POCKET GUIDE FOR SUPREME
AUDIT INSTITUTIONS

CONSIDERATIONS ON
RESPONSES TO DISASTER
SITUATIONS

November 2020

Contents
Foreword ................................................................................................................................................. 3
1.

SECTION A: NATURE OF THIS POCKET GUIDE .................................................................................. 4

1.0

Introduction ..................................................................................................................................... 4

1.1

Objective.......................................................................................................................................... 5

1.2

Scope ............................................................................................................................................... 6

1.3

Defined terms .................................................................................................................................. 7

2.

SECTION B: SAI RESPONSES THROUGH DISASTER CYCLE ................................................................ 7

2.0

Disaster management cycle ............................................................................................................ 7

2.1

Pre-disaster Phase ......................................................................................................................... 10

2.1.1
2.2

Disaster Emergency Phase............................................................................................................. 13

2.2.1
2.3

SAI Guidance and Considerations .......................................................................................... 10

SAI Guidance and Considerations .......................................................................................... 14

Post-disaster Phase........................................................................................................................ 18

2.3.1

SAI Guidance and Considerations .......................................................................................... 19

2.4 Stakeholder dialogue ........................................................................................................................... 22
3.

SECTION C: CONCLUSIONS AND USEFUL LINKS ............................................................................. 23

3.0

Conclusion ..................................................................................................................................... 23

3.1

Useful Experiences and other resources ....................................................................................... 24

3.1.1

Useful Experiences................................................................................................................. 24

3.1.2

AFROSAI-E and other Resources available to support disaster related audits ..................... 25

2

Foreword
Due to its wide outreach and disruptive global effect, the COVID-19 pandemic certainly fits the concept of the
“butterfly effect” in the chaos theory1. Having gone through the experience of the Ebola virus, my office has
accumulated significant experience on how to respond to pandemics of a nationwide scale. The COVID-19
pandemic continues to expose vulnerabilities and put to test public financial management systems in many
ways, including their capacity to cope with disaster. While a concerted effort is required and expected to deal
with these vulnerabilities, the role and relevance of the SAIs under disaster situations remains paramount.
Disasters strike with neither consent nor in collusion. While we are still enduring COVID-19, we have some
countries which are in the process of recovering from other recent disasters. At the same time, the unexpected
arrival of another, as yet unknown disaster, cannot be ruled out. The world as we know it today continues to
live within the three-phased disaster cycle of post, current and pre disaster. This is a key driver for the
development of this Pocket Guide for supreme audit institutions (SAIs) considerations on preparedness and
responses to disaster situations by AFROSAI-E and the GIZ Good Financial Governance (GFG) programme.
The Pocket Guide is pitched at a strategic level with an objective to give strategic level guidance to SAIs on
considerations to be taken, when preparing and responding to disaster situations throughout the three phases
of a disaster cycle. It goes on to give prominence to some fundamental audit practices such as remote auditing
and real-time audits, which are not necessarily part of our ordinary style of performing audits. However, during
disaster situations, these styles of audit have become the basic and preferred approach.
Through the issuance of this Pocket Guide, AFROSAI-E and the GIZ GFG programme have empowered SAIs in
the INTOSAI community with yet another tool and opportunity to remain relevant during disaster situations in
a manner which gives value and benefits to the citizens of their countries.
This foreword was written shortly before the Auditor General of South Africa, Mr Kimi Makwetu passed away
on 11 November 2020. We dedicate this Pocket Guide to his memory. He will forever be remembered as a
distinguished and distinctive professional, who led his SAI in the wake of the COVID-19 pandemic to perform
real-time audits and report on the disaster. These actions were highly impactful to the citizens of South Africa
and serve as inspiration to all SAIs.

Lara Taylor-Pearce
Auditor General of Sierra Leone
Chairperson: AFROSAI-E Governing Board

1

Chaos Theory suggests that management should place more emphasis on adaptability, initiatives and entrepreneurial creativity
to cope with a future that is inherently uncertain.
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1. SECTION A: NATURE OF THIS POCKET GUIDE
This Section of this Pocket Guide (the Guide) gives an introduction, the objective and scope of the Guide.
It also gives key definitions used throughout the Guide.

1.0

Introduction

Sub-Saharan Africa is prone to frequent disasters. From 1990 to 2014 it experienced 1 603 reported
disasters, about 18% of the global total. The spread of the disasters was as follows; floods 37%, storm 9%,
epidemic 39%, drought 8%, and other 7%. (Sources: Incidence of Natural Disasters database, EM–DAT;
and IMF staff calculations.).
Governments receive and provide significant aid during disasters and they must be accountable to the
public for the aid. Supreme Audit Institutions (SAIs) play a central role in holding governments to account
by auditing disaster aid, thus helping to limit the impact of disasters and improve the effectiveness,
economy and efficiency of aid. SAIs therefore need to seriously address the issue of preparedness and
response to disasters.
Disasters, both natural and man-made, often occur with little warning and can have significant human,
economic and social impact. This has certainly
been the case with the global COVID-19
pandemic. The rapid spread of the virus has led to
the substantial loss of lives across the globe as
well as severe social and economic disruption.
This has truly put to the test the status of disaster-preparedness by governments world-wide and the
resilience of SAIs in addressing the “audit expectation gap”2 during disaster periods.

