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EXECUTIVE SUMMARY

The Republic of the Maldives is currently undergoing significant political change under the ‘road map’ for political reform. As part of these changes, legislation has already been passed requiring greater accountability by Ministries, which will include for the first time, public reporting. An independent, professional and credible State Audit Office should be a fundamental part of this new accountability framework. A new Audit Act will provide greater operational independence for the Auditor General’s Office (AGO) and will require it to report publicly on its work. Further legislation, giving more responsibility to the Islands and Atolls, will also change significantly the workload of the AGO. 

More generally, public sector audit is changing. Changes in the way in which public services are delivered are bringing different expectations from public service managers in the kind of relationship they need with their auditors. Auditees are looking for a more constructive relationship that recognises the importance of audit independence, but also expects the auditor to be a catalyst for beneficial change, rather than simply an agent of criticism. The introduction of the new public accounting system, for example, provides an ideal opportunity for the AGO to act as an active supporting ‘change agent’ and, as such, to become a powerful instrument in promoting accountability in the public sector. In time, new financial management and financial control frameworks, supported by a reinforced AGO will contribute to increased public sector productivity and better services for the citizens.

Such developments require significant changes in the ways in which public auditors work. These changes impact on the people working for the AGO, communications and relations with stakeholders and the audit processes and information technology used in public sector audit. As well as a requirement for more sophisticated technical skills, improved management, leadership and communication skills are required. The AGO needs to expand the range of its work and introduce improved audit processes aimed at making itself more efficient and effective.  

None of these changes will be easy to achieve and they will require careful planning and strong leadership, as difficult decisions will have to be taken. Neither can they happen quickly. This plan therefore covers a 15-year timeframe, with actions identified for the short, medium and long-term. Due to the new or forthcoming legislation, inevitably, many of the actions required, particularly in ‘profession building’ and ‘achieving greater impact’ are classed as ‘short-term’ to enable the AGO to fulfil the new Statutory requirements. This is a more demanding timescale than would normally be the case and, in many areas, will be beyond the AGO’s current capacity to deliver. Further Technical Assistance will therefore be required in the short to medium term. Another crucial area ‘Developing people’, is fundamental to achieving sustainable change, and many of the initiatives here can only be seen through by someone with human resource management experience and recruited by the AGO specifically for this purpose. Across all development areas, it is difficult to be precise about the longer-term actions, as these will depend to a large extent on the progress made in the short term, particularly over the next 2 years. The Plan therefore needs to be regularly reviewed and updated.
BACKGROUND

Since September 2006 the AGO has been working with the UK National Audit Office (UK NAO) on a technical assistance project funded by the World Bank. Component 2 of the project is to provide assistance with the production of a long-term strategic development plan for the AGO. This plan covers the period 2007-2022.

 This work has been undertaken jointly by the UK NAO and staff of the AGO. It took as its starting point the AGO’s Strategic Plan for 2005-10, as submitted to the President’s Office, and the development needs identified in the Technical Assistance project Inception Report, which was agreed in December 2006. 
The principal aim stated in the Development Plan for 2005-10 was the transformation of the AGO into a modern, contemporary audit institution. This current plan aims for a smooth continuation of this development. The plan structures the AGO’s development needs around four main themes: 

Part 1: Institutional Strengthening
Part 2: Developing People
Part 3: Profession Building
Part 4: Achieving Greater Impact
Within each part of the Strategic Development Plan specific actions have been identified to achieve the development goals. The action points have been categorised as follows:

Short-term: those which should be implemented within 2 years

Medium-Term:  implementation within 3 to 5 years

Long-term: implementation within 6 to 15 years

The Actions points are included under the relevant part of the Development Plan. Also a complete list of all action points is provided at Annex 1, showing chronologically the timeframe for their implementation.

Overall, major developments must include a notable shift of the audit philosophy and approach in line with developed SAIs and their use of audit standards, manuals, guidelines and IT support. The current Technical Assistance project with the UK NAO will provide much of the technical training and other guidance necessary for the AGO to deliver the financial audits which will be required under the Public Finance Act 2006.  However the Inception Report identified a number of concerns in terms of the way the AGO uses and manages its staff. Due emphasis has therefore been placed on the development of staff and the human resource strategy (Part 2) forms perhaps the most crucial part of this Strategic Development Plan. Recognising the importance of this area, the AGO is currently recruiting an HR Director to oversee the implementation of this part of the strategy.
Vision, Mission, Values

This Strategic Development Plan identifies a range of different activities that together will assist the development of the AGO. A key factor in institutional  development concerns the long-term vision and mission of the AGO and the values it wishes to apply in carrying out its work. Such a set of vision, mission and values statements are important in establishing a focus and framework for future development of the AGO. 
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The commitment of all concerned within and outside the AGO to the vision, mission and values and the success of the Strategic Development Plan is essential. Critical to obtaining this commitment is communication with staff within the organisation and external stakeholders. This will require full and open communication on a wide range of important issues. The key relationships will be those of the AGO management with its own staff and the AGO’s relationship with the legislature, executive, media and the wider general public. 

Part 1 – Institutional Strengthening
1.1 This Part of the Development Plan covers the AGO’s legal framework; its corporate internal processes to plan, monitor and report on the use of its resources (including external oversight); its strategic and corporate planning; its involvement with other SAIs; and how it uses IT in its administration.
Legal Framework

1.2 Although the formulation of the Audit Act has taken some time, it is currently making its way through the legislative process. The Legislative Committee has completed its deliberations, and the draft Act is expected to be considered by the People’s Majlis when it reconvenes in March.  While the Act is a considerable improvement on the current legislative underpinning the role of the AGO, there remain some areas where it falls short of the full requirements of INTOSAI’s Lima Declaration. These include:

· Removing the requirement for the AGO to keep expenditure records – this is an executive function not appropriate to an independent SAI;

· Securing full financial independence for the AGO;

· Specific reporting requirements to the Public Accounts Committee, including follow-up by the Committee of audit recommendations; and

· Inclusion of a specific term of office for the Auditor General.

	SHORT TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1. To ensure that changes proposed to the Constitution remove inconsistencies between the current Constitution and new/proposed legislation concerning the AGO. 
2. To draft internal Regulations to aid the fulfilment of the Audit act requirements.
	Auditor General

Individuals identified by the AGO Management Committee, with help from UK NAO


	in line with timetable for Special Majlis review of Constitution.
As soon as Audit Act has been passed.



	MEDIUM/LONG-TERM ACTION
	RESPONSIBLE
	TIMING

	1. To monitor operation of the Audit Act in practice. To identify amendments required to this and other legislation concerning the activities of the AGO.
	AG, in conjunction with the Public Accounts Committee of the Majlis
	ongoing


Role

1.3 Currently most AGO audits of Ministries and other public institutions are compliance-type audits, with some of these audits including performance elements. The audits are based on the public institutions as entities rather than financial accounts of those entities (as to date these have not been required) and the AGO’s coverage is very patchy. Certain key Ministries have never been audited – for example the President’s Office. The aim, for all others, is to audit them over a three-year period. However, some of these audits have been delayed due to lack of capacity. In recent years the AGO has not achieved the audit coverage set out in its Annual Activity Plan. 

1.4 One (of the seven) Audit Groups in the AGO main office undertakes financial audits of State-owned Enterprises (SOEs). In nearly all cases these SOEs have already been audited by private sector auditing firms; the AGO audit therefore does not conclude on the accuracy of the financial statements. Also a significant amount of time is spent investigating suspected fraud and corruption, usually through a transaction or case-based audit. These investigations can result from the AGO’s own compliance or financial audit work, or from requests from auditees. This currently is the highest profile of the AGO’s work, with a high expectation by the media and the public in general, that bringing to justice all fraudulent and corrupt public officials should be the AGO’s main role. The last area of the AGO’s current audit work is the audit of projects funded by external donors (for example ADB, UNDP). A considerable number of non-audit duties are undertaken by AGO staff, especially at the Audit Manager level.

1.5 The AGO’s current approach to the audit of revenue is inadequate. One of the AGO’s administrative sections undertakes basic, and very detailed, checks on tourist-related revenue (‘bed’ tax and tourist resort leases), though this does not constitute a formal audit. However, in another much more significant, revenue stream – those arising from Customs duties – the frequency of audit has been sporadic. An audit was completed in 2004 (on 2001-03 transactions) but to date no work has been undertaken on revenue for 2004, 2005 or 2006. 

1.6 Undertaking annual financial audits on some 37 ‘Accountable Units’, to the deadlines set out in the Public Finance Act 2006, will result in a radical shift in the way the AGO uses its resources. The pilot audits undertaken as part of the Technical Assistance project with the UK NAO will help determine the resource requirement for those audits selected. The AGO then needs to use this information to assess the total resource requirements for this work under the first round of audits required under the Act (ie on the 2009 accounts). In parallel, the AGO needs to determine the minimum its needs to do to fulfil its other duties (eg project audits), and the resource requirement for new areas (eg revenue audit and performance audit). This need to be done to inform its budget request for 2008 onwards, when the AGO needs to gear itself up to meeting the requirements of the Public Finance Act. 
1.7 As the resource requirement for the public sector accounts becomes clearer through the pilot audits, the AGO’s role with regard to SOEs needs to be reassessed, and audit resources used more effectively. Currently there is duplication with the external audit undertaken by the private sector auditors; on the other hand the AGO audit is considered more thorough, addresses the regularity objective and, not infrequently, has exposed inadequacies in the private sector audit work. As the resource demand under the Public Finance Act increases, the audit approach to SOEs needs to be redefined. This needs to include dialogue in all cases with the appointed auditors to assess the extent of their coverage and their assessment of risk. The AGO audit then needs to be tailored to cover specific risk areas not already covered. This should not involve another full financial audit. The comments on the AGO’s relations with the wider auditing profession at Part 4 of this Plan (paragraphs 4.6 and 4.7) specifically on the regulation of private sector firms operating in the public sector, are also relevant here.  
1.8 With these new demands on the AGO’s resources in the immediate future, it needs to take a critical look now at all areas of its operations to identify any non-audit activities which it is not appropriate for an AGO to undertake. Until now the AGO has been heavily involved in drafting financial regulations and procurement rules (and in providing the associated training for public sector officials). While there is a requirement in the Constitution for the Auditor General to ‘authorise’ such regulations, this again should be an executive function and therefore more appropriate for them to be prepared by the Ministry of Finance and Treasury (MoFT). The AGO could usefully have a ‘consulting’ role in such an arrangement. The Constitution (section 27) requires ‘the accounts of the State to be kept and maintained in such form and manner prescribed by the auditor general on the advice of the President’. To comply with this requirement, the working group which will agree the accounting standards and financial regulations for the Public Accounting System will be chaired by the Auditor General, who will be formally responsible for submitting the proposals to the President. 

1.9 A significant amount of audit resource is spent on more general activities. While it is appropriate for the AGO to be represented on finance-related Working Groups in the public sector, it should not participate in activities which could later compromise its independence as auditors (for example tender evaluation panels). Finally, the AGO undertakes administrative duties – for example issuing passes for Ministry officials undertaking bank transactions – which would be more appropriate for line Ministries or MoFT to undertake. 
	SHORT TERM ACTIONS
	RESPONSIBLE
	TIMING

	1. Identify all non audit duties undertaken by the AGO, and the amount of time devoted to it. Prioritise these in terms of their appropriateness for an AGO. Negotiate with the Government Agencies involved a phased withdrawal from these activities. 
2 Adapt work done on monthly expenditure returns by AGO’s administrative section to meet the needs of the Audit Groups. Identify, and stop doing, unnecessary work on these returns.
3 Assess how far the current administrative checks on tourist tax/ resort lease revenue constitute a financial audit. 

4 Identify all revenue streams which are not currently audited under the existing Ministry audits (eg Customs Duties). Set up a separate ‘Revenue Audit’ Group and develop an audit approach. Integrate ‘tourist bed tax’ staff from Section ‘B’ into this new Revenue Audit Group.
5 Determine an approach to the audit of SOEs which avoids overlap with the private sector audit, and addresses high risk areas and performance issues

6 Following the pilot financial audits, assess the resource requirements for the AGO’s statutory audits. Develop a realistic strategy to achieve a balanced programme of regularity, specific risk-based investigations, anti-fraud/ corruption work and performance audits.  Establish the total AGO resource requirement; any shortfall should form part of a bid for further resources. 
	AGO Management Committee

Director, Section B

Director, Section B

Individual to lead new Revenue Group to be identified by Auditor General. 
AGO Management Committee (with particular input from head of Audit Group D)

AGO Management Committee
	By June 2007

By June 2007
By September 2007

First revenue audit plan to cover financial year 2008.

For financial year 2008 onwards.

Annual Audit Plan 2009 to include such a strategy based on current resources - developed by the end of 2008.  



Planning and Monitoring of AGO resources

2 The AGO produces an Annual Audit Plan which lists the audits to be undertaken in any particular year, together with a budget in terms of the total number of hours expected to complete each job. For each audit, the plan also includes a risk rating which determines the frequency of the audit. Most risk assessments result in an annual audit. The audits identified in the Annual Plan are allocated to each of the Audit Groups. Currently, the number of audits allocated to an Audit Group often exceeds the Group’s capacity to deliver; as a result, the number of planned audits in a year is rarely achieved. Each Audit Group receives an allocation of audits in the Atolls, but given resource constraints, priority is inevitably given to those audits based in Male. The resulting backlog of Male audits has been reduced recently by auditing more than one financial year at a time. 
2 Audits are allocated to specific Audit Groups based on the man hours available and having experienced staff to handle the more complex audits. In the past little attention has been paid to ensuring that individual Audit Groups undertake, as far as possible, all audits within a particular field. This will change with the implementation of the Public Finance Act, with the audit focus changing from entities to accounts, which will involve the consolidation, for example, of all entities within the Education sphere.
	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1. The allocation of audits to Audit Groups must be based on a realistic assessment of what individual Audit Groups can deliver. As far as possible, Audit groups should be allocated audits within a particular theme (eg health, education etc)

2. A strategy needs to be developed for the AGO’s audit approach to the Atolls. This will depend to a large extent on how much the finances of local institutions will be consolidated into the accounts of Ministries. 
	AGO Management Committee

TA Project Working Group/ UK NAO Consultants


	For the Annual Audit Plan 2008.

2007




2 The AGO has operated a Time Recording System (TRS) since the previous Technical Assistance project. Currently not all staff complete timesheets and it is widely acknowledged (by both auditors and managers) that the budgets input and hours recorded in the system are unreliable. The main focus of the fortnightly management meetings is on monitoring actual performance against these budgets. One reason for inaccurate recording is the current focus by management on auditor ‘efficiency’, as measured by the proportion of hours booked to audit work compared with total hours booked. 
2 Although staff hours are recorded, no costs are assigned to these. Under the proposed Audit Act, in future the AGO will have the power to charge fees for its services (although it does not intend to charge fees for its services to Government Ministries, Departments or offices). Also the Act will require the AGO to produce and publish an annual report on its activities. This report would normally include a breakdown of how the AGO has used its overall staff resources. To gather the necessary information will require modifications to the existing TRS.
	SHORT TERM ACTIONS


	RESPONSIBLE
	TIMING

	1.  Realistic budgets for audit tasks should be input into the Time Recording System. These should be based on the actual outturn from previous years, adjusted for any known changes. 
2. All Audit Team Leaders should ensure that the hours booked by staff working on their particular audits are accurate. Audit Group heads should check that weekly timesheets completed by their staff are accurate.

3. The formal monitoring of ‘productivity’ by individual and Audit Group should stop until the TRS outputs are generally regarded as reliable

4. To extend the time recording system across the whole of the AGO. The responsibilities and workloads of non-audit sections will need to be identified and appropriate job codes developed. The standard ‘indirect’ jobcodes as used by auditors should be suitable for non-audit grades.

 
	AGO Management Committee 
AGO Management Committee
AGO Management Committee

Individual(s) to be identified by AGO Management Committee


	Immediate
Immediate
Immediate

For financial year 2009

	MEDIUM TERM ACTION
	
	

	1. Average hourly costs should be calculated for each grade in the AGO and input into the TRS.  
	Individual(s) to be identified by AGO Management Committee
	For financial year 2010.


Contracting-out

2 The trial contracting-out of two SOE financial audits was undertaken as part of the previous Technical Assistance project. This was initiated by the previous consultants who prepared the necessary documentation: tender material, draft contracts etc, and advised on how the process should be managed. The exercises were a success in terms of the AGO’s ability to manage the process and the audit skills transfer to AGO staff. With the pressure to deliver audits under the deadlines in the Public Finance Act, and more particularly with, the possibility of the Atoll Devolution Act establishing Islands and Atolls as accountable units, some contracting-out is likely to be required to deal with the peaks in audit staff requirement to meet the statutory deadlines. 

2 As soon as the AGO resource requirement has been assessed from the pilot audits, if necessary, the AGO needs to be in position to address any identified shortfall in its ability to meet the requirements of the Public Finance Act through contracting-out. In any case, some limited contracting-out is a good way of benchmarking the AGO’s practices against standards elsewhere; and, to make the most of the opportunity for knowledge transfer, it should involve some AGO staff being allocated to the private sector audit teams to assist in the fieldwork stages.
	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1. Contracting-out documentation to be gathered from previous TA project, reviewed and updated as required.

2. Based on the resource requirement for the pilot audits, assess total requirement to meet audit requirements of the Public Finance Act. Assess whether some contracting-out will be required.

3. Develop strategy for contracting-out as identified in action point 2, and ensure that necessary cash resources are secured.
 
	Individual(s) identified by AGO Management Committee

“

“
	By the end of 2007.

May –September 2008

For 2009 year budget preparation. 


