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In my report to the Forty-seventh World Health Assembly o n the 
accounts of the World Health Organization for the financial period 
1 January 1992 to 31 December 1993, I noted that due to adverse 
l o c a l security conditions, my staff had been unable to complete 
audit missions to the Organization's R e g i o n a l Office for A f r i c a . 
As a result my audit did not cover transactions and balances 
relating to the R e g i o n a l Office for Africa which were reflected in 
WHO'S financial statements. 

I undertook to carry out an audit of the R e g i o n a l Office for Africa 
and report my findings separately to the World Health Assembly at 
the earliest opportunity. 

I now have the honour to present to the Forty-eighth W o r l d Health 
Assembly my report on the audit visit to the R e g i o n a l Office for 
Africa carried out by my staff in November 1994. 

In transmitting this report I wish to make clear that the 
Secretariat of the World Health Organization have been given the 
opportunity to comment on my findings but have declined to do so. 
My staff provided the Secretariat with a draft report on 21 
February 1995; and I sent a revised text to the D i r e c t o r - G e n e r a l o n 
7 April f in accordance with paragraph 9 of the A d d i t i o n a l Terms of 
Reference Governing External Audit appended to the Organization's 
F i n a n c i a l Regulations. 

A high degree of co-operation and trust between an organisation and 
its e x t e r n a l auditor are essential if the e x t e r n a l audit function 
is to operate efficiently and effectively in the interests of b o t h 
p a r t i e s . In view of the attitude of the Secretariat I h a v e , with 
much regret, concluded that these essential requirements no l o n g e r 
o b t a i n . F o r these professional reasons I accordingly w i s h to 



withdraw my bid for appointment as the Organization's E x t e r n a l 
A u d i t o r for the financial periods 1996-1997 and 1998-1999. 

S'n 

flíi �Hc^ 

SIR JOHN BOURN 
Comptroller and A u d i t o r General, United Kingdom 

E x t e r n a l Auditor 



REPORT OF THE EXTERNAL AUDITOR TO THE WORLD HEALTH ASSEMBLY 

AUDIT VISIT TO THE REGIONAL OFFICE FOR AERICA 

2 - 22 NOVEMBER 1994 

PART ONE - INTRODUCTION AND OVERALL RESULTS 

Background 
i 

1.1 This report records the results of my staffs audit of the Regional Office for Africa 
(AFRO) in November 1994. As stated in paragraphs 66 to 68 of my report to the forty-
seventh World Health Assembly, my staffs audit of AFRO during the 1992-93 biennium was 
severely disrupted by events beyond their control. Adverse security conditions resulting from 
local civil and political unrest prevented my staff from conducting necessary audit visits to the 
Regional Office. My staff were therefore unable to complete their audit of 1992-93 
transactions, and to carry out an end of biennium verification of balances. My opinion on 
WHO's accounts for the 1992-93 biennium did not therefore cover transactions and balances 
recorded in AFRO's accounting records and reflected in WHO's financial statements for 
1992-93. This scope limitation also affected my audit opinion on WHO's United Nations 
Development Programme and United Nations Population Fund accounts. 

1.2 In paragraph 68 of my report, I stated that I did not consider it appropriate for such a 
large and important sector of WHO's operations to remain unaudited, particularly since this 
covered expenditure amounting to $122 million，assets of $20 million and liabilities of $21 
million. I therefore undertook to carry out an audit of AFRO's operations as soon as 
circumstances permitted and to report the results of this examination separately to the forty-
eighth World Health Assembly. 

1.3 In carrying out their audit, my staff took into consideration the findings of WHO's 
internal auditors who carried out financial audits of AFRO in April 1994 and again in 
October/November 1994，immediately prior to my own staffs visit. Internal Audit's 
examination on both occasions covered a general review of the adequacy and effectiveness of 
internal control procedures and included transactions testing in the principal areas of cash and 
banks, imprests, personal accounts, local cost subsidies, education grants and inventories. 
Both audits reported generally satisfactory results but included observations on a number of 
areas. The April 1994 audit commented on the level of and control over personal accounts; 
the need for improved follow-up of amounts due to the Organization; the need to improve 



documentation supporting imprest transactions and education grant payments; some errors in 
the establishment of obligations; the need to strengthen the monitoring and receipt of financial 
statements supporting expenditure advanced for local cost subsidies; and some errors in 
payroll standing data. The audit carried out in October/November 1994 referred to the need 
for improved documentation supporting imprest accounts; the need for improved follow-up 
of amounts due; inventory cards that were out of date; a need for unannounced cash counts; 
and a need to complete bank reconciliations promptly. 

