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 EXECUTIVE SUMMARY  
 

The Office of Internal Audit and Investigations (OIAI) conducted an audit of the Education 
Outcomes Fund (EOF), a partnership hosted by UNICEF. The audit covered the period from 
January 2019 to December 2021. It was conducted remotely and in accordance with the 
International Standards for the Professional Practice of Internal Auditing.  

UNICEF increasingly provides hosting services for global development partnerships, which 
involves acting as custodian and administrator of their financial resources and offering support for 
their administrative functions. Under the current hosting arrangements, all hosted entities and 
their personnel are subject to UNICEF’s policies and procedures and to audit by OIAI. As such, 
the auditing of all such entities is part of the OIAI workplan. UNICEF accounts for EOF as a hosted 
entity under an agency arrangement whereby all EOF cash inflows and outflows are netted 
together in a liability account. The objective of this audit was to: review the extent to which the 
EOF Secretariat is managed in accordance with UNICEF rules, regulations, standard procedures 
and partnership arrangements; and assess the adequacy and effectiveness of the governance, 
risk management and control processes over a selection of significant risk areas of the EOF 
Secretariat and its operations. 

Overall Conclusion 

Based on the audit work performed, OIAI 
concluded that the assessed governance, risk 
management or control processes were Partially 
satisfactory, improvement needed, meaning 
that the weaknesses or deficiencies identified 
were unlikely to have a materially negative impact 
on the performance of the audited entity, area, 
activity or process. EOF management has 
agreed to take actions to manage the residual risks identified. 

Summary of Observations and Recommended Actions 

The audit team made several observations related to the management of the key areas 
identified for hosted partnerships. OIAI noted several actions to better manage risk, two of 
which were classified as high priority. The table below summarizes the findings and key 
actions EOF management has agreed to take to address the residual risks identified and the 
ratings of these risks and observations with respect to the assessed governance, risk 
management and control processes. (See the Appendix for the definitions of the observation 
ratings.) 

Category of 
process 

Area or Operation and Key Agreed Action Rating 

Governance 

Governance structure (Observation 1): Ensure EOF’s terms of reference for 
the High-Level Steering Group are updated to reflect the actual size of its 
membership and the nomination and selection criteria processes to be 
followed; and that the division of roles and responsibilities between the 
High-Level Steering Group and Executive Committee are clarified and 
periodic evaluations of governance bodies and their membership are 
conducted. 

Medium 

Regulatory framework (Observation 2): As soon as a hosting agreement 
between UNICEF and the Education Outcomes Fund is finalised and 
approved, the High-Level Steering Group, through the EOF Secretariat, 
should ensure that the roles, responsibilities, accountabilities and 

Medium 

Satisfactory 

Partially Satisfactory, 
Improvement Needed 
Partially Satisfactory, Significant 
Improvement Needed 

Unsatisfactory 
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Category of 
process 

Area or Operation and Key Agreed Action Rating 

obligations of UNICEF and EOF are clearly defined and reflected in the EOF 
Charter and other appropriate governance documents. 

Ethics and culture (Observation 9): Develop an ethics framework that 
adequately addresses matters relating to a code of conduct, whistle-blower 
protection and provisions on bribery and ensure the EOF Charter and other 
appropriate governance documents incorporate and implement relevant 
provisions on diversity, equity and inclusion. 

Medium 

Risk 
management 

Risk management (Observation 8): Enhance the effectiveness of risk 
management processes by incorporating missing elements such as risk 
tolerance and assessment of residual risk and clarifying the different 
accountabilities of the High-Level Steering Group and the Executive 
Committee for oversight of EOF’s risk governance. 

Medium 

Control 
activities 

Staffing structure - affordability: (Observation 3): Determine and present the 
staffing structure and related costs required, alongside an affordability 
analysis, to the Executive Committee and High-Level Steering Group for 
approval. Adhere to UNICEFs post management procedures for the 
changes in staff duty station and transnational teleworking. Develop a 
strategy for a long-term solution to ensure that key posts currently filled 
through temporary contracts are converted to staff positions. 

High 

Staffing structure - performance: (Observation 4): The EOF Executive 
Committee together with UNICEF, should develop the appropriate 
procedures to manage the dual reporting line of the CEO and clarify the 
mechanisms for the CEO’s separation or termination, clarifying the UN-
stipulated rules and regulations pertaining to the protection and rights of the 
staff member in that process. These procedures should be included in the 
memorandum of understanding developed by UNICEF. 

Medium 

Use of consultants (Observation 5): In line with an approved staffing 
strategy ensure the engagement of consultants is based on a needs-based 
assessment and should adhere to the UNICEF policy framework on the use 
of consultants. 

Medium 

Results framework - planning (Observation 6): Develop a multi-year plan 
and accompanying strategies that EOF’s annual workplans will align with 
and support. Periodically performing situational analysis and needs 
assessment to inform areas of focus and of potential demand for outcome 
funding. And regularly reviewing the Secretariats financial sustainability and 
the ability of EOF to pool funds. 

