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AUDIT REPORT

Audit of acquisition and contract management of long-term air charter
services agreements

I. BACKGROUND

1. The Office of Internal Oversight Services (OIOS) conducted an audit of acquisition and contract
management of long-term air charter services agreements.

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. Air assets for United Nations air operations are acquired on a mission-by-mission basis and are
financed by individual budgets approved for each mission in support of its mandate. The Department of
Field Support (DFS) manages overall fleet planning and acquisition. The Air Transportation Section
(ATS) of DFS is responsible for oversight over the global budgetary and programmatic aspects of air
operations. The Procurement Division (PD) of Department of Management (DM) is responsible for the
efficient, effective and economical administration of the Secretariat’s procurement function and related
support services.

4. At the time of the audit, the United Nations fleet chartered on a long-term contractual basis
consisted of 222 aircraft (164 rotary-wing and 58 fixed-wing) deployed in support of field missions. All
aircraft were obtained either through long-term air charter agreements with commercial aircraft providers
or letters of assist with Member States. At the time of the audit, there were about 90 active contracts
valued at approximately $1.5 billion. According to PD, the total expenditure on air transportation
services in 2011, including lease, fuel and other expenses, was $863 million, or 27 per cent of the major
goods and services procured in 2011.

5. Comments provided by DM and DFS are incorporated in italics.

II. OBJECTIVE AND SCOPE

6. The audit of acquisition and contract management of long-term air charter services agreements
was conducted to assess the adequacy and effectiveness of the Secretariat’s governance, risk management
and control processes in providing reasonable assurance regarding the efficient, cost-effective and timely
acquisition and contract management of the agreements.

7. The audit was included in the 2011 OIOS risk-based work plan due to high procurement value of
air charter services. Further, the provision of appropriate and effective air support and air transportation
services to UN peacekeeping missions and special political missions is a key enabling factor in the
achievement of Security Council mandated objectives in the field.

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



(a) Regulatory framework - controls that provide reasonable assurance that policies and
procedures: (i) exist to guide the acquisition and contract management of air charter services
agreements; (ii) are implemented consistently; and (iii) ensure the reliability and integrity of
financial and operational information. The regulatory framework includes the Financial
Regulations and Rules (FRR), administrative issuances, guidelines and operational procedures
including the Procurement Manual. The DFS aviation regulatory regime relating to aviation
standards, quality assurance, performance and safety, is beyond the scope of this audit, which is
focused on acquisition and contract management and administration controls of long-term air
charter services agreements.

(b) Risk management and strategic planning - controls that provide reasonable assurance
that a strategy for acquiring long-term air charter services has been developed in coordination
with the requisitioner, and risk management mechanisms are in place to ensure that risks are
identified, assessed and mitigated.

9. The key controls were assessed for the control objectives shown in Table 1.

10. OIOS conducted this audit from April 2011 to May 2012. The audit covered the period from
2006 to 2010.

11. OIOS conducted an activity-level risk assessment to identify and evaluate 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 assess their effectiveness.

III. AUDIT RESULTS

12. In OIOS’ opinion, the Secretariat’s governance, risk management and control processes examined
were unsatisfactory in providing reasonable assurance regarding the efficient, cost-effective and timely
acquisition and contract management of air charter services agreements. OIOS made 11
recommendations to address issues identified in the audit. While a regulatory framework was in place,
the procurement principles stipulated in FRR and the Procurement Manual were not fully complied with
in the acquisition of air charter services. Tightly specified air charter requirements, coupled with
inadequate procurement lead times and ineffective vendor registration process hindered effective
international competition. This exposed the Organization to a high risk of acquiring air charter services at
higher costs than necessary. Further, there was no risk management and strategic planning framework in
place for the acquisition and contract management of long-term air charter services agreements.

13. The initial overall rating was based on the assessment of key controls presented in Table 1 below.
The final overall rating is unsatisfactory as 11 important/critical recommendations remain in progress.



