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(3) assessing the structure and resource levels
assigned to oversight mechanisms in the different
organizations and system-wide: and

(4) judging the overall coherence and offectiveness
of the oversight infrastructure. both within each
organization and system-wide.

J.  Neither asingle unified oversight mechanism for
the United Nations svstem overall, nor an identical
mtcmal oversight model for all organizations, would
b practicable or desirable.

K. Thc broad scopc of Unitcd Nations systcm
activitics, in terms of substance and geographical
location, offers significant opportunities for
organizations to learn from each other through more
active identification of good practices; possibilitics for
taking advantage of these opportunitics arc misscd by
not making active usc of oversight reports as a means
for disseminating information about good practiccs
throughout the United Nations system.

RECOMMENDATIONS

1. Agreed Plans for Conducting
Internal Oversight

Legislative organs should request the Executive
Head of each organization to submit, for approval,
an optimal plan for conducting and coordinating all
clements of intemal oversight, appropnate to the
characteristics of  his/her organization, and an
indication of the related personnel and financial
requirements. (See paras. 79-82.)

2. Reporting on Internal Oversight Activities

(a) Legislative organs should request Exccoutive
Hcads of cach organization to submit aconsolidated
annual summary report on internal oversight
activities that conciselyv provides (i) an overview of
the issucs addressed and accomplishments achicved:
(1) a record of reccommendations made and status of
actions taken on them: and (i) issues or
recommendations requiring action by Exccutive
Heads or legislative organs. (See paras. 83-86.)

(b) Lcgislative organs should dccide whether
Exccutive Heads will (1) take responsibility for
reports on internal oversight activitics or (11} make
such rcports available to legislative organs as
prepared by the internal oversight mechanisms,

together with any separate comments the Executive
Hcads may deem appropnate. (Sce paras.87-93))

(¢) Any report of internal oversight mechanisms to
a legislative organ  should indicatc  which
recommendations the Executive Head believes are
for information purposes only and which the
Exccutive Head belicves require action by an
appropriate Icgislative organ. (Sce para. 94.)

3. Highlighting Good Practices

United Nations svstem internal and external
oversight mechanisms should include  in their
reports to legislative organs a description of good
practiccs identified in the course of their work that
other units in the same organization and/or other
organizations could find beneficial. (See paras. 95-
97.)

4. JIU Analvses of Consolidated Annunal
Summary Reports on Internal Oversight Activities

Based on its svstem-wide mandate, the Joint
Inspection Unit (JIU) should include in its
programmec of work, periodically, an overall
analvsis of the consolidated annual summary reports
on intcrnal oversight activitics, as called for in
Rccommendation 2, for the purpose of identifving
svstem-wide issues and problems, as well as good
practices that other organizations of the System
could find bencficial. (Sce paras. 98-100))

5. Fostering a Stronger Professional
Oversight Community

United Nations svstem oversight mechanisms,
building on current associations, should scck to
cstablish a morc active community for cncouraging
further nctworking, information sharing. and
profcssional development. (Sce paras. 101-104.)

6. More Dialogue Among Oversisht Partners

Within the context of sharcd responsibility for
oversight. the oversight mechanisms should scek
opportunitics to cnhance  dialoguc  with
representatives of Member States and Secretariats, as
needed. in order to be more responsive to concemns
about oversight, to foster the role of oversight in
the change and reform process, and to assurc a fuller
understanding of the comparative roles of the
different oversight mechanisms. (Sce paras. 103-
107.)



I. INTRODUCTION

The Scerclarv-General has reminded Mcember States that change and reform are
processes, nol cvents. That being the case. it is the view of the ACABQ . . . that such
a process must be managed: a prerequisite for the proper management of change and
reform is trust and conflidence between the Sceretariat and Member States, cach ol
which should play its proper exccutive and Iegislative rolc.

-- Chairman ol the Advisory Commitlee on
Admmnistrative and Budgetary Questions belore the ilth
Conmnittee of the United Nations (General Assembly,

22 Oclober 1997

1. Mcmber Statcs increasingly have called for
cnhanced oversight in the organizations of the United
Nations systcm. The current cmphasis on change and
rcform in the Svstem, coupled with the necd to
cngender more trust and confidence between Member
States and Sccretariats. makes cnhanced oversight all
the more important, This report urges that, in cfforts
to mect this objective, more attention on coherence in
the conduct ot oversight is required now.,

2. Usc of the word “coherenee™ in this report needs
somc cxplanation. In calling for morc coherence
rcgarding the conduct of oversight in the United
Nations svstem, the point being made is that
ovcrsight should be implemented in a way that makes
it more logical and consistent, or casily followed. As
indicated in Chapter I, partly duc to the way they
have cvolved, the various clements and mechanisms
of oversight in the System arc not always congruous
or logically connccted, which makes the overall
functioning ot ovcrsight more difficult to follow and
understand than it should be. A common or shared
understanding  of  oversight and  how it s
implemented throughout the Svstem would help in
making cfforts at cnhancing oversight meaningful
and ctfeetive,

3. While there is a need for more clarity and
commonality -- in the sensc of shared attributes -
about the way ovcersight is conducted among United
Nations svstem organizations, this report certainly is
not arguing that thcre should be uniformity in
conducting all aspects of oversight throughout the
System. In fact. the recommendations in this report
were developed carcfully to avoid infringing on the
scparatencss and independenee of the different
organizations, which on balance arc of valuc to the
Mcmber States. Also, the call for more coherence is
not mecant to imply fault with current oversight
mcchanisms and procedures: in many cases the

intcrnal and cxternal oversight mechanisms have
been making significant cfforts at improvement, but
the time has come to cnsurc more “cohcrence™ in
thesc ¢fforts throughout the System,

4, The report begins with consideration of the
concept of oversight. In doing this, it addresscs the
problem of over-reliance on oversight mechanisms as
a panacca for shortcomings in the performance of
United Nations svstem organizations. It then provides
a description and analysis of the current oversight
infrastructure in the  United Nations  gystem
organizations. The report concludes withadiscussion
of the need for more coherence in oversight for the
United Nations svstem and an cxplanation of the
recommendations toward this end in the Exccutive
Summary.

5. Abroad range of committces or commissions arc
referred to as “oversight”™ mechanisms. However,
this rcport is restricted to those that can be
considcred “operational” in the sensc that they tend
to basc their analyscs and reports on primary data,
and gencerally  usc thc rcporting of  other
organizations mostly for background information,
Thosc that arc “opcrational”™ would include,
therefore, the various internal oversight mechanisms
of the organizations -- performing audit. cvaluation,
inspcetion, monitoring, and investigation -- and the
following extcrnal oversight mechanisms: the United
Nations Board of Auditors, the ¢xternal auvditors of
the Specialized Agencics and TAEA, and JIU. In
contrast, the other oversight mechanisms, including
¢specially  the Advisory Committecec  on
Administrative and Budgetary Questions (ACABQ)
and the Committee for Programme and Coordination
(CPC), could be considercd “review™ ovcrsight
mecchanisms since thev usc to a large cxtent data
colleccted, analysed and prepared by other
organizations, to which they add their own
cxamination and analysis.



6. A further important distinction between the
“operational” and “review” mechanisms is their
relative location in the final decision-making process.
The “operational™ oversight mechanisms typically
are at the start of the process since they provide the
initial information, <conclusions and
recommendations on which decisions are to be made.
The “review™ mechanisms tend to be closer to the
end of the process since 1t 1s their role to assist
Member States in analvsing the initial input in
coming to a final decision. Rather than getting into
the political 1ssues related to the final decision-
making, it seemed more appropriate and useful to
restrict this report to consideration of those
mechanisms responsible for providing the initial
objective information to the decision-makers.

7. The scope of this report is system-wide. To
prepare it, we (a) performed a structured review of
legislative mandates of United Nations svstem
oversight mechanisms: (b) interviewed senior
officials in offices/units that are responsible for
providing oversight, as well as those administrative,
budgetary and programme managers who are subject
to oversight: and (¢) collected data from United
Nations system organizations for all five elements of
internal  oversight, including resource levels,
reporting relationships, coordination mechanisims,
and structural relationships. We conducted detailed
work and interviews with Secretariat and oversight
officials in New York at the United Nations, United
Nations Development Programme, United Nations
Population Fund, and United Nations Children's
Fund: in Geneva at the International Labour Office,
World Health Organization, World Meteorological
Organization, and World Intellectual  Property
Organization; in Rome at the Food and Agriculture
Orzanization and World Food Programme; and in
Montreal at the International Civil Aviation
Orzanization. This report is an inspection rather than
an evaluation: we focused on how the mechanisms
are structured and inter-relate rather than on
evaluating performance of the mechanisms.

8. The report was developed in response to the
increasing  interest of the Member States in
enhancing oversight in the United Nations system.
Further, it reflects specific suggestions from the
Seeretanats of the United Nations. the International
Civil Awiation Organization and the World
Meteorological Organization, for a JIU review of
issues related to the functioning of oversight
mechanisms in the United Nations svstem. The

report builds on two reports issued by the JIU since
1993 that recommended the need for strengthened
and improved oversight mechanisms in the United
Nations svstem.' A report on internal oversight for
United Nations operational funds and programmes
was 1ssued last vear by the United Nations Office of
Internal Oversight Services (O108S.)*

9. We greatly appreciate all the time and effort of
the many individuals who so kindly and
professionally  provided ideas, expertise and
information for this report.
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[I. THE CONCEPT OF SHARED RESPONSIBILITY FOR OVERSIGHT

10.  The basis for efforts to enhance oversight in the
United Nations svstem (s recognition and
understanding of the concept of shared responsibility
for oversight. By its nature, effective oversight in the
United Nations system requires a partnership among
(a) Member States; (b) senior management in the
Secretanats, including  their internal  oversight
officials; and (¢) the external oversight mechanisms,
All three partners have to fulfill their roles in this
shared responsibility in order for the oversight
function to serve its purpose.

11. The concept of shared responsibility for
oversight was given official standing first in regard
specifically to JIU in United Nations General
Assembly Resolution 50/233 of 7 June 1996, In this
resolution, the General Assembly stressed that:

. .. the impact of the Joint Inspection Unit on
the cost-effectiveness of activities within the
United Nations system is ashared responsibility
of the Member States, the Unit and the
secretariats of the participating organizations.

12. The JIU suggested applving the concept to
external oversight mechanisms generally in its
submission of additional views on the strengthening
of external oversight mechanisms to the Fifty-first
United Nations General Assembly.? Since that time,
application of the concept of shared responsibility to
oversightas a whole has been increasingly accepted.?

The Need for Shared Responsibility

13. Effective oversight increasingly has been
associated with promoting good management
practices, but its work still mvolves four basic
components:

{a)identifving inefficiency, ineffectiveness, and
non-compliance  with relevant rules and
regulations in the conduct of United Nations
system programmes and activities being
undertaken to achieve mandates established by
Member States:

{(b) recommending appropriate  corrective
actions when inefficiencies, ineffectiveness and
non-compliance  with relevant rules and
regulations have been identified;

(c) approval of recommendations for corrective
action; and

(d) implementing approved recommendations.