1.4 My staff also took account of a report by a consultant who, following a briefing by 
WHO's headquarters Budget and Finance Division, conducted an in-depth review of AFRO's 
accounts between June and August 1994 examining aspects of their budgetary and financial 
operations. This review concentrated in particular on bank and imprest accounts, accounts 
receivable, suspense accounts, 1993 year-end transactions and staff training and organisation. 
The consultant's report dated August 1994 detailed many serious control failures and instances 
where WHO financial rules and regulations and Manual provisions had not been strictly 
complied with. Findings included unacceptable delays in completing bank reconciliations and 
in the receipt and journalisation of imprest accounts; payments made on the basis of inadequate 
supporting documentation or without the necessary prior approval; delays in clearing suspense 
accounts; long outstanding balances on personal accounts including non-recovery of advances, 
mispostings, and incorrect accounting treatment; inadequate monitoring of field leave and 
absence records; and a general lack of awareness of financial procedures amongst finance staff 
and management. As a result of this consultant's work, some progress was made in 1994 in 
clearing the backlogs on bank reconciliations and on accounts receivable. 

Audit Objectives 

1.5 The purpose of the audit undertaken by my staff was to examine whether expenditure 
recorded in AFRO'S accounting records in 1992-93 had been incurred for the purposes 
approved by the World Health Assembly and had been properly classified and recorded in 
accordance with WHO's Financial Regulations; to examine whether assets and liabilities 
recorded in AFRO's accounting records as at 31 December 1993 were fairly stated; and to 
carry out an assessment of current internal financial controls and procedures. 

Audit Approach 

1.6 The audit included: 

• a broad assessment of internal controls for income and expenditure; bank and 
imprest accounts; accounts receivable and payable; and inventory; 

• substantive testing of sample transactions relating to the 1992-93 biennium covering 
all sources of funds; 

• a review of contract letting procedures; and 

• an examination of unliquidated obligations carried forward to 1994-95. 



Overall Results 

1.7 During the 1992-93 biennium the Congo experienced civil unrest which disrupted 
normal working conditions in the Regional Office, particularly in the period November 1993 
to April 1994. This disruption had a detrimental effect on the Office's accounting and control 
environment. The Office returned to relatively normal working conditions in May 1994. The 
Regional Office had made progress since May 1994 in clearing backlogs of work, although my 
staffs audit, which covered the period 1992-93 and January to November 1994’ revealed some 
shortcomings in the application of internal control procedures which require attention. The 
problems caused by the disruption of normal operations in 1992-93 and early 1994, and the 
shortcomings in internal controls which were aggravated by this situation, have led to the 
occurrence of significant shortcomings in AFRO's accounting records; and have given rise 
to uncertainty about the accuracy, completeness and validity of the Region's accounting records 
related to 1992-93. 

1.8 Part 2 of this report sets out my conclusions and recommendations, and Part 3 records 
the detailed findings from the audit. 



PART TWO - CONCLUSIONS AND RECOMMENDATIONS 

Imprest Accounts 

2.1 My staff noted that a significant backlog in processing imprest returns to AFRO's 
accounting records had built up at the end of the 1992-93 biennium. The problems arose 
during the period of civil unrest in the Congo, when Regional Office activities were severely 
disrupted during 1993 and the first part of 1994. 

2.2 In 1992-93 the backlog in processing imprest transactions resulted in some $6.8 million 
in disbursements not being charged to the 1992-93 accounts. This resulted in incomplete 
accounting records, increased the risk of erroneous or fraudulent transactions remaining 
undetected over long periods, and made it difficult to monitor outturn against budgets. 
Although I am pleased to note that these 1992-93 transactions have since been processed and 
that the level of backlog has been reduced in 1994，I recommend that AFRO take measures 
to ensure prompt clearance of all imprest returns in the future (paragraphs 3.1 to 3.5). 

i 

2.3 My staff also noted significant deficiencies in the imprest returns. In many cases the 
quality of documents supporting transactions was poor; and there were large numbers of 
long-outstanding, unverified and uncleared transactions. Regional Office reviews of three 
country offices revealed significant shortcomings in imprest keeping. I therefore recommend 
that AFRO take steps to improve the quality of imprest returns by increasing the amount and 
quality of training given to staff in country offices. I also recommend that Regional Office 
staff make more regular and systematic monitoring visits to the country offices in order to 
carry out periodic checks on current operations and to assess and address the training needs 
of staff in these offices (paragraphs 3.6 and 3.7). 

