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AUDIT REPORT
Audit of UNMIL transport services

I. BACKGROUND

1. The Office of Internal Oversight Services (OIOS) conducted an audit of transport services in the
United Nations Mission in Liberia (UNMIL).

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 objectives of which are to ensure
(a) efficient and effective operations; (b) accurate financial and operational reporting; (c) safeguarding of
assets; and (d) compliance with mandates, regulations, and rules.

3. The UNMIL Transport Section was responsible for providing safe, efficient, reliable and cost
effective ground transportation services to the Mission. This included the administration and control of
day-to-day transport operations; maintenance and repair of the Mission’s vehicles; administration of
drivers’ test; and ensuring successful implementation of the Mission’s Road Safety Programme.

4. The Transport Section was headed by the Chief Transport Officer (CTO), at the P-5 level, who
reported to the Chief of Integrated Support Services. The Section had 209 staff comprising of four
professionals, 18 field services, 24 United Nations volunteers and 163 nationals.

5. As of 30 June 2011, UNMIL had a fleet of 1,399 vehicles with an acquisition value of $47.65
million. The Transport Section’s budgets were $6.8 million and $6.7 million for the fiscal years 2009/10
and 2010/11 respectively.

6. Comments provided by UNMIL are incorporated in italics.

II. OBJECTIVE AND SCOPE

7. The audit of transport services was conducted to assess the adequacy and effectiveness of
UNMIL governance, risk management and control processes in providing reasonable assurance regarding
the effective management of transport services.

8. The audit was included in OIOS 2011 risk-based work plan because effective transport services
are of critical importance to UNMIL operations.

9. The key controls tested for the audit were: (a) project management; and (b) regulatory
framework. For the purpose of this audit, OIOS defined these key controls as follows:

(a) Project management - controls that provide reasonable assurance that the Transport Section has
adequate human resources, systems and methodology to provide adequate and effective transport
services to the Mission.

(b) Regulatory framework - controls that provide reasonable assurance that policies and procedures
exist and are implemented consistently to guide the operations of the Transport Section.

10. OIOS conducted this audit from June to November 2011. The audit covered the period from 1
July 2009 to 31 July 2011.



11. OIOS conducted an activity-level risk assessment to identify and assess specific risk exposures,
and to confirm the relevance of the selected key controls in mitigating associated risks. Through
interviews, analytical reviews and tests of controls, OIOS assessed the existence and adequacy of internal
controls and conducted necessary tests to determine their effectiveness.

III. AUDIT RESULTS

12. UNMIL governance, risk management and control processes examined were unsatisfactory in
providing reasonable assurance regarding the effective management of transport services. UNMIL had
implemented a system to monitor the delivery of transport services. There was an effective road safety
programme which had improved the awareness of staff to road violations. OIOS identified areas in need
of strengthening and made ten recommendations to address issues identified in the audit. UNMIL had
discontinued the process of issuing generic drivers licenses to properly safeguard the use of vehicles.
UNMIL was in progress of reviewing the Transport Section’s operations to improve performance and
address challenges faced by regional workshops, conducting a cost-benefit analysis to determine if certain
activities should be outsourced, providing more focused training to staff and reviewing its current
allocation of vehicles to sections in line with operational needs. UNMIL was also in progress of
conducting a physical verification of vehicles and was following up on those that could not be found, as
well as investigating the status of spare parts issued to repair buses that were pending write-off.

13. The initial overall rating of unsatisfactory was based on the assessment of key controls presented
in Table 1 below. The final overall rating is unsatisfactory as implementation of two critical and seven

important recommendations remains in progress.