[4. It is the final two components -- the approval
of recommendations for corrective action and the
implementation of approved recommendations —that
give meaning and impact to oversight. And it is these
components that most require a sharning of
responsibility.  Only the Secretariats have the
executive responsibility for implementing corrective
actions, and only Member States have the authority
to assure that Secretariats do so.

5. Itisthe job of oversight mechanisms to identify
problems and weaknesses, as well as opportunities
for management improvements, and to recommend
corrective actions.  However, they do not, and
cannot, assume operational responsibilities. Doing
50, regarding activities subject to their oversight,
would undermine their objectivity and independence,
which are essential for them to perform their basic
function. Doing so also would undermine effective
management in the organizations and detract from the
proper accountability of Executive Heads for the
overall management and administration of their
organizations,

[6. The pointthat oversight mechanisms should not

assume operational responsibilities is one made
clearly, and repeatedly, for auditors in the “Auditing
Standards™ issued by the Auditing Standards
Committee of the Intemational Organization of
Supreme Audit Institutions (INTOSAI)." The same
strictures should apply as well for other oversight
professionals who also must have objectivity and
independence.  Examples of these strictures for
auditors include:

Whatever the form of government. the need for
independence and objectivity in audit 1s vital.
(para. 54)

... the SAT's |Supreme Audit Institution’s|
reports assist the executive by drawing attention
to deficiencies 1n  administration and
recommending improvements. Care should be
taken to avoid participation in the executive’s
functions of the kind that would militate against
the SAI's independence and objectivity in the



discharge of its mandate. (para. 64)

The SAl should not participate in the
management of operations of an audited entity.
{para. 78)

... SAIl personnel should not engage in any
decision making or approval process which is
considered the auditee’s management
responsibility. (para. 80)

Oversight Mechanisms Not a Panacea

17. The requirement of shared responsibility for
effective oversight is sometimes overlooked, leading
to the misconception that strengthened oversight
mechanisms can serve as a panacea for management
shortcomings in the operations of United Nations
svstem organizations, The discussion above makes it
clear that effective oversight, in the sense of having
impact on the operations of United Nations svstem
organizations, cannot be left to the oversight
mechanisms alone. The Secretariats and Member
States, with the authority to take action and make
changes based on policy decisions regarding
deficiencies identified. must fulfill their share of
responsibility for oversight.

18.  An over reliance on oversight mechanisms as a
panacea for shortcomings in United Nations svstem
organizations may be fostered by the more pro-active
role increasingly being playved by oversight
mechanisms. They now are giving more attention to
their role as advocates of good management through
their continuous interaction with management and
governing bodies, as well as through specific
recommendations to improve the management of
programmes. As much as this should be encouraged,
the proper limits of oversight mechanisms must be
maintained in order to protect their independence
which is critical to their capacity to perform their
basic function.

The Shared Responsibilities
Member States

19. The Member States play an essential leading
role in oversight. This reflects the fact that the
ultimate reason for having oversight is to determine
whether United Nations system programmes and
activities are meeting the objectives established by
Member States, who are the intended beneficianes.

20.  This leading role of Member States means that
legislative organs must provide the leadership,
guidance and targeting required in the oversight
process. While external oversight mechanisms have
an obligation to identify issues that they believe
should be of concern to Member States. the
effectiveness of the oversight partnership requires
that intergovernmental bodies respond to such
suggestions and guide and target the external
oversight mechanisms on those i1ssues that are of
particular concern to Member States. They also need
1o devote sufficient time and attention to the reports
of the external oversight mechanisms, and to act
definitively on their recommendations. Indeed, this
is the ultimate driving force for assuring the
necessary corrective actions regarding shortcomings
that have been identified.

21. Finally, Member States need to make clear to
the Secretanats their strong support for the external
oversight mechanisms. Thiswould further encourage
the Secretaniats to take the oversight mechanisms
seriously, provide the cooperation they need, and
implement the approved recommendations of the
oversight mechanisms in good faith.

Secretariats

22. Since Secretariats manage the resources of the
organizations in implementing programmes and
activities as mandated by the Member States, the
senior management in the Secretariats can be
described as “the first line of oversight.™ The
starting point in assuring oversight i1s to use good
management practices and properly functioning
internal controls.

23. Internal oversight mechanisms, in turn, are
needed to assure that the management practices and
internal controls are working as they should. As
discussed below, the primary function of internal
oversight -- as compared to external oversight -- s to
assist Executive Heads in fulfilling their management
responsibilities, and thus internal oversight officials
are an important part of senior management in regard
1o the shared responsibility for oversight. It 1s the
responsibility of Executive Heads to determine what
mix and structure of mechanisms for conducting the
glements of internal oversight -- audit, evaluation,
inspection, monitoring and investigation -- are
required for their organizations.” This should reflect
their judgement regarding the assistance they need to
identify administrative and management



shortcomings so that they can take the appropriate
corrective actions to assure that the activities and
programmes of their organizations are being
managed with  satisfactory  effectiveness  and
efficiency, and in compliance with relevant rules and
regulations.

External Oversight Mechanisms

24. It is the primary responsibility of the United
Nations Board of Auditors, the external auditors of
the specialized agencies and TAEA, and JIU to
provide to Member States in the appropriate
legislative organs objective information. advice, and
recommendations regarding the administration and
management of United Nations system organizations.
They do this by conducting reviews and
examinations of organization programmes and
activities in full independence of the Secretanats.
This allows them to provide reasonable assurance,
where appropriate, that internal controls and
management practices are working properly, and
otherwise recommend corrective  actions. By
objectively gathering and evaluating evidence, they
are able to lend credibility, when warranted, to
information reported by management. Their purpose
is to support independently legislative organs in their
oversight responsibilities, which includes holding the
Executive Heads accountable for the administration
and management of their organizations.

25, Inrecognition of the role of senior management
in the Secretariats as “the first line of oversight™, the
Board of Auditors. the other external auditors and
JIU also interact directly with the Executive Heads of
the organizations. The Board and other extemal
auditors often submit to Executive Heads
management letters regarding matters that may arise
in conducting audits but need not be included in their
reports. The JIU Statute (Article 11.5) also calls for
Inspectors to submit to Executive Heads notes and
confidential letters regarding matters that come to
their attention in their work. Such notes and
confidential letters generally relate to matters that the
Inspectors believe could be handled by the Executive
Heads without action by legislative organs.

26. While the Unrted Nations Board of Auditors.
the other external auditors and JIU are charged with
drawing attention to deficiencies and recommending
corrective actions, it must be remembered that they
explicitly serve in only an advisory role and have no
executive authority.” The responsibility for acting on

the recommendations must remain with senior
management of the Secretariats, and ultimately with
the Member States in the appropriate legislative
organs for assuring such action.

Unfulfilled Partnership

27. More is needed from all three partners for
oversight in United Nations system organizations to
be fully effective. Member States do not always give
adequate attention to reports of the external oversight
mechanisms, and too often just note the reports rather
than take definitive action on the different
recommendations. Secretariats sometimes are slow
in providing information required for preparation of
reports and are delayved in presenting their comments
on completed reports, with the result that reports
sometimes are not presented to Member States on a
timely basis.  They also do not alwavs fully
implement  approved recommendations.  The
oversight mechanisms do not always either address
issues of concern to Member States or make
recommendations that are sufficiently timely,
realistic, specific, cost-effective. and implementable.

Internal and External Oversight

28. The difference between internal and external
oversight mechanisms deserves special attention in
considering the concept of oversight and the
necessary sharing of responsibility for it. Concern
exists about a blurring of the distinction between
internal and external oversight mechanisms within
the United Nations system, and the need to maintain
the distinction between them. This concern has been
reflected in suceessive United Nations General
Assembly resolutions. For instance, a preambular
paragraph of Resolution 48/218 B of 12 August 1994
states:

Reatfirming its resolution 48/218 A, in which it
emphasizes the need to ensure respect for the
separate and distinct roles of intermal and
external oversight mechanisms, and to
strengthen the external oversight mechanisms,

29. It is important to maintain the distinction
between internal and external oversight mechanisms
because, although they both seek to assure the
effective and efficient functioning of United Nations
system organizations, and use similar methods of
data collection and analysis, thev are different in
nature and composition and fulfill different roles. As



indicated above, internal oversight mechanisms are
primarily tools to assist Executive Heads in fulfilling
their management responsibilities. Thev are
accountable to Executive Heads for providing advice
on intemnal controls and management practices based
on a systematic and independent review of an
organization’s entire operations.

30, In much the same wayv that internal oversight
mechanisms are a tool of the Executive Heads,
external oversight mechanisms are a tool of Member
States in the legislative organs. Thev are accountable
to Member States for providing objective information
and advice directly to them regarding the
management of organizations.  While it is the
responsibility of management to develop adequate
internal control svstems, including internal oversight
mechanisms, external oversight mechanisms should
assure the proper functioning of these internal
controls and submit appropriate recommendations
when the internal controls are found to be inadequate
or missing.”



7

I11. CURRENT INFRASTRUCTURE OF OVERSIGHT MECHANISMS

31. Efforts to enhance oversight in the United
Nations svstem have to take account of the current
infrastructure of oversight mechanisms at work in the
System. This chapter provides an overview of the
internal and the operational external oversight
mechanisms, and how they coordinate: it serves as a
basis for considering the measures for more
coherence presented in the final chapter.

Internal Oversight Mechanisms

Elements of Internal Oversight

32. The primary objective of an internal oversight
mechanism for an organization, as indicated in the
previous chapter, is to assist its Executive Head in
fulfilling his/her management responsibilities by
providing advice on the adequacy of internal controls
and management practices based on a svstematic and
independent review of the operations of the entire
organization. Within this context. the generally
accepted definitions of the elements of internal
oversight in the United Nations system are as
follows:

a) audit: examine, review and appraise the use
of resources of an organization to determine if
they are being used economically, efficiently,
effectively and in compliance with the
applicable rules and regulations in order to
ascertain the implementation of approved
programmes and legislative mandates, and
make recommendations for corrective action or
improvements where necessary.

b) evaluation; determine relevance, efficiency,
effectiveness, and impact of programmes and
activities in relationship  to their goals and
objectives.

¢) inspection; perform an ad hoc on-site review
of an organizational unit whenever there are
indications that a programme or activity is not
being managed effectively or resources not
being used efficiently.””

d) monitoring: keep track of the actual
production of outputs of a programme or
activity in comparison with commitments in
the approved programme budget, and monitor
any changes and modifications to the

programme in the course of implementation.

&) investigation; pursue allegations of violations
of regulations, rules, or pertinent administrative
1ssuances. mismanagement; misconduct; waste
of resources: and abuses of authority.

Great Diversity

33, Despite general. if not complete, agreement on
definitions for the internal oversight elements, there
is great diversity in the way organizations structure
internal oversight. This reflects the fact that the
pattern of development of the elements of internal
oversight in United Nations svstem organizations has
been an evolutionary one, marked in recent years by
ad hoc and incremental efforts to strengthen
oversight in the Svstem. The diversity also reflects
differences among the organizations such as the (a)
management stvle of the Executive Heads: (b)
mandate of organizations; (¢) degree of emphasis
legislative organs place on strengthening oversight;
and (d) size of organizations.

