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1 Purpose

1.1 Objectives, Outputs and Outcomes

The section presents the project’s developmental goal, main objectives, outputs and outcomes.

Development Goal

The project’s main development goal is:  “To promote good governance, honesty, transparency and accountability in the use and management of public resources by strengthening the capacity of the BSA of Iraq, realizing the outcome “Strengthening Institutional and Administrative Infrastructure” in the UN-Iraq Assistance Strategy Matrix.”.

Main Objectives

The project’s main objectives are:

1. To conduct and complete a Training Needs Assessment of the BSA;
2. To conduct research, from international experiences, on money laundering to develop future audit programmes (assessment of Australian & Canadian experiences);

3. To conduct off-the-shelf short-term courses around the Arab Region for 269 auditors in the following priority areas:


1)  Performance Audit, Short Train-the-Trainer programme;


2)  Debt Accounting & Audit;


3)  Fraud Detection Audit;


4)  Aid Management and Co-ordination Audit, Short Train-the-Trainer programme;


5)  Procurement & Contract Management Audit;


6)  International Standards & Guidelines;


7)  Privatization Audit, Short Train-the-Trainer programme;


8)  IT Audit;


9)  ISO 9001 Certification (Quality Control & ISO certification); and,


10)  Financial Audit;

4. To conduct Train-the-Trainer workshops to develop the long-term training programme for 3 groups of 30 audit practitioners each in the following areas:


1)  Financial auditing and fraud detection – Revenue and expenditure;


2)  Computer auditing; and,


3)  Performance audit;

5. To conduct a workshop to develop a pool of 30 technicians capable of coordinating and supporting the introduction of the audit operations’ computerization and BSA’s administrative systems and to develop a guide to this effect;

6. To develop and disseminate the following:


1)  Audit guidance on the training activities referred above; and,


2)  Code of conduct to BSA based on INTOSAI code of ethics;

7. To adapt and to disseminate BSA guide on fraud awareness and detection;

8. To ensure the sustainability of BSA Iraq’s capacity reinforcement ensured.
Outputs

The project’s outputs, as appear in the Project Document, are:
1.1 Comprehensive Training Needs Assessment conducted covering 18 regional offices.
2.1 Research paper and recommendations on ‘money laundering’ audit programmes for BSA drafted and presented.
3.1 Ten (10) short-term courses for 269 auditors over 44 weeks conducted.

4.1 Three (3) teams of 30 FRLs (Functional Responsibility Leaders) formed (in financial audit and fraud detection, computer auditing and performance auditing).
4.2 The FRLs to develop long-term customized training programmes on the above noted subject matters.

4.3 Three (3) standardized course manuals on the subject matters noted in 4.1 developed.

5.1 A pool of 30 technicians formed, capable of coordinating and supporting the initiation of the BSA operations’ computerization and a guide produced to facilitate this computerization.

6.1 Audit guidance and Ethic’s Code manual developed and disseminated.

7.1 The guide on fraud awareness and detection adapted and disseminated.

8.1 Three (3) experimental audits conducted.

8.2 The Institutional Strengthening Committee (ISC) and workgroup formed.
8.3 A secretariat established to support BSA’s needs in coordinating future activities with donor agencies.
8.4 BSA (strategic and operational) institutional strengthening plan developed.

Outcomes

Under favourable security and development conditions in Iraq, the long term outcomes of the project include the better management of public funds, a real reduction in the level of waste and corruption, and an inherent trust by the Iraqi citizens in its government.  However, persistent security threats and the continued risk of political uncertainty put these outcomes into jeopardy.

1.2 Relevance to Key Benchmarks

This section explains how the project is relevant to the UN Assistance Strategy for Iraq, the UN Millennium Development Goals, the Joint Iraqi Needs Assessment and the Iraqi National Development Strategy

UN Assistance Strategy for Iraq

The project aims to support the UN Assistance Strategy for Iraq’s priority of “Public sector reform and strengthening institutional/administrative infrastructure” by building the audit capabilities of the BSA principally through training programmes for BSA auditors.  The project also seeks to achieve the Strategy’s short term objective to “Restore the capacity of the public administration so that it can start operating according to updated methodologies in a more efficient, transparent, decentralized and participatory manner” by helping the BSA adopt and adhere to international auditing standards.

