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 Executive summary 
 
The Office of Internal Audit and Investigations (OIAI) has conducted an audit of the Turkey Country 
Office. The objective of the audit was to assess the office’s governance, risk management and 
internal control processes over significant risk areas. The audit team conducted the work remotely 
from 20 May to 30 June 2021. The audit covered the period 1 January 2020 to June 2021. 
  
The audit focused on key risks including enterprise risk management (ERM), and the framework of 
country programme and whether it was designed to reach vulnerable children in conflict-affected 
areas. It also looked at partnership management – and at management of the vaccine supply chain 
and related systems strengthening. 
 
Summary of results and actions agreed 
The audit team noted several positive aspects related to internal control processes during the 
audit. Partners recognized the capacity of the office to rally various stakeholders around sensitive 
child rights issues, such as the child rights code. One donor assessed the communication work of 
the office as outstanding, fully meeting its visibility needs and opening the path for further 
collaboration.  
 
The office responded to the needs of refugees and asylum seekers by delivering humanitarian 
assistance, scaling-up of services and strengthening of national systems. The support included 
conditional cash transfers and mitigating the secondary effects of COVID-19 pandemic on refugee 
children. The audit also found that the office had demonstrated flexibility, relevance, effectiveness 
and speed in supporting the Government response to the COVID-19 pandemic and in supporting 
its staff through the crisis. The Government effectively managed a national immunization 
programme, including the vaccine supply chain, with minimal intervention by the UNICEF office.  
The latter had implemented corporate COVID-19 guidelines, including teleworking, and adjusted 
some programme strategies (for example, it supported remote learning in education). 
 
The office had developed comprehensive programme strategies and had engaged in strategic 
partnerships to deliver programme results. Moreover, it had a strong result-based management 
approach which was evidenced by sound result structures, investment in evidence generation, 
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systematic monitoring of programme implementation and quality reporting of result achievement. 
 
The audit did note some areas where risks could be better managed. They include risk assessment 
and mitigation, where the audit found insufficient assessment of programmatic risks that might 
affect office’s timely response to emergencies and implementation of regular programming and 
achievement of results. The audit recommended that the office conduct an in-depth assessment 
of programmatic risks and link them to achievement of UNICEF’s objectives. The office should also 
ensure it has adequate systems and processes for prevention of sexual exploitation and abuse 
(SEA), including an enabling environment and culture for prevention and response. The audit 
recommended accelerated implementation of the PSEA action plans, with a particular focus on the 
dissemination of information on SEA reporting mechanisms at community level. 
 
Due to data gaps, there was also a risk that knowledge of the situation of children and women 
might not be sufficient to ensure programme design that met children’s critical needs. This could 
also weaken articulation of programme priorities and could impair UNICEF’s credibility. Finally, 
unclarified accountabilities and responsibilities between the field office and the country office in 
Ankara could limit effectiveness. 
 
Conclusion 
OIAI concluded that the governance, risk management and internal control processes for 
mitigating the significant risks in the areas audited were generally established and functioning 
during the period under audit. The Turkey Country Office, the Europe and Central Asia Regional 
Office, and OIAI will work together to monitor implementation of the measures that have been 
agreed. 
 

Objective and scope  
 
The objective of the audit was to provide independent and objective assurance regarding the 
adequacy and effectiveness of the governance, risk management and control processes to manage 
the key risks identified. The audit covered the period 1 January 2020 to June 2021. It was conducted 
remotely, from 20 May 30 June 2021, and in accordance with the International Standards for the 
Professional Practice of Internal Audit.   
 

Background and context 
 
Turkey is an upper middle-income country that has made great strides in social and economic 
development. It hosts the world’s largest registered refugee population – around 4 million people, 
including about 3.6 million Syrians, and about 400,000 people from other countries. The Turkish 
Government is committed to responding to the needs of refugees and has invested significant 
national resources to do so. However, their unprecedented numbers require supplementary 
international support. Reflecting this, the refugee response is mainstreamed into the UNICEF 
country programme result structure for Turkey.  
 
The Government of Turkey has continued to lead the overall response to the Syrian refugee crisis, 
supported by the United Nations through the framework of the Regional Refugee and Resilience 
Plan (3RP) for Syrian refugees in Turkey. The UNICEF programme strategy in Turkey is to maintain 
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a multisectoral approach that focuses on supporting the Government in closing the remaining 
equity gaps, particularly for those from socio-economically less developed areas and vulnerable 
groups, including refugee children. The programme priorities are also aligned with the 2030 
Agenda for Sustainable Development and the UNICEF Strategic Plan 2018–2021.  
 
