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Summary 
 
The Office of Internal Audit and Investigations (OIAI) has conducted an audit of the Chad Country 
Office. The audit took place during June and July 2021 and covered the period from January 2020 
to 30 June 2021. It was done remotely, due to the COVID-19 pandemic-related global travel 
restrictions. The audit focused on the management of key areas that had been identified as 
potential risks in a prior risk assessment. Where appropriate, this report identifies the impact of 
COVID-19 on specific observations made during the audit. 
 
The audit identified a number of governance, risk management and internal control processes 
that were working well in the areas covered by the audit. The office’s 2019 programme review 
submission was based on a strategy note that provided good rationale for planned changes in 
strategies and geographical areas of focus. The regional office, during the programme budget 
review, identified the office’s strategy note as a model to be used by other offices in the region. 
In general, the office had a robust work planning process; the workplans included annual 
milestones with clear indication of the geographic location of activities and expected results at 
provincial levels. Checklists were used to ensure quality and the inclusion of thematic issues.  
 
In January-February 2021 the office had conducted a thorough external review of the country 
programme and how the COVID 19 pandemic and the response to this crisis affected its 
implementation. This review allowed the office to identify actions to improve its staffing structure 
and programme strategies. Beyond the service delivery function, the office provided structural 
support to the Government, by assisting in development of national policies and strategies and 
the introduction of innovations and cost-effective solutions. Also, the audit interviewed a key 
donor that said the office effectively understood their needs and was good at communicating the 
peculiarities and specifics of the local context.  
 
However, the audit also identified a number of actions the office could take to better manage the 
risks assessed by the audit. Three are rated as high priority – that is, failure to take action would 
result in major consequences and issues. (The other actions identified in this report are rated as 
medium priority, meaning that they were considered necessary to avoid exposure to significant 
risks.) The high-priority actions agreed by the Chad Country Office are as follows. 
 

 Strengthen the process for cash disbursement to partners by addressing the bottlenecks 
to late processing of fund requests; ensuring salaries paid to teachers are accurate and 
properly supported with evidence of proper recruitment and attendance; and ensuring 
that cash transfers are liquidated within established timelines. (See Cash transfers to 
implementing partners, page 7.) 

 Determine the actual amount of ineligible expenses and establish a plan of action, with 
assigned responsibilities and timelines, to proactively recover them from the relevant 
partners. (See Ineligible expenses, page 8.) 

 Promptly fill approved security positions; ensure that staff are authorized to travel to high 
security-risk areas only if it is allowed; and consolidate recommendations arising from 
security reviews and monitor their implementation. (See Staff safety and security, p10.) 
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Conclusion 
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 over significant risk areas were generally established and functioning during the 
period under audit. The Chad Country Office, the West and Central Africa Regional Office and OIAI 
will work together to monitor implementation of the measures that have been agreed. 
 

Audit 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 was conducted remotely from 21 June to 16 July 2021 
and covered the period from January 2020 to 30 June 2021. The audit focused on several key risk 
areas, including the following: 
 

 The existence of a participatory process for identification of risks, the monitoring of 
implementation of measures to mitigate them, and updating of risks when necessary. 

 Management of work planning, advocacy and monitoring, and evaluation that informs 
programme decision making and ensures proper involvement of all stakeholders. 

 Management of the supply chain and logistics.  
 The partnership engagement process, which should ensure efficient and effective 

leverage of partnership opportunities. 
 The possible absence of an adequate process to review affordability of staffing, and 

rationalize the support needed from consultants and individual contractors. 
 Allocation of sufficient resources for safety and security of staff and premises. 

 

Background and context 
 
Chad faces security challenges from conflicts in bordering countries. With more than 450,000 
refugees from Sudan, the Central African Republic and Nigeria, Chad continues to deal with the 
consequences of tension in neighbouring countries and hosts a high number of refugees, who 
represent approximately 4 percent of the country’s total population. The country is also feeling 
the impact of climate change, which is exacerbating desertification and the drying up of Lake 
Chad. 
 
The country is ranked last on the World Bank’s Human Capital Index. This means that a child born 
in Chad today will be 71 percent less productive in adulthood than a child who received a quality 
education and benefited from appropriate health services. Moreover, 20 percent of Chadian 
children will not make it to their fifth birthday, and 40 percent of children suffer from stunting, 
which can have long-term implications for their cognitive development. Between the ages of 4 
and 18, on average, children in Chad spend no more than five years in school.  
 
Chad also has one of the highest maternal mortality rates in central Africa, with 856 deaths for 
every 100,000 live births. This is aggravated by the high number of early pregnancies (164.5 births 
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per 1,000 adolescents aged 15 to 19), which often have health consequences.1 
 
The joint United Nations-World Bank-Government of Chad assessment of the impact of COVID-
192 predicts negative economic growth, rising inflation, and a growing budget deficit, with severe 
consequences for incomes and living standards. The estimated 6.9 million people already living 
below the poverty line in 2020, including 2.5 million in extreme poverty,3 could see their situation 
deteriorate further. By the end of 2020, an estimated 6.4 million Chadians required humanitarian 
assistance4 (5.3 million in 2019). 
 
The UNICEF country programme: The 2017-2021 country programme had been extended for one 
year to align with a one-year extension of the 2017-2021 United Nations Development Assistance 
Framework (UNDAF). The UNDAF extension was needed to focus on the effects of the COVID-19 
crisis. The UNICEF 2017-2021 country programme consisted of four main programme 
components: child survival and development; inclusive quality education; child protection; and 
social inclusion. There is also an element for cross-cutting issues such as coordination, planning 
and monitoring.  
 
The total budget of the 2017-2021 country programme is US$ 303.4 million, of which US$ 73.4 
million had no conditions on the use of funds and US$ 230 million was to be raised from donors 
for specific purposes. In 2020, the office had mobilized US$ 31.8 million for humanitarian action 
and US$ 10.5 million for the COVID-19 response.  
 
From 1 January 2020 to 30 August 2021, the office’s total expenditure was US$ 140 million. A 
breakdown of expenditures by programme component is shown in figure 1 below. 
 

 
 

 
1 https://www.worldbank.org/en/country/chad/overview. 
2 UN/Government of Chad, Joint assessment of COVID-19 socio-economic impact. 
33 Government of Chad, ECOSIT4 survey. 
4 OCHA, HRP June 2020. 
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The distribution of the total expenditure by cost category for the same period is shown in figure 
2 below. Of note are the substantial resources dedicated to supplies (33 percent), activities carried 
out by implementing partners (22 percent) and staff costs (20 percent). 
 

 
 
Inevitably, COVID-19 had affected programmatic activities and operations. It had also limited 
HACT assurance activities regarding the use of funds by partners, as restrictions on movement 
during the two major waves of COVID-19 constrained the conduct of programmatic visits and 
spot-checks as well as partner capacity to deliver programme results on time. There was scarcity 
or lack of products on the local market due to the closure of borders. Offshore-procured supplies 
were delayed due to slower production and very high demand at the global level. Support through 
the regional buffer stock was limited as it only provided limited quantities of Ready-To-Use 
Therapeutic Food (RUTF) and some other items, which were not sufficient to respond to the needs 
in the region. 
 
Based on the UNICEF global and regional office guidance in response to the COVID-19 pandemic, 
the office had revised the 2020-2021 workplans jointly with partners, reprogramming activities 
and associated budgets. The office had also revised its human resources requirements in response 
to the COVID-19 pandemic and had fast-tracked recruitments for temporary assistance and 
consultancies. The COVID-19 response and the urgent requirements for infection prevention and 
control had provided the office with the opportunity, and financial resources, to work with the 
Government on rapid scale-up of Water, Sanitation and Hygiene (WASH) coverage in health 
facilities, schools and communities.  
 
The main office is in N’Djamena, with four zone offices (Bol, Moundou, Mongo and Abeche). The 
office has a total workforce of 197 posts (50 international professionals, 62 national officers and 
85 general service posts), of which 61 posts, or 31 percent, were in the zone offices.  
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Audit observations 
 
Cash transfers to implementing partners 
The office paid US$ 23.8 million to implementing partners from January 2020 to 30 June 2021 for 
the implementation of joint activities. The audit looked at the disbursement process and at 
whether adequate assurance was obtained on the use of the funds.  
 
Cash disbursement: Delays in processing disbursement requests (also referred to as FACE forms5) 
contributed to delays in the delivery of humanitarian assistance.  The audit team found that there 
had been delays in processing 61 percent of cash disbursements in 2020 and 49 percent in 2021     
(as of June). The audit found that 219 out of the total 359 FACE forms processed in 2020 took 
longer than the global UNICEF benchmark of 14 days from the receipt of the form. Twenty of these 
forms took longer than 60 days to process. In one case related to the COVID-19 emergency 
response, the office took 127 days from the date it received the disbursement request to the date 
it disbursed the funds to the partner.  
 
The delays to disbursements were mainly due to errors and discrepancies in the documentation 
submitted by the partners. This required further consultation with the partner and subsequent 
corrections to the documentation. Though delays in disbursement had been reported to and 
discussed in seven CMT meetings held between April and December 2020, the office had not yet 
addressed the root causes of the bottlenecks. 
 
Cash transfers to pay salaries of teachers: In 2020, the office paid the salaries of 1,088 teachers, 
amounting to US$ 1.7 million; in 2021 (as of June), it had paid the salaries of 2,264 teachers for 
an amount of US$ 2 million. The teachers had been recruited by the Government without the 
involvement or oversight of the office. The office did not provide any evidence of oversight to 
confirm whether the recruitment of teachers had been properly done – or of its verification of the 
teachers’ attendance. There was thus a high risk that unqualified individuals were recruited as 
teachers – and that teachers might be paid even though they did not report to work.  
 
Further, the audit noted that the teachers were paid through telephone transfers; however, the 
office did not provide evidence of verification, nor did it have a systematic process for confirming 
whether only bona fide teachers were paid and that they received the correct amounts in salaries.  
There was a high risk that the targeted, most vulnerable children were not benefiting from 
UNICEF-funded learning activities. There was also a high risk of fraud and reputational damage.  
 
Cash liquidation: Implementing partners are required to certify that funds disbursed to them have 
been properly used by submitting FACE forms that are duly signed by their authorized 
representative. The transfers can then be liquidated. As of June 2021, 41 percent (US$ 3.68 

 
5 The Funding Authorization Certificate of Expenditure (FACE) form is used by the partner to request and 
liquidate cash transfers. It is also used by UNICEF to process the requests for and liquidation of cash 
transfers. The FACE forms should reflect the workplans, which set out the activities for which funds are 
being requested, or on which they have been spent. 



Internal Audit of the Chad Country Office (2021/14)                                                                   8 
______________________________________________________________________________ 

 
 

million) of outstanding direct cash transfers (DCTs)6 had been pending liquidation for over six 
months. (The global UNICEF timeframe for liquidating DCTs is six months from the DCT issue date.)  
 
Delays in provision of the documentation required could mean that the activities had not been 
completed as planned due to COVID-related movement restrictions, limited road infrastructure 
and frequent rotation of government personnel – all of which was compounded by the political 
events in 2021 after the passing of the previous President. These factors were obviously beyond 
the office’s control. However, the delays in providing documentation could also mean the 
partners were finding difficulties generating the required documentation due to poor accounting 
and recordkeeping practices. This was an area where the office could assist with capacity-building. 
 
The office monitored outstanding cash transfers balance by sending weekly reminders to 
programme sections and presenting the aging status of outstanding DCTs to the CMT. The January 
2021 CMT set several actions to address the outstanding cash transfers balance, including the 
need to analyze the capacity of implementing partners to use disbursed funds and report on their 
performance before making additional quarterly disbursements. However, as of 24 July 2021, 
there were still US$ 1.1 million of over six months outstanding DCTs. 
 
Agreed action 1 (high priority): The office agrees to: 
 

i. Identify and address the root causes of delays in processing of fund requests from 
implementing partners. 

ii. Establish a process for ensuring salaries paid to teachers are accurate and properly 
supported with sufficient evidence, such as attendance records to show the teachers had 
reported to work during the periods covered by the payments.  

iii. Commission a special audit of payroll funded by UNICEF through cash transfers, to confirm 
the skills and competencies of teachers and establish that there are valid employment 
contracts for them. 

iv. Take appropriate action to ensure implementing partners provide the required 
documentation of the actual use of cash transfers in a timely manner and without errors.  
The office should support partners in improving their accounting and record keeping 
practices, so that it can obtain proper evidence on time in order to liquidate the DCTs 
within the established global timeframe. 

 
Responsible staff members: Programme Specialist HACT for i and iv, and Chief Education for ii 
and iii 
Date by which action will be taken: 31 December 2021 for i and 31 March 2022 for ii, iii and iv 
 
 
Ineligible expenses  
Offices are expected to recover any ineligible expenses from the partner. Expenses are considered 
ineligible when supporting documentation is insufficient to demonstrate they had been incurred 
by the partner while implementing UNICEF activities. At the time of the audit, the recovery of 

 
6 DCTs are made to partners in advance of activities, and are the least burdensome method 
administratively. If an office considers a partner or activity high risk, however, it can instead pay the costs 
of the activity directly (direct payment) or pay the partner for them afterwards, using relevant receipts 
(reimbursement). 
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ineligible expenses totalling US$ 3.6 million from implementing partners had been long overdue.  
These expenses had been identified by external audits of partners conducted from 2017 to 2021 
by firms hired by the office.   
 
The office said that delayed recovery of the amounts was mainly because the relevant partners 
did not have the funds to return to UNICEF.  However, the OIAI audit noted the office had not 
taken effective action to confirm the expenses were indeed ineligible and, if so, undertake 
effective follow actions to recover the amounts. The audit teams examined six of 21 audit reports 
that identified ineligible expenses, and found that the office had continued advancing DCTs to one 
of the partners that was rated as high risk and in respect of which the audits had a total ineligible 
expense of US$ 1.86 million in 2018 and 2019. The office did not provide OIAI with any 
documentation of its rationale for its decision to continue making further DCTs to the partner. 
The office did not also provide the OIAI with any evidence to show that it had  undertaken reviews 
to confirm whether the activities corresponding to these ineligible expenses had indeed not been 
implemented and, if so, avoid making further advances to the partner.  (However, the office had 
stopped making further DCTs for new activities on the basis of ineligible expenses, totalling US$ 
749,000 identified by four of the other audit reports.)  
 
