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Introduction :

 

• Purpose

• Timeline

• Partnership Life Cycle  

    

      

           

           

                 



Partnership
Lifecycle



Project Audits - Purpose
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• Project financial audits provide reasonable assurance about whether the 

PFR is free from material misstatement and in accordance with the terms of 

the agreement

• Evaluate whether adequate internal controls are in place and functioning.

• Verify compliance with the Project Workplan terms, including Governing 

Clauses, Project Description, and approved Project Budget or other 

applicable requirements.

• The UNHCR project audits approach covers, financial project audit, partner 

wide audit, operational/partner performance audit, and special audits
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Audit is Required –  Partnership Terms –  PFA Section 13  
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Audit is required –  Partnership Terms -  PFA Section 13 
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References in Contracts with Assigned Auditors 

• Signed frame 
agreements

• Signed Statements 
of Work



Heightened  Fraud Risks and Audit Selection
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Risks: 

• Restructuring, closure of partner offices, reduction of partners budgets, jobs cuts, etc. 

may weaken internal controls (e.g., segregation of duties), cause role confusion, and 

lead to loss of institutional knowledge, negative impact to staff motivation.  

• Financial pressure may increase susceptibility to unethical behavior.

Impact on audit selection and engagement: 

• Operations required to assess the 2025 Preliminary Audit List considering the 

applicable local risk contexts and timely inform IMAS for any required revisions of the 

list. 

• During field audit engagement, audit focal person to brief assigned auditors on the 

context (include any weaknesses noted from results/performance monitoring).



Common Findings from Project Financial Audits
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Procedures on Partnership Management & Annexes 
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Procedures on Partnership Management Rev.1

• Global Partnership Agreement, Partnership Framework Agreement , Data Protection 
Agreement (multi-year) .

• Project Workplan and UN2UN (annual or shorter) with following components; Financial 
Plan, Results Plan & Risk Register (as applicable). 

Partnership agreements

• Smaller operations do not need an IPMC.
• Recommends best -fit implementation modalities , partnership selection & limitations 

on procurement for high -risk partners.
• Exceptional termination of a PFA .

IPMC and best-fit implementation 
modalities

• UNPP IAM (ICA/Q) - UN standard risk ratings & no need to conduct an ICA/Q when UN 
equivalent exists within validity of 5  years .

• Procurement capacity assessment embedded in ICA/Q & PQP status no longer 
applicable.

Internal Control Assessment (ICA) and 
Internal Control Questionnaire (ICQ) 

• UN Harmonized Implementation Tool on PSEA Capacity Assessment.
• UNPP PSEA Module – PSEA Capacity Assessment & development of Capacity 

Strengthening Implementation Plan (CSIP), based on UN harmonized tool.

Protection from Sexual Exploitation & Abuse 
(PSEA)

• Partner submits periodic PFR when 70% of prepayments are expensed . Each PFR 
requires a performance monitoring (PMC02) and financial verification (PMC03)

• End -results report submitted at latest by 31 Jan of year after implementation.
• End -narrative & end -PFR reports submitted at latest by 15 Feb. 

Partner reporting & reporting verifications 

• Variation:  budget reallocations within permitted flexibility level (including DS costs), 
change of administrative details (e.g. bank account or partner’s name).

• Amendment: Change of scope, add COMPASS indicators, +/- budget, modify contract 
terms, exceed budget flexibility at output level, add UNHCR asset to partner.  

Partnership agreement adjustments



Partnership Framework Agreement (PFA)
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Project Workplan (PW) Contract



▪ A project workplan is an agreement between UNHCR & a partner (usually for 12 
months) to provide funds from the UNHCR operations budget (OPS) for specific 
activities in order to achieve outputs. It is always subject to a PFA . 

▪ Mandatory components of a project workplan:

• Project workplan contract (includes areas of specialization, project description, 
timelines, results, loaned assets, risk assessment & essential controls, reporting 
requirements & data protection particulars )

• Risk register

• Results plan

• F inancial plan

▪ Resources:

• Project Workplan Template on UNPP  

What is 
a Project 
Workplan?

https://supportcso.unpartnerportal.org/hc/en-us/articles/19381233808151-Project-Workplan
https://supportcso.unpartnerportal.org/hc/en-us/articles/19381233808151-Project-Workplan
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UNHCR  fills in these sections.

