United Nations @ Nations Unies

UNITED NATIONS ASSISTANCE MISSION IN AFGHANISTAN
UNAMA
Tel: +1-212-963-2668
Fax: -1-212-963-2669

Office of the Special Representative of the Secretarial-General

24 April 2012

To: Ms. Eleanor T. Burns

Chief, Peacekeeping Audit Service %
Internal Audit Division, OIOS_ ; -

From: /6,./.\/1r‘ Jan Kubis |
Special Representagive of the Secretary-General

United Nations Assistance Mission in Afghanistan (UNAMA)

Subject: Assignment No.AP2011/630/03- Audit of air operations in
UNAMA

Reference: Your IAD 12-630-311, dated 10 April 2012.

1. I take this opportunity to thank you for the subject audit observations
forwarded to me, and the opportunity to respond to the observations on air
operations in UNAMA.

2. Please find the Mission’s response provided to in the attachment, Annex 1.

3. Should you require further information or clarification. Please do not
hesitate to contact my office.

Best Regards.

ce: Ms. Stephani .. Scheer, Chief of Mission Support, UNAMA
Mr. Christopher Fathers, Chief Technical Services, UNAMA
Mr. Valentin Gatzinski, Chief of Staff, UNAMA
Mr. Timothy Crowley, Senior Administrative Officer, UNAMA
Ms. Amy Wong, Programme Manager, Internal Audit Division, OIOS



ANNEX I
AUDIT RECOMMENDATIONS

Audit of air operations in UNAMA

Critical'/ o Title of :
Ree: Recommendation important’ Ascepted: responsible Imptementation Client comments
no. (Yes/No) ASs e date
individual
1 UNAMA should ensure that there are | Important | Yes CAVO 30 June 2012 UNAMA- 23 April 2012.

adequately trained aviation staff members
assigned to regions with the requisite tools
to perform their functions effectively.
Also, all aviation staff should receive the
necessary specialized training to keep their
skills up-to-date.

1. UNAMA Aviation Section is in the
process of developing a comprehensive
database to capture all training attended
by staff members within specific
periods. This will assist in assessing the
additional training needs of each
individual involved in air operations
related activities and should assist to
ensure staff are given training

. opportunities commensurate to their

_ duties and responsibilities. This
database will be completed by 30 June
2012 and updated monthly thereafter.

2. Two refresher courses in aviation
related topics are planned for this year,
as well as instruction on fire safety. The
first refresher training in line with this
plan was conducted from 3- 5 April
2012 for selected flight coordinators. A
second training session is planned from
4 - 6 September 2012 for personnel who
did not participate in the first session.

6 September 2012

3. UNAMA will utilize air operations

! Critical recommendations address significant and/or pervasive deficiency or weakness 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 Important 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.
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mo.

Recommendation

Critical'/
m..:::.a:_m

Accepted?
(Yes/No)

Title of
responsible
individual

Implementation
date

Client comments

31 December 2012

qualified staff to provide at least the
minimum required training in-house. If
possible, this training will be
supplemented by IATA facilitated
specialized courses (Flight Operations
Management and Station Ground
Handling Management).

UNAMA should limit the number of
special flights by: (a) strengthening the
procedures over approving additional
flights; and (b) ensuring that staff
traveling for training and other reasons
make use of regular scheduled flights,

Important

Yes

CAVO

01 May 2012

UNAMA- 23 April 2012,

1. All Special Flight Requests (SFR)
will be subject to enhanced screening
by both the Chief Technical
Compliance and Chief Air Operation
Center before presentation to CAVO,
CTS and CMS for final determination.
This refined process will be in place by
01 May 2012,

2. Staff traveling on training and for
other official business currently utilize
regularly scheduled UNAMA flights
when this is seen as the most effective,
direct and economical means of
transport, and it fits in with the training
/official business schedule needs. On
some occasions commercial travel is
seen as the most viable least costly
travel means , also taking into account
DSA entitlements, as the UN shuttle to
Dubai only operates three times a week.

