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AUDIT REPORT

Audit of language servicesin thelnternational Criminal Tribunal for Rwanda

l. BACKGROUND

1. The Office of Internal Oversight Services (OlOShdocted an audit of language services in the
International Criminal Tribunal for Rwanda (ICTR).

2. In accordance with its mandate, OIOS provides as®gr and advice on the adequacy and
effectiveness of the United Nations internal canggstem, the primary objectives of which are tewep

(a) efficient and effective operations; (b) accertancial and operational reporting; (c) safedusay of
assets; and (d) compliance with mandates, regonkaaad rules.

3. ICTR was established pursuant to Security CounegdRution 955 (1994) to prosecute persons
responsible for genocide and other serious viatatiof international humanitarian law committedhe t
territory of Rwanda and Rwandan citizens respoadist genocide and other such violations committed
in the territory of neighbouring States, from 1 Jany to 31 December 1994. Subsequent resolutions
extended the ICTR mandate to 31 December 2014.

4, The Language Services Section (LSS) is part ofltidicial and Legal Services Division under
the Registry. LSS provides interpretation, tramsfagtind reproductive services to ICTR, especidily t
Chambers, Defence, Office of the Prosecutor, andisRg. However, translation is the main task
performed by LSS, which received large volumes afuinents relating to trial and appeals judgments,
decisions, briefs, and motions for translation. LlE8& provides some assistance to the Mechanism for
International Criminal Tribunals regarding the station of judicial filings and other official doments.

5. LSS is headed by a Section Chief at P-5 level attldn authorized regular staffing strength of
92 for the calendar year ending 31 December 206 .Section had a non-post budget of $158,000.

6. Comments provided by ICT&re incorporated iitalics.

II.  OBJECTIVE AND SCOPE

7. The audit was conducted to assess the adequaceffeudiveness of ICTR governance, risk
management and control processes in providing nedd® assurance regarding tbiective and
efficient management of language servicesin ICTR.

8. The audit was included in the 2013 OIOS work planause the operational risks for language
services were high in the context of the downsizh{CTR, the large volume of documents from court
judgements that remained to be translated, andéke to provide such services in a timely manner
particularly since the Tribunal is mandated by $aeurity Council to complete all its work by thedesf
2014.

9. The key controls tested for the audit were: (a) ammesources targets and strategies; and (b)
regulatory framework. OIOS defined these key cdstas follows:

(a) Human resour ces targets and strategies - controls that provide reasonable assurance that
human resources targets and strategies are setstweethe recruitment and retention of
adequate and competent staff for language services.



(b) Regulatory framework - controls that provide reasonable assurance poéties and
procedures: (i) exist to guide the operations @f ldnguage services; (i) are implemented
consistently; and (iii) ensure the reliability amctegrity of financial and operational
information.

10. The key controls were assessed for the controlctbgs shown in Table 1. Certain control
objectives shown in Table 1 as “Not assessed” weteelevant to the scope defined for this audit.

11. OIOS conducted the audit from 12 February 20133td@ly 2013. The audit covered the period
from 1 January 2010 to 31 March 2013.

12. OIOS conducted an activity-level risk assessmendle¢atify and assess specific risk exposures,
and to confirm the relevance of the selected kemtrots in mitigating associated risks. Through
interviews, analytical reviews and tests of costr@10S assessed the existence and adequacy mifinte

controls and conducted necessary tests to detetheiecsffectiveness.

1. AUDIT RESULTS

13. In OIOS’ opinion,ICTR governance, risk management and control psasegxamined were
partially satisfactory in providing reasonable assurance regarding ¢ffective and efficient
management of language services. OlOS made six recommendations to address thessdentified in

the audit. ICTR adopted United Nations-establisbamslation rates as predetermined performance
targets to measure progress and monitor the eftigiand effectiveness of LSS activities. HoweVeerée
was a need for ICTR to strengthen internal controlenhance the performance of LSS by: providing
adequate staff with the requisite knowledge antlsstd ensure timely provision of translation sees;
taking measures to comply with the establishedsridetranslation, revision and proofreading; emsyr
that LSS records all the necessary data in theslaion document management and control system to
enhance performance measurement and strengthertonmogni conducting periodic quality control
reviews on a sample basis to assure the qualisgiviices provided; strengthening coordination betwe
LSS and the requesting Sections/Units by estahliskeiad times and setting target dates for themeif
translated documents; and using electronic versibl®cuments for revision and proofreading adtgit

to enhance the efficient use of resources andtyulivork.