Millennium Development Goals

The project aims to support the 8th Millennium Development Goal to “Develop a Global Partnership for Development” by further opening a trading and financial system that is rule-based, predictable and non-discriminatory, including a commitment to good governance, development and poverty reduction – nationally and internationally.  By promoting greater transparency and accountability through the strengthening the BSA, the project seeks to build confidence in national ministries and public institutions, thus promoting confidence in foreign investments in Iraq.

Joint Iraqi Needs Assessment

The UN/World Bank Joint Iraq Needs Assessment and Development Goals report states:  “While the civil service has many well trained and competent staff, after a decade of isolation there is a need for massive retraining programs that should start as soon as possible. In addition to enhancing technical competencies and skills, these should include cultural and attitudinal change programs that will support the transition to transparent, professional, decentralized government and engender a culture of human rights throughout the system.”.  The project has and is addressing the first part of this statement directly by providing training to BSA auditors to update their skill in areas such as privatization audits.  The project also addresses the second part of this statement indirectly through the training courses by exposing the auditors to international audit standards that will help foster transparency and professionalism within BSA staff.

The UN/World Bank document also identifies the following need:  “Strengthen the capacity of the Supreme Audit Agency to enable it to undertake management and financial audits of public sector entities on a regular basis. Management audits conducted would serve to inform any government reforms that may take place under an elected Iraqi government.”   All project activities, including the training course on privatization audit, address this need directly.  The project’s objectives are directly to those of the document in respect of the BSA.

National Development Strategy of Iraq

The project directly supports the National Development Strategy of Iraq’s objective to “Continue strengthening the Board of Supreme Audit and decentralize its activities to the region to ensure transparency in public financial management” through all of its activities, and in particular by ensuring representation from all the regions in the audit training courses.

1.3 Implementing Partners

This section presents the main implementing partners, their roles and responsibilities and their interaction with the UNDP.

Implementing Partners

The UNDP-Iraq has no national implementing partners.  The UNDP’s main international partners are:

· Audit bureau of Egypt;

· Audit Bureau of Jordan;

· Court of Accounts of Tunisia;

· International Monetary Fund;

· National Audit Office of the United Kingdom;

· Office of the Auditor General of Saudi Arabia;

· Office of the Comptroller and Auditor General of India; and,

· World Bank.

Roles and Responsibilities

Each implementing partner listed above is expected to play the role of technical expert and trainer for various types of audit courses.  The technical partners are responsible for preparing and presenting audit training courses in various fields of auditing as well as a train-the-trainer course to complement the technical training.  In addition, the regional implementing partners (Egypt, Jordan, Saudi Arabia and Tunisia) and India are also responsible for coordinating the logistics for the training seminars, including visas, hotels and conference rooms.  Each partner must also present final reports on accomplishments achieved.  All partners communicate closely and directly with the UNDP-Iraq during the planning and implementation stages.

Interaction with the UNDP

Through a series of letters of agreements to be put in place with each implementing partner, assurance is provided that each implementing partner will be consulting and coordinating directly with the UNDP on all level of issues related to the training courses.  A senior official from each implementing partner will be assigned to coordinate all levels of activities with the UNDP project manager.

2 Resources

Financial Resources

2.1 Project Funds

The section presents the total project funds that have been provided, disbursed and committed.

Too be completed by Finance.
2.2 Spending Variations

This section highlights the variations in projected versus actual spending for the period of July to December 2007 and provides reasons for this variation.

Variations

Too be completed by Finance.
Reasons

The actual expenditures were approximately the same as the budget for the period (actual expenditures exceeded the budget amount slightly).

2.3 Explanation of Expenditures
This section explains the project expenditures within the ten (10) budget categories, including the security expenditures.

1. Personnel

Too be completed by Finance.
2.  Contracts

Too be completed by Finance.
3. Training

Too be completed by Finance.
4. Equipment

Too be completed by Finance.
5. Supplies and Commodities

Too be completed by Finance.
6. Transport

Too be completed by Finance.
7. Travel

Too be completed by Finance.
8. Miscellaneous

Too be completed by Finance.
9. Security

Too be completed by Finance.
10. Agency Management Support Costs

Too be completed by Finance.
2.4 Other Funding Sources
The only direct funding for this project comes from the International Reconstruction Fund for Iraq.  Indirect funding is also being provided by the CIDA in the form of the contribution of professional consulting services and related travel expenses provided in-kind.  The total value of the in-kind contribution to the project is approximately USD 50,000.

