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AUDIT REPORT
Audit of UNHCR operations in Guinea

I. BACKGROUND

1. The Office of Internal Oversight Services (OIOS) conducted an audit of the United Nations High
Commissioner for Refugees (UNHCR) operations in Guinea.

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. The Representation was established in 1982 in cooperation with the Guinean Government to
assist refugees and persons of concern with international protection and humanitarian assistance. Over
the years, refugees came into Guinea from neighboring countries mainly from Liberia, Sierra Leone and
Cote d’Ivoire. Guinea was hosting 16,252 refugees as of 18 August 2011. These include 15,385 refugees
and 921 asylum seekers.

4. The Representation is part of UNHCR’s West Africa regional operations. Of the refugees and
asylum-seekers Guinea is hosting, 68 per cent were from Liberia. After ending the voluntary repatriation
programme for Sierra Leonean refugees back in 2010, UNHCR, along with the Guinean Government
gave priority to local integration as a durable solution. Refugees remaining in camps have been
encouraged to move to neighboring communities. UNHCR continues to lobby the Government to grant
refugees a progressively wider range of rights and entitlements such as freedom of movement, access to
education, labor markets, public services and health facilities, the right to buy and sell property and valid
travel and identity documents. With the invocation of the cessation clause for Liberian refugees by mid-
2012, the Representation has been working on durable solutions mainly, voluntary repatriation and local
integration for this population of refugees.

5. The Representation’s programme budget amounted to $2.8 million in 2010 and 2011. The
Representation worked with seven implementing partners (IPs) in 2010 and 2011 with a programme
budget of $1.6 million in 2010 and $1.2 million in 2011. There were two refugee camps in the country
(Kouankan 1 and 2) and a sub office in Nzerekore (Forestry Guinea). The budget/expenditures of the
Representation were $2.4 million/$2.5 million in 2010 and $2.3 million/$1.3 million as of 30 August
2011. The operation had 69 posts, of which 53 were filled as of 20 August 2011.

6. Comments provided by the Representation are incorporated in italics.

II. OBJECTIVE AND SCOPE

7. The audit was conducted to assess the adequacy and effectiveness of the Representation’s
governance, risk management and control processes in providing reasonable assurance regarding the
effective management of UNHCR operations in Guinea.

8. This audit was included in IAD’s 2011 risk-based work because of the client’s request and the
significance of recent changes in the Guinea operations due to the inflows of Ivorian refugees.



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

(a) Project management - controls that provide reasonable assurance that there is sufficient
project management capacity to achieve mandates.

(b) Regulatory framework - controls that provide reasonable assurance that policies and
procedures: (i) exist to guide the operations of the activity/programme covered by the audit, e.g.
finance and procurement]; (ii) are implemented consistently; and (iii) ensure the reliability and
integrity of financial and operational information.

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

11. OIOS conducted the audit from 19 September to 8 October 2011. The audit covered the period
from 1 January 2010 to 31 August 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. The Representation’s governance, risk management and control processes examined were
partially satisfactory in providing reasonable assurance regarding the effective management of
UNHCR operations in Guinea. OIOS made five recommendations to address the issues identified in the
audit. The Representation had taken action to strengthen the selection and retention of IPs and to follow

up the implementation of external audit recommendations. For regulatory framework, the Representation
had yet to recover some of the Value Added Tax (VAT) paid to the Guinean Government.

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

Table 1: Assessment of key controls

Control objectives
Business Efficient and | _ “Accurate Compliance
s Key controls . financial and | Safeguarding | with mandates,
objective effective . .
. operational of assets regulations, and
operations .
reporting rules
Effective (a) Project Partially Partially Partially Partially
management of management satisfactory satisfactory satisfactory satisfactory
.UNH?R operations (b) Regulatory | Partially Partially Partially Partially
in Guinea . . . .
framework satisfactory satisfactory satisfactory satisfactory
FINAL OVERALL RATING: PARTIALLY SATISFACTORY




A. Project management

Poor compliance with procedures for managing IPs

15.

The Representation had taken action to establish a plan for financial and performance monitoring
of [Ps. However, action was still needed to address the following weaknesses:

(a)

The selection and retention of IPs: The Representation did not create an IP Selection

Committee. In addition, there was no documentation justifying the selection of the IPs and their
continued involvement in UNHCR operations.

(b)

Sub-project agreements:

° A letter of mutual intent to conclude an agreement was automatically signed for
all IPs before the signing of the sub-project agreement for 2010 and 2011. This action
should be resorted to only exceptionally to facilitate rapid response to emergencies;

° Sub-project agreements were signed at the beginning of the second quarter
instead of at the beginning of the year, which delayed programme activities;

° Three IPs were each underpaid in 2010 in amounts ranging from about $35,000
to $55,000 because of lack of funding. To address the situation, the Representation
reserved funds in 2011 that were earmarked for direct implementation, which was a
violation of rules; and

° No sub-project agreements signed by the Representation in 2010 and 2011
indicated who was responsible for purchasing non-food items for refugees.