Cash at Bank and in Hand 

2.4 On AFRO's main payments account, no bank reconciliations had been carried out for 
the whole of 1994. Payments made through the bank during the period January to September 
1994, amounting to some $8 million，had therefore not been verified against AFRO's cash 
records. In addition, the December 1993 reconciliation for this important account was 
unsatisfactory because of the very high number of unverified transactions, some dating back 
as far as April 1993. There were also considerable delays in preparing December 1993 bank 
reconciliations for four other bank accounts. Although a consultant made good progress in 
clearing some of the backlog in 1994, bank reconciliation work was still not up to date at the 
time of my staffs audit. I therefore recommend that AFRO take action to bring all bank 
reconciliation work up to date and to clear all long-outstanding unverified reconciling items. 
With regard to cash held at the Regional Office, I recommend that random, surprise, cash 
counts be carried out on a periodic basis and that cash payments be journalised promptly to 
the accounting records (paragraphs 3.8 to 3.13). 



Accounts Receivable 

2.5 My staff found that personal accounts were not well controlled . The personal accounts 
balance of $3.1 million as at 31 December 1993 included large numbers of long-outstanding 
items. Some work was carried out by a consultant in 1994 to clear old balances and the 
balance outstanding was reduced by $0.5 million to $2.6 million by November 1994. I 
consider, however, that additional work is necessary and I therefore recommend that a further 
review of these balances be carried out. I also recommend that in future, AFRO carry out 
regular reviews of personal accounts and other debtor balances, systematically following up 
long-outstanding debts, and processing appropriate accounting entries timeously (paragraphs 
3.14 to 3.16 and 3.18). 

2.6 My staff noted a backlog in the charging of disbursements reported by UNDP to 
relevant expenditure commitments, resulting in an overstatement of $840,000 in accounts 
receivable and unliquidated obligations as at 31 December 1993. This not only resulted in 
inaccurate accounting records but also hampered the Organization's ability to exercise tight 
budgetary control. Although the Regional Office had cleared most of the 1992-93 backlogs 
by the time of my staffs audit, I recommend that AFRO take steps to clear the IOVs received 
in 1994 and valued at some $1 million; and that they ensure that no further' backlogs be 
allowed to build up (paragraph 3.17). 

Unliquidated Obligations 

2.7 There were weaknesses in the establishment and control of obligations. I therefore 
recommend that AFRO establish monthly reviews of outstanding obligations (paragraphs 3.19 
and 3.20). 

Procurement and Contracting 

2.8 My staff reviewed the procurement and contract letting procedures adopted in relation 
to three major projects associated with the upgrade of the AFRO telecommunications system. 
In one project Üiey found deficiencies in the planning and progress of the work such that final 
completion of the contract remained outstanding 30 months after the due delivery date. The 
Regional Office staff explained that these delays were due to the civil disturbances. In one of 
the other projects the contract for $628,000 was signed before being discussed and approved 
by AFRO's Contracts Review Committee. Although AFRO staff explained that this was done 
for practical considerations, I recommend that the Regional Office obtain appropriate prior 
approval before signing any contract (paragraphs 3.21 to 3.24). 

Staff Appointments 

2.9 My staff found that established procedures for appointing staff were not fully complied 
with. In one case failure to follow the correct procedures led to irregular payments of salary, 
rent and travel costs amounting to $30,000. I recommend that AFRO ensure that all 
appropriate procedures relating to the selection and appointment of staff are fully complied 



with. In another case, AFRO's senior management appointed a candidate other than that 
recommended by the Region's technical unit without giving a written justification or 
explanation. The appointee proved to be unsuitable and his appointment was not confirmed 
after the probation period. I recommend that senior management provide written justification 
for appointing alternative candidates to those recommended (paragraphs 3.25 to 3.27). 

Education Grant Payments 

2.10 My staffs review of education grant claims showed that in several cases examined, 
payment had been made on the basis of incomplete or insufficient evidence to support the costs 
claimed, and checks made by finance staff had been insufficiently rigorous. Following two 
cases of fraud found in this area by internal audit in 1992, AFRO issued a circular to all staff 
reminding them of the need to provide adequate and fully supported claims. To reduce the 
level of reliance placed on personal trust, I recommend that AFRO periodically obtain 
independent confirmation of costs from schools (paragraphs 3.28 to 3.30). 

Official Housing 

2.11 There were no formal rules or guidelines on procedures for allocating WHO's official 
housing and in some cases rents and utility charges were not being recovered due to 
inaccuracies in the standing payroll data. I recommend that guidelines be established to 
regulate the allocation of WHO official housing; that proper tenancy agreements be drawn up 
with all staff; that WHO review the level of rents charged; and that AFRO carry out 
systematic checks to agree payroll data to ensure that all rents are recovered (paragraphs 3.31 
to 3.33). 

Overtime Payments 

2.12 My staff found that drivers receive fixed lump sum overtime payments on the 
assumption that they work at least a 50 hour week. I recommend that AFRO monitor actual 
hours worked and review the economies of the arrangement (paragraph 3.34). 

