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suerrcr Assignment No. AP2009/632l02 -Audit of rations management in UNMIS

l. I am pleased to present the report on the above-mentioned audit.

2. Based on your comments, we are pleased to inform you that we will close
recommendations 1,3-4, 6 and 8 in the OIOS recommendations database as indicated in
Annex 1. ln order for us to close the remaining recommendations, we request that you
provide us with the additional information as discussed in the text of the report and also
summarized in Annex 1.

3. Please note that OIOS will report on the progress made to implement its
recommendations, particularly those designated as high risk (i.e., recommendations 6 and
8) in its annual report to th€ General Assembly and semi-annual repoft to the Secretary-
General.
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EXECUT$1/F SUMMARY
Ratlons manaqement in UNMIS

OIOS conducted an audit of rations management in the United Nations
Mission in Sudan (UNMIS). The overall objective of the audit was to assess the
adequacy and effectiveness of intemal controls over the supply and management
of food rations to military contingents. The audit was conducted in accordance
with the Intemational Standards for the Professional Practice of Internal
Auditing.

lntemal controls over the management of rations were adequate, and
contingents were generally satisfied with the services and support provided by
the IINMIS Rations Unit. However, OIOS identifred the following areas which
needed further improvement:

. As a result of not adequately reviewing food orders or making
adjustments due to existing stock levels, two of the contingents visited by
OIOS had accumulated stockpiles of unconsumed food items increasing the
risk of wastage;

. Delivery notes did not include important details such as the seal
number, the truck number, the name of the driver and location of delivery.
Moreover, on occasion seals were broken midway through the delivery
process to load additional food items;

o Quality Assurance Evaluators were not always present during the
delivery of goods, and the controls of pre-inspections needed improvement.
OIOS observed that food items loaded on a truck were of substandard
quality; and

o Food items were not always stored in a temperature controlled
environment leading to spoilage of food and the possibility ofthe gowth of
harmful microorganisms. Moreover, kitchens were sometimes unhygienic,
and insufficient checks were conducted to assess compliance with acceptable
standards.

OIOS has made recommendations to further strengthen internal controls
and improve the management of rations. OIOS was pleased to note that prompt
action was taken to addr€ss the recommendations made.
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I .  INTRODUCTION

l. The Office of lntemal Oversight Services (OIOS) conducted an audit of
rations management in the United Nations Mission in Sudan (UNMIS). The
audit was conducted in accordance with the Intemational Standards for the
Professional Practice of fntemal Auditing.

2. The United Nations supplies rations (fresh, frozen, chilled, dried, canned
and composite ration packs) to sustain military contingents deployed at
peacekeeping missions. Since the contingents are drawn from different nations
having different dietary habits and preferences, the Department of Field Support
has developed a wholesome and dietetically balanced ration scale of more than
400 food items. This scale consists of a broad and culturally responsive range of
foods that can accommodate national, seasonal and climatic requirements.
Contingents serving in peacekeeping missions choose items from this list while
preparing their menus in line with their dietary preferences. Contingents are
responsible for the proper handling of rations provided to them, but the rations
remain UN property until they are consumed.

3. ES-KO International Inc. is contracted for the supply of food rations to
military personnel. At present, there are over 8,500 military personnel
representing ten military contingents located in six sectors.

4. Composite ration packs (CRPs) are also supplied to the Mission to fulfill
emergency requirements. The contractor transports and delivers the rations to the
contingents at their respective locations.

5. The contract (No. PDlCO107l07) to supply food rations to UNMIS was
awarded to ES-KO Intemational in April 2007 for a Not-to-Exceed amount of
$109.21 million for the period from April 2007 to October 2009. However, the
contract was terminated in February 2009 and temporary extensions were being
given pending the finalization of a new contract. As of 3l December 2008, the
total expenditure on rations amounted to $40.72 million. For the supply ofCRPs,
a contract (No. PD/C0194/03) was entered into with Economat des Armees in
August 2003. The contract was extended in December 2008 until June 2009.