2.5 Budget Revisions
There have been no budget revisions.

2.6 Expenditures during Reporting Period
Too be completed by Finance.
Human Resources

2.7 National Staff
The project associate in a national staff member fully dedicated and charged to the project.  There were no changes to national staff project resources during the reporting period.

2.8 International Staff

The project manager is an international staff member fully dedicated and charged to the project.  There were no changes to national staff project resources during the reporting period.

3 Methods of Operating

3.1 Implementation Mechanisms

This section summarizes the implementation mechanisms primarily utilised and how they are adapted to achieve maximum impact given the challenging operating context.

Partnerships with Regional and International Governmental Institutions

All audit training under the project is provided by other national governments because no such capacity exists within the private sector.  These relationships are built upon goodwill that exists in the international community to support the rebuilding of Iraq.  This leverages the quality of the course delivery.  For example, the technical partners will present proposals and draft course outlines to the BSA and modify them according to feedback it has received.  Course material is also adapted by the technical partners to reflect Iraqi realities.  Other governmental institutions are also much more flexible when adapting to unexpected delays in activity implementation.

Direct Institutional Capacity Building

Direct execution of project activities is also undertaken by the UNDP itself.  The UNDP-Iraq project manager has dedicated several weeks and months of time to the training of a counterpart BSA staff member of its Training Secretariat through an on-the-job training and mentoring activity.  This type of implementation mechanism has the advantage of increasing the effective number of staff dedicated full time to the project at minimal cost.

Private Sector Solutions

Some services (i.e. training courses) and products (i.e. information technology and audio/visual equipment) are acquired from the public sector.  Open and transparent procurement ensures the greatest value-for-money for the BSA.

3.2 Procurement Procedures

This section provides details on the procurement procedures utilized and explains variances in standard procedures.

Letters of Agreement with Governmental Partners

To facilitate the procurement of services of national governmental partners, the UNDP-Iraq has negotiated an umbrella agreement with headquarters in New York.  At the beginning of the project, the UNDP-Iraq justified the use of international governmental technical partners and obtained a standing approval for entering into direct relationships with each by means of a letter of agreement.  However, in each case, the project manager must demonstrate the adequate value-for-money of each individual proposal to the Consolidated Appeals Process and the Advisory Committee on Procurement.

Standing Offers

For both translation and event management services, the UNDP-Iraq office has standard standing offers with local service providers.  Under the scope of this project, these services are obtained through these standing offers with minimal hassles or delays.

Standard Invitation to Bid Process

In all but one procurement process undertaken within the scope of the project, standard procurement rules and regulations for invitation to bid processes were followed.

Direct Contract

There were no direct contracts tendered in the first half of 2008.  In an isolated case in the first half of 2007, a direct procurement for training services was undertaken due to the requirement from the BSA to have the second part of a two part course taught by the same company that gave the first part.  Whereby the BSA had contracted the company’s services for the first part of the course, the second part of the course was being paid through the projects budget since it was an activity appearing in the project work plan.  Adequate and compelling justification was provided and the total value of the contract was less than USD 30,000.

3.3 Monitoring Systems

Active project monitoring is carried out primarily by the UNDP project manager.  The heavy project activity implementation schedule and demands placed upon the UNDP by the BSA has resulted is a significant shortfall in active monitoring compared to optimal levels.  However, significant controls were put in place during the implementation of the project management structure to ensure that no significant problems could go undetected.

3.4 Assessments, Evaluations and Studies

There were no assessments, evaluations or studies conducted under the scope of the project during the first half of 2008.
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4 Results

4.1 Activity Delivery Progress

Actual Versus Planned Delivery

Delivery, defined as monies expensed, was the highest in the first half of 2008 than for any other semester over the life of the project thus far.  An important factor 

Explanation of Variance

All but three project activities that had been scheduled to be delivered during the reporting period were completed.  Of the three that weren’t two were audit training courses while the third was the purchase of an enterprise application.  One of the audit courses was delayed due to political considerations between the BSA and the technical partner.  The second course was not delivered because of a lack of resources within the project team to implement the activity.  In November 2007, the Project Manager was asked to become the Interim Project Manager of a second project, which took a significant amount of time away from the BSA project.  The enterprise system procurement process remained outstanding because of disagreement between the UNDP-Iraq and the BSA over procurement rules and an ill-defined set of technical specifications.

