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Summary 
 
The Office of Internal Audit and Investigations (OIAI) has conducted a remote audit of the Iraq 
Country Office. The audit covered the period from January 2020 to June 2021. It took place from 
20 May to 1 July 2021, and was done in accordance with the International Standards for the 
Professional Practice of Internal Audit.  
 
Summary of audit results and actions agreed 
The audit identified a number of areas that the office was managing well. In particular, the office 
had strengthened evidence-based evaluation by creating an independent evaluation section. It 
had also maintained field-office plans that dovetailed with the office’s rolling workplans. A Risk 
Management Task Force had been created to provide leadership on improving risk identification 
and tracking.  
 
The audit identified a number of actions needed to better manage risks to UNICEF’s activities. 
None of these were found to be high priority – that is, failure to take action would result in major 
consequences and issues. However, nine actions identified were rated as medium priority, 
meaning that they were considered necessary to avoid exposure to significant risks. One 
important medium-priority action agreed by the Iraq Country Office related to conducting robust 
quality assurance of spot-check reports and programme monitoring visits. This included follow-
up on action items and strengthening of coordination with the Risk Task Force.  
 
It is worth noting that some risks identified in this report were inherent to the challenging 
operating environment, and it would not have been possible for the office to avoid them all. 
 
Conclusion 
Based on the audit work performed, OIAI concluded that, subject to implementation of the agreed 
actions, the governance, risk management and internal control processes over the risk areas 
audited were generally established and functioning during the period under audit. The Iraq 
Country Office, the Middle East and North Africa Regional Office, and OIAI will work together to 
monitor implementation of the measures that have been agreed. 
 
Office of Internal Audit and Investigations (OIAI)                     November 2021
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Objectives and scope 
 
The objective of the audit was to provide independent and objective assurance on the adequacy 
and effectiveness of the governance, risk management and control processes over the key risks 
identified. The audit covered the period from January 2020 to June 2021. The audit focused on 
the risks that: 
 

• The office might fail to roll out the country programme as designed and/or adjust its 
implementation based on changes in the country context to ensure that the needs of the 
most vulnerable children in Iraq are met. 

• The implementing partners selected may not be best suited to implement the agreed 
activities and report on results achieved in an effective and efficient manner owing to 
capacity constraints. 

• The most vulnerable children might not receive good quality supplies and vaccines in a 
timely manner owing to weak supply chain practices and inadequate Government 
systems strengthening.  

• The office might fail to identify all significant risks to its strategic objectives and/or fail to 
take effective measures to mitigate the significant risks identified owing to poor risk-
management practices. 

 

Where appropriate, this report identifies the impact of the COVID-19 pandemic on specific 
observations made during the course of the audit. 

 

Background and context 
 
Iraq is an upper-middle income country with an economy dominated by the oil sector. Seventy 
percent of the country’s population of 38.7 million is under the age of 24.  
 
Iraq’s development has been thwarted by decades of conflict. The most recent left nearly 6 million 
Iraqis, including 3 million children, displaced. While many have since returned to their areas of 
origin, approximately 1.9 million people remain in protracted displacement. There is continuing 
political, economic and social instability and insecurity, and obtaining access for humanitarian 
agencies remains challenging.  
 
The COVID-19 pandemic had had significant impacts on women and children in the country.  The 
office responded to the emerging risks by working with key implementing partners to ensure 
continuity of critical services for the most vulnerable children – including internal displaced people 
(IDPs) and Syrian refugees. COVID-19 constrained the office’s capacity to deliver on many planned 
sectoral systems strengthening activities, such as those in public finance and education. 
  
The current (2020-2024) UNICEF country programme is designed to help the Government of Iraq 
address social norms that may impact child rights, and strengthen access to, quality of and 
demand for basic services. The current response focuses on the people made most vulnerable by 
the ongoing humanitarian crisis and the impact of the COVID-19 pandemic. The country office 
aims to facilitate strong linkages between its humanitarian action and development work to 
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enhance sustainability and support the transition from a humanitarian assistance framework to a 
longer-term development approach. The country programme is organized into outcomes by five 
sectors: health and nutrition; water, sanitation and hygiene (WASH); education; child protection; 
and social inclusion and policy. There is also cross-sectoral provision for emergency capacity and 
coordination. The total country programme budget is US$ 333.6 million. 
 