Table 1: Assessment of key controls

Control objectives
Compliance
Business Efficient and Acc1.1rate . with
s Key controls . financial and | Safeguarding
objective(s) effective . mandates,
. operational of assets .
operations reportin regulations
P g and rules
Efficient, cost- (a) Regulatory Partially Partially
effective and framework satisfactory satisfactory
timely acquisition
and contract
management of (b) Risk Partially Partially Partially
air charter management and satisfactory satisfactory satisfactory
services strategic planning
agreements
FINAL OVERALL RATING: UNSATISFACTORY

A.  Regulatory framework

Specifications of air charter needs were not sufficiently generic

14. According to paragraph 8.2.2 of the Procurement Manual, generic specifications are required to
achieve effective, international competition and best value for money. Generic specifications are
performance oriented and should not specify brand names, products of any company, or features that are
unique to the products of a particular company. However, the statements of work (SOWSs) prepared for
air charter services described requirements in a manner that can often be associated with certain aircraft
types and models, e.g. the number of passengers and cargo load to be transported per sortie, type of
aircraft such as fixed-wing multi-engine, medium-lift long range helicopter, light fixed-wing, 20-ton
cargo aircraft, etc.

15. There was a low level of vendor participation in bids, which could be attributed to the lack of
generic specifications. A review of 39 long-term air charter procurement case files from 2006 to 2010
showed that depending on the type of requirement, 30 to 86 vendors from different countries were invited
to bid, which was in line with the requirements of the Procurement Manual. However, on average only
3.5 vendors responded to the solicitation. For certain segments, although multiple vendors responded to
the solicitations, the proposals were for the same type of aircratft.

16. There were some indications that increased levels of competition could result in significant
reduction in prices quoted by the existing contractors. For example, in two bid exercises, the incumbent
contractors proposed prices that were approximately 30 per cent lower than the existing aircraft charter.
Both PD and ATS attributed these substantial price reductions to an awareness of the participation of new
vendors in the bid exercise. The price reductions were also indicative of the inverse relationship between
price and competition.

17. OIOS analysis indicates that there was also a strong correlation between aircraft types and models
indicated in mission planning documents and aircraft eventually acquired, which further indicated that
needs were not developed in generic terms. Further, in their requests to ATS for air charter services,
some peacekeeping missions made reference to specific aircraft models. This was more noticeable in the
rotary-wing segment.



18. ATS explained that aircraft models were mentioned only for cost estimation purposes as
requested by the Office of Programme Planning, Budget and Accounts (OPPBA), and it did not mean that
the same aircraft model would be procured. OIOS identified, however, that in general, the aircraft models
indicated in the budget were subsequently leased.

19. A vendor also pointed out that typical specifications in invitations to bid (ITBs) favoured certain
types of aircraft. In response to an ITB issued in 2010, the vendor stated that there was only one aircraft
type in the world that could satisfy the distance and load requirements specified in the ITB, effectively
reducing competition. The vendor suggested that minor changes in aircraft specifications based on actual
mission needs could result in a much more competitive procurement process, better air operator
performance and operational readiness, and cost-savings, all of which could benefit the UN and those
receiving UN assistance.

20. For requirements to provide a basis for competitive prices, they need to be defined in terms of
broader logistical needs.

@ The Department of Field Support should ensure that specifications of requirements
for air charter services in the solicitation documents are sufficiently generic and defined in
terms of logistical needs to enable potential vendors to offer innovative and cost-effective
ways of meeting the requirements.

DFS accepted recommendation 1 and stated that it was addressing the narrow definition of air
charter requirements by including, in the related commercial segment of ITBs, a provision for a
wider range of aircraft capacity to increase the level of competition among vendors. DFS and
DM have also invited experts from the International Civil Aviation Organization (ICAO) to assist
in developing a project plan to modify the solicitation method for air charter services from ITB to
request for proposal (RFP), with the aim of establishing performance-based, as opposed to
conformance-based, specifications of ITBs. The project will develop a new SOW for the
preparation of RFP, as well as new criteria for technical and financial evaluations, pricing
schedule and establishment of industry-based benchmarks. Recommendation 1 remains open
pending receipt of the model RFP and SOW developed as a result of the ICAO consultancy.