Control of Physical Assets 

2.13 There was scope for improvement in the internal controls relating to the Regional 
Office's custody and stewardship of physical assets. I recommend that AFRO: 

• establish a central inventory record of all assets held, as required by the WHO 
Manual, and record each asset's description, unique serial number, value, purchase 
order reference, location and custodian; and 

• carry out a full annual check and physical verification of assets against the details 
recorded on this central inventory. 



2.14 Over 30 per cent of project and country offices had not checked and returned inventory 
cards sent to them by the Regional Office. Although the Regional Office had sent two 
reminders to these offices, I recommend that they take firmer action to secure the prompt 
checking and return of these cards (paragraphs 3.35 to 3.40). 

General Conclusions and Recommendations 

2.15 My staffs findings have highlighted weaknesses in internal control, some of which 
resulted in misstatement or uncertainty as to the accuracy, completeness and validity of the 
accounting records for 1992-93. I fully appreciate that the period of civil unrest in the Congo, 
and in particular the disruption of normal operational conditions at AFRO from November 
1993 to April 1994，resulted in extremely adverse working conditions for the Regional Office. 
Although I was pleased to note some improvement in 1994’ there continued to be backlogs of 
work affecting the operation of important controls following a return to relatively normal 
working conditions in May 1994. 

2.16 There are certain prerequisites to establishing a sound control environment. First, it 
is essential that all staff are made aware of their responsibilities; the authorities 'they have in 
order to carry out their duties; and to whom they shall be accountable. Management need to 
establish an appropriate level of supervision to ensure that within this framework the laid-down 
rules and procedures are applied. Management also have a responsibility to ensure that staff 
are properly trained and competent to carry out their duties; and that there are sufficient 
resources to complete the work. 

2.17 In a decentralised organization such as WHO, headquarters also bear a responsibility 
in ensuring that regional and local offices are properly held accountable for their activities and 
the use of resources. This should involve regular monitoring of the operation of essential 
controls, such as bank reconciliations, imprest account processing, contracts committee review, 
and staff appointment panels. Such oversight should include periodic reviews by headquarters 
accounts staff, personnel staff and programme representatives, as well as internal audit, to 
ensure that regional offices are held fuUy accountable. Importantly, there also needs to be a 
means for ensuring that recommendations for change arising from headquarters reviews are 
followed up and implemented. 

2.18 Notwithstanding the effects of the disruption to normal operations in 1992-93 and early 
1994, AFRO need to further strengthen and tighten internal control processes generally if they 
are to establish and sustain real improvement in the financial control environment. To this 
overall end, I recommend that steps be taken to make staff fully aware of their responsibilities, 
authority and accountability requirements; and to establish programmes of training for support 
staff. I recommend that WHO consider clarifying the extent of responsibility and 
accountability to headquarters of senior finance and administrative staff in regional offices. 
At WHO headquarters, while I recognise that the Budget and Finance Division already monitor 
closely the operations of regional offices, I recommend that they review the adequacy of their 
procedures for obtaining reports from regional offices covering such essential controls as the 
status of imprest account processing and bank reconciliations. I also recommend that internal 
audit increase their coverage of regional and country level offices, perhaps through the 
appointment of resident regional office auditors, to enable wider and more effective coverage 



of essential controls. And I recommend further that headquarters units responsible for carrying 
out reviews in regional offices should be proactive in following up the implementation of 
recommendations arising. 



PART THREE - DETAILED FINDINGS 

Imprest Accounts 

Backlog in Processing 

3.1 Accounting records for financial transactions incurred by WHO representative country 
offices within the African region are maintained locally and reported to the Regional Office 
via monthly imprest account returns. The Regional Office has overall responsibility for 
verifying imprest returns and processing imprest transactions to WHO's main accounting 
system. As at 31 December 1993 AFRO was responsible for controlling 104 active imprest 
accounts. 

3.2 By the end of 1993, there was a considerable backlog in the scrutiny and processing 
of imprest returns in the Regional Office. By the time the financial records for the 1992-93 
biennium were closed in April 1994, although all imprest returns had been received in respect 
of 1992-93 and reconciled to AFRO records, only three out of the 104 imprest Accounts had 
been fully brought to account in the 1992-93 biennium. The table below shows that, according 
to AFRO's reconciliations, for 20 of the imprest accounts there was a backlog of three or four 
months of unprocessed expenditure. 

BACKLOG IN PROCESSING IMPREST RETURNS 
FOR 1992-93 BIENNIUM AS AT 31 DECEMBER 1994 

NUMBER OF MONTHS OF 
EXPENDITURE NOT 

PROCESSED 

NUMBER OF IMPREST 
ACCOUNTS AFFECTED 

TOTAL MONTHS OF 
EXPENDITURE 
UNPROCESSED 

None 3 0 

1 month 35 35 

2 months 46 92 

3 months 13 39 

4 months 7 28 

TOTAL 104 194 

3.3 AFRO's reported cash balance on imprest accounts as at the end of the 1992-93 
biennium was $13.5 million, representing more than 70 per cent of the total cash balance in 
WHO's Statement of Assets and Liabilities. Had AFRO been able to process the outstanding 
imprest transactions in time for inclusion in the 1992-93 accounts, this would have shown 
that AFRO's true cash position on imprest accounts was only $5.7 million as at the balance 
sheet date. My staff estimated that the unprocessed imprest accounts contained some $6.8 



million in disbursements which should have been charged to the 1992-93 accounts. Thus 
cash disbursements for 1992-93 were significantly understated in AFRO's books of account, 
and unliquidated obligations as at 31 December 1993 were correspondingly overstated. My 
staff confirmed that these transactions were subsequently brought to account in 1994-95. 

3.4 AFRO staff explained that the backlog in processing transactions was due to the civil 
unrest which particularly affected the period December 1993 to April 1994; and to an 
increase in the number of imprest accounts maintained. 

3.5 AFRO maintain control logs to monitor the submission and follow-up of imprest 
returns and the journalisation of returns to the General Ledger. These control logs indicated 
that while there were significant delays in the receipt and journalisation of some 1994 imprest 
accounts, at the time of my staffs audit the backlog on most imprests had been reduced to 
one or two months. 

Quality of Imprest Accounts 

3.6 My staff reviewed a sample of imprest account returns in 1993 and 1994: and carried 
out a test examination of individual transactions. This revealed large numbers of long-
outstanding uncleared reconciling items. In many cases the quality of documents supporting 
transactions incurred through the imprests was poor. In particular, financial statements and 
technical reports in respect of project funding were not systematically received or followed 
up. My staff were concerned to note the following: 

• a bank account had been opened in May 1994 at one country office without formal 
approval. Although the bank account had subsequently been approved, at the time 
of my staffs audit no imprest returns had been received from the country office 
in respect of any transactions made into or from this new account. The Regional 
Office could not therefore identify or quantify the transactions, nor were they 
recorded in the accounts of the Organization; 

• the quality of imprest returns relating to one country's imprest accounts was so 
poor that the accounting records needed to be redone by staff at the Regional 
Office. At the time of my staffs audit, this had not been completed and therefore 
transactions on these imprests remained unrecorded and unreconciled since the 
beginning of 1994; 

• at one country office payments were being made where no prior budgetary 
approval had been given; copies of staff contracts had not been forwarded to the 

.Regional Office; and in one case salary payments had been recorded, but there was 
no evidence of receipt of pay. As a result of these deficiencies, Regional Office 
staff had been unable to process the country's imprest accounts since April 1994; 
and 

• payments of advances to four non-staff members for attending a conference were 
not supported by travel authorisations, claims, or evidence that the participants 
attended the conference. 



3.7 It is WHO practice for finance staff from the Regional Office to undertake periodic 
visits to country offices in order to control and monitor country office operations, and to 
train country office staff in the proper maintenance of imprest accounts, bank reconciliations 
and other related financial and administrative tasks. My staff examined the reports relating 
to the three visits undertaken by Regional Office staff to country offices in 1994. Their 
reports brought to light the following irregularities: 

• a shortfall in the recorded amount of petty cash in one imprest account amounting 
to some $11,000; 

• the existence of an unauthorised bank account used by a country office since early 
1992 to deposit funds raised locally for the Global Programme on Aids. This 
account was subsequently authorised in late 1994 and the transactions recorded in 
the Organization's books; at the time of my staffs audit, Regional Office staff 
were reviewing the transactions in this account; and 

• losses of important emergency medical stocks due to poor stock control 
procedures. 

i 

Cash at Bank and in Hand 

3.8 At the time of my staffs audit, Regional Office staff were responsible for directly 
controlling，operating and reconciling 15 bank accounts held in countries around the region. 
According to headquarters records, a further 103 bank accounts were operated and reconciled 
directly by imprest holders, with the Regional Office ultimately accountable for their 
operation through the imprest account returns. Substantial amounts of cash and stocks of 
travellers cheques were also held by the Regional Office. 

3.9 No reconciliations had been performed for the whole of 1994 on AFRO's main 
payments account held with the Banque Internationale du Congo (ВШС). The reconciliation 
of entries on the bank statement to entries recorded in the General Ledger represents a key 
control over the accuracy, completeness and validity of the accounting records as a whole. 
The bank statements received from ВШС for January to September 1994 showed that 
payments made during this period, and therefore not subject to this important control, 
amounted to approximately $8 million. 