34. The following table depicts for each
organization covered in this report which unit. if any,
the organizations have reported being responsible for
providing the different elements of internal oversight.
The table does not reflect any assessment of the
performance and outputs of these units. Furthermore,
it is not intended to be judgemental; as discussed
later, there may be good reason for an organization
reporting, as the table indicates, it has no unit
assigned responsibility for a specific element. The
office or unit titles used in the table are just generic
1o avoid further complicating the table. The Annex
1o this report provides a brief narrative describing
how each organization handles internal oversight,
and indicates the specific office orunit titles for each
organization,
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35. Audit. The United Nations and all
Specialized Agencics and IAEA have intcrnal
auditors that report directly to the Exccutive Head
of their organization. The samc is truc for most
of the larger United Nations operational funds and
programmes that had intcrnal audit units in place
prior to the cstablishment of OIOS in 1994,
However. QIOS provides intemal audit coverage
for the remaining approximate onc-half of the
funds and programmecs which did not have
intcrnal audit units of their own pnor to the
cstablishment of O10S.

36. O10S provides to the General Asscmbly a
summary oversight report.  including  audit
activitics, for the United Nations and most of the
opcrational funds and programmes. The UNICEF
intcral audit unit provides a summary report of
audit activitics to its Exccutive Board. as docs the
UNDP intcrnal audit unit for UNDP, UNFPA  and
UNOPS. Approxamately  onc-half of the
Specialized Agencics provide summary reports of
audit activitics to lcgislative organs, usually as
part of the Exccutive Head's annual report. This
represents a significant change in practice since
the JIU report issucd 1 1993, which indicated
that no intcrnal audit units were providing reports
to legislative organs. cxcept for the then recently
initiated OIOS reports for the United Nations. ' It
should be noted that intcrnal auditors gencrally
make individual audit reports available to their
respective external auditors who report directly to
legislative organs.

37. Evaluation. Regarding the United Nations,
the Specialized Agencies and [AEA, three-
quarters report having an internal evaluation unit,
some of which are directly involved in conducting
evaluations while others establish evaluation
policy and procedures and coordinate/collate
results of evalvations conducted by programme
managers. For the United Nations operational
funds and programmes, most report having their
own internal evaluation units, which existed prior
fo the establishment of OIOS. However. OIOS
has performed in-depth evaluvations of UNDCP,
UNEP, and UNHCR. As for reporting to
legislative organs. internal evalvation units
traditionally have provided both summary and
individval reports, usually through their Executive
Heads, and approximately two-thirds

do so under current practice.

38. Monitoring. For thc United Nations. the
Specialized Agencics and TAEA, all but onc
report having some form of a monitoring system
mn place. with approximately onc-third under the
dircction of a centralized intcrnal monitoring
unit.'* There is great varicty among the
organizations rcgarding structural arrangements
for monitoring and whether or not the results of
monitoring arc reported to legislative organs. One
Specialized Agency reported having ncither a
monitoring unit nor a monitoring  Systcm.
Although two United Nations opcrational funds
and programmes rcport having neither a
monitoring unit nor a monitoring system, the rest
conduct monitoring 1n somc¢ manncr. However,
only two of these report having a distinct unit
responsible for establishing monitoring policy and
procedurcs and coordinating/collating results of
monitoring conducted by programme managers.
OI0S docs not conduct monitoring for any of the
opcrational funds and programmes. The
monitoring that is reported to legislative organs
usually 1s donc through or in the context of
reports of the Exccutive Head.

39. Inspection. The United Nations has a
central unit in OIOS for conducting inspections.
Three-quarters of the Specialized Agencies and
IAEA assign responsibility for inspection to their
internal auditors, two of which are included
within consolidated oversight units covering all
five elements of internal owversight. Three
Specialized Agencies report no unit responsible
for inspection.,

40. Five of  the larger United Nations
operational  funds and programmes assign
responsibility for inspection to their internal audit
units. One has a special unit for inspections and
investigations and another has a unit for
inspections and evaluations,  OIOS performs
inspections for the others. The reporting to
legislative organs that takes place is included in
either reports on internal audit activities or in the
Ol10S annual report. The two funds and
programmes with special units that include
inspection do not submit reports to legislative
organs.






clements into a single office descrve scrious
consideration, cxpericnce in the  System
demonstratcs effective functional coordination
also can be achicved by other means. as indicated
in the following paragraphs.

50. Oversight Committee. Anothcrmcans uscd
cffectively by some organizations, ¢.g., UNICEF
and UNHCR, to facilitatc functional coordination
1s perodic and rcgular mectings of intemal
oversight mechanisms to cxchange information,
discuss issucs of common concem, and devclop
work programmcs collaboratively. In some
organizations, thc formal titlc of “ovcrsight
committce™ or “audit committee” is given to the

collcetive group of intcrnal oversight
profcssionals.
51. In order to ensurc the benefits of functional

coordination, c¢specially the benefit of providing
linkages for sharing information, it is important
that all clements of intemal oversight be included
in such mectings. This would require cxpanding
the traditional audit committce, which tvpically
docs not include personncel responsible for the
cvaluation and monitoring clcments.

52. The option of an oversight committec would
be especially relevant for organizations that have
partially consolidatcd oversight mcechanisms
(c.g.. audit, inspcetion and investigation) in order
to cnsurc the inclusion of the other oversight
functions (c.g.. monitoring and cvaluation) in the
cxchange of information and coordination on
1ssucs of common concem.

533. Supervision by the Executive Head of the
organization. Scvcral organizations achicve
functional coordination within the Office of the
Exccutive Head ot the organization. Although the
individual units arc not consolidated, the heads of
cach intcrnal oversight unit arc part of the Office
of the Exccutive Head or report dircetly to it.

External Oversight Mechanisms

34, Theclements of oversight performed by the
operational cxternal oversight mechanisms -
audit, cvaluation, inspection, and investigation--
ar¢ parallel in detinition to those of the intcrnal
oversight mechanisms. None of the operational
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cxternal oversight mechanisms has responsibility
for monitoring which is an ¢lement unique to
intcrnal oversight. Comparcd to the internal
oversight mechanisms, structural arrangemcnts
for conducting the clements of external oversight
arc less complex  since  relatively  fower
mechanisms arc involved and cach reports
indcpendently to the Member States through the
appropriate legislative organs,

35, Audit. For the United Nations and the
Unitcd Nations operational funds and
programmes. cxternal audit is the responsibility of
the United Nations Board of Auditors. The Board
consists of three members, cach of whom shall be
the Auditor-General or officer holding the
cquivalent title of a Member State. The current
members of the Board arc the Auditors-General of
Ghana, India, and the United Kingdom. The
mandatc of the United Nations Board of Auditors
1s twofold, “first, to cxpress an opinion on the
financial statcments and, sccond, to make
obscrvations with respect to the cfficiency of
financial procedures, the accounting system, the
mtermnal financial controls and in general the
administration and management of the
Organization.”"* Similar c¢xtcrnal audit
responsibilitics for the Specialized Agencics and
IAEA currently arc sharcd by the Auditors-

General of the countrics contained in  the
following tablc:
Country of National Auditor Agency |
United Kingdom ILO. IMO. TAEA
Canada ICAQ, UNESCO
Francc FAQ, WMO
Germany UNIDO
South Africa WHO
Switzerland ITII _LIPII _WIPQ

536. Evaluation,inspection, and investigation.
JIU is the only svstem-wide cxtemal oversight
mecchanism responsible  for  conducting
cvaluations, inspcctions and investigations.
According to Article 5 of the JIU Statute, the Unit
“gshall provide an mdcpendent view through




inspection and cvaluation aimed at improving
management and mcthods and at achicving
greater co-ordination between organizations. ™
The Unit has *“thc broadest powcers of
investigation in all mattcrs having a bearing on
the cfficiency of scrvices and the proper usc of
funds.” Thc Unit has focuscd primarily on
conducting inspections and cvaluations. While
conducting individual investigations could be
appropriatc in spccial instances. the Unit's
investigations mandatc is met more cffectively by
assuring lcgislative organs that thc intcrnal
investigation function in their organizations is
working cffectively and if not. communicating
this to them. For the United Nations, the Board of
Auditors has the mandatc to bring to the notice of
thc General Asscmbly cascs of fraud or
presumptive fraud, and wasteful or improper
expenditurcs:'’ other cxternal auditors have a
similar mandatc for rcporting to their legislative
organs.

Coordination

Coordination Between External and  Intcrnal
Oversight Mechanisms Within Each Organization

57. Within cach organization, coordination
between  cxternal  and  internal  oversight
mechanisms varics for cach clement of oversight.
For the United Nations, the Board of Auditors,
JIU. and OIOS rccently have initiated periodic
consultations to assurc morec cffcctive
coordination.

58. Audit. In the casc of the United Nations,
thc Board of Auditors and OIOS coordinate
through bi-monthly mcctings with a view to
minimizing duplication in their respective work
programmes and to cxchanging information that
may help cach other determine the scope of
specific  projects. They also  cxchange
management letters and reports. as well as
notification of planncd audit visits to avoid
duplication. In preparing its reports, the Board, as
appropriatc. takes advantage of the work of OIOS
auditors and provides comments on OIOS reports,
The Board also has cstablished working
rclationships with intcrnal audit units of the
United Nations funds and programmes, such as
UNICEF and UNDP. but morc so on an ad hoc
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basis.

39, Amongthe Specialized Agencicsand [AEA,
much the samc practice is followed. The extent to
which extcrnal auditors make usc of the work of
intcrnal auditors depends on the organization.

60. On strictly audit mattcrs, there is no rcason
for JIU to coordinate closcly with the intemal
audit units of United WNations svstcm
organizations sincc it is not in the Unit’s mandatc
to perform audits. Nevertheless, Inspectors attend
the annual mecting of Representatives of Intemal
Audit  Services of the United Nations
Organizations and Multilatcral Financial
Institutions (RIAS), and thcy often will consult
with the rclevant internal audit units to gain their
pcrspective on an issuc to be included in a JIU
rcport.

61. Evaluation. JIU is the e¢xternal oversight
mechanism with a system-wide mandatc for
cvaluation. The periodic meetings mentioned
above of JIU with OIOS. i conjunction with the
United Nations Board of Auditors, arc an
opportumty to consult and coordinatc on
cvaluation matters since cvaluation is included in
the mandatces for both OIOS and JIU. There arc no
other structurcd arrangements for coordination on
specific cvaluation matters between JIU and the
mdividual intcrnal cvaluation units of the
diffcrent  organizations in  the  System.
Nevertheless, JIU representatives do participate
in  the annual mectings of the Inter-Agency
Working Group on Evaluation (IAWGE), which
provides an opportunity for cxchanging vicws and
staying informed on cvaluvation developments
generally m the System.

62. Monitoring. Monitoring is uniquely an
element of internal oversight and has no external
oversight counterpart, as indicated in para. 54.