Use of IT within the AGO
IT Logistics

1.16 The total number of staff at the Male office is 80 (comprising 45 audit staff and 35 support staff). The total number of staff at the Southern Regional office is in the region of 15 (10 audit staff and 5 support staff). In addition there are plans to introduce a Northern Regional office with similar staff numbers to the Southern office.  
1.17 IT equipment allocated to AGO staff is currently 30 laptops and 50 PCs. The laptops are no more than 3 years old and operating on a 5 year replacement cycle. Most PCs are between 2 and 7 years old, they are on a 4-8 year replacement cycle. The AGO’s aim is to issue all audit staff with laptops as this group spend the majority of their time at client offices.  Laptops are used predominantly for maintaining information on AGO clients (usually on spreadsheets) and for internal management information purposes. Auditors take paper versions of reference material with them but would prefer to have this available electronically on laptops to minimise the need to take hardcopy versions.
1.18 The IT team comprises two individuals – a manager and a technician. Both have technical skills to set up and administer the network as well as building and supporting AGO laptops and PCs. The IT team report to the Deputy Assistant Auditor General (D/AAG) who is responsible for IT activities and for the provision of IT services. Funding for IT is the responsibility of the Director of Administration who decides how much will be spent on IT in each financial year and approves individual procurements. There is no forward looking IT plan or strategy and there is no formal bid proposal or process for how IT money is to be spent. The AGO needs to develop an IT Strategy and update this annually to determine spending proposals and priorities to enable a secure and sustainable platform of IT growth.

1.19 The investment in IT in 2006 was 600,000 Rufiyaa, decreasing to 450,000 Rufiyaa in 2007, and the plan for 2008 is to return to an investment level of 600,000 Rufiyaa. This money has historically been, and will continue to be, used to purchase new laptops – the AGO intend to purchase a further 20 laptops in 2008. Some audit staff insist on having both a laptop and a PC. With funds in short supply this is a luxury. A more cost-effective solution would be to ‘dock’ the laptops to utilise an external keyboard and monitor. This would be at a much lower cost and with no decline in performance or functionality. 

Software

1.20 Software operating on servers and PCs includes:

· Windows Server 2003 & ISA Firewall Server 2004

· Windows XP and Vista

· Microsoft Office (XP, 2003 and 2007)

· Quickbook

· CorelDraw

· Various versions of different anti-virus products 
1.21 There has been very little software investment – indeed the implication is that much of the software operating on PCs and laptops is unlicensed. The AGO needs to take a decision on whether the risk to corporate reputation of potential litigation for using unlicensed software is worth the relatively small amounts of money saved by this practice. The AGO needs to undertake a software audit to establish and report precisely what software is required together with licence numbers and costs.

1.21 One of the IT team’s priorities (after the purchase of laptops) is to procure legitimate anti-virus and other software licences to ensure that all laptops and PCs are on the same versions of software with automated updates received from the Internet. This will ensure that all equipment is kept up to date in terms of functionality and security, is fully compliant with external legislation and regulations and provide a consistent platform to make software and equipment easier to maintain. This has been a low priority with the move to the new building – once network stability and Internet access is achieved deploying a standard desktop to all laptops and PCs should be a priority.  

Hardware

1.22 There is a single HP Proliant server (3.6Ghz processor, 1Gb RAM, 200Gb storage) controlling all network management (DHCP, DNS, Active Directory) and providing file and print services to all staff. This hardware arrangement is adequate for now, as the AGO starts to produce more electronic information, documents and communications a new ‘data’ server should be introduced to allow physical separation of network management tasks from AGO electronic information.

1.23 The server is used as a file and print service with a central shared folder structure for storing various corporate information as well as information on each client. The shared folder structure can be accessed via the Intranet and has limited corporate structure with some folders for AGO Sections A and C and others broken down by some Audit Manager teams. The folder structure has access controls configured to restrict access on most areas to information authors or their immediate teams. The server is not backed up to tape but the folder structure is periodically copied over to a separate PC. There is no Messaging, Document Management, Content Management or Enterprise Search software. The AGO’s Internet site is hosted by a third party but occasionally maintained by the IT team – maintenance of content on both the external website and on the Intranet should be the responsibility of Library and Information staff not the IT team. 

Physical Environment

1.24 The central AGO computer environment comprises a small cubicle type room where the primary server and firewall are located together with a small console for accessing them. The cubicle has a lockable door but no dedicated air conditioning, power or fire suppressant equipment and wall partitions that do not reach the ceiling. Standard practice is for computer rooms to be totally secure with access strictly limited to a small number of staff. Standard practice would also include a dedicated power supply, together with a back-up UPS (uninterruptible power supply) system and dedicated air conditioning and fire suppressant facilities. 

1.25 The risks of environmental or physical security compromise are relatively low although the AGO should consider more secure partitions that reach the ceiling and a dedicated powerful air conditioning unit as temperatures in the computer room are already high. As the AGO’s IT systems become more sophisticated and reliance on electronic information and communications further investment in all of these areas will become paramount.

Electronic Communication and Records Retention

1.26 The AGO have a policy of scanning a lot of incoming correspondence from clients (and outgoing letters which have been produced electronically by Audit Managers then printed, hand signed and scanned back into electronic format). These letters are captured in PDF format which makes universal access easy although it will have an impact on AGO electronic storage capacity within 18 months. The AGO should accelerate its plan to provide email addresses to all staff so that e-mail communication is encouraged. If required they can still continue to send hardcopies of correspondence but the versions stored in correspondence folders should be the original versions which will reduce longer term storage requirements and still retain a level of access control to retain security if required.

Management Information

1.27 Management information and corporate performance reporting is done through manual information collation and analysis on spreadsheets. This currently works effectively but is labour intensive. In the medium term the AGO should consider an online facility for time recording, audit planning and progress tracking and corporate reporting on organisational costs and deliveries. 

Security

1.28 There are a number of viruses already present on the AGO network, on various laptops and PCs and on USB memory sticks (pen drives). These are causing problems for individuals when trying to access and save electronic information. They are also likely to have originated when using pen drives to exchange information with clients which means virus contamination is being passed from one client to another via AGO systems. It is strongly recommended that the IT team are allocated funds to procure and deploy an office-wide anti-virus application that receives regular updates via a centrally-management server. This will become even more important when each laptop and PC is connected to the Internet following the office move. 
1.29 The AGO are in the process of configuring a firewall for network perimeter protection (none is required at the present time as there is no direct connection between the network and the Internet). There is limited use of Group Policy to manage equipment and people connecting to the network. The IT Team have endeavoured to control local Administrator access to laptops and PCs to prevent unauthorised software installation yet there is evidence of some staff having this ability. Access control (through Groups) is applied to certain shared folders on the network although there is room for improvement in the structure and management of this process. Overall security is below the level required. When Internet access for all is available the shortcomings in security will pose a significant and genuine risk to the AGO.   

External Networks & Systems

1.30 There is a Maldivian Government initiative to build a Government wide website for all state departments and offices. This is currently being built by the National Centre for Information Technology (and is to be hosted by a Maldivian telecoms provider – Dhiraagu). The AGO needs to have a presence within this community and to ultimately use it as a secure means of direct communication and collaboration with it’s clients. 

1.31 The Ministry of Finance/Treasury are at the tender stage for the procurement of a Government wide Public Accounting System (PAS). This is likely to result in an SAP solution for managing all public accounts being implemented in late 2008. This will have a significant impact on how the AGO accesses and audits public expenditure. 

Computer Assisted Audit Techniques (CAATs)
1.32 The AGO needs to develop it’s CAATs for extracting data samples from client information and carrying out analysis and reporting on the data. Senior AGO management would ultimately like all audit staff to be trained to carry out CAATs work and that they see a role for the IT team to technically support this process. Successful CAATs interrogations depend upon client data being of reasonable quality and consistency. Information received from clients is not currently in a consistent format or of a necessarily high level of quality. The AGO should await the implementation of the PAS accounting system, which will force improvements and consistency to client accounting information, before embarking on a program of CAATs training. 

Training

1.33 There is a need for more technical training for all AGO staff, the intention is for this to be carried out by one of the IT team although the Audit Managers have expressed an interest in using online training to provide flexibility in how and when training is done and reduce the need for the IT team to be experts in everything. A number of training workshops (or online courses) should be developed, including:

· Basic IT skills (logging onto the network, where and how to store and print electronic information, IT security practice, accessing corporate information on the Intranet, communicating with AGO clients, and good practice when accessing the Internet and using email etc.);

· Using Microsoft Office (Word, Excel, Powerpoint etc.);

· Using CAATs software and related processes;

· Accessing and auditing the new PAS accounting system;

· How IT can more generally used to enable the audit process.

IT Related Policies

1.34 The AGO needs to raise staff awareness of good practice and publish usage guideline for it’s IT systems. Training needs to be underpinned by policies conveying what should be done, as well as the implications of non compliance. International best practice generally follows ISO17799, the International Standard for Information Assurance. Policies. A policy needs to be devised and distributed to all staff which includes:

· A security manual conveying staff responsibilities in the area of IT security – in particular taking appropriate care of AGO equipment and information through:

· securing and protecting from compromise, theft and malicious code – eg. viruses;

· ensuring electronic information is stored in an appropriate place (centrally, not on laptops or PCs) and that appropriate access controls are in place;

· ensuring that copies of electronic information are taken if required, that access controls are applied to copies as to originals and that copies are recoverable if originals are lost; 

· Ensuring usernames and passwords to networks and systems are not revealed and that screens are ‘locked’ to prevent access while users are away from desks;

· Only installing AGO licensed software on AGO equipment;

· Not connecting AGO equipment to any other networks or allowing non AGO staff to use it;

· taking appropriate health and safety precautions when using or transporting AGO equipment.

· HR policies conveying responsibilities for staff joining, moving within and leaving the organisation;

· Appropriate usage policies for the Internet and Email; 

· Information Security Incident management – policy ensuring that information security breaches are recorded and handled appropriately;

· Business Continuity Management – protecting, maintaining and recovering business critical information, systems and processes;

· Compliance policy – ensuring conformance with information security policies, standards, copyright treaties, laws and regulations.
IT Team Capacity

1.35 The IT team comprises two staff members and has limited capacity to develop the IT infrastructure and associated systems as well as maintain and support staff using existing systems, provide training for staff in those systems and provide support to auditors in the use of wider systems such as CAATs. In addition they are being asked to develop content for Internet and Intranet web sites. Ideally web content of this nature should be maintained by a separate team. There is potentially sufficient work for an IT team of 4 staff to ensure that IT systems are appropriately configured, administered, maintained, licensed, centrally controlled, designed and developed. The 4 staff need to be adequately trained in the technologies being used, they need to have a more comprehensive library of support and guidance manuals and their pay should take into consideration private sector levels, to ensure that their services can be retained.

Strategic IT Goals and Practical Implementation 

1.36 In terms of the development of IT related ‘Institutional Strengthening’ over the next fifteen years, there are five key IT goals for the AGO to meet:

· Goal 1: Develop the IT Infrastructure in line with international best practice;

· Goal 2: Improve AGO communication systems; 

· Goal 3: Strengthen IT Security within the AGO;

· Goal 4: Improve use of IT within the AGO;

· Goal 5: Improve & sustain AGO IT resource capacity & capability.

1.37 For each of these goals the necessary actions, responsibilities and timings are provided below. 
Goal 1: Develop the IT Infrastructure

	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1. Enable Internet access for all AGO staff – implement Firewall and Telecoms connection
2. Provision email accounts for all AGO staff
3. Improve Computer Room environment & security
4. Implement Active Directory & Group policies to control desktops
5. Procure an additional server to store AGO data
6. Devise and implement structured shared folder structure for AGO on new server
7. Build network and Internet connectivity for Southern Regional Office


	IT Team

IT Team

Dir/Administration
IT Team

Dir/Admin
D/AAG
IT Team
	July 2007

August 2007

November 2007

September 2007

September 2007

October 2007

January 2008

	MEDIUM-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1. Build links to Maldives Government web community on Dhiraagu

2. Build links to Ministry of Finance Public Accounts System
3. Build network and Internet connectivity for Northern regional office


	IT Team

IT Team

IT Team
	2008 / 2009

2008 / 2009

2009

	LONG-TERM ACTION
	RESPONSIBLE
	TIMING

	1. Links  to IP telephony to merge voice & data traffic and network connectivity with mobile phones


	IT Team
	2012 onwards 


Goal 2: Improve AGO electronic communications

	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1. Build and implement AGO Intranet, develop content and structure
2. Develop AGO Internet site to improve structure & content
3. Reduce dependence on scanning all incoming and outgoing documents


	D/AAG

D/AAG

D/AAG
	October 2007

September 2007

January 2008 

	MEDIUM-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1. Introduce more dynamic content on Intranet and Internet sites
2. Introduce internal email and calendar systems
3. Implement direct connections from AGO network into client networks
4. Provide remote access for auditors
5. Build connectivity between Central, Southern and Northern regional offices 


	D/AAG
IT Team

D/AAG, IT Team

IT Team
IT Team
	2008 / 2009

2009

2009

2009
2009

	LONG-TERM ACTION
	RESPONSIBLE
	TIMING

	1. Review and redesign Intranet structure every 3 years


	D/AAG
	2010 onwards


Goal 3: Strengthen IT Security with the AGO
	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1. Introduce centrally managed office-wide anti-virus software
2. Apply centrally managed Group Policies to all AGO equipment & lockdown logical access
3. Software licensing review
4. Deploy / remove software following review
5. Devise & implement policies and Annual Code of Conduct


	Dir/Admin, IT Team

IT Team

Dir/Admin, IT Team 
IT Team

D/AAG
	August 2007

January 2008

December 2007

January – April 2008

Sept 2007 – July 2008

	MEDIUM-TERM ACTION
	RESPONSIBLE
	TIIMING

	1. Undertake two-yearly security review and penetration testing


	IT Team
	2009 onwards

	LONG-TERM ACTION
	RESPONSIBLE
	TIMING

	1. Utilise external partners to undertake COBIT IT Maturity review (INTOSAI Peer Assessment )


	D/AAG
	From 2012


Goal 4: Improve use of IT within AGO 

	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1. Devise & Publish IT Strategy to establish long term vision and implementation plans for IT
2. Standardise on same versions of all software on all laptops and PCs


	D/AAG, IT Team, with help from UK NAO 

Dir/Admin, IT Team 
	January 2008

March 2008



	MEDIUM-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1. Introduce CAATs software
2. Upgrade systems to Windows Vista, next version of MS Office etc.

	D/AAG, Dir/Admin, IT Team
Dir/Admin, IT Team
	2009
2009

	LONG-TERM ACTION
	RESPONSIBLE
	TIMING

	1. Consider the use of Audit Management tools such as TeamMate
	AGO Management Committee
	From 2011


Goal 5: Improve and sustain AGO IT resource capacity & capability

	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1. Increase IT Team numbers to 3
2. Training & additional Computer Manuals for IT Team 
3. All auditors to be allocated laptops; procure docking stations to avoid allocating laptop and PC
4. Devise and publish replacement strategies for laptops, PCs, printers, servers etc
5. Establish IT Investment Strategy – based on IT Strategy – annual level of ringed fenced IT budget
6. Publish Annual Workplans for IT Team
7. IT Training & Awareness workshops for all AGO staff


	D/AAG

Dir/Admin

Dir/Admin, IT Team

Dir Admin. D/AAG, IT Team

Dir Admin, D/AAG
D/AAG, IT Team
IT Team
	September 2007
March 2008 (ongoing with new systems)
June 2008

March 2008

May 2008

January 2008 (ongoing)

February 2008 – 2009 (ongoing)

	MEDIUM-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1. Increase IT Team numbers to 4
2. Technical support to CAATs work


	D/AAG

IT Team
	2009
2008 / 2009

	LONG-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1. Ensuring IT team and all AGO staff are adequately trained in all new software & systems
2. Periodic reviews of remuneration levels of IT Team
3. Wider involvement of IT Team in Audit work 
	IT Team

Auditor General
D/AAG
	Ongoing

From 2010

From 2012


Information Management

1.38 This section covers information management by the AGO. The actions for improved information management are mostly short term measures. They should be achievable within 2 years and most do not require a high degree of new technical skill. 

1.39 Currently the Client Portfolio is a series of shared folders that has been set up over time. There is one folder for each of the clients, except the Ministry for Atolls where there are subfolders for each Atoll. This is under development and it is planned that auditors will have access to it when it is complete. Staff currently find it hard to find previous work on an audit on the file store. The paper filing is more consistent and benefits from a systematic approach, but the AGO needs to move to electronic filing.

1.40 The systematic approach of the paper filing system is a good basis for the electronic information. A single shared area for each client will reduce duplication of paper files and ensure everyone uses the same version. It should reduce the need to print out and distribute paper copies. Each client should have a simple subfolder structure:

[image: image2]
1.41 This structure should be used for all clients and be available to all auditors. The AGO should identify members of the administrative staff and only they should have the ability to create folders in this area. Their role will be to ensure consistency and avoid auditors creating non-standard folders. Auditors will be able to add documents to these folders. With consistency maintained it will be easier for new audit staff to find past documents. Standing Information folders should be kept up to date and used for audit planning. Correspondence with the client (including emails in the future) should be stored in the correspondence folder, divided up by years. However, if the correspondence is part of the work on a specific Audit Report it should be stored in the correspondence folder for that Audit Report. The Audit Report folder should similarly be divided up by year. A copy of the Final Report should be kept separately from the audit Working Papers. The structure for Working Papers should match the audit methodology and the standard folder structure should be reviewed each year.

1.41 It should be AGO policy that auditors save all of this information in these folders. They should not save them into folders under their own name on the Filestore server. This makes it very hard to locate reports. Documents currently on the filestore in other folders should be transferred into the new structure when it is ready.