3.10 The most recent reconciliation for this same bank account, relating to December 1993， 
was unsatisfactory. It included a list of cheques recorded on the bank statement as paid out 
but not matched off against corresponding entries in the General Ledger. These cheques 
amounted to $800,000 in value and 663 in number, some dating back as far as April 1993. 
At my staffs suggestion, AFRO staff began the task of reworking this important 
reconciliation. In undertaking this work AFRO staff identified seven cheque payments, 
amounting to approximately $59,000, where there appeared to be no payment vouchers and 
no entries recorded in the accounting records. Regional Office staff have since produced a 
revised reconciliation for December 1993. 



3.11 My staff noted that for four other bank accounts there were considerable delays in 
completing bank reconciliations for December 1993. Reconciliations for two accounts were 
not completed until May 1994 and for a further two not until July 1994. Although a 
consultant made good progress in clearing some of the backlog in 1994，at the time of my 
staffs audit in November, only one bank account had been reconciled up to the end of 
September 1994. In addition, in the case of two bank accounts, bank charges and exchange 
differences going back as far as October 1993 had not been recorded in the General Ledger 
at the time of my audit. 

3.12 AFRO staff explained that the backlog in reconciliation work arose because of the 
civil unrest which particularly affected the period December 1993 to April 1994; and that 
reconciling the main ВШС account was made particularly difficult because of the need to pay 
UN pensioners during the civil unrest period. 

3.13 My staff reviewed the controls over cash and stocks of travellers cheques held at the 
Regional Office. Due to liquidity problems experienced by all banks in the Congo, large 
amounts of cash were held. AFRO staff are required to carry out monthly cash counts and 
to reconcile the actual cash to the amounts recorded in the General Ledger. However, my 
staff noted that only one cash count was carried out in the period January to May 1994, and 
no random, surprise, counts were performed. A cash count was carried out at the request 
of my staff, with satisfactory results, although November cash payments, which at the time 
of the audit amounted to $170,000, had not been journalised to the General Ledger. 

Accounts Receivable 

3.14 Accounts receivable included balances due to WHO from other international 
organizations, outstanding advances made to staff members, deposit accounts and other 
debtors. At 31 December 1993, balances on accounts receivable in AFRO's books amounted 
to $5.8 million, some 18 per cent of the amount recorded for WHO as a whole in the 
1992-93 financial statements. 

Personal Accounts 

3.15 The largest element of accounts receivable at AFRO related to personal accounts. 
The balance on these accounts in AFRO's books as at 31 December 1993 amounted to 
$3.1 million. At the time of my staffs audit, in November 1994，this balance had been 
reduced by $0.5 million to $2.6 million following work carried out by a consultant in 1994 
to clear old balances. Personal accounts are set up to record advances made to individual 
staff members and to control and monitor their subsequent clearance. Advances at AFRO 
were made in respect of staff salaries, travel, education grants, rent, staff health insurance 
and other miscellaneous purposes. In addition, recovery of charges for electricity and water 
consumption for staff in official housing were controlled through personal accounts. 

3.16 My staff found that these accounts were not well controlled. Balances on individual 
accounts as at 31 December 1993 included large numbers of long outstanding items, some 
going back as far as the 1990-91 biennium. Review and clearance of balances was not 



carried out promptly or on a systematic basis, and follow up of monies due to the 
Organization was not done routinely. The delay in clearing transactions increased the risk 
that monies due to the Organization would not be recovered. 

Inter Office Vouchers 

3.17 Accounts receivable included payments incurred in respect of UNDP-executed 
projects, which were reported to AFRO via the UNDP's Inter Office Vouchers system 
(10Vs). These disbursements are debited to accounts receivable in the General Ledger, until 
such time as the reported disbursements are verified by AFRO staff and charged against 
expenditure commitments. My staff found that as at 31 December 1993, disbursements 
reported to AFRO by UNDP and not cleared to appropriate expenditure commitments 
amounted to approximately $840,000. As a result of this backlog, accounts receivable and 
unliquidated obligations as at 31 December 1993 were overstated by this amount. In some 
cases disbursements relating to the 1990-91 biennium had not been cleared. By November 
1994，at the time of my staffs audit, most of the 1992-93 backlog of IOVs had been cleared; 
however, IOVs received in 1994 to a total value of some $1 million had not been cleared to 
appropriate expenditure commitments. 