Table 1: Assessment of key controls

Key controls Control objectives
Efficient and Accurate Safeguarding Compliance with
effective operational of assets mandates,
operations reporting regulations and
rules
Effective (a) Project Partially Partially
management of management ¢ satisfactory satisfactory
transport services
(b) Regulatory | Partially Partially Partially
framework satisfactory satisfactory satisfactory
FINAL OVERALL RATING: UNSATISFACTORY
A. Project management
Timeliness of repair and maintenance services provided by Transport workshop
14. The UNMIL Transport Section had key performance indicators to monitor maintenance services

at its light vehicle workshops. For example, maintenance A, B and C services should be completed within
three, four and six hours respectively. These targets were not always achieved. For the fiscal year
2010/11, light vehicles spent an average of seven days in the workshop for maintenance A and B and 10
days for maintenance C. These significant delays were attributed to the unavailability of spare parts and




lack of a proper maintenance schedule. For example, at workshops in Monrovia, five of 14 vehicles had
not been scheduled for repairs but were worked on, while other vehicles that were scheduled for
maintenance waited. Additionally, 12 of 21 heavy vehicles in the workshops had been there for over a
year and two others for over three years due to the lack of spare parts such as tires and water pumps.

(1) UNMIL should review the Transport Section’s operations and implement measures to
improve its performance including vehicle repair and maintenance scheduling and reduction
in the time taken to complete general maintenance.

UNMIL accepted recommendation 1 and stated that the CTO would review the Section’s operations
to improve overall performance within the next six months. An action plan would be drawn up
including measures to be taken, including scheduling vehicle repair/maintenance, time to complete
general maintenance, and the inspection process. Recommendation 1 remains open pending
verification that adequate measures had been implemented to improve the Transport Section’s
performance.

Timeliness of repair and maintenance services provided by contractors

15. UNMIL had four contractors for routine maintenance. For fiscal year 2010/11, 574 vehicles were
serviced by the contractor for $578,000. This included 22 Nissan Patrols for which the Mission provided
100 spare parts including batteries, assembly kits, and tires to the contractors. Notwithstanding this
support, 10 of the 22 vehicles spent more than 20 days at the contractors’ workshops, against the target of
six hours. Moreover, the cost of parts provided by the contractor sometimes exceeded the rates in the
relevant contracts. For example, the unit price charged for air filters was $45 compared to the contract
rate of $28. In 2010/11, the average routine repair cost per vehicle increased to $1,007 from $644 in
2008/09.

(2) UNMIL should conduct a cost-benefit analysis of outsourcing transport services to contractors
that do not have the capacity to meet UNMIL operational requirements.

UNMIL accepted recommendation 2 and stated that the Transport Section did not have the capacity
to manage the volume of repairs and maintenance or some of the special equipment necessary to
complete them. The Transport Section was further reviewing its outsourcing services based on a cost
benefit analysis to determine if the outsourced garage provided economic benefits to UNMIL’s
operations. Recommendation 2 remains open pending receipt of the cost benefit analysis carried out
by the Mission in determining whether transport services should continue to be outsourced.

Data for key performance indicator reporting

16. UNMIL had established a reporting system which consolidated key performance indicators and
allowed management to identify and address performance issues. The information provided by the
Transport Section related to vehicle status, availability rate and maintenance performance. However,
some important statistics such as vehicle availability ratios and vehicle maintenance performance were
inaccurate as maintenance and repair work done by workshops were not always recorded.

(3) UNMIL should ensure that adequate procedures are in place to monitor and accurately
report on the activities and performance of the Transport Section.

UNMIL accepted recommendation 3 and stated that staff would be trained on the Fleet Management
System (FMS) which would be tested to determine its sufficiency in terms of providing the required




monitoring and reporting on transport activities and output performance. Recommendation 3
remains open pending receipt of evidence that FMS was providing adequate information to monitor
and report on the activities and performance of the Transport Section.

Quality of repair and maintenance services

17. There were indications that maintenance services provided by the workshops were poor. For
example, 11 of the sample of 29 vehicles selected by OIOS for review had one or more reported defects
after they had been repaired and released by the workshops. The defects related to headlamps, brakes,
steering wheels, windscreens and VHF radios. Additionally, 20 per cent of the 337 staff who responded to
OIOS’ consumer survey stated that defects pertaining to headlamps, steering wheel, air conditioning, car
body, engine and HF radio on their vehicles were not corrected during regular maintenance work required
in the Department of Field Support Surface Transport Manual. These defects rendered the vehicles
unsafe for driving. The staff members of the Transport Section had not been trained to ensure they
maintained their skills and were able to conduct the necessary maintenance and repairs indicated above.