63. Inspection. Forinspcctions, JIU is again the
cxtcrnal oversight mechanism with a relevant
systcm-widc mandatc. As mentioncd above. the
pcriodic meetings of JIU with OlOS, in
conjunction with the Unitcd Nations Board of
Auditors. also provide opportunity for JIU and
OIl0S to consult and coordinate on inspections
which is in both of their mandates. There



currently arc no other structured arrangements for
coordination between JIU and internal inspection
units,

64, Investigation. While JIU is the cxternal
oversight mechanism with a system-wide mandate
for investigations. there arc no  structurcd
arrangements for coordination between JIU and
thosc units responsible for investigation in cach of
the organizations of the Svstem. This 1s duc to
the need for confidentiality in conducting specific
mvestigations and the limited role of JIU
regarding the conduct of specific mvestigations,
noted previously. Nevertheless, the periodic
mectings of JIU with OIOS mentioned above
provide an opportunity for consulting, as
appropnatc. on thc issuc of investigations
generally within the United Nations.

Coordination Among External Qversight
Mcchanisms

65. The Pancl of External Auditors of the United
Nations, the Specialized Agencics and the
Intcrnational Atomic Encrgy Agency serves as a
coordination mechanism among the cxternal
auditors of the United Nations system. Members
of the Pancl include the members of the United
Nations Board of Auditors and all cxtcrnal
auditors of the Specialized Agencics and IAEA,
The purposc of the Pancl is to further the
coordination of thc audits conducted by its
members and to  cxchange information on
methods and findings. The Pancl mects regularly
cvery vear. As audit 1s not a part of the JIU
mandatc, it is not a member of the Pancl, but the
Unit can be invited to discuss 1ssucs of common
intcrest, as was the case when the preliminary
results of this report were presented to the Pancl
i Deeember 1997,

66, JIU and thc United Nations Board of
Auditors regularly cxchange work programmes
and rcports. The previously noted periodic
mectings of JIU with the Board. as well as O10S,
provide a forum for coordination between the
Unit and the¢ Board and a sharing of views
regarding issucs of common concern.
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Profcssional Oversight Fora

67. There currently arc three principal fora to
facilitatc profcssional coordination among
personnel responsible for oversight within the
Unitcd Nations system:

. Pancl of Extcrmal Auditors of the United
Nations, the Specialized Agencics and the
International Atomic Encrgy Agency;

. Representatives of Internal Audit Services
of thc United Nations Organizations and
Multilatcral Financial Institutions (RIAS);
and

. Intcr-Agency Working Group on Evaluation
(IAWGE).

68. Whilc both of the lattcr two arc composcd of
intcrnal oversight officials, represcntatives of the
United Nations Board of Auditors, the Pancl of
Extcrnal Auditors, and JIU attend the RIAS
mcctings as obscrvers, and JIU represcentatives
also participate in IAWGE mcctings. These two
groups meet annually." In addition to the RIAS
mcetings, there arc other less  structurcd
arrangements for auditors scrving much the same
purposc. such as an occasional gathcring of
officials of thc internal audit units of the Geneva-
bascd organizations. By scrving to facilitate the
cxchange of information, the comparison and
cxamination of mcthodologics. and the
development of standards and guidelines, these
fora provide important mcans for improving the
quality of working mcthods. and advancing the
profcssionalism of oversight in the United
Nations system. Thev do not gct involved in the
coordination of work programmges and timetablcs,
this being done as discusscd above.

69. There  are  currently no  structurcd
arrangecments to facilitate similar rclationships
among intcrnal oversight mechanisms involved in
monitoring, inspcction or investigation. Howcever,
rcflecting the fact that an incrcasing numbcer of
intcrnal audit units arc responsible for conducting
invcstigations, consideration of investigations
was included in the RIAS agenda for 1998,
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IV. MEASURES FOR MORE COHERENCE IN OVERSIGHT

The Need for More Coherence

70. The overview in the preceding chapter
demonstratcs that key arcas of intcrnal oversight
have been strengthenced in recent vears with morc
oversight clements being addressed cither by
cxpanding thc mandatcs of cxisting intcrnal
oversight units -- ¢ g, internal audit units taking
on rcsponsibility for inspections and
invcstigations -- or by cstablishing new intcmal
oversight units. Along with the cstablished
practicc of issuing internal cvaluation reports to
legislative organs, there also has been increascd
reporting on other internal oversight activitics,
primarily audit and inspcetion. There has been no
corresponding strengthening of external oversight
mechanisms, although therc have been somge
cfforts at improved coordination as noted.

71. Decspitc the strengthening achicved, there
rcmains a scnsc of discomfort or dissatisfaction
among Mcmber States regarding oversight within
thc  Svstem overall, if not within cach
organization.'” This impacts on Exccutive Heads
and the oversight community.

72.  Mcmber States do not have confidence that
oversight mechanisms. collectively, arc providing
added-valuc and the assurance desired that
activitics and programmes of Unitcd Nations
svstem organizations arc being  managed
cfficicntly and cffectively, and achicving the
objcctives Mcember States have cstablished.
Mcmber States want “morc”™ from the oversight
machincry but too often do not undcrstand or
makc good usc of oversight findings. In fact,
somc Member States have “oversight indigestion™
and arc not ablc to copc with the flood of
oversight reports they now get; the “more™ that
thcy want 1s morc quality and relevance of
oversight reporting. not more reports.™

73. In terms of impact on Exccutive Heads, the
conccrn of Mcmber States about the adequacy of
oversight reports for identifving  Scerctariat
shortcomings can be an important factor lcading
to micro-managcment. It also can lcad to
incrcasing demands from Membcer States for morc
and strengthencd internal oversight units. usually

to be accomplished without increascd resources.
In the extreme. these demands can result in
convcrting intcrmal oversight mechanisms into an
intcrnal “corporatc policc” intended to serve
primarily as a chcck on Scerctariat officials rather
than as an important intcmal management tool to
assist Exccutive Hcads in cxccuting their
management responsibilitics.  The impact on
oversight mechanisms is pressure from both
Mcmber States and Exccutive Heads to do more
with lcss resources. inadequate cooperation from
Scerctariat  officials in  preparing  oversight
rcports, and lack of attention to rcports and
dcfinitive action on them by Member Statcs.

74.  Correcting this situation requires that more
attcntion at this stage be paid to cohcrence in the
overall conduct of oversight in the System. While
new mechanisms still may have to be ercated and
cxisting oncs strengthened, prionty should be
placcd now on making the conduct of oversight
morc coherent in the sensc of making it morc
logical and consistent, or casily followcd. The
cffcctivencss of oversight ultimately depends on
it mecting. in a readily comprehensible manncr,
the nceds of its clientele, Member States and.
also. Exccutive Heads. With more coherence and
commonality -- or shared attributes -- in United
Nations svstecm oversight, Member Statcs would
be better able to make comparisons of oversight
findings and rccommendations from onc
organization to anothcr. They also would have a
better understanding of oversight to assist them in
asscssing ovcersight activitics and cvalvating
structurcs and resource levels assigned to the
mcchanisms.

75. This improved capacity to asscss the
cffectiveness of, and structurcs for, conducting
oversight would allow Member Statcs to have
morc comfort and confidencce regarding oversight
in th¢ Unitcd Nations svstcm. And morc
confidence in the oversight process would be a
basis for rcbuilding thc trust and confidence
between Scerctariats and Member States that is
rcquired for managing properly the change and
rcform now facing thc United Nations svstem.
This, in turn, would hclp to reduce the tendency
toward micro-management which can result from



the current lack of full trust between Member
Statcs and Sccrctariats. as well as relicve
Exccutive Heads of demands from Member States
for more reporting and morc oversight.

Recommended Measures for More Coherence:
Commonality without Uniformity

76.  In sccking more cohcrence for oversight in
thc United Nations system, an obvious -- but
ultimately impracticable and undcsirable --
possibility would be to cstablish a single unificd
oversight mechanism with amandate including all
organizations of thc Systcm. This would appcar
to assurc that oversight clements arc conducted in
a fully consistent manncer throughout the Svstem
bascd on common terms of refercnce and
standards. However, it would be impracticable in
view of the legal autonomy of the Specialized
Agencics and IAEA. Furthermore, it would not
be desirable in view of the bencefits of preserving
the distinet character of cach of the Specialized
Agencics and IAEA. as well the Unitcd Nations
opcrational funds and programmes.

77. There arc mcans well short of a single
unificd oversight mechanism for the System as a
wholc that still would providc sufficient
commonality for the increcascd coherence that is
nccded in conducting oversight among  the
organizations of thc System. Expcricnce
demonstrates  that cfforts at change and
improvement in thc United Nations system arc
rcalistic only when they allow for adaptation to
the special qualitics of the diffcrent organizations
in the System. With this in mind. the mcasurcs
rccommended in the Exccutive Summary and
discusscd in thc following paragraphs arc
intended to help give the practice of oversight
among thc organizations of the System morc
coherence and foster a common understanding of
oversight. The recommendations would do this
without directly infringing on the scparatc and
individual charactcristics, practices, and traditions
of the different organizations which arc highly
valued by thc Member Statcs; they would
cstablish a commonality in implementing
ovcersight without imposing uniformity.

78. The report’s rccommendations arc fully

15

statcd in the Exccutive Summary.  Thesc
rccommendations and the reasoning behind them
arc discussed in the following paragraphs.

Recommendation  1: Agorced Plans  for

Conducting Intcrmal Oversight

79. If scnior management is the first linc in
ovcersight, as indicated in Chapter 11, then internal
ovcersight mechanisms are the sccond since their
primary function is to assist scnior managcment in
fulfilling thecir management responsibilitics.
Chaptcr Il pointed out the great diversity in
structural arrangements for conducting  the
different clements of intemal oversight that cxists
in thc United Nations system. While there often
arc good rcasons for this diversity. it adds to the
lack of full coherence in oversight for the System
and makes it difficult for Mcmber Statcs to make
comparisons rcgarding oversight issucs and
practices from onc organization to anothcr. The
lack of comparability regarding intcrmal oversight
arrangcments among organizations also makes it
difficult for Sccrctariat officials to sharc
information and take full advantage of lessons
Icamcd in other organizations.

80. Chapter Il also pointcd out the need for
assuring cffcctive functional coordination in
conducting all of the clements of intcrnal
oversight. In view of the distinct character of
cach of the organizations of the System, it would
b counterproductive to call for the same internal
oversight model forall organizations. Clearly this
is not a casc wherc “onc size fits all.” As
discusscd in Chapter 1, various options for
accomplishing functional intcgration of the
clements of intcrnal oversight  include a
consolidatcd oversight office. the usc of an
ovcersight committee, and supervision of intcrnal
ovcersight by the Office of the Exccutive Head.

Such options. or combinations of them, would not
infringe on the legal autonomy of the different
organizations and would allow adaptation to the
specific characteristics of cach organization that
should be respected.  Expericnce in the System
shows various options can be cffective.

81. Morc important than the spccific option
chosen for structuring and conducting intcmal
oversight in an organization is the nced for the



Exccutive Hcad of the organization and its
Mcmber States to come to an agreed and cxplicit
undcrstanding on the matter. This is the purposc
of Rccommendation | which calls for agreed
plans on conducting intcrnal oversight in cach of
thc organizations of the Systcm. Such an agreed
plan should address how all five clements of
intcrnal oversight would be handled for an
organization. In the cvent that an Exccutive Head
belicves an organization docs not need. or cannot
afford. a full capacity for conducting a spccific
clement, the rcasons for this should be madc clcar
and cxplicit. and bc subject to approval by the
Mcmber States. What counts is that therc be full
transparcncy about the issuc so that Mcmber
Statcs have the capacity for making a wecll
informed dccision on it.