(c) Follow-up of external audit recommendations: The Representation did not follow up on the
recommendations issued by the external auditors to the six IPs with qualified opinions on their
financial statements. In some cases, similar recommendations raised in 2009 were also raised in

2010.

(1) The UNHCR Representation in Guinea should undertake and document an annual process

for the selection and retention of implementing partners as outlined in the relevant rules.

(2) The UNHCR Representation in Guinea should issue guidance to staff members on

(©)

programme management, implementing instruments and work with implementing partners
to ensure effective programme implementation and adherence to UNHCR rules and
regulations. The guidance should include explanation on the use of the letter of mutual intent
only in emergencies, proper planning and budgeting to fund programme activities, and clear
definition in sub-project agreements of roles and responsibilities of all parties involved in
programme implementation.

The UNHCR Representation in Guinea should follow up on all open recommendations issued
by the external auditors to implementing partners.

The UNHCR Representation in Guinea accepted recommendation 1 and stated that an Implementing
Partners Selection Committee had been established. This Committee took effect on November 2012 and
was chaired by the UNHCR Representative. The Head of Sub-Office in Nzerekore had been nominated




as Vice Chairperson of the Committee. In addition, The IP Selection and Management Committee met
twice during the week of 3 to 7 December to review the IPs for extension in 2013. Based on the action
taken by the Representation, recommendation 1 has been closed.

The UNHCR Representation in Guinea accepted recommendation 2. Corrective measures had been
ongoing in 2012 and all sub-agreements were signed in the first two weeks of January 2012 and the
first installments to all partners were paid thereafter. Coaching had started and guidance notes for
UNHCR staff and IPs were being finalized. The Representation in Guinea was being assisted in the
drafting of guidance notes by the Regional Olffice in Dakar. In addition to the notes, colleagues were
involved in training staff members on general programme management procedures, implementing
instruments, IP reporting (including Sub-agreement Project Monitoring Reports) and work with IPs.
Once the first part of on-the-job training is finalized, guidance notes would be issued and shared in
Jformal training sessions with staff and IPs in Nzerekore and Conakry. By the first week of January 2013
(budget permitting), the Representation plan to start plenary seminars for UNHCR Programme Staff
and then continue with the IPs. Recommendation 2 remains open pending receipt of documentation
showing that staff have been given adequate guidance on programme management, implementing
instruments and work with IPs.

The UNHCR Representation in Guinea accepted recommendation 3 and stated that it had established
two tracking matrices for actions to be taken and inclusion of updated status. The last update on the
external auditors’ recommendations was done on 31 October 2012. Based on the action taken by the
Representation, recommendation 3 has been closed.

B. Regulatory framework

Receivables not being managed in compliance with UNHCR rules

16. The Representation was not reviewing and following up all receivables. Of the $1.53 million
outstanding receivables, $937,613 date back to 2003 and most, i.e., approximately $1.3 million pertain to
VAT. To date, UNHCR has not recovered any amount from the Government of Guinea. The
Representation encountered difficulties clearing out the open items primarily due to their being long
outstanding, the unwillingness of the Guinean Government to reimburse the VAT and incomplete data.

(4) The UNHCR Representation in Guinea, in conjunction with the Regional Representation in
Senegal and in consultation with the Division of Finance and Administrative Management at
UNHCR Headquarters, should ensure that long outstanding items are reviewed and
appropriate action is taken to clear them. Write-off of some long outstanding receivables
should be recommended where necessary and justified.

(5) The UNHCR Representation in Guinea, in consultation with the Division of Finance and
Administrative Management at UNHCR Headquarters, should seek the assistance of the
Legal Office at UNHCR regarding the refund of Value Added Tax by the Government of
Guinea.

The UNHCR Representation in Guinea accepted recommendation 4 and stated the Assistant Regional
Representative Administrative/Finance in Dakar was on mission in Guinea in August 2012 to review
and work on long outstanding items. Recommendations were made for appropriate actions to be taken.
As a result, UNHCR Conakry submitted on 23 November 2012 to the Regional Asset Management
Board (RAMB) 10 requests for write-off amounting to $1,327,624.46. This submission included
81,286,631.01 corresponding to unrecovered VAT from 2003 to 2010. The next RAMB meeting was




scheduled to take place on 15 December 2012. Based on the action taken by the Representation,
recommendation 4 has been closed.

The UNHCR Representation in Guinea accepted recommendation 5 and stated that since 2003,
UNHCR attempted to recover VAT from the Guinean Government. It was only in 2012 that the
Ministry of Foreign Affairs (MoFA) responded to the Coordination Office of the UN System in Guinea,
and the response showed limited prospects of VAT refund on fuel from 2011 onwards. No prospects
were left for refund for years prior to 2011. Recommendation 5 remains open pending receipt of

documentation showing the refund of VAT for 2011 and 2012.

IV. ACKNOWLEDGEMENT

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

Ms. Fatoumata Ndiaye, Director
Internal Audit Division, OIOS
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