High 

Results framework - performance management (Observation 7): Put in 
place a performance management framework with clear expected 
outcomes, outputs, and inputs that are structured around EOFs objectives; 
and identify appropriate performance indicators. The High-Level Steering 
Group, via the Executive Committee, should periodically review progress 
towards achieving approved objectives. 

Medium 

OIAI will support the EOF Secretariat in implementing the required actions through periodic 
monitoring of progress and by conducting follow-up in any subsequent audit. However, EOF 
Secretariat remains accountable for ensuring that agreed or appropriate alternative actions are 
implemented and for maintaining an effective system of internal controls to manage all residual 
risks. 
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Management is responsible for establishing and maintaining appropriate governance, risk 
management and control processes, and implementing the actions agreed following this audit. 
The role of the OIAI is to provide an independent assessment of those governance, risk 
management and control processes. 
 



 CONTEXT 
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Founded in 2018, the Education Outcomes Fund 
(EOF) is an independent trust fund that brings 
together governments, donors and investors to 
pool resources and work towards measurable 
results in learning, skill development and 
employment. The primary aim of EOF is to help 
achieve United Nations Sustainable Development 
Goal 4, “Ensure inclusive and equitable quality 
education for all”. 

The key elements of EOF’s value proposition are: 

1. Policy-learning engine: Learn more about what works in each context, and at what cost,
through rigorous evaluation.

2. Data-driven performance management and accountability: Improve transparency,
accountability and outcome-orientation and enable data-driven performance management.

3. Long-term systemic change: Invest in long-term, systemic outcomes through multi-year
programmes, allowing a long-term focus to strengthen systems.

4. Shift focus to results: Shift funding and focus to outcomes for children and youth, to improve
both the effectiveness and cost-effectiveness of spending in education and skill development.

EOF is governed by a High-Level Steering Group, which acts as its steward and guides its 
strategic direction. The EOF Secretariat is responsible for managing day-to-day activities. EOF 
was initially sponsored by the New Venture Fund. In October 2019, EOF began considering 
different hosting options and invited UNICEF to consider acting as its administrative and financial 
host. In April 2020, UNICEF issued a decision memorandum approving financial and 
administrative hosting of EOF and its Secretariat.  

EOF does not have legal personality under the laws of any state or national authority. Hosted 
partnerships are legally part of UNICEF and the ability or the authority to commit or transfer assets 
is vested in UNICEF as host. As custodian and administrator of a hosted partnership’s financial 
resources, UNICEF provides management services as an agent, and assets of the funds are held 
in trust. As UNICEF does not have control over EOF’s activities, they are accounted for as agency 
arrangements, and all cash inflows and outflows are netted together in a liability account. The 
EOF Executive Committee is responsible for directing the use of the funds on behalf of 
contributors and donors. UNICEF is only accountable for the funds while they are held in trust 
and upon disbursement. UNICEF has no responsibility, fiduciary or otherwise, for the use of such 
funds or for activities carried out therewith. 

According to UNICEF’s transparency portal,1 as of April 2022, EOF had received US$6,318,283 
from 15 donors since its inception. Approximately 53.7 per cent of the contributions received were 
spent on six different categories of expenses. These included contractual services (US$1.5 
million), transfers and grants ($0.9 million), and personnel costs (US$0.8 million). 

The EOF requested that its secretariat be based in London, United Kingdom. UNICEF accepted 
this request, noting in its decision memorandum that several administrative and legal actions were 
required to do so. UNICEF began formally hosting EOF in June 2020. The EOF Secretariat has 
four approved staff positions, including the Chief Executive Officer, and eight temporary 
personnel. 

1 The UNICEF's transparency portal provides comprehensive information on income and expenditure of funds and 
donations, in line with UNICEF’s commitment to transparency. 
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United Kingdom
$1,966,609 

The Atlassian 
Foundation 

International
$1,568,800 

Charities and Aid 
Foundation
$1,000,000 

Other donors below 
US$ 1 million

$1,782,876 

Figure 1: Contributions (in US$) received by UNICEF on behalf of 
EOF [June 2020 to April 2022] 
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The objective of the audit was to assess the adequacy and effectiveness of the governance, risk 
management and control processes over a selection of significant risk areas of the Education 
Outcomes Fund (EOF). The audit scope included key areas, as set out in following table, that 
were selected during the audit planning process based on an assessment of inherent risks.2  

RISK AREA KEY INHERENT RISKS EVALUATED DURING THE AUDIT 

Governance structures The role, responsibilities, and accountabilities of the Hosted 
Partnerships governance structures versus those of UNICEF as host 
are not clearly defined, as there is no hosting agreement. This could 
impact the direction and control of the Hosted Partnership and result in 
a dysfunctional relationship with UNICEF as host. 

Ethics and PSEA The absence of a tailored ethical framework and an action plan for 
preventing and addressing sexual harassment and conflicts of interest 
could impact the hosted partnership’s ability to develop and apply the 
highest ethical standards to staff members and partners/grantees.  