82. Achicving such agreed plans consistently for
cach organization would help to give Mcmber
States morc confidence in the effectivencss and
comprchensivencss  of  oversight for cach
organization and for thc Swvstem as a whole.
Having such agrced plans worked out in terms of
addressing cach of the five clements of intcrnal
ovcersight, while not imposing the same modcl on
all organizations. would help to assurc morc
congrucncc regarding the clements of oversight so
it would bc casicr for Member States to make
comparisons from onc organization to another. It
also would assist Sccrctariats in  sharing
information and lcaming lcssons from other
organizations about thc implcmentation of the
diffcrent clements.

Intcrnal

Recommendation  2: Reporting  on

Oversight Activitics

83. Rceporting to lcgislative organs on at least
somgc aspects of intcrmal oversight is not new for
thc United Nations system. Internal cvaluation
rcports long have becn provided to legislative
organs. In rccent years, annual summary reports
on other clements of internal oversight, audit and
inspection cspecially. increasingly have been
madc availablc to lcgislative organs. Howcver,
thcsc reports currently lack commonality in
substancc, format. and comprchensivencss, and
only OlOS of the United Nations has becen
providing fully consolidated annual summary
rcports that cover all five clements of intcrnal

oversight,

84, As a rcsult, the partial and inconsistent
rcporting on intcrnal oversight activitics docs not
give to Member States a good basis for making
comparisons among organizations regarding the
handling of diffcrent issucs being addressed in the
organizations of thc Svstem -- ¢.g.. cmergency
ficld opcrations -- and for making inquirics of
Scerctariats  about such issucs in view of
experiences in other organizations. Additionally,
the currcnt status of rcporting on intemal
oversight  activitics reduces the ability  of
Scerctariats to sharc experiences and lcarn lessons
from cach other.

85. Rccommendation 2 calls for Exccutive
Hcads to make available to thc appropriate
legislative organs consolidated annual summary
rcports on intcrnal oversight activitics that would
providc for cach organization (a) an overvicw of
the 1ssucs addressed and the accomplishments
achicved: (b) a record of reccommendations made
and thc status of actions taken on them; and (c)
issucs or reccommendations requiring action by
Exccutive Heads orlegislative organs. Addressing
cach of these arcas in tcrms of the five clements
of internal oversight would give the reports a
sufficicntly common format so that expericnces of
onc organization could bc comparcd more casily
with thosc of othcrs. by both Member Statcs and
Scerctariats. Reccommendation 4. discussed
bclow, would assist in making usc of thesc
rcports.

86. The information gaincd from such
consolidatcd annual summary reports would
significantly improve the capacity of Mcmber
States to fulfill their important sharc of
responsibility for oversight in the United Nations
systcm by assisting them in:

+  dctermining how well and the cxtent to
which Exccutive Heads arc making ctfcctive
usc of intcmal oversight for fulfilling their
management responsibilitics;

«  asscssing the structurc ofand resource lovels
allocated to intcrnal oversight units:

+  monitoring ovcrsight issucs addressed and



accomplishments achicved by organizations;,

=  staving abrcast of the status of oversight
rccommendations, including actions taken --
or not taken -- on them:

«  identifying issucs and problems rcquiring
action by Exccutive Hcads or legislative
organs;

«  making comparisons of how similar issucs
ar¢c handled, or not handled, in diffcrent
organizations and svstcm-widc; and

=  judging thc ovcrall cohcrence and
cffectivencss of the internal oversight
infrastructure, both within cach organization
and system-wide.

87. Reccommendation 2 also calls for legislative
organs to dccide whether Exccutive Heads will
{a) takc responsibility for such rcports or (b)
make the consolidated annual summary rcports
availablc to lcgislative organs as thcy arc
prepared by the internal oversight mechanisms.

If the latter option is choscn, scparatc comments
on thc reports that the Exccutive Heads may deem
appropriatc would be submitted along with them.

88. These options arc presented because of
conccrns that dircct access to the legislative
organs by intcrnal oversight mechanisms
threatens to blur the distinction between internal
and cxtcrnal oversight, to compromisc the
accountability of internal oversight mechanisms
to Exccutive Heads. and to undcrminc the
ultimatc accountability to Mcmber States of the
Exccutive Hcads for the management and
administration of their organizations.

89. These arc scrious concerns that descrve
attcntion. As discussed in Chapter IL the
distinction between  intcrnal  and  cxternal
oversight is important and should be maintained.

90). It also could bc argued that the issuance of
thc consolidated annual summary rcports, as
prepared by the internal oversight mechanisms
without altcration by Exccutive Heads. would not
havc the negative cffect feared by some duc to the
intended objcctive and content of the reports.
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Scnior internal oversight officials who currently
submit annual summary rcports to their respective
legislative organs indicated, in interviews for this
rcport. their belicf that such reporting has not
transformed them into de facto external oversight
officials -- their primary allegiancc to their
Exccutive Heads is not questioncd. The proposcd
consolidated annual summary reports would differ
from individual intcrnal ovcrsight reports in both
objective and content.

91. In terms of objcctive, the summary reports
would bc provided to legislative organs for
information purposcs and not usually call for
specific actions; the nccessary corrective actions
normally would have been taken by the Exccutive
Hcad or be undcrway. This is in contrast to
individual internal oversight reports that clearly
arc action documents addresscd to Sccretariat
officials in the best position to take the
appropriatc corrective actions.

92. In tcrms of content. the summary reports
would provide only an overview of the status of
intcrnal ovcrsight activitics  within  the
organizations. including an indication of thosc
unique cascs requiring action by Exccutive Heads
or legislative organs. In contrast, individual
intcrnal oversight reports include the details that
ar¢ nceessary to identify problems and proposc
solutions convincinglyv, rcgarding specific
instanccs in an organization's opcrations.

93. Thus, this argument would hold that rather
than blur the distinction between internal and
cextcrnal  oversight. these  reports would
cmphasize the distinction between  them.
Comparcdto ¢cxternal oversight reports addresscd
to Mcmber Statcs for action. thesc reports clcarly
would be primanly for informing Mcmber States
on the status of internal oversight activitics within
the organizations. Having the summary rcports
issucd without change by the Exccutive Hcads
would help to enhance the independence of the
intcrmal oversight officials within the Sccretanats,
consistent with the Standards for the Professional
Practicc of Intcrmal Auditing promulgated by the
Institutc of Intcrnal Auditors.”' This would not
bring into question their accountability to the
Exccutive Heads since their primary function
would continuc to be that of scrving as an intemal




management tool of the Exccutive Heads, as
confirmed by interviews with scnior United
Nations svstcm intcrnal ovcrsight officials. In
view of this, it can be argucd there is no rcason to
belicve that the issuance of these reports would
displacc the full accountability of Exccutive
Hcads to the Member States for the management
and administration of their organizations.

94, Reports of internal oversight mechanisms to a
legislative organ should indicatc which of their
rccommcndations the Exccutive Head belicves arc
for information purposcs only and which the
Exccutive Head belicves require action by an
appropriatc legislative organ. This would help
clarfy how Member Statcs should consider such
rcports.

Recommendation 3: Highlighting Good Practices

95. Moving bevond assuring compliance and
scrving the police function of identifving fraud,
there is a growing cmphasis in oversight on
bccoming morc  proactive in facilitating
managcment improvements and fostering a morc
vigorous accountability culture.

96. Onc important arca for this morc proactive
rolc of oversight -- cspecially in the United
Nations system -- is that of identifving good
practices, 1.c., processcs, practices. and svstoms
that arc widcly rccognized as improving an
organization’s pcrformance and cfficicncy.
Oversight mechanisms are playing an increasingly
grcater role in reform cfforts of the Svstem, which
put them in a good position for identifving
initiatives that result in increased cfficicney and
cffectiveness, and for analvsing the rcasons for
the success of these initiatives. Recommendation
3 calls for United Nations svstem internal and
cxternal oversight units to include in their reports
an indication of good practiccs that they have
identificd in the coursc of their work which could
be of benefit to other units in the samc
organization and/or othcr organizations in the
Svstem.

97. This would be cspecially uscful in the
United Nations systcm because the broad range of
programmes and gcographic arcas covered by
Unitcd Nations systcm activitics offers significant
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opportunitics for diffcrent organizations to lcam
from cach othcr. Morc identification of good
practices and taking advantage of them, would
fostcra culture of morc openness and cooperation
among organizations,

Recommendation  4:  JIU  Analvses  of
Consolidatcd Annual Summary  Reports on
Intcrnal Oversight Activitics

98. Recommendation 4 calls for JIU periodically
to include in its programmc of work an ovcrall
analvsis of the consolidated annual summary
rcports on intcrnal oversight activitics of the
different organizations that would result from
approval of Rccommendation 2.

99. Drawing on thc Unit’'s svstem-wide
perspective, these  analvses  would  identify
problcms or issucs, both within spccific

organizations and systcm-wide, about which
Member Statcs may want to scck further
information and consideration from Exccutive
Heads and/or cxtcmal oversight mechanisms.
They also would scrve to facilitate disscmination
of information about good practiccs by calling
attcntion to reported instances of the successful
handling of issucs or problems that could be of
bencfit to other organizations.

100. By combining into a singlc document an
ovcrall review and analysis of the consolidated
annual summary reports from cach of the
organizations of the System. JIU analvses would
assist Mcmboer States in fulfilling their sharc of
rcsponsibility for oversight and also help reduce
the “oversight indigestion”™ expericnced by
Mcmber States.

Rccommendation  5:  Fostering  a  Stronger
Profcssional Oversight Community

101. Growing Member Statc cxpectations for
increased  cffcctivencss and  cfficicney  from
oversight mechanisms, coupled with the scarcity
of resources, has led oversight professionals in
the Svstem to cxplore new ways for incrcasing
productivity and coverage.

102. Increasingly, a profcssional community is
dcveloping among those United Nations systcm



officials responsible for audit, and morc recently,
cvaluation. The annual mectings of the RIAS, the
IAWGE. and the Pancl of Extcmal Auditors have
been instrumental in this regard.  However,
opportunitics for furthcr cnhancing the sharing of
data, information, working mcthods and idcas --
and cxtending this practice to other clements of
oversight -- should be cncouraged. This is the
purposc of Recommendation 5.

103. Examplcs of specific initiatives that could
rcsult from a more cffective community of
oversight professionals would includc:

= Subjcct to requircments for confidentiality,
the development of shared databascs,
including mcthodologics. common data,
rccommendations, and accomplishments
which could improve ovcrall quality and
consistency of oversight work.

=  The coxchange or posting of work
programmcs and mission schedules, where
appropriatc, which would assist in avoiding
duplication and overlap, and in crcating
opportunitics for collaborative/
complementary projects. As noted, JIU. the
Unitced Nations Board of Auditors. and
O10S recently have initiated proccdures for
regular consultations toward this cnd.

