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AUDIT REPORT
Audit of conference services funding and costing arrangements at UNOV

I. BACKGROUND

1. The Office of Internal Oversight Services (OIOS) conducted an audit of conference services
funding and costing arrangements at the United Nations Office at Vienna (UNOV).

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. In accordance with General Assembly resolution 49/237, the Conference Management Service
(CMS) of UNOV provides conference services to the following entities:

Regular budget clients Extra-budgetary clients
1. United Nations Office at Vienna 1. International Atomic Energy Agency
2. United Nations Office on Drugs and 2. United Nations Industrial Development
Crime Organization
3. United Nations Office of Outer Space 3. Preparatory Commission for the
Affairs Comprehensive Nuclear-Test-Ban
4. International Narcotics Control Board Treaty Organization
4, CMS reports substantively to the Under-Secretary-General for General Assembly and Conference

Management in New York through the Director of Division for Management of UNOV and
administratively to the Director-General of UNOV. It operates under the Compendium of Administrative
Policies, Practices and Procedures of Conference Services (Compendium) developed by the Department
for General Assembly and Conference Management (DGACM) in the context of the Integrated Global
Management of conference services.

5. CMS is facing funding difficulties in documentation services especially in translation. Tables 1
and 2 below provide an overview of the evolution of CMS outputs and financial figures from the 2006-
2007 biennium to the 2010-2011 biennium for the regular budget clients and extra-budgetary clients,
respectively.

Table 1: Overview of the outputs, revised budget (net allotments) and expenditure for regular budget clients
from the 2006-2007 biennium to the 2010-2011 biennium

Number Number of |Av. number of Net Actual Overspent/ | Overspent/
Biennium of words words allotments expenditure Savings Savings as
meetings translated |translated per (in million (in million (in million % of net
held (°000) meeting (‘000) US$) US$) US$) allotments
2006-2007 3,018 33,719 11.17 43.66 43.86 0.20 0.46%
2008-2009 3,972 41,566 10.46 52.98 52.62 (0.36) (0.68%)
Increase from
2006-7 to 2008-9 954 7,847 (0.71) 9.32 8.76 N/A N/A
% increase from
2006-7 to 2008-9 31.61% 23.27% (6.36 %) 21.35% 19.97 % N/A N/A
2010-2011 4,293 35,923 8.40 52.96 51.30 (1.66) (3.24%)




Number Number of |Av. number of Net Actual Overspent/ | Overspent/
Biennium of words words allotments expenditure Savings Savings as
meetings translated |translated per (in million (in million (in million % of net
held (‘000) meeting (‘000) US$) US$) US$) allotments
Increase/decrease
from 2006-7 to
2010-11 1,275 2,204 (2.77) 9.30 7.44 N/A N/A
% increase/
decrease from
2006-7 to 2010-11 42.25% 6.54 % (24.80 %) 31.30% 16.96 % N/A N/A

(Source: Year-end reports and statistics of CMS)

Table 2: Overview of the outputs, reimbursements and expenditure for extra budgetary clients from the
2006-2007 biennium to the 2010-2011 biennium

Number Number of |Av. number of Rei Actual Overspent/ Overspent/
eimburse . . Savings as
Biennium Of words words ments (in e)fpen(.ht.ure .SaV{ngs % of
meetings translated | translated per million US$) (in million (in million reimburse
held (000) meeting (‘000) US$) US$)
ments
2006-2007 1,164 5,929 5.09 11.96 11.31 (0.65) (5.43%)
2008-2009 1,232 6,191 5.03 12.14 12.50 0.36 2.97%
Increase from
2006-7 to 2008-9 68 262 (0.06) 0.18 1.19 N/A N/A
% increase from
2006-7 to 2008-9 5.84 % 4.42% (1.18 %) 1.51% 10.52% N/A N/A
2010-11 2,273 6,784 3.00 13.24 12.90 (0.34) (2.57%)
Increase/ decrease
from 2006-7 to
2010-11 1,109 855 (2.09) 1.28 1.59 N/A N/A
% increase/
decrease from
2006-7 to 2010-11 95.27 % 14.42% (41.06 %) 10.70 % 14.06 % N/A N/A
(Source: Year-end reports and statistics of CMS)
6. Comments provided by UNOV are incorporated in italics.
II. OBJECTIVE AND SCOPE
7. The audit was conducted to assess the adequacy and effectiveness of UNOV’s governance, risk

management and control processes in providing reasonable assurance regarding the effective
management and administration of funding and costing arrangements for conference services.

8. The audit was included in the 2011 OIOS risk-based work plan at the request of UNOV and in
conjunction with the audit of conference services funding and costing arrangements at the United Nations
Office at Geneva (UNOG) due to increase in demand for conference services against limited resources.

9. The key controls tested for the audit were: (a) needs assessment; and (b) regulatory framework.
For the purpose of this audit, OIOS defined these key controls as follows:

(a) Needs assessment - controls that provide reasonable assurance that there is a proper
assessment of the needs to ensure sufficient capacity and resources to support activities.