6. The Director of Mission Support (DMS) has overall responsibility for the
management of rations. The Rations Unit (RU) in the Supply Sewices Section, is
headed by a Chiefat the P-4 level. The RU comprised associate rations officers,
and other support staff including ration assistants, quality assurance assistants,
and food inspectors located in Khartoum and in the sectors. The RU is entrusted
with the task of ensuring effective rations management with responsibilities to
ensure UN troops receive sufficient rations for three meals per day and that all
rations supplied to the troops are consumed. The RU is also responsible for the
adminishation ofrations contracts and to ensure the contractor's compliance with
contractual obligations.

7. Comments made by UNMIS are shown in italics.



I I .  AUDIT OBJECTIVES

8. The main objectives of the audit w€re lo assess the adequacy and
effectiveness of intemal controls over the supply and management of food rations
to military contingents.

I I I .  AUDIT SGOPE AND METHODOLOGY

9. The audit covered the period from July 2007 to December 2008. Areas of
audit focus included:

o Requisitioning;
o Delivery, receipts and inspections;
o Warehousing;
o Invoicing and payments;
. Contractor'sperformance;
. Hygiene in food handling;
. Contingency plans during emergency; and
. Manag€ment of CRPS.

10. The audit comprised a review of pertinent records and documents,
interviews ofkey personnel and analysis gfdata. Field visits were made to l0 out
of 5l ration delivery points at the sectors/contingents and to 4 out of 7
warehouses managed by the contractors. A client satisfaction survey was also
conducted.

IV. AUDIT FINDINGS AND
REGOMMENDATIONS

A. Ordering of Rations by the contingents and its
monitoring by the Rations Unit

11. The Standard Operating Procedures (SOPs) approved for the Rations Unit
stipulates that Commanding Officers (COs) for the respective contingents shall
prepare food orders based on their menu plan taking into consideration the
calorie value and approved Ceiling Man-day Rate (CMR) for the specific
location. The COs are required to submit their food order to the Quality
Assurance Evaluators (QAEs) 7a days in advance of the consumption period.
The QAEs consolidate the orders and forward them to the RU in Khartoum 72
days in advance. The RU then reviews and finalizes the order and sends it to the
contractor 67 days in advance. The RU has been organizing training to assist
contingents in preparing their food orders and other aspects of rations
management.

12. OIOS sampled 25 food orders and found that all these food orders had been
sent to the coDtractor in time. However. weaknesses in submission offood orders
and the monitoring of food rations by the RU were noted, as outlined in the
following paragraphs.



Stockpiling resulting i

13, During OIOS' field visits, large stockpiles of food items were found in
contingents' warehouses. For example, the Rwandan contingent at Khartoum had
accumulated a stock of 939 liters of sunflower cooking oil. The contingent was
only consuming 100 liters of oil a week against a recurring order of 155 liters.

14. Moreover, contingents were submitting incorrect/incomplete stock
statements to the RU and effective steps were not being taken by the RU to
ensure their accuracy. For instance, contingents, while preparing their food
orders, did not take into account their average weekly/monthly consumption of
the items ordered nor did they subsequently modifr their orders based on their
consumption pattem. The RU, during the process of reviewing the food orders
submitted by contingents, did not modify them taking into account unconsumed
stock. If such a situation continues, there is a risk of an accumulation of large
stockpiles of unconsumed food items leading to waste.

15. Furthermore, to ensure that food items supplied to contingents were in
accordance \Nith their taste and national preferences, the RU prior to approving
any substitutions of food items sought agreement on these substitutions from the
contingents. However, the procedure of receiving agreement to substitutions
from contingents stopped in March 2009. This was because the contract with ES-
KO International ended in February 2009, and the contractor was not
replenishing stocks in warehouses due to the short-term renewals of its contract.
The lack of agreement to the supply of substitutes has had an impact and has
meant certain food items were not being consumed. For example, during OIOS'
visit to Egyptian De-mining Unit in Um-Serdiba, contingents complained that
chickpeas were supplied as a substitute of long-beans, and consequently they
were not consumed.

Lack of centralized database to monitor food orders

16. To ensure the timely submission of food orders to the contractor, the RU
monitors their subrnission through a weekly chart speciling the required
submission dates by all those involved in the process. However, the RU did not
record when the food orders were actually submitted. Therefore, the system was
not adequate to monitor the submission of food orders allowing corrective action
to be taken in a timely manner. Consequently, in order to meet the timelines
referred to above, the RU simply repeated the contingent's previous order. As a
result, contingents are denied the benefit of modifoing their food orders, if
reouired.

Recommendations 1 and 2

The UNMIS Office of Mission Support shouldl

(1) Improve the procedur€ to obtain correcUreconciled
stock statements from all contingents, scrutinize and adjust



the food orders submitted by the conlingents to their
available stock; and

(2) Develop a centralized database to monitor the due
dates of submission of food orders at each sector level and to
allow lirnely follow-up with contingents in order for them to
modify their food order, if required,

17 . The WMIS Administration accepted recommendation I and stated lhat the
Troop Contributing Counlries (TCC's) now along with their rations order
profide a certifcate to the RU/QAE that there is 'no excess food' in storage. This
in turn is physically verified by ralions staff. Based on a review of a sample of
the certificates submifted to OIOS and on the assurances provide by
management! recommendation t has been closed.

18. The UNMIS Administration accepted recommendation 2 and stated that a
centralized dalabase has been crealed and is being monitored by the RU in
Khartoum. Recommendation 2 remains open pending OIOS' verification of the
centralized database developed by UNMIS to improve the monitoring of the
submission of food orders.

B, Delivery of rations

ry
19. The RU SOPs require that on receipt of food items, delivery notes should
be obtained from the contractor. OIOS sampled 25 of I,564 deliveries received in
the period July 2007 to December 200E. From the sample selected, it was found
that delivery notes did not include important and relevant information for
monitoring and controlling deliveries such as the seal number, the truck number,
the name ofthe driver and the location of delivery. Moreover, a truck delivering
food items to the Indian Aviation in Kadugli was not sealed and the seal ofthe
truck delivering food items to th€ R\ir'ardan contingent in Khartoum had been
changed. The Mission explained that trucks were sealed, however, the seals had
sometimes been broken midway to load supplies of fresh food. The practice of
breaking seals without the knowledge of the RU and without adequate
supervision and monitoring increases the risk of loss ald damage of rations.

Receipt of rations

20. To ensure that rations delivered conform to the stipulated specifications
and quantity, the SOPs require that rations be received by contingents in the
presence of the representative of the contractor, QAE and the contingent food
officer. During discussions with contingents in Juba, Kadugli and Wau, OIOS
found that neither the QAE nor his/her representative was always present during
this process. This statement was corroborated by the dates recorded on delivery
notes showing that the QAE's representative signed delivery notes on a date later
than when the food was received by the contingent. QAEs explained that due to
the lack of resources (staff and available vehicles), it was difficult to be present at
all team-sites during delivery.



21. With a view to assessing the quality of the RU's pre-delivery inspection,
OIOS in the presence of the Regional Operations Ofhcer, inspected food items
loaded on a truck ready to start deliveries to contingents in Wau. OIOS observed
that there were substandard food items including oranges, tomatoes, cabbages
and ice cream. While these were subsequently offloaded, without a proper pre-
delivery inspection, substandard food items may be delivered to the contingents.

22. For items not delivered, contingents are required to complete and forward a
Contract Discrepancy Report (CDR) to the RU and their QAE within 48 hours to
enable timely follow-up with the contractor. However, some contingents were
not doing this. For example, the Egyptian contingent in Kadugli complained that
items were not delivered, but did not take any action until the end of the ration
cycle.

Recommendations 3 to 5

The UNMIS Office of Mission Support should:

(3) Remind contingents to only accept delivery notes that
have been properly completed by the contractor and which
include details such as the seal nurnber, the truck number,
the name of the driver and the location of the delivery;

(4) Ensure Quality Assurance Evaluators inspect all
rations delivered to contingents to make sure they comply
with those ordered, and if not they are rejected; and

(5) Remind contingent food offic€rs to submit Contract
Discrepancy Reports within 48 hours after delivery of food
items to €nsure action on any discrepancies is taken in a
tirnely manner.

23. The WMIS Adminislrotion accepted recommendation 3 and stated that
during training conducted for incoming TCCs Logistics Officers, the acceptance
of only completed delivery notes wa,s enforced- Sample delivery noles were
provided to O|OSfor review. Based on OIOS' review ofthe sample provided and
on assurances provided by management, recommendation 3 has been closed.

24. The UNMIS Administralion accepted recommendation 4 and stated that
pre-inspection offood items is already part of the responsibilities of QAEs, and is
included in the SOPs. This process however will be strengthened by QAEs
Based on the assurances provided by management, recommendation 4 has been
closed.

25. The WMIS Administration accepted recommendation 5 and stated that the
importsnce of timely submission of CDRs is included in the training programme
provided to incoming TCCs Logistics Officers. Recommendation 5 remains open



pending OIOS' verification that enhanced procedures are in place, and
appropriate action is being taken by the contractor on discrepancies found.

G. Storage of Rations

Critical rations reserve not maintained bv the contractor in sector warehouses

26. For contingency purposes, the RU has prepared a list of critical food items
and their quantities to be held in stock in each location by the contractor. OIOS
analyzed stock statements of rations in the contractor's warehouses in Juba, El-
Obeid, Kadugli and Wau. Generally, the level of stock held was substantially less
than the level required. The contractor attributed this to the uncertainty regarding
the finalization of the new contract, and due to this, regular stock replenishments
were delayed. The non availability of contingency supplies may lead to critical
food shoftages in an emergency situation.

Food items stored in inapprooriate condition at contractor's warehouses

27. At the contractor's warehouses in Juba, Kadugli and Wau, many food items
were not correctly stored at the prescribed temperatures. The SOPs require fresh
food to be stored at temperatures ranging from 0 to 5 degrees centigrade, and
frozen foods at minus l8 degrees centigrade or below. In Juba, OIOS found that
thermostats for reefers were not operational and sometimes not installed making
it difficult to monitor temperatures over time. Moreover, reefers were not
operationaf 2417 hours, as they were switched off for defrosting making it
difficult to maintain a constant temperature. Similarly, the temperature in
warehouses was above 34 degrees centigrade, which is much higher than
recommended.

Food items stored in inappropriate condition by the contingents

28. At contingent's storage facilities, OIOS also observed that food items were
not corectly stored, as follows:

o The Bangladesh Battalion in Juba and Pakistan Aviation in Wau were
unable to keep food items frozen as they did not run their generutors 24/7
hours;

o The Chinese Transport contingent in Wau kept frozen food in their laundry
room; and

. The Kenyan battalion in Wau stored rice bags on the ground instead ofon
pallets increasing the risk of infestation.

29. Inadequate storage facilities may lead to spoilage of food and growth of
microorganisms, which can be harmful and may lead to the spread ofdisease.



Reserve ration stock not maintained seDarately

30. The required seven-day advance rations were not maintained separately
from the current ration stock by the Pakistan Aviation and the Kenya Battalion in
Wau. The mixing of cunent stock with reserves may lead to excess consumption
by the contingents and shortage of food items in an emergency situation.

Recommendations 6 and 7

The UNMIS Office of Mission Support should ensure

(6) The Quality Assurance Evaluators conduct surprise
inspections of contractor's warehouses and storage facilities
of contingents to make sure rations are corr€ctly stored and
maintained at th€ correct temperaturel and

(7) Contingents maintain a separate contingency of
seven-day advanc€ stock of rations for use in an emergency
situation.

31. The WMIS Administration accepled recommendolion 6 and slaled thot the
contractor has been directed to install/repair the thermo logs in lhe v)arehouse.
The RU is also monitoring these lhermo logs through inspection by QAEs. Based
on a review of some of the inspections done since the audit, and the assurances
provided by management, recommendation 6 has been closed.

32. The LINMIS Administration accepled recommendation 7 snd slated that the
RU jointly \'eith the COE verified all TCC camps for the availability of reefers
and dry storage facility. The RU has directed TCCs to store seven days advance
rations separately and this is being inspected by the QAEs in the sectors.
Recommendation 7 remains open pending confirmation that the inspections made
by the QAEs have assured that adequate contingency stock is being separately
held.

D. Gonditions of hygiene

Hvgiene checks not carried out regularly

33. The SOPs require the Hygiene Officer/Medical Oficer to conduct regular
hygiene inspections of contingent's premises. These were not systematically
done.

Un-hygienic conditions at the continsents and contractor's warehouse

34. The hygiene conditions of contingents premises visited by OIOS did not
conform to standards, as follows:

o At the Bangladesh Battalion in Juba, the cooking area and wash basin was
dirty1'



. At the Chinese Transport contingent in Wau, regular fumigation of kitchen
and dining areas was not done. As a result, there were cockoaches in the
kitchen and dining areas; and

. At the Egyptian De-mining contingent in Um Serdib4 the dining and
cooking area was dirty.

35. Moreover, during the visit to the contractor's warehouse in Juba, it was
observed that staff working in the bakery was not appropriately attired in gloves,

caps and aprons. OIOS was informed that the contractor had depleted its stock of
these items and was waiting for them to be delivered. Also, the toilets in the
contractor's warehouses at Juba and Wau did not have washbasins.

Recornmendation 8

(8) The UNMIS Oflice of Mission Support in
conjunction with the Force Commander should ensure that
regular hygiene checks of contingents and the contractor's
premises are carried out to ensure they are maintained at an
acceptable level.

36. The WMIS Adminisnation accepted recommendation I and staled that lhe
Force Medical Oficer has prepared the schedule of hygiene sanitalion
inspections. He has completed the inspection in all sectors of the Mission. Based
on a review of some of the inspections conducted, and the assurances provided
by management, recommendation 8 has been closed.

E.  Management  of  Composi te Rat ion Packs (CRP)

lnadequate CRP's with the Mission

37. According to SOP 5, the Mission is required to maintain a stock of l4 days
CRP's for military contingent personnel and 5 days for civilian staff, United
Nations Military Observers (UNMO's) and UN Civilian Police.

38. The Mission had 116,492 packs ofCRPs in storage against the requirement
of 150,630 packs, a shortfall of over 34,000. The Mission explained that a
requisition had been raised for about 112,500 CRPs and delivery was expected.
OIOS observed that the RU has been proactive in rotating stocks of CRPs to
ensure tiat they are consumed before expiry.

Improper storaqe of CRPs by the continqents

39. CRPs should be stored at temperatures not above 26 degree centigrade.
However, the Chinese Transport contingent in Wau stored them in containers
above this temperature, and the Egyptian De-mining in Um Serdiba stored them
on the floor rather than on wooden pallets running the risk of them being spoiled.



Recommendation 9

(9) The UNMIS Office of Mission Support should ensure
that conting€nts properly store composit€ ration packs in
compliance with the prescribed storage conditions.

40. The WMIS Administration accepted recommendation I and stated that

QAEs have been directed to ensure lhat the CRPs are being stored al the
appropriate temperoture. No loss of CRPs due lo stordge was reported in 2007
Recommendation 9 remains open pending confirmation that CRPs are properly
stacked and stored in a temperature controlled environment.
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41. OIOS carried out an online client satisfaction survey to assess the
satisfaction of contingents with the quality of services delivered by the contractor
and the support received by the RU. The survey was sent to 42 contingents and
3 I contingents responded.

42. All respondents expressed general satisfaction with the overall quality and
quantity of food items deliveted and also of the support provided by the RU
However, solne contingents sought improvement in the quality of fresh food
items and meat (mutton and bee| delivered. Forty-five per cent of those
responding mentioned they were facing problems in getting their preferred items
as the contractor did not have them in stock. Thirty per cent of the contingents
expressed the view that the frequency of items substituted by the contractor
without prior feedback or agreement has increased in the past six months.

43. The results of the client survey were discussed with the RU to enable the
contractor improve the quality of services it renders to the contingents.
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