«  Joint training and cxchanges of personnel
among ovcrsight mechanisms which would
allow for cconomics of scale. takc advantage
of'cxpericnecs gained in other organizations,
and fostcr morc system-widc awarcness.

«  Following thc cxamplc sct by RIAS and the
Pancl of Extcrnal Auditors for intcrnal and
cxternal audit, the formulation of common
terms of reference and standards for the
other clements of oversight which would
assist Mcmber States in making
comparisons among organizations regarding
non-audit ovcrsight analyscs and findings,
and also rcassurc staff about a perccived
lack of transparcncy regarding oversight to
which they may be subject.™

104, Greater usc of modern information
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technology could be a most cffcctive means for
fostcring a stronger community of oversight
profcssionals. Although increasing numbers of
Unitcd Nations systcm organizations arc using
their own home pages on the INTERNET for
disscminating information that oncc was availablc
only in hard copy. most Unitcd Nations systcm
intcrnal and external oversight mechanisms do not
maintain homc pages and arc not making
extensive usc of the home pages of their
organizations. Howcver, OIOS and ILO do
maintain wcbsitcs with information on oversight
activitics generallv; UNDP and UNICEF maintain
websites for cvaluation activitics. The World
Bank maintains an INTERNET wcbsite called
“The Global Auditor.” which allows for
cxchangces among auditors of the Svstem, but it is
limited to audit and rcquircs a pass-word for
access to it. Morc cffective usc of information
technology by oversight mechanisms would
facilitatc disscmination of the outputs of oversight
work, make it morc transparcnt and hclp to
stimulate more active sharing of the responsibility
for oversight.
Rccommendation 6:. More Dialoguc  Among
Ovcrsight Partners

105. Chaptcr 1l madc the point that oversight in
the¢ United WNations svstem is a sharcd
rcsponsibility  requiring an active partnership
among {a) Mcmber Statcs; (b) scnior management
in thc Scerctariats, including their intcrnal
ovcersight officials; and (¢} the external oversight
mecchanisms.  All three partncrs have to fulfill
their roles in order for oversight to be effcctive. In
particular, there must not be an over-reliance on
the oversight mechanisms, neither cxternal nor
intcrnal, as a panacea for corrccting shortcomings
in thc Unitcd Nations organizations.

106. Efforts by the oversight mechanisms toward
morc dialoguc with Mcmber States  and
Scerctariats on oversight issucs and practiccs
would ¢ncouragc morc active sharing in the
rcsponsibility for oversight. This is what is called
for by Recommendation 6.

107. Incrcased dialoguc among the partners
would add toe mutual understanding and



awarcncss of oversight processes, of concems to
be addresscd, and of relationships among the
diffcrent roles of the oversight mechanisms.
Establishing a culturc of open dialoguc among the
partncrs of the oversight process would be
important for maintaining informed intcrest in
oversight and for assuring the continucd
accountability of oversight mechanisms,

Conclusion

108. The Unitcd Nations svstem is in a difficult
period of change and rcform, the difficulty of
which has been compounded by an insuftficicnt
trust and confidence between Member States and
Sccretariats. As suggested in the statement of the
Chairman of ACABQ quotcd at the opening of
Chapter | of this report, properly managing this
process of change and reform requires rebuilding
a sensc of trust and confidence between Member
Statcs and Sccretariats. with cach plaving their
proper legislative and cxccutive roles. Enhanced
oversight for the Svstem could be an important
means toward this ¢nd by giving Member States
morc assurancc that the administration and
management of the organizations arc being
revicwed professionally which, in turn, would
help to reduce the disabling practice of micro-
management.

109. The starting point for achicving cnhanced
oversight is to focus on the cohcrence of oversight
within the Unitcd Nations system so that all three
partncrs will play their necessary roles in the
sharcd responsibility for it. In summary form, the
mcasurcs reccommended for morc cohcrence of
oversight in the System arc the following:

= Aprced plans for conducting intcrnal
oversight to give Member Statcs morc
awarcncss/assurance  that the different
clements of oversight are being adequately
covered. or why they arc not in a specific
organization, without imposing a spccific
structural arrangecment on any organization.

«  Reporting on internal oversight activitics to
hclp Mcmber Statcs make comparisons
among organizations of the System and take
advantagc of Icssons Icarmned from others.
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. Highlighting good practiccs in oversight
rcports to cncourage morc system-widc
sharing, coopcration, and usc of lcssons
lcarncd. as well as to draw attcntion to
successcs  in United Nations  system
opcrations,

. JIU analvscs of the consolidatcd annual
summary__rcports on _intecrnal oversight
activitics to put the reports in a svstem-wide
perspective and assist in using them for
identifving svstem-wide problems and good
practices.

. Fostcring a stronger profcssional oversight
community  to furthcr strengthen the

profcssionalism  of ovcersight  officials,
cncourage morc complementarity of cfforts,
achicve cfficiencics in  implementing
ovcrsight, and avoid overlap and duplication
among oversight mechanisms.

. More dialoguc among oversight partners to
incrcase awarcness of oversight processcs
and the nced for active participation of all
threc  partners, and to cnhance the
cffectiveness of the conduct of oversight
which would hclp reduce micro-
managcement.

110. Implemcntation of thcse mcasurcs, by
making oversight in the United Nations system
morc coherent, would assist in rcbuilding the
scnse of trust and confidence among Mcember
Statcs and Sccretariats that is required for success
in managing the process of change and reform
now facing the United Nations system.
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NOTES

1. ~Accountability and oversight in the United Nations Seerctariat”™ (JILVREDP93.5), reproduced in A'd8:420 and Add. 1-Corr.1.
*Accountability. management improvement. and oversight in the United Nations system™ (JIU/RLP/95:2). reproduced in A50/503.

2. “Linhancing the internal oversight mechanisms in operational tunds and programmes™ (A 51/801).
3. Document A51:674.

4. ‘The Latin America and Caribbean Group endorsed the content of the JIU note (A'31:674) i a paper entitled. “Thited Nations system
oversight mechanisms™ (26 March 1997). Shared responsibility for oversight gencrally was an agreed conclusion at a svmposium on oversight
in the United Nations organizations in Montreux, Switzerland. 9-10 October 1997, organized by the Swiss lederal Department of Vorcign
Allairs,

5. “Auditing Standards™. Anditing Standards Committee. Infernational Organization of Supreme Audit Institutions, Jung 1992,

6. As stated by United Nations Under-Seerctary-General Joseph 1. Connor at the Montrenx symposium on oversight in United Nations
organizations, cited above,

7. Sce discussion of these clements in Chapter I (paras. 32-53 below) and of developing agreed plans tor conducting internal oversight in
Chapler TV (paras. 79-82 helow),

8 Anicle 5.5 of the Joint Inspection Unit Stalule stales that the Inspectors “shall not, however, have (he power ol decision, nor shall they
interfere in the operations ol the services they inspeet.” United Nations General Assembly resolution 74 (T} of 7 December 1946, which
established the Umited Nations Board off Auditlors, states that “The Auditors shall have no power 1o disallow items in the accounts, but shall
recommend 10 the Scerclarv-General [or appropriate action such disallowances the Board is prepared 1o recommend 1o the General Assembly

... (para. (h) {x).

8. Scepara. 31 in the*Auditing Standards™ (note 5 above) that states. ~ILis the responsibility of the audited entity 1o develop adequate internal
control systems fo profect its resources. It is not the auditor s responsibility. . . Ilowever, this docs not relicve the auditor from submitting
propaosals and recommendations to the audited entity where controls arc tound to be inadequate or missing.”

10. An alternative definition for inspection is used by UNIICR that is more oriented toward management reviews of specitic ticld oftices and
regions according fo a pre-arranged timetable and work programme. This is more in line with the svstematic and regular reviews conducted
in the varions Foreign Services of many Member States,

11. IUREP95:2 (nole 1 above), para, 27,

12. Tn the United Nations, as outlined in article V ol *Regulations and Rules Goveming Programme Planning, the Programme Aspects ol the
RBudget . the Monitoring of Tmplementation and the Methods of Tvalvation™ (ST-SGB/PPRMT Rules: 1(1987)), management has the primary
responsibility for monitoring and establishing monitoring svstems. A central oversight unit is responsible for reporting.

13, INEREP93:3 (neve 1 above), paras. 133-164,

14, While 1.0 and WIPO consolidate the supervision ol all [ive elements ol internal oversight in one ollice, thal ofTice also has operational
responsibilitics unlike the case for OIOS in the United Nations.

18, *Review ol the Flliciency of the Administrative and Financial Functioning of the Uniled Nations™ (A-49/633, para. 8),
16. Joint spection Unit Statule, United Nations, Geneva, 1978,

17. Annex to the Financial Regulations, Finangial Regulations and Rules of the United Nations (ST'SGR: Tinancial Rules'1.Rev.3 (1983)),
paras. 6 (¢} (i) and (i1},

18. There was no IAWGE meating in 1997 dus o new assignments lorits lsadership, but the TAWGTE met in June 1998,

18, This point was rellected in the paper ¢ited above in nole 4, This also was rellected in diseussions by representatives ol Member States at
the Montreux sxmposium on oversight in (he United Nations organizations, cited above (ibid.).

20. The concern abouwl Member Siates nol making good use o oversight [indings and their "oversight indigestion™, 1.2, their need for more
quality and relevance in oversight reports rather than more reports, was exprossed al the Montreux svmposium on oversight in the United Nations
organizations cited above in note 4.

21. “The director [of the internal auditing department] should have direct communication with the board [of directors]. Regular
communicatian with the board helps assure independence, . " (Para. 110.2) “The director of internal auditing shauld submit
activity reports to senior management and to the board annually or more frequently as necessary. Activity reports should highlight
significant audit findings and recommendations and should inform senior management and the board of any significant deviations
from approved work schedules, staffing plans, and financial budgets, and the reasons for them." (Para. 110.6.} Standards for
the Professional Practice of Internal Auditing, The Institute of Internal Auditors, Atamonte Springs, Florida, 1997.

22. The TAWGT is giving active consideration 1o the development of common guidelines [or monitoring and evaluation,



Annex

BRIEF DESCRIPTION OF HOW INTERNAL OVERSIGHT [S CONDUCTED
IN UNITED NATIONS SYSTEM ORGANIZATIONS

United Nations, Specialized Agencics, and IAEA

United Nations. The Office of Intemal Oversight Services (OI0S) has responsibility for conducting all five
elements of internal oversight. The Office is headed by an Under-Secretarv-General, who reports to the
Secretary-General. The Office consists of: the Audit and Management Consulting Division: the [nvestigations
Section; the Evaluation Unit; and the Monitoring and Inspection Unit. The head of each reports directly to the
Under-Secretarv-General for OIOS. The Under-Secretarv-General prepares an annual summary activity report
that the Secretary-General submits to the General Assembly, with his own separate comments attached. The
Under-Secretarv-General also may make individual reports available to the General Assembly, again with the
separate comments of the Secretaryv-General. The Office provides copies of its reports to the United Nations
Board of Auditors and JIU, and each may comment, as appropriate, on them for the General Assembly.