Disasters test public financial management (PFM) systems in many ways. Key challenges are likely to
come from (a) reassessing fiscal policy needs and identifying additional financial resources; (b) ensuring
timely availability of funds to service delivery units; (c) tracking, accounting for, and reporting in a
transparent manner the resources deployed for emergency response; and (d) ensuring business
continuity when faced with absences of staff. Governments need to prepare and strengthen the capacity
2

The difference between what the public and financial statement users believe auditors are responsible for and
what auditors themselves believe their responsibilities are
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of their PFM systems to respond to these challenges and SAIs have a responsibility to audit the
strengthened PFM systems before, during and after the disaster.
AFROSAI-E embarked on a research project to determine the level of resilience of SAIs in sub-Saharan
Africa to fulfil their mandate during the COVID-19 disaster.3 The research paper revealed that sub-Sahara
African SAIs encountered several challenges during the pandemic both internally and externally which
negatively affected their level of resilience to disaster situations . To this, the research paper had several
findings and recommendations for SAIs to consider. This AFROSAI-E pocket guide responds to one of the
research’s key recommendations to build the capacity of SAIs to respond to disaster situations.
This Pocket Guide is complimented by other guidance already in existence within AFROSAI-E which
includes manuals on financial, compliance, performance and information systems audits together with
other capacity building material such as research papers and reporting frameworks that are relevant to
disaster responses by SAIs. The AFROSAI-E resources available to support disaster related engagements
are listed at the end of this Guide

1.1

Objective

The objective of this Pocket Guide is to give strategic level guidance to SAIs on requirements when
responding to disaster situations throughout the three phases of a disaster cycle, i.e. pre-disaster, during
disaster (emergency phase), and post-disaster. This includes principal issues in the performance of realtime audits and disaster preparedness audits by SAIs before and during a disaster situation.
3

AFROSAI-E. “SAI resilience in addressing the auditor expectation gap during disaster periods: The case of subSaharan SAIs during the COVID19 pandemic”.2020
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1.2

Scope

The AFROSAI-E research project determined the level of resilience of SAIs in sub-Saharan Africa to meet
stakeholder expectations during the COVID-19 disaster. The research performed a six-way test on SAI
resilience in the following areas: (1) Flexibility in taking decisions, (2) Responsiveness to change, (3) Speed
of effecting changes, (4) Active collaboration with external institutions, (5) Visibility to stakeholders, and
(6) Disruption of availability of Supplies for SAI to function.
The findings of the AFROSAI-E research project indicated that there is a notable expectation gap on the
audit activities which SAIs are expected to perform during the COVID-19 pandemic and as such the
findings have influenced the scope of this Pocket Guide. During the pandemic, for several reasons, both
internal and external, SAIs have not been able to perform COVID-19 specific and related audits. Most of
the internal reasons why SAIs could not meet stakeholder expectations during the COVID-19 pandemic
could be traced back to their low levels of resilience to disaster situations as institutions. The key findings
of the research highlighted are below and if addressed, can enhance the value and benefits of a SAI during
a disaster period.
•

In the past seven years, a considerable number of SAIs did not perform any disaster preparedness
audits on their governments despite the susceptibility of sub-Saharan Africa to disasters.

•

Although SAIs understand the concept of disaster-related audits, disaster preparedness is still not
clearly understood.

•

Despite stakeholder expectation for SAIs to perform audits and be visible during the COVID-19
disaster, many SAIs have not performed any such audits.

•

Some SAIs did not demonstrate flexibility, including during the COVID-19 period, and had no plans
to perform information systems audits during and after the COVID-19 disaster,

•

Some SAIs have put in place appropriate measures for proper risk and crisis management
plans/procedures during the disaster to appropriately respond to the new risk environment and
ensure business continuity as their work must be considered essential during the pandemic.

Based on findings and recommendations of the research carried out by AFROSAI-E, relevant ISSAIs include
INTOSAI-P12, ISSAI 100, GUID 5330 and other international good practices. The scope of this Pocket Guide
is therefore confined to the provision of guidance and considerations to SAIs on preparing and responding
to disaster situations before, during and after the disaster.
To avoid duplication, this Pocket Guide does not cover the detailed audit tools such as the AFROSAI-E
Public Finance Management (FMF) Reporting Framework tool, programmes and stages of an audit i.e.
planning, execution, reporting and follow-up, as these are adequately covered in the respective ISSAIs
when read together. Users should therefore refer to these for specific detailed guidance.
The Pocket Guide is principles based, allowing SAIs to exercise professional judgement based on the
situation and circumstances of each disaster and disaster phase. This is in recognition of the fact that
6

disasters come in different forms with different impacts on governments, environment, societies and
SAIs. Developing a rules-based approach may not be in line with the purpose of this Pocket Guide.

1.3

Defined terms

In this Guide, unless the context indicates otherwise and in line with GUID5330,
“Disaster” means a serious disruption of the functioning of a community or a society at any scale due to
hazardous events interacting with conditions of exposure, vulnerability and capacity, leading to one or
more of the following: human, material, economic and environmental losses and impacts.
“Disaster management” means the organisation, planning and application of measures preparing for,
responding to and recovering from disasters.
“Disaster-related aid” means disaster-related aid covers aid provided to fund disaster preparedness
measures or activities as well as aid provided to help people who are victims of a natural disaster or
conflict to meet their basic needs and rights.
“Emergency” means a serious situation or occurrence that happens unexpectedly and demands
immediate action. In the context of the disaster management cycle this is the phase when the disaster
strikes and includes recovery, relief, national, and international response activities.
“Disaster risk reduction” means disaster risk reduction is aimed at preventing new and reducing existing
disaster risk and managing residual risk, all of which contribute to strengthening resilience and therefore
to the achievement of sustainable development.