Programme results and 
resources 

Lack of alignment to hosted partnership’s strategic objectives and 
poorly defined or monitored priorities and their related indicators could 
reduce the Hosted Partnerships ability to assess its performance, 
course correct and achieve its goals 

Compliance with UNICEF 
financial regulations, rules and 
procedures. 

The lack of an overarching hosting agreement that outlines the purpose 
and goals of the partnership; clarifies the parties’ responsibilities; and 
confirms applicable rules and regulations and review mechanisms, 
increases the risks to effective  performance of partners and UNICEF 
reputation in the event its  rules and regulations are not complied with. 

Monitoring and evaluation An inadequate monitoring framework and collection of evidence could 
reduce the hosted partnership’s ability to analyse and report on 
progress towards results, adequately address bottlenecks and 
demonstrate tangible results. 

The audit was conducted remotely from November 2021 to March 2022 in accordance with the 
International Standards for the Professional Practice of Internal Auditing. For the purpose of audit 
testing, the audit covered the period from January 2019 to December 2021. It involved a 
combination of methods, tools and techniques, including interviews, data analytics, document 
review, tests of transactions, evaluations and validation of preliminary observations.  

2 Inherent risk refers to the potential adverse event that could occur if management takes no actions, including 
internal control activities. The higher the likelihood of the event occurring and the more serious the impact would be 
should the adverse event occur, the stronger the need for adequate and effective risk management and control 
processes. 
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The key areas where actions are needed are summarized below. 

1. Governance structure Medium 

The EOF Charter sets out the terms of reference of its governance bodies. However, the absence 
of clear parameters for the size and composition of the governance bodies elevates the risk that 
changes to their structure could result in inefficiencies and negatively impact their effectiveness.  

The EOF is governed by its High-Level Steering Group, which acts as a steward, guiding the 
organization’s strategic direction, and an EOF Executive Committee, which oversees the 
execution of the operational strategy and EOF programmes. EOF has three working groups, 
comprised of members from the High-Level Steering Group and Executive Committee, that focus 
on political engagement, fundraising and communication, and advocacy. OIAI found that 
members of the governance bodies were provided agendas and meeting materials prior to 
meetings and that minutes of meeting proceedings were recorded. The Executive Committee 
meeting minutes reviewed by OIAI were well structured and included the meeting agenda, 
participants, decisions and action points.   

Composition of governance bodies. While the terms of reference for the governance bodies 
were defined, their composition, the nomination process and selection criteria for their 
membership were not. The audit team noted, for example, that the membership of the High-Level 
Steering Group increased from 12 to 15 in 2021 and the Executive Committee’s membership 
increased from four members in 2020 to seven in 2021. The gaps in parameters defining the 
membership of the governance bodies created scope for changes that could lead to inefficiencies 
and negatively impact their effectiveness.  

Functioning of the governance bodies. The EOF Secretariat is responsible for ensuring the 
governing bodies meet with the frequency envisaged, discuss all items that fall under their purview 
and maintain adequate records of their deliberations. The High-Level Steering Group is expected 
to meet twice a year. OIAI noted that it only met once in 2020 and once in 2021. The Executive 
Committee is supposed to meet formally three times a year and hold additional ad hoc meetings 
as needed. OIAI found that it met three times in 2020 and twice in 2021. The audit team also 
noted that three Steering Group members did not attend any of the meetings. The working groups 
did not document meeting agendas or record minutes or action points, which makes any 
independent, objective assessment of their functioning challenging. Failure of the bodies to meet 
regularly as envisaged may negatively impact their ability to effectively govern, direct and oversee 
EOF’s activities, for which the Secretariat is accountable. 

Meetings of High-Level Steering Group. Based on its review of the minutes of the High-Level 
Steering Group meetings (one meeting each in 2020 and 2021), OIAI noted the following issues 
with the Steering Group’s functioning:  

 In the first meeting of the Steering Group, the EOF workplans, budget and funding were
presented and approved by the Executive Committee and follow-up actions were discussed.
However, some of the key documents developed by the Secretariat, such as the human
resources plan and risk management policy, were neither presented by the Executive
Committee nor discussed by the Steering Group.

 Although the Steering Group touched on funding challenges at its December 2020 meeting,
it did not discuss how this critical issue was to be addressed. Instead, the Steering Group
drafted a statement on how to attract funders, which did not list specific actions or define
follow-up measures or accountabilities.
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 Although the EOF Charter states that the Steering Group owns the EOF Charter, the Steering
Group’s meeting minutes did not indicate whether it had approved or adopted the Charter.

 A few nominated Steering Group members did not attend any of the meetings.  OIAI notes
that this lack of participation may reflect either a lack of understanding among those members
of their accountabilities or an inability to perform their functions. In accordance with best
practice, as part of their governance function, the Steering Group and Executive Committee
should regularly and transparently review their own performance and that of their
subcommittees.