Given the protracted and recurrent emergency situations in Iraq, the office has been dependent 
on emergency funding raised during UNICEF appeals. The 2020 Humanitarian Action for Children 
appeal had aimed to raise US$ 62 million, and was 54 percent funded. Together with the UNICEF 
country offices in Egypt, Jordan, Lebanon and Turkey, the Iraq Country Office was included in the 
regional appeal on behalf of Syrian refugees.  
 
The main country office is in Baghdad. There are four field offices across Iraq: in Baghdad itself (to 
cover the centre of the country), Basra (south), and Erbil and Dohuk (north). Owing to UN security 
restrictions in Baghdad, country-office staff were split between there and Erbil so as to maintain 
a limited presence in Baghdad At the time of the audit, the office had a total of 183 staff comprised 
of 39 international professional posts and 144 national and general service posts. Forty-two 
percent of all staff were located in Baghdad. 
 
 

Audit observations 
 
1. Risk management  
UNICEF’s enterprise risk management (ERM) policy requires offices to identify key risks that 
threaten the achievement of objectives,  along with mitigation measures implemented to address 
and manage the risks, as well as record this information in a risk register. The audit looked at how 
well the Iraq Country Office managed risks.  
 
The office fostered risk management as a discipline and had developed a standard operating 
procedure for managing risk incidents and an office-wide risk event reporting system in Excel. In 
September 2020, acknowledging the high-risk operating environment, the office had established 
a local Risk Management Task Force to strengthen its risk identification, mitigation, monitoring, 
and reporting of risk. In November 2020, the office management organized discussions around 
enterprise risk management, which included the participation of 98 staff members from all field 
offices. However, the audit found the oversight of the functioning of the Risk Management Task 
Force could be strengthened. The audit team identified the following areas for improvement.   
 
Enterprise Governance Risk and Compliance (eGRC) tool:1 UNICEF’s Division of Financial and 
Administrative Management (DFAM) had given training on eGRC to staff who were focal points 
for one or more risk or for the on-line risk register. However, the office expressed the need to 
train other national staff in ERM generally to increase understanding of risk management 
processes. The office also said it found the eGRC tool cumbersome. For this reason, it carried out 

 
1 UNICEF’s online enterprise Governance, Risk Management, and Compliance (eGRC) tool is designed to 
help managers systemically assess, manage and report risks. It also centralizes the monitoring and 
reporting of exceptions to procedure, helping track potential risks and raise awareness of their impact. 
Besides these functions, it is a repository of key risks and practical ways to mitigate them. 
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its risk assessment using an offline Excel risk register before copying the assessment into the eGRC 
for compliance purposes. This led to inefficiencies. OIAI is covering the design of eGRC in a 
separate thematic internal audit of ERM. 
 
Further, in the audit’s view, the office’s risk register did not provide an adequate reflection of key 
risks to which the office was currently exposed. For instance, it contained few strategic and 
programmatic risks related to the office’s work in Iraq, such as those risks related to Government 
capacity, reliance on international non-governmental organizations (NGOs), children affected by 
violence, and social cohesion. Also, it did not mention the reputational and programmatic risk of 
a cash transfer (of US$ 520,283) that had been with the Ministry of Finance since 2019 and had 
not yet been transferred to partners for programme implementation. It was also not evident that 
the office had undertaken a process to determine risk tolerance levels. 
 
Fraud: A fraud-risk assessment aims to determine the likelihood and impacts of fraud and identify 
relevant measures to mitigate risks. The office rated the residual risk of fraud as high in the risk 
register. However, the audit found that the office did not have a structured process to assess 
fraud risks across key processes in the office. There were also no mitigating actions to address 
fraud risk, other than HACT assurance activities. 
 
The audit also noted that neither staff nor third-party monitors had received specific guidance on 
identifying the red flags for fraud, which created a risk that they might go unreported. The audit 
team found one instance of a potential red flag in a sampled spot-check report that had not been 
followed up or escalated. In addition, the audit observed that the Planning, Monitoring and 
Results Section was not aware that its implementing partner was under investigation by OIAI for 
fraud; this should have informed any adjustment to the risk rating of the partner. The office said 
that since it had conducted fraud training for implementing partners in 2019 and 2020, the 
number of allegations to OIAI from implementing partners had increased.  
 
Inadequate identification and escalation of potential red flags to OIAI could jeopardize the 
recovery of defrauded funds. 
 