Passenger and cargo payload requirements in solicitation documents were not fully justified

21. ATS issued requisitions and SOWSs for air charter services based on requests from missions
without reviewing past performance/utilization figures. For rotary-wing acquisitions, a minimum of 20
passengers and 2,500 kg payload capacity were specified as general requirements. A review of two ITBs
issued to replace two expiring air charter agreements at a peacekeeping mission showed that these
requirements were not fully justified. The utilization rates for nine aircraft under these contracts from
January 2010 to March 2010 showed that on average only 9 passengers and 700 kilograms of cargo
payload were transported. Table 2 further analyses the actual number of passengers and cargo payload
transported for the period, and indicates that only 67 passenger flights (6 per cent) and 1 cargo flight were
at the maximum capacity levels indicated in SOWs.



Table 2 — Number of passenger (pax) and cargo flights for the period from January to March 2010

Number of flights (passenger task) Number of flights (cargo task)
Contract Aircraft 20 and 10-19 2.5 tons 1-2.5 0.001 —
above 0 -9 pax or
pax* pax above** tons 0.9 tons
UNO 1 5 39 59 0 15 39
ContractA | yNO 2 4 47 74 0 25 76
UNO 3 2 40 64 1 31 50
UNO 4 11 55 69 0 5 87
UNO 5 0 6 55 0 2 26
UNO 6 13 45 62 0 13 61
Contract B UNO 7 19 30 85 0 48 49
UNO 8 8 41 76 0 49 45
UNO 9 5 53 95 0 26 58
Total 67 356 639 1 214 491
Percentage 6% 34% 60% 0% 30% 70%

(*) maximum pax was 21, which was also the maximum capacity of the aircraft
(**) maximum cargo payload was 2.52 tons
Source: Aviation reports from a peacekeeping mission

22. In addition, for airlift of containers, vehicles (including trucks), or large generators (4.5 ton in
weight), expensive aircraft such as MI-26 and IL-76 were acquired, but not always fully utilized. Two
heavy cargo helicopters that can carry up to 15 ton cargo payload per sortic ($12 million cost per
aircraft/year) were not fully utilized in one of the peacekeeping missions:
e MI-26 was not needed for an average of 17 days of a month (called ‘non-flight request’) for the
period from January 2010 to June 2011; and
e MI-26 was not needed for an average of 14 days of a month for the period from January 2010 to
November 2010.

23. ATS informed OIOS that certain aircraft provided a wide range of services, from casualty
evacuation to transfer of passengers and cargo, providing missions with more operational flexibility
despite some operational inefficiencies, which made them preferable to other types of aircraft.

2) The Department of Field Support should require field missions to provide
justification for air charter requests and document its review and approval of the requests
based on historical and projected utilization.

DFS accepted recommendation 2 and stated that, in a facsimile dated 16 July 2012, it requested
all field missions to provide justification for air charter requests. The Department will begin to
document its review and approval of the requests based on historical and projected utilization.
Recommendation 2 remains open pending receipt of evidence that DFS is conducting and
documenting reviews to ensure that air charter requests by field missions are justified based on
historical and projected utilization.

There is a need to establish the appropriate solicitation tool for acquisition of long-term air charter
services

24. PD uses modified ITBs as the solicitation method for air charter services. [TBs are generally
used for the procurement of goods with standard and clear specifications. The related contract is awarded



to, as specified in FRR, the “qualified bidder whose bid substantially conforms to the requirements set
forth in the solicitation documents and is evaluated to be the one with the lowest cost to the United
Nations. Technical and commercial evaluations of I'TBs do not consider important performance and total
cost of ownership issues to ensure best value for money. For example, fuel cost, which is a significant
cost factor in air transportation services ($160 million for 2009/2010, representing about 20 per cent of
the air operations expenditures), is not considered in the bid evaluations. ITBs also do not allow vendors
to develop innovative and cost-effective solutions for the Organization’s needs. In response to
recommendation 1, DFS indicated that it has embarked on a project, together with DM, to modify the
solicitation method from ITB to RFP. This project is expected to be completed in June 2013.

