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AUDIT REPORT

Audit of the United Nations Integrated Peacebuildig Office in the Central
African Republic (BINUCA)

l. BACKGROUND

1. The Office of Internal Oversight Services (OlOShdocted an audit of the United Nations
Integrated Peacebuilding Office in the Central édn Republic (BINUCA).

2. In accordance with its mandate, OIOS provides as®er and advice on the adequacy and
effectiveness of the United Nations internal canggstem, the primary objectives of which are telep

(a) efficient and effective operations; (b) accertancial and operational reporting; (c) safeduay of
assets; and (d) compliance with mandates, regonkaaad rules.

3. BINUCA was established in January 2010 as an iategr mission designed to ensure the
coherence of peacebuilding support activities yvérious United Nations entities present in that@é
African Republic. BINUCA works with the United Natis Country Team (UNCT) towards peace
consolidation, with mandated objectives that ineluthelping consolidate peace and national
reconciliation, strengthening democratic institnand laying the foundations for sustainable peace
development. BINUCA is led by the Department ofitfrl Affairs (DPA) for substantive programmes
and supported by the Department of Field SuppoRS)Dfor administrative and logistics operations. In
2012, BINUCA had a staffing strength of 171, indhgd34 Professional staff, 45 Field Service staff,
National staff and 5 United Nations volunteers. BIDA's approved budgets for the years 2011 and 2012
were $19,793,600 and $20,531,700, respectively.

4. Comments provided by DPA, DFS and the DepartmeMariagement (DM) are incorporated in
italics.

.  OBJECTIVE AND SCOPE

5. The audit was conducted to assess the adequacgff@etiveness of the BINUCA governance,
risk management and control processes in providaggonable assurance regardihg effective
management of substantive and administrative suppoéoperations.

6. BINUCA was included in the IAD 2012 risk-based wailan as it was requested by DPA due to
the concerns over the control environment, humaouwees management and property management.

7. The key controls tested for the audit were: (ak msanagement and strategic planning; (b)
performance monitoring; (c) coordinated managemeithuman resources targets and strategies; and (e
regulatory framework. For the purpose of this audlOS defined these key controls as follows:

(@) Risk management and strategic planning controls that provide reasonable assurance
that risks and opportunities relating to BINUCA®ivties are identified and appropriate action

is taken to mitigate these risks; also that aefyatplan is developed for the implementation of
the Mission's mandate.

(b) Performance monitoring - controls that provide reasonable assurancentiesics are:
(i) established and appropriate to enable measumewiethe efficiency and effectiveness of



operations; (ii) prepared in compliance with ruéegl are properly reported on; and (iii) used to
manage operations appropriately.

© Coordinated management controls that provide reasonable assurance thaffactive
strategy to coordinate the political, developmamd Aumanitarian activities in the country has
been established. This includes clear delineatioroles and responsibilities of BINUCA, the
UNCT and other actors in the region, and effecteasultation while dealing with common
issues so as to avoid gaps or duplication in fonsti

(d) Human resources targets and strategies controls that provide reasonable assurance
that targets and strategies are set to ensureytimeiuitment and retention of competent staff.

(e) Regulatory framework - controls that provide reasonable assurance pblaties and
procedures: (i) exist to guide the operations MBCA in external and internal communication;
(i) are implemented consistently; and (iii) enstine reliability and integrity of financial and
operational information.

8. The key controls were assessed for the controctitags shown in Table 1.

9. OIOS conducted this audit in June and July 2012 dindit covered the period from 1 January
2010 to 30 June 2012.

10. OIOS conducted an activity-level risk assessmendeatify and assess specific risk exposures,
and to confirm the relevance of the selected kemtrots in mitigating associated risks. Through
interviews, analytical reviews and tests of costr@10S assessed the existence and adequacy mifinte

controls and conducted necessary tests to detetheiecffectiveness.

lll.  AUDIT RESULTS

11. The BINUCA governance, risk management and corrotesses examined were assessed as
partially satisfactory in providing reasonable assurance regarding dffective management of
substantive and administrative support operationsOIOS made twelve recommendations to address
issues identified in the audit. BINUCA adequatelgmaged its substantive activities and had a wak pl
that was aligned to mandated objectives; howeverkwlan implementation was not adequately
monitored. BINUCA and the UNCT developed the Intdégd Strategic Framework, as well as the
enhanced Peace Consolidation and Development AssestFramework (UNDAF+); however, no joint
programmes had been implemented. The control emwient needed to improve, with a procedure
established locally to enable staff and managemeedéal with and resolve possible misconduct. Furth
training and development of welfare programmes vedse required, as well as access to staff courggeli
services. The controls over administrative and stibgifunctions needed to improve in the areas of
aviation safety, property management, procurenigrancial and fuel management. There was a need to
enhance International Public Sector Accounting &g¢tPSAS) implementation activities.