Agreed action 1 (medium priority): The office agrees to strengthen its oversight of the Risk 
Management Task Force to increase the effectiveness of risk management. It will: 
   

i. Pursue broader analysis of risk as a basis for the office risk assessments, going beyond the 
demands of eGRC where appropriate.  

ii. With support from the UNICEF Division of Financial and Administrative Management and 
the Middle East and North Africa Regional Office, conduct a robust fraud-risk assessment 
and implement adequate mitigating actions to reduce the risk to acceptable levels.   

iii. Ensure that all red flags for fraud arising from assurance activities are properly addressed, 
including reporting to OIAI for potential investigation when appropriate. In this respect, 
the office should: train staff on identifying red flags; update and communicate the 
escalation process to staff; and monitor its implementation.  
 

Responsible staff members: Deputy Representative Operations and Risk Management Taskforce 
Date by which action will be taken: 30 June 2022  
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Agreed action 2 (medium priority): The office, together with the Middle East and North Africa 
Regional Office and the Division of Financial and Administrative Management, agrees to identify 
and document risk mitigating measures in the risk register to resolve the long-standing issue of 
cash transferred to the Ministry of Finance in 2019.  
 
Responsible staff members: Deputy Representative Programme 
Date by which action will be taken: 30 June 2022 
 
 
2. Assurance on cash transfers to implementing partners 
UNICEF, and two other UN agencies, use the Harmonized Approach to Cash Transfers (HACT).  
With HACT, the office assesses the risk involved in working with a given partner and if it is 
acceptable, it relies on them to manage and report on use of funds provided for agreed activities. 
This reduces the amount of supporting documentation UNICEF demands from the partner, thus 
cutting bureaucracy and transaction costs. However, as a safeguard, the HACT framework 
requires offices to carry out assurance activities regarding the proper use of cash transfers. 
Assurance activities should include spot checks, programme monitoring, scheduled audits and, if 
needed, special audits. 
 
In 2020, the Iraq Country Office disbursed US$ 17.5 million in direct cash transfers to 52 NGOs 
and US$ 9.3 million to 53 Government partners. During the same period, the office’s risk register 
rated the following residual risks2 as “high”, according to the office’s fraud-risk assessment:  
 

• Partners misappropriating cash or submitting less than accurate programme results;  
• Fraud risk related to conflicts of interest;  
• Staff collusion with partners to get kickbacks;  
• Forgery of official documents.  

 
As stated in the previous observation, the audit thought fraud risk assessments could have been 
more evidence-based; however, it did agree with the office that these were valid risk areas. Given 
that these risks are likely to be present in the local operating environment, it is especially 
important that the office obtain reasonable assurance regarding the actual use of direct cash 
transfers by partners. The audit reviewed whether the office had implemented the HACT 
assurance activities in such a way as to obtain such assurance.  
 
Spot checks: During 2020, the office completed spot checks for all but four of its 61 high-risk 
implementing partners, which were required to be prioritized in accordance with UNICEF 
COVID19 emergency procedure. All spot checks were carried out by three audit firms. The audit 
team reviewed the reports of a sample of 14 spot checks carried out in 2020. It found the spot-
check reports identified several internal control gaps, such as: lack of a proper payment vouching 
system; lack of proper cash-count sheets; poor financial records; lack of bank reconciliations; and 
weak control over bank accounts. However, the office did not adequately scrutinize the gaps to 
identify any potential misuse of funds. Further, the office had not adequately rated the 
significance of these control weaknesses as required (see also observation Risk management, 
above.) 

 
2 ‘Residual risk’ refers to the level of risk still faced after mitigation measures have been taken.  
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Programme visits: The office surpassed the minimum number of programme visits required using 
the HACT criteria; in 2020 it carried out 359 programme visits, which represented 339 per cent of 
the 106 required. However, most programme visits conducted by the office in 2020 were done by 
third-party contractors, who were not adequately supervised.  
 
The audit team also noted that in 2020, no programmatic visits were conducted for nine of the 60 
partners that were rated as high risk although, in April 2020, UNICEF had told country offices to 
prioritize programme visits to high-risk interventions to expedite response to the pandemic. The 
office said that it based its monitoring on the InSight3 performance indicator, which covers all 
programme visits regardless of the risk ratings of partners – and therefore did not detect this 
issue. 
 