14, The overall rating is based on the assessmentyotértrols presented in Table 1 below. The
final overall rating is partially satisfactory asplementation of five important recommendationsais
in progress.

Table 1: Assessment of key controls

Control objectives
Compliance
. - Efficient and | A ccurate it
Business objective | Key controls . financial and | Safeguarding
effective . mandates,
. oper ational of assets .
oper ations renortin regulations
P 9 and rules
Effectiveand (a) Human Partially Not assessed | Not assessed | Partially
efficient resources targets | satisfactory satisfactory
management of and strategies
language services | (b) Regulatory Partially Partially Not assessed | Partially
inICTR framework satisfactory satisfactory satisfactory




FINAL OVERALL RATING: PARTIALLY SATISFACTORY

A. Human resourcestargetsand strategies

LSS was short of staff

15. Adequate staff with the right level of knowledgeadaskills are necessary to provide effective and
efficient language services. The budget proposal thee 2012-2013 biennium and annual plans
emphasized that "it is critical that the Sectioradequately staffed in 2012-2013".

16. Staffing requirements were underestimated as theie a shortage of translators and revisers,
particularly for English to French. Although 13 tbie current LSS staff were on posts borrowed from
other ICTR Sections, there were delays in competianslation work as required. Based on a review o
25 documents selected from a list of documentskated between January 2010 and December 2012, the
delays in completing the translation work rangenifiweeks to over a year in some instances as eftail
in paragraph 20 below. ICTR explained that thediation workload for 2013 was anticipated to bedow
as the Tribunal was expected to downsize and tassine of the translation work to the Mechanism fo
International Criminal Tribunals. It was also aifflt to accurately project the judicial calendand
when court documents would be ready for translatiéiR further explained that it was difficult tee
consultants because ICTR translation work was higiplecialized and it was thus difficult to obtain
external translation services which fully met tequired standards of quality and confidentiality.

(1) ICTR should ensure that adequate staff with the requisite knowledge and skills are provided
to the Language Services Section to ensure timely provision of trandation and revision
services.

ICTR accepted recommendation 1 and stated that it has continued to ensure that the required number of
staff allocated to LSSis adequate and with the necessary knowledge and skills. Furthermore, the budget
proposal for 2014-2015 has also taken this consideration into account and as a result there are no posts
scheduled for abolition in 2014. Provision for temporary assistance is also foreseen should the workl oad
exceed the current projection. Based on steps taken by ICTR, recommendation bées closed.

B. Regulatory framework

Policies and procedures for language services wwegkace

17. LSS staff were familiar and had access to releldmted Nations editorial manuals and other
guidance materials including translation literatstech as papers and reports presented at the Inter-
Agency meetings on Language Arrangements, Docuriemtand Publications. In addition, ICTR
adopted United Nations-established translationsrate predetermined performance targets to measure
progress and monitor the efficiency and effectigsnef LSS activities.

There were delays in completing translation jobggibus stages in the translation process

18. LSS received translation requests from variousi@estand Units in ICTR. Documents received
for translation went through various stages in ttanslation process, from receiving requests for
translation to referencing, translation, revisi@nd proofreading. There were significant delays in
completing translation jobs as required by vari®@estions and Units in ICTR. These delays (i.e., the



difference between the date by which the requestifiges required the translated document and #te d
on which the completed documents were actuallyeedd) ranged from 23 to 948 working days in 18
out of 25 cases reviewed.

19. ICTR had established translation, revision and fpeaaling rates of 3.5, 12, and 20 pages per day
respectively. However, these rates were not alveayseved. For example, a top priority translation
document (Job no: DIII10-0227) containing 36 patgexk 71 working days to translate instead of the
expected standard of 10 working days based on stableshed translation rate of 3.5 pages per day.
ICTR attributed this situation to shortage of stafth requisite skills, lack of motivation due t€TR
downsizing, and the shifting of priorities assignted various documents in the translation process,
especially in cases where judgements were tradslte reference purposes. Delays in translation
resulted in delays in starting appeal proceedings iacreased the risk that ICTR may be unable to
complete its work within the timeframe mandatedhsy Security Council.

(2) ICTR should ensure that the Language Services Section takes measures to reduce delays and
complete trandation work within the established rates.