[LO. The Burcau for Programming and Management has responsibility for conducting all five clements of
intcrnal oversight. The Burcau is headed by a D-2, who reports dircctly to the Dircctor-General. Responsibility
for oversight is divided among three units in the Burcau, with Internal Audit responsible for audits. inspcction
and investigations; the Programme and Project Evaluation Unit responsible for cvaluations; and the Programmc
Planning Unit responsible for monitoring. While the Chicf Internal Auditor is in the Burcau for administrative
purposcs, he has total autonomy and independence in his work and direct access to the Director-General.
Monitoring activitics arc conducted by programme managers, with the Burcau responsiblc for coordinating and
cstablishing relevant policy and guidance. The Intemal Auditor submits an annual report on major findings to
the Governing Body, and the Programmc and Projcct Evaluation Unit provides regular reports to the appropriatc
committces of the Governing Body. In addition, the Burcau produces a number of reports and studics for review
by legislative organs. The Burcau docs not provide. per se, an annual oversight report to the ILO Governing
Body. Thc Intcrnal Auditor provides copics of individual audit reports to the cxternal auditor, currently the
Comptroller and Auditor General of the United Kingdom.

FAO. The Officc of Inspector-Gengral, headed by a D-2 Inspector-General who reports directly to the Director-
General, is responsible for audit, inspection and investigation: the Office of Programmc, Budget and Evaluation,
headed by a D-2 who reports directly to the Dircctor-General, is responsible for ¢valuation: and within the
Technical Coopcration Department. the Scnior Ficld Operations Inspector is responsible for conducting
inspections, Responsibility for momtoring is shared by three units-—-the Office of Programme, Budget and
Evaluation is responsible for overall programme and financial monitoring. the Technical Cooperation
Department for overall ficld programme monitoring: and the Ficld Operations Division for ficld project
operations monitonng, No formal mechanism coordinates all five clements of oversight in FAO: cach umt relics
on informal ¢xchange of information where appropriate. The Inspector-General provides an annual summary
of activitics to the Finance Committec and the Evaluation Service in the Office of Programme, Budget and
Evaluation provides cvaluation reports to the Programme Committee, Council, and Conference. Copics of
intcrnal audit reports arc made readily available to the external auditor, currently the Cour des Comptes de
France, on request,

UNESCO. The Inspectorate-General, headed by a D-2. is responsible for audit, inspection and investigation;
the Central Programme Evaluation Unit, headed by a D-1, is responsible for conducting evaluations and
coordinating monitoring activities, which are conducted by programme managers. The Inspectorate-General
reports directly to the Director-General. while the Director of the Central Programme Evaluation Unit reports
to the Director of the Bureau of Studies, Programming and Evaluation. The Inspectorate-General coordinates
all audit, inspection, and investigation activities, and coordinates with the Central Programme Evaluation Unit
on an informal basis. The Inspectorate-General does not provide an annual summary of internal oversight
activities to the governing body: however, the Central Programme Evaluation Unit does submit reports to the
governing body. The Inspectorate-General provides copies of individual audit reports to the external auditor,
currently the Office of the Auditor General of Canada.
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[CAOQ. Thc Officc for Programmes Evaluation. Audit, and Management Revicw is responsible for audit and
cvaluation. The head of the Office is a D-1. who reports dircctly to the Sccretary-General. Responsibility for
the oversight clements is divided among a) the Audit Officer responsible for conducting audits: b) the
Evaluation Officer responsible for evaluation studics, as well as developing guidance and policy: and ¢) the
Information Managcement Officer responsible for developing control standards for information systems and
managing a system of intcrnal cvaluation of automation projects. Monitoring is conducted by programme
managers subject to guidance from the Office. ICAO docs not have units for conducting inspcctions or
investigations. The Officc submits an annual performance asscssment report to the Sceretary-General for
transmittal to the ICAO Council. The Chicf of the Office provides copics of individual audit reports to the
cxternal auditor. currently the Office of the Auditor General of Canada.

WHO. The Office of Intcrnal Audit and Oversight is responsible for andit, inspection and investigation, The
Office is headed by a D-1 who reports to the Dircctor-General, The Unit of Development of Programme
Evaluation is responsiblc for developing guidance and policy for harmonizing cvaluation and monitoring cfforts
throughout the organisation, both of which arc conducted by the various programme divisions. The head of the
Unit is a P-6, who reports to the Director of the Division of Development of Policy, Programme and Evaluation.
There 18 no formal mechanism for coordinating all five ¢lements of oversight at the WHQ, The Chief Internal
Auditor (1) submits an annual summary activity rcport to the appropnate legislative organs, through the
Dircctor-General: (2) can request to send them any individual audit report, through the Director-General: and
(3) provides copics of individual audit reports to the external auditor, currently the Office of the Auditor
General of South Afnica. The Unit of Development of Programme Evaluation also submits an annual summary
activity report to the legislative organ.

UPU. A part-time internal auditor, who reports directly to the Director-General, 1s responsible for audits and,
to a very limited degree, investigations. The Finance Unit is responsible for evaluations. UPU does not have
a unit to conduct inspections. The Union has no monitoring system and relies upon a quarterly internal report
for budget and programmes, as well as a “total quality management” programme, to conduct evaluations. There
is no reporting of intemnal oversight activities to the legislative organ; the intemal auditor provides copies of
his reports to the external auditor, currently the Swiss Federal Audit Office.

[TU. The internal auditor (P-4). who reports dircctly to the Sccretarv-General, is responsible for audits,
inspcctions and investigations. No unit has responsibility for ¢stablishing policy and proccdures regarding
cvaluations and monitoring, which arc conducted by gencral and project managers. The intcrnal auditor docs
not provide an annual activity report to the legislative organ. but docs communicate the results of his/her work
to the external auditor, currently the Swiss Federal Audit Office.

WMO, The Internal Audit and Investigation Scrvice was cstablished recently (1997) and is responsible for
conducting audits, inspections, and investigations. The Chief, a P-5, reports dircetly to the Scerctarv-Gengral.
Monitoring is the responsibility of individual programme managers. WMO docs not have an ¢valuation unit,
The Chicf of the Internal Audit and Investigation Service is to submit an annual activity report to the legislative
organ, through the Scerctarv-General who may attach his/her comments. Copics of internal audit reports arc
given to the external auditor, currently the Cour des Comptes de France,

IMO. The internal auditor (P-4), within the Office of the Secretary-General, is responsible for conducting
audits; the Evalvation Unit, also within the Office of the Secretarv-General, headed by a P-4, conducts
evalvations. Coordination between the two is done within the Office of the Secretary-General. IMO has no
units for conducting investigations, inspections and monitoring: however, as the need arises, the Secretary-
General establishes an enquiry committee, on an ad hoc basis, to investigate and report to him. Programme
managers, who report to the respective directors in charge of major programmes, are directly responsible for
monitoring. The directors submit quarterly reports to the Secretary-General. Neither the internal auditor nor
evaluation unit provides reports to the legislative organ. Copies of internal audit reports are made available to
the extemal auditor, currently the Comptroller and Auditor General of the United Kingdom.
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WIPO. In 1993, the Office of Internal Oversight and Productivity was cstablished and has responsibility for
conducting all five clements of oversight. The Office 1s headed by the Controller, a D-1, who reports to the
Dircctor-General and is also dircetly responsible to the Chairman of the WIPO Gencral Asscmbly. The Office
congists of: thc Controller and Deputy Controller; the Internal Auditor, who performs audit, inspections and
investigations; the Budget Scction, which prepares the programme and budget documents and monitors
implementation; and the Evaluation and Productivity Unit, which reviews the performance and cfficicncy of
operations in all arcas of the organization. Thc head of cach unit reports dircetly to the Controller. The Budget
Scction and the Evaluation and Productivity Unit plan to preparc annual summary reports, for submission to
the legislative organ. Currently. the Swiss Federal Audit Office is the external auditor.

UNIDO. The Office of Intemnal Ovcersight, headed by a D-1, conducts audits, investigations and inspections,
and rcports directly to the Dircctor-General. (Audit and inspection are not clearly distinguished in UNIDO.)
The Evaluation group, headed by a D-1, is responsible for cvaluation, which is stratcgically guided by the
Officc of Internal Oversight. The Programme Monitoring unit, headed by a P-3, is responsible for monitoring
activitics. and reports to the Dircctor of the Exceutive Office, who reports to the Dircetor-General. The Office
of Internal Oversight and the Exccutive Office work closcly together on common issucs. There arc no formal
means for coordination; coordination between the units responsible for conducting oversight is handled on an
informal basis, as nceded. The Office of Intemal Oversight provides a summary of its audit, inspection and
mvestigation activitics to the legislative organ and copics of individual audit reports to the cxtemal auditor,
currently the Federal Court of Audit of Germany. The Evaluation group provides a summary of its activitics
to the legislative organ, as well as reports on individual findings of programme cvaluations initiatcd by the
legislative organ. The Programme Monitoring unit provides to the legislative organ an individual annual
summary report. These summarics arc included as part of the Dircctor-General s annual report.

IAEA. The Office of Internal Audit and Evaluation Support, headed by a D-1. is responsible for audits.
inspections, and investigations, and reports directly to the Director-General. A unit within the Office. headed
bv a P-5, is responsible for co-ordinating all activities related to IAEA’s Programme Performance and
Assessment System, which i1s an integral part of the management system designed to monitor programme
performance and impact through regular programme reviews and evaluations. Evaluation is conducted by
several units. A specialized unit under the Division of Planning. Co-ordination and Evaluation, within the
Department of Technical Co-operation, headed by a P-3, undertakes evaluations of technical co-operation
projects. Another specialized unit. within the Department of Safeguards, headed by a P-3. under the Head of
the Department, evaluates the effectiveness of the safeguards inspections. The Office of the Director General
co-ordinates all oversight activities. The results of oversight activities are not reported to the legislative organs
in a consolidated report. Instead the results of'the technical co-operation evaluations are reported in summary
form to the legislative organs and the results of the safeguards inspection evaluations are incorporated in the
Annual Safeguards Implementation Report submitted to the legislative organs. The Office of Internal Audit
and Evaluation Support does not present an annual activity report to the legislative organ, and instead submits
reports to the Director General and copies of such reports are make available to the external auditor. currently
the Comptroller and Auditor General of the United Kingdom.