Other debtors 

3.18 My staff also examined a sample of other debtor balances as at 31 December 1993. 
Their findings included the following: 

• a debtor balance of approximately $212,000 was included in AFRO'S books for 
amounts due from a travel agency. This company ceased to operate in 1990 owing 
AFRO for unpaid refunds on travel tickets dating back to 1987. Although AFRO 
took legal action to recover the debt and won its court case against the company 
in December 1992, there remains considerable doubt that the money will be paid; 
AFRO have, nonetheless, made no provision against its non-collection; 

• there was no documentary evidence that a debtor balance of approximately $35,000 
outstanding since March 1991 had been pursued before September 1994; 

• three balances totalling some $22,000 had been outstanding for more than two 
years; and 

• losses amounting to $45,000 resulting from the looting of a country office in 
January 1993 were posted to a suspense account as at 31 December 1993. These 
amounts were not cleared and charged to expenditure until June 1994. As a result 
of this delay, expenditure which should have been recorded in 1992-93 was 
charged to 1994-95. 



Unliquidated Obligations 

3.19 My staff carried out a test examination of unliquidated obligations. Obligations 
should be established in accordance with WHO，s financial rules and regulations, and 
represent funds required to liquidate the Organization's liabilities. A record of outstanding 
unliquidated obligations therefore indicates the level of the Organization's financial 
commitments, and also provides a means of exercising budgetary control. 

3.20 The nature of errors found by my staff indicated weaknesses in the establishment and 
control of obligations, thereby increasing the risk that budgets may be inadvertently overspent 
and leading to misstatement of the Organization's liabilities. Errors found included: 

• an obligation of $65,000 created twice from the same purchase order. This 
error has since been corrected in the 1994-95 biennium; 

• 1994-95 expenditure charged to 1992-93; and 

• obligations totalling $494,000 were over-valued by some $414,000. Although 
AFRO staff explained that many activities obligated did not proceed due to the 
civil unrest, my staff consider that these particular obligations were over-
valued at the outset. 

Procurement and Contracting 

3.21 My staff reviewed the procurement and contract letting procedures adopted in relation 
to projects carried out in 1992-93 to upgrade the AFRO telecommunications system. They 
examined three separate projects, namely the replacement of the switchboard, the installation 
of electrical cabling and the establishment of a radio link between the Regional Office and 
the main telephone exchange in Brazzaville. The total costs of all three projects amounted 
to some $1.6 million. My staff had substantive observations to make on two of these 
contracts. 

3.22 In the case of the contract awarded for the replacement of the telephone switchboard, 
AFRO staff contacted 14 companies and eight embassies to ascertain the level of interest in 
bidding for the work. As a result, four companies expressed an interest in bidding and were 
sent formal invitations to tender. Of these, AFRO's records showed that only one company 
responded with a formal bid and the contract was awarded to this company. AFRO 
explained that their telephone system at that time was so badly in need of replacement that 
they did not have the time to seek further bids for the work. 

3.23 My staffs review of the project indicated shortcomings in the planning and progress 
of the work. At the time of my staffs audit final completion of the contract was scheduled 
for December 1994, three years after the start of the contract, and 30 months after the 
specified completion date. The final training to be provided to AFRO staff in the use, repair 
and maintenance of the equipment, as specified under the contract terms, had still to be 
arranged. The Regional Office staff explained that the delays were caused by the civil 
distuibances. 



3.24 The contract for $628,000 awarded for the radio link was signed before being 
discussed and approved by the Contracts Review Committee, thereby nullifying the 
Committee's discussion and approval process. AFRO staff explained that this had to be done 
for two main reasons: to take advantage of the presence in Brazzaville of the contractor's 
commercial director; and to allow the work to be undertaken simultaneously with other 
works. 

Staff Appointments 

3.25 My staff noted that once AFRO identified a need for short-term staff, the relevant 
technical unit was required to compile a shortlist of suitable candidates from the database of 
specialists maintained by Personnel. The unit then evaluated these candidates and made a 
recommendation to senior management and the Regional Director for approval. 

3.26 In one case examined, the Regional Office's senior management appointed a candidate 
who had not been recommended by the technical unit, without any written justification or 
explanation for so doing. The appointee proved to be unsuitable for the job and his 
appointment was not confirmed after completion of the initial probationary period. 

3.27 In another case, recruitment and appointment procedures had not been carried out in 
accordance with the rules and regulations of the Organization. The appointee was allowed 
to take up post before a contract of employment and travel authorization had been issued. 
Headquarters subsequently did not approve the appointment and, in consequence, payments 
of salary, rent and travel costs amounting to $30,000 in 1992-93 were irregular. 

Education Grants 

3.28 In 1992 internal audit undertook a review of education grant claims at AFRO. This 
review revealed instances of payments being made without adequate supporting 
documentation and identified two cases where fraudulent claims had been made. My staff 
therefore examined the Regional Office's procedures for authorising and paying education 
grant claims. They also reviewed the measures taken by AFRO to strengthen controls in this 
area following the discovery of the two cases of fraud. 