1.42 There should also be a similar standard structure for the reports to PAC and other AGO reports:

[image: image3]
1.43 There is currently duplication of paper file storage by the AGO. The Audit Reports are filed by the Audit Report administration section and also by the Correspondence administration section. This is a waste of valuable space. Similarly correspondence between the Ministries copied to the AGO relating to the budget should be destroyed (unless they relate to fraud). The AGO needs to carry out a review of the information filed by the office. Information held on the Ministries that is not part of the audit evidence should not be stored by the AGO. Material should not be duplicated between administrative sections. A policy for retention and destruction of records must therefore be developed. Currently nothing is destroyed. As a result the AGO is renting an archive warehouse for material it does not need to keep. Without proper disposal management and a review of file duplication the costs to the office will rise. The AGO should also encourage Ministries to have appropriate retention policies for financial material.
	SHORT TERM ACTIONS
	RESPONSIBLE
	TIMING

	1. To develop a simple standard file structure for documents to be stored electronically. 

2. To develop a retention and destruction policy for the AGO

3. Review the filing of reports and correspondence.
	Individual(s) identified by the AGO Management Committee

“

“
	Immediate

By June 2008

By June 2009 


1.44 Currently most of the books and journals held by the AGO are in the Auditor General’s office. These include reports from other SAIs, proceedings of INCOSAI, journals from INTOSAI and other publications. There is a spreadsheet listing registered books listing title, publisher, date published, date registered and who has borrowed a book. This procedure was set up in the old building when the collection was kept securely. However many of the books recorded on the spreadsheet have since been lost or borrowed without a record being taken. New books and journals coming into the AGO go to the Auditor General and many of the items have not been registered and so are not on the spreadsheet. 
1.45 The AGO already has a trained librarian and she should be given responsibility for the library. There should be an annual budget for buying books. The librarian would list the subscriptions each year that they will need to renew. The budget should include funds for books that will be published during the financial year. It is not possible to plan in advance for the purchase of individual books. Audit teams should be consulted quarterly on what reference books they need. For example IASB are publishing “A Guide to International Financial Reporting Standards (IFRS’s) which will be of direct relevance to financial auditors. Information about the publication should be circulated to a selection of Audit Managers for evaluation. It is likely they will consider more things useful than there is budget for. When consulted therefore there should be a priority system for the auditors to say how important the particular item is to their work. The librarian would then use the auditors’ priorities to spend within the allocated budget.
1.46 The Librarian should supervise administrative staff to create a new spreadsheet or update the old one. As much of the library stock is now missing or in the Auditor General’s Office and has not been registered, it will probably be easier to create a new spreadsheet. Books should be collected from people’s desks and returned to the library once the shelves are in place. 

1.47 The Librarian should also identify and ask auditors to evaluate Journal subscriptions. Below is a selection of journals that might be useful. A selection of Audit Managers and Team Leaders should be given contents pages printed from the internet. Sample issues and brief summaries, abstracts, are also often available on publisher’s websites. The auditors would then use the same criteria as for books to prioritise their needs. 


[image: image4]
1.48 The library should be created and located in the small meeting room in the corner on the fourth floor, near the Librarian and administrative staff. The large meeting room is an alternative location, although the library itself will not be very big, and it would be away from the administrative staff responsible. Assuming the small meeting room is chosen, the table should be replaced by a much smaller table(s) for those studying in the library. The photocopier and shelves should also be moved in. The door should be locked and the key held by the library staff and managed as it was previously. Staff borrowing books would be given access to the room and their details recorded in the spreadsheet.  

1.49 All new books, journals, conference proceedings and government publications need to go directly to the Librarian for registration. After registration the books could be shown to the Auditor General, to see if he is interested, before being placed in the library. 

1.50 Each month, on the AGO intranet, a list of new books and journals should be published.  For books such as Auditing Standards the title will be enough.  For the Journals and Conference Proceedings the contents of each issue should also be added. With a new page for each month the intranet will have a list of articles contained in the library. Auditors can then search more effectively.
1.51 In future much of the library material can be electronic. Many of the Standards are freely available on the internet. A library page should be developed for the intranet. This will link to key websites and should be divided into categories. Categories could include: Auditing & Accounting Standards, Government Statistics, Statutes, Training, IT Audit, Information Technology, Human Resource Development and Annual Reports. Each category would list library copies and links to the most useful sites on the internet. Some useful publications could be placed on the intranet. This might include examples of Audit Manuals used by other SAIs.
1.52 The Librarian should train one or two members of staff to do some of the work.  This would include unlocking the library, issuing books and typing up the contents sheets of the Journals and Conference Proceedings. The Librarian needs to manage the budget, work with the auditors to evaluate new books and journals and categorise the new items when they are registered.

	SHORT TERM ACTIONS
	RESPONSIBLE
	TIMING

	1. The Librarian to implement budget prioritisation.

2. The Library to be set up in the meeting room, access controlled to avoid losing the library stock.

3. New publications to go directly to the Librarian for registering before being passed to the Auditor General or anyone else.

4. The Librarian to develop a section on the intranet for new items and the contents pages of Journals.

5. The Librarian to train two members of staff to cover library duties.
	Librarian

“

“

Librarian, IT section

“
	By January 2008

Immediate

By September 2007

By June 2008

By October 2007


1.53 There currently is no intranet, but it is something the AGO needs to develop to provide a standard form of encouraging internal communication and accessing reference material. This will ensure that all members of staff have access to the same information.
1.54 Internal AGO policies should be published on the intranet so that auditors and administrative staff know what is expected of them. The library should also have a section on the intranet. It would hold a listing of the library contents by category, along with links to resources held on the internet and the intranet. Training material should be available on the intranet, along with notices of forthcoming courses. Links to online training courses should be maintained. These could be on the internal server or linked via external websites. 
1.55 The organisational plan should be on the intranet. This will help new staff understand the structure of the office. There should also be an office directory of all staff members, with new staff being added and staff removed when they leave. The listing would be by audit team and against each the audited bodies could also be provided.  The directory should list:


[image: image5]
1.56 The intranet should host a web based resource management system staff to record their timesheets. In time this would show audits that staff have worked on in the past and should show training they have received. There would be reporting so that senior management can monitor time recorded against particular audits and training attendance. This should combine with a more interactive version of the Staff Directory that staff can update themselves. One application would avoid auditors having to maintain information in too many different places.

	SHORT TERM ACTIONS
	RESPONSIBLE
	TIMING

	1. Internal policies to be written and added to the Intranet.

2. The Library and any other sections to create content.

3. An Office Directory and Organisation Plan should be created and added.
	Individual(s) identified by the AGO Management Committee

Librarian

Individual(s) identified by the AGO Management Committee


	By September 2008

By June 2008

By June 2008

	MEDIUM/LONG-TERM ACTION
	RESPONSIBLE
	TIMING

	1. Develop a web based resource management system.
	Individual(s) identified by the AGO Management Committee
	By June 2009


1.57 The current website should be kept simple to minimise maintenance.  Currently final Audit Reports are not made publicly available. This will happen in the future, as the reporting requirements of the Public Finance Act are implemented. When it does they should be published on the external website.  The reports will then form the bulk of the material. Press Notices would also be published to help Journalists understand the reports and to get across the main messages of audit reports.
1.58 The basic website content should cover the following: The function and responsibilities of the Audit Office, the history of the Office, and the legislation underpinning the AGO. A list of frequently asked questions about the Audit Office, Financial Regulations etc, and this should help to cut down on correspondence received and stored. Current job vacancies, contact details for the office and news about what the Auditor General is doing could also be included.
1.59 For the contact details of the office the e-mail should be that of the Press Officer, when the new e-mails are ready. The Press Officer will forward them to the correct person, Auditor General, Director or Audit Manager. The AGO needs to decide if it wants to put all of its staff e-mail addresses on the website. This is good for transparency but the office may not want to open itself up to communications in this way. There needs to be a decision on whether e-mail addresses will be given only to client ministries or made more widely known.

1.60 The staffing for maintaining the website should be separate from the staffing for maintaining the IT infrastructure. IT infrastructure is the maintenance of the server, virus upgrades, server backups and helping people when the PC or laptop stops working properly. Administrative staff should be assigned the role of maintaining the content of the website, adding the text that Senior Management prepares. They should report to the Press Officer who will have responsibility for ensuring sensitive material is not published.

1.61 There should be a monthly review of the site to identify out of date material.  Any out of date material should be reported to the Press Officer who will decide whether it is updated or deleted.
	SHORT TERM ACTIONS
	RESPONSIBLE
	TIMING

	1. Approve the content for the website.

2. Allocate administrative staff to update content to website.
	AGO Press Officer

Individuals identified by the AGO Management Committee
	By October 2007
By October 2007


External oversight
1.62 Section 16 of the proposed Audit Act requires an independent auditor to be appointed to audit the AGO and to publish their report. It is anticipated that this will be to audit the AGO’s financial statements, although the wording in the draft Act would not restrict the auditors to this. As part of the financial audit the auditors will review and provide feedback on the AGO’s accounting and internal control procedures. Over time, the AGO could use the external auditors to review certain of its operational areas – for example the time recording and monitoring system. In the longer term it may be appropriate for a fellow SAI to under a peer review of the AGO, either as a whole, or on specific activities.
	MEDIUM-TERM ACTION
	RESPONSIBLE
	TIMING

	1. Use AGO’s independent auditors to review operational areas.
 
	AGO Management Committee


	Specific topics reviewed by 2010; programme of future reviews developed by 2011.


	LONG-TERM ACTION
	RESPONSIBLE
	TIMING

	1. Organise peer review of AGO/ specific operations by fellow ASOSAI member SAI
	Auditor General
	2015


Part 2 – Developing People
I. The Future – Vision, Mission and Values

4 The AGO could and should play a more significant role in the Maldivian public finance and accountability system through monitoring and reporting on the regularity and effectiveness with which all Government financial resources are used. This can be expressed in terms of the vision of the AGO to: ‘Improve Public Sector Performance and Accountability’. The mission, as expressed in the corporate plan (1999-2001), was to ‘provide the President with information necessary to enhance Public Sector Administration and Accountability’ which should now be reviewed to incorporate responsibility to Parliament and all Maldivians.  Overall, the AGO is committed to quality, professional conduct and excellence of service to act as a catalyst in improving financial management in the public sector.  
4 To undertake this exacting and difficult role in full, and to be the ‘Best provider of Public Sector Auditing’
, the AGO will need to build capacity to improve organisational efficiency and effectiveness through adopting a new strategic approach to Human Resources (HR) Development which will help the AGO meet the International Standards on Auditing including the International Education Standards. This Strategy also takes forward the recommendations of the ASOSAI workshop, held in November 2006, titled ‘How to develop and manage HR to deal with emerging audit issues’. This HR Strategy therefore outlines methods to achieve the new role, and is based on the application of these values and principles to all AGO work:

· Integrity and impartiality

· independence

· professional competence and pursuit of quality

· unity of purpose and working together

· being constructive

· being respected

· being actively led and subject to continuous improvement.

4 This HR strategy seeks to assist the Auditor General to position the AGO as a thoroughly professional body which produces consistently high quality outputs and is viewed with high regard by the President, Majlis and the public. The requirement will be to make full use of the competence and dedication of all staff and to manage and motivate them accordingly. The overall goal of this strategy is therefore to: ‘ensure the AGO has established policies and procedures designed to provide the Office with assurance that it has sufficient personnel with the capabilities, competence, and commitment to ethical principles necessary to perform its duties in accordance with professional standards and regulatory and legal requirements’. This enables the AG to issue audit reports that are consistent with best international practice.

4 An overall summary of the operational plan for the implementation of this proposed HR strategy is at Annex 2A, based on six HR Goals for the AGO to meet in the fifteen year time frame. To implement this plan an HR Strategy Implementation Group including key staff under the chairmanship of the newly recruited Assistant Director, with advice from external HR expert, needs to be established.  
4 Not everything needs to change – that which is done well now should be retained and built into the new HR systems, and practical experience is so important for high quality audit work. Positive change and capacity building takes time, hence this plan assumes a series of implementations over a fifteen year period. Piloting new procedures is a must, and all staff should be kept in touch with proposals and actual changes affecting the AGO to help manage the expectation gap, and stress the advantages of flexibility and benefits linked to inputs and outputs. Inclusion is crucial, including incorporating non-audit staff into the AGO cadre.

4 However, to underpin these aims there also has to be a change in the training, development and management culture within all ranks in the AGO. This culture has grown up over very many years, and is not unusual in a State Audit Office not faced with major changes in requirements. There is also a need to revisit the laws and regulations, both in the general terms as noted in the Strategic Development Plan to bring Maldivian Government in line with best practice in other parts of the world, but specifically also to ensure that AGO has the regulatory and legal backing to carry out the changes to HR procedures recommended in this strategy.  

II. Legislative and Regulatory Framework
4 The Auditor General is currently restricted in how he can operate in terms of HR by both financial constraints, and the legal and regulatory framework governing his staff. The approval of the President’s Office is necessary for any major change. The new Public Finance Act will make major changes to the scope and style of audit work, whilst the Audit Bill, will provide a greater degree of independence for the Auditor General. 

4 The major regulations for the AGO in the HR context are therefore at present governed by general civil service rules. The new Audit Law should enable the Auditor General to gain much greater control over how he disburses his budget in terms of staff numbers, grades and rewards. In fact this new Law will have an impact on HR matters such as morale because the Auditor General will have greater publicity and exposure for his reports, giving AGO staff a better sense of ownership, and satisfaction that their work is being taken seriously. However it is important that hand in hand with greater independence granted to the AGO, it becomes more accountable to the Majlis for its activities. 

4 Other changes will see greater devolution to Atolls and the likelihood that the AGO will need to adapt its audit coverage as a result. The opening of the long planned Northern regional office will help, and of course will impact on HR, but in addition changes to the role of the AG in terms of licensing auditors and input to reviews of accounting formats etc will require underpinning existing skills or additional skills in these areas. 

4 The function, numbers and inputs of non-audit staff within the AGO needs to be reviewed. Evidence suggests that the high level of support staff (well over international averages) may be not functioning as well as they should. The new Audit Bill should give the AG greater control over non-audit as well as audit staff, hence the need to look in detail at exactly what the support staff do, what they should do, and how their efforts can be a more direct help to the AGO’s core audit functions. However, regardless of statutory basis, the need to keep all staff usefully occupied all of the time is paramount.  
4 The degree of independence achieved will be evidenced by the higher quality of audit outputs, leading to a needed higher profile for AGO. This requires individual, team and organisational motivation beyond that currently apparent within AGO. There is a need to further encourage good staff performance, to reinforce assessment and promotion procedures in the direction of more reward for higher levels of competence and performance, but at the same time to consider the well-being and safety of all AGO staff.

4 The changed relationship envisaged will allow the AGO to move towards the adoption of high organisation capability and flexibility by recruiting and retaining the best available people and maintaining their development through a combination of improved in-house training, the use of the Civil Service training programme where appropriate, and recognised audit and specialist qualifications and training using external and international sources. Legally there should be few limits on these possibilities.  

III. The Economic Framework

4 To meet even the minimum requirement for a better trained and developed office, with adequate pay for better qualified staff, the AGO will need additional funding. This is for the essential audit training needed, and also acquiring key skills in fields such as management, negotiating skills, performance auditing, analytical and statistical techniques, reporting and the application of potential new staff assessment processes. But this funding will be difficult to obtain (because of the obvious limitations of resources) unless the AGO makes a ‘business’ case for all funding requests.

4  In the short-term, the AGO needs to increase the current levels of spending on training. But all improvements are expensive – it is vital that the Auditor General can show good value for money from the use of his own budgets, as much as he will be trying to show value from the funds he audits. Thus this HR strategy attempts to suggest some key initial evaluation criteria for increased training expenditure (Annex 2B). The AGO needs to justify current and future expenditure levels and will have to show the value for money in the manner in which funds are used; outputs and outcomes need to be detailed as well as inputs. 

4 Remuneration for AGO staff is fixed according to Government civil service rules, hence the AG currently has limited options in this field. However, the new Audit Bill should give the AG more control of reward, within budgetary limitations. Even now the AG can influence the award of certain payments, thus for example a recent award, originally for senior staff, was implemented for all AGO staff (45% of basic pay, backdated to September 2006) following negotiations between the AG and the President’s Office. Other allowances are fixed and payable regardless, for example for graduates and diploma holders, but the new Law should enable the AG to vary staff rewards by adopting a system more closely linked to a fair and objective system for measuring individual performance and assessing it against pre-agreed objectives. But the underlying problems of cost of living and accommodation difficulties in Male have to be accepted as economic reality and reward systems adjusted accordingly if the AGO is to achieve its future aims for a fully professional workforce.      

4 Remuneration changes are a major and difficult event, but this has to be faced in the proposed change programme. It is not within the scope of this strategy to make specific financial predictions, but some initial thoughts on formulating the economic strategy for the AGO are at Annex 2C in order to specify human resource needs – again this is done when the annual request for funding is made therefore this suggests a method to formalise this in the new environment. This is useful only if it is applied consistently and objectively and is an annual ongoing event based on meeting agreed competencies.

4 Equally, there must be efficiency savings too, including as necessary a detailed improvement programme for those who may not meet the revised competency levels. Whatever is done in salaries and benefits, future employment must be based on a genuinely objective measure of performance and justified by measurably improved output. It is inadequate to comment that current AGO resources are insufficient – there are undoubtedly tasks done now that may not need to be done, or will be fundamentally changed perhaps in a more efficient and effective manner, as new audit techniques are taken on board by AGO staff. 
IV. Staff Numbers and Structure

4 The total number of staff at the Male office is 80 (comprising 45 audit staff and 35 support staff). The total number of staff at the Southern Regional office is 14 (comprising 9 audit staff and 5 support staff).  There are no INTOSAI Standards or even consistent norms for calculating staff needs – these can only be worked out by the AGO itself, once experience is gained of implementing pilot audits and also considering future needs and requirements from the Public Finance Act. However, there is evidence that, mainly due to problems in obtaining basic information for the audits, there is considerable idle time amongst many staff. This has to be solved through more active management of both AGO staff and clients: negotiation skills and management skills can be built up as part of the skills programme (see section VI below).   