The audit also noted some shortcomings in the 12 programme visit reports sampled. For example, 
findings were not specific; many sampled programme visit reports did not clearly indicate action 
items; and in almost all cases, action items were not prioritized. Monitoring practices varied 
among contractors; though the office maintained a standard operating procedure (last updated 
in 2018) describing responsibilities of the contractors and the procedures they should use, it did 
not have an effective oversight mechanism to ensure consistency in the quality of third-party 
programme visits across the four field offices.   
 
Follow-up of assurance activities:  The audit team also noted that several recommendations 
arising from micro-assessments,4 spot checks and programmatic visits had not been implemented 
by implementing partners; some had delayed action on the recommendations by up to five years. 
As of 6 May 2021, of a total of 120 open action points recorded in eTools,5 117 were overdue; 54 
of these were rated as high priority. Forty-four of the open action items were from 2017 and 2018. 
The office said that in those years it had documented its follow-up on action points largely outside 
eTools, as staff were then not yet familiar with the system. Though the office had assigned follow-
up responsibilities to programme staff since 2019, delays in corrective actions persisted, partly 
owing to the lack of a structured process to oversee their timely completion. Insufficient follow-
up of high-priority recommendations reduces the value of assurance activities, including their role 
in identifying areas where UNICEF can strengthen a partner’s procedures and performance. 
 
Agreed action 3 (medium priority): The office agrees to:  
 

i. Rigorously review the spot-check reports on potential misuse of funds and take 
appropriate measures to encourage corrective action by partners.  

ii. Properly rate action items arising from programme visits, and record them in the eTools 
action points module for follow-up.  

iii. Urgently review long-standing action items in eTools and take action to address them.  

 
3 inSight (sic) is the performance component in UNICEF's management system, VISION (Virtual Integrated 
System of Information). inSight streamlines programme and operations performance management, 
increases UNICEF staff access to priority performance information, and assists exchanges between country 
offices, regional offices and HQ divisions, as everyone sees the same data/information. 
4 Micro-assessments are the assessments used under HACT to establish the risk rating of a give n partner. 
5 eTools is an organization-wide online platform to help UNICEF staff manage office processes related to 
partnership management and programme monitoring. 
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Responsible staff members: Chief Planning, Monitoring and Reporting, and Implementing 
Partnership Specialist 
Date by which action will be taken: 30 June 2022 
 
 
3. Partnership management 
In 2020 the office collaborated with 53 Government partners and 52 NGOs. The office’s risk 
register reported high risks related to the management of implementing partners. These included 
the risk of staff colluding with partners to wrongly inflate budget estimates with the potential of 
kickbacks received by staff; potential conflict of interest; and document forgery. The audit team 
reviewed whether these risks were well managed during the selection of partners and 
deliberations of the programme review committee.   
 
Selection: The audit found that, while the office had transparent processes for selecting and 
engaging with NGO partners, these had not been applied systematically. Thus, the risks of 
collusion, conflict of interest, kickback, and of the selection of unsuitable partners remained high.  
 
Moreover, the audit found that in a sample of seven partners, five had been selected using single 
sourcing rather than an open competitive process – which could increase these risks. The use of 
single sourcing had not been fully justified using all relevant established criteria to evaluate the 
financial and programmatic capacity of the potential partners. These criteria include cost 
effectiveness, contribution of resources, and an innovative approach to achieve results. Only the 
criteria related to technical skills and country coverage were used to justify the selection of 
partners through single sourcing.  The remaining two partners had been selected from the UN 
Partner Portal6 – though the required evaluation report was not available, so the basis for their 
selection was not clear.  
 
Programme Review Committee: The audit team found that the office’s Programme Review 
Committee conducted insufficient reviews of programme documents7 submitted by partners, 
including issues related to budget, supply and value for money. This could increase the risks of 
inefficient and ineffective use of UNICEF funds. A review of a sample of 11 programme documents 
approved by the Programme Review Committee found that for three of them, there was no 
evidence that the Committee had reviewed the budgets and standard costs; for six, it was not 
clear it had reviewed supply issues; and for none of the 11 was there evidence the Committee 
had assessed the value for money from the proposed partnership. This oversight, caused by the 
office’s reliance on the practice of pre-review by email increased the risk of missing steps in the 
due diligence process – which could lead to selection of partners who were not best fit.  
 