The OIAI audit noted that senior management oversight of recovery process could have been 
improved.  Frequent turnover of the Chiefs of sections had contributed to weak oversight of 
ineligible expenses. The office did have a process to identify, respond, monitor and record 
ineligible expenses in UNICEF’s management system, VISION. In 2019 it had also established a 
working group to address ineligible expenses. This group had held three meetings, most recently 
in May 2021. However, there were no minutes of these meetings.  Such minutes would represent 
the formal, accurate records of decisions made, action plans, and accountability for each action. 
Minutes would also help the office to evaluate the effectiveness of recovery actions and adjust 
them as needed. Further, the issue of ineligible expenditures was not reviewed during CMT 
meetings from January 2020 to the date of the audit.   
 
Agreed action 2 (high priority): The office agrees to: 
 

i. Strengthen senior management oversight of the identification and confirmation of 
ineligibility of expenses and the subsequent recovery process by requiring the working 
group to regularly report to the CMT the outcome of its actions. 

ii. Establish a plan of action with assigned responsibilities and timelines to recover ineligible 
expenses from implementing partners. 

iii. Avoid making further DCTs to  partners that are associated with significant amounts of 
ineligible expenses until such amounts are recovered or until it is confirmed following a 
credible process such as special audits that the expenses had indeed been incurred for 
UNICEF activities. 

iv. Intensify actions to obtain refund of ineligible expenses.  
 
Responsible staff members: Programme Specialist HACT/Working group 
Date by which action will be taken: 31 March 2022 for i, 31 December 2021 for ii, 30 November 
2021 for iii and 31 December 2021 for iv 
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Staff safety and security 
The security situation in Chad had deteriorated due to an increase in the number of incidents 
involving armed groups, including  Boko Haram and Islamic State in West Africa, in Lac province – 
as well as incursions by rebel groups based in South Libya into Tibesti province. In 2020, the office 
reported that at least 165 civilians and 204 security forces personnel had been killed by Boko 
Haram and/or Islamic State in West Africa, and 131 civilians, mainly children and women, 
kidnapped. In addition, 57 soldiers had been killed in clashes with the armed rebel group Conseil 
de Commandement Militaire pour le Salut de la Republique7 in February 2020.  
 
The country is divided into six security areas. The UN Department of Safety and Security (UNDSS) 
conducted the latest Security Risk Management (SRM) assessment of these areas between April 
2020 and May 2021. The security risk rating varied between low and substantial. The area with 
substantial security risk was Lake area where UNICEF had a zone office (Bol).  
 
As of June 2021, the office posted three security incidents (related to burglary, theft, and 
arrest/detention) and four safety incidents (related to road traffic accidents). The audit team 
noted the following. 
 
Vacant security positions: As of June 2021, the two approved security positions (Security 
Specialist and Security Officer) had been vacant for more than 18 months, despite the risk of 
terrorism, kidnapping, unrest and violent crime. The office said that these positions were vacant 
because one incumbent had a lien on his position (since September 2019) and there was no 
funding for the other position. The office had recruited a security officer on temporary 
appointment to cover the work of both positions, overseeing the safety and security of 235 posts. 
This was a very demanding workload, and there would be additional risks when the individual was 
on rest and recuperation. At the time of the audit, the office had submitted a proposal for funding 
the vacant Security Specialist position from the UNICEF core budget.  
 
Programme Criticality: The Programme Criticality (PC) Framework8 is used to determine the levels 
of acceptable security risk for activities undertaken by UN personnel. Its purpose is to help 
programme staff balance risks to those personnel against the criticality of the activities, to ensure 
that life-saving activities can still be implemented even in areas of significant security risk provided 
that proper mitigation measures are taken. 
 
The UN organizations in Chad had jointly completed a PC assessment for Chad in May 2020. The 
assessment had rated outputs of UN agencies, funds and programmes according to their 
contribution to the UN strategic results and their criticality. UNICEF was cited in nine outputs that 
were rated as lifesaving. For field missions to high-risk areas, however, the office did not verify 
that the PC rating of the activity was appropriate given the prevailing security risk level in the 
area. This was because of lack of control embedded in the travel authorization process. This 
increased the risk of authorizing staff to travel to high security-risk areas to implement activities 
that the PC assessment did not in fact allow. 
 
Reporting on status of security recommendations: The office conducted four security surveys in 
2020 and one in 2021, yielding 117 recommendations. Some were significant and needed to be 

 
7 Military Command Council for the Salvation of the Republic. 
8 The Framework is available at https://www.unsystem.org/content/programme-criticality-framework. 
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implemented urgently. The office said that the security officer monitored the implementation of 
the recommendations during field visits and updated the Representative on possible bottlenecks. 
At the time of the audit, however, the office had no consolidated progress report showing the 
status of implementation of security recommendations – indicating, for instance, those with no, 
little or substantial progress against planned completion dates, and explaining causes and impacts 
of delayed or inadequate corrective actions. This increased the risk of not acting promptly on 
delayed actions that could jeopardize staff security.  
 
Agreed action 3 (high priority): The office agrees to: 
 

i. Promptly fund and fill approved security positions to reduce the impacts and likelihood 
of uncontrolled security risks.  

ii. Ensure staff are authorized to travel to high security-risk areas only if it is allowed under 
the PC assessment –  that is, the PC rating is aligned with the prevailing security risk, to 
minimize exposure to unjustified security risks. Any exceptions should be escalated and 
approved by designated staff.  

iii. Regularly record and report on the status of implementation of recommendations arising 
from security reviews – including the causes and impacts of any delays that could 
jeopardize staff security.   

 
Responsible staff members: For i, Security Specialist and HR Manager; Chiefs of sections and 
Security Specialist for ii; and Security Specialist for iii 
Date by which action will be taken: 31 December 2021 for i and ii, and 31 December 2022 for iii. 
 
 
Risk management 
UNICEF’s Enterprise Risk Management (ERM) policy requires that offices perform an annual risk 
assessment to identify and assess their risks in line with the risk classification developed by HQ. 
The assessment must include a mitigation plan for each significant risk.  
 
The audit found that the Chad office’s risk planning, including the process for updating the 2021 
risk register and for identifying mitigation measures, was rushed, and was not thorough enough.  
Moreover, risk owners were not systematically assigned for those risks arising from zone offices. 
This could make the risk assessment less useful as a means for decision-making and resource 
allocation.  
 
The office had shared an electronic copy of the 2021 risk register with the country management 
team (CMT) and asked each member to identify and/or update mitigation risks for their respective 
risks within three days. There were then to be validated at a CMT meeting one day after the three-
day deadline. However, in the absence of a consultative process and detailed discussion of the 
risk register, some important risks were not recorded in it. For example, the office disclosed, in 
the 2020 annual report, a risk of major disruption to the education system if external resources 
for the payment of community teachers and contractual teachers were no longer available. 
Another example, given by a zone-office chief in conversation with the audit team, was the 
stockout of nutritional inputs – a major risk in the area covered by their office. These risks were 
not identified, assessed, responded to and reported in the 2021 risk register.   
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The audit also noted that the office’s accountability required the four zone offices to develop their 
own risk management plan, which should be aligned with the country office risk management 
plan. The risks related to the zone offices were all included under hazards and natural disasters, 
with the emergency chief being the risk owner, and the mitigation measures consisted mainly of 
office emergency preparedness and response plans. The Chiefs of Zone Office were not 
designated as the risk owners responsible to manage the risks, so did not monitor the status of 
implementation of the mitigation measures and report progress to key staff and the CMT. This 
lack of monitoring increased the risk of incorrect reporting on progress. Thus, the office reported 
in 2020 that the rate of implementation of the ERM action plan was only 60 percent although in 
reality, all except one mitigation measure had been implemented.   
 
Agreed action 4 (medium priority): The office agrees to: 
 

i. Thoroughly review and assess all risks and include them in the risk register with 
comprehensive and reliable risk information, so as to properly inform decisions on 
resource allocation and respond to risks.  

ii. Regularly update risk information and monitoring of risk responses and record them in 
the risk register to keep abreast of emerging risks and residual risks. 

iii. Properly identify risks specific to zone offices and assign risk ownership so as to secure 
proper risk identification and effective monitoring of risk responses.  

 
Responsible staff members: Deputy Representative Operations, Operations Manager (Internal 
Control) for i and ii; Deputy Representative Operations, Chief Field Operations, Operations 
Manager (Internal Control) for iii 
Date by which action will be taken: 31 March 2022 
 
 
Human resources 
As of May 2021, out of 197 approved positions, there were 29 vacant – 21 of them professional 
positions, including four Chiefs (Health and Nutrition, Communication, Education and one Chief 
of Zone Office), one manager and seven specialists.  
 
The audit reviewed the reasons for this and found that funding was the cause of some of the 
vacancies. It also found that the office was using contractors for some staff functions. 
 
Staffing affordability: Eleven of the 21 vacant positions (including two specialists, one cluster 
coordinator and three National Officers), were not filled because of lack of funding. Out of these 
11 positions, 10 had been vacant since January 2017 and one since January 2020. A high number 
of positions that are vacant for an extended period because of lack of funding is a sign that the 
staffing structure is not affordable. This unaffordability could have been prevented if the office 
had done a thorough funding analysis taking into account lessons from past experience.  
 
At the time of the audit, the office had proposed to abolish three of the 11 vacant positions. 
Further, the office had revised its staffing structure in 2019, proposing additional changes to be 
reviewed by the regional office later in 2021. However, the office still faced funding gaps that 
meant it could not support the staffing structure, and again did not carry out a funding analysis 
to secure availability of funds to support that structure. 
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Individual contractors: An individual contractor is someone engaged by UNICEF under an 
individual contract to provide expertise, skills or knowledge for the performance of a specific task. 
The work assignment may involve functions similar to those of staff members.9 As of May 2021, 
there were 22 individual contractors performing staff functions in N’Djamena and other locations, 
as well as seven support personnel helping with communication for development (C4D) for 
immunization. The contract durations ranged from three to 24 months, for a total amount of US$ 
975,732. In addition to these individual contractors, there were also 24 temporary staff. 
 
The office prepared, along with the workplans, an annual consultancy plan. However, this plan 
did not distinguish between consultants and individual contractors’ plans, and it was not subject 
to a thorough review before approval. This is a missed opportunity to analyze the overall needs 
of the office in terms of individual contractors, and a risk that the office might be using more 
contractors than needed. The audit also noted, while reviewing a sample of individual contractor’s 
contracts, that deliverables were not sufficiently specific to enable effective monitoring of 
progress. Further, payments were made on a monthly basis upon submission of a monthly report, 
without specifying what should be the content requirements of these reports. This presented a 
risk that payments might not be well justified.  
 
Agreed action 5 (medium priority): The office agrees to: 
 

i. Prepare a funding analysis regarding the staffing structure and take measures 
accordingly. 

ii. Increase oversight and quality assurance on the use of individual contractors to ensure 
that the contracting plan corresponds to key priorities and needs, and that deliverables 
are specific and linked to contractors’ payments schedules.  
 

Responsible staff members: For i, Deputy Representative, Deputy Representative Operations, 
Budget Specialist & Chiefs of sections. For ii, HR Manager in consultation with Section Chiefs and 
Deputy Representative 
Date by which action will be taken: 30 November 2021 for i; 31 March 2022 for ii 
 
 
Monitoring, evaluation and research  
A country office should prepare and implement both a five-year and annual costed Integrated 
Monitoring, Evaluation and Research Plan (IMERP) to monitor programme implementation and 
inform decisions, including those regarding future programming.  
 
The office reported that the annual IMERP had been partially implemented for three years in 
succession (2018, 2019 and 2020). The rate of implementation of planned IMERP activities for 
2018 and 2019 had been 59 percent and 72 percent respectively.10 For 2020, only 38 percent of 
planned activities had been implemented; 50 percent were ongoing at the time of the audit and 
12 percent had not been started. In 2019, three out of 32 planned IMERP activities had been 

 
9 DHR/Procedure/2018/005 of 01 July 2018. 
10 The percentages given in this paragraph are of number of activities, rather than costed value of the 
activity. For the purpose of the audit, it has been assumed that they have equal weight, as generally only 
important activities would be included in the IMERP. 
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completed, 13 were ongoing as planned, three were constrained, three discontinued and 10 with 
no progress.  
 
The office said this was mainly due to lack of funding and internal capacity. National expertise was 
also limited, and the office also found it very hard to attract international consultants and 
consultant firms, particularly in 2020 with the restriction on movements due the COVID-19 
pandemic. However, it had still taken measures to ensure that the most critical activities that 
inform programme adjustments were conducted. These included programmatic evaluations, a 
situation analysis (SitAn) and multi indicator cluster survey (MICS).11 
 
The audit reviewed the IMERP planned activities that had not been completed in 2020 and 
assessed the impact on programme management. For instance, the non-completion of one 
planned study stopped identification of lessons learned for strategies for the education of 
children, including girls. Another survey that was not implemented led to lack of accurate baseline 
values that prevented sound review of programme performance. 
 
The office’s planning, monitoring and evaluation (PM&E) unit drafted the annual IMERP, using the 
planned IMERP activities from the agreed workplans and including ongoing and postponed 
activities from previous years. The draft was then shared with programme sections for review and 
adjustment. The audit thought the process could have been more effective and efficient if the 
programme sections were invited to proactively submit their IMERP activities, using a template 
to be provided by the PM&E section. This template could include information about the objective 
of the activity, how the results will be used, the nature and availability of expertise needed and 
the funding source. Moreover, with the current practice, the audit could not find convincing 
evidence that there was an overall quality assurance review of the consolidated IMERP. Such a 
review could critically assess key priorities and feasibility, and would provide more assurance that 
the IMERP is realistic and can be fully implemented as planned. 
 
Agreed action 6 (medium priority): The office agrees to ensure that programme sections annually 
submit integrated monitoring, evaluation and research plan (IMERP) activities, along with their 
rationale, to the PM&E unit as to whether the plan is realistic and can be effectively implemented 
to obtain added value. It should also secure sufficient financial and human resources to 
implement planned activities. 
 
Responsible staff members: Chief of Social Policy Planning, Monitoring and Evaluation and Chiefs 
of sections 
Date by which action will be taken: 31 March 2022 
 
 
 

 
11 A SitAn is an analysis of the situation of children and women in a country, usually done during a country 
programme so as to inform the next programme cycle. The Multiple Indicator Cluster Survey (MICS) is a 
survey technique developed by UNICEF to provide rigorous data across a range of fields from households, 
from women, from men and concerning under-fives. MICS is designed to provide internationally 
comparable data on the situation of children and women. To assist this comparability, MICSs are carried 
out in global rounds corresponding roughly to the same period from country to country; thus MICS5, for 
example, was carried out in 2012-2015, and MICS6 got underway more recently. 
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Advocacy 
UNICEF’s Mission Statement includes the need to advocate on behalf of children. To ensure the 
effectiveness and efficiency of advocacy activities, UNICEF offices should prepare advocacy 
strategies and plans. The Chad 2017-2021 country programme, as approved by the UNICEF Board, 
includes advocacy as one of the key programme strategies, with a focus on encouraging greater 
public expenditure on children. Further, the office indicated in its 2020 annual report that joint 
advocacy for a steep, sustained increase in Government investment in the education sector is an 
absolute necessity.  
 
The office’s advocacy and communication strategy focused primarily on capacity building and 
promotion of youth engagement to influence policy development. There were no defined 
advocacy results and no specific targeted decision-makers; the plan also lacked other 
requirements as set out in UNICEF's advocacy toolkit.12 The office said that it did not have 
advocacy expertise within the office. There was thus the risk that the office’s advocacy activities 
were not structured and might not result in meaningful adjustments to national to the benefit of 
children.  
 
Agreed action 7 (medium priority): The office agrees to seek the expertise needed to prepare and 
implement an office-wide advocacy plan in line with UNICEF organizational guidance, with 
assigned responsibilities and monitoring mechanisms to ensure that the advocacy objectives of 
the country programme are fulfilled. 
 
Responsible staff members: HR Manager for i, and Chief Communication for ii 
Date by which action will be taken: 31 October 2021 for i; 31 March 2022 for ii. 
 
 
Immunization  
An Immunization coverage survey conducted in 2017 reported that the “very weak immunization 
system resulting in low coverage rates with 22 percent of children 12-23 months being fully 
immunized.” The office’s 2021 risk register included this as a high risk to the achievement of 
immunization objectives.  
 
The office said this weakness was mainly due to the non-implementation of an accountability 
framework developed following a 2018 forum on immunization that had been organized by the 
Government of Chad with the participation of UNICEF and WHO. The framework defined the 
responsibilities, tasks, indicators and monitoring methods to be followed at central, regional and 
district level by political and administrative actors – from the Ministries of Health, Finance and 
Communication, among others, down to religious leaders and heads of health centres. The office 
also reported in 2020 that the sub-optimal functioning of Government-led EPI coordination bodies 
was one of the key constraints to improving immunization performance in Chad.   
 
In March 2020 the office, jointly with WHO, assessed the status of implementation of the forum’s 
decisions. The preliminary results of the draft assessment report showed that out of 59 activities, 
40 had not been started and 10 were in progress. For example, routine EPI communication 
activities had not been monitored and supervised. Monthly meetings, chaired by the Governors, 

 
12 Advocacy toolkit: A guide to influencing decisions that improve children’s lives. 
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were held at the provincial level; however, these were neither documented nor routinely 
replicated at the district level as expected. The disbursement of funds had also been delayed. The 
main reasons identified in the draft assessment report related to administrative bureaucracy, lack 
of ownership and frequent changes of Ministry of Health responsible staff.  
 
The office stated that, along with WHO, it had advocated implementation of the accountability 
framework to the Government, and had stressed the need to ensure a robust vaccination 
response in the country. As evidence, the office shared a joint letter with WHO that was sent in 
September 2020 to the Ministry of Health requesting a meeting of the Inter-Agency Coordination 
Committee on vaccination. However, the audit could not find evidence of a clear advocacy 
strategy and plan of action to guide the office’s actions. 
  
Agreed action 8 (medium priority): The office agrees to develop, preferably jointly with WHO, a 
clear advocacy strategy and plan of action to speed up the implementation of key components of 
the agreed accountability framework for the immunization programme. It should regularly 
monitor progress and report on it to the country management team, ensuring prompt decisions 
and actions. 
 
Responsible staff members: Immunization Specialist 
Date by which action will be taken: 31 March 2022 
 
 
Supply and logistics 
The office spent US$ 22.8 million in supplies in 2020, representing 34 percent of the office total 
yearly expenditure. This was the largest input of the country programme. Chad is a challenging 
operating environment for supply and logistics, due to its landlocked situation (causing higher 
administrative customs and shipping costs and longer time to receive supplies), insecurity and 
access constraints imposed during the COVID-19 lockdowns. The audit noted the following. 
 