UNAMA should coordinate with the
Afghanistan Civil Aviation Authority to
repair the taxiway and remove the
disabled aircraft parked near the UNAMA
helipad in Mazar-e-Sharif.

Important

Yes

CAVO

Mazar

31 Aug 2012

UNAMA- 23 April 2012,

1. The repairs to the taxiway will be
completed within two weeks. In any
event, UNAMA air operations
specialists do not believe the erosion of
the patch of concrete poses any real
threat to our rotary wing aircraft .




Rec Critical / Accepted? Title of Implementation
i Recommendation important’ Pt responsible p Client comments
no. (Yes/No) A date
individual
2. Suggested flight pattern during
takeoff and landing have been reviewed
and explained to the Helicopter Crew in
Mazar as a means of avoiding flying
close to the disabled aircraft. In addition
initial contact with the MAZAR Airport
Manager has been established with
regard to moving/removing the disabled
aircraft.
4. UNAMA should ensure that aviation fire | Important Yes CAVO 31 Aug 2012 UNAMA- 23 April 2012.
safety risks during aviation operations are Fire Safety
adequately mitigated by developing fire Unit UNAMA aviation section will

safety plans and providing adequate
firefighting capacity.

coordinate with the Fire Safety Unit in
the mission to mitigate risk at UNAMA
owned HLS. These actions will include
the following:

- The number of fire extinguishers will
be increased and fire protection clothing
issued;

- Continuous fire safety, prevention and
fighting training will be provided and
the frequency of visits by both air
operations and fire safety unit
increased.

A fire safety plan for HLS has been
provided..
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INTERGFFICE MEMORANDUM MEMORANDUM INTERIELR
OFFICE GF INTERNAL OVERSIGHT SERVICES BUREAU DES SERVICES DE CONTROLE INTERNE

INTERMNAL AUDIT DIVISION DIVISION DE L AYUDIT INTERNE

CONFIDENTIAL

Mr. Jun Kubis are 10 April 2012
Special Representative of the Secretarv-General

United Nations Assistance Mission in Afghanistan (UNAMA) rEPERnE  1IAD: 124630-311
Eleanor T. Burns. Chief gl

Peacekeeping Audit Service
Internal Audit Division. QIOS

Assignment no. AP2011/630/03 — Audit of air operations in UNAMA

Overali results relating to effective management of air operations in UNAMA were partiaily
satisfactory; however management has yet to initiate necessary steps to address all identified
issues

1. Attached please find the craft report on the above-mentioned audit. The draft report has
taken into consideration the comments provided on the detailed audit results. We would
appreciate receiving your comments by 25 April 2012.

2. Please provide an action plan with a target date and the title of the individual responsible
for implementation of recommendations ! to 4 as indicated in the attached form {Annex ).
Comments provided on the detailed audit resuits indicated that recommendations 3 and 4
have not been accepted. In OIOS’ opinion however, these recommendations seek to address
important risk areas. We are therefore reiterating them and requesting that you reconsider
the initial response based on the additional information provided in this report. Unaccepted
recommendations must be supported with appropriate rationale for acceptance of underlying
risks. Unaccepted recommendations may be escalated as necessary up 1o the level of the
Secretary-General for reconsideration.

B In terms of General Assembly resolution 59/272, a Member State may request that the
final audit report be made available. It is therefore important that we receive YOUr comments
prior to finalizing the report. Pursuant to General Assembly resolution 64/263. OlOS will include
your response to this draft report as an appendix to the final report.

cc: Ms. Stephani L. Scheer, Chief of Mission Support. UNAMA
Mr. Christopher Fathers, Chief Technical Services. UNAMA
Nir. Valentin Gatzinski. Chief of Staff. UNAMA
Mr. Timothy Crowley, Senior Administrative Officer, UNAMA
Ms. Amy Wong, Programme Officer. Internal Audit Division. OIOS




CONFIDENTIAL: DRAFT AUDIT REPORT FOR COMMENTS

CONTENTS
Peage
. BACKGROUND i
1. OBIECTIVE AND SCOPE 1-2
HI.  AUDIT RESULTS 2-6
A. Project management 3-4
8. Regulatory framework 4-5
C. Safety and security programmes 3-6
V. ACKNOWLEDGEMENT 6

ANNEX | Audit recommendations



CONFIDENTIAL: DRAFT AUDIT REPORT FOR COMMENTS

Audit of air operations in UNAMA

L. BACKGROUND

L. The Office of Internal Oversight Services (OI0S) conducted an audit of air operations in the
United Nations Assistance Mission in Afghanistan (UNAMAL

2. In accordance with its mandate, OIOS provides assurance and advice on the adequacy and
effectiveness of the United Nations internal control system. the primary ohjectives of which are to ensure
{a) efficient and effective operations: (b} accurate financial and operational reporiing: {(¢) safeguarding of
assets; and (d} compiiance with mandates. regulations, and rules.

3. The Aviation Section provides air support 10 UNAMA's operitions. UNAMA’s aviation fleet
includes five fixed-wing and six rotary-wing aircraft. The air assets are used 10 transporting passengers.
cargo. aero-medical evacuations. and back-up for search and rescue operations. In 2010 UNAMA
transported 22,681 passengers and 452 metric tons of cargo. and in 2001, 28,310 passengers and 349
metric tons of cargo. The air asset utilization rate in 2010 was 92.9 per cent and in 2011 was 93.2 per
cent. There are 10 airfields and 25 helipads designated o+ frequently used landing sites. In addition, there
are over 1) landing sites that are periodicaliy used.

4. The Aviation Seciion is headed by a Chief Aviation Of¥icer at the P-4 level who reports to the
Chiet of Mission Support through the Chief Technical Services. The Chief Aviation Officer is supported
by a team of 35 staff including five international staff, four United Nations volunteers. four national
professional officers and 22 national staff. The Asviation Section is comprised of the Air Operations Unit.
the Air Terminal Unit and the Technical Compliance Unit. The Aviation Safety Unit is headed by a
Mission Aviation Safety Officer (MASO) who reports directls o the Chief of Mission Support, and is
assisted by a National Aviation Safety Officer.

3. Flight operations i UNAMA have significantly increased simce 2010 due to high security
concerns for read transportation. UNAMAs flight hours increased from 3.766 in 2009 to 5.626 in 2010
and 6.782 hours in 201 1. UNAMA s & operations alleited budget of the financial yvears 2010 and 2011
was $43.6 millic: and $101.1 million. respectively.

6. Con  provided by TN AMA are incorporated in italics.
il OBJECTIVE AND SCOPE
7 The zudir of air operations was conducted to assess the adeguacy and effectiveness of UNAMA

governance. rizh management and confrol processes in providing reasonable assurance regarding the
effective management of air operations.

8. The audiz was inciuded in the 2011 OIOS risk-based work plan due 1o the high risk nature of air
operations in peacekeeping missions.

9. The key controls tested for the audit were: {(a} project management: (b) regulatory framework:
and (c¢) safety and security programmes. For the purpose of this audit, OIOS defined these key controls as
follows:
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(a} Project management - controls that provide reasonable assurance that there is sufficient
project management capacity in the Aviation Section o effectively manege air operations 1o
achieve the Mission's mandates.

(b} Regulatory framework - controls that provide reasonable assurance that policies and
procedures exist and are implemented to effectivelv manage air operations.

{c) Safetv apd security programmes - controls that provide reasonable assurance that
requisite safety and security programmes are implemented by the Mission te ensure the safety of
stafl. passenyers and assets.

10. The key controls were assessed tor the control objectives shown in Table 1.
i OIOS conducted this audit from October 2011 to Januar: 2012 The audit covered the period

from | January 2010 to 31 December 2011.

12. OIOS conducted an activity-level risk assessment 1o identify and assess specific risk exposures,
and to contirm the relevance of the selected key controls in mitigating associated risks. Through
interviews. analytical reviews and tests of controls, OI(S assessed the existence and adequacy of internal
controls and conducted necessary tests to determine their e ctiveness. I ield visits were made to regional
offices in Mazar-e-Sharif and Herat.

IIl. AUDIT RESULTS

[3. In OIOS” opinion, UNAMA governance. risk manas
partially satisfactory in providing reasonable assurance re

‘ment and control processes examined were
varding the effective mapagement of air

operations.
Tubie 1: Assessment of key controls
T TReemeic T Comie
Efficientand | Accurate Safeguarding | Compliance 2
_ effective | financial and | of assets - with i
_ operations | operational § I mandates, ‘
| reparting | regulations |
_____ il o r . and rules 0
| Effective {a) Project Partiaity
management of | Management
air operations {b) Rezuluton
. framework
{c) Safety a |
e ol rogrammes | Y e L]
14, UNAMA developed aviation support plans that were up-dated to ensure adeguate logistical

support to UNAMA’s operations. However, regional staff members assigned aviation tasks needed further
training and tools to perform their functions effectively. The scheduling of special flights, when
alternative options are available. needed to be discontinued. Potential risks to fanding and departing
aircraft at Mavar-e-Sharif needed to be mitigated.

15 OIOS made four recommendations to address the issues identified in this audit. UNAMA
indicated that it accepted two recommendations and is in the process of implementing them. OJOS

(2]
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reiterates the remaining recommendations 3 and 4 that UNAMA develop action plans 1o satisfactorily
address aviation hazards at the helipad in Mazar-e-Sharif and fire safety risks at locations not supported
by the Afghanistan Civil Aviation Authority.

A.  Project management

Support plans were develaped and updated during 2010 and 2011

l6. [he Aviation Section developed and updated aviation support plans for the years 2010 and 2011
in line with the Mission’s operationai pian for logistical support and its mandated aviation tasks. Annuzl
work plans are derived from the aviation support plans that outlint ‘he tasks and expecied
accomplishmients for each sub-unit. These plans were reviewed periodicaliy by the Chief Aviation Officer
ta ensure effective implementation.

i7. The Department of Field Support in its 2011 aviation safety assistance visit report stated that
UNAMA's staffing resources in the Aviation Section were inadequate at the current approved level of 36
posts. To address this, seven staff from other sections were loaned to the Aviation Sectiorn. However,
these staff’ did not have the requisite skills to adequately support air eperations. For example. at regional
locations, security and administrative staff were assigned responsibilities  such as  providing
meteorological updates and firefighting. Also. in Mazar-e-Sharii 1nd Herat. an Aviation Assistant was
performing multiple tasks. many concurrentiy. including pre-tlight briefings to crew members.
meteorological updates, overseeing refueling ¢! aircra‘t, checking-in passensers and handling cargo.

18. Due to inadequate meteorological equipmicn:. staf? relied on the internet. weather forecasts from
air traffic control. and/or personal judgment for forecastine westher conditions. Secondary weather
formation may be inaccural lated exposing the Mission 1o aviation hazards. The Chief Aviation
Officer stated that 35 poral 21 stations have been purchased for field offices to ensure accuracy of
meteorological data fo

Lack of adequate training for aviation

19 Avittion st s i reveive an-the-job and developmental aviation training. However. 12 of 38
staff (42 por contt ussigned responsibifities for air operations did not receive training on handling of
dangercus coods, aviation refresher coures and other specialized aviation training.