2. SECTION B: SAI RESPONSES THROUGH DISASTER
CYCLE
This Section of the Pocket Guide gives guidance and considerations on how SAIs can prepare and respond
to disaster situations before, during and after disaster situations at a strategic level.

2.0

Disaster management cycle
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The resilience of SAIs to disaster situations largely depends on their preparedness and ability to respond
with the right interventions at each phase of the disaster management cycle i.e. pre, during and after
disaster phases, enabling the SAI’s business continuity until the next disaster4.

Mitigation &
Prevention

Post-disaster

Reconstruction:

activities

Pre-disaster

Risk assessment,
prevention, hazard
mapping, assessing
vulnerability, structural
& nonstructural
mitigation

Rull resumption of
services, plus
preventative measures.
Duration: months to
years

activities

Duration: Longterm
Preparedness
Contingency planning,
early warning,
evacuation, consolidate
preparations for next
disaster

Rehabilitation
Restoration of basic
services and function
Duration: weeks to
months

Duration:
Long-term

National &
International Response
to Emergency

Recovery & Relief
Activities

Search & rescue,
security, food, water,
shelter, clothes,
medicine, trauma care

Individual efforts to
rescue victims &
recover property,
provisions of first aid,
secure supplies

Duration: Short term

Duration: Short-term

Emergency
activities

Figure 1: Disaster Management Cycle and Related Activities (source; Prepared by the SAI of Indonesia)

4

For specific assistance, the INTOSAI Development Initiative provides practical guidance on what, when- and how to
audit during COVID-19 and other relevant technical resources for member SAIs through its COVID-19 web page
(https://www.idi.no/en/covid-19/). INTOSAI’s Policy, Finance, and Administration Committee has recently launched a
dedicated website (www.intosaicovid19.org).
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A hierarchy of auditing standards and guidance within the IFPP Framework are available to give guidance
to SAIs on how to perform audits throughout the disaster cycle.
#

1

INTOSAI Standard/GUID
INTOSAI – P 12 - The Value and
Benefits of SAIs in Making a
Difference to the Lives of Citizens

2

ISSAI 100: Fundamental
Principles of Public-Sector
Auditing

3

ISSAI 5500 Series5 : On audit of
disasters

4

GUID 53306: Guide on Auditing
Disaster Management

Application under this Pocket Guide
The 12 principles in INTOSAI-P 12 guide this Pocket Guide in
developing the value and benefit expectations from SAIs by the
citizens. The principles are applicable to SAI operations before,
during and after a disaster. Complying with the principles helps
manage any expectation gaps.
This guide underscores the principles of public sector auditing
set out by ISSAI 100. In auditing disaster management, auditors
need to refer to the general principles and principles related to
the audit process in ISSAI 100.
Although this series of ISSAIs is due to be superseded by
December 2020. This guide recognises the principles of the ISSAI
5500 series that SAIs need to respond appropriately throughout
the disaster management cycle ensuring continued
transparency and accountability without becoming a bottleneck
to disaster responses.
This guide further consolidates, harmonises, and aligns the audit
of disaster at different phases of the disaster management cycle
per the ISSAI 5500 series and related provisions of ISSAI 100.

SAIs should increase their influence on governments and internally capacitate themselves to ensure that
activities throughout the disaster management cycle of pre, during and after disaster:
•

Limit the impact of disasters and increase preparedness for disaster responses in a cost-effective
manner. This can be achieved by SAIs having influence on governments to enhance their
preparedness for responding to disasters

•

Improve the effectiveness, economy, and efficiency of disaster aid.

•

Have appropriate internal controls and promote accountability and transparency and are
routinely tested.

•

Prevent or reduce fraud, waste, and abuse.

•

Assess the costs and benefits of recovery to ensure infrastructure is resilient to future disasters.
For this SAIs may need to collaborate with other professionals.

SAIs should ascertain the right mix of audit methodologies to be applied individually or in an integrated
manner to provide the expected oversight over the country’s disaster management.

5

ISSAI 5500 “Introduction to the 5500 Series on Disaster Related Aid”; ISSAI 5510” The Audit of Disaster Risk

Reduction”; ISSAI 5520” The Audit of Disaster Related Aid”; ISSAI 5530” Adapting Audit Procedures to Take in to
Account Increased Risk of Fraud and Corruption in Emergency Phase Following Disaster”; ISSAI 5540” Use of
Geospatial Information in Auditing Disaster management and Disaster Related Aid”.
6

Available on; https://www.issai.org
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The following sub-sections of Section B of this Pocket Guide provide strategic guidance on what SAIs
should do in the pre- during and after the disaster phases of the disaster management cycle. This is to
enable them to respond effectively to disaster situations they face.

2.1

Pre-disaster Phase

Figure 2: Pre-Disaster Phase Activities
Before a disaster, governments focus on prevention, mitigation and preparedness measures which are
carried out in preparation for a disaster. The activities include assessing the risk of disaster, installation of
early warning systems, developing and testing response plans, educating the population at risk and taking
necessary actions to reduce the vulnerability of infrastructure to disaster impacts. These activities must
embrace lessons learnt from previous or similar disasters. Pre-disaster activities can be grouped together
as “Disaster Risk Reduction”.

2.1.1 SAI Guidance and Considerations
During this phase, the main guidance and considerations of the SAI are in two forms. Internally, the SAI
should focus on putting in place measures, checks and balances to ensure that when disaster strikes, they
remain resilient as an institution. Externally, in relation to their mandate, SAIs should ensure that they
perform activities which advise government on its level of preparedness to respond to disaster situations.
This includes advocating for an environment that allows for transparency and accountability when
disaster strikes.
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A) Internal environment guidance and considerations
Pre-emptive Capacity Building: SAIs should build their internal capacity in the areas of technical skills and
IT capability and also enhance advocacy in order to access financial resources from government to enable
them to deal effectively with disasters as they occur.
Capacity to work remotely: SAIs should train and capacitate SAI staff to work remotely, accessing office
and government information systems (with appropriate security features built into the systems) to enable
them to audit government PFM systems remotely. This enhances SAI visibility during the disaster.
Capacity to perform special audits: SAIs should build internal capacity to conduct real-time audit7
techniques during performance and compliance audits as the audits are conducted pre, during and post
the disaster. This also includes building internal capacity to conduct forensic audits on activities
conducted pre, during and after the disaster.
Technological adaptability: SAIs should mobilise, prioritising available systems including use of GovTech
tools, to flexibly adapt audit approaches, value-added responsiveness, and drawing on lessons learned to
respond effectively when disaster occurs.

7

Real-time audits require auditors to gather and analyse information in real- time and adapt audit plans and
procedures as soon as needed
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Internal disaster preparedness protocol: SAIs should put in place measures for proper risk and crisis
management plans and procedures to apply these as disaster occurs. These should focus on internal
factors such as protecting SAI staff and ensuring SAI business continuity, and external factors such as
serving SAI auditees.
Self-monitoring and evaluation: On an ongoing basis, SAIs should self-evaluate on how they are
performing in ongoing preparations for disaster responses.
B) External environment guidance and considerations

Disaster preparedness audits: SAIs should conduct regular assessments of their governments’
preparedness to respond effectively to disaster.
Status of SAI during disaster situations: SAIs should convince their government through advocacy that
SAI services be classified as essential services during disaster and that a SAI audit during disaster is not a
hinderance but a way to ensure that aid reaches the beneficiaries. This will enable SAIs to conduct realtime audits even during the emergency phase of a disaster.
Stakeholder collaboration: SAIs should collaborate on an ongoing basis with international stakeholders
and civil society organisations like AFROSAI-E and other SAIs for updates on new developments in
preparations for disaster.
During the Pre-disaster phase, SAIs should coordinate work with accountability institutions. This
includes coordinating their work with other accountability work done by institutions with similar
objectives including internal audit, procurement authority and the anti-corruption authority. This will
provide a more effective basis for strengthening systems and ensuring transparency and accountability.

12

This should include entering agreements / protocols with internal audit to have division of functions. This
collaboration should continue throughout the disaster management cycle.
SAIs have a vital role in ensuring accountability and transparency in the way disasters are managed. This
may include raising awareness of issues including risk reduction, assessing the cost effectiveness of risk
reduction actions and auditing the post-disaster aid and rehabilitation and reconstruction work in a
context where, often, ex-ante controls may not work, standard operating procedures are not in place and
institutional mechanisms are weak.

2.2

Disaster Emergency Phase

Figure 3: Disaster-Emergency Activities
GUID 5330 – Guidelines on Audit of Disaster Management, recognises that activities which take place
once disaster strikes can be emergency or non-emergency in nature and can be carried out at individual,
local, national, and international level. During the disaster/emergency phase there is usually great
uncertainty together with high government and/or donor interventions including spending large amounts
of money with potential lack of coordination accompanied by relaxing controls. Priority during this phase
may be to reach out to the needy and not maintaining controls. In the process, corruption and diversion
of resources may take place. SAI interventions are needed. The risk of fraud and abuse tends to increase,
especially in countries with weak institutions and governance practices. SAI should be prepared to
13

effectively respond and act in this phase. SAI audits in this phase should have preventive and deterrence
roles to those who may want to commit fraud and abuse.

2.2.1 SAI Guidance and Considerations
A) Strategic recalibration of SAI operations during disaster period
The emergency phase of a disaster can bring operational challenges which SAIs should respond to. Audit
operations are usually at less than normal capacity due to the non-availability of staff in SAIs and in
auditees. Evidence collection processes change, work from home and remote conferencing replaces faceto-face meetings, prevent easy access to information and records, eliminate first-hand observations, and
create more exposure to technology problems.
SAIs should have contingency plans to revise their client universe during the emergency phase of a
disaster and be flexible to change plans as disaster strikes. SAIs may consider classifying their clients in
the following categories in response to disaster emergency and plan their audits accordingly:
a) Existing auditees significantly affected by the disaster8,
b) Existing auditees not significantly affected by the disaster,
c) New clients created by and significantly affected by the disaster9, and
Immediate and sustainable availability of resources. SAIs need to build their internal capacity by
enhancing their technical staff skills, embracing technology and ensuring they have the needed financial
resources to carry out the disaster-related audits and at the same time carry out their normal mandate
audits. SAIs also need to be prepared to respond appropriately to the risks of fraud and abuse associated
with the new operating environment of relaxed controls.
SAIs should use information and communication technologies to enhance the efficiency of their audits.
SAIs should ensure these facilities are in place and are used to continue audits seamlessly without
adversely impacting the emergency work. The audit teams working from home should have remote
access to government information systems. Virtual meetings between audit teams and other experts will
help to obtain appropriate audit evidence and communicate audit messages and findings.

8
9

For example Ministry of Health under COVID 19 and EBOLA.
For example Special Funds created by government in response to the disaster, e.g. economic stimulus funds.
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SAIs

should

maintain

effective

communication with key stakeholders.
During the emergency phase, SAIs should
communicate with auditees and other
stakeholders,

including

communicate
safeguards.

needed
This

is

donors

to

minimum
because

the

emergency phase is high risk in terms of
maintaining controls to mitigate fraud
and abuse.

Focus

on

internal

controls

within the PFM system. SAIs
should convince governments
and relevant stakeholders of the
need to maintain controls and
where existing controls are
loosened, proper due process
with appropriate authorisations
must be followed. SAIs should
also consider working closely
with internal audit departments in government and civil society where necessary.
Visibility and technical advisory agility of SAI. Where mandate permits, SAIs should take an advisory role
for introducing agile budgeting, accounting and payment processes to respond to disaster, without
compromising the accountability, independence and oversight frameworks. The SAIs should also maintain
visibility by engaging with auditees and relevant stakeholders such as civil society organisations to gain an
understanding of actions taken to mitigate potential risks of fraud and abuse and manage any audit
expectation gaps.
SAIs should ensure they always protect their professional independence. During a disaster threats to SAI
independence can be high. Reduction in budget allocations for SAIs from governments is one such threat
where SAIs are government funded. SAIs should identify and mitigate all the risks including among other
means by:
(a) Developing a strategy to protect their independence based on a constitutional and legal framework.
(b) Collaborating with other SAIs in the region affected by the disaster to get regional trends on threats to
independence during a disaster and use that to formulate mitigation measures.
(c) Communicating with AFROSAI-E and other credible international organisations that support SAIs
independence.
15

SAIs need to monitor government’s budget execution decisions and actions. SAIs need to keep track of
government decisions that create funding for responding to the disaster. This can be from various sources
including loans, assistance from development partners, donations from the public, among other sources.
The role of SAIs in each source of funding for emergency response needs to be reviewed from a
constitutional and legal perspective. Wherever new funds are being created through government, but
kept outside the SAI mandate, the decisions need to be critically reviewed on whether they are consistent
with the legal framework. While keeping outside the SAI mandate should be discouraged, in some
jurisdictions, governments are able to create funds audited by private auditors (and hence outside SAI
mandate) since there is no public funding from tax revenues.
SAIs need to revisit risk universe and risk assessment. Disaster emergency phase decisions normally
affect the performance objectives of economy, efficiency and effectiveness. SAIs need to take stock of
and identify all changes and assess their impact on the risk universe and assessment. An agile process to
modify the audit plans based on the updated risk assessment can be put in place. It is critical for SAIs to
identify the activities where the traditional audit trail is changed and identify alternative approaches to
review transactions.
B) Performing Audits during a disaster situation

SAIs should enhance their capacity to conduct real-time audits and provide timely report to
government and relevant stakeholders. Real-time audits are typically ex- post audits performed more
immediately after the event to provide inputs for urgent decisions on emergency response activities. SAIs
can use available systems and practices to undertake compliance audits that can add value as the crisis
unfolds. SAIs should also recommend minimum audit trails that should be kept should government
recommend adoption of emergency procedures.
16

In a remote auditing environment, real-time audits can be particularly helpful, for instance in providing
quick feedback on how emergency policies and procedures are working, and close reduce the risk for
fraud and abuse.
Key principles for SAIs to observe during the performance of real-time audits
•

Prioritise safety of SAI audit staff.

•

Raise awareness among stakeholders on the risks of emergency activities based on lessons learnt
from previous disasters.

•

Take advantage of remote audit technology to continue audit operations or initiate real-time
audits on the disaster emergency activities.

•

Secure audit trails on the disaster-related activities through monitoring, documenting and
analysing government and partners’ response activities and interventions.

•

Enhance capacity through sharing of knowledge and experiences on the disaster with other SAIs
where the disaster covers other countries.

•

Consider using big data and data analytics in the performance of the audit.

•

Initiate and continue communicating with key stakeholders and ensure the establishment of
adequate built-in controls and oversight mechanisms in government and partners’ emergency
relief interventions.

SAIs should consider real-time audits of compliance with new disaster-mitigation measures and the
effectiveness of any disaster management measures taken by government and relevant stakeholders.
SAIs should provide government with accountability, transparency and assurance short term reports
based on real-time audits of disaster response activities10. Where SAIs do not have the mandate to audit
such activities, government and the SAI should consider giving the required mandate to the SAI.
Reporting of real-time audits. Under the concept of real-time audits, the SAI assumes almost a
comptroller functions within the PFM system. As a pseudo comptroller, the SAI is responsible for the
independent supervision of the quality of accounting and financial reporting within the PFM system. As
such SAI reporting is very frequent with a brief time lag between performance of audit and issuing of
respective report.
Where SAI mandate permits, SAIs should use pre-audit or ex-ante audit as a tool to mitigate the
inherent risks of emergency operations. This will include audit of the legality of contracts or regulations
before being enforced, thereby contributing to economy in spending during the emergency stage of the
disaster. Rapid pre-audit of disaster activities may include:
(a) prioritised reviews directly related to the disaster emergency activities
10

Examples include; the Australian SAI providing parliament with transparency and assurance on response
management through monthly assurance reviews of COVID 19 related expenditure, and the real-time audit during
the Ebola epidemic in Sierra Leone.
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(b) review of related contracts; and
(c) use of e-communication in receiving and forwarding contract data and documents from and to the
entities subject to audit.
During this disaster phase, SAIs should continue coordinating their work with other accountability
institutions. SAIs need to coordinate their activities with other accountability work done by institutions
such as internal audit, procurement authority and the anti-corruption authority. This will provide a more
effective basis for strengthening systems and ensuring transparency and accountability without
duplicating activities done by entities with similar objectives.
SAIs should remain aware that even during disasters they are expected to be present and visible, assuring
their readiness to respond timely with appropriate audit responses to prevent or early detect fraud, abuse
and waste and enhance accountability. SAIs should be available to assess risks associated with
government interventions and plan audit approaches which appropriately respond to risk. Depending on
their mandate, they may also engage in real-time and ex-ante audits as deemed necessary. SAIs have a
responsibility to always remain independent and to effectively communicate with all stakeholders.

2.3

Post-disaster Phase

Figure 5: Post Disaster Activities

After the emergency disaster phase, post-disaster rehabilitation and reconstruction activities commence.
These are designed to rebuild and restore while exploring opportunities to reduce future disaster risks,
and restore services and the functioning of the economy, affected institutions and societies.
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2.3.1 SAI Guidance and Considerations
SAIs should be prepared to resume regular audit programmes once the disaster ends. These include
commencing audits of the disaster emergency operations. Special attention should be given to audits of
the government’s annual financial statements and to the conduct of prioritised performance audits. As
the situation returns to normal, public resources may be provided to assist with recovery. SAIs have the
responsibility to ensure transparency and accountability in the use of the availed public resources.
Key principles for SAIs to observe during the post- emergency phase
o

Plan compliance, financial, Information systems and performance audits of the government’s
disaster response.

o

Communicate in advance with the auditees to enable them to prepare for the audits.

o

Use the government’s own assessments of the disaster response and build on them.

o

Relate conclusions to the disaster emergency.

o

Develop audit approaches for expenditure from blended-funding sources, i.e. expenditure from
government that is part of the SAI audit mandate together with expenditure from sources not
normally audited by SAI. Private auditors can be engaged to audit funds that are not part of SAI
audit mandate with oversight from the SAI.

o

Leverage technology.

o

Ensure timely audit output, assessing if several short and quick reports (from real-time audits
where appropriate) are more useful than delayed comprehensive single reports.

SAIs should begin planning for the recovery audit during the emergency phase. Planning the audit of the
government’s response to disaster should begin during the emergency phase and continue until audit
work begins during the post-emergency phase. The key considerations should include:
o

Available and required skills of SAI audit staff and actions to be taken to map the skill gap.

o

Leveraging on pre-audit and internal audit work, where possible.

o

Government high-priority programmes in terms of materiality and risk, such as stimulus packages
and distribution of food and medical supplies.

o

Establishing which audits are possible to execute given data availability, missing audit trails,
limited access to data, and which alternate procedures can be considered. Where possible
consider performing real-time audits.

o

Verification mechanisms (i.e. to confirm the eligibility and legality of disaster-related
expenditures, availability of budget, provision of goods and services, and submission of
supporting documents for expenses incurred).

o

Commitment control for post-disaster spending.

o

Disbursement monitoring arrangements (from authorising payments to disbursement of funds
from different sources, including special funds and other off-budget accounts).
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SAIs should have mandate to audit expenditure from blended funding and aid resources. In times of
disaster, governments often create special funds to mobilise donations for emergency response, to which
the public and private entities can contribute. In some countries, since these donations and contributions
do not constitute government revenues, legislative budget oversight and government financial
management controls and processes may not be applied for these special funds. There is concern over
accountability when a SAI’s mandate does not cover the audit of this category of funds by the SAI.
Appointing the SAI (if the SAI has the capacity to do this additional work) to

be the auditor of the

emergency fund, where possible, would significantly enhance the credibility of the oversight. Where the
audit needs to be conducted by a private audit firm, the SAI may be involved by providing oversight,
including over the selection, work and report of the private auditors. In some cases, expenditure may be
incurred on a set of activities financed by both sources (the government budget and emergency funds),
i.e. funds are blended. This can cause ambiguity. In these cases, even if the SAI is not responsible for the
audit of the emergency relief fund, the SAI audit teams should review the expenditure from the blended
sources when they conduct their regular performance audit of disaster expenditures. The SAI should
review the reports produced by the private auditors.
SAIs should ensure auditees are prepared for post-emergency disaster audits. While conducting disaster
audits, the primary auditees are relevant affected ministries11, disaster management agencies, Ministries
of Finance, and other government entities responsible for funding and managing the crises. SAIs should
communicate closely with these entities as well as with parliament on when, how and what to audit so
that SAIs’ audits are conducted smoothly and meet stakeholder expectation.

11

For example for COVID 19 it is the Ministry of Health or its equivalent.
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SAIs should use professional judgment and professional scepticism to arrive at conclusions. The
professional judgment and scepticism of auditors become especially important during performance audits
of the responses to disaster. Audit teams need to understand the overall context of the situation and the
constraints faced by government agencies while executing their responsibilities. Materiality may be
revised depending on situation and circumstances and related risks.
SAIs should observe audit reporting timelines. One of the key limitations in many SAIs is that emergencyrelated audit reports, despite being good quality, are often delayed. The best time for government and
stakeholders to strengthen systems is when the issues relating to disaster are still current. SAIs should
consider the possibility of performing real-time audits and issue quick and brief reports instead of one
comprehensive report, which often can be delayed.
SAIs should categorise disaster expenditures for audit procedures. This will assist in ensuring use of audit
procedures most appropriate to each set of transactions and issues. For example, many inherent risk
factors are associated with key disaster-related aid activities including among others:
o

delays

o

unintended recipients

o

undistributed funds

o

materials, and aid

o

lack of fiduciary controls

o

fraud and abuse

o

poor economy

o

inflation

o

inefficiency and ineffectiveness

o

financial statement risk

o

unrecorded aid

o

assets ownership

o

double funding

o

limited information flows

As a result, auditability, audit timing, and audit questions can be different when addressing the different
inherent risks, which implies different types of audit for different expenditure categories.
SAI auditing of procurements must align with actions taken during the disaster emergency phase.
Procurement plays a key role in public expenditure during an emergency response, and the SAI focus
needs to be appropriately aligned. Audit of procurement processes is a key issue with many interested
parties. SAIs need to be aware of the related high risks of fraud and abuse in procurement during the
post-disaster phase and adjust their audit procedures appropriately.
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SAIs should coordinate work with accountability institutions. SAIs need to coordinate their activities
with other accountability work done by institutions such as internal audit, procurement authority and the
anti-corruption authority. This will provide a more effective basis for strengthening systems and ensuring
transparency and accountability.

After the disaster SAIs should play a key role in reviewing and strengthening recovery efforts, financial
management and governance systems, and government preparedness for future disasters. SAIs need to
retain a comprehensive mandate covering all public funds and resources mobilised in response to the
disaster. They should mobilise and prioritise available systems and make use of GovTech tools to flexibly
adapt audit approaches, value-added responsiveness, and drawing on lessons learned. For timely inputs
to the legislature and the executive, several short and quick reports can be more useful than delayed
comprehensive single reports that may be produced late.
Post the crisis, SAIs need to play a key role in reviewing and strengthening economic recovery efforts,
financial management and governance systems, and government preparedness for future disasters. SAIs
have a role to retain a comprehensive mandate covering all public funds and resources mobilised in
response to the crisis. They should mobilise and prioritise available systems and tools to flexibly adapt
audit approaches, value-adding responsiveness, and drawing on lessons learned from past disasters. For
timely inputs to parliament and the executive to facilitate timely decision making, several short and
frequent reports can be more useful than delayed comprehensive single reports.

2.4 Stakeholder dialogue
Ongoing dialogue with stakeholders including the government, development partners and civil society
organizations is necessary for SAIs to understand the overall response to disaster, the main risks, and how
the SAI can add most value through its audit work. This dialogue with stakeholders needs to be carried
out continuously throughout the stages of disaster as the SAI plans to respond or responds to the
disaster to ensure that the SAI responses are relevant and meet the SAI’s mandate at each phase of the
disaster.
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Dialogue with Government: Through dialogue with government, SAIs need to keep abreast of the
modifications done to the PFM system, such as new emergency approvals and procurement rules. This
will assist in identifying and mitigating potential risk areas.

Dialogue with Parliament: SAIs should highlight and explain to Parliament how swift government actions
increase risks and have potential future consequences. The SAI needs to reiterate the constitutional
mandate of Parliament in holding government to account, in particular with respect to the use of
emergency funds in responding to a disaster. The SAI can provide guidance to Parliament on how risk
areas and explain the usefulness of new audit formats, e.g. real time audits.

Dialogue with Donors: During a disaster and where accountability is weak, the SAI may be requested to
contribute audit various donor-funded projects. When considering such requests, the SAI needs to ensure
such audits do not compromise its capacity to conduct the audits of government funds and its own
independent priorities of risks to audit. The SAI has to consider resource constrains both in the
government and the SAI. Development partners may provide extra audit resources for the SAI, for
example where experts are hired on short term contracts basis for specific assignments and under the
supervision of the SAI.

3. SECTION C: CONCLUSIONS AND USEFUL LINKS
This section gives a brief conclusion and useful links and resources available to support SAI interventions
in all the phases of the disaster management cycle.

3.0

Conclusion

Disasters can bring unprecedented destruction and disruptions within a short space of time and without
any warning, putting significant pressure on governments, the environment (where applicable), citizens
and SAIs. The impact of a disaster is determined by the level of preparedness and resilience of the subject
impacted.
As disaster continues and governments respond, the role of SAIs increases in supporting government
response through enhancing public financial management discipline and ensuring transparency and
accountability. This puts to the test the SAI’s internal preparedness for disaster, for example ensuring the
SAIs’ business continuity and staff well-being when working remotely. It also puts to the test SAIs’
external operations with regards to their constitutional mandate to audit government financial
statements during a disaster.
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SAIs must strengthen themselves internally and appropriately respond to the external environment to be
effective.

3.1

Useful Experiences and other resources

Many SAIs still have a lot of work to do to achieve the required levels of resilience. However, some SAIs in
Africa and globally have been doing excellent work to prepare and in the actual performance of disaster
audits during disasters that can inspire SAIs to take bold steps in strengthening their own role in disaster
management.