4 Many AGO staff already have qualifications at various levels including formal accountancy qualifications. It is crucial to note that, for the work of the AGO, experience is vital based on required basic knowledge, so retention of the good experienced workers is a key of this HR strategy and a succession planning system needs to be better formalised – the key shortages of staff in senior positions must be addressed quickly to improve management within the AGO. Although AGO staff turnover appears high, much of this is down to staff undertaking education and training away from the office; in terms of ‘real’ departures this is low, but there is a danger of this increasing as better opportunities exist for qualified and experienced AGO staff elsewhere. Thus the key is a managed programme to encourage retention as well as reviewing staff releases for longer term training (see section VI below) – this must take into account whether agreement should be given to several members of AGO staff undertaking overseas training for long periods which can, and currently does, denude the office of talented younger staff. 

4 As the application of new working methods and public accountancy requirements to financial and the new performance audits takes hold, and risk analyses of areas expenditure are undertaken by AGO, a staff review is necessary to evaluate Sections’ actual staff requirements based on skills of staff needed, the scope and content of the audit work, the methodologies to be employed, and any likely changes over the next fifteen years. Numbers and grading (including non-audit staff) could be very different to meet future needs and this has to be established as early as possible. This HR strategy suggests a timescale for such changes over time: it is skills as well as numbers that are vital for the future and the strategy envisages more staff being able to undertake a number of jobs within the office. Before any assessment of staff resources needed is made, an analysis of workload must be carried out (Annex 2C provides a guide to this process), therefore this needs to also consider challenges such as the Atoll audits under the new regime.    

4 The type of remit expected of the AGO in the new Audit Act and in the future means that the skills of staff will need to change (considered further below), and also that the numbers of staff will need to increase, at least to meet the full complement. It is impossible to judge at this time what level and grading of staff will be needed. But a detailed planned strategy will be needed for each audit to calculate numbers, grades and skills of staff needed in future – this is a priority job and can be tackled in two stages (i) an assessment of needs based on assumptions of future workload for 2007 and 2008, then (ii) following pilot audits a refinement of this initial calculation in late 2007.  To back this up, using a system of recording time spent on each job is crucial to calculate costs and as a basis for future resource needs as part of the objective assessment system (VII below). This may lead to a revision of the structure/levels detailed from the previous assistance project, however under the Audit Act the AG will have the discretion to set salary scales within budgetary limitations.

4 Annex 2C contains some initial thoughts on how to match up overall strategic business calculations with staff and skills requirements, giving flexibility in dealing with traditional audits as well as the Public Enterprises. Currently there is a challenge because of a tradition of following instructions and limited opportunities taken by staff to become more responsible for their own work, and in parallel a general unwillingness to put forward ideas for positive change for the office. A culture has therefore arisen amongst staff at lower working levels of limited input to work plans and deadlines, and together with unclear lines f delegation, problems arise in terms of meeting time and quality requirements for outputs. The present system is wasteful of Auditor General and senior management resources, in that routine administrative decisions need to be made at too high a level leaving little time for strategic planning and high level management.      

4 In addition to recruitment to a career in the AGO, shorter term secondments to other organisations both outwards (largely to see how accounts are drawn up and finances managed in a real-life situation) and inwards (the introduction of external expertise to assist AGO work either through individuals or even contracting out work at peak times) can only help individual career development and the professional development of the AGO over time.  From extensive international experience, this is one of the best ways to introduce best current practice to audit staff, and to bring in the latest techniques and analyses. Therefore this HR strategy assumes this is a path which AGO in the future may wish to follow in addition to a detailed analysis and plan for staff retention and succession planning. 

V. Job Descriptions, Person Specifications and Recruitment Procedures

4 The key is for the AGO to seek to recruit the best quality candidates to meet its current and future needs, using the principles of fair and open competition. This recruitment process aims to achieve an appropriate balance between the recruitment and retention of staff on permanent contracts, fixed-term contracts and other forms of employment. The current recruitment system meets these key criteria but will need to be reviewed to meet future more specific needs of the AGO.

4  AGO staff need to have a variety of essential skills relevant to modern auditing techniques. Currently, recruitment takes place at relevant intervals for specific staff or to fill more general audit level vacancies. This is through standard procedures, including requirements for minimum levels of education, and is backed up by an interview using a set of relevant questions. However, the key skills required for the new staff should be clearly established through the use of job descriptions for all posts which include person specifications, clearly showing the competencies required for each person to undertake that work at a satisfactory or better level. Such job descriptions will be needed in any case to establish training needs and skills requirements: currently they appear to be out of date and in any case need reviewing for all posts and to reflect current and future job details.

4 Currently the numbers and capabilities of those who apply are limited. However, in future recruitment should ideally include a combined interview and examination approach. The exams could consist of papers seeking to test skills in finance, accountancy and audit, a more general commercial and political awareness case study-based exam, and a wider exam testing soft skills such as team working and human resources. An outline of possible exam content is at Annex 2D. Interviews should initially be undertaken by a 2/3 person team as now, be competency-based (see Section VII below) and those individuals who are assessed as best from the combination of exam and interview should be recruited. By the end of the initial Strategic Development Plan fifteen year period Assessment Centres could be considered for both recruitment and promotion purposes.    

4  This HR strategy treats non-audit staff in the same manner as audit staff in terms of an integrated service with all staff providing assistance to each other. Thus although important in the longer-term to establish a cadre of support non-audit staff, this is a lower priority than establishing a cadre of skilled audit staff. Ultimately they all need to be part of the same team.

VI. Training and Development

4 The AGO has a training programme which covers a variety of audit and other subjects, using a variety of training and learning methods which range from internal training courses to use of external training both within Male and overseas. However, at present there is a need for a more formalised training strategy based on a full training needs analysis to take account of the new skills sets required for auditors and also for support staff to achieve a more efficient and effective audit service. Once AGO staff have been recruited, currently there appears to be an inadequately short practical audit training period before staff are put to work, and the training available varies according to both funding and (particularly) the availability of staff. 

4 A useful target is for AGO to meet current INTOSAI standards and international best practice within the fifteen year timescale; normally training in similar institutions takes up to 5% of the salary budget. Specifically, INTOSAI Educational Standard 8 refers to the need for public sector auditors to:
(a) qualify as a professional accountants,

(b) hold undergraduate degrees or equivalent, and 

(c) satisfy various other relevant practical knowledge and experience requirements.

There are very few SAIs in the world that fully meet these requirements, and it is important for the AGO to see this as a long term aim, building up by identifying key staff posts that would benefit from fully qualified accountants in the first instance.  

4 The current analyses undertaken by AGO for recruitment, but also for scale increases and promotions appear to be too theoretically based. A more practical set of competency-based skills and exams could be used in future, but given the number of staff and costs involved, a full cost-benefit analysis should be undertaken first. Initially, the development of a Public Sector Accountant qualification specific to Maldives is a potential prospect; currently AGO staff have, or are undertaking, a variety of Diplomas and examination passes (including ACCA) and could be encouraged to continue to undertake this and also new forms of training. 

4 In due course this new (Chartered or Certified) Public Sector qualification for the Maldives should be the qualification to be taken by all audit grades and above staff. However, realistically in the shorter term it is still possible to introduce a diploma-level practical examination based both on theory but mainly on practical application of knowledge gained. This could be expanded into a three-level public sector qualification with certificate, diploma and full qualification bars. Currently the use of external training is limited and variable; this needs to be reviewed, particularly the potential for more on the job training in SAIs in developed countries, and more use of experienced AGO staff as trainers. There are criteria available within AGO to select staff for both internal and external training, but these procedures will need to be reviewed and also applied in a fair and equitable manner. 

4  The tests for scale increases should also be more based on the practical application of skills as well as on the basic knowledge currently tested by examination. Of concern currently is the often limited level of negotiating and other personal skills, including the new emphasis that will be made on analytical reviews, judgement and reporting, which are considered essential for all public sector auditors in international terms. The need is for a full Training Needs Analysis to highlight requirements of individuals for training against the wider needs of the AGO now and in the near future, and look at all methods of training including distance and e-learning.

4  Technical training and technical changes to AGO work will help, but will not lead to lasting and necessary fundamental change: training is needed to help existing and new staff make the transition to new ways of thinking and working, leading to more meaningful and fully supported observations. Thus training should cover all key areas - accounting and audit theory, regularity, fraud investigation, public enterprise audit, IT audit, CAATs, quality assurance, communications skills, management training, and personal development. The AGO will need a continuous Skills Improvement Programme (SIP) with a proper ring-fenced budget for both time and cash costs (see Annex 2E). Change in HR is best achieved by using the best of what is available now and building on it: hence the need to expand and use desk training and individual mentoring.

4  There has been limited career planning for AGO staff other than through promotion to vacancies as they occur.  Therefore career development and more movement across AGO Departments will need to be encouraged, based on training and development relevant to the competencies needed for AGO work. Currently there is a rotation possibility for AGO staff, although this does not happen regularly, and this could become a more formalised system whereby all staff are considered in terms of career development and for their training and development needs.   

VII. Staff Competencies and Management

4 Currently the system for staff pay is based on central civil service regulations which stipulate pay for specific grades and also the requirements of education and experience for these grades and the consequent link to pay. A much more practical-based assessment is needed, ideally based around competencies for AGO staff, which will ultimately better reflect the quality of work as well as the still important quantity and timeliness criteria.

4 The assessments should be based on individual objectives to achieve greater efficiency and effectiveness, agreed between each staff member and his/her manager at the start of each year, and based around the agreed competencies AGO wish to see in place. Assessing achievement against the objectives and competencies will be difficult at first; it is suggested that external assistance be brought in for this purpose, also with the aim of providing an objective and unbiased view of each individual. Then, over a period of three or so years, AGO staff themselves will be able to take up the operation of the assessment scheme themselves (a timescale is suggested in Annex 2A with high level detail in Annex 2F).

4 The new assessment scheme should be introduced over time, ideally with a pilot scheme in different areas of AGO. In terms of individual performance management, assessments of competencies assume (a) a training and development programme will be put in place by the medium term to enable staff to reach their potential, and (b) the introduction of a programme of replacing staff who, despite this assistance, cannot meet the new requirements. A timescale of up to 5 years should be allowed for the full impact of the revised assessment system: for those not meeting the new standards, additional benefits above basic salary would not be paid although there would be no actual reduction in basic pay.  Annex 2F summarises the key needs which have to be met for a successful assessment system to be in place within the AGO.   

4 Currently there are few real variable incentive schemes and additional allowances linked to work responsibilities other than the standard ones relating to job responsibility and experience. For example a standard professional allowance of 40% is payable to staff holding a degree. An additional allowance payable to senior staff as compensation for not doing private work was at the discretion of the AG. After negotiation, and with the agreement of, the Public Service Division of the President’s Office this allowance was increased to 45% and paid to all AGO staff. Such powers should be enhanced by the new Audit Bill which will provide a greater direct day to day influence over the connection between performance and reward. However, to undertake this role fully and fairly, the AG will need to rely on a more effective level of management supervision of work and staff than is apparent currently within AGO.    

4 Management at all levels within AGO needs to be improved as it is not functioning well. There is little knowledge transfer and poor or limited people management skills leading to morale problems in a number of cases, and inefficient use of resources in others. Although lack of immediate access to papers required for audits causes some idle time, this could be much better managed and used to better effect. Time booking systems exist but are not properly used – again this is an area where management information can be used and improved to what is needed for an efficient AGO. Overall there is evidence of poor staff management within AGO which needs to be addressed urgently.  

4  However, none of the changes outlined will have the required permanent benefits without an active cadre of good staff managers who can motivate and encourage their own staff. The implementation of the strategy relies on improved people management, hence the importance of Annex 2A, Goal 5. In addition, HR should consider how to spot potential future middle and senior managers and prepare programmes for such individuals to develop their management skills.  Management training and assessment of people management is a crucial part of overall staff performance assessment.

VIII. Promotion and Deployment  

4 Currently promotion is based formally on selection according to experience and capability, and there are procedures in place to ensure this process is carried out. However, traditionally the proposals for individual promotion are very much within the competence of the Head of Department or office, in this case of the AGO, the AG himself. There is therefore a need to consider how the AGO could move towards a situation whereby merit is the defining factor and the system is seen to be transparent and coming to the best decision. The current system does appear to diminish morale amongst many staff, who are unsure of the reasoning behind promotion decisions. 

4 Staff deployment more generally will change as new audits are taken on. The more widespread use of IT may impact here, but the availability of staff numbers must not be ignored. The new staff teams suggested in the SDP to oversee major areas of change should be integrated into the wider structure over time. The number and training of employees with HR knowledge is insufficient to carry out the new duties, hence the need for HR expertise – again externally bought in at first, but responsibilities taken over by AGO own staff over time.

4 Deployment of staff who do not meet the new requirements must be handled with care. Rotation of staff to prevent over-familiarity must be balanced against needs to make the best use of relevant experience. A proper balance between new skills and ideas and experience will take some years to achieve, and high quality application of experience needs to be better rewarded. The deployment of staff to the current southern regional office, the suggested northern regional office, and particularly to carry out island audits as envisaged under new arrangements, must be decided very soon. Staff should be as mobile as possible given personal circumstances, therefore staffing the island audits outside the regional offices should be a requirement of a truly mobile AGO workforce. 

IX. Staff Motivation, Morale and Retention
4  A crucial area for staff is the vital importance of their own welfare and safety. This must underpin all changes suggested as part of implementation of the HR strategy. Safety factors specific to the situation of AGO staff must be analysed and a plan produced and implemented to help prevent accidents and not exposing staff to danger.  In terms of welfare issues, a major challenge (and particular de- motivator) is the difficulty within Male of finding suitable accommodation and also meeting an increasing cost of living; a solution to this is well beyond the competence of this Project but any alleviation of the position must be welcomed and built into the staff and career development plans outlined above.

4  Implementation of the HR strategy depends on the active co-operation of all AGO staff; ultimately staff individually will have to take change on board and will need to be trained/encouraged to take on more responsibility for their own development and career choices. Increased delegation is a certain motivator for the better quality staff. Thus the lack of linkage between work done and perceived outputs and outcomes is a real concern and a de-motivating factor for AGO staff. External perception too appears limited or poor; all factors affecting motivation but ones which AGO can influence itself over time using new powers from the enacted Audit Bill.
4  A further factor crucial to HR is the morale and working efficiency improvements which would come from an improvement in the working environment. Although expenditure on the new AGO building is outside the scope of an HR strategy, it is being pursued as a key factor in recruiting and retaining staff as present working conditions are not conducive to HR improvements. The new building appears to be ready soon to provide an excellent working environment which will encourage staff to give their best and has modern training and meeting facilities.  

4 The INTOSAI standards require that, in addition to support from the office for staff, all AGO staff are aware of and abide by a suitable Code of Conduct. Apparently AGO staff have been given some training in the existence and application of this Code of Conduct, but it is vital that the code be reviewed in terms of relevance for the AGO and be formally enshrined in procedures and signed up to by all AGO staff. HR development is a two-way process – all AGO staff must accept responsibility for their actions and the code of conduct could be accompanied by internal AGO staff regulations concerning limitations on other jobs and work outside AGO, hours of work and attendance, leave and absence codes. Good people management by local managers, supported by a strong HR manager/director will be essential to improve the overall efficiency of the AGO.   
X. Strategic HR Goals and Practical Implementation over the next fifteen years

4  The strategy assumes that it will be possible to meet most key HR goals within the fifteen year horizon, and that a number of goals can be attained in and across a timeline of three/four stages:

· the Immediate/Short Term (goals already achieved and those achievable within two years of commencing change), 

· Medium Term (from two years to five years hence), and 

· Long Term (five years up to fifteen years from commencing change). 

Annex 2A details how the HR strategy could be translated into specific operational and administrative events, both giving an optimistic but realistic timescale together with the preconditions necessary for success. Annex 2B suggests some initial thoughts on methods to measure and evaluate the impact of the proposed HR changes.

4  There are six key HR goals for the AGO to meet in the next fifteen years:

Goal 1 – To provide the AGO with the required number of staff with the relevant quality and skills to complete the workload and achieve the aims of AGO, through recruitment and other sourcing of resources    

Goal 2 – To develop individual skills to the highest professional standards, through establishing a training and development programme using best practise from relevant internal and external experience, to take AGO forward to meet current and future challenges and latest INTOSAI standards

Goal 3 – To establish and operate an objective staff assessment system which will be based on meeting competency requirements developed by AGO, and ensure all staff are adequately recompensed, depending on their own efficiency and effectiveness and application of experience through financial and other reward schemes   

Goal 4 – To develop and implement a fair and objective promotion and transfer system based on career development to suit individuals and AGO and ability to undertake each role

Goals 5 – To improve people and work management systems to improve AGO efficiency and effectiveness by helping individuals make the most of their talents, and to improve internal communications 

Goal 6 – To improve motivation and ensure that all staff are treated equally and fairly at all times, that they have personal security and decent working conditions whilst on duty, are managed well and fairly, and are given all available opportunities to develop themselves

4 The cost of fully implementing this HR strategy depends on the scope of how the AG uses the revised remit suggested in the new Audit Act, and the process of change in audit methodology, risk analysis, and application. Overall cost-benefits must be calculated and shown at each stage of implementation (Annexes 2A and 2B) and the strategy:

· Has full unequivocal senior management support

· Is fully funded at each stage of implementation

· Is taken forward by a specialist steering group

· Has staff support.

4  Given the importance of the recommendations to the future performance of AGO, a number of key areas should be acted upon as soon as possible to provide the foundations for future positive changes. These immediate tasks are identified in Annex 2A and an update on action taken against each of these areas should be prepared every quarter and reviewed in depth by AGO management, with corrective action taken where necessary.   