(b) Regulatory framework - controls that provide reasonable assurance that policies and
procedures exist to guide the operations of the activity in the following areas: budget and finance;
and information systems and record management.

10. The key controls were assessed for the control objectives shown in Table 3.
The audit covered the

11. OIOS conducted this audit from September 2011 to December 2011.
period from 1 January 2008 to 30 June 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 determine their effectiveness.

III. AUDIT RESULTS

13. UNOV’s governance, risk management and control processes examined were assessed as
partially satisfactory in providing reasonable assurance regarding the effective management and
administration of funding and costing arrangements for conference services. OIOS made three
recommendations to address the issues identified in the audit.

14. UNOYV had made good progress in using technology to increase productivity and bridge the gap
between required funding and available resources. UNOV also took important steps in improving its
outreach to Member States. However, UNOV continued to experience difficulties in obtaining the
appropriate level and type of resources to cover the requirements of its clients. UNOV needed to
document the methodology and processes used in arriving at the justification of requested resources and
measuring the gap in funding, and to systematically analyze efficiency measures in conference
management and have them endorsed by Member States.

15. The initial overall rating was based on the assessment of key controls presented in Table 3. The
final overall rating is partially satisfactory as implementation of three important recommendations
remains in progress.

Table 3: Assessment of key controls

Control objectives
) Accurate Compliance
Business K Efficient and . . with
. . ey controls . financial and | Safeguarding
objective effective . mandates,
. operational of assets .
operations reporting regulations
and rules
Effective (a) Needs Partially Partially Partially Partially
management and | assessment satisfactory satisfactory satisfactory satisfactory
administration of
funding and
costing (b) Regulatory Partially Satisfactory Partially Partially
arrangements for framework satisfactory satisfactory satisfactory
conference
services
FINAL OVERALL RATING: PARTIALLY SATISFACTORY




A. Needs assessment

The needs assessment methodology should be documented

16. During the biennial budget preparation, CMS requested its clients to confirm the workload
projections it had made for documentation and meetings. Although CMS also emphasized the benefits of
preparing a detailed needs assessment using workload projections in its meetings with the documentation
focal points of its clients, some clients did not respond and others did not provide complete information.

17. CMS had developed a set of templates by using the cost methodology and formulas indicated in
the Compendium and in the UNOV standard cost manual to calculate automatically the resource
requirements based on its workload projections and targeted rate of contractual translation. CMS kept all
the relevant calculations and budget narratives in its shared drive and documented in a trail of emails the
roles of the participants in the needs assessment process for the budget preparation. In OIOS’ opinion,
CMS should document the needs assessment methodology and share it with its clients to increase their
understanding of and compliance with the process.

(1) UNOY should document the needs assessment methodology for conference services as part
of the budget preparation, including the role of its clients in providing accurate workload
projections.

UNOV accepted recommendation 1 and stated that the role of CMS in needs assessment and that of
its clients in providing workload projections had been partly documented in DGACM'’s Integrated
Global Management initiative and various memos. These could be combined along with experience
gained during this biennium to produce a more comprehensive statement of methodology. UNOV
plans to implement this recommendation as part of the submission of the draft 2014-2015 Regular
Budget. UNOV also stated that Section 2 of the Proposed Programme Budget should have flexibility
to include such documentation for CMS or for the whole of DGACM since the Programme Planning
and Budget Division (PPBD) at United Nations Headquarters (UNHQ) and the oversight bodies, the
Committee on Conferences (CoC), the Advisory Committee on Administrative & Budgetary
Questions (ACABQ), the Committee for Programme and Coordination (CPC), and the Fifth
Commiittee, should be the target audience and ultimately the users of this information. Accurate and
timely input from the clients of CMS and their cooperation in this process are key elements for a
meaningful outcome of this exercise. CMS can influence and facilitate this to some extent but
cannot guarantee it alone. Support from senior management both in PPBD/UNHQ and in Vienna,
instructions from the Controller and from the Director-General of UNOV would also be required.
Recommendation 1 remains open pending receipt of the documented methodology for the needs
assessment as part of the submission of the draft 2014-2015 Regular Budget.

The methodology for calculating the gap between budgetary allocations and the estimated resource
requirements should be documented

18. Appropriate mechanisms should be in place to assess the gaps between approved budgetary
allocations and needs in order to analyze the funding shortfalls properly and to find acceptable solutions
for dealing with them. The current gap calculation at CMS is mainly based on the templates developed
for needs assessment at the budget preparation stage. In practice, the Office of the Chief, CMS calculates
the requirements for budget submission, ascertains the requirements in accordance with the updated
workload projections, and then establishes the gap between the new requirements and the revised
appropriation to CMS. However, this methodology and process of calculating the gap was not
documented. Some clients of CMS questioned the gap as determined by CMS. CMS should clarify and



document the methodology for assessing the gap between budgetary allocations and the estimated
resource requirements. Regular presentations to stakeholders and inclusion of their feedback as
appropriate would also reduce the risk of misunderstandings and facilitate the preparation of requests for
additional resources.