End-user monitoring: In 2020, the office issued from its warehouses US$ 14.2 million-worth of 
programme supplies to partners for distribution to end-users. The audit found insufficient end-
user monitoring, including reporting. There was therefore a high risk that programme supplies 
were not reaching the intended beneficiaries. The office stated that it carried out spot-checks and 
programmatic visits in the context of HACT to determine whether the supplies and equipment 
reached end-users during 2020. However, spot checks focus on internal financial controls; they 
are not the right tool for end-user monitoring of supplies. With respect to programmatic visits, 
only one out of the three visit reports seen by the audit included an end-user monitoring 
component though the other two partners also had responsibility for distribution of supplies.  
 
Further, the audit noted long-overdue implementation of 14 high-priority recommendations in 
eTools13 that were aimed at improving the management and distribution of supplies by partners. 
One recommendation had a due date of October 2019. As of the time of the audit, four 
recommendations had due dates in 2020 and five in the first quarter of 2021. This was because 
the office was not always monitoring implementation of these recommendations.   
 
Goods in transit: The regional office dashboard dated 4 July 2021 showed a total US$ 5.23 million 

 
13 A suite of tools designed by UNICEF to help offices keep track of various functions.  
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worth of goods were in transit. Of these, US$ 255,000 had been shipped by air and had been in 
transit for 101 days on average, 10 times the expected target of days set by the regional office. 
Goods in transit mainly related to medical supplies, including malaria tablets, oxygen 
concentrators and COVID-19 test kits. The office could not determine the causes of these delays.  
Longstanding supplies in transit increased the risk of waste because of possible inadequate 
storage conditions. 
 
Delivery of supplies: In 2020 and up to early June 2021, the office issued 726 release orders 
(authorizing the release of supplies from UNICEF warehouse to the intended partner),  amounting 
to US$ 14.6 million, to partners from 30 to over 180 days later than the target delivery date 
recorded in VISION. This was 49.4 percent by value of the total release orders. (The remainder 
were released within 30 days of the target delivery date.) The audit found the supplies had left 
the warehouse an average of 81 days after the expected delivery date recorded in VISION. The 
office explained that this was mainly due to late delivery of signed waybills from the field to the 
office by the transport company, because of COVID-19 movement restrictions; it also cited late 
receipt and review of manual documents by various staff members who were working remotely.  
 
The audit selected a sample of 10 release orders totalling US$ 1.96 million and found that four of 
these, representing 39 percent of the value of those sampled, had goods delivered after their 
expected delivery date. The office explained that these delays were due to floods, a glitch in 
VISION and unpreparedness of the receiving partner. Feedback obtained by the audit from two 
NGOs interviewed confirmed the need to expedite supplies delivery to ensure timely 
implementation of programme activities. Late delivery of supplies to partners and delays in transit 
of goods could delay implementation of programme activities, particularly in an emergency 
context, and could also mean the supplies expired or were no longer needed. 
 
Agreed action 9 (medium priority): The office agrees to: 
 

i. During programmatic visits to partners that are meant to deliver supplies to target 
groups, review whether the supplies did reach the end users. Train staff to ensure 
effective conduct of end-user monitoring. 

ii. Through effective follow-up and support, ensure high-priority recommendations are 
carried out by partners. 

iii. Determine the root causes of lengthy transit of supplies delivered by air, and take 
corrective action. 

iv. Reinforce internal processes and controls to ensure that signed waybills are promptly 
collected and registered in the system. 

 
Responsible staff members: Supply & Logistics Manager and Logistics Specialist 
Date by which action will be taken: 31 March 2022 for i and ii;  31/12/2021 for iii and iv 
 
 
Contract management 
The audit found that 136 (31 percent) out of 563 local service contracts issued in 2020, and 2021 
up to June, had at least one amendment to the original scope, costs, and time. Sixteen contracts 
had more than four amendments. According to the office, this was due to the short-term validity 
of grants, lack of knowledge of scope of certain programme activities (such as the duration of the 
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use of rented vehicles) and delayed establishment of long-term agreements for certain services. 
This reflected the difficulties in planning activities during a major pandemic. However, the high 
percentage of contract extensions increased the office’s administrative costs and potential legal 
issues.  
 
Further, the audit selected a sample of five contracts that had more than four amendments each 
and found that two of them had incomplete documentation. For one, the original contract was 
not available; the office said that the contract was issued during the early period of the 
confinement when staff were working from home and digital signature was not yet active, and 
there was no possibility to print. The supplier was contacted over the phone to take action and 
the last amendment was used for payment. The other case related to an amendment, which was 
missing  for the same reason. 
 
Agreed action 10 (medium priority): The office agrees to upgrade contract management 
processes to minimize the risks of frequent amendments and related high administrative costs, 
possible legal issues and any potential disruption to programme implementation. 
 
Responsible staff members: Supply & Logistics Manager and Contract Specialist 
Date by which action will be taken: 31 December 2021 
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Annex A:  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. The audit was conducted remotely as the COVID-19 pandemic prevented an on-
site visit. 
 
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. 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 HQ 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’s 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. 
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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 over significant risk areas 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 over significant risk areas 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 over significant risk areas 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 over significant risk areas needed 
significant improvement to be adequately established and functioning.   
 