4.2 Achievement of Medium-Term Outcomes

Eighty-eight (88) BSA auditors were trained in the second half of 2007.  Of these, a certain number have been trained to train others with the institution in order to ensure internal sustainability.  The medium term outcome of internal training sustainability has been achieved.

4.3 Key Outputs during Reporting Period

This section presents the key outputs achieved during the reporting period, including the number and nature of the activities, the percentage of completion and the beneficiaries.

Output – Fraud Manual Working Meetings (2 & 3)

The middle two of three fraud manual development working meetings were held in Amman, Jordan during the reporting period:  from February 6 to 10, March 23 to 27 and August 6 to 7, 2008.  The working meetings were held between four dedicated senior audit officers of the BSA and an international expert in institutional fraud awareness.  The meetings convened to complete work on an ‘Institutional Fraud Awareness Guide’ being developed for the BSA.

Output – Pilot Audit Workshops (2 & 3)

The middle three of four pilot audit workshops were held in London, England during the reporting period:  from March 3 to 7, May 6 to 9 and July 21 to 25,2008.  Six senior audit officers chosen to be pilot audit champions within the BSA attended the meetings.  The knowledge taken from the workshops should eventually lead to significant improvements of the BSA’s audit frameworks and practices.  The workshops were delivered by the National Audit Office of the United Kingdom.

Output – Anti-Corruption Conference

A two-day international conference on anti-corruption was held in Baghdad, Iraq from March 18 to 19, 2008.  Approximately approximately two hundred (200) delegates attended the conference from the Government of Iraq, various embassies, the United Nations and other organisations.  The conference’s main objectives were to bring wider awareness to the issue of corruption in Iraq, gain commitment from the international community to support the Iraq in its fight against corruption and to initiate discussions about the roles of the various accountability and transparency bodies in Iraq (the BSA, the Commission on Integrity and the Offices of the Inspector General).

Output – Anti-Corruption Conference Workshop

A two-day follow-up workshop to the March 2008 anti-corruption conference was held in in Baghdad, Iraq from June 2 to 3, 2008.  Senior officials, including the heads of institutions, from the BSA, Commission on Integrity, the Offices of the Inspector General, the Joint Anti-Corruption Commission and the Judicial Council attended.  The workshop’s main objectives were to allow the UNDP and the UNODC to learn more about the Government of Iraq’s accountability and transparency institutions, to expose officials to in-depth concepts in the fight against corruption and to review the new proposed laws of the the BSA, the Commission on Integrity and the Offices of the Inspector General.

Number and Nature of the Activities, Percentage of Completion, Beneficiaries

There were four (7) activities completed during the reporting period.  As of the end of the period, approximately ninety percent (90%) of the project activities had been completed.  In all cases, the direct beneficiaries of the activities were the BSA auditors.

4.4 Implementation Delays and Lessons Learned

This section explains the delays in project implementation, the nature of the constraints, lessons learned in the process and actions taken to mitigate future delays.

Even though four activities were delivered during the first half of 2008, the project is still behind schedule on the whole.  The following constraints help explain the nature of the delays and are accompanied by lessons learned and actions taken.

Communication Difficulties/Geographic  Separation between BSA and UNDP-Iraq
The fact that the UNDP-Iraq project office is located in Amman, Jordan rather than Baghdad, Iraq and the communication difficulties resulting from the security and infrastructure issues in Iraq has caused delays in activity implementation because the UNDP-Iraq project manager has had difficulty communicating with the BSA counterpart.  The lesson learned, which is to operate locally rather than remotely, is easy, but the reality is not so simple.  To minimise the impacts of these constraints in the face of realities on the ground in Iraq, the lesson learned has been to schedule more meetings in Amman between the parties in spite of the added short term costs.  Another solution has been to bring a BSA project manager to Amman full-time to work with the UNDP-Iraq project manager face-to-face.

