Risk Mitigation Plan
UN Joint Programme for Sustainable Charcoal Reduction and Alternative Livelihoods (PROSCAL) (00093047)

In line with the Harmonised Approach to Cash Transfer (HACT) Implementation, the micro assessment of Ministry of Livestock Forestry and Range (MOLFR) was conducted by third party contractor hired by UNDP, Baker Tilly Merali’s.  

The risk ratings in the areas of assessment are found to “Low”, “Moderate) and “significant”. The overall risk rating was rated as “Moderate” 

UNDP will work closely with MOLFR while taking appropriate actions in managing the risks as below. 

	Area of Assessment
	Risk Assessment
	Risk Mitigation

	1. Implementing Partner
	L
	The IP is a constitutional office established under the prime minister’s decree and endorsed under the act of parliament The Ministry submits monthly and quarterly progress reports as required by the Prime Minister’s office.
There exist an independent oversight board in place and no pending legal cases against the IP. 
Risk Mitigation: 
· As per LoA, a clear reporting requirement will be stipulated, i.e. the IP will need to submit progress reports (narrative and financial report) and final report.
· Payment will be linked to specific deliverables and subject to UNDP verification / acceptance.

	2. Funds Flow
	M
	The IP has opened a dedicated bank account for this project LOA. Minimum two bank signatories have been assigned by the IP to authorize transactions from the dedicated account.
Risk Mitigation:
· A schedule of payment and payment modality is annexed to the LOA and this RMP (Table 1) in quarterly tranches and linked to the specific milestones to ensure that the targets are achieved. 
· Payments will be processed upon report submission, verification and acceptance by UNDP.

	3. Organizational Structure and Staffing
	M
	There are no job descriptions for staff. There should be a training policy in place and regular trainings should be done. Staff background checks should be conducted during recruitment. The Ministry should develop an internal control framework. 
Risk Mitigation:
UNDP to take the following precautionary actions to address financial risks that could arise
· PROSCAL coordinator who is attached to the ministry will support in the implementation of LOA. 
· Personnel cost will be processed via direct payment, i.e. direct payment to the individual bank account; where each payment should be supported by an official request from the IP to UNDP for processing the payment, signed by the authorized official and supporting by certification of work/services performed, and time sheet or report (whichever is required)
· Each staff paid under this LOA will have personnel/consultant’s file with TORs and other additional requested documents. 
· In addition to that, UNDP will work closely with the IP to training on the HACT framework including on how to prepare the requirement for assurance activities. 

	4. Accounting Policies and Procedures
	M
	The Ministry has no cost allocation methodology for shared projects costs. Bank reconciliations are not prepared by the Ministry. The government Financial Procedures Manual that was effective from 1 January 2015 is not being used. There were no printed copies in use. Payment vouchers are not stamped as paid to invalidate them. 
 Risk Mitigation:
The risk management plan in the funds flow have addressed potential risks.
In addition to, UNDP to request the IP to maintain a cash book, to prepare bank reconciliation, fixed asset register, to conduct a periodic physical inventory of fixed assets and to use stamp ‘paid’ for all invoices approved for payment should be marked with a PAID stamp to avoid re-use of the same documents to make duplicate payments. 
Long term, it is recommended that the Ministry complies with the Public Financial Management Manual issued by the FGS.

	5. Internal Audit
	M
	There is no internal auditor for the Ministry
Risk Mitigation: enhanced assurance activities (field monitoring, spot checks, programme monitoring and audit) will be applied to the activities implemented by the IP according to the UNDP Policies.
In addition to that, UNDP will recommend the IP to institutionalize internal audit systems.
Funds under this LOA will be subject of an independent audit undertaken by UNDP.

	6. Financial Audit
	S
	The Ministry does not have established reporting procedures 
Risk Mitigation: The enhanced assurance activities for the IP as mentioned in the Area of Internal Audit has addressed the issue of financial audit.  

	7. Reporting and Monitoring
	S
	The Ministry does not have established reporting procedures. 
 Risk Mitigation:
UNDP will conduct regular monitoring visits to ensure the quality of the project implementation  
Excel spreadsheet is adequate in maintaining the accounting records for a small volume of transactions and less complex transactions.
The IP shall ensure that the excel cashbook shall be password protected with limited access to the LOA manager and the finance focal point.  

	8. Information Systems
	M
	The HACT assessment indicates that SFMIS of the Ministry broke down in January 2017 and has not been repaired. The Ministry uses the SFIMS at the Ministry of Commerce.
Risk Mitigation:
Please refer to the risk mitigation in the Area of Funds Flow, Accounting Policies & Procedures and Internal Audit.

	9. Procurement
	S
	The IP has not implemented the procurement Act 2015 as it does not have printed copies of the manual for use by staff. The procurement is not computerized and there is no formal invitation for bids.
Risk Mitigation: 
As part of capacity development activities on procurement, the IP will be given some procurement activities to be conducted, i.e. procurement in low/mid value and routine transactions, e.g. purchase of office supplies, purchase/ordering process of workshop refreshments, stationary, etc.  
For these activities (if any), UNDP will provide assistance / guidelines when needed including the templates.  UNDP will further support IP to elaborate adequate procurement procedures and to train staff.

	Overall Risk
	M
	

	H – High	    S – Significant		M – Moderate		L –Low

	



Engagement Plan and Assurances Activities:
The total budget for the project activities is USD 209,500. As the IP is rated as Moderate risk, the LOA will apply a combination of cash transfer modality (CTM) of cash advance (USD 128,000) and direct payment (USD 81,500) will be paid through direct payments to the technical advisors/consultants, (distributed as per the table below). UNDP will be involved in the selection process of technical advisors/consultants and guide procurement process of materials including ensuring sufficient supporting documents and due diligence on the processes as required. Sufficient contract monitoring for both financial and progress made on execution of activities as per LOA will be conducted by UNDP.  
In the implementation of this LOA, in addition to the project/program staff monitoring, UNDP office will carry out close monitoring of the activities and the project team are required to ensure minimum risk for UNDP as described above. Procurement procedures will meet UNDP standards during contracting and implementation. 
A performance evaluation of MOLFR at the end of the agreement will be conducted and documented. This will be used as one of the basis for new agreement.
Budget summery
The total budget of the LOA is USD 209,500 which covers a period of 6 months starting from November 2019.  The detail budget based on cost type is shown in below table.
	S/N
	Cost Type
	Budget
	%
	CTM

	1
	Technical advisors and interns
	81,500
	39
	Direct Payment

	2
	Federal and regional inter-ministerial coordination meetings and awareness workshops
	24,000
	11
	Cash Advance

	3
	Awareness raising campaign at nationwide level through electronic media and awareness raising workshops 
	46,000
	22
	Cash Advance

	4
	Expansion and maintenance of nurseries and establishment of community forest groups
	40,000
	19
	Cash Advance

	6
	Operational Cost (stationary, communications and travel)
	18,000
	9
	Cash Advance

	Total
	209,500
	100 
	



Cash Advance payment process and schedule 
The cash advance of USD 130,400 will be split into two tranches with specific deliverable.
	Tranche
	Amount (USD)
	Deliverable

	1st
	70,300
	1st installment will be release upon signature of this LoA. 

	2nd
	57,700
	2nd installment will be released on MOLFR submission and approval of UNDP the narrative/ progress report and financial report for the 1st installment advance funds released, including the supporting documents for completed activities, as specified in the budget description (on number of coordination meetings, workshops, media campaign and nurseries established) with at least 80% funds utilization of 1st installment.

	Total
	128,000
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