ANNEX 2A



OPERATIONAL PLAN FOR IMPLEMENTATION OF HR STRATEGY 

Overall – Implementation – Set up Steering Committee with specialist HR expertise and staff representation  

Goal 1. To provide AGO with the required number of staff with the relevant quality and skills to complete the workload and achieve the aims of AGO, through recruitment and other sourcing of resources

	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1 To revise vision, mission, values 

2 To revise recruitment system to ensure AGO obtain best available staff

3 To establish the business case for AGO resource needs linked to strategic and work plans and also to anticipate future resource recruitment needs

4 To have detailed work plans  in place which truthfully reflect work needed and skills needed  


	Auditor General with help from UKNAO

HR AD with help from UKNAO

HR AD and Auditor General

Directors and HR AD


	May 2007
May 2007
Initially from May 2007 and ongoing

Later in 2007 and annually thereafter



	MEDIUM-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1 All AGO staff to be skilled and capable of undertaking particular audit types 

2 All AGO staff to be fully utilised with minimum possible downtime


	HR AD with help form external sources

All Directors and Managers


	From 2008 for completion by 2012

From 2008 for completion by 2010

	LONG-TERM ACTION
	RESPONSIBLE
	TIMING

	1 Non-audit staff to be fully and effectively utilised   
	AGO staff member designated as responsible for non-audit staff effectiveness as audit support, overseen by HR AD
	To complete by 2012 following implementation of new Audit Act

 


Goal 2. To develop individual skills to the highest professional standards, through establishing a training and development programme using best practise from relevant internal and external experience, to take AGO forward to meet current and future challenges and latest INTOSAI standards


	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1    To establish the real training 

    needs of all AGO staff by     linking strategic and work needs to job descriptions and skills/competencies resulting in a Skills Improvement Plan for AGO                 

2 Each staff member to have a personal development plan referring to the AGO SIP  

3 To establish the business case for AGO training and ensure adequate funds in place for implementing SIP  


	HR AD and AGO Training Officer to complete Training Needs Analysis with help from UKNAO

HR AD and AGO Training Officer

Auditor General with help from external sources

 
	Immediate for completion before the end of 2007

Starting in May 2007 and ongoing; updated annually 

Immediate depending on outcome of TNA



	MEDIUM-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1 A professional training  scheme to be applied to all  existing and new AGO staff to meet INTOSAI standards 

2  To make the best use of all training methodology including electronic and remote study means

3   A full evaluation of the inputs, outputs and outcomes of all learning and training interventions 

                       
	HR AD and AGO Training Officer with initial help from UKNAO

AGO Training Officer  

HR AD and AGO Training Officer
	From 2008 for completion by 2012 – will need external financial support

From 2008 onwards 

To be in place for all learning and training from 2009 onwards

	LONG-TERM ACTION
	RESPONSIBLE
	TIMING

	1 Direct link to be made between training/skills and their application and personal rewards   
	Auditor General assisted by HR AD
	To introduce over long term following implementation of new Audit Act

 


Goal 3. To establish and operate an objective staff assessment system which will be based on meeting competency requirements developed by AGO and are adequately recompensed, depending on their own efficiency and effectiveness and application of experience, through financial and other reward schemes

	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1 To establish and update detailed Job Descriptions for all posts in AGO including in them skills and competencies needs

2    To establish a competency framework and specific competencies for all AGO staff at all levels; these competencies to be used as basis for all HR policies 


	HR AD with help from UKNAO

HR AD with help from UKNAO


	May 2007
May 2007


	MEDIUM-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1 Objective evaluation of all individual AGO staff performance and evaluation of that performance fairly and consistently 

  
	Auditor General and all senior staff guided by HR AD


	From 2008 for completion by 2012 then annually

 

	LONG-TERM ACTION
	RESPONSIBLE
	TIMING

	1 A full competency based objective evaluation system of AGO staff performance   
	Auditor General assisted by HR AD
	To introduce over long term following implementation of new Audit Act

       


Goal 4. To develop and implement a fair and objective promotion and transfer system based on career development to suit individuals and AGO, and ability to undertake each role

	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1  To establish a good system for succession planning so all vacancies are filled quickly 

2 To establish and make use of external specialist staff and consultants in audit work

3 To establish the northern region office and, from analysis of Atoll audit requirements, establish a staff mobility system  


	HR AD with initial help from UKNAO

Directors, HR AD and Auditor General

Auditor General assisted by HR AD and UKNAO initial help 


	Immediate

Immediate

Start immediate with full implementation by end 2008

	MEDIUM-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1 All AGO staff to be judged on ability under open competence-based promotion system   

2. High fliers and future managers to be identified through objective assessment system


	Auditor General assisted by HR AD, following initial help from UKNAO

All Directors and Managers, overseen by HR AD


	From 2008-09 under new Audit Act

From 2010 and ongoing thereafter

	LONG-TERM ACTION
	RESPONSIBLE
	TIMING

	1 All AGO staff able to meet the challenge of changing workload and efficiency requirements through better focused training by the SIP and applying this knowledge as soon as possible   
	AGO Training Officer and HR AD
	To complete by 2012 following implementation of new Audit Act

 


Goal 5. To improve people and work management systems to assist AGO efficiency and effectiveness by helping individuals make the most of their talents, and to improve internal communications
	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1  To establish a detailed but achievable set of management competencies listing all management skills needed and to implement these competencies 

2 To undertake a detailed programme of management training and development for all AGO managers at all levels covering both people and project management

3 To improve communications between all levels of AGO staff both verbally and by intranet to foster a more open and honest exchange of views  


	Auditor General assisted by HR AD with help from UKNAO

HR AD and Auditor General to agree programme; use of external trainers as appropriate

All staff, led by Auditor General and HR AD


	Immediate start – competencies to be agreed by end 2007 and implemented from 2008

Immediate start to planning programme then implement as funds and time allow

Immediate and ongoing



	MEDIUM-TERM ACTION
	RESPONSIBLE
	TIIMING

	1 All AGO staff to be given the opportunity to develop their careers, using their personal development plans, to move within AGO and also outside on secondment 


	HR AD


	From 2008 for completion by 2012 following implementation of new Audit Act

	LONG-TERM ACTION
	RESPONSIBLE
	TIMING

	1 Staff of AGO to be better motivated through seeing the results of their work taken more seriously and also by being better regarded within the community at large   
	See Part 4 of this Development Plan – Achieving Greater Impact 
	Ongoing as Part 4 is implemented

 


Goal 6. To improve motivation and ensure that all staff are treated equally and fairly at all times, that they have personal security whilst on duty and decent working conditions, are managed well and fairly, and are given all available opportunities to develop themselves





	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1  All AGO staff to abide by the INTOSAI or equivalent Code of Conduct to prove their professionalism and integrity 

2 To delegate more decision making both administratively and in audit work to enable staff at all levels to take more direct responsibility and have a better sense of ‘ownership’ of their work and actions


	Auditor General assisted by HR AD 

Auditor General and Management Committee to agree to a programme of devolved decision making with initial help from UKNAO


	Immediate  

Immediate start, then implement as part of overall change management programme



	MEDIUM-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1 To improve motivation of staff using reward and better management and job satisfaction  

2 All AGO staff to have a sense that they belong – inclusiveness, proactive welfare services, fair treatment and staff rotation and promotion – all in return for staff themselves taking more responsibility for their own actions and implementing work plans


	Auditor General and all Directors and Managers

All staff 


	From 2008 onwards  

Establish in the medium term and continue throughout the lifetime of this Development Plan and beyond












ANNEX 2B


Suggestions for Evaluation Criteria for implementation of HR Strategy 

Key qualitative methods:


Key quantitative methods:
Quality assurance



Office overall performance

Periodic peer review


Meeting quantity targets

Technical guidance



Date targets and elapsed times

Feedback from audited bodies

Staff qualifications

Feedback from Parliament


Levels of supervision

Staff opinion survey



Application of regulations requirements

Awareness of external factors

Cost-effectiveness of AGO work

Exit interviews



Cost-benefits of AGO work

Implementation of PD Plans

Staff turnover and retention

Mix of AGO staff/external specialists
Efficiency savings within AGO

Each area comes to same audit 

Conclusion on similar findings

Financial impacts

External benchmarking


External benchmarking

Client liaison




Audit qualifications and reports

Parliamentary support


Positive media exposure





ANNEX 2C

Outline strategic planning process to obtain resource needs, including financial resources and the numbers and skills of staff needed

1.
Section/Group heads will be responsible for determining the resources and skills they will need in this period through work planning, based on statutory requirements and risk assessments of the spend under their purview

2.
Grades of staff and their skills needed to be calculated based on this future work need and past experience with these audited bodies

3.
Skills and numbers by grade gap analysis worked out from both comparing grades available/needed, succession plans, and training needs analysis of skills available compared to skills needed 


4.
AGO senior management agrees corporate strategy for the next few years based on bids tempered by AG’s funding available from Ministry of Finance

5.
Once strategy agreed, identify the number of staff and skill mix required for the future and implement recruitment and retention strategies based on overall requirements

6.
Job needs and allocations to be prioritised

7.
Added to this strategy each year, a costed, prioritised Training Plan based on needs from Personal Development Plans and the results of performance assessments

8.
Strategy should have evaluation criteria for successful implementation. 










ANNEX 2D

Potential main areas for examination and testing for AGO staff (3 main areas)

(1) Accounting and Audit      -   ideally based on practical casework

Accounting

· Legislative background including new Audit Act

· Financial accounting and accounting standards   
· Budgetary institutions accounting systems
· Management accounting
· Financial analysis
· Reporting
Audit

[INTOSAI standards have specific Knowledge Content for financial statement audit in public sector bodies so these should be incorporated as relevant for Maldives situation] 

· Audit theory

· Risk analysis

· Internal controls

· Financial audit procedure

· Performance audit procedure

· Internal audit and external audit reliance

· Fraud prevention

(2) Technical skills    -   ideally based on specific real examples

Languages

· Practical use of English in audit context

Economics

· Public sector environment

· Appropriation, Advance, Revenue and Project Accounting

· Government and budgeting/spend mechanisms

· Financial and financial management in private sector

· Taxation

Techniques for AGO work

· IT audit and CAATs

· Research methodologies

· Sampling

· Analysis

· Creative thinking

· Risk analysis

Legal

· Necessary legal background and regulations

· Finance Act

· Tender and Purchase procedures

IT

· Computer software literacy
· Computer documentation
· Use of IT in audit
· Use of IT in administration and support
(3) Personal skills

Including at least the following, others flexible to be added as AGO work changes

Specifics relevant to all staff

· Report writing

· Interviewing

· Presentations and persuading 

· Negotiation techniques

· External and internal communications

· Time management

· Teamwork

· Interpersonal skills

· Training as trainers

· Giving and receiving feedback

For Managers

· Effective people management

· Project management

· Project accounting

· Creating teams

· Morale building

· Managing your manager

· Strategic and operational planning

· Conflict management

· Change management

· Parliamentary relations

· Media relations










ANNEX 2E

Suggested outline for a methodology to create a formal Skills Improvement Plan for AGO staff

Framework for a Training and Skills Improvement Plan 
1)
Office high level strategy 

· Mission and values of AGO

· Audit methodology required

· Numbers of staff and work changes likely

· Economic and political background

· International standards

2)
Practical translation of this to skills needed

· Next year may have assessment info, first year just high level ideas

· What existing skills

· New skills needed

· Improving existing skills

· Updating skills annually

3)
How training and development helps meet these aims

· Purpose of Training and Development

· Legal framework – new Audit Act, AGO orders, Establishment Code

· International good practise

4)
Training and Development not just training courses

· Use of computer-based tools

· Traditional training

· Desk training and mentoring

· Best practise seminars using internal examples

· Use of AGO staff to train others

· Personal plans for all staff 

· Master classes

5)
Main areas for the SIP (from Training Needs Analysis)

· Induction

· Financial audit

· Performance audit

· IT (both for audit and internal use)

· Non-audit specialisms

· Project management

· People management training

· Personal effectiveness including management and client liaison skills

· Audit for non-auditors

· Business management and use of management information

6)
Where are we now 

· Strengths

· Weaknesses

· Opportunities

· Threats

7)
The gap between (6) and (2) is what the SIP aims to fill

· This year a starter

· Choose main themes each year for priority spend – perhaps initially financial audit, performance audit, management, client skills

· Consider training work teams and cross-grade groups together

8)
An overview of the programme suggested 

· What to do in year 1 – numbers of courses and types of training interventions

· What to do in years 2 and 3 – can be changed next year

· For all training an agreed evaluation staff/manager of benefits to be gained

9)
The costs of the programme 

· Specific details of costing giving total and relate to staff budget (%)

· General ideas for increases in future years

· Stress the value to AGO and cost-effectiveness of focused programme

10)
How we will evaluate the programme in each year? 

· Criteria – internal/external

· International standards

· Use of experts and/or benchmark with external audit body

· Use the immediate and six months after each training intervention process of review

11)
Overall conclusion. 

Recommended approach:

Appendices with the details for items 5, 6, 7, 8 and 9.

Apart from the appendices around 8 pages text maximum – the SIP must be a flexible document to meet future change, and accessible and understood by all AGO staff.  










ANNEX 2F

Eight Key Criteria to be in place for a successful staff assessment system

Consistency

Objectivity

Measurable Objectives

Availability of Relevant Training

Culture which accepts assessment and personal development

Good People Management

Senior management active support

Staff full support and co-operation

Suggested seven competencies for all grades in AGO

Professional competence and delivery of quality work

Integrity and respect

Independence and Impartiality

Working together and relationships with clients

Constructive reporting.

Project and people management

Contribution to development of AGO

Part 3 – Profession Building
Current Situation

3.1 The AGO’s current focus is in undertaking regularity/ legality audits of central State institutions, the aim of which is to ensure that receipts and payments are properly authorised and comply in all respects with financial legislation, rules and regulations; and financial audits of SOEs. The AGO issue an audit opinion on those SOEs which are audited by the AGO. However, if the SOE has been audited by a private sector auditor the AGO do not issue an opinion. Also for government Ministries and departments, opinions are not issued, but the AGO would send a management letter. An individual audit unit is therefore considered to be a particular public sector entity, rather than a set of financial statements (although the audit will of course be focussed on the entity’s income and expenditure statements for the period under audit). Including the Atolls, this currently amounts to some 400 bodies; in a typical year, approximately 10 per cent of these would attract some audit coverage. Although performance audits as such, have not yet been undertaken, some of the AGO’s regularity and financial audits may include performance issues, and these will be included in the audit report.   

3.2 The current audit methodology was developed under the previous Technical Assistance project, and has proved reasonably robust. However, some of the planning issues, for example, on setting materiality are done in a formal sense, but have little impact on the amount of audit work done, or considering the results on an audit. No reliance is placed on Internal Audit units and little emphasis is placed on testing controls. As a consequence, the AGO deploys significant resources in checking many individual transactions. Also there is effectively no IT audit capability within the AGO. Typically, the audits are undertaken several years after the specific year being audited; staff therefore have no experience of undertaking interim audits.
Financial Audit
3.3 The Public Finance Act will have a huge effect on the way the AGO undertakes its audits. The most significant changes will be:
· A requirement to undertake financial audits – and issue audit opinions - of Ministry accounts within set deadlines;
· A requirement to issue an audit opinion on the consolidated State account, again to a set Statutory deadline; and
· under the Public Accounting System (PAS), all central Government accounts will be produced through a centralised payment/ accounting system.

3.4 The first accounts across Government to be produced under the PAS will be for the financial year 2009, with some limited roll out in 2008. The AGO will therefore have only 2 years to adapt its working methods for it to be in a position to meet the requirements of the new legislation. Training and pilot audits carefully designed to test proposed new audit approaches in practice will commence in 2007 under the current Technical Assistance project. Pilot audits should be carefully evaluated to ensure that the methods used work effectively in the environment in which the AGO operates before being incorporated into final training and guidance materials. While the Audit Policy and Practices Development Committee (APPDC) can fulfil this role in the short term, before long, it will require a fully-functioning and resourced Audit Methodology Unit, for which qualified/ experienced auditors will need to be identified. These individuals can either be placed permanently in the Unit, or loaned from Audit Groups for specific projects.
3.5 With a single accounting system, and proposal to reduce the number of accountable units in the public sector to 37, there is an urgent need to develop the AGO’s competence in both IT audit, and the audit of consolidated/ multi-location accounts. The first accounts produced by the PAS (financial year 2009) are likely to be on a partial accruals basis, with full accruals accounts only coming in some time later. Currently only the SOE Audit Group has experience in auditing accruals accounts. As public sector accounts become more sophisticated, the AGO needs to ensure that it has the appropriate audit skills across all Audit Groups. Incidentally, in its role in approving the form of accounting, the AGO needs to be very careful in requiring compliance with International Public Sector Accounting Standards  (IPSAS). The standards recognise pure cash accounts and full accruals accounts, but none of the partial accruals options in between. 
	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1. To work with the UK NAO to update the financial audit methodology, to ensure that it will provide a sound framework for the pilot audits.

2. To undertake financial audit training and 7 pilot audits to meet the requirements of the Public Finance Act. 

3. To evaluate the pilots and modify audit approach/ guidance as required.
4. For the subsequent financial year, undertake as many audits in the same timescale and to the same standards as the AGO’s capacity will allow. If it is clear at that stage, that the AGO needs more resource to meet its obligation under the Public Finance Act, it needs to make this clear in its resource bid (see also action points under paragraph 3.16)  
5. To build up competence in the AGO to audit IT accounting/ payment systems.

6. Generally to keep all AGO auditors informed of progress and developments of PAS

7. To build up competence in auditing consolidated accounts and in tackling multi-location audits. 

8. To undertake all 37 Ministry/ central State audits in line with the pilots (as modified with experience). 

9. To set up a separate Audit Section to report on  the State Consolidated Account. Establish procedures for obtaining assurances from other AGO audit teams .   
	APPDC
UK NAO to lead/ Four AGO trainee trainers

UK NAO, APPDC, AGO project counterparts.

AGO Management Committee
UK NAO in the short term, thereafter AGO Training Officer

Individuals identified by AGO Management Committee

UK NAO in the short term, thereafter AGO Training Officer

Audit Planning Department (‘B’ section) and AGO Management Committee.

Consolidated Account section to be set up by AGO Management Committee.
	March/April 2007
April 2007- May 2008.

June 2008

Financial year 2008
September 2007 – March 2009.

At least quarterly, throughout 2007 and 2008.

April 2007 – March 2009.

For financial year 2009 accounts. 