United Nations Operational Funds and Programmes

[nternational Trade Centre (ITC). OIOS has rcsponsibility for providing audit, investigation and inspcction
scrvices. The OIOS Audit and Management Consulting Division conducts audits; the OIOS Investigations
Section conducts investigations; and the O10S Central Monitoring and Inspection Unit conducts inspections,
The Corporate Strategy and Quality Assurance Unit, within the Office of the Exceutive Dircctor, is responsible
for both cvaluation and monitoring activitics. There is no formal mechanism for coordinating all five clements
of oversight at ITC. OIOS coordinates with the Division of Administration on audit matters, whilc the
Corporate Strategy and Quality Assurance Scction coordinates the ¢valuation and monitoring ¢lements,
Summarics of the audit, investigation and inspection activitics conducted by O1OS are included in its annual
report for the General Assembly, The results of evaluation activities arce included in the Exccutive Dircctor’s
annual rcport, and cvaluation reports also are sent to donors. OlOS also shares audit reports with the United
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United Nations Centre for Human Settlements (UNCHS/Habitat). Oversight is conducted by scveral
internal units and OlOS. Thc O10S Audit and Management Consulting Division provides audit services and
the O1OS Central Monitoring and Inspection Unit provides inspections. An internal UNCHS pancl, appointed
by and reporting to the Exccutive Dircctor. handles all investigations. A P-4 cvaluation officer, within the Office
of the Dircctor, is responsible for conducting evaluations and monitoring. The Office of the Exceutive Dircctor
superviscs all clements of intermal oversight. and cnsures functional coordination. Where appropriate, Q108
includes a summary of audit. evaluation, and inspection rcsults in its annual report to the General Asscmbly.
OlO0S also shares audit rcports with the United Nations Board of Auditors, the cxternal auditor.

United Nations International Drug Control Programme (UNDCP). Oversight is conducted by scveral
internal units and OIOS. The O10S Audit and Management Consulting Division provides audit services and
the OIOS Central Monitoring and Inspection Unit works with UNDCP's Programme Support Scrvice in
providing inspections, The Programme Support Scrvice, headed by a D-1. reports directly to the Exceutive
Dircctor and is also responsible for investigations, Monitoring activitics arc conducted by various units, with
the Planning and Evaluation Scction responsible for developing and ensuring adherence to the policics for
cvaluation and monitoring performance and the Operations Branch responsible for monitoring. analysing and
reporting on programme  activitics. The Office of the Exccutive Dircetor coordinates the work of oversight.
OI0S includes coverage of UNDCP audit work in its annual report to the General Assembly: both the
Programme Support Service and Operations Branch provide reports to the Exccutive Dircctor, but no reports
arc sent to the General Asscmbly. O1OS shares its andit work with the United Nations Board of Auditors, the
cxternal auditor.

United Nations Development Programme (UNDP). The Office for Audit and Performance Review is
responsible for andit, inspection and investigation services. The Office is headed by a D-2, who reports directly
to the UNDP Administrator. The Evaluation Office, headed by a D-2 and located within the Office of the
Administrator, is responsible for conducting evaluations and monitoring. There are no formal means for
structuring internal coordination of internal oversight activities: the units rely on informal exchanges of
information. The Director of the Office for Audit and Performance Review submits an annual summary of
activities to the Executive Board, while the Office of Evaluation prepares reports for both the Administrator
and the Executive Board on evaluation and monitoring activities. (The Executive Board has requested a separate
evaluation report.) The Office of Audit and Performance Review shares its reports with the United Nations
Board of Auditors, the external auditor.

United Nations Environment Programme (UNEP). Ovcrsight is conductcd by OlOS and internal UNEP
units. The O1OS Audit and Management Consulting Division provides audit scrvices: the OIOS Investigations
Section provides investigation services: and O10S Central Monitoring and Inspection Unit providcs inspection
scrvices. UNEP s Project Design and Evaluation Unit 1s responsible for providing cvaluation services. The unit
is hecaded by a P-3 who reports to the Deputy Exccutive Director. Monitoring, within UNEP, is conducted by
various units and is structurcd along thematic lincs. Specifically, the Accountability, Monitoring and Reporting
Unit handlcs all programmatic monitoring; the Fund Programme Management Branch monitors all project
finances, implementation of individual projccts, and outputs: and the Programme Support Services monitors
rcgular budget expenditurcs and programme support costs. The Chicfs of the Accountability, Monitoring and
Reporting and the Fund Programme Management Branch report to the Exccutive Dircctor. There are no formal
mcans for coordinating intemnal oversight activitics: the units rely on informal exchanges of information. 0108
includes 1n its annual report a summary of UNEP activitics for which it is responsible. including audit.
investigation and inspection scrvices. The Project Design and Evaluation Unit prepares an annual cvaluation
report. which is submitted to the legislative organ. The Fund Management Branch provides reports to the
legislative organ on a monthly basis and the Programme Support Services reports to the legislative organ on a
monthly basis also. Ol10S sharcs UNEP audit reports with the United Nations Board of Auditors, the cxternal
auditor.
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United Nations Population Fund (UNFPA). Thc UNFPA Intcrnal Audit Scction of UNDP’s Officc of Audit
and Performance Review provides audit, inspection and investigation scrvices to UNFPA. The Section is headed
by a P-3. who reports to the Dircctor of the UNDP Office of Audit and Performance oring is conducted by
various units and supervised by thc geographical divisions at headquarters and in the country officcs.
Coordination of intecrnal oversight activitics 1s donc by the Exccutive Committec. which is constituted of all
scnior managcment, including ovcersight units. The UNDP Office of Audit and Performance Roview submits
an annual report covering UNFPA audit, investigation and inspection activitics to the Exccutive Board. The
Office of Oversight and Evaluation submits a biennial cvaluation report to the Exccutive Board, and mid-tcrm
country programmc rcviews are submitted to the legislative organ by the geographical divisions. UNFPA audit
reports arc sharcd with the United Nations Board of Auditors, the external auditor.

Office of the United Nations High Commissioner for Refugees (UNHCR). The UNHCR Scction of the
OI0S Division of Audit and Management Consulting provides audit scrvices, This Scction. headed by a D-1,
communicates audit results to the High Commissioner. but reports to the head of OI0S. UNHCR's Inspection
and Evaluation Scrvice. headed by a D-2 and located within the Exccutive Office of the High Commissioncr,
conducts investigations, cvaluations and inspections. Monitoring is conducted by various units throughout the
organization with responsibility assigned at the ficld level: therefore ficld staff play a major rolc in monitoring
programme implementation and report to the headquarters divisions. UNHCR relics on an Oversight Committec,
chaircd by the Deputy High Commissioner, to coordinate intemal oversight activitics. All heads of internal
oversight units are members of the Commitice. A summary of audits is submitted to the legislative organ
through the annual report of OIOS, which is a public document. The results of investigations are not reportcd
to legislative organs. but only to the High Commissioner, The Inspection and Evaluation Scrvice submits an
annual activitics report to the legislative organ. All monitoring reports are submitted to Exceutive Committec.
In addition, the Inspection and Evaluations Scryvice provides quarterly inspection and evaluation reports to the
Standing Committce. The results of UNHCR audits arc shared with the United Nations Board of Auditors, the
cxternal auditor.

United Nations Children’s Fund (UNICEF). The Office of Intemal Audit, headed by a D-2 who reports
directly to the Executive Director, 1s responsible for audits, investigations. and inspections. The Division of
Evaluation, Policy and Planning. headed by a D-2 who reports directly to one Deputy Executive Director, 18
responsible for formulating evaluation policies, procedures and methodologies, and for conducting thematic
and strategic evaluations. Monitoring is conducted by programme officers and monitoring/evaluation officers
in country and regional offices, and headquarters divisions who report to the Deputy Regional Directors and
the Director of the Division of Evaluation. Policy and Planning. UNICEF relies on an Audit Committee,
chaired by the Executive Director, to coordinate the work of internal oversight activities, This Commitiee is
composed of the two Deputy Executive Directors and six division Directors, including the directors of oversight
units. The Office of Internal Audit provides reports to the Executive Board in special circumstances, through
the Executive Director, and will be issuing a summary of internal audit activities beginning in 1998, The
Director of the Division of Evaluation, Policy and Planning submits an annual statement to the Executive Board
and ad hoc reports. The Office of Internal Audit shares its reports with the United Nations Board of Auditors,
the external auditor.

United Nations Institute for Training and Research (UNITAR). The OlIOS Audit and Management
Consulting Division provides audit scrviccs; the O1OS Investigations Section provides investigation services;
and the O10S Central Monitoring and Inspcction Unit provides inspection services. UNITAR has no specific
units for coordinating monitoring or conducting cvaluations. A summary of UNITAR s audit. investigation and
inspcction activitics arc included in the annual report of O1OS submitted to the General Asscmbly. O10S sharcs
the results of UNITAR audit work with the Unitcd Nations Board of Auditors, the external auditor.
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United Nations Office for Project Services (UNOPS). The UNDP Officc of Audit and Performance Review
conducts audits, investigations and inspcctions. Evaluation is decentralized to the level of the
project/programme funding organization and monitoring is done by the Division of Planning. Policy, and
Information and by the Division of Finance. The heads of both divisions report dircetly to the Execcutive
Dircctor. There arc no formal means for coordinating internal oversight activitics: units rely on informal
cxchanges of information. The Office of Audit and Performance Review submits an annual report of UNOPS
audit. investigation and inspection activitics to the Exccutive Board. There is no external reporting of
monitoring and cvaluation activitics. UNOPS intcmal audit reports arc shared with the United Nations Board
of Auditors, the extcrnal auditor.

United Nations Relief and Works Agency for Palestine Refugees in the Near East (UNRWA). The Intcral
Audit Office, headed by a P-5 who reports to the Commissioner-General of UNRWA| provides audit,
investigation, and inspection scrvices. A Board of Inquiry, an ad ho¢ working group. or a joint disciplinary
committce, also can be established. when appropriate, to deal with investigations. Monitoring and cvaluation
arc conducted by programme managers: no central unit coordinates or cstablishes monitoring policy and
guidance, There are no formal means for coordinating internal oversight activitics; units rely on informal
exchanges of information. There is no reporting to legislative organs on internal oversight activitics.

United Nations University (UNU). The OIOS Audit and Management Consulting Division provides audit
services; the OIOS Investigations Section provides investigation services: and the OIOS Central Monitoring
and Inspection Unit provides inspection services. Evaluations are conducted by external experts; there is no
unit for coordinating or establishing monitoring policy and guidance. There are no formal means for
coordination between OIOS and external experts conducting evaluations. OI0S includes a summary of audit,
investigation and inspection results in its annual report to the legislative organs and external experts submit their
evaluation reports to the UNU Rector, who presents them to the UNU Governing Council. OIOS also shares
audlit reports with the United Nations Board of Auditors, the external auditor.

World Food Programme (WFP). Thc Office of Internal Audit, hcaded by a D-1 within the Exccutive Office
ot the Exccutive Dircctor, conducts audits. The Office of Evaluations. headed by a D-1, within the Exccutive
Office of the Exccutive Dircctor, conducts evaluations. The Office of Inspections and Investigations, headed
by a D-1 within the Exccutive Office of the Exccutive Director, conducts inspections and investigations. The
rcgional burcaux conduct and coordinate monitoring activitics. Functional coordination of the oversight units
is achieved in that all oversight units arc located within the Exccutive Office of the Exccutive Director and
dircctly supcrvised by the Deputy Exccutive Director. The Office of Evaluations submits individual rcports
to the Exccutive Board, and the Office of Inspcction and Investigation submits an annual summary of its
activitics to the Exccutive Board. There is no reporting to legislative organs by the Office of Internal Audit.
Intcrnal audit reports are shared with the Cour de Comptes of France, the cxtemal auditor. (WFP is a
programme cstablished jointly by the Unitcd Nations and FAQ and thercfore is distinguished from other
opcrational funds and programmes.)