(4) UNMIL should ensure that the staff members of the Transport Section are provided with
adequate training to improve their performance and ensure that vehicles are properly
repaired and maintained.

UNMIL accepted recommendation 4 and stated that the Transport Section had sent staff on external
training and provided in-mission training to its staff. Based on the action taken, recommendation 4
is closed.

Missing spare parts

18. There were 15 vehicles recommended for write-off including four buses for which spare parts
valued at $23,978 had been issued against work orders. UNMIL explained that the parts were issued to
repair the four buses; however, the repairs were not successful and the parts were returned to unit stock,
as the Transport Section did not have the expertise to repair the vehicles. There was no evidence that
these spare parts were returned. On 1 March 2012, OIOS inspected the buses and inventory records but
could not find 23 of the sample 40 parts believed to have been returned.

(5) UNMIL should investigate the circumstances surrounding the spare parts believed to have
been issued to repair buses but were not used, and take appropriate action including writing
off the assets.

UNMIL accepted recommendation 5 and stated that the Transport Section would investigate the
status of spare parts and follow-up on the pending write-off of the four buses. Recommendation 5
remains open pending receipt of a copy of the investigation report on the status of the missing spare
parts and the write-off of buses.

Monitoring and supervision of regional transport offices

19. The CTO had not conducted regular safety and technical inspections of regional transport offices
to assess their working conditions, capacity and standards of work, as well as the procedures they
established. As a result, the following conditions were not detected and addressed in a timely manner: (a)
poor roofing of the vehicle repair shop in Harper; (b) the unnecessary costs of transferring vehicles from
the Buchanan workshop to other sectors as there was no electrician/mechanic to address recurring issues;



and (c) one staff member performing incompatible functions, i.e., in Harper, the Field Transport Officer,
who was the custodian of parts, was also issuing the parts and updating the Galileo Inventory System.

(6) UNMIL should ensure that the Chief Transport Officer conducts regular inspections of
regional transport offices to assess the adequacy and effectiveness of procedures and address
challenges ensuring the smooth operation of the workshops.

UNMIL accepted recommendation 6 and stated that although the CTO and Deputy CTO
periodically visited regional support offices, the Transport Section would develop an action plan to
address issues and challenges faced by regional support offices. Recommendation 6 remains open
pending receipt of a copy of the plan of action to address challenges faced by the regional work
shops.

B. Regulatory framework

Non-compliance with Department of Field Services spare-parts holding ratio

20. There was a lack of fast-moving spare parts such as tires, water pumps, brake cables and filter-
sub-assembly oil. At the same time, there was excess stock of other spare parts. For example, the spare
parts for 15 vehicle models totaled $2.3 million or about $1 million more than the required 10 per cent
spare parts stock holding. UNMIL also had spare parts for 668 Nissan Patrols although there were only
602 Nissan Patrols. Additionally, UNMIL was adjusting stock records without first investigating
discrepancies identified during physical inventory. For example, during the fiscal year 2010/11, UNMIL
identified and adjusted 1,034 positive variances valued at $308,000 and 1,073 negative variances valued
at $243,000.

(7) UNMIL should improve its spare parts inventory management by ensuring stock balances are
accurate, fast-moving spare parts are available, excess parts are reduced, surplus and
obsolete parts are identified in a timely manner, and variances are investigated before
adjustments are made to stock records.

UNMIL accepted recommendation 7 and stated that improvements had been made in comparison to
the previous year as was noted by the Board of Auditors. OIOS’ review noted that improvements
were made; however, as of 31 March 2012, the excess stock levels remained high, and UNMIL was
still in progress of identifying obsolete stocks. Investigation of stock variances had not been
completed. Recommendation 7 remains open pending OIOS verification that the reported situation
had been addressed satisfactorily.