Insufficient time allowed for vendors to respond to ITBs limited the pool of technically compliant
vendors and increased costs

25. There was limited time between the issuance of requisitions/ITBs and the dates on which aircraft
were required at missions (positioning of aircraft). For ITBs issued in 2010, the average time from the
requisition to positioning of aircraft and from the issuance of ITBs to positioning of aircraft were 97 days
and 85 days, respectively. This did not allow vendors sufficient time to deploy; an analysis of 25 ITBs
indicated that the shorter the time allowed, the greater was the deviation from the planned aircraft
positioning date.

26. In a survey conducted by PD in 2008, the short response time to submit bids or position aircraft
was cited by some vendors as one of the reasons for not participating in bids. In 7 out of 39 ITBs
reviewed, at least one vendor was disqualified due to unacceptable deployment times. For two of the
ITBs, proposals from two vendors were deemed technically non-compliant due to the long time required
to position the aircraft, despite their financial proposals being $4.8 million and $4 million lower
respectively than the awarded carrier’s proposals. On many occasions, the Headquarters Committee on
Contracts (HCC) recommended that PD and DFS make every effort to process procurement cases
expeditiously, mindful of the impact any delays might have on cost.

27. Establishing optimal timelines for acquisitions is an issue that needs to be addressed in the
acquisition strategy and acquisition plan, which were missing for the acquisition of air charter services.

This is further discussed in Section B under the key control of strategic planning.

PD does not have objective benchmarks to assess the reasonableness of bids

28. During commercial evaluation of bids, PD used previous UN contract prices with the same
vendor or other vendors as a benchmark.  Some examples of the benchmarks used by PD are shown in
Table 3. However, as shown in the table, in many cases the new contract prices were substantially higher
than the comparator benchmarks, so it was unclear how the comparators were used to provide assurance
regarding the reasonableness of the bids.

Table 3 — Comparison of new contract price/hr to benchmark price/hr used by PD in the bid evaluation

process

No. | Year Requirement Mission Awardee Comparator/Benchmark
Contractor | Price/Hr Mission Contractor | Price/Hr
1 2008 | Heavy lift utility Mission A | Vendor A $25,372 | Mission A Vendor A $10,357

helicopter

2 2008 | Heavy cargo aircraft Mission B | Vendor B $4,844 | Mission A Vendor C $1,948
3 2008 | High speed liaison Mission B | Vendor D $8,233 | 1.Mission D Vendor D $5,085
2.Mission E Vendor D $4,786




No. | Year Requirement Mission Awardee Comparator/Benchmark
Contractor | Price/Hr Mission Contractor | Price/Hr
4 2009 | Medium utility Mission B | Vendor E $6,111 | 1.Mission A Vendor E $5,330
helicopters Vendor A $6,333 | 2.Mission A | Vendor A $5,625
3.Mission B Vendor A $5,827
5 2010 | Medium utility Mission A | Vendor F $5,406 | Mission A Vendor F $2,950
helicopters
6 2010 | Medium utility Mission C | Vendor F $5,090 | Mission C Vendor F $2.914
helicopters
7 2010 | Heavy cargo aircraft Mission B | Vendor G $6,562 | Mission B Vendor B $4.,844
Source: Case files maintained by PD
29. PD informed OIOS that many times it was not possible to obtain current market prices, and that

since the UN operations were unique, comparison with other entities might not be meaningful. However,
previous UN contract prices are generally not appropriate as benchmarks, as demonstrated by our
analysis.

A3 The Office of Central Support Services should establish industry-based
benchmarks to assess the reasonableness of proposed prices for air charter services.

OCSS accepted recommendation 3 and stated that this issue would be covered in the project with
ICAO experts. The finalization of the ICAO report is expected by December 2012.
Recommendation 3 remains open pending receipt of evidence that industry-based benchmarks
have been established to assess the reasonableness of prices for proposed air charter services.

No clear policy guidance on participation in bidding exercises by affiliated vendors

30. Two of the largest air charter vendors are related parties with Vendor A being the parent company
of Vendor B (100 per cent ownership). At the time of the audit, Vendor A had ongoing charter
agreements valