and UNIFIL’s were
resolved. OIOS made three recommendations to reassess the number of demining teams required, to
improve monitoring and analysis of the utilization of mine clearance teams and to develop standard
operating procedures to ensure consistent practices relating to operational planning of demining activities.

13. The initial overall rating of partially satisfactory was based on the assessment of key controls
presented in Table 1 below. The final overall rating is partially satisfactory as implementation of three
important recommendations remains in progress.



Table 1: 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 (a) Project Partially Partially Partially
management of Management satisfactory satisfactory satisfactory
demining activities =4 = 0 ation | Partially Partially Partially
management satisfactory satisfactory satisfactory

FINAL RATING: PARTIALLY SATISFACTORY

A. Project management

Need to improve the cost effectiveness of the Mission’s demining resources

14. UNIFIL had demonstrated elements of good project management including establishing
requirements, and defining the parties responsible for managing, planning and conducting demining
activities. However, UNIFIL faced challenges in utilizing its 14 demining teams, as clearance was
dependent on approval of sites along the Blue Line by both Israeli and Lebanese governments. For
example, no new demining sites were approved from October 2010 to May 2011. As a result, the 14 mine
clearance teams were operating below capacity, with an average of six teams working per week in
2010/11. Although the utilization of demining teams increased to nine teams working per week in
2011/12, the utilization level was expected to decrease in 2013 should UNIFIL not get approval for new
demining sites. Taking into consideration the time demining teams spent on training, in force protection
work and engineering tasks, UNIFIL still needed to reassess the number of mine clearance teams it
required, taking into account the anticipated workload and the cost to the Mission. Also, a military
capability study for UNIFIL conducted by the Office of Military Affairs (OMA), DPKO recommended
UNIFIL to further readjust its force requirements to three multi-role engineering units, each providing
three mine clearance teams. UNFIL had initiated action and decreased the number of mine clearance
teams from 14 to 11 starting October 2011.

1) UNIFIL should assess the number of mine clearance teams that it requires to clear the
remaining points along the Blue Line within a prescribed time period to improve the cost
effectiveness of the Mission’s demining resources.

UNIFIL accepted recommendation 1 and stated that mine clearance teams was part of the review of
a military capability study done by OMA, DPKO. UNIFIL are committed to work in close
coordination with OMA, DPKO to implement the recommendations made as part of the study.
Recommendation 1 remains open pending confirmation that the recommendations made by OMA,
DPKO to readjust force requirements to three multi-role engineering units, each providing three
mine clearance teams, have been implemented.

Need for improved monitoring and reporting on the demining assets

15. The activity reports prepared by UNIFIL on the use of demining assets were limited to those on
the teams’ daily tasking, the number of Blue Line points cleared and the size of area cleared. Therefore,



average utilization rates of demining teams, including the average cost of clearance of each Blue Line
point and the varying productivity levels among the 14 mine clearance teams, were not known.

2) UNIFIL should improve its monitoring and analysis of the utilization of mine
clearance teams with the aim to identify ways to improve productivity and cost effectiveness
of its demining assets.

UNIFIL accepted recommendation 2 and stated it will improve its reporting system on the activities
of the demining teams. Recommendation 2 remains open pending the receipt of a sample of reports
including the average utilization rates of demining teams, the average cost of clearance of each
Blue Line point, as well as reports on the number of points and areas cleared by each mine
clearance team.

Need for standard operating procedures to improve the planning process

16. The CES was primarily responsible for the operational planning of UNIFIL’s demining activities.
However, due to rotation of military officers in CES and the absence of standard operating procedures
(SOPs), there were inconsistent practices in planning activities. For instance, for the preparation of
clearance plans and accreditation of mine clearance teams, from a sample of 14 clearance plans, six were
prepared in advance while eight were completed between 8 and 184 days after the teams had completed
their tasks. This caused unnecessary waiting time for teams. For accreditation, UNIFIL initiated the
process when the teams expressed their readiness. Consequently, between 1 July 2009 and 30 June 2011,
the time taken for each team to be accredited varied from two weeks to two months. In addition, seven of
84 teams deployed during that period did not obtain accreditation during their tour of duty. Of these seven
teams, two conducted demining without accreditation while five teams did not carry out any demining
activities.

17. Since September 2011, an internal validation replaced the external accreditation process.
Nevertheless, UNIFIL still needed to establish SOPs to ensure teams were validated in a timely manner.

(3) UNIFIL should develop standard operating procedures to guide the planning and
management of demining activities in order to improve efficiency and consistency in applying
procedures.

UNIFIL accepted recommendation 3 and stated that it had finalized SOPs in March 2012 on
organization and coordination of demining activities as well as on validation and quality
management. The SOP on validation and quality management did not address timely validation of
demining teams, as it required the validation process to be initiated only upon request from the
demining teams. Recommendation 3 remains open pending receipt of a copy of a SOP that ensures
mine clearance teams undergo validation on arrival in UNIFIL to avoid any delays.

B. Coordinated management

Improved coordination between UNIFIL and UNMAST

18. While five mine clearance teams indicated they were satisfied with the guidance and quality
assurance services rendered by UNMAST, UNIFIL informed OIOS that it did not fully agree with the
roles and responsibilities of UNMAST stipulated in the Financial Agreement between the United Nations
and the United Nations Office for Project Services (UNOPS) and in the Memorandum of Understanding



between UNMAST and the Lebanese Mine Action Authority. This was because several roles and
responsibilities of UNMAST in the Financial Agreement were performed by CES.

19. In September 2011, the coordination between the two parties improved significantly after they
reached an agreement on their respective roles and responsibilities. UNMAST agreed to take over the

responsibility of internal validation of the mine clearance teams and adopted results-based budgeting to
Justify its proposed resource allocation for the next financial year. OIOS is satisfied with the action taken.

IV. ACKNOWLEDGEMENT

20. OIOS wishes to express its appreciation to the Management and staff of UNIFIL and UNMAST
for the assistance and cooperation extended to the auditors during this assignment.
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Ms. Fatoumata Ndiaye, Director
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