RECOMMENDED ACTION 1 

EOF should: 
i. Ensure its terms of reference is updated to reflect the actual size of its membership and

the nomination and selection criteria processes to be followed, and key performance 
indicators. 

ii. Review and clarify the decision-making accountabilities between the Executive
Committee and the High-Level Steering Group and ensure this is adequately reflected in 
the governance documents. 

iii. Mandate the Secretariat to take appropriate measures to ensure the Group meets
regularly and deliberates on all matters that it wishes to direct. 

iv. Conduct periodic evaluations of its governance bodies and their membership by
regularly reviewing their terms of reference and indicators of their effectiveness 

Staff Responsible: Chief Operating Officer 
Implementation Date: 1 April 2024 

2. Regulatory framework Medium 

Existing governance documents do not set out the full array of the accountabilities of the EOF 
Secretariat and UNICEF as host of EOF. Certain significant risks to the EOF may therefore not 
be adequately managed. 

The EOF Charter defines its role and governance structure, as 
well as the roles and responsibilities of UNICEF as the Fund
custodian. The Charter also indicates that the EOF Secretariat 
and CEO are accountable to the Chair of the Executive
Committee for the fulfilment of the Secretariat’s roles and
responsibilities. The EOF Charter outlines UNICEF role as Fund
Custodian; however, this does not adequately articulate 
UNICEF’s roles and responsibilities as the Fund’s Host, nor 
does it specify the Secretariat’s reporting responsibilities to 

UNICEF.  The Charter does not specifically outline the relationship between the EOF Secretariat 
and UNICEF regarding the hosting arrangement, the coordination and administrative support 
UNICEF provides, or its role as fund custodian and administrator. 

OIAI identified several documents wherein some aspects of the relationship between the EOF 
Secretariat and UNICEF were defined, including accountability, responsibilities and reporting 
mechanisms. Those documents included the standard contribution agreements signed by 

A clear regulatory 
framework is required 
to ensure effective 
management of risk to 
the EOF.  
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UNICEF (on behalf of EOF) and EOF donors, the CEO’s job description, and UNICEF standard 
operating procedure for hosted partnerships. However, none of those documents outlined the full 
array of the accountabilities of the EOF Secretariat and UNICEF as host of the Fund. The UNICEF 
decision memo noted that UNICEF would be the financial and administrative host with the signing 
of a memorandum of understanding on legal, operational and human resources matters. At the 
time of the audit, although UNICEF had provided financial and administrative support to EOF, 
UNICEF has not provided an agreement or memorandum of understanding to EOF for signature. 

In response to requests from UNICEF-hosted partnerships, UNICEF is currently developing a 
hosting agreement to clarify the respective roles and responsibilities of UNICEF and the UNICEF-
hosted entities, which will be finalised in consultation with the hosted entities.   

RECOMMENDED ACTION 2

As soon as a hosting agreement between UNICEF and the Education Outcomes Fund is 
finalised and approved, the High-Level Steering Group, through the EOF Secretariat, should 
ensure that the roles, responsibilities, accountabilities and obligations of UNICEF and EOF are 
clearly defined and reflected in the EOF Charter and other appropriate governance documents. 

Staff Responsible: Chief Operating Officer 
Implementation Date: 1 April 2024 

3. Staffing structure High 

An effective organizational structure makes clear employees’ roles and responsibilities.  Adequate 
staff capacity enable organizations to initiate and sustain change needed to further organizations’ 
aims and objectives.  

The 2020 UNICEF decision memorandum on the hosting 
of EOF noted that, at the time, the EOF Secretariat had
11 employees whose employment agreements could be
transferred to UNICEF contracts. In view of the standard 
costs of United Nations staff and its own funding 
constraints, EOF issued only one fixed-term contract and 
retained all other personnel using consultant contracts. 
This was an exception to UNICEF procedures, which 

indicate that personnel conducting regular staff duties should not be on consultant contracts. 
However, this exception to the applicable procedure was memorialized in the UNICEF decision 
memorandum and was retroactively approved by the Director of the Division of Human Resources 
on 30 June 2020. At the time of the audit, EOF had four personnel on regular UNICEF staff 
contracts (two of those positions vacant) and eight personnel on consultancy contracts. (See also 
Observation 4 on consultants and contractors.) 

Staff capacity. The EOF Charter indicates that, to achieve its mission, the EOF Secretariat 
requires capabilities in a broad range of areas, including education programming, innovative 
finance, contracting and procurement, programme evaluation and global fundraising. In this 
regard, OIAI noted that EOF had not conducted a capacity assessment to define a minimum 
staffing structure (staff on fixed-term or temporary contracts) and the skills required of staff. The 

An adequate staffing 
structure and sufficient staff 
capacity influences an 
organization’s ability to 
initiate and sustain change. 
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budget and organization chart approved by the Executive Committee (see Figure 4) does not 
specify the contractual modalities of EOF personnel (i.e., whether they are on fixed-term or 
temporary contracts). There was no indication that the Steering Group or Executive Committee 
had considered the potential risks of having the majority of EOF personnel, including staff in key 
positions such as Chief Programme Officer and Chief Operating Officer, on short-term contracts. 