 
6 The UN Partner Portal is an external website through which NGOs can find potential partners in the UN 
system. See www.unpartnerportal.org. 
7 The formal instrument of a partnership is the programme cooperation agreement (PCA). However, it is 
the programme document that operationalizes it, and sets out what the partnership will actually do. It 
defines the expected results, activities and resource requirements, and other key information defining the 
partnership. The duration of the programme document is set by the timeframe required to achieve the 
planned results. 

http://www.unpartnerportal.org/
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Agreed action 4 (medium priority): The office agrees to ensure that the Programme Review 
Committee adequately reviews and documents the selection of NGOs and of new programme 
documents.  
 
Responsible staff members: Deputy Representative, Programme and Implementing Partnership 
Specialist 
Date by which action will be taken: 30 June 2022 
 
 
4. Child safeguarding and PSEA  
Forty-seven percent of the funds raised through the 2021 Humanitarian Action for Children appeal 
were directed to child protection activities, including prevention of sexual exploitation and abuse 
(PSEA). Child protection activities include developing new partnerships, capacity-building, 
awareness-raising and promoting accessibility of secure and safe reporting channels. The risks 
related to child safeguarding (particularly for internally displaced persons) and sexual exploitation 
and abuse are inherently high in Iraq, given the redacted text redacted text redacted text redacted 
text redacted text redacted tex challenges. These risks significantly increased in 2020 as a result 
of the COVID-19 pandemic and the sudden closure of camps for IDPs (see observation 
Accountability to affected populations, below). UNICEF conducted a remote monitoring exercise 
in May 2020 and reported issues of violence, abuse or neglect within 24 percent of households.  
 
In 2020, the office rated the risks related to child safeguarding as high, and sexual exploitation 
and abuse (SEA) as medium. To address these risks it had hired two dedicated staff for child 
safeguarding posts – one National Officer in May 2020, and an international staff member at the 
P-4 level in March 2021.  
 
Accountability: The audit found an unclear division of accountability and responsibilities between 
prevention of SEA (PSEA)-related work, and child safeguarding.8 This could lead to ineffective 
implementation of priority activities. Discussions with the Middle East and North Africa Regional 
Office affirmed the need to clarify and mainstream safeguarding interventions across 
programmes and operations. The unclear responsibilities in the Iraq office was partly due to 
misalignment between the post titles – Child Safeguarding Specialist, and Programme Officer 
(Child Safeguarding) – and their primary responsibilities in practice; these were to strengthen 
capacity to prevent and handle risks related to SEA, although this had been assessed as medium 
risk, and child safeguarding generally as high. There was also lack of clarity regarding ownership 
of the broader child safeguarding responsibilities between their section, the Child Protection 
section and other sections in the office.  
 
Work planning: The office had established an internal taskforce on PSEA in December 2020. At 
the time of the audit, however, the office did not have an effective activity workplan, aligned with 
UNICEF guidance, to manage the range of PSEA activities. The office did show the audit team a 
2020 workplan it was no longer using. This out-of-date workplan had notable gaps in timelines, 
responsibilities, and activity status. The office said this was due to limited capacity and resources. 
It also noted that there had been staff turnover, as the previous staff member in the international 

 
8 While PSEA is an important part of child safeguarding, the latter involves prevention of a wide range of 
exploitation and abuse beyond SEA, including emotional abuse, maltreatment and neglect. 
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post had left in October 2020. The current incumbent was working on a new plan with outcomes 
structured around reporting, protection and response to survivors, and accountability 
 
Effectiveness of controls: The office rightly prioritized the conduct of risk assessments on PSEA 
among NGOs; these assessments were intended to give UNICEF and its partners a baseline for 
tracking progress of partners’ organizational capacities in this area. At the start of the audit, the 
office had completed assessments of 45 out of a total of 52 NGOs (86 percent). Six of these (13 
percent) were initially rated as high risk and then downgraded, in four cases to low and two to 
medium risk. One partner that had undergone an OIAI investigation related to sexual exploitation 
and abuse was assessed as high risk assumed (meaning no assessment was actually done), but 
another currently undergoing a similar investigation was rated as low risk.  
 
The audit team’s review of a sample of six assessment reports showed that they focused on 
validating whether certain procedures, processes and documents were in place. The assessments 
had not been designed to test whether controls related to PSEA had been appropriately 
implemented. The audit team notes that this could be done as part of the office’s programme 
monitoring visits to the partners. 
  