3.29 My staff examined a sample of education grant claims relating to the academic year 
1992-93. Their findings showed that in many cases payment had been made on the basis of 
incomplete or insufficient evidence to support the costs claimed. In several of the cases 
examined, claims were made on the basis of attestations by the claimants with no evidence 
of original receipts. The two cases of fraud identified by internal audit clearly showed how 
reliance on personal trust had left the system open to abuse. 

3.30 In addition, my staff noted instances where insufficiently rigorous checks were made 
by finance staff before the claim was paid. In one case examined, six of the nine children 
for whom education costs were being claimed were receiving private tuition. The cost of 
private tuition may only be claimed in cases where a child's performance clearly requires it; 
and such claims must be approved by WHO in advance. For three of the children in this 



case, the performance assessments on file indicated that the need for additional tuition was 
questionable. For the other three, there was insufficient evidence to support the need for 
additional tuition. The claimant had not obtained prior agreement for reimbursement of costs 
in respect of any of these children. AFRO have now issued a circular to all staff members 
reminding them of the need to provide adequate and fully supported claims for education 
grants. 

Official Housing 

3.31 My staff noted that there were no formal rules setting out entitlement to official 
housing, nor were there any guidelines on application procedures or on how the allocation 
should be made. Also, tenants who took up their accommodation prior to 1992 did not have 
a signed tenancy agreement with WHO. 

3.32 My staffs examination of current rental recoveries made through the payroll system 
revealed tiiat two tenants on the estate were not being charged rent. Although AFRO have 
since taken action to correct these errors, they had arisen from poor control procedures 
relating to the input and subsequent checking of standing payroll data. Error's were also 
found on rental subsidy payments, where incorrect rates had been applied; and amounts due 
were not recalculated monthly to account for exchange rate fluctuations and changes in post 
adjustment rates. 

3.33 Rents paid by tenants on the Djoué estate had not been adjusted since January 1991. 
My staff noted that rents on the estate were lower than commercial rents charged elsewhere 
in Brazzaville. In order to avoid having to make rental subsidy payments to staff living on 
site, it is WHO policy to set rents on the estate at levels just below the rental subsidy 
threshold set by the International Civil Service Committee. Since rents were last revised in 
1991, both rental subsidy thresholds and staff salaries have increased, thereby indicating that 
there is scope to increase rents on the estate. My staff estímate that increases of up to 60 
per cent might be appropriate. 

Overtime Payments 

3.34 My staff noted that drivers working at the Regional Office in Brazzaville received 
lump sum overtime payments on the basis that they were required to work at least a 50 hour 
week. The lump sum is required to be pro-rated if a driver is assigned to a 50 hour schedule 
for less than the entire month. Since all drivers received the payments automatically, no 
checks were carried out to see that drivers' work patterns justified this payment on a 
consistent basis. The payments were introduced in 1988, and since that time there has been 
no review of the original assumptions. 



Control of Physical Assets 

3.35 My staff carried out a review of internal procedures relating to the control of physical 
assets at the Regional Office. They also reviewed the procedures adopted by AFRO for 
monitoring and controlling inventories relating to individual projects and country offices. 

3.36 The Regional Office is required to maintain a central inventory record of physical 
assets in accordance with WHO financial rules and regulations. This inventory record should 
be updated regularly to reflect new acquisitions and disposals, and checked periodically for 
accuracy. The Regional Office is also required to keep accurate records of assets purchased 
by country offices and by individual projects. 

3.37 My staff found that there was scope for inventory procedures at the Regional Office 
to provide a more effective control over the custody of physical assets. Although several 
lists of assets were maintained, there was no central inventory record of all assets held, 
detailing all the necessary information such as description, unique serial number, value, 
purchase order reference, location and custodian. Periodic physical inventory checks were 
carried out against a list of assets by location but this list did not contain sufficient detail to 
identify individual unique items. In consequence they did not achieve a complete and 
coordinated control over physical assets. 

3.38 My staff carried out a test check of a sample of physical assets against AFRO's 
records with satisfactory results. 

3.39 Country offices are required to check inventory records maintained by the Regional 
Office on an annual basis in order to confirm the details recorded. In April and May 1994 
AFRO sent country offices and projects inventory cards for the year ending 31 December 
1993 for confirmation. At the time of my audit some six months later, my staff were 
informed that, despite two reminders sent by AFRO staff, over 30 per cent of these inventory 
cards had not been returned and confirmed as checked. 

3.40 The Regional Office maintain a Property Survey Committee whose role is to approve 
write-off of assets. My staffs review of a number of submissions to this Committee 
identified cases where recorded assets could not be found, or where assets had been sold, 
transferred or donated to governments without prior authorisation. The existence of such 
cases confirms the importance of the Committee's scrutiny and the need to insist upon an 
annual check of inventory cards. 


