
PERFORMANCE AUDITING AND 
PERFORMANCE MANAGEMENT 
SYSTEMS
JOINT PRESENTATION BY EC-IAS AND FAO-OIG 

RIAS – New York, 7-10 September 2016



Performance Auditing – ISSAIs
International Standards of Supreme Audit Institutions (INTOSAI)

¨ Performance Audit is an independent examination of the efficiency and 
effectiveness of government undertakings, programs or organizations, with 
due regard to economy, and the aim of leading to improvements.

¨ Performance auditing embraces audit of:
¤ the economy of administrative activities in accordance with sound administrative 

principles and practices, and management policies;
¤ the efficiency of utilisation of human, financial and other resources, including 

examination of information systems, performance measures and monitoring 
arrangements, and procedures followed by audited entities for remedying 
identified deficiencies; and 

¤ the effectiveness of performance in relation to achievement of the objectives of 
the audited entity, and audit of actual impact of activities compared with the 
intended impact [overlap with Evaluation].

¨ Performance auditing is based on decisions made or goals established by 
legislature [management]



Performance Auditing – ECA Manual
Definition of the European Court of Auditors (ECA)*

¨ A performance audit is an independent, objective and reliable 
examination of whether undertakings, operations, programmes, activities 
or organisations are operating in accordance with the principles of 
economy, efficiency and effectiveness, and whether there is room for 
improvement. 

¨ ECA performance audits address the quality of EU revenue or spending, 
and whether the principles of sound financial management have been 
applied. Auditing performance involves assessing different aspects of the 
public intervention process, including:
¤ inputs (financial, human, material, organisational or regulatory means needed for the 

implementation of the programme), 
¤ outputs (the deliverables of the programme), 
¤ results (the immediate effects of the programme on direct addressees or recipients) 

and 
¤ impacts (long-term changes in society that are attributable to the EU’s action).

* Based on ECA’s Audit Policies and Standards 2015 and ISSAI 300



Performance Auditing – GAGAS
Generally Accepted Government Auditing Standards (GAO)

¨ Performance audits are defined as audits that provide findings or 
conclusions based on an evaluation of sufficient, appropriate evidence 
against criteria. 

¨ Performance audits provide objective analysis to assist management and 
those charged with governance and oversight in using the information to: 
¤ improve program performance and operations, 
¤ reduce costs, 
¤ facilitate decision making by parties with responsibility to oversee or initiate 

corrective action, and 
¤ contribute to public accountability. 

¨ The term “program” is used in GAGAS to include government entities, 
organizations, programs, activities, and functions. 

¨ Performance audit objectives vary widely and include assessments of 
program effectiveness, economy, and efficiency; internal control; 
compliance; and prospective analyses. 



Performance Auditing – IPPF
International Professional Practice Framework (IIA)

¨ Not to confuse:
The Performance Standards (2000 series) of the IIA/IPPF relate to the performance
of the Internal Audit Activity, they do not relate to Performance Auditing



Performance at FAO

¨ FAO’s Accountability Policy is oriented to five critical 
areas of performance:
¤ Achieving results agreed with stakeholders (effectiveness); 
¤ Using funds wisely to source, maintain, and deploy 

personnel and other resources and assets (economy and 
efficiency);

¤ Observing instructions from the Governing Bodies and other 
externally set regulations and rules (compliance);

¤ Producing accessible, timely reports that present fair, 
reliable and relevant financial and non-financial information 
(reporting); and

¤ Safeguarding resources against fraud, damage and harm, 
theft and loss (protection).



Performance Auditing at FAO
Gearing OIG’s Programme of Work towards FAO’s Strategic Objectives (SOs)

¨ OIG’s audit coverage aims to support the overall goal underlying the FAO Strategic 
Objectives (SOs) i.e. to improve the impact of the services FAO offers member 
countries in supporting their efforts to advance towards hunger-free and 
sustainable societies. 