Government management of risks: redacted text redacted text redacted text redacted text 
redacted text redacted text redacted text redacted text redacted text redacted text redacted text 
redacted text redacted text redacted text redacted text redacted UNICEF had not developed 
procedures and guidance on how to assess the capacity of Government partners to handle risks 
of sexual exploitation and abuse. In addition, the office had not escalated this risk to the 
enterprise risk owner, the Division of Data Analysis Planning and Monitoring (DAPM) at UNICEF 
HQ. However, the office had led a discussion at a United Nations Representatives Working Group 
on the need to pursue the topic with the Iraqi Government and build capacity for PSEA among 
Government authorities providing humanitarian assistance.  
 
Third-party monitors: At the time of the audit, 94 percent of office staff had completed the 
mandatory online UNICEF training on prevention of sexual exploitation and abuse. While the 
office confirmed that monitors it had contracted had also completed the online training in 2020, 
the audit team’s interviews of five contracted third-party monitors revealed that many had 
limited knowledge of principles and processes related to PSEA. In addition, the United Nations in 
Iraq had recently identified the need to strengthen contractors’ capacity in this area. At the time 
of the audit, the office had not organized activities with third-party consultants and contractors 
affiliated with UNICEF to increase their knowledge and foster good practices in the area of PSEA. 
 
Agreed action 5 (medium priority): The office agrees to: 
 

i. Clarify accountabilities and responsibilities related to child safeguarding and protection 
from sexual exploitation and abuse.  

ii. Develop a workplan that defines planned activities, targets, responsibilities, and timelines 
related to protection from sexual exploitation and child safeguarding for the year, and 
regularly monitor its implementation in order to minimize the risks of delayed and 
inappropriate action.  

iii. When NGO partners are rated high risk regarding their capacity for preventing sexual 
exploitation and abuse, establish a plan to review the effectiveness of their related 
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controls during programme monitoring visits, develop guidance and train staff 
accordingly. 

 
Responsible staff members: Deputy Representative Programme and PSEA Specialist 
Date by which action will be taken: 30 June 2022 
 
Agreed action 6 (medium priority): The office agrees to develop a plan to increase the knowledge 
of principles and processes related to prevention of sexual exploitation and abuse among 
contracted third-party facilitators and other third-party agents affiliated with UNICEF. 
 
Responsible staff members: PSEA Specialist 
Date by which action will be taken: 30 June 2022 
 
 

5. Accountability to affected populations9  
UNICEF recognizes the importance of accountability to affected populations (AAP). In 2021, 
UNICEF launched a global strategy for AAP. Through its 2021 Humanitarian Action for Children 
appeal, UNICEF requested US$ 70.8 million to meet the critical and acute humanitarian needs of 
children and families globally affected by a combination of humanitarian situations, including 
protracted crises due to conflict, political instability and the COVID-19 pandemic. A portion of this 
sum was dedicated to establishing mechanisms for AAP.  
 
With regard to affected populations in Iraq, at the end of 2020 the Government suddenly closed 
several camps for IDPs and moved families to their original homes, alternate camps or other 
locations overnight. Many ended up in informal settlements, which exacerbated their 
humanitarian needs for basic services. Insufficient accountability to affected populations in the 
country increased the risk that the rights and needs of affected populations would not be duly 
considered in humanitarian assistance interventions.  
 
In February 2021, the office shifted the responsibilities for AAP from the Planning, Monitoring and 
Reporting Section to the Communication for Development Section to better align the staff 
functions with its mandate.  It improved the functioning of accountability to affected populations. 
For example, the office’s third-party monitors collected beneficiary feedback to better 
understand winterization needs in camps. It also established a Young People’s Advisory Group to 
gather feedback on programming approaches following camp closures.  
 

 
9 UNICEF observes the IASC’s definition of AAP as: “An active commitment to use power responsibly by 
taking account of, giving account to, and being held to account by the people humanitarian organizations 
seek to assist”, and as putting “communities and people at the centre of humanitarian action and promoting 
respect for their fundamental human rights underpinned by the right to life with dignity, and the right to 
protection and security as set forth in international law”. Effective mechanisms that ensure accountability 
to affected populations should capture elements of information-sharing, participation, feedback, 
compliance and response, evidence generation, partnerships and staff attitudes. 
 