(2) UNOV should document and communicate the methodology for calculating the gap
between budgetary allocations and the estimated resource requirements for conference
services.

UNOV accepted recommendation 2 and stated that, to a certain extent, the methodology was
already documented in the form of the spreadsheets used to calculate the gap that are later posted
on a common network drive. Upcoming rounds of forecasting/slotting of workload in the current
biennium ought to make it possible to document the methodology more comprehensively. UNOV
plans to implement this recommendation as part of the submission of the draft 2014-2015 Regular
Budget. Clients of UNOYV in Vienna have already been informed about the gap calculation. Since
these clients have limited role in formulating the CMS budget and have only limited influence over
resource allocations, UNOV reiterates its comment on recommendation 1 that PPBD at UNHQ and
the oversight bodies, CoC, ACABQ, CPC, the Fifth Committee should be the target audience and
ultimately the users of this information. Recommendation 2 remains open pending receipt of the
documented methodology for calculating the gap between budgetary allocations and estimated
resource requirements as part of the submission of the draft 2014-2015 Regular Budget.

B. Regulatory framework

Efficiency measures should be systematically analyzed by CMS, in consultation with its clients, and
endorsed by stakeholders

19. According to the first report of the ACABQ on the proposed programme budget for the biennium
2012-2013 (A/66/7, page 19, paragraph 60), a summary of the most significant efficiency measures,
together with information on the resources actually or expected to be freed up by their implementation,
should be included in the introduction to proposed programme budgets. CMS had introduced a number of
efficiency measures, such as increased outsourcing of documentation processing, reduced overtime and
night shifts, heavier reliance on electronic means of processing documentation and dissemination of
information, multitasking of staff and outreach to substantive offices. However, CMS had not
systematically analyzed and quantified the generated savings to better justify requirements for additional
resources, nor had stakeholders endorsed these measures.

(3) UNOYV, in consultation with its clients, should systematically analyze efficiency measures
in conference management, quantify the generated savings, and have these measures
endorsed by stakeholders.

UNOV accepted recommendation 3 and stated that it was easy to implement in some specific cases
but very difficult in others. For instance, CMS seems to have a good idea of the prospective savings
from replacing summary records with digital recordings, and the figures are very persuasive. It
would be difficult to quantify savings for all initiatives though. The CoC has been requesting from
DGACM for years to quantify the return on investment on IT but it cannot be done. CMS already
quantified this in a fragmented way but the cost efficiency drive had not been presented in a single,
comprehensive form. Precise quantification of savings arising from efficiency measures will take
some time, particularly for recently introduced innovations and for those still under development. It
might be possible to provide some indication at the end of the current biennium and a more precise




assessment at the end of the next biennium. This might encourage clients to buy in to the process of
helping UNOV to optimize the service it provides. UNOV stated that it was an ongoing exercise
which could be more institutionalized and formalized in the Programme Performance Reports.
Recommendation 3 remains open pending receipt of an action plan for quantifying the savings
generated from efficiency measures and communication thereof to the stakeholders.

Efforts are underway to strengthen the monitoring, evaluation and risk management function in CMS

20. DGACM has institutionalized the monitoring, evaluation, risk management and statistical
verification (MERS) functions in New York and Geneva, but not yet in Vienna. ACABQ report A/66/7
stated that the Committee welcomed the steps taken to integrate monitoring and evaluation functions into
DGACM’s organizational structure. In its budget proposals for 2008-2009 and 2010-2011, CMS
requested the establishment of a P-3 post to undertake the comprehensive MERS function. However, the
request was rejected due to the zero-growth budget approach. For the 2012-2013 regular budget, CMS
requested an upgrade of a P-2 post to P-3 to take up some of the MERS functions in addition to
documents control. This request was also turned down based on the Budget Instruction not to create new
posts. According to CMS, under the present tight financial circumstances coupled with the increasing
workload, the lack of an institutionalized MERS capacity in Vienna could lead to inadequate data
collection and analysis, which could hamper identification of emerging issues and ability to take
appropriate preventive action to mitigate risks. Therefore; CMS decided to assign a-General Service level
staff in the Office of the Chief as the focal point for MERS on statistical reporting and monitoring.
Preparations were also underway to expand the MERS capacity in the Office of the Chief that would
include redeployment of existing staff, post reclassification and redrafting of job descriptions and work
plans. In view of the efforts made by UNOV, OIOS is not making a recommendation. UNOV mentioned
that efforts to identify human resources and building up MERS capacity continues and, based on the
marginal success so far, the issue will have to be addressed in the next regular budget submission.

IV. ACKNOWLEDGEMENT

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

Ms. FatoumataNdiaye, Djréctor
+{ Internal Audit Divisions/OlOS
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