12. The initial overall rating was based on the assessmf key controls presented in Table 1 below.
The final overall rating ipartially satisfactory as implementation of seven important recommendatio
remains in progress.



Table 1: Assessment of key controls

Control objectives
. A Efficient and . Accgrate . Qompliance
Business objective Key controls effective financial and Safeguarding | with mandates,
) operational of assets regulations and
operations .
reporting rules

Effective (a) Risk managemen| Partially Partially Partially Partially
management of and strategic satisfactory satisfactory satisfactory satisfactory
substantive and planning
administrative (b) Performance Partially Partially Partially Partially
support operations | monitoring satisfactory satisfactory satisfactory satisfactory

(c) Coordinated Partially Satisfactory Partially Partially

management satisfactory satisfactory satisfactory

(d) Human resourceg Partially Partially Partially Partially

targets and strategied satisfactory satisfactory satisfactory satisfactory

(e) Regulatory Partially Partially Partially Partially

framework satisfactory satisfactory satisfactory satisfactory
FINAL OVERALL RATING: PARTIALLY SATISFACTORY

A. Risk management and strategic planning

Monitoring of work plans needed to be improved

13. BINUCA developed a detailed work plan in 2012, whincluded key tasks and activities to be
implemented by the substantive and administratieetiens, as well as expected accomplishments.
However, implementation of the work plan was nonitared and the plan was not updated to track the
status of planned activities. While the Special fieepntative of the Secretary-General (SRSG) had
assigned the development of work plans to the &m@atPlanning Unit, the Unit's responsibilities wer
focused on performance reporting under the Rebakked Budgeting (RBB).

(1) BINUCA should ensure that adequate resources are signed to managing and monitoring
the work plan, including the periodic review and tracking of the status of implementation.

BINUCA accepted recommendation 1 and stated thatStrategic Planning Unit, which was
assigned the responsibility to provide guidancestbstantive sections on work plans, was fully
staffed. An RBB monitoring tool had been develdpe@ach substantive section, and focal points
were nominated by Management to monitor the reddiisg deliveredRecommendation 1 remains
open pending receipt of evidence that work plans magularly monitored and progress |of
implementation is being tracked.

An exit strategy needed to be developed

14, The Integrated Strategic Framework for peace ngldh the Central African Republic, which
BINUCA developed in 2010 in consultation with th&lOT, did not consider or include an exit strategy.
An exit strategy is an integral component of theatsgic planning framework and stipulates the
conditions for sustainable peace in the countrpfgefirawing down a mission.

(2) BINUCA should, in coordination with DPA, develop anexit strategy, to include: (i) the
commitment and transition arrangements with the Goernment of the Central African
Republic; (ii) input of major stakeholders such aivil society, women'’s organizations, andg
regional organizations; and (iii) key milestones amh indicators of achieving the mandated




objectives.

BINUCA accepted recommendation 2 and stated thetdtdrafted an exit strategy, which would|be
discussed with DPA and the UNCT and shared with Goeernment of the Central African
Republic Recommendation 2 remains open pending receitcopy of the final exit strategy.

B. Performance monitoring

There was a need to improve performance monitoring

15. BINUCA did not develop a system for assessing étsvies against the indicators stipulated in
the RBB. Programme managers were not involved mptling and consolidating data on indicators of
achievement and outputs, mainly due to a lackadf & manage the portfolio of evidence on an oimgo
basis. BINUCA did not have the Funds Monitoring Tegstem for data and information extraction and
for consolidating the required data on RBB outputs.

(3) BINUCA should implement a mechanism to record, angize and maintain data on the
achievement of the Results-based Budget indicatorfor substantive operations and
conduct periodic reviews thereof to measure and rept on mandate implementation.