▪ Project title

▪ Areas of Specialization:  Select all relevant areas of 
specialization according to the project.

Project Workplan

Areas of Specialization - standardized template :

▪ Compliance, guided by, actions and other terms & 
conditions (as applicable).

▪ Content updated to reflect latest standards, 
policies etc.

▪ New section applicable to ALL areas selected .



22

Project Workplan

The partner  fills in these sections.

▪ Population : Select the relevant population types 
benefiting from this project.

▪ Age, Gender and Diversity (AGD) and 
Accountability to affected people : Describe efforts 
to ensure inclusive programmes  that consider AGD 
characteristics throughout the project cycle. Explain 
how affected people of different characteristics 
participated in project design & how they will 
continue to be involved throughout implementation. 
Describe the planned feedback & response 
mechanisms, & prevention or mitigation measures 
to reduce intended protection risks. 
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Project Workplan

UNHCR  fills in these sections.

▪ UNHCR Assets: List the asset ID (Cloud ERP), brief 
description & the date when UNHCR plans to 
handover the asset for right of use. All UNHCR 
assets provided to the partner must be listed, 
ensuring that the ‘Right of Use of UNHCR assets’ is 
correctly ticked under Areas of Specialization to 
ensure the relevant articles apply. Please note, this 
does not include assets bought by the partner, 
either under this agreement or otherwise, nor assets 
that have been or will be transferred to the partner’s 
control/ownership, from UNHCR.

▪ Risk assessment: The risk assessment considers 
the partner’s ICA/ICQ risk rating, UN audit results, 
the total budget & possibly other factors when 
determining essential controls.

▪ Essential controls: List  the essential controls to be 
applied given the risk assessment (e.g. expected 
number of prepayments, % value of first 
prepayment, budget flexibility etc.).
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Project Workplan



Financial Plan (FPN)
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Financial Plan Template

Only one line for 1st prepayment & 

it cannot exceed total budget

Formula validations to 

ensure identical UNHCR & 

partner proposed values

New 0% PSC option 

if partner rejects PSC

Password protected

Budget lines: no 

decimals & 

restricted to 

numerical values

No change: 

Headings & 

columns stay the 

same

Partner Rejects PSC
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Account Codes (15) 
• Direct  costs . These  are the necessary  & reasonable  costs  incurred  in delivering  a specific  output & arise  directly  

because  the activities  are required  to achieve  a specific  output. They  are divided  into two sub -types : 

• Direct  programme  costs . These  costs  may be  100% directly  related  to 1 output. These  costs  may also  be  attributed 
to direct  programme  costs  that are shared  over  more than 1 output but for which  both the partner  & UNHCR  do not 
want to apply  an apportionment  automated  calculation . 

• Direct  shared  costs . These  are costs  that a partner  apportions  across  more than 1 output under  the financial  plan  of 
1 PW. These  are also  used  by the partner  when  representing  a shared  cost  involving  another  donor . 

• Indirect  support  costs . These  are the costs  needed  to manage  & run an organization . They  support  the delivery  of 
activities  but are not directly  related  to implementation  & can  include  policies,  frameworks,  systems,  overhead  & 
capacity -strengthening  costs  that enable  a project  or organization  to operate  successfully .

• KEEP  IN MIND : The  partner’s  methodology  for calculating  what direct  costs  will be  charged  to a project  must be  
transparent  & applied  consistently  throughout  a project . See  the Partnership  Terms  for further details .   

• UNHCR  does  not provide  indirect  support  costs  to government  partners . 