Having key staff on short-term contracts could create several issues, such as potential disruptions 
because of the need for breaks in service, and reduced staff morale (see also Observation 4 on 
consultants and contractors). Furthermore, UNICEF staff are not supposed to report to 
consultants. EOF indicated that it is developing a human resources plan and, depending on the 
availability of funds, it would start converting consultant contract posts into staff positions. 

Figure 4. EOF organization chart 

Location challenges. UNICEF does not have a host country agreement in place with the United 
Kingdom. EOF staff must rely on their personal immigration status to work in the United Kingdom, 
which restricts who can work for EOF in London. For example, an individual recruited in April 2021 
was not granted a work visa in the United Kingdom and was therefore working remotely for EOF 
from another location. This arrangement raises questions regarding both salary costs and 
adherence to UNICEF policy. UNICEF’s flexible work arrangement procedure states that if a staff 
member teleworks from somewhere other than their assigned duty station for more than three 
months, a change of entitlements will occur. Specifically, the post-adjustment 3  rate will be 
changed to align with that of the staff member’s actual location. However, there appears to be an 
agreement in place for EOF to continue to pay the post adjustment rate for London, which is 
higher than that of the city from which the staff member is working. The agreement stated that 
those costs were to be fully borne by EOF until the staff member can work in the United Kingdom. 
The requisite EOF and/or UNICEF authority to grant this exception to UNICEF policy was not 
clear and was not documented or included in the budget information provided to the Executive 
Committee or Steering Group for approval.   

Post management. Staff costs generally constitute a significant proportion of a hosted partner’s 
expenses. At the time of the audit, EOF had not launched any programmes. Therefore, staff costs 
constituted a high proportion of total expenditure. As programmes launch, EOF expects this 
proportion to decrease over time. Nevertheless, if EOF continues to be based in London, staffing 
costs will still be significant. OIAI notes that while EOF’s actual staff costs for 2020 and 2021 only 

3 Staff members in the Professional and higher categories are paid on the basis of salary scales established by the 
General Assembly of the United Nations. The salaries are made up of two main elements: the base salary and a post 
adjustment, which accounts for cost of living expenses at the assigned duty station. 
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constituted 25 per cent of its total expenditure, the actual total cost of EOF regular staff positions 
would be higher as a number of key positions were paid via consultant contracts. For consultant 
contracts the additional costs associated with staff positions, such as post adjustment, insurance 
and pension entitlements, are not included. UNICEF’s procedure on the management of posts 
requires offices to conduct a regular review of staffing requirements and their related costs as 
part of their strategic and/or management plan. EOF should conduct a staff affordability analysis 
to define a minimum staffing structure required and clarify its staff needs and costs. This analysis 
should consider the skills required, position levels and locations and should be presented to the 
High-Level Steering Group for approval. The subsequent staff structure developed by EOF 
management should be approved by the Steering Group.  

Staff management: The EOF Charter does not articulate how the CEO’s dual reporting line to 
the Executive Committee Chair and UNICEF will be operationalized, either with regard to 
evaluation of the CEO’s performance (which is currently conducted by the Deputy Executive 
Director in the UNICEF performance management system) or the process that will be followed if 
a staff member on a UNICEF contract, including the CEO, is to be terminated or separated from 
service. In the latter case, there may be instances where UNICEF procedures cannot be followed 
because of the competing authority and accountability of the Executive Committee/Steering 
Group with respect to the EOF CEO and staff.  

RECOMMENDED ACTION 3 
The EOF Secretariat should clarify its staffing structure by: 

(i) Determining the staffing structure and related costs required to implement EOF’s
strategic plan and presenting that, along with an affordability analysis, to the Executive 
Committee and High-Level Steering Group for approval; 

(ii) Adhering to UNICEFs post management procedures and ensuring correct levels of
approval for the changes in staff duty station and transnational teleworking; 

(iii) Developing and presenting a strategy for a long-term solution to ensure that key posts
currently filled through temporary contracts are converted to staff positions. 

Staff Responsible: Chief Operating Officer 

Implementation Date: 30 November 2023 

RECOMMENDED ACTION 4 

The EOF Executive Committee should develop, together with UNICEF, as host, the appropriate 
procedures to manage the dual reporting line of the CEO and clarify the mechanisms for the 
CEO’s separation or termination, clarifying the UN-stipulated rules and regulations pertaining to 
the protection and rights of the staff member in that process. These procedures should be 
included in the memorandum of understanding developed by UNICEF 

Staff Responsible: Chief Operating Officer 

Implementation Date: 1 April 2024 

4. Consultants and contractors Medium 

Consultants can help management address challenges in areas where staff lack relevant 
expertise. In 2020-2021 EOF incurred US$1.25 million in expenses related to contractual 



13 

services. OIAI reviewed a sample of 9 out of 26 contracts for individual consultants and 
contractors engaged by EOF during the audit period and noted the following: 