BINUCA accepted recommendation 3 and stated thaddt developed an RBB monitoring tool for
each substantive section and nominated focal pdmtsnonitor results being delivered. RBB
training was conducted for the heads of section®ditober 2012 to improve their RBB monitoring
skills. Recommendation 3 remains open pending receipt by of the periodic reviews
conducted on achievement of RBB indicators.

C. Coordinated management

Integration of activities with UNCT needed to bénanced

16. BINUCA was working with the UNCT in developing peduilding and development assistance
frameworks, which were aligned with national ptii@s. To ensure an integrated approach and to eehan
coordination, BINUCA and the UNCT jointly develop#te Integrated Strategic Framework, as well as
the UNDAF+. However, the established Strategic Rilagn and Coordination Unit was not fully
operational, and BINUCA and the UNCT did not hamg pint programmes.

(4) BINUCA, in coordination with the United Nations Country Team (UNCT), should enhance
integration of political and programme activities d the UNCT through implementing joint
programmes.

BINUCA accepted recommendation 4 and stated thedsaof further collaboration with the UNGT
had been indentified including implementing joinbgrammes in key areas accompanied| by
detailed integrated action plans, resource allooati as well as a monitoring and evaluatipn
framework Recommendation 4 remains open pending recei@tcopy of the joint programme plan
of activities to be implemented jointly by BINUC/Ad the UNCT.




D. Human resources targets and strategies

Need to improve the working environment

17. There were internal challenges in the working estvinent in BINUCA, with tensions among
staff, personal conflicts and a lack of respectaiathority. Action was required by BINUCA manageinen
to establish a local procedure to enable staff amahagement to deal with and resolve possible
misconduct. BINUCA advised that in September 2Cdr2,arrangement had been established with the
United Nations Organization Stabilization Mission the Democratic Republic of the Congo
(MONUSCO) to provide assistance in conduct andiglise related issues, and had started providing
training to BINUCA staff. Moreover, BINUCA partnatewith the United Nations Development
Programme (UNDP) to organize ethics workshops, BINJCA expected to obtain additional training
through the Regional Service Centre in Entebbe (§SC

(5) BINUCA, in collaboration with DFS and DPA, should improve the working environment
for staff through: (i) organizing training on effective communication, teamwork and
diversity; and (ii) developing a staff welfare progamme.

BINUCA accepted recommendation 5 and stated thaadit conducted two training courses |in
conduct and discipline and established a regularming programme for its staff. In addition, DFS
circulated the new edition of the “Guide for manegje which focuses on the roles and
responsibilities of managers in the disciplinaryppess. Further, BINUCA completed and opened a
staff welfare facility and appointed a conduct atiscipline focal pointBased on the action taken
by BINUCA and DFS, recommendation 5 has been closed

Need to monitor human resources strategic indisdtrtimely recruitment and retention of staff

18. Nine posts remained vacant for a considerable geeight of them for more than seven months
and one for 18 months. There was also an extensiw®f staff on temporary duty due to delays Il
posts. BINUCA advised that it had difficulties ittracting staff to the Mission, and that RSCE was
assisting BINUCA in the recruitment process. AB&tNUCA did not establish a formal training plan to
enhance staff skills. BINUCA advised that the tragnfunction had been assumed by the RSCE, and
training would be received though the Centre.

E. Regulatory framework

Aviation safety measures needed to be enhanced

19. Aviation security measures needed to be enhanagdn( Aviation Safety Council had not been
established; (b) the Aviation Operational Risk Mgemment policy and conducting of security threat
assessments had not been fully implemented; (ceitiergency response plan had not been developed;
(d) aviation safety assistance visits and survegsewnot conducted; and (e) there were inadequate
procedures for screening cargo and passengers ihgaifte aircraft due to lack of personnel and
equipment. Subsequent to the audit, a Mission fngbafety Council was established, an aviatioptgaf
visit was carried out, and the emergency respotese was up-dated. To address concerns regarding
refueling of the aircraft in remote areas, BINUCA c¢onjunction with DFS, was in the process of
assessing the need for a long-range aircratft.



(6) BINUCA should implement the DFS Aviation Operationd Risk Management policy,
strengthen security measures over loading of cargand boarding of passengers, and
organize training for aviation staff on handling dangerous goods.