The total budget for the 2021-2025 country programme is US$ 114.3 million, of which US$ 4.3 
million are core resources for results (unrestricted funding to be used flexibly for children 
whenever the need is great) and US$ 110 million from other resources. In addition, the office 
expects to raise up to US$ 300 million in other resources emergency under the Regional Refugee 
and Resilience Plan in Response to the Syria Crisis. 
 
The Turkey Country Office has its main office in Ankara and a presence  in Gaziantep. As of July 
2021, the office had a workforce consisting of 132 posts (27 international professionals, 64 national 
officers and 41 general service posts).  
 

Audit observations 
1. Risk assessment and management 
The country’s 2020 annual risk assessment identified and reviewed 36 risks in the operation area 
but did not review programmatic risks. Insufficient assessment of programmatic risk may expose 
the office to risks that ultimately could prevent timely and appropriate response to emergencies 
and implementation of regular programming and achievement of expected results. The office was 
aware of the gaps in its risk assessment and in its June 2021 country management team meeting 
agreed to identify and assess key programmatic risks.   
 
The audit team also found that in some cases, there was a need to strengthen the linkage between 
the assessment of risk and the country programme objectives as the linkage was currently not 
clearly defined. For example, the risk “Limited capacity and awareness among staff on 
organizational culture priorities, including PSEA” had a description limited only to “Sexual 
Exploitation and Abuse – Adults” leaving out its linkage to country programme objective. Linking 
risks to objectives is important as an identification and assessment of risk done in isolation from a 
reflection of objectives undermines the ability to assess cost and benefits of mitigatory measures.  
 
Agreed action 1 (medium priority): The office agrees to, as part of the 2022 annual risk 
assessment, conduct an in-depth assessment of programmatic risks; and link the assessment of 
risk to achievement of UNICEF’s objectives. 
 
Responsible staff members: Representative, Deputy Representative Programme, Deputy 
Representative Operations, and Emergency Specialist 
Date by which action will be taken: November 2021 
 
 
2. Prevention of sexual exploitation and abuse (SEA) 
UNICEF is committed to preventing sexual exploitation and abuse (PSEA) against the individuals 
and communities it serves – as well as its own staff. There is a high risk of SEA in humanitarian 
situations, and this has been heightened by the COVID pandemic, which has limited access to 
children at risk from SEA. PSEA had been identified as a priority in the Turkey Chapter of the 
Regional Refugee and Resilience Plan (3RP) and action had been taken to strengthen the capacity 
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of partners. However, the audit team noted some weaknesses in community awareness of SEA and 
PSEA mechanisms, particularly amongst Syrian refugees. This could cause a risk that incidents of 
SEA might go undetected.  
 
At the time of the audit, there had been no community engagement, and only limited 
communication on PSEA. Materials for SEA had been developed and were shared with partners in 
the second quarter of 2021. However, printing of the materials was still underway. The audit team 
found that there was a need to move beyond production and distribution of information materials 
and advance community engagement if the office was to build trust in reporting mechanisms. This 
reflect sensitivities around SEA. A particular focus should be on dissemination of information on 
SEA reporting mechanisms at the community level – and on monitoring the understanding of, and 
engagement with, these tools by the beneficiary population.   
 
Agreed action 2 (medium priority): The office agrees to accelerate the implementation of the 
PSEA action plans, with a particular focus on the dissemination of information on SEA 
reporting mechanisms at community level. 
 
Responsible staff members: Representative, Deputy Representative Programme, PSEA Focal point, 
and Chief PM&E 
Date by which action will be taken: March 2022  
 
 
3. Data on children and women 
The office had made good efforts to strengthen existing partnerships and establish new ones for 
evidence generation and access to data. However, the audit noted that there were data gaps for 
three of the 17 indicators in the Sustainable Development Goals (SDGs) for which UNICEF is a 
custodian or is a co-custodian. These were in the areas of: child discipline; sexual violence against 
children; and sexual violence against women and girls. by person other than intimate partner.  
 
The data gaps risked that UNICEF and its partners might not design and implement appropriate or 
effective interventions in those areas, due to lack of data on who were being excluded or 
discriminated against, how and why.   
 
The gaps for two indicators (child discipline and sexual violence against children) were caused by 
household survey questionnaires not including questions on this. For a third indicator (sexual 
violence against women and girls, by person other than intimate partner), the office had not 
obtained the relevant data regularly – for example, the data for this indicator was last obtained by 
a study conducted in 2014. The next round of the study was reportedly planned for 2023. 
 
Agreed action 3 (medium priority:) The office agrees to, in collaboration with other UN agencies 
and Government partners where feasible, take action towards closing the data gaps for the three 
out of 17 indicators for which UNICEF is the custodian or co-custodian under the Sustainable 
Development Goals. 
 