Expectations Created by the Original Project Document
The original project document planned for the disbursement of the USD 4.9 million budget over 16 months, including a series of ten two- to four-week training workshops and numerous other small dollar value activities.  Training courses of this nature are very labour intensive and require a great deal of detailed preparation.  It may have been overoptimistic to expect all of those activities to be held over such a short period of time.  Therefore it is suggested that the original work plan itself was too loaded and created unrealistic expectations.  The lesson learned here is to not create unrealistic expectations during the drafting of the project document.  Although no corrective action can be taken for the current phase of the programme, steps were taken during the drafting of the project document for phase 2 to ensure a more realistic timetable for the implementation and execution of project activities.

Number of Professional Staff Assigned to the Project
This issue is very closely related to the previous issue on expectations created by the original work plan.  Even with the increase to three full-time staff members dedicated to the project by the end of the reporting period, the project was understaffed.  The BSA has requested that the UNDP-Iraq work on all the training activities as well as other project activities in parallel, resulting in an inadequate amount of time being spent on any given course or activity and all activities suffering delays in execution.  The lesson learned is to ensure that the work plan reflects a realistic implementation schedule and that more dedicated staff be assigned to work on the project.  To mitigate future delays, additional staff members have been or will be added to the project team.

Level of Support and Professional Competency Provided by the Operational Staff
The implementation of the project activities involves a great number of small operations requiring the involvement of operational support services (finance, logistics, procurement, etc.).  The operations staff does not have enough direct involvement in the project.  From time to time, this results in lack of importance and priority given to certain transactions by operational staff that require special attention.  Moreover, there exist small pockets within some of the operational units that lack full professional competencies.  This sometimes results in unnecessary delays in activity implementation.  It is difficult to define a lesson learned for this constraint within the scope of the project since this reflects wider organisational problems.  Mitigating action to help alleviate this problem has taken the form of closer follow-up with corporate staff and cultivation of stronger relationships through more frequent consultation.

Length of Time to Prepare Course Materials
The length of time that the UNDP-Iraq estimated would be required by the technical partners to prepare the course materials was too optimistic.  This resulted in some delays to the delivery of training courses.  The lesson learned is simply to allow for more time for course preparation when scheduling course dates.  Unfortunately, additional time is not a luxury being afforded to the project by the senior management of the BSA.  In practice, more pressure has been applied to the technical partners to get the course material ready in shorter timeframes.

4.5 Key Partnerships and Collaborations
This section lists key partnerships and collaborations and explains how such relationships impact on the achievement of results.

Other Supreme Audit Institutions and International Organisations

The project’s key partnerships are those between each one the technical partners (see page 1 of this report) and the UNDP-Iraq and BSA.  Each partnership is important beyond the training course being provided.  These partnerships, especially those with regional partners, are also important as a means of re-integrating the BSA into the international community of Supreme Audit Institutions and all the benefits this involves, including access to best practices.  These partnerships leverage the benefits that accrue to the BSA and result in both more effective and efficient training courses, which then permeate through the entire organisation via the in-house training sessions such as the one that occurred in June 2006.

Other UN Agencies

The UNDP has also partnered with the International Labour Organisation-International Training Centre on the delivery of an audit training course.  The impact on the results the same as those outlined on the previous point.

4.6 Cross Cutting Issues
This section summarizes achievements against planned results for the cross cutting issues of security, gender, human rights, employment and the environment.

Security

This project has no planned or actual results that materially impact the security situation in Iraq.

Gender

This project has no planned or actual results that materially impact gender issues within Iraq.  It should be noted that over half the participants to the training seminars are women.  However, BSA resources dedicated to the train-the-trainer courses tend to be predominantly male.

Human Rights

This project has no planned or actual results that materially impact human rights issues within Iraq.

Employment

This project has no planned or actual results that materially impact employment creation within Iraq. 

Environment

This project has no planned or actual results that materially impact environmental issues within Iraq. 

5 Future Work Plan

5.1 Projected Activities

The following activities are planned for the period of July to December 2007:

· Planning and presentation of Procurement and Contract Management Audit Course (train-the-trainer module);

· Planning and presentation of a translations and interpretation course targeting the BSA’s internal translation/interpretation staff;

· Planning and presentation of an Oracle Developer course targeting the BSA’s IT support staff;

· Planning and presentation of a web design course targeting the BSA’s IT support staff;

· Completion of an Institutional Fraud Awareness and Detection Guide;

· Completion of the pilot audit activity;

· Purchase and delivery of the electronic document management system; and,

· Purchase and delivery videoconferencing equipment.
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