BINUCA accepted recommendation 6 and stated thadit promulgated the Operational Risk
Management policy in November 2012 and establishedntract for offering security services |at
Bangui International Airport. It further stated thé had identified staff to be trained on handlipg
dangerous goods in 201Based on the action taken by BINUCA, recommenda6@ohas been
closed.

The policy on MEDIVAC needed to be reviewed andified

20. ST/AI/2000/10 and ST/IC/2000/70 provided guidance the administration of medical
evacuation (MEDIVAC). However, there was a lackotdrity in this guidance resulting to differing
interpretations of conditions for reimbursementMEDIVAC travel expenses. For example, a staff
member who was away from the Mission for 71 daysnewlical evacuation submitted claims for travel
to seven countries and nine cities in additionhi® authorized location. The Medical Services Donsi
(MSD), DM initially approved this MEDIVAC case btihe Mission questioned the decision due to the
travel to several countries.

(7) The Department of Management should revise the pay and guidelines on medica
evacuation to clarify the conditions that must be rat by staff to be reimbursed for costs
incurred during medical evacuation.

DM accepted recommendation 7 and stated that thatas finalizing the revised policy on
MEDIVAC evacuation travelRecommendation 7 remains open pending receipt adpg of the
final revised administrative instruction on MEDIVA€vel.

Asset management and inventory controls needaddmowve

21. BINUCA conducted physical inspections of assetsa guarterly basis. However, the coverage of
these inspections was insufficient, as only 50@st@alued at $3.6 million (37 per cent of the asadie)
were inspected during a two year period. Self-apting units, responsible and accountable for assets
materials entrusted to them, had not assigned assetigement focal points for the day-to-day
management of assets. As a result: (a) locationaseéts were not recorded in Galileo making the
physical inventory verification difficult; (b) therwas inventory that had passed life expectancynand
recorded as such; and (c) the Public Informationt teceived assets in 2011 directly from vendors
without undergoing adequate receiving and inspgginocedures.

(8) BINUCA should improve property and inventory managament through ensuring that: (i)
comprehensive verification checks are done to assethe condition of items; (ii) Galileo is
up-dated in a timely manner; and (ii) goods are prperly received and inspected o
arrival.

BINUCA accepted recommendation 8 and stated thaadt established procedures to improve the
asset and inventory management, including achie®i®@ per cent assets verification, up-dating
Galileo records, monitoring inventory key perforroanindicators (KPI), and achieving KPI an
receiving and inspection time for goods receivedthysy Mission.Based on the action taken by
BINUCA, recommendation 8 has been closed.




Action was being taken to dispose of hazardous niaige

22. Hazardous materials, including electronic equipmeherited from the previous mission, used
and contaminated oil, tires and lead acid battevexe stored in containers in a warehouse, as BINUC
did not have the capacity to dispose of them. Hareon advice from the Regional Procurement Office,
BINUCA had re-advertised the request for Expressibinterest in the local newspapers to identify a
contractor to assist in disposing of the hazardoasgerials. OlIOS was satisfied with the action being
taken by the Mission in this regard.

Security Plan was not rehearsed

23. BINUCA had developed country and Mission securitgng that were duly approved by the
Designated Official and regularly updated. Alsonmum operating security standards and minimum
operating residential security standards were @odahd approved. The Security Plan had not betsdtes
and BINUCA advised that advocacy efforts were ongoio better explain to the Government the
importance of testing the Plan. OIOS was satishigth the action being taken by the Mission in this
regard.

Non-compliance with procurement policies

24, The Chief Procurement Officer signed six contraotsling Not-to-Exceed amounts of $ 951,000
which were above the delegated procurement aughofit$50,000. Performance evaluations were not
completed for nine of the 20 contracts that reguaevendor performance assessment and a statefnent o
award was not approved at the appropriate managdea for 10 contracts. Also, performance bonds
were not received for two contracts, with a totakfd-Exceed amount of CFA99.4 million ($199,000).

In addition, four of eight appointed members of toeal Committee on Contracts (LCC) did not attend
mandatory training related to the effective disgeanf their duties.

(9) BINUCA should ensure procurement activities are incompliance with the United Nations
Procurement Manual and within its delegated procurenent authority. Additional training
should be provided to staff involved in procurement including members of the Local
Committee on Contracts.