¨ The structure of OIG’s programme of work has been mapped to the Strategic 
Framework’s Results Chain Model in order to make the alignment between FAO’s 
and OIG’s strategies more explicit:
¤ Strategic Objectives Delivery

n SO work planning and monitoring
n Programmes and operations
n Implementation of delivery mechanisms (Regional Initiatives and Country Programming Frameworks)
n Implementation of results monitoring framework (Performance Measurement System)

¤ Enabling Environment 1
n Technical quality, knowledge and services
n Outreach 
n Governance, oversight and direction 

¤ Enabling Environment 2 
n Administrative functions



Performance Auditing at FAO
Risk-based Approach to Selecting Audit Targets

¨ OIG aligns its audit priorities with the overall priorities of the 
Organization based on: 
¤ an Organization-wide risk assessment which draws on the results to date 

of FAO’s Enterprise Risk Management project, 
¤ risk information in the ‘PIRES’* information system, 
¤ the Director General’s guidance and other management consultations, 
¤ past audit results, and 
¤ other sources (e.g. INFORM risk scores & trends, UNDP Development 

Index, AI Corruption Index).  
¨ The current risk register contains 202 risks, thereof 63 high risks
¨ OIG strives to cover all high risks within a six-year-cycle; many are 

covered ongoingly, e.g. in the context of comprehensive 
Decentralized Offices reviews

* PIRES - Programme Planning, Implementation Reporting and Evaluation Support System



Performance Auditing at FAO
Scoping the Audit Assignment – Performance of an Entity, Function or Activity

¨ In practical terms: How do we concretely identify the objectives of entities, functions or 
activities to audit their performance?
¤ Linkage with Strategic Framework
¤ Available guidance and instructions
¤ Stakeholder expectations (governments, donors)
¤ Risk assessment workshops with key internal stakeholders (seldomly external ones; but using prior 

audit results) – the workshops are particularly useful to identify ‘hidden’ objectives or showstoppers 
which make declared objectives unattainable

¨ How do we identify the audit criteria?
¤ Same elements as above
¤ Risk assessment workshops are particularly important and useful for the prospective dimension of the 

audit work
¤ Benchmarking and best practices of the ‘industry’

¨ Important tools:
¤ Maturity Model – What level of performance can reasonably be expected at a certain point in time?
¤ Results Chain – At what result level do we measure performance? Output, outcome or impact?



Performance Auditing at FAO
Rating of Performance

¨ We use the rating definitions at the criterion level, and aggregate the results for section 
and entity/function levels (a common UNRIAS rating system is under development): 

Rating 
System 

An audit rating system (defined below) has been used to rank 
individual findings as well as the overall audit area 
assessment. 

¢ 
Satisfactory 

The assessed controls*, governance arrangements, and management of 
opportunities and risks, are adequate and effective to provide reasonable 
assurance that objectives should be met. 

¿ 
Some 

Improvement 
Needed 

A few specific weaknesses in the assessed controls, governance 
arrangements, and management of opportunities and risks were noted; 
generally however, they are adequate and effective to provide reasonable 
assurance that objectives should be met. 

p 
Major 

Improvement 
Needed 

Numerous specific weaknesses in the assessed controls, governance 
arrangements, and management of opportunities and risks were noted; 
they are unlikely to provide reasonable assurance that objectives should 
be met. 

� 
Unsatisfactory 

The assessed controls, governance arrangements, and management of 
opportunities and risks, are not adequate or effective to provide reasonable 
assurance that objectives should be met. 

 
* FAO’s accountability policy, in an extension of the COSO internal control objectives, establishes five critical 
areas of performance relevant for assessing the adequacy of controls – effectiveness, economy and efficiency, 
compliance, reporting, and protection.



Performance Auditing in FAO
Example – Decentralized Offices Audit

¨ Approx. 20 Decentralized Office (DO) audits p.a.
¨ The Audit Programme has three pillars covering different dimensions of 

performance (five critical areas above): 
¤ Governance, Accountability and Internal Control (12 criteria)
¤ Programme and Operations (15 criteria)
¤ Finance and Administration (25 criteria)

¨ The 52 standard audit criteria are complemented by additional, tailored criteria 
resulting from assignment specific risk assessments

¨ The standard audit criteria are updated annually in cooperation with managers 
and business process owners

¨ Annual Capping Reports on each pillar – combining and analyzing the assessments 
from the individual DO audits, identifying patterns and raising common issues that 
need to be addressed at the corporate level to enhance performance

¨ Thematic Reviews complementing the above audit structure, for example in 2016 
an overarching Review of the Implementation of the Strategic Framework at the 
DOs, incl. a dedicated Capping Report on this subject



BACK-UP



FAO’s Strategic Objectives

SO	1 - Help eliminate hunger, food insecurity and malnutrition.

SO	2 - Make agriculture, forestry and fisheries more productive 
sustainable.

SO	3 - Reduce rural poverty.

SO	4	- Enable Inclusive and efficient agricultural and food systems.

SO	5	- Increase the resilience of livelihoods to threats and crises.