For financial year 2009 accounts.

	MEDIUM TERM ACTIONS
	RESPONSIBLE
	TIMIING

	1. To be fully involved in the PAS project, in its development towards full accruals accounting, to ensure that all AGO staff have the necessary audit skills.

2. To set up an Audit Methodology Unit, to review audit methodologies,  keep up to date with audit best practice, facilitate communication on standards between Audit Groups and to oversee quality control procedures.
3. To set up financial audit quality control procedures.
	Individuals identified by AGO Management Committee
AGO Management Committee
Audit Methodology Unit
	From 2009

by 2009
Procedures developed and piloted on a small number of completed 2008 audits. Full QC in operation for audits of 2009 accounts with results summarised and reported to AGO Management Committee.


3.6 The Audit Methodology Unit would also advise senior management on technical issues and questions of financial (and in time performance) audit policy; provide advice and guidance to all staff working on financial and performance audits, about technical and methodological issues that arise in their work; provide specialist training courses for financial (and in time  performance) auditors; and finally, provide a forum for sharing good practice, encouraging innovation, and considering wider issues affecting the strategic development of audit work in the AGO.

3.7 This work will include overseeing and collating the results of annual quality control programmes, assessing the implications for the future AGO training requirements and reporting these to senior management.

Audit approach to the Atolls

3.8 Currently the AGO coverage of Atoll expenditure is inadequate. A Regional Office of the AGO covers the 4 most southerly Atolls, audits in the remaining 16 Atolls are allocated to each of the Audit Groups in the Male office, but these receive low priority compared with audits based in Male itself and, as a consequence, are rarely undertaken. Discussions have taken place within the AGO about setting up a second Regional Office to cover the most northerly Atolls, though nothing has been done of a practical nature to set this up. 
3.9 At present there is a mis-match between the audit coverage of the main office in Male, with typically some 10% of the audited entities within its remit being covered in any year, and in the Regional Office, with all local entities being subject to an annual audit. Although overall the number of entities audited in any year is low, the audited value with respect to the total State budget will be considerable. The consolidation of several hundred entities into 37 accounts under the Public Finance Act (see paragraph 3.5) will start to redress this balance. The pilot financial audits are likely to show that for the larger Ministries, some of the local entities are not material to the account as a whole and will not therefore need to be audited on an annual basis. In the short to medium-term therefore it is likely that there will be too many staff in the Regional Office. However, arrangements need to be made to improve the coverage in other Atolls and the pilot audits will bring this issue into sharp focus. 
3.10 Beyond the immediate requirement of responding to the Public Finance Act, the AGO needs to consider the implications of further legislation – currently at the drafting stage – to devolve activities to the Islands and Atolls. The will create an additional 220 accountable units, each of which will be required to produce financial statements. The current draft of the legislation does not specify the audit arrangements, but clearly providing an external audit service for so many new bodies will be a huge undertaking. As part of devolution to the Islands, 2 internal auditors will be placed at each of the 20 Atolls. Recruitment and basic training will take place through 2007. The only way that the AGO could provide an audit opinion on 220 additional financial statements would be to place formal reliance on internal audit and then only if internal audit proves to be effective in carrying out its work. 
3.11 To meet the requirements of both the Public Finance Act and the Atoll Devolution Act, one scenario could be two small Regional Offices to cover the more distant Atolls and a mobile team of auditors, based in Male, to undertake the required travel to the remaining Atolls. This would be to undertake the core financial audit work under both Acts, and other audit work as determined by the AGO Annual Audit Plan. 
	SHORT-TERM ACTIONS

	RESPONSIBLE
	TIMING

	1. Use the 2007 pilot financial audits to assess the extent of financial audits required outside Male.

2. To monitor the progress of the Atoll Devolution Act, particular to input into the audit arrangements of the new councils. Ensure reporting of Internal units to the MoFT, and assess resource requirement for the AGO. 

3. Work with the new Atoll-based Internal Audit units on working arrangements with the AGO. To train those units in the AGO’s financial audit methodology, and what the AGO will be looking for from Internal audit.

4. Secure appropriate financial incentives for Male-based auditors to undertake audits in the Atolls, to ensure they are adequately recompensed.


	AGO Management Committee.

Individuals identified by AGO Management Committee

Individuals identified by AGO Management Committee

Auditor General

 (to raise with President’s Office)


	Mid 2008.

As required (depending on progress of draft legislation).

Towards the end of 2007.

(again depending on progress of draft legislation).

Immediate.



	MEDIUM-TERM ACTION

	RESPONSIBLE
	TIMING

	1. Depending on Short-term action (2), adjust audit resources in the current Regional Office, set up a second Regional Office in the north, with appropriate resources and identify individuals in the Male office who are prepared to travel and forms teams to undertake the required financial audits in the remaining Atolls.
	Auditor General
	As required (depending on progress of draft legislation). However the mobile teams from Male need to be set up in any case to meet the requirements of the Public Finance Act.


Computer-Assisted Audit Techniques (CAATs)
3.12 The current Technical Assistance project includes activities to help with CAATs. This would normally be to demonstrate the most common software packages in use by SAIs i.e. Interactive Data Extraction and Analysis (IDEA) and ACL. However, user licences for these are expensive, and with the PAS entering its design stage, a more sensible alternative for the AGO would be to insist that the necessary audit interrogation routines are built in to the new accounting system.
	SHORT-TERM ACTIONS

	RESPONSIBLE
	TIMING

	1. AGO staff to engage with PAS project team at the design stage to give their requirements on the audit trail and audit interrogation requirements of the PAS.
2. To trial CAATs for sampling and data analysis.


	Individuals to be identified by AGO Management Committee. Help from UK NAO
“
	Some awareness of IDEA/ACL capabilities gained through TA project. August/September 2007.
Inter-action with PAS team ongoing through 2007.

Audit of 2009 accounts

	MEDIUM-TERM ACTION

	RESPONSIBLE
	TIMING

	1. CAATs to be routinely used in financial audit for sampling and appropriate data analysis techniques
	AGO IT audit specialist.
	Audit of 2010 accounts onwards.


Performance Audit
3.13 SAIs worldwide are increasingly seeking to adopt a more constructive approach in the public sector by identifying ways in which the organisations they audit can improve performance, and also in the dissemination of best practice with the aim of contributing to an improvement in the delivery of public services. The AGO has not to date undertaken performance audits. However, the proposed Audit Act, which will provide the legislative authority for the AGO to do so, clearly signals an expectation that it should undertake this type of work. Full reviews of a particular Government programmes, with the objective of reaching a balanced view on how well that programme has been delivered, will require very different techniques to those used in the AGO’s more traditional audits. 

3.14 Whilst ‘traditional’ evidence from a review of documentation and interviews will always be an important source, greater use of evidence from other sources will be crucial. Other techniques include a variety of modelling methods that allow the auditor to generate an auditor’s own evidence based on raw data, the use of surveys and benchmarking techniques. All of these techniques are being used more extensively around the world but require considerable expertise in the way they are used, if the evidence they produce is to meet the high standards required for public audit reporting. It is better therefore to undertake pilot performance audits in conjunction with SAIs which have built up a considerable experience in this field.

3.15 While the opportunity to undertake this type of performance auditing may be limited at present, because of the lack of clear objectives by Ministries or the lack of robust data on their achievements, the AGO needs to build up the expertise to undertake this type of work so that it can respond effectively to the new legislation. Four individuals from the AGO attended an ASOSAI training event on performance audit in February 2007, with a view to completing the AGO’s first performance audit later that year. Building on this core team, the AGO should use a possible phase II to the existing Technical Assistance project, to undertake further pilot audits. With public reporting by Ministries and the introduction of performance-based budgeting under PAS, this should make the identification of suitable subjects for performance audit easier in future.
	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1. Complete the AGO’s first performance audit on ADB island electrification project, and review lessons learnt. 

2. Under a partnership arrangement with another SAI, undertake training and further performance audits, chosen specifically to put into practice different audit techniques (see paragraph 2.13) 

	ASOSAI training course attendees.
Individuals to be identified, but based on core group above. Technical assistance provider.

	By the end of 2007.
2008-2009. 

	MEDIUM-TERM ACTION
	RESPONSIBLE
	TIMING

	1. To ensure the Audit Methodology Unit has the right skills and experience to review performance audit methodology and keep it up to date, identify training needs, and to delivery specialist training


	AGO Management Committee.
	By 2010

	LONG-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1. To prepare guidelines for, trial and subsequently to implement quality control procedures for performance audits.

2. To develop a balanced forward programme of performance work covering areas of most significant public expenditure/ revenue, service delivery and areas of high risk (eg implementation of large IT systems). To a large extent the programme will be guided by the AGO’s assessment of the likely impact from each study identified.

3. To identify a pool of experts (engineers, education, health etc) who would be in a position to either join audit teams for the duration of  a particular study, or to act as external reference panels 
	Audit Methodology Unit
AGO Management Committee

Audit Methodology Unit
	By 2013
Ongoing, from 2013.

Ongoing from 2013




Other Audit Work
3.16 As stated above, much of the AGO’s current work is regularity/ legality audit and this work to a large extent, will be subsumed into the financial audits required under the Public Finance Act. Once resources have been allocated to the Statutory financial audit work and to performance audit, remaining resources should be allocated to ‘Investigative’ audit, which falls somewhere between the two. This work is not essential for giving an opinion on the accounts, and is not primarily an examination of economy, efficiency or effectiveness, but should be a key part of the AGO’s watchdog role, as it focuses on risk to securing financial objectives. 
3.17 Investigative audit is a valuable part of the audit toolkit, because it focuses on the risks that threaten the achievement of a secure financial control environment. Increased public demand for this type of audit is foreseen and AGO resources will need to be increased accordingly. Examples of the risks that would be addressed by this type of work include:

· Inadequate financial controls;

· Loss/poor performance of electronic services;

· Non-collection of revenues;

· Fraudulent expenditures/benefit claims;

· Business failure in the event of a disaster;

· Poor value from contracts;

· Under-performing HR systems; and

· Non-compliance with legislation, for example procurement rules and regulations.

3.18 In parallel with this, the AGO’s approach to its audits of SOEs needs to be re-appraised. With pressure on AGO resources to deliver against the requirements of the Public Finance Act, using the AGO’s limited resources duplicating the work of private sector external auditors will no longer be an option. The approach to SOEs needs to be more focussed, designed to address identified risks and take due account of work already performed by the appointed external auditors.
	SHORT-TERM ACTION
	RESPONSIBLE
	TIIMING

	1. To develop an audit strategy to address key risk areas, which do not fall within either financial audit or performance audit. Particularly with respect to SOEs.


	AGO Management Committee


	For calendar year 2009 (once financial audit resource requirement has been assessed through pilot audits).



	MEDIUM TERM ACTION
	RESPONSIBLE
	TIMING

	1. With experience , to develop standard audit programmes for the most common risk areas encountered

	Audit Methodology Unit


	Ongoing, from 2010.

	LONG TERM ACTION
	RESPONSIBLE
	TIMING

	1. For established risk areas, AGO should produce ‘Good Practice Guides’ for public sector managers to avoid repetition of common mistakes.
	Audit Methodology Unit


	From 2012 onwards


Fraud and corruption
3.19 While it is recognised that the AGO’s role in identifying and investigating cases of fraud and corruption is an important one, and does attract a fair degree of media attention, in time, this part of the AGO’s work also needs to be reviewed. While the AGO clearly does help in the fight against fraud and corruption, and there is a public perception that the AGO should be the main institution for doing so, the primary responsibility here lies with the Government. In future, the AGO could make a greater contribution to reducing fraud and corruption by performing audits in the high risk areas and recommending systematic changes to reduce their incidence and focussing its efforts on the performance of the judiciary system. The AGO is in a good position to take a more systematic and high-level view of the situation on fraud and corruption rather than getting involved in individual cases. For example, it could analyse the underlying causes in terms of the key contributing factors and assist in developing strategies to address the situation.  

	SHORT- TERM ACTION
	RESPONSIBLE
	TIMING

	1. To engage with audited bodies to facilitate the design and implementation of anti-fraud and corruption strategies. 
	AGO Management Committee


	2007 onwards

	MEDIUM-TERM ACTION
	RESPONSIBLE
	TIMING

	1. Generally, as an AGO, to adopt a policy of moving away from investigating specific instances of suspected fraud or corruption to one where it reviews the higher risk areas (e.g. local procurement) and makes constructive recommendations to minimise the risk of fraud occurring. Over time, it needs to move away from direct investigations into suspected fraud and corruption (often at the request of government offices themselves). The increasing competence of Internal Audit Units will help in this regard.
 
	AGO Management Committee


	By 2011




Part 4 –Achieving Greater impact
5  This part of the Strategic Development Plan addresses the steps necessary to enable the AGO to achieve a greater impact from its audit work. It will seek to do this mainly through securing better and more constructive relations with the media and with the Public Accounts Committee of the Majlis (PAC). This section will also cover the AGO’s activities with respect to the auditing profession in general.
Media Relations
5  Both the Public Finance Act and the proposed Audit Act will have a profound impact on the way the AGO reports the results of its work. The former will require financial statements, together with the AGO’s audit opinion to be made public, beginning with the financial year 2009. In addition, the Audit Act will require the AGO to publish an Annual Report on its activities from 2008. To date, the AGO’s audit reports have not been made public and its relations with the media in general have been poor. In particular in 2006, the AGO’s first press conference ended up as 2 hours of hostile questioning of the Auditor General, resulting in widespread bad publicity for the AGO. Furthermore, journalists today feel that the AGO is reluctant to give out any information at all. Not infrequently, the media receive no response at all to their requests for information and the AGO website was not viewed as a source of worthwhile information. From this position, the AGO has very little time to get itself into a position from where it will be able to constructively manage its relations with the media.
5 Typically the AGO will need to communicate with:

· Majlis: AGO should be seen as effective in holding government to account, as tackling topics of importance to taxpayers, and as responsive to the demands of individual MPs;
· Audited bodies: AGO should be seen as knowledgeable about their auditees’ business and able to help them improve what they do; but also prepared to state unpalatable truths, fairly and without sensationalising what they find; 

· Wider audit and accounting profession: AGO should be seen as an influential and innovative organisation, worth consulting on key issues: and

· Donor agencies, academic community, political commentators, media and the public in general: AGO should be seen as a source of authoritative information and judgements.

	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1 To establish a simple code of conduct for dealing with enquiries from the media, detailing what information can and cannot be released, and setting deadlines by which media requests should be dealt with.

2 To update the AGO website with basic non-sensitive information, for example,  on the role of the AGO, its workload and recent initiatives (for example, its involvement in the World Bank project, the move to a new building etc).
3 To identify positive news story (for example the passing of the new Audit Act, the World Bank TA project) and write short press releases to summarise the key points, and including a quote from the AG welcoming the initiatives.

	Director, C Section
Director, Section C

AGO staff member designated as responsible for media relations.
	Immediate
Immediate

Throughout 2007

	MEDIUM-TERM ACTIONS
	RESPONSIBLE
	TIIMING

	1 When audit opinions are published, to prepare press releases to explain in media-friendly language, the reasons for any qualified opinions.

2 Consider publishing information on the work programmes of the AGO, in terms of its statutory work and elective work.


	AGO staff member designated as responsible for media relations.

AGO staff member designated as responsible for media relations.


	From 2009.

From 2009.

	LONG-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1 For major pieces of audit work, particularly performance audits, design a communications strategy, identifying the key messages, risks and target audiences to maximise the wider impact of the audit findings. This could include press briefings, if they can be carefully managed and limited to the specific audit findings.

2 Train AGO staff in broadcast interview techniques.

3 Carry out selected interviews with broadcast media.
	AGO staff member designated as responsible for media relations.

AGO training officer to organise.

Auditor General 
	From 2010

From 2012

From 2012.


AGO Annual Report
5 The proposed Audit Act (section 11) will require the AGO to present an annual report on its activities (including its recommendations) to the President and the People’s Majlis. This will provide an early opportunity for the AGO to publicise its role, its workload and more importantly, the impact of its work, in terms of recommendations implemented, savings in public expenditure achieved, waste identified etc. In time the AGO Annual Report should also include specific example of where public services have improved as a result of AGO work. However, at first it is recognised that the Annual Report will be a fairly basic document, which will become increasingly sophisticated with experience
	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1 Using 2007 activity draw a mock-up of an AGO annual report, covering its use of resources, audits undertaken, and developments in the year. Although not required by Statute, consider issuing to the media under a press release. Ensure now that TRS will provide the type of information that will be required to report accurately on the use of the AGO’s resources.

2 Building on (1), prepare Annual Report for 2008, which will also include summarised audit findings and recommendations. Prepare a brief press release to coincide with the report’s publication.


	Working Group identified by AGO Management Committee.

Working Group identified by AGO Management Committee.
	April 2008
April/ May 2009


	MEDIUM-TERM ACTION
	RESPONSIBLE
	TIMING

	1 To identify a range of indicators for the AGO to demonstrate in its Annual Activity reports what has been achieved by the AGO. This will be in terms of added value to the public sector, recommendations secured, savings achieved etc


	Working Group identified by AGO Management Committee.
	Where practical, these to be reported in the AGO Annual reports from 2010 onwards.

	LONG-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1 AGO Annual Reports to also include commentary on wider issues e.g. major developments in the public sector finance and accounting. AGO increasingly seen as the model for reporting in the Maldives public sector. By this stage, the Annual Report will become the main publicity and recruitment vehicle for the AGO.
	Working Group identified by AGO Management Committee.
	Annual reports from 2012 onwards.


Working with the Public Accounts Committee
5  Although not stated in the draft Audit Act, there is a clear expectation by the current chair of the Public Accounts Committee (PAC) that the Committee will play a role in following up recommendations made in AGO reports. Already they have requested audits reports and information on the general workload of the AGO.  The AGO needs to build on this initiative by engaging with the PAC in establishing a clear role for the Committee, and clear lines of communication between it and the Committee. Once established, the benefits for the AGO will be clear, in using the Committee to raise the profile of the audit work, ensuring recommendations are implemented and in helping secure more resources for the AGO.
	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1 Work with the PAC to establish its procedures and information flows with regard to its handling audit reports.