BINUCA accepted recommendation 9 and stated thatqutures had been implemented to ensure
that the level of delegation of authority was neteeded. It further stated that all members of|the
LCC had received basic training on LCC proceduass] procurement staff had been enrolled|on
the Procurement Division’s online training courseé3ased on the action taken by BINUCA,
recommendation 9 has been closed.

Inadequate procedures for follow-up on long-outditae receivables

25. There was no procedure to follow-up on long outditagn balances. As of 31 July 2012, accounts
receivables totaled $588,180 of which $448,518p@i6cent) were outstanding for six months and longe
Of the $289,760 receivables from staff memberspd8cent was outstanding for more than one year,
including $3,300 from six staff members who had teeé Mission. Advances were not always cleared
prior to issuing new advances, and there were ddigithe Finance Section in processing advances due
to incomplete documentation. There was also appratdly $190,000 to be recovered from UNCT
members under cost sharing arrangements.



(10) BINUCA should implement procedures to ensure that:(i) receivables are regularly
reviewed and settled in a timely manner; and (ii) dditional advances to staff are not
issued until previous advances are cleared.

BINUCA accepted recommendation 10 and stated thahde staff continuously review accounts
receivables with the aim to clear them; but would rhore rigorous in the future, including the
clearance of advances prior to new advances bedid. pAn administrative circular on this matter
would be issuedRecommendation 10 remains open pending receiptcopg of the administrativ
circular outlining procedures on receivables tdfsis well as a copy of the receivables report
evidencing that long outstanding receivables haanlsettled.

D

Procedures over fuel management needed to be iegbrov

26. Controls over the use of fuel were weak. Monthlyarés were not reconciled to the daily issues
of fuel, there was no evidence that periodic fagkntory checks were performed, and variancesilg da
and monthly records were not followed-up and ingeséd where necessary. Also, there was no
oversight over fuel management and recordkeepingtions. Fuel balances verified by OIOS did not
agree with inventory records.

(11) BINUCA should ensure that: (i) fuel management andrecord keeping functions are
properly supervised; (ii) all fuel issuances are meorded; and (iii) reconciliations of daily
and monthly fuel records with fuel physical inventoy balances are performed in a timely
manner and variances followed-up and investigated nere necessary.

BINUCA accepted recommendation 11 and stated thaad implemented additional measureg to
record and monitor fuel usage including daily dijels recording and reconciliatiarBased on the
action taken by BINUCA, recommendation 11 has l#esed.

Inadequate IPSAS implementation activities

27. BINUCA did not prepare terms of reference for tH®SAS Support Team specifying the
authority, responsibility and accountability of ttemm members as required by DFS. Also, threeef th
seven members assigned to the team had separatedtdveen replaced and an alternate team leader ha
not been selected to ensure continuity during shbsences. There was no tracking of IPSAS related
training.

28. The real estate data submissions to DFS were inetenand inaccurate, including: (a) omission
of real estate items transferred from the previmission; (b) inaccurate recording of data pertajrim
constructed assets; and (c) incorrect input in fielids of the real estate templates.

(12) BINUCA should improve its preparedness for IPSAS byensuring that: (i) the IPSAS
Support Team develops terms of reference with clebr established responsibilities; (ii) the
data for real estate is adequately verified for aagracy and completeness; and (iii) staff
receive required training on IPSAS implementation.

BINUCA accepted recommendation 12 and stated tmatIRSAS Implementation Team was
established and the responsibilities of each memimedd be defined once the policy framework is
finalized by DFS. A system was in place to verifgugacy of real estate data. BINUCA also st%;ed

that staff would undertake instructor-led trainirand regular training on IPSAS as requir

Recommendation 12 remains open pending receiptopg of the terms of reference of the IPSAS




r Implementation Team and the IPSAS training plan.
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STATUS OF AUDIT RECOMMENDATIONS

Audit of the United Nations Integrated Peacebuildig Office in the Central African Republic (BINUCA)

ANNEX |

Recom.
no.