Use of consultants: Consultants were frequently used 
to fulfil regular staff functions. Some consultants were
used for periods longer than one year in key posts, such
as Chief Programme Officer and Chief Partnerships 
Officer. Contrary to UNICEF policy, which prevents 
temporary staff from fulfilling regular staff functions, 
these consultants and individual contractors had 
approving authority and supervisory responsibilities. This 
extensive use of contractors to fulfil staff functions was 

attributed to funding constraints and the relatively lower cost of consultants when compared to 
the standard cost of UNICEF staff posts. Given that UNICEF policy limits the duration of such 
contracts, the EOF temporary staff contracts required frequent extensions or the issuance of new 
contracts to ensure continuity of service. This process was inefficient and created additional 
administrative work. The requirement for a break in service after 11 months, irrespective of the 
work demands at the time, risked undermining the effective and efficient operations of EOF and 
impacting the morale of the personnel affected. 

Consultant procedures: At the time EOF became a hosted partner, an exceptional approval was 
granted, in response to an EOF request, to recruit EOF contractors using the single source 
modality (Refer to Observation 3 – Staffing structure). This exception to the rules also resulted in 
further anomalies, such as inconsistencies between the consultants’ managers specified in 
UNICEF systems and those listed on the terms of reference of the contracts that had not been 
corrected at the time of the audit. 

RECOMMENDED ACTION 5 

In line with an approved staffing strategy, EOF should ensure the engagement of consultants 
is based on a needs-based assessment and should adhere to the UNICEF policy framework 
on the use of consultants. 

Staff Responsible: Chief Operating Officer 

Implementation Date: 1 June 2024 

5. Results management framework High 

Organizational performance management is the process of planning, implementing and managing 
an organization’s activities in a manner that ensures projects and activities are aligned to its 
strategies and goals. In this regard, OIAI noted gaps in the EOF’s strategic planning, and 
overarching theory of change which could lead to gaps in implementation and impact the 
achievement of its goals. 

EOF states that its primary objective is “to significantly improve learning and employment 
outcomes by tying funding to measurable results”. EOF plans to measure and fund education 
outcomes by partnering with governments across the Middle East and Africa regions to strengthen 
education systems and improve the effectiveness of education expenditure, focusing on 
underserved populations. It is important to note that OIAI recognises that EOF was hosted by 

The extensive use of short-
term contracts to perform 
key management roles may 
result in loss of institutional 
memory and lack of clarity 
on accountabilities. 
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UNICEF, just as the COVID pandemic was beginning, and this may have impacted its ability to 
develop and implement the necessary tools and procedures for a robust results framework.   

Linkage between objectives and annual plans: EOF’s annual workplan has five components: 
operations, human resources, programmes, fundraising and communications and advocacy. In 
2021, most of the activities under the programmes category appeared to be primarily focused on 
activities related to programme design and effectiveness4. For example, programme activities 
include actions such as, “Develop procurement, contract management, downstream partner and 
safeguarding capabilities for effective contracting and management of EOF programmes”. In 
addition, EOF’s annual workplans did not include agreed performance indicators or any 
framework or results chain that linked inputs and/or activities, outputs and/ or system level 
outcomes. Without a multi-year strategic plan document, it would be difficult for EOF to evidence 
how its long-term strategic priorities and goals have been set and will be achieved. Furthermore, 
without a multi-year plan and an over-arching theory of change, OIAI could not gain any assurance 
that the annual plans in place support progress towards the EOF's long-term vision. 

Project implementation: By 2021, a total of US$30 million had been pledged to EOF's 
programme in Ghana, of which US$25.5 million was pledged to EOF, via the World Bank’s Global 
Partnership for Results Based Approaches,5 in partnership with the Government of Ghana, which 
pledged US$4.5 million. The second programme was in Sierra Leone and the Standard Outcomes 
Funding Agreement signed with FCDO in 2021 is to be paid in instalments over a period of three 
years, when the need arises, according to the programme design. EOF had not yet issued any 
grants at the time of the audit. Moreover, whilst EOF has a worldwide focus, the two programmes 
in Ghana and Sierra Leone had been driven by donor preferences rather than the expressed 
needs of the countries. EOF informed the audit that they had undertaken a needs assessment 
and a prioritization exercise, that included donor interest, for the first two countries of operation 

Workplan activities related to the two programmes underway in Africa were not specific, 
measurable, achievable, realistic and timely (SMART). For example, one activity reported was 
“maintain strong interest from providers and investors to ensure competitive selection”. It was not 
clear from Steering Group and/or Executive Committee meeting minutes what, if any, specific 
outputs EOF was prioritizing in pursuit of its overall objectives.. 

Performance reporting: Performance reporting based on established performance indicators 
guides organizational decision-making related to the allocation of resources and prioritization of 
projects and activities. While the EOF Secretariat reviewed implementation of activities in its 
annual workplan, the audit did not see any mechanisms that would enable the reporting of EOF’s 
performance and progress towards the achievement of its objectives. Such reporting is essential 
to allow the Steering Group to see EOF’s whole performance story as well as determine whether 
any projects were generating sufficient evidence to demonstrate the EOF’s contributions to 
inclusive and equitable quality education for all. 