FAO’s Strategic Framework outlines the Organization’s vision, strategic 
objectives (SOs), and desired outcomes in terms of hunger eradication and 
agricultural development. It also sets out the measures that FAO will use to 
track progress against each SO:



Maturity Model
Example of a Model

Criterion	

		

Level	1	

Initial	

(Start)		

Level	2		

Managed	

(Build)		

Level	3	

Measured	&	Controlled	

(Consolidate)	

Level	4	

Pervasive	

(Grow)	

1. Governance Arrangements 

Guidance	

		 The	Regional	Office	understands	the	
expected	arrangement	for	implementing	
the	Strategic	Framework	based	on	
guidance	and	interaction	with	the	SPLs,	
TC	and	OSP.	There	is	an	effective	two-
way	communication	flow	with	FAO	
headquarters	to	clarify	and	modify	
guidance,	as	needed	to	fit	the	Regional	
Office	context.	Guidance	is	timely,	clear,	
and	useful.	

		 		

Change	
Management	

		 The	Regional	Office	identified	the	key	
building	blocks	for	implementing	the	
Strategic	Framework,	assessed	Regional	
Office	capacity	and	resources,	and	began	
reallocation	of	resources.	

		 		

Management	
Communication	and	
Engagement	

		 The	Regional	Office	regularly	
communicates	with	staff	throughout	the	
region	about	the	Strategic	Framework	
and	its	implementation	process	to	build	
staff	ownership	and	awareness	of	
regional	strategic	alignment.	

		 		

 



Maturity Model
Example of Performance Assessment

Audit Control 
Components

Expected state of readiness and preliminary findings
Unsatisfactory for 
the Expected State

Major 
Improvement 

Needed

Some 
Improvement 

Needed

Satisfactory for the 
Expected State

1. Governance 
Arrangement

The Regional Office has the governance arrangements (guidance; 
communication channels; defined roles, responsibilities, and accountability; 
tools; and resources) to facilitate successful implementation of the FAO 
Strategic Framework.

• Guidance The Regional Office understands the expected arrangement for 
implementing the Strategic Framework based on guidance and interaction 
with the SPLs, TC and OSP. There is an effective two-way communication 
flow with FAO headquarters to clarify and modify guidance, as needed to 
fit the Regional Office context. Guidance is timely, clear, and useful.

• Change Management The Regional Office identified the key building blocks for implementing the 
Strategic Framework, assessed Regional Office capacity and resources, 
and began reallocation of resources.

• Management 
Communication and 
Engagement

The Regional Office regularly communicates with staff throughout the 
region about the Strategic Framework and its implementation process to 
build staff ownership and awareness of regional strategic alignment.



Results Chain Model 
Mapping of Auditable Areas with FAO’s Strategic Framework

Delivery	of	Strategic	Objectives

•SO	work	planning	 	and	monitoring
•Programmes	and	operations:	by	
country,	 by	SO	or	SO	subset,	by	
donor,	 global	programme
•Implementation	 of	delivery	
mechanisms
•Implementation	 of	results	
monitoring	 framework
•TCP
•Investment	Centre
•Delivering	as	One	and	other	UN	
Systrem	wide	joint	 programmes

Enabling	Environment	 1

•Technical	quality,	 knowledge	and	
services,	- TSS,	mainstreaming	 of	
cross-cutting	 themes,	technical	
networks,	 publications,	 E&S	
safeguards,	statistics
• Outreach	- Resource	Mobilization	
&	SSC,	Partnerships,	
Communications,
•Information	 Technology
•Governance,	 oversight	and	
direction	 - Executive	management	
information,	 governing	body	
support,	 planning	and	budgeting,	
Decentralization	 incl RO,	SRO	
activities, emergencies	incl L3	
implementation,	 capping	analyses		
on	Governance,	 Accountability	 and	
Internal	Control	 in	DOs

Enabling	Environment	 2	-
Administration

•Human	resources	 topics	-
workforce	 planning,	 recruitment,	
staff	development,	 performance	
assessment,	geographic	mobility	
programme,	 TAP	programme
•Financial	reporting,	 treasury	and	
investments, GRMS
•Procurement	 - tendering	 and	
technical	 specifications
•Travel
•Facilities	management
•Major	contract	 management
•Asset	management
• Decentralized	 offices	finance	and	
administration
•Cross-cutting	 review	of	fraud	
prevention,	 detection	 and	repsonse
•Capital	expenditure	 	projects
•HQ	security
•Field	security
•Translation	 services

The 
decentralized 
elements of 

some topics are 
covered 

transversally in 
country office 

audits

Text in dark red – items included every 
year/biennium; bright red- candidates 

for 2016 audit; blue – audits underway; 
black – recently audited or planned for 

later than 2016