ICTR accepted recommendation 2 and stated that LSS has adopted measures to reduce delays in
tranglation work. These include maintaining the required number of trandlators, outsourcing translation
and acquiring a document management and control software. Recommendation 2 remains open pending
receipt of evidence that translation work is baogpleted within the established rates.

Need to ensure that data recorded in the documanadgement and control system is complete

20. ICTR had a centralized Document Control Unit (DGMjhin LSS which was responsible for
managing and controlling all documents receivedLB®S for translation, and passing them through
different stages in the translation process.

21. DCU used a combination of electronic and paperdbasgcument management and control
systems. Hard copy registers were used to recardd#tails relating to documents to be translated
including: date of request, document title, sowand target languages, and target date for traoslais
required by the requesting Section/Unit. Job nustzerd priority levels (top, very urgent, urgentdan
low) were assigned to each document for control amahitoring purposes. Upon delivery of the
completed translation, the requesting Section/doltected the document and signed the register. In
addition, LSS used an internally developed docurmabagement and control database system. This
database was used for recording the translatiocepsoas well as providing statistical data on iddial
translation, revision and proofreading activiti@he ICTR Information Technology Services Sectitso a
allocated shared folders to LSS staff on the ndtaainformation system with different access levets
information security and to facilitate the tranglatwork.

22. A review of the document management and contrdlesysndicated that the system was not
adequate to provide effective control over documeit different stages as it was a general purpose
package that had not been customized accordingetongeds and processes of LSS. The database could
not be used to efficiently schedule and producerate document volume forecasting. Also, the da@aba
was not complete as a review of translation aétiwitshowed incomplete records in 21 out of 25
documents (84 per cent) translated from Januar® #8December 2012. Performance measures such as
the start and end dates for referencing, translatievision, and proofreading were missing for some
documents. In addition, copies of original docurseinénslated were not attached in the database, and
there were several instances where translatioigiogy and proofreading activities were not recdrie

the database. As a result, ICTR could not effelstimeonitor and control its documents and assess the
efficiency of its translation services.



(3) ICTR should ensure that the Language Services Section records all the necessary data in the
trandation document management and control system to strengthen monitoring and enhance
per for mance measur ement.

ICTR accepted recommendation 3 and stated that the Head of Documents Control Terminology and
Reference Unit is undertaking a weekly verification of all data entry systems. More suitable software is
being acquired to improve on the document management and control system capable of capturing all
important steps of translation process. A proposal has already been received from the vendor and the
necessary procedure is being followed. Recommendation 3 remains open pending receipt idkree
that all the necessary data is being recordedeitréimslation document management and controlreyste

Need to strengthen translation quality control arahagement practices

23. Establishing a robust quality control system angrapriate management practices in translation
services is necessary to meet the required professstandards and ensure the completeness, stiNastan
accuracy, use of appropriate terminology, and sbeiscy with previously translated materials on the
subject matter.

24. ICTR had established proactive quality control pcas, including use of technology tools,
which were integrated into the various stages efttanslation process. The documents for translatio
were received electronically at LSS by DCU, whicth&nced readability and minimized ambiguities in
the original language. The documents were then teetite Reference Unit to prepare a reference and
terminology folder. The referencing process wa®mated and the availability of electronic reference
and terminology resources increased productivity laglped in ensuring satisfactory levels of corsisy
with previously translated materials on the santgesi, thereby contributing to enhanced quality.

25. After the referencing step, the job was assigndthttslator(s). The translated document was then
assigned to one or two revisers to ensure subgtaaticuracy and to verify that no divergences edist
between the original and translated versions. A@®teview of 25 documents, which were processed
during the audit period, indicated that the docutmenaviewed were generally assigned to one or two
revisers. Subsequently, revised documents went pmah of secretaries to incorporate the reviser's
corrections before being assigned to a proof-retm@nsure that the spelling and form were accurate
Finally, the fully translated, revised and proottedocuments were returned to the requesting
Section/Unit through Court Management Services.

26. However, there was a need for translation qualiptml and management practices to be
strengthened as summarized below:

* LSS did not conduct periodic quality control reveewuch as having a predetermined
proportion of translated jobs subjected to spotkbe Also, no client satisfaction surveys
were conducted to obtain feedback from SectiongsUni whom LSS provided its services.
This prevented LSS from obtaining assurance thatdrk was performed in accordance with
the appropriate quality standards.