20. A trainine needs assessment to determine specific training requirements for staff had not been

prepared. The « el Aviation Oficer stated that budget cuts had adversely affected the annuai training
programme for aviation staff, and that a training needs assessment was planned for 2012,

; (1) UNAMA <hould ensure that there are adequately trained aviation staff members avgsignedw

to regions witk the requisite tools to perform their functions effectively. Also, all aviation
staft should receive the necessary speeialized training to keep their skills up-to-date.

| SR =" =

25 UNAMA indicared that it accepted recommendation 1. and stated thar air operation
representatives are being given the necessary tools to perform their duties effectively, and there are pluns
o increase cross-training at the provincial office level to empower more staff 1o assist in air operaiions.
Also. a database to capture trainings attended by staff is being developed 1o assist in assessing the
training need. of staff’ For 2012, two refresher courses and nwo in-house specialized courses would be

ed
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organized. Recommendation 1 remains open pending receipt of evidence that adequate training and tools
lmu. been provided to staff working on air operations to enable them te perform their functions
effectivelv,

Processing of special tlight requests needs 1o be strenethened

22 Special flight requests are prioritized based on urgency, nature of activity. requirement and

destination accessibility. UNAMA processed 237 special flight requests to suppert the reconciliation
process, joint missions to field otfices and security assessment visits. as well as 1o facilitate staff
movement from Kabul to the regions. A review of 30 special flights identified inefficiencies of about
$315.360. as follows:

o  Obsolete and damaged information and comimunication equinment was air-Hfted from Mazar-c-
Sharif to Kabul costing about $42.000. Transportation by ¢ which is possible taking into
consideration the security situation. would cost about §1.401

e Seven special flights were operated at a cost of $274.680 for staff travelling for training in
Kabul, returning to the duty station. or procecding to other missions after leave. Staff training
and movement of staff should have been scheduled to coincide with regular scheduled flights.

(2} UNAMA should Ilimit the number of spemal flights bv- (.a} ctre{affthemng the procedures
over approving additional flights; and (b) ensuring that staff traveling for training and
other reasons make use of regular scheduled flights.

e PR AR J

23. UNAMA indicated that it accepted recornen
are subject to serious screening cmd are presently scru w the MASQ and the Chief of Technical
Services, hefore being appro *the Chief of Mivs: . OLOS identified cases where special
flights were undertaken the adhere to the \,..tc,rm established by UNAMA. OIOS reiterates its
the number of special flights by ensuring that regular scheduled
i as training.

cnd stated that all special flight requests

8. Regulatory framework

“ces mrovided to other agencies

Delavs in

o5t recovery of avial

24, During 2010 and 2011, UNAMA provided air transportation services on a cost reimbursable basis
to members of thic United Nations Country Team. non-government organizations and other agencies
valued at §16 : There were delays of up 10 seventeen months in recovering the cost of air
transportatios ces pr awdv I. For example. as of 31 December 2011, cight cases totaling $518.061
were outstan Pwo of them, totaling $338.426, were subsequently absorbed by the Mission. as they
were re-classilicd as mandated activities. For four cases. recoveries of $163.841 were affected by the end
of January 2012, and the remaining two cases totaling $13,794 were still outstar,dlrw UNAMA advised
that in March 2012 it has started indicating dates (three weeks from the date of invoicing) for which
pavments should be made. Aiso, a staft menber has been ass :gned to reconcife the data on cost recovery
with actual recoveries. OlOS assessed that the new procedure was satisfactory.

Search and rescue plan (SAR) was not updated since June 2009

25, In june 2009. the SAR plan was developed by the Aviation Section in consultation with the
international Security Assistance Force (led by NATO). The SAR exercise was conducted in November
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2016; however, due to inadcqualc staffing resources. the plan was not updated to reflect lessons learmed
from the exercise. Also, due to a change in the fleet composition and rotation of the International Security
Assistance Force swaff in Afghanistan, important fleet data and staff members’ contact details were
outdated. UNAMA udvised that the plan had been up-dated as @ resuit of previous exercises. 0OlOS
verified that the SAR plan had been up-dated as required.