2 Appoint a dedicated official within the AGO to act as the central point in dealing with PAC requests

	Auditor General

Auditor General
	Immediate

Immediate



	MEDIUM-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1 Once procedures have been established with the Committee, to routinely brief members if action is to be taken on a particular audit report, to ensure that only the more significant issues are addressed.  
2 If PAC sessions are to involve inviting officials from audited entities to respond to audit findings, to brief Committee members on the line of questioning which they may adopt, again to help ensure that key issues only are addressed.


	Auditor General

Auditor General 
	From 2009 onwards
From 2009 onwards

	LONG-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1 Once the AGO has achieved a balanced programme of work following the full impact of the Public Accounting System on the number of financial audits required, present the forward programme to the Committee for their comments. 

2 To play a role (as agreed with the Committee) in helping draft any reports the PAC itself may issue and to prepare an accompanying press release summarising the main issues.
	Committee liaison official within the AGO
Committee liaison official within the AGO
	2010 onwards.

2011 onwards.


AGO’s contribution with regard to the wider Auditing Profession
5  Currently the AGO has a duty, under the Companies Act, to license the individual partners of private sector firms operating in the Maldives. However, despite the AGO’s external audit of SOEs identifying significant failings in some of the private  sector audit work, no monitoring of their performance is undertaken, and no action is taken when such lapses have been identified. Another issue for the Maldives is that the firms, which are invariably located overseas, have never used local staff on their audits. It is questionable therefore how they can conduct a truly professional audit, if the majority of the supporting vouchers are in Divehi. It is clear that the AGO’s licensing role will not change in the short term at least, because there is no other body in the Maldives capable of taking on this function.
5 At present in the private sector, enterprises with turnover above 1 million ruffia are required to have an external audit. There is currently a debate as to whether smaller companies should have a similar audit requirement. And mindful of the Government’s stated intention to introduce corporation tax in the Maldives, the Companies  Registrar has recently expressed concern that the accounts of many private sector companies do not follow the recognised format as specified in the Companies Act. 
	SHORT-TERM ACTIONS
	RESPONSIBLE
	TIMING

	1 To review the licensing procedures currently in force to ensure that they address the risks identified through the private sector shortcomings already identified.  
2 Establish procedures to be applied in those cases when shortcomings in private sector work has been exposed. 

3 To assess the resource implications for the AGO of undertaking a full  monitoring/ regulatory role of licensed partners. Raise the additional  resource requirements, if appropriate, with the legislators.

	Licensing Officer (Mr Luthfy)
Licensing Officer (Mr Luthfy)

Licensing Officer (Mr Luthfy)


	Immediate

Immediate

By the end of 2008.

	MEDIUM-TERM ACTION
	RESPONSIBLE
	TIMING

	1 With the aim of building up some local private sector capacity, to consider the practicality/ legality of requiring licensed firms (at least for the larger audits) to hire a specific number of local staff for the audit.

	Licensing Officer (Mr Luthfy)


	By 2009



	LONG-TERM ACTION
	RESPONSIBLE
	TIMING

	1 To prepare guidelines which all private sector auditors working in the public sector should follow, focussing specifically on the need to include regularity tests and compliance with legislation. 

	Audit Methodology Unit

	By 2012



ANNEX 1

SUMMARY OF ACTION POINTS (LISTED BY SUGGESTED IMPLEMEMTATION DATE)
	SHORT-TERM (WITHIN 2 YEARS)

	
	ACTION
	SDP ref
	RESPONSIBILITY
	TIMEFRAME

	1
	Realistic budgets for audit tasks should be input into the Time Recording System. These should be based on the actual outturn from previous years, adjusted for any known changes. 


	1.12
	AGO Management Committee
	Immediate

	2
	All Audit Team Leaders should ensure that the hours booked by staff working on their particular audits are accurate. Audit Group heads should check that weekly timesheets completed by their staff are accurate.


	1.12
	AGO Management Committee
	Immediate 

	3
	The formal monitoring of ‘productivity’ by individual and Audit Group should stop until the TRS outputs are generally regarded as reliable


	1.12
	AGO Management Committee
	Immediate 

	4
	To develop a simple standard file structure for documents to be stored electronically. 


	1.43
	Individuals identified by AGO Management Committee
	Immediate

	5
	The Library to be set up in the meeting room, access controlled to avoid losing the library stock.


	1.52
	Librarian
	Immediate

	6
	To establish the real training needs of all AGO staff by linking strategic and work needs to job descriptions and skills/competencies resulting in a Skills Improvement Plan for AGO                 


	Part 2 (section VI)
	HR AD and AGO Training Officer with help from UKNAO


	Immediate (completion by the end of 2007)



	7
	To establish a good system for succession planning so all vacancies are filled quickly 


	Part 2 (section IV)
	HR AD with initial help from UKNAO


	Immediate

	8
	To establish and make use of external specialist staff and consultants in audit work


	2.23
	Directors, HR AD and Auditor General
	Immediate

	9
	To improve communications between all levels of AGO staff both verbally and by intranet to foster a more open and honest exchange of views  
	Part 2
	All staff, led by Auditor General and HR AD


	Immediate (and ongoing)


	10
	All AGO staff to abide by the INTOSAI or equivalent Code of Conduct to prove their professionalism and integrity 
	2.47
	Auditor General assisted by HR AD 


	Immediate  



	11
	To establish a detailed but achievable set of management competencies listing all management skills needed and to implement these competencies 


	Part 2, section VII
	Auditor General assisted by HR AD with help from UKNAO


	Immediate start – (competencies to be agreed by end 2007 and implemented from 2008)



	12
	Enable Internet access for all AGO staff – implement Firewall and Telecoms connection


	1.37 (Goal 1)
	IT Team
	Immediate

	13
	To establish the northern region office and, from analysis of Atoll audit requirements, establish a staff mobility system  
	2.43
	Auditor General assisted by HR AD and initial help from UKNAO 


	Immediate (full implementation by end 2008)

	14
	To undertake a detailed programme of management training and development for all AGO managers at all levels covering both people and project management


	Part 2, section VII
	HR AD and Auditor General to agree programme; use of external trainers as appropriate


	Immediate start to planning programme (implement as funds and time allow)



	15
	To delegate more decision-making, both administratively and in audit work, to enable staff at all levels to take more direct responsibility and have a better sense of “ownership” of their work and actions


	2.22
	Auditor General and AGO Management Committee to agree to a programme with initial help from UKNAO
	Immediate (then implement as part of overall change management programme)



	16
	To establish a simple code of conduct for dealing with enquiries from the media, detailing what information can and cannot be released, and setting deadlines by which media requests should be dealt with.


	4.2, 4.3
	Director, C section
	Immediate

	17
	To update the AGO website with basic non-sensitive information, for example, on the role of the AGO, its workload and recent initiatives (for example, its involvement in the World Bank project, the move to a new building etc).


	4.2, 4.3
	Director, C section
	Immediate

	18
	Work with the PAC to establish its procedures and information flows with regard to its handling audit reports.


	4.5
	Auditor General
	Immediate

	19
	Appoint a dedicated official within the AGO to act as the central point in dealing with PAC requests


	4.5
	Auditor General
	Immediate

	20
	To review the licensing procedures currently in force to ensure that they address the risks identified through the private sector shortcomings already identified.  


	4.6
	Licensing Officer (Mr Luthfy)


	Immediate

	21
	Establish procedures to be applied in those cases when shortcomings in private sector work has been exposed. 


	4.6
	Licensing Officer (Mr Luthfy)


	Immediate

	22
	Secure appropriate financial incentives for Male-based auditors to undertake audits in the Atolls, to ensure they are adequately recompensed.


	3.8-3.11
	Auditor General

 (to raise with President’s Office)


	Immediate.



	23
	To establish and make use of external specialist staff and consultants in audit work


	2.23
	Directors, HR AD and Auditor General
	Immediate

	24
	To establish the business case for AGO training and ensure adequate funds in place for implementing SIP  


	Part 2, section VI
	Auditor General with help from external sources


	Immediate (depending on outcome of TNA)


	25
	To draft internal Regulations to aid the fulfilment of the Audit Act requirements.
	1.2


	Individuals identified by the AGO Management Committee, with help from UK NAO


	As soon as Audit Act has been passed.

	26
	To work with the UK NAO to update the financial audit methodology, to ensure that is will provide a sound framework for the pilot audits. 
	3.3-3.5
	APPDC.


	March/April 2007



	27
	To undertake financial audit training and 7 pilot audits to meet the requirements of the Public Finance Act. 


	3.3-3.5
	UK NAO to lead/ Four AGO trainee trainers


	April 2007 (to May 2008).



	28
	To build up competence in auditing consolidated accounts and in tackling multi-location audits. 


	3.3-3.5
	UK NAO in the short term, thereafter AGO Training Officer


	April 2007 (to March 2009.)



	29
	To revise vision, mission, values 


	2.1
	Auditor General with UK NAO
	May 2007

	30
	To revise recruitment system to ensure AGO obtain best available staff


	Part 2, section V
	HR AD, with UKNAO


	May 2007

	31
	To establish the business case for AGO resource needs linked to strategic and work plans and also to anticipate future resource recruitment needs


	Part 2, section IV
	HR AD with Auditor General
	May 2007 (and ongoing)



	32
	To establish and update detailed Job Descriptions for all posts in AGO including in them skills and competencies needs


	Part 2, section V
	HR AD, with UK NAO
	May 2007

	33
	To establish a competency framework and specific competencies for all AGO staff at all levels; these competencies to be used as basis for all HR policies 


	Part 2, section VII
	HR AD, with UK NAO
	May 2007

	34
	Each staff member to have a personal development plan referring to the AGO SIP  


	Part 2, section VI
	HR AD and AGO Training Officer


	Starting in May 2007 and ongoing; updated annually 



	35
	Identify all non audit duties undertaken by the AGO, and the amount of time devoted to it. Prioritise these in terms of their appropriateness for an AGO. Negotiate with the Government Agencies involved a phased withdrawal from these activities. 


	1.8
	AGO Management Committee
	By June 2007

	36
	Adapt work done on monthly expenditure returns by AGO’s administrative section to meet the needs of the Audit Groups. Identify, and stop doing, unnecessary work on these returns.


	1.3-1.8
	Director, section B
	By June 2007

	37
	Generally to keep all AGO auditors informed of progress and developments of PAS


	3.3-3.5
	Individuals identified by AGO Management Committee


	At least quarterly, throughout 2007 and 2008.



	38
	AGO staff to engage with PAS project team at the design stage to give their requirements on the audit trail and audit interrogation requirements of the PAS.


	3.3-3.5
	Individuals to be identified by AGO Management Committee. Help from UK NAO
	Some awareness of IDEA/ACL capabilities gained through TA project. August/September 2007.

Inter-action with PAS team ongoing through 2007. 

	39
	Assess how far the current administrative checks on tourist tax/ resort lease revenue constitute a financial audit. 


	1.5
	Director, section B
	By September 2007

	40
	Provide e-mail accounts for all AGO staff
	1.37 (Goal 1)
	IT Team
	August 2007

	41
	Introduce centrally-managed AGO-wide anti-virus software
	1.37 (goal 3)
	IT Team/ director administration
	August 2007

	42
	To increase IT Unit staff numbers to 3.
	1.37 (Goal 5)
	D/AAG
	September 2007

	43
	Develop AGO internet site to improve structure and content
	1.37 (Goal 2)
	D/AAG 
	September 2007

	44
	Implement Active Directory & Group policies to control desktops


	1.37 (Goal 1)
	IT Team
	September 2007

	45
	Procure an additional server to store AGO data


	1.37 (Goal 1)
	Dir/Admin
	September 2007

	46
	New publications to go directly to the Librarian for registering before being passed to the Auditor General or anyone else.


	1.52
	Librarian
	September 2007

	47
	To build up competence in the AGO to audit IT accounting/ payment systems
	3.3-3.5
	UK NAO in the short term, thereafter AGO Training Officer


	September 2007 (to March 2009).



	48
	Devise & implement policies and Annual Code of Conduct


	3.37 (Goal 3)
	D/AAG
	September 2007 (to July 2008)

	49
	Build and implement AGO intranet, develop content and structure
	1.37 (Goal 2)
	D/AAG and Dir/Admin
	October 2007

	50
	Devise and implement structured shared folder structure for AGO on new server


	1.37 (Goal 1)
	D/AAG
	October 2007

	51
	The Librarian to train two members of staff to cover library duties.
	1.52
	Librarian
	October 2007

	52
	Approve the content for the website.


	1.61
	AGO Press Officer
	By October 2007

	53
	Allocate administrative staff to update content to website.
	1.61
	Individuals identified by AGO Management Committee
	By October 2007

	54
	Improve Computer Room environment & security


	1.37 (Goal 1)
	Dir/Administration
	November 2007

	55
	A strategy needs to be developed for the AGO’s audit approach to the Atolls. This will depend to a large extent on how much the finances of local institutions will be consolidated into the accounts of Ministries.
	3.8-3.11
	TA Project Working group/ UK NAO Consultants


	2007

	56
	To identify positive news story (for example the passing of the new Audit Act, the World Bank TA project) and write short press releases to summarise the key points, and including a quote from the AG welcoming the initiatives.


	4.2,4.3
	AGO staff member designated as responsible for media relations.
	Throughout 2007

	57
	To engage with audited bodies to facilitate the design and implementation of anti-fraud and corruption strategies. 
	3.19
	AGO Management Committee


	From 2007 onwards

	58
	To have detailed work plans in place which truthfully reflect work needed and skills needed  


	Part 2, section VI
	HR AD and Directors
	Later in 2007 and annually thereafter



	59
	Contracting-out documentation to be gathered from previous TA project, reviewed and updated as required.


	1.14-1.16
	Individual(s) to be identified by AGO Management Committee


	By the end of 2007

	60
	Complete the AGO’s first performance audit on ADB island electrification project, and review lessons learnt. 


	3.13-3.15
	ASOSAI training course attendees.


	By the end of 2007.



	61
	Work with the new Atoll-based Internal Audit units on working arrangements with the AGO. To train those units in the AGO’s financial audit methodology, and what the AGO will be looking for from Internal audit.


	3.8-3.11
	Individuals identified by AGO Management Committee


	Towards the end of 2007.

(depending on progress of draft legislation).



	62
	To monitor the progress of the Atoll Devolution Act, particular to input into the audit arrangements of the new councils. Ensure reporting of Internal units to the MoFT, and assess resource requirement for the AGO. 


	3.8-3.11
	Individuals identified by AGO Management Committee


	As required (depending on progress of draft legislation).



	63
	To ensure that changes proposed to the Constitution remove inconsistencies between the current Constitution and new/proposed legislation concerning the AGO. 


	 1.2


	Auditor General 

	in line with timetable for Special Majlis review of Constitution.



	64
	Identify all revenue streams which are not currently audited under the existing Ministry audits (eg Customs Duties). Set up a separate ‘Revenue Audit’ Group and develop an audit approach. Integrate ‘tourist bed tax’ staff from Section ‘B’ into this new Revenue Audit Group.


	1.5
	Individual to lead new Revenue Group to be identified by Auditor General. 


	First revenue audit plan to cover financial year 2008.



	65
	Determine an approach to the audit of SOEs which avoids overlap with the private sector audit, and addresses high risk areas and performance issues


	1.3-1.8
	AGO Management Committee (with particular input from head of Audit Group D)
	For financial year 2008 onwards.



	66
	The allocation of audits to Audit Groups must be based on a realistic assessment of what individual Audit Groups can deliver. As far as possible, Audit groups should be allocated audits within a particular theme (eg health, education etc)


	1.3-1.8
	AGO Management Committee
	For the Annual Audit Plan 2008

	67
	For the subsequent financial year, undertake as many audits in the same timescale and to the same standards as the AGO’s capacity will allow. If it is clear at that stage, that the AGO needs more resource to meet its obligation under the Public Finance Act, it needs to make this clear in its resource bid   


	3.3-3.5
	AGO Management Committee
	Financial year 2008



	68
	Software licensing review


	3.37 (Goal 3)
	Dir/Admin & IT Team
	December 2007

	69
	Build network and Internet connectivity for Southern Regional Office


	3.37 (Goal 1)
	IT Team
	January 2008

	70
	Reduce dependence on scanning all incoming and outgoing documents


	3.37 (Goal 2)
	D/AAG
	January 2008

	71
	Apply centrally managed Group Policies to all AGO equipment & lockdown logical access


	3.37 (Goal 3)
	IT Team
	January 2008

	72
	Devise & Publish IT Strategy to establish long term vision and implementation plans for IT


	3.37 (Goal 4)
	D/AAG, IT Team, with help from UK NAO 


	January 2008

	73
	Publish Annual Workplans for IT Team


	3.37 (Goal 5)
	D/AAG, IT Team
	January 2008 (& ongoing)

	74
	The Librarian to implement budget prioritisation.


	1.52
	Librarian
	January 2008

	75
	Deploy / remove software following review


	3.37 (Goal 3)
	IT Team
	January – April 2008

	76
	Standardise on same versions of all software on all laptops and PCs


	3.37 (Goal 4)
	Dir/Admin & IT Team
	March 2008

	77
	Devise and publish replacement strategies for laptops, PCs, printers, servers etc


	3.37 (Goal 5)
	Dir Admin. D/AAG, IT Team


	March 2008

	78
	Training & additional Computer Manuals for IT Team
	3.37 (Goal 5)
	Dir Admin
	March 2008 (& ongoing)

	79
	Using 2007 activity draw a mock-up of an AGO annual report, covering its use of resources, audits undertaken, and developments in the year. Although not required by Statute, consider issuing to the media under a press release. Ensure now that TRS will provide the type of information that will be required to report accurately on the use of the AGO’s resources.