» Documents submitted to LSS for translation ofted tight deadlines which left little time for
preparatory work and necessitated splitting lamgeucthents among several translators, which
increased the pressure on staff. A review of 25udwmnts translated during the audit period
showed that each of these documents was split batweo to 13 translators (on average
seven translators per document), thereby givirgtassignificant coordination problems and
increased exposure to the risk of discrepanciesirmmhsistencies. This was because ICTR



did not establish adequate lead times to allowréugiired preparatory time for translation
work and to ensure that target delivery dates &muesting Sections/Units were met. In
addition, LSS did not provide requesting Sections##&Jwith updates on the status of the
translation work and expected completion date difly translated documents, which impeded
their planning for subsequent tasks.

 Some of the revision and proofreading activitiesevkandwritten on printed documents,
instead of making changes and comments directth@rlectronic versions of the documents
being revised or proofread. This process took nstadf time to incorporate revision and
proofreading changes made, and increased the expimstisk of errors and further delays.

(4) ICTR should conduct periodic quality control reviews at suitable intervalson a sample basisto
assur e the quality of services provided by the Language Services Section.

ICTR accepted recommendation 4 and stated thatLSSwill use consultant revisersto carry out periodic
quality control reviews, in addition to the control carried out by in-house revisers. Recommendation 4
remains open pending receipt of evidence that geriquality control reviews are being conducted at
suitable intervals to assure the quality of sewvipevided by LSS.

(5) ICTR should strengthen coordination between the Language Services Section and the
requesting Sections or Units by establishing lead times and setting target dates for the return
of trandated documentsto facilitate planning and ensur e efficient use of resour ces.

ICTR accepted recommendation 5 and stated that LSS is in the process of requesting all concerned
partiesto ensure that the Section is contacted in advance so as to have adequate time and clearly agreed
deadlines for trandation. Recommendation 5 remains open pending receiptidéree of strengthened
coordination between LSS and the requesting SectolJnits.

(6) ICTR should ensure that revison and proofreading activities are conducted using electronic
versions of documentsto enhance the efficient use of resour ces and quality of work.

ICTR accepted recommendation 6 and stated that LSS has started using electronic versions of
documents for proofreading and should ensure within the next quarter that revision is also done
electronically. Recommendation 6 remains open pending receipt ddepge that revision and
proofreading activities are being conducted uslegteonic versions of documents.
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ANNEX |
STATUSOF AUDIT RECOMMENDATIONS

Audit of language servicesin the International Criminal Tribunal for Rwanda

REEC: Recommendation e /2 Cé Actions needed to close recommendation Implemen}atlon
no. I mportant (©) date

1 ICTR should ensure that adequate staff with [thaportant C Action completed. Implemented
requisite knowledge and skills are provided to the
Language Services Section to ensure timely
provision of translation and revision services.

2 ICTR should ensure that the Language Servidesportant @) Receipt of evidence showing that tratish | 30 June 2014
Section takes measures to reduce delays |and work is being completed within the established
complete translation work within the established rates.
rates.

3 ICTR should ensure that the Language Servidesportant @) Receipt of evidence showing that alle 80 June 2014
Section records all the necessary data in |the necessary data is being recorded in |the
translation document management and corjtrol translation document management and control
system to strengthen monitoring and enhance system to strengthen monitoring and enhance
performance measurement. performance measurement.

4 ICTR should conduct periodic quality contjolmportant @) Receipt of evidence showing that peciqd30 April 2014
reviews at suitable intervals on a sample basis to quality control reviews are being conducted| at
assure the quality of services provided by the suitable intervals to assure the quality |of
Language Services Section. services provided by LSS.

5 ICTR should strengthen coordination between |thaportant @] Receipt of evidence supporting stremggia | 30 June 2014
Language Services Section and the requesting coordination between LSS and the requesfing
Sections or Units by establishing lead times and Sections or Units by establishing lead times and
setting target dates for the return of translgted setting target dates for the return of transldted
documents to facilitate planning and enspre documents to facilitate planning and enspre
efficient use of resources. efficient use of resources.

! Critical recommendations address significant angéovasive deficiencies or weaknesses in govemaigk management or internal control processes) s
that reasonable assurance cannot be provided megdhe achievement of control and/or businessativjes under review.