 Check  here : Account  Codes  for Funded  Partnership  Agreements  

https://intranet.unhcr.org/content/dam/unhcr/intranet/protection-operations/prog-hub/program-cycle/2-0-get/2-1-ann-impl-plan/Account%20Codes%20for%20Funded%20Partnership%20Agreements.xlsx
https://intranet.unhcr.org/content/dam/unhcr/intranet/protection-operations/prog-hub/program-cycle/2-0-get/2-1-ann-impl-plan/Account%20Codes%20for%20Funded%20Partnership%20Agreements.xlsx
https://intranet.unhcr.org/content/dam/unhcr/intranet/protection-operations/prog-hub/program-cycle/2-0-get/2-1-ann-impl-plan/Account%20Codes%20for%20Funded%20Partnership%20Agreements.xlsx
https://intranet.unhcr.org/content/dam/unhcr/intranet/protection-operations/prog-hub/program-cycle/2-0-get/2-1-ann-impl-plan/Account%20Codes%20for%20Funded%20Partnership%20Agreements.xlsx
https://intranet.unhcr.org/content/dam/unhcr/intranet/protection-operations/prog-hub/program-cycle/2-0-get/2-1-ann-impl-plan/Account%20Codes%20for%20Funded%20Partnership%20Agreements.xlsx
https://intranet.unhcr.org/content/dam/unhcr/intranet/protection-operations/prog-hub/program-cycle/2-0-get/2-1-ann-impl-plan/Account%20Codes%20for%20Funded%20Partnership%20Agreements.xlsx
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FPN and PFR – Account Codes

Programme

Project Control

15 Account Codes are 
used in the Financial 
Plan/Budget and 
Project Financial 
Reports (PFRs)



Results Plan (IND)
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Agreeing Indicators with Partners

▪ Indicators measure key deliverables  of the project that speak to the achievement of the overall 
planned results.

▪ Indicator data complements the findings gathered through ongoing implementation monitoring & the 
information collected via PMC -02 process.

Note:  l ink with the PMC02



Project Risk Register
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Risk Register Template

Risk categories:      4. Delivering Assistance
1. Operational Context     5. People & Culture  
2. Planning, Programme & Support Processes   6. External Engagement & Resource Mobilization
3. Protection & Solutions     7. Data & Information

PMC00 and PMC01: Discontinued 



Project Financial Report (PFR) 

Key features and key considerations
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Project Financial Report (PFR)

PMC00 and PMC01: not in use



PFR Costs –  Eligible vs Ineligible
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PFR – Costs Eligibility 
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PFR –Modified Cash Accounting 



PFRs - Key Consideration During the Verification

• 38

Bank Statements, bank reconciliations, transaction lists and payroll reports if applicable (all 
Partners to submit to UNHCR/Auditors  - (Except for UN/Grant Agreements where no 
audit/PMC03 required)

Follow up of prior years findings (including from Previous Audit, PMC03, ICA/ICQ)

Ensuring Auditor Awareness of Final PMC03 and Resolution of Outstanding Findings
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PFR Processing –  Interest and other income 
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PFR Processing –  Personnel Costs
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PFR Processing –  Procurement



PMC02 and PMC03
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Aconex - PMC02 & PMC03



Financial Plan/Budget Flexibility (30% or 50%) 
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Flexibility: FP vs Actuals 



PSC –  Project Support Cost 



47Objectives of todayZURThis information is confidential and was prepared by ACME Corp.; it is not to be relied on by any 3rd party without ACME's prior written consent

47

Project Support Cost (PSC) 



Accessing Project Documents: SOP 
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Sharing Project Workplan Files with Auditors

Purpose of the SOP

• Defines the procedures UNHCR operations must follow to share project workplan documents with auditors. 

• Ensures timely, structured, and consistent transmission of documents for project audits.

Key Changes in the Audit Process

• Since 2024, key partnership documents are stored in Aconex  and Cloud ERP . 

• In 2024, auditors were granted direct access to Aconex —this will no longer continue from 2025 onward . 

• From 2025, UNHCR must provide all documents directly , rather than auditors searching Aconex themselves.

• Audit requirements and other documents that are not in Aconex (evidence for the transactions in auditors’ 
sample) are provided directly by partners to auditors 
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Sharing Project Workplan Files with Auditors (2)

Standard Documents to Submit to Auditors

• Project Workplan (PW), amendments, annexes

• Project Financial Plan (FPN)

• PFA, GPA, DPA (if applicable)

• Risk register

• PFRs, bank statements, bank reconciliations / 
ledgers

• Payroll/performance documents (PMC02, 
PMC03)

• Follow -up matrix for ICA/ICQ/audit 
recommendations

• Any relevant contextual documents or notes to 
file

Partner -Provided Documents

Supporting documents for sampled transactions 
or queries, submitted directly by partners to 
auditors.

Audit Reports

• Draft and final reports shared via email or 
audit platforms for comments.

• Partners have 7 days  to respond.

• Final reports must be uploaded by auditors to 
IAM, and by UNHCR operations into Aconex .



Questions & Answers
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