C.  Safety and security programmes

Taxiway adiacent to UNAMA helipad in Mazar-e-Sharif needs immediate repair

26. in Mazar-e-Sharif the oid taxiway adjacent to the new UNAMA &+ erminal and helipad had
ditches with loose gravel which may be hazardous to the safety of passengers and air assets. Also,
contrary to the DES Aviation Safety Manual. a disabled aircraft was px i close to the taxiway.

i (3) UNAMA should coordinate with the Afohamstan Civil Aviation A z*thorlt» to repair the
taxiway and remove the disabled aircraft parked near the UNAM A helipad in Mazar-e- |
Sharif.

______ — s m ———— — =R e =R iwd il —

27. UNAMA indicated thar they did not accept recommen
lunding site in Mazar-e-Sharif was in accordance with DFS aviorion standards. It has been checked by
the Chief Air Terminal Unit and MASO and the risks associated it the identified hazards are assessed
as low. Nonetheless, UNAMA will write 1o the Afghanistan Civil Aviation Authority regarding the
disabled aircraft, but UNAMA cannot enforce its removal. In OI0S” view. in addition to corresponding
with the Afghanistan Civil Aviation Authority on the removal of the disabled aireraft. the condition of the
taxiway next to helipad should also be brought to its ate 1. even though UNAMA considers it a low
risk. OIOS reiterates its recommendation that UNAM : that the Afghanistan Civil Aviation

Authority is informed of the poieniial risks on the Muazar-¢-Sharif taxiway that need to be adequately
mitigated.

dation 3. and stated that the helicoprer

Aviation fire safety risks during i1 operations were not adeguately mitigated

28. For §i
Aviation »&u i ¢
ai some airfiet d'»fneizpad%

{ o the rescue and firefighting services of the Afghanistan Civil
Security Assistance Force. UNAMA provided fire extinguishers
4. Herat and Mazar-i-Sharif for use by its staff as a fire safety
measure curing the refueling of ireratt and engine start-up. At Kabul. the UNAMA Aviation Fire
Marshal provided fire safety eoverage dm’mg refueling of aircraft. but no appropriate fire fighting gear
and protectis e <lothing. Also. the fire safety coverage at regional offices was not done for fire prevention
due 1o the wor 0f tasks assizned 1o the one person available during aircraft larding and departure.

29, Moreosor. fire saten plans for nine airfields used by UNAMA aircraft were not deveioped to
ensure procudies were in place to mitigate aviation fire safety risks.

(4} U\TAMA; should ensure that .ul.atwn fire safety risks darmg aviation operations are
| adequately mitigated by developing fire safety plans and providing adequate firefighting
capacity. !

30. [INAMA indicated thai it did not accept recommendation 4 and stated that it relied on the rescue
and firefighting services of the Afghanistan Civil Aviation Authority and the inte rnational Security
Assistance Force. For UNAMA aircraft tasked (o non-permanent helicopter landing stations where there
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is no firdfighting equipmeni, advance arrangements are made through the regional office to make fire
extinguishiers available at the landing site wntil the aircraft leaves. UNAMA also confirmed that the
Aviation Sajety Unit is in the process of developing emergency response plans for the regions. in which
Jire safety plans will be incorporated In OIOS™ view. UNAMA needs to ensure that there are adequate
fire safety measures in place for arriving and departing aircraft. An additional staft member assigned to
assist in the various tasks required during arrival and take-off of aircraft may mitigate the risk of damage
to persons and property in the event of a fire. Moreover, all UNAMA personnel responsible for the fire
safety coverage during refueling aircraft need to be provided with standard protective clothing, OIOS
reiterates its recommendation that UNAMA ensure that aviation fire safety risks are adequately mutigated.

V. ACKNOWLEDGEMENT

31. OIOS wishes to express its appreciation to the Management and staff of UNAMA for the

assistance and cooperation extended to the auditors during this assignin
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