The IASC is the Inter-Agency Standing Committee, established by a decision of the UN General Assembly in 
1992. It coordinates the humanitarian response of UN and other bodies.  
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However, the 2020 country office annual report and year-end reporting reflected the fact that 
more could be done to support accountability to affected populations. The office’s efforts in this 
area were not sufficiently holistic and sustainable. For example, the draft National Vaccine 
Distribution Plan developed with the Ministry of Health identified the need for a feedback 
mechanism to provide more opportunities for people to voice their concerns and views regarding 
the vaccination programme.  
 
Since March 2021, the office had been in contact with the regional office on AAP and how to 
implement it. Subsequently, with the support of the regional office, the office secured multi-
country “seed” funding totalling US$ 800,000. This will help harnessing real-time digital tools to 
scale up affected populations’ access to information.  
 
Agreed action 7 (medium priority): The office agrees to develop a strategy and action plan to 
strengthen accountability to affected populations. The strategy should include training, use of 
digital tools, and synergy with other programme elements, including monitoring, in order to 
mainstream accountability to affected populations in programme processes. 
 
Responsible staff members: Chief, Communication for Development 
Date by which action will be taken: 31 March 2022 
 
 
6. Supply chain  
In 2020, goods and services procured by the office amounted to US$ 26.9 million, representing 
36 percent of the office’s annual expenditure. The office’s challenging operating environment 
included not only insecurity and access constraints imposed during the COVID-19 lockdown, but 
also lengthy custom clearance processes due to differing requirements among regional and 
domestic authorities. The audit noted the following.   
 
Planning and oversight of supply procurement and distribution: Supply planning should be an 
integral part of the programme planning process, so as to enable timely and cost-effective delivery 
of programme goods and services.  However, while each programme section prepared a supply 
plan, the office did not establish a consolidated supply plan to facilitate the efficient oversight of 
the supply chain.  
 
Because of understaffing (there was a decrease of five in supply staff in 2020-2021) and the 
urgency of other priorities, the office did not monitor delivery of supplies against planned 
procurement. Further, the office did not analyze the variations between planned 2020 
procurement and the actual supplies received. This meant the office might not spot shortcomings 
in quality and timeliness of procurement and profit from any lessons learned, including from the 
problems set out below. 
 
Delivering supplies to partners: The audit found significant delays in 149 deliveries of programme 
supplies from the UNICEF warehouse to implementing partners (varying from 30 to 180 days more 
than expected). The office said that this was due to delays in obtaining access approvals in 
different regions, and to restrictions on movement during the pandemic. However, the audit team 
reviewed a sample of four release orders and found that the time lags actually reflected, not real 
delays, but the delayed submission by the transporters of the original hard copy waybills to 
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UNICEF; these serve as proof of delivery and end of shipment date in the UNICEF’s enterprise 
resource planning system (called VISION). The office did not make use of relevant reports available 
in the system to monitor and analyze causes of exceptions.  
 
Customs clearance: The office also had long outstanding goods in transit amounting to 
US$ 302,520 (58 percent were delayed by more than 180 days). This could result in demurrage 
fees and might delay programme delivery. The goods in transit consisted of medical supplies being 
transported by sea to Baghdad and Erbil. While the office monitored the customs clearance 
process using an internal tool, it had not taken specific actions to address the protracted delays 
in transit. 
 
End-user monitoring: At the time of the audit, the office had no mechanism for monitoring supply 
distribution to end users, during partner programme visits or through other means. End-user 
monitoring helps identify and mitigate potential issues of quality and appropriateness of supplies. 
The audit team held discussions with a sample of monitors and implementing partners, in which 
supply-related issues were noted – such as late delivery of supplies or insufficient quantities to 
meet users’ needs. In addition, a review of a sample of programme visit reports revealed an 
incomplete assessment of the quality and timeliness of supplies distributed to end users.  
  