2 Important recommendations address important @efites or weaknesses in governance, risk managememeérnal control processes, such that reasenabl
assurance may be at risk regarding the achieveofienintrol and/or business objectives under review.

3 C =closed, O = open

* Date provided by ICTR in response to recommendatio




STATUSOF AUDIT RECOMMENDATIONS

Audit of language servicesin the International Criminal Tribunal for Rwanda

ANNEX |

Recom. Recommendation Stz /2 Cé Actions needed to close recommendation I mpIemen}ann
no. I mportant (©) date
6 ICTR should ensure that revision and proofreadingmportant @] Receipt of evidence showing that revisand| 30 April 2014
activities are conducted using electronic versiags proofreading activities are being conducted
rces using electronic versions of documents.

documents to enhance the efficient use of resou

and quality of work.
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MANAGEMENT RESPONSE

APPENDIX |

Audit of language servicesin the International Criminal Tribunal for Rwanda

g Title of :
REE Recommendation Gt ) /2 PUEEERIE? responsible ETE Client comments
no. I mportant (Yes/No) individual date
1 | ICTR should ensure that adequate staff I mportant Yes 1. Chief of Implemented ICTR has continued to ensure that the
with the requisite knowledge and skills Language required number of staff allocated to
are provided to the Language Services Services the Language Services Section is
Section to ensure timely provision of Section. adequate and with the necessary
trangdlation and revision services. knowledge and skills.  Furthermore,
2. Chief of the budget proposal for 2014-2015 has
Human aso taken this consideration into
Resources & account and as a result there are no
Planning posts scheduled for abolition in 2014.
Section. Provision for temporary assistance is
aso foreseen should the workload
3. Chief of exceed the current projection.
Finance &
Budget
2 | ICTR should ensure that the Language I mportant Yes 1. Chief of 30 June 2014 LSS has adopted measures to reduce
Services Section takes measures to Language delays in trandation work. These
reduce delays and complete translation Services include maintaining the required
work within the established rates. Section. number of translators, outsourcing
trandation and acquiring a document
2. The management and control software.
Procurement
Officer
3 | ICTR should ensure that the Language I mportant Yes 1. Chief of 30 June 2014 The head of documents control
Services Section records al the Language terminology and reference unit is
necessary data in the trandation Services undertaking a weekly verification of
document management and control Section al data entry systems. More suitable

system to strengthen monitoring and

software is being acquired to improve

! Critical recommendations address significant and/or pervasive deficiencies or weaknesses in governance, risk management or internal control processes, such
that reasonable assurance cannot be provided regarding the achievement of control and/or business objectives under review.

2 |mportant recommendations address important deficiencies or weaknesses in governance, risk management or internal control processes, such that reasonable
assurance may be at risk regarding the achievement of control and/or business objectives under review.




MANAGEMENT RESPONSE

APPENDIX |

Audit of language servicesin the International Criminal Tribunal for Rwanda

1 - Title of :
l?:f' Recommendation | ﬁ;;ﬁ:ln{nz A&C;ptl\leg r'esp'orjsi ble I mple;n;r:atlon Client comments
individual

enhance performance measurement. 2.The on the document management and
Procurement control system capable of capturing all
Officer important steps of transation process.
A proposal has already been received
from the vendor and the necessary

procedure is being followed.

4 | ICTR should conduct periodic quality I mportant Yes Chief of 30 April 2014 LSS will use consultant revisers to
control reviews at suitable intervals on a Language carry out periodic quality control
sample basis to assure the quality of Services reviews, in addition to the control
services provided by the Language Section carried out by in-house revisers.
Services Section.

5 | ICTR should strengthen coordination I mportant Yes Chief of 30 June 2014 LSSisin the process of requesting all
between the Language Services Section Language concerned parties to ensure that the
and the requesting Sections or Units by Services Section is contacted in advance so as
establishing lead times and setting target Sectionin to have adequate time and clear agreed
dates for the return of trandated coordination deadlines for trandation.
documents to facilitate planning and with other
ensure efficient use of resources. Section or

Unit Chiefs

6 | ICTR should ensure that revision and I mportant Yes Chief of 30 April 2014 LSS has started using electronic
proofreading activities are conducted Language versions of documents for
using electronic versions of documents Services proofreading and should ensure within
to enhance the efficient use of resources Section the next quarter that revision is also

and quality of work.

done electronically.