Implementation of the recommendations of the Vehicle Establishment Committee (VEC)

21. The VEC’s recommendations were not consistently implemented by the Transport Section. The
Committee recommended during its meeting of 16 August 2010 that UNMIL’s total light vehicles should
be 817. However, as of 30 June 2011, UNMIL had 1,026 light vehicles. Vehicles in excess of
requirements amounted to 36 for the regional administrative offices, 12 for the Fuel Support Unit, and 20
for the Transport Section. The surplus was attributed to: (a) the acquisition of 48 vehicles in April 2011
from a liquidating mission in 2010/11 that had not been budgeted for; and (b) the continuous use of 161
vehicles that had been recommended for write off in 2010/11. Holding of excess and the use of obsolete
vehicles may result in higher than normal vehicle maintenance cost. For 2010/11, UNMIL exceeded its
budgets for vehicle maintenance and spare parts by $273,000 (49 per cent) and $500,000 (21 per cent),



respectively. UNMIL explained that it was cost effective to use vehicles that had exceeded their useful
life even when the cost of repairs and spare parts are taken into consideration.

(8) UNMIL should review its current allocation of vehicles to sections and units and ensure that it
complies with the policy directive established by the Vehicle Establishment Committee.

UNMIL accepted recommendation 8 and stated that the VEC recommendations for 2011 were
pending approval with the Office of the Director of Mission Support. Recommendation 8 remains
open pending evidence that vehicles have been reallocated in compliance with the VEC’s
recommendations.

Road safety programme

22. UNMIL continued to have a high number of traffic offenses and accidents even though these
have reduced from 802 in 2009/2010 to 529 in 2010/11 largely as a result of road safety measures,
including: (a) monitoring adherence to speed limits by the CarLog system; (b) issuing driving permits
only after passing a driving test; (c) establishing a road safety task force to improve the standard of road
safety; and (d) conducting road safety awareness campaigns.

UNMIL inventory of vehicles

23. The Mission was unable to account for 70 vehicles. Eighteen of the 70 vehicles had been assigned
to the Transport Section.

(9) UNMIL should conduct a complete physical verification of vehicles, follow-up and investigate
those that cannot be found. Once the exercise is complete, procedures should be initiated to
write off all vehicles that cannot be accounted for.

UNMIL accepted recommendation 9 and stated that the Transport Section would establish
procedures to physically verify vehicles every four months to prevent reoccurrences of unaccounted
vehicles. A physical inventory of vehicles is in progress and is expected to be completed by end of
May 2012, and any vehicle that cannot be accounted for would be investigated and thereafter
written off after approval. Recommendation 9 remains open pending receipt of evidence that the
physical inventory exercise was complete, including the results of any investigation and subsequent
write-off of any vehicles that could not be accounted for.

Safety and security of UNMIL transport assets

24, Since the theft of four vehicles from the transport workshop, additional security measures have
been implemented including systematic checking of vehicles leaving the yard and installation of close
circuit televisions. However, 20 of 64 close circuit televisions were not operational. Additionally, the
circuit televisions systems did not have the capacity to store data for more than seven days and the data
was not stored on back-up media. In a circular dated 5 May 2010, the Transport Section advised heads of
sections and units to lock and secure vehicles at the end of each day and the Section recommended that
additional facilities be built to reinforce the safeguarding of assets. However, this had not yet been done.

25. The operation of vehicles by staff with generic and ‘By Pass’ drivers’ permit had also raised
concerns about the safeguarding of vehicles, as the use of such a permit did not allow the identification of
the user.



(10) UNMIL should strengthen its internal controls over safeguarding of the Mission’s vehicles
including for example, discontinuing the use of generic and ‘By Pass’ drivers’ licenses.

UNMIL accepted recommendation 10 and stated that the Transport Section would coordinate with
UNMIL Security Section to tighten controls to prevent loss and to safeguard the Mission’s vehicles
and assets. In the meantime, the generic driver’s licenses had been discontinued. Based on the
action taken by UNMIL, recommendation 10 is closed.

IV. ACKNOWLEDGEMENT

26. OIOS wishes to express its appreciation to the Management and staff of UNMIL for the
assistance and cooperation extended to the auditors during this assignment.
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Ms. Fatoumata Ndiaye, Diréctor
Internal Audit Division, OIOS
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