Fund and Secretariat sustainability: The EOF Secretariat developed a fundraising strategy in 
2019, but the COVID-19 pandemic in 2020 undermined those plans. According to the UNICEF 
transparency portal, between June 2020 and April 2022, EOF had received US$6.3 million from 
15 donors, all of which was allocated to operational expenses.  

4 Activities related to programme effectiveness include planning, coordination, management, monitoring and other cross-sectoral 
support that enables the Secretariat to have more relative control over programme design and operations. 
5 The Global Partnership for Results-Based Approaches provides innovative financing solutions that link funding to achieved 
results.  
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The EOF Secretariat maintains a manual expense tracking system using the grant references in 
VISION. EOF provided OIAI an analysis of expenses as shown in Figure 6. 

Figure 6: EOF expenditure, 2020 to January 2022 

OIAI notes that the category ‘transfers and grants to counterparts’ refers mainly to 
reimbursements to UNICEF for hosting costs.  

For the project undertaken by EOF in Ghana, the majority of the contributions come from a single 
donor. This may impact the neutrality of the partnership. The current level of contributions does 
not allow EOF to become a funding vehicle for initiatives or programmes on outcome funding at 
scale. The EOF Secretariat informed OIAI that after the audit period, program funding has been 
received from a larger pool of donors. Although the difficulties engendered by the pandemic are 
relevant to fundraising, the High-Level Steering Group should regularly consider EOF’s ability to 
pool funds and create demand for outcome funding. 

RECOMMENDED ACTION 6 

EOF should enhance its results planning process by: 
(i) Developing a multi-year plan and accompanying strategies that its annual workplans

will align with and support; 
(ii) Periodically performing situational analysis and needs assessment to inform areas of

focus and of potential demand for outcome funding; 
(iii) Periodically reviewing the Secretariats financial sustainability and the ability of EOF to

pool funds. 

Staff Responsible: Chief Operating  Officer 

Implementation Date: 30 November 2023 

RECOMMENDED ACTION 7

The Secretariat should put in place a performance management framework by: 
(i) Ensuring there are clear expected system level outcomes, outputs and inputs for EOF

overall and linked to each of its projects, structured around EOF objectives; 
(ii) Putting in place performance measures and indicators that can demonstrate progress

towards achieving approved objectives; 
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(iii) Based on agreed measures, periodically report performance data and information to
the High-Level Steering Group via the Executive Committee. 

Staff Responsible: Chief Operating Officer 

Implementation Date: 30 November 2023 

6. Risk management Medium 

EOF has developed a formal risk management framework that aims to align with the UNICEF’s 
risk management policies and frameworkprocedures. However, inadequate Board-level oversight 
of EOF’s risk management process may impact its effectiveness.      

EOF established an enterprise risk management framework consisting of an institutional risk 
management policy and a programmatic risk framework and policy, which it has used to develop 
risk registers and manage institutional and programmatic risks, including the development of risk 
registers. The partnership does not have access to UNICEF’s risk management tool, eGRC, and 
therefore prepares and documents its risk assessment manually. While EOF’s initiatives to 
formalize its risk management approach are noteworthy, there are several gaps that require 
further attention, as outlined below.  

Oversight of risk management process: The EOF risk 
management framework tasks the Executive Committee
(the primary body for Secretariat accountability, according 
to the EOF Charter) with oversight of the risk governance 
process and the review of mitigation strategies for risks 
scored medium (amber) and or higher. EOF risk policy was 
discussed and approved, by the Executive Committee, in 
November 2021. The Executive Committee is expected to
review those risks at least twice a year. No oversight 
responsibilities within the risk management process have 

been assigned to the High-Level Steering Group, this could limit the groups effectiveness in their 
role as steward of EOF and their review of EOFs’ long-term strategy. Without adequate oversight 
in risk management, it could be difficult for the Secretariat to strike a balance between risks and 
rewards in managing risks. 

Risk tolerance: EOF’s institutional risk management policy outlines EOF risk categories and the 
Fund’s relative risk appetite6 for each category. EOF’s risk appetite ranges from none (e.g., 
safeguarding risks) to moderate (e.g., communications risks). These proposed risk tolerance 
levels were discussed and agreed by EOF’s Executive Committee in their November 2021 
meeting. The governance bodies have not defined EOF’s risk tolerance level, without which it is 
difficult for management to assess to what degree deviations from the risk appetite are 
acceptable. There is no requirement that the Executive Committee report back to the High-Level 
Steering Group regarding the adequacy of risk management measures and systems, so it is 
unclear whether the level of risk that remains after the application of the risk mitigation strategies 
is in line with the risk appetite defined in EOF’s risk management policies.  