3.1.1 Useful Experiences
COUNTRY

SAI AUDIT ACHIEVEMENTS DURING DISASTERS

AFRICA: In Alphabetical Order
Liberia
Liberia
Sierra Leone
Sierra Leone
South Africa
Zimbabwe

SAI Liberia; Audit of the National Ebola Trust Fund (NETF) report: August 1 to October
31, 2014
SAI Liberia, Ebola Emergency Response Project (EERP) management letter: July 1, 2014
to June 30, 2015
SAI Sierra Leone; Report on the Audit of the Management of the Ebola Funds, May to
October 2014
SAI Sierra Leone; Report on the Audit of the Management of the Ebola Funds by the
National Ebola Response Centre, November 2014 to April 2015
The SAI produced a report on COVID-19-related expenditure through the performance of
a real-time audit.
SAI Zimbabwe is finalising a systems audit of the main recipients of COVID 19 donations
in the public sector which included the Ministry of Health and Child Care, Natpharm,
Ministry of Finance, National Civil Protection Fund etc. The audit also reviewed the
procurement regulations and other policies to check whether they were adequate and
watertight enough to cater for emergency situations. The SAI is also planning joint audits
with Internal Auditors from the Ministry of Health and Ministry of Finance whereby they
will visit provinces and districts where COVID 19 donations were disbursed. The audits
are planned for November 2020. These audits will be funded by the Word Bank. In
addition, Word Bank will be releasing USD 5 million. SAI Zimbabwe together with
Internal Auditors from the said ministries will be conducting just in time audits at the
end of each quarter after the disbursement of the funds

OUT OF AFRICA: In Alphabetical Order
Canada
On 28 April 2020, the SAI informed the House of Commons about prioritising COVID-19
audit work and the audit of the Investing in Canada plan. Given current circumstances,
Interim Auditor General informed the Parliament about the delay of all other
performance audits.
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COUNTRY

SAI AUDIT ACHIEVEMENTS DURING DISASTERS

European
Court of
Auditors

The updated version of ECA 2020 Work Programme was published in view of COVID-19
pandemic. ECA has revised its 2020 Work Programme to shift the focus of its work
towards COVID-19-related aspects: it has adjusted the scope, approach and timing of a
number of ongoing tasks and decided to discontinue some tasks initially planned to start
in 2020

Finland

The SAI published a report on the efficiency of state budget use. The report examines
the General Government Fiscal Plan for 2021–2024, the impact of exceptional
circumstances on fiscal planning and government’s response to the situation with the
COVID-19 pandemic, feasibility evaluation of the forecast for economic development in
the near future.
In the current situation, the SAI is committed to ensuring that the citizens can place trust
in a workable external audit function. The SAI has committed itself to making its advisory
role towards parliament and the government remain a key priority. Practices,
procedures and information technology have quickly been adapted as needed. Since the
outbreak of the pandemic, all staff have worked successfully from home. There has been
a core team on site to ensure central support services and infrastructures for the entire
workforce. In this way, the SAI has been able to maintain business continuity at any time
and carry out remote audits even during lockdown. With gradual easing of lockdown
restrictions, the SAI has taken up fieldwork while maintaining social distancing and
hygiene practices as recommended. In conducting its work, the SAI continually engages
with the auditees and proceeds with due respect and care.

Germany

Honduras

The SAI has published a preliminary report regarding the review of the expenditures of
the Permanent contingency commission (COPECO).

New Zealand

The SAI will provide independent review of the Ministry of Health’s management of
personal protective equipment, its adequate supply and distribution during the COVID19 pandemic.

Peru

Since the start of the COVID emergency, the SAI has published 2733 reports of national
and regional audits. This is an illustration of frequent short-term reports being more
useful than delayed long term reports produced at the end of the pandemic.

Portugal

The SAI redefined the priorities of the Action Plan for 2020 to introduce the necessary
adaptations to include various aspects of the impact of COVID-19 ensuring its adequacy
to the resources at its disposal, the imposed limitations, and the need not to put
additional pressure on the entities directly involved in the fight against the pandemic.

United
Kingdom

The SAI published an overview of the UK government’s response to the COVID-19
pandemic with the analysis of several expenditures including health and social care
measures, including service delivery, equipment, testing, services and vaccine
development.

3.1.2 AFROSAI-E and other Resources available to support disaster related audits
#
1

RESOURCE
Research on SAI resilience
during disaster situations

DESCRIPTION
This research was performed to establish the extent of SAI
resilience to disaster during the wake of COVID-19
pandemic. The research was published in July 2020 and has
several policy level and strategy recommendations for SAIs
to improve their resilience.
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2

3

4

5

Crisis, Emergency and Risk This paper gives an overview on the differences between
Communication for SAIs
disasters, crises, emergencies and risks, and the
recommended types of communication response for each of
these. It then includes key communication considerations
for SAIs to create or incorporate into disaster preparedness
plans.
Financial, Compliance,
These are audit manuals that give a step by step approach
Performance & Information
on how to perform diverse types of audits as per INTOSAI
Technology Audit Manuals
standards on auditing
Human Resources Handbook
The handbook is designed to assist SAI HR practitioners on
how to manage human capital in a sustainable way within
the SAI.
PFM-RF Version 2.0
The PFM Reporting Framework is an excel based tool
designed to assist SAIs in verifying the national PFM
system’s readiness to support the Sustainable Development
Goals and ensure disaster preparedness.

Many anti-corruption bodies have published material which can help SAIs identify potential risks which
could be built into disaster related audits.
•

•
•
•

Transparency International: Public procurement during states of emergency: minimum
requirement to ensure the integrity of contracts awarded during crises 2020,
https://www.transparency.org/news/feature/corruption_could_cost_lives_in_latin_america
s_response_to_the_coronavirus
World Bank Blog: “Getting government financial management systems Covid-19 ready”,
https://blogs.worldbank.org/governance/getting-government-financial-managementsystemsCovid-19-ready?cid=ECR_LI_worldbank_EN_EXT
U4 Anti-Corruption Centre: “Corruption in the time of Covid-19: A double-threat for low income
countries”, https://www.u4.no/topics/Covid-19-and-corruption/basics
OECD blog on Covid-19: https://oecd-development-matters.org/tag/coronavirus/
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