Management of warehouse leases: In May 2021, the office had US$ 851,323 in inventory stored 
in two warehouses located in Baghdad (91 percent of stock) and Erbil (9 percent). The three-year 
lease for the Baghdad warehouse, which the country office had been using for the past 20 years, 
expired in 2020. The Government facilities authority had not extended the lease because of 
ongoing disputes between the Government department that owns the property and the company 
that is the principle lessor of the warehouses (i.e. the Ministry of Transport and the Iraqi Railway 
Authority). However, the lessor still expected payment from UNICEF in the absence of a valid 
lease, incurring a risk of an absence of recourse in the event of inventory loss or mismanagement. 
The office stated that a similar issue had occurred in 2017 during the previous lease renewal. At 
the time of the audit in June 2021, the office had escalated the matter to the Ministry of Foreign 
Affairs and was searching for a new warehouse. 
 
In March 2020, the office had to close a third warehouse in Duhok owing to staff budget 
constraints. It transferred all supplies from that warehouse (worth US$ 1.5 million) to 
implementing partners. However, the office had not systematically assessed the warehouse 
capacity of the partners in 2020 and 2021. This increased the risk of loss or deterioration of 
supplies owing to poor storage capacity and protection.  
 
Agreed action 8 (medium priority): The office agrees to: 
 

i. Analyze actual supplies with planned procurement semi-annually, to identify root causes 
of any gaps and implement corrective measures as appropriate. It should use exception 
reports generated by UNICEF’s management system, as appropriate. 

ii. Develop guidance for the review of end-user monitoring of supplies during programmatic 
visits, and train staff accordingly. 

iii. Escalate the risk of an absence of recourse in the event of inventory loss or 
mismanagement at the Baghdad warehouse to the UNICEF Supply Division, in order to 
determine the right way to manage the risk. 
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iv. Review the capacity of implementing partners to safely warehouse supplies received from 
UNICEF before they are delivered to end users.   

 
Responsible staff members: Chief Supply 
Date by which action will be taken: 30 June 2022 
 

7. Communication for development  
Communication for development (C4D) is a core programme implementation strategy for Iraq 
Country Office. It is aimed at creating positive behavioural and social changes that increase the 
success rate of UNICEF’s interventions in several programme areas, such as health and education. 
The office had recently established a C4D section with seven staff.  
 
There was a need to strengthen accountabilities for, and management of, the C4D approach so 
that all C4D activities were well-justified and had an appropriate results structure. The current 
country programme document states that C4D will be used as an approach within the health and 
nutrition and child protection sectors. However, the C4D strategy, approach, priorities and 
practices were not defined.  
 
The audit reviewed the C4D-related activities outlined in the workplans of each programme 
section and noted a need to strengthen collaboration among programme sections. There was also 
a need to improve the specificity of the programme activities and the related output indicators in 
the child protection and the education workplans. As things stood, these were quite general; in 
the case of Child Protection, for example, it included the statement as “In cooperation with C4D, 
support provision of evidence based Mine Risk Education programme in selected mine affected 
areas, IDP, refugee camps and newly accessible/areas of return.” In the case of education, there 
was the statement “Conduct social mobilization, C4D on importance of girls education and 
provision of suitable social conditions for girls for a successful transition to secondary education.”  
 
The audit felt these could be more specific. This could be due to an insufficient quality review of 
the workplans and an evolving C4D approach in the office. Poorly defined and coordinated 
programme activities could lead to inefficiencies and missed opportunities.  
 
Agreed action 9 (medium priority): The office agrees to develop a C4D strategy and cross-sectoral 
workplan to increase coordination and efficient implementation of planned C4D activities, 
including staff training activities as appropriate. 
 
Responsible staff members: Chief, Communication for Development 
Date by which action will be taken: 30 June 2022 
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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. It conducted the audit remotely as the COVID-19 pandemic 
prevented an on-site visit. The audit compared actual controls, governance and risk management 
practices found in the office against expected controls defined in UNICEF policies, procedures, 
and contractual arrangements.  
 
OIAI is firmly committed to working with clients 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 country office reviews and comments upon a 
draft audit 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 to an action with, or address a recommendation to, an office other than the client’s own 
(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 auditing 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 act 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 act could result in major consequences and issues. 
 
Medium: Action is considered necessary to avoid exposure to significant risks. Failure to act 

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 country-office 
management but are not included in the final report. 
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Conclusions 
 
The conclusion presented in the Summary section of this report 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 the risk areas 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 over the risk 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 over the risk areas audited needed improvement to be adequately 
established and functioning.   
 
[Adverse conclusion] 
Based on the audit work performed, OIAI concluded that the governance, risk management and 
internal control processes over the risk areas audited needed significant improvement to be 
adequately established and functioning.   
 