Oversight of risk 
management is the 
responsibility of the High-
Level Steering Group, 
which should develop the 
strategy and monitor its 
implementation. 
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RECOMMENDED ACTION 8

EOF should take a focused approach to risk management by: 
(i) Clarifying the different accountabilities of the High-Level Steering Group and the

Executive Committee for oversight of EOF’s risk management and ensure this is 
indicated in the appropriate documents;

(ii) Reviewing its risk management framework to incorporate missing elements, for
example, by defining its risk tolerance level and an ensure ongoing assessment of its 
risk management strategies. 

Staff Responsible: Chief Operating Officer 

Implementation Date: 30 November 2023 

7. Ethics and culture Medium 

UNICEF adheres to an ethical organizational culture premised on its core values of care, respect, 
integrity, trust, accountability and sustainability as well as all values outlined in the Code of Ethics 
for UN Personnel. Gaps in a hosted partner’s ethics framework, if not managed, could impact staff 
performance and ultimately the success of the partnership and UNICEF’s credibility. 

Ethics framework: The EOF Charter provides that members of the Executive Committee and 
the High-Level Steering Group are required to inform their respective Chairs immediately upon 
learning of any actual, potential or perceived conflict of interest and resolve such issues before 
participating in decision-making that affects their personal or professional interests. In November 
2021, EOF developed a conflict- of- interest policy that provides specific actions to take when an 
actual or perceived conflict of interest is identified. However, the EOF Charter does not adequately 
cover all elements necessary for an adequate ethical framework. For example, it must be made 
clear that the code of conduct applies to all relevant constituents, whistle blower protections and 
provisions to prevent or respond to bribery and misconduct should be consistent with UNICEF’s 
ethics framework. while taking into account any unique characteristics of EOF. 

Culture: UNICEF’s work is based on its core values of care, respect, integrity, trust, accountability 
and sustainability. In line with those values, UNICEF has instituted initiatives on diversity, equity 
and inclusion that aim to build a more ethical, inclusive, equitable and empowering workplace. , 
However, EOF’s governance framework does not address organizational culture, nor does it 
contain provisions related to how diversity, equity and inclusion are promoted within the Fund, its 
Secretariat and the work it carries out. 

Protection from sexual exploitation and abuse (PSEA) and child safeguarding:7 OIAI notes 
that, in November 2021, EOF developed a Safeguarding and PSEA policy in consultation with 
UNICEF and external experts, that has since been operationalized by the Secretariat. 

7 UNICEF’s Child Safeguarding Policy sets out UNICEF’s commitment to minimize risks of harm to children arising from its 
programmes, operations, personnel and partners.
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RECOMMENDED ACTION 9

EOF should: 
(i) Develop an adequate integrity and ethics framework that includes a code of conduct,

whistle blower protections and provisions to prevent and adequately respond to 
bribery and misconduct; 

(ii) Ensure the EOF Charter and other appropriate governance documents, incorporate
and implement relevant provisions on diversity, equity and inclusion, using the 
UNICEF core values framework and initiatives on diversity, equity and inclusion as a 
reference. 

Staff Responsible: Chief Operating Officer 

Implementation Date: 1 April 2024 
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 APPENDIX 

Definitions of Audit Observation Ratings

To assist management in prioritizing the actions arising from the audit, OIAI ascribes a rating to 
each audit observation based on the potential consequence or residual risks to the audited entity, 
area, activity or process, or to UNICEF as a whole. Individual observations are rated as follows: 

Low 

The observation concerns a potential opportunity for improvement in 
the assessed governance, risk management or control processes. 
Low-priority observations are reported to management during the 
audit but are not included in the audit report. Action in response to 
the observation is desirable. 

Medium 

The observation relates to a weakness or deficiency in the assessed 
governance, risk management or control processes that requires 
resolution within a reasonable period of time to avoid adverse 
consequences for the audited entity, area, activity or process. 

High 

The observation concerns a fundamental weakness or deficiency in 
the assessed governance, risk management or control processes 
that requires prompt/immediate resolution to avoid severe/major 
adverse consequences for the audited entity, area, activity or 
process, or for UNICEF as a whole. 

Definitions of Overall Audit Conclusions

The above ratings of audit observations are then used to support an overall audit conclusion for 
the area under review, as follows: 

Satisfactory 
The assessed governance, risk management or control processes 
were adequate and functioning well.  

Partially 
Satisfactory, 
Improvement 

Needed 

The assessed governance, risk management or control processes 
were generally adequate and functioning but needed 
improvement. The weaknesses or deficiencies identified were 
unlikely to have a materially negative impact on the performance 
of the audited entity, area, activity or process. 

Partially 
Satisfactory, 

Major 
Improvement 

Needed 

The assessed governance, risk management or control processes 
needed major improvement. The weaknesses or deficiencies 
identified could have a materially negative impact on the 
performance of the audited entity, area, activity or process.  

Unsatisfactory 

The assessed governance, risk management or control processes 
were not adequately established or not functioning well. The 
weaknesses or deficiencies identified could have a severely 
negative impact on the performance of the audited entity, area, 
activity or process.  
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