	4.4
	Working Group identified by AGO Management Committee.


	April, 2008

	80
	Establish IT Investment Strategy – based on IT Strategy – annual level of ringed fenced IT budget


	3.37 (Goal 5)
	Dir Admin & D/AAG
	May 2008

	81
	All auditors to be allocated laptops; procure docking stations to avoid allocating laptop and PC


	3.37 (Goal 5)
	Dir/Admin, IT Team


	June 2008

	82
	To develop a retention and destruction policy for the AGO


	1.43
	Individuals identified by AGO management Committee
	By June 2008

	83
	The Librarian to develop a section on the intranet for new items and the contents pages of Journals.


	1.52
	Librarian, IT section
	By June 2008

	84
	The Library and any other sections to create intranet content.


	1.56
	Librarian
	By June 2008

	85
	An Office Directory and Organisation Plan should be created and added.
	1.56
	Individuals identified by AGO management Committee
	By June 2008

	86
	Based on the resource requirement for the pilot audits, assess total requirement to meet audit requirements of the Public Finance Act. Assess whether some contracting-out will be required.


	1.14-1.15
	Individual(s) to be identified by AGO Management Committee


	May –September 2008



	87
	To evaluate the pilots and modify audit approach/ guidance as required.


	3.3-3.5
	UK NAO, APPDC, AGO project counterparts
	June 2008



	88
	Use the 2007 pilot financial audits to assess the extent of financial audits required outside Male.


	3.8-3.11
	AGO Management Committee.


	Mid 2008.



	89
	Internal policies to be written and added to the Intranet.


	1.56
	Individual(s) identified by the AGO Management Committee


	By September 2008

	90
	To assess the resource implications for the AGO of undertaking a full monitoring/ regulatory role of licensed partners. Raise the additional resource requirements, if appropriate, with the legislators.


	4.6
	Licensing Officer (Mr Luthfy)


	By the end of 2008.

	91
	Following the pilot financial audits, assess the resource requirements for the AGO’s statutory audits. Develop a realistic strategy to achieve a balanced programme of regularity, specific risk-based investigations, anti-fraud/ corruption work and performance audits.  Establish the total AGO resource requirement; any shortfall should form part of a bid for further resources.
	1.3-1.8
	AGO Management Committee
	Annual Audit Plan 2009 to include such a strategy based on current resources - developed by the end of 2008.  



	92
	Develop strategy for contracting-out as identified in action point 52, and ensure that necessary cash resources are secured.


	1.14-1.15
	Individual(s) to be identified by AGO Management Committee


	For 2009 year budget preparation.

	93
	Under a partnership arrangement with another SAI, undertake training and further performance audits, chosen specifically to put into practice different audit techniques 


	3.13-3.15
	Individuals to be identified, but based on core group above. Technical assistance provider.


	2008-2009.

	94
	To develop an audit strategy to address key risk areas, which do not fall within either financial audit or performance audit. Particularly with respect to SOEs.


	3.16-3.18
	AGO Management Committee
	For calendar year 2009 (once financial audit resource requirement has been assessed through pilot audits).



	95
	Building on (79), prepare Annual Report for 2008, which will also include summarised audit findings and recommendations. Prepare a brief press release to coincide with the report’s publication.
	4.4
	Working Group identified by AGO Management Committee.


	April-May 2009

	96
	Review the filing of reports and correspondence.
	1.43
	Individual(s) identified by the AGO Management Committee


	By June 2009

	97
	Develop a web based resource management system.
	1.56
	Individual(s) identified by the AGO Management Committee


	By June 2009

	98
	To trial CAATs for sampling and data analysis.


	3.12
	Individuals to be identified by AGO Management Committee. Help from UK NAO
	Audit of 2009 accounts

	99
	To extend the time recording system across the whole of the AGO. The responsibilities and workloads of non-audit sections will need to be identified and appropriate job codes developed. The standard ‘indirect’ jobcodes as used by auditors should be suitable for non-audit grades.


	1.12, 1.13
	Individual(s) to be identified by AGO Management Committee


	For financial year 2009

	100
	To undertake all 37 Ministry/ central State audits in line with the pilots (as modified with experience). 


	3.3-3.5
	Audit Planning Department (‘B’ section) and AGO Management Committee.
	For financial year 2009 accounts. 



	101
	To set up a separate Audit Section to report on the State Consolidated Account. Establish procedures for obtaining assurances from other AGO audit teams.   
	3.3-3.5
	Consolidated Account section to be set up by AGO Management Committee.
	For financial year 2009 accounts.


	MEDIUM-TERM (2 to 5 YEARS)

	
	ACTION
	SDP ref
	RESPONSIBILITY
	TIMEFRAME

	102
	To monitor operation of the Audit Act in practice. To identify amendments required to this and other legislation concerning the activities of the AGO.

	1.2


	Auditor General (with members of Public Accounts Committee, as appropriate) 


	Ongoing (from passing of legislation)


	103
	To improve motivation of staff using reward and better management and job satisfaction  


	Part 2, section VII
	Auditor General and all Directors and Managers


	From 2008 onwards  



	104
	To make the best use of all training methodology including electronic and remote study means


	Part 2, section VI
	AGO Training Officer  


	From 2008 onwards 



	105
	All AGO staff to be skilled and capable of undertaking particular audits types

	Part 2, section VI
	HR AD with help from external sources


	From 2008 ( completion by 2012)

	106
	All AGO staff to be fully utilised with minimum possible downtime
	Part 2, section IV
	All Directors and Managers


	From 2008 ( completion by 2010)

	107
	A professional training  scheme to be applied to all  existing and new AGO staff to meet INTOSAI standards 


	Part 2, section VI
	HR AD and AGO Training Officer with initial help from UKNAO


	From 2008 (for completion by 2012 – will need external financial support)



	108
	Objective evaluation of all individual AGO staff performance and evaluation of that performance fairly and consistently 

  
	Part 2, section VII

	Auditor General and all senior staff guided by HR AD

 
	From 2008 (completion by 2012, then annually)



	109
	All AGO staff to be given the opportunity to develop their careers, using their personal development plans, to move within AGO and also outside on secondment 


	Part 2, section VI
	HR AD


	From 2008  (completion by 2012)

	110
	All AGO staff to be judged on ability, under open, competence-based promotion system

	Part 2, section VII
	Auditor General assisted by HR AD following initial help from UKNAO


	From 2008-09 under new Audit Act



	111
	Build links to Maldives Government web community on Dhiraagu


	3.37 (Goal 1)
	IT team
	2008-09

	112
	Build links to Ministry of Finance Public Accounts System


	3.37 (Goal 1)
	IT team
	2008-09

	113
	Introduce more dynamic content on Intranet and Internet sites


	3.37 (Goal 2)
	D/AAG
	2008-09

	114
	Technical support to CAATs work


	3.37 (Goal 5)
	IT team
	2008-09

	115
	A full evaluation of the inputs, outputs and outcomes of all learning and training interventions 
	Part 2, section VI
	HR AD and AGO Training Officer
	To be in place for all learning and training from 2009 onwards 

	116
	Build network and Internet connectivity for Northern regional office
	3.37 (Goal1)
	IT team
	2009

	117
	Introduce internal email and calendar systems


	3.37 (Goal 2)
	IT Team
	2009

	118
	Implement direct connections from AGO network into client networks


	3.37 (Goal 2)
	D/AAG, IT Team
	2009

	119
	Provide remote access for auditors


	3.37 (Goal 2)
	IT Team
	2009

	120
	Build connectivity between Central, Southern and Northern regional offices 


	3.37 (Goal 2)
	IT Team
	2009

	121
	Undertake two-yearly security review and penetration testing


	3.37 (Goal 3)
	IT Team
	2009 onwards

	122
	Introduce CAATs software


	3.37 (Goal 4)
	D/AAG, Dir/Admin, IT Team


	2009

	123
	Upgrade systems to Windows Vista, next version of MS Office etc.


	3.37 (Goal 4)
	Dir Admin, IT Team
	2009

	124
	Increase IT Team numbers to 4


	3.37 (Goal 5)
	D/AAG
	2009

	125
	Average hourly costs should be calculated for each grade in the AGO and input into the TRS.  
	1.13

	Individual(s) to be identified by AGO Management Committee

	Financial year 2010


	126
	Use AGO’s independent auditors to review operational areas.


	1.62

	AGO Management Committee


	Specific topics reviewed by 2010; programme of future reviews developed by 2011.



	127
	High fliers and future managers to be identified through objective assessment system
	2.40
	All Directors and Managers overseen by HR AD


	From 2010 and ongoing thereafter

	128
	All AGO staff to have a sense that they belong – inclusiveness, proactive welfare services, fair treatment and staff rotation and promotion – all in return for staff themselves taking more responsibility for their own actions and implementing work plans


	Part 2
	All staff 


	Establish in the medium term and continue throughout the lifetime of this Development Plan 

	129
	To be fully involved in the PAS project, in its development towards full accruals accounting, to ensure that all AGO staff have the necessary audit skills.


	3.4,3.5
	Individuals identified by AGO Management Committee


	From 2009

	130
	When audit opinions are published, to prepare press releases to explain in media-friendly language, the reasons for any qualified opinions.


	4.2, 4.3

	AGO staff member designated as responsible for media relations.


	From 2009.



	131
	Consider publishing information on the work programmes of the AGO, in terms of its statutory work and elective work.
	4.2, 4.3


	AGO staff member designated as responsible for media relations 
	From 2009.

	132
	To set up an Audit Methodology Unit, to review audit methodologies, keep up to date with audit best practice, facilitate communication on standards between Audit Groups and to oversee quality control procedures.


	3.6
	AGO Management Committee


	By 2009

	133
	With the aim of building up some local private sector capacity, to consider the practicality/ legality of requiring licensed firms (at least for the larger audits) to hire a specific number of local staff for the audit.


	4.6
	Licensing Officer (Mr Luthfy)


	By 2009



	134
	Once procedures have been established with the Committee, to routinely brief members if action is to be taken on a particular audit report, to ensure that only the more significant issues are addressed.  


	4.5

	Auditor General 


	From 2009 onwards

	135
	If PAC sessions are to involve inviting officials from audited entities to respond to audit findings, to brief Committee members on the line of questioning which they may adopt, again to help ensure that key issues only are addressed.


	4.5
	Auditor General 
	From 2009 onwards

	136
	To set up financial audit quality control procedures.
	3.7

	Audit Methodology Unit 


	Procedures developed (and piloted) on 2008 audits. Full QC for audits of 2009 accounts. 

	137
	Depending on action (55), adjust audit resources in the current Regional Office, set up a second Regional Office in the north, with appropriate resources and identify individuals in the Male office who are prepared to travel and forms teams to undertake the required financial audits in the remaining Atolls.
	3.8-3.11
	Auditor General 
	As required (depending on progress of draft legislation). Mobile teams from Male to be set up to meet the requirements of the Public Finance Act.

	138
	CAATs to be routinely used in financial audit for sampling and appropriate data analysis techniques
	3.12
	AGO IT audit specialist
	Audit of 2010 accounts onwards.

	139
	To ensure the Audit Methodology Unit has the right skills and experience to review performance audit methodology and keep it up to date, identify training needs, and to delivery specialist training


	3.13-3.15
	AGO Management Committee
	By 2010

	140
	With experience, to develop standard audit programmes for the most common risk areas encountered


	3.16-3.18
	Audit Methodology Unit


	Ongoing, from 2010.

	141
	To identify a range of indicators for the AGO to demonstrate in its Annual Activity reports what has been achieved by the AGO. This will be in terms of added value to the public sector, recommendations secured, savings achieved etc


	4.4
	Working Group identified by AGO Management Committee


	Where practical, these to be reported in the AGO Annual reports from 2010 onwards.

	142
	Generally, as an AGO, to adopt a policy of moving away from investigating specific instances of suspected fraud or corruption to one where it reviews the higher risk areas (e.g. local procurement) and makes constructive recommendations to minimise the risk of fraud occurring. 

 
	3.19

	AGO Management Committee


	By 2011




	LONG-TERM (5 to 15 YEARS)

	
	ACTION
	SDP ref
	RESPONSIBILITY
	TIMEFRAME

	143
	Review and redesign Intranet structure every 3 years


	3.37 (Goal 2)
	D/AAG
	2010 onwards

	144
	Periodic reviews of remuneration levels of IT Team


	3.37 (Goal 5)
	AG
	2010 onwards

	145
	Ensuring IT team and all AGO staff are adequately trained in all new software & systems


	3.37 (Goal 5)
	IT Team 
	ongoing

	146
	For major pieces of audit work, particularly performance audits, design a communications strategy, identifying the key messages, risks and target audiences to maximise the wider impact of the audit findings. This could include press briefings, if they can be carefully managed and limited to the specific audit findings.


	4.2, 4.3
	AGO staff member designated as responsible for media relations.


	From 2010 

	147
	Once the AGO has achieved a balanced programme of work following the full impact of the Public Accounting System on the number of financial audits required, present the forward programme to the Committee for their comments. 


	4.5

	Committee liaison official within the AGO


	2010 onwards.



	148
	To play a role (as agreed with the Committee) in helping draft any reports the PAC itself may issue and to prepare an accompanying press release summarising the main issues.
	4.5
	Committee liaison official within the AGO


	2011 onwards.

	149
	Consider the use of Audit Management tools such as TeamMate
	3.37 (Goal 4)
	Management committee
	From 2011

	150
	To prepare guidelines which all private sector auditors working in the public sector should follow, focussing specifically on the need to include regularity tests and compliance with legislation. 


	4.6

	Audit Methodology Unit


	By 2012



	151
	Links  to IP telephony to merge voice & data traffic and network connectivity with mobile phones


	3.37 (Goal 1)
	IT team
	2012

	152
	Utilise external partners to undertake COBIT IT Maturity review (INTOSAI Peer Assessment )


	3.37 (Goal 3)
	D/AAG
	2012

	153
	Wider involvement of IT Team in Audit work
	3.37 (Goal 5)
	D/AAG
	2012

	154
	Non-audit staff to be fully and effectively utilised   
	2.10
	AGO staff member designated as responsible for non-audit staff effectiveness as audit support, overseen by HR AD

 
	To complete by 2012 



	155
	All AGO staff able to meet the challenge of changing workload and efficiency requirements through better focused training by the SIP and applying this knowledge as soon as possible   
	Part 2, section VII
	AGO Training Officer and HR AD
	To complete by 2012 

	156
	Train AGO staff in broadcast interview techniques.


	4.2, 4.3

	AGO training officer to organise 
	From 2012.

	157
	Carry out selected interviews with broadcast media.


	4.2,4.3
	Auditor General 


	From 2012



	158
	For established risk areas, AGO should produce ‘Good Practice Guides’ for public sector managers to avoid repetition of common mistakes.
	3.16-3.18
	Audit Methodology Unit


	From 2012 onwards 

	159
	AGO Annual Reports to also include commentary on wider issues e.g. major developments in the public sector finance and accounting. AGO increasingly seen as the model for reporting in the Maldives public sector. By this stage, the Annual Report will become the main publicity and recruitment vehicle for the AGO.
	4.4
	.Working Group identified by AGO Management Committee
	Annual reports from 2012 onwards.

	160
	To prepare guidelines for, trial and subsequently to implement quality control procedures for performance audits.


	3.13-3.15
	Audit Methodology Unit


	By 2013



	161
	To develop a balanced forward programme of performance work covering areas of most significant public expenditure/ revenue, service delivery and areas of high risk (eg implementation of large IT systems). To a large extent the programme will be guided by the AGO’s assessment of the likely impact from each study identified.


	3.13-3.15
	AGO Management Committee


	From 2013.



	162
	To identify a pool of experts (engineers, education, health etc) who would be in a position to either join audit teams for the duration of  a particular study, or to act as external reference panels
	3.13-3.15
	Audit Methodology Unit
	From 2013



	163
	Organise peer review of AGO/ specific operations by fellow ASOSAI member SAI
	1.62

	Auditor General
	2015



	164
	Direct link to be made between training/skills and their application and personal rewards   
	Part 2, section VI
	Auditor General assisted by HR AD
	To introduce over long term 



	165
	A full competency based objective evaluation system of AGO staff performance   
	Part 2, section VII
	Auditor General assisted by HR AD
	To introduce over long term 
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Vision, Mission and Values





1. The AGO could and should continue to play a more significant role in Maldives public sector performance, finance and accountability through monitoring and reporting on the regularity and effectiveness with which all government financial resources are used. The AGO’s vision is currently expressed as ‘improving public sector performance and accountability¹’. (See comment at paragraph 2.1 of this Development plan)





2. To undertake this role in full, quality staff are crucial, and the AGO will need to build on current capacity to continue to improve organisational efficiency and effectiveness through adopting a strategic approach to Strategic Planning and Human Resources Development. It is based on the continuing application of seven values and principles to all SAI work:





Integrity and impartiality


independence


professional competence and pursuit of quality


unity of purpose and working together


being constructive


being respected


being actively led and subject to continuous improvement. 








Note 1:  Source: AGO Corporate Plan, 1999-2001





�Name of Client


Correspondence


Year


Audit Report


Year


Final Report


Working papers


Reporting and Correspondence


Review


Task Management


Planning


Financial Statements


Non-Payroll


Payroll


Revenue


Stock


Fixed Assets


Cash at Bank


Standing Information


Legislation


Ministry Contacts


Systems


Audit Template (if different for each department)








� PAC


Quarterly Reports


Year


Final Reports


Working papers and documents


Annual Report


Year


Final Report


Working papers and documents








International Journal of Accounting, Auditing and Performance Evaluation (Inderscience)


6 issues a year - 590 Euros a year


International Journal of Accounting (Elsevier)


4 issues a year - $147 (personal), $398 (institutional) 


Journal of Accounting and Public Policy (Elsevier)


6 issues a year $112 (personal), $681 (institutional)


Evaluation – International Journal of Theory, Research and Practice





Name


Grade


Responsibility


Telephone Number


E-mail (if they have one)


Location (4th floor, 5th floor or regional office)











� AGO Corporate Plan 1991
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