Responsible staff members: Representative and Chief PM&E 
Date by which action will be taken: December 2021 
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4. Office structure 
The office has had a presence in Gaziantep since 2013. This involves re-assignment of 
responsibilities, shifting of decision making, allocation of financial resources and local planning. 
However, the roles and responsibilities of the presence  in Gaziantep vis-à-vis programme sections 
in Ankara, need to be clearly defined and set out; if it is not, this may lead to inefficiencies. For 
example, staff in Ankara and Gaziantep may simultaneously engage in separate but identical 
deliberations on sub-national programming, or decisions may not be taken because it is thought 
this is the prerogative of the other office. 
 
As part of the 2021-2025 country programme development process, devolution of additional 
responsibilities was agreed upon. Consequently, starting in 2021 funds were allocated to staff 
based in Gaziantep. The audit found that in view of the devolution of additional responsibilities, 
and given that the office was in the early stages of a new country programme, there was a need to 
clarify accountabilities. 
 
For example, the country programme management plan (CPMP) and other planning documents 
did not give details on the operationalization of the devolution. In the CPMP it was simply noted 
that the focus on sub-national approaches will be “implemented in the upcoming programme cycle 
through an increased devolution of responsibility to staff based in  Gaziantep for sub-national and 
community-based programs as well as situation monitoring in Southeast Turkey.” It is also specified 
that business processes will be adjusted to allow budget ownership and HACT-related transactions 
from Gaziantep.  
 
Agreed action 4 (medium priority): The office agrees to clearly outline the roles and 
responsibilities of its presence in Gaziantep vis à-vis the programme sections in the country office. 
 
Responsible staff members: Representative, Deputy Representative Programmes and Chief of Field 
Office 
Date by which action will be taken: December 2021 
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Annex: Methodology and definition  
of priorities and conclusions 

 
The audit team used a combination of methods, including interviews, document reviews and 
testing samples of transactions. The audit compared actual controls, governance and risk 
management practices found in the office against UNICEF policies, procedures and contractual 
arrangements.  
 
OIAI is firmly committed to working with auditees and helping them to strengthen their internal 
controls, governance and risk management practices in the way that is most practical for them. 
With support from the relevant regional office, the regional office reviews and comments upon a 
draft report before the departure of the audit team. The Representative and their staff then work 
with the audit team on agreed action plans to address the observations. These plans are presented 
in the report together with the observations they address. OIAI follows up on these actions and 
reports quarterly to management on the extent to which they have been implemented. When 
appropriate, OIAI may agree an action with, or address a recommendation to, an office other than 
the auditee’s (for example, a regional office or Headquarters division). 
 
The audit looks for areas where internal controls can be strengthened to reduce exposure to fraud 
or irregularities. It is not looking for fraud itself. This is consistent with normal practices. However, 
UNICEF auditors will consider any suspected fraud or mismanagement reported before or during 
an audit and will ensure that the relevant bodies are informed. This may include asking the 
investigations section to take action if appropriate. 
 
The audit was conducted in accordance with the International Standards for the Professional 
Practice of Internal Auditing of the Institute of Internal Auditors. OIAI also followed the reporting 
standards of International Organization of Supreme Audit Institutions. 
 

Priorities attached to agreed actions 
 
High: Action is considered imperative to ensure that the audited entity is not exposed to 

high risks. Failure to take action could result in major consequences and issues. 
 
Medium: Action is considered necessary to avoid exposure to significant risks. Failure to take 

action could result in significant consequences. 
 
Low: Action is considered desirable and should result in enhanced control or better 

value for money. Low-priority actions, if any, are agreed with the regional-office 
management but are not included in the final report. 

 

Conclusions 
 
The overall conclusion presented in the summary falls into one of four categories: 
 
[Unqualified (satisfactory) conclusion] 
Based on the audit work performed, OIAI concluded at the end of the audit that the governance, 
risk management and internal control processes to mitigate the significant risks in the areas 
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audited were generally established and functioning during the period under audit. 
 
[Qualified conclusion, moderate] 
Based on the audit work performed, OIAI concluded at the end of the audit that, subject to 
implementation of the agreed actions described, the governance, risk management and internal 
control processes to mitigate the significant risks in the areas audited were generally established 
and functioning during the period under audit. 
 
[Qualified conclusion, strong] 
Based on the audit work performed, OIAI concluded that the governance, risk management and 
internal control processes to mitigate the significant risks in the areas audited needed 
improvement to be adequately established and functioning.   
 
[Adverse conclusion] 
Based on the audit work performed, OIAI concluded that the controls and processes over 
governance, risk management and internal control processes to mitigate the significant risks in the 
areas audited needed significant improvement to be adequately established and functioning.   
 
 