Recommendation

Critical -/
Important 2

C/
03

Actions needed to close recommendation

Implementation
date’

BINUCA should ensure that adequate resou
are assigned to managing and monitoring

chsportant
the

work plan, including the periodic review arrd

tracking of the status of implementation

o)

Receipt of evidence that work plans are
regularly monitored and progress of
implementation is being tracked

31 March 2013

BINUCA should, in coordination with DPA, Important
develop an exit strategy, to include: (i) the

commitment and transition arrangements
the Government of the Central

ith

Africqn

Republic; (ii) input of major stakeholders such

as civil society, women’s organizations,
regional organizations; and (iii) key mileston
and indicators of achieving the manda
objectives.

nd
es
ed

Receipt of a copy of the final exit strategy

3cBmber 2013

BINUCA should implement a mechanism

record, analyze and maintain data on

achievement of the Results-based Bud
indicators for substantive operations 4
conduct periodic reviews thereof to measure
report on mandate implementation.

tomportant
the

get

nd

and

Receipt copy of the periodic reviews conductg
on achievement of RBB indicators

280 June 2013

BINUCA,
Nations Country Team (UNCT), should enhar
integration of political and programme activiti
of the UNCT through implementing joir

in coordination with the United Important

ce
ES

—

programmes.

Receipt of a copy of the joint programme plan
activities to be implemented jointly by BINUC
and the UNCT

P

@0 June 2013

! Critical recommendations address significant angéovasive deficiencies or weaknesses in govemaigk management or internal control processes) s
that reasonable assurance cannot be provided megdhe achievement of control and/or businessativjes under review.
% Important recommendations address important @efioes or weaknesses in governance, risk managememeérnal control processes, such that reasenabl
assurance may be at risk regarding the achieveofieaintrol and/or business objectives under review.
3 C =closed, O = open
* Date provided by DPA and DFS in response to resentations.




Recom.
no.

Recommendation

Critical Y/

Important 2

C/

Actions needed to close recommendation

Implementation

date’

BINUCA, in collaboration with DFS and DPA
should improve the working environment f
staff through: (i) organizing training on effecti
communication, teamwork and diversity; and

developing staff welfare programme.

,Important
pr
e

i)

Action taken

Implemented

BINUCA should implement the DFS Aviatio|
Operational  Risk  Management  polig
strengthen security measures over loading
cargo and boarding of passengers, and org3
training for aviation staff on handling dangerg
goods.

y;

nimportant

of
nize
us

Action taken

Implemented

The Department of Management should reyismportant

the policy and guidelines on medical evacua
to clarify the conditions that must be met

ion
y

staff to be reimbursed for costs incurred durjng

medical evacuation.

Receipt of a copy of the final revisé
administrative instruction on MEDIVAC travel

81 March 2013

BINUCA should improve

property andimportant

inventory management through ensuring that| (i)

comprehensive verification checks are don
assess the condition of items; (ii) Galileo is
dated in a timely manner; and (ii) goods
properly received and inspected on arrival.

to
p_
nre

Action taken

Implemented

BINUCA should ensure procurement activiti
are in compliance with the United Natio
Procurement Manual and within its delega
procurement authority. Additional
should be provided to staff involved
procurement, including members of the Lo
Committee on Contracts.

training

efmportant
ns
ed

n
cal

Action taken

Implemented

10.

BINUCA should implement procedures
ensure that: (i) receivables are
reviewed and settled in a timely manner; and

tdmportant

reguldrly

(ii)

additional advances to staff are not issued until

previous advances are cleared.

Receipt of a copy of the administrative circu
outlining procedures on receivables to staff,
well as a copy of the receivables rep
evidencing that long outstanding receivab
have been settled.

1280 June 2013
as
prt
les

11.

BINUCA should ensure that: (i)
management and record keeping functions
properly supervised; (i) all fuel issuances

recorded; and (iii) reconciliations of daily and

fuellmportant

are
are

Action taken

Implemented




Recom.
no.

Recommendation

Critical -/
Important 2

C/

Actions needed to close recommendation

Implementation
date’

monthly fuel records with fuel
inventory balances are performed in a tim
manner and variances followed-up 4
investigated where necessary.

physical

ely
nd

12.

BINUCA should improve its preparedness

IPSAS by ensuring that: (i) the IPSAS Supp|
Team develops terms of reference with cleg
established responsibilities; (ii) the data forlr
estate is adequately verified for accuracy

completeness; and (iii) staff receive requif
training on IPSAS implementation.

oimportant
ort

arly

pa

and

ed

Receipt of a copy of the terms of reference of

30 June 2013

the IPSAS Implementation Team and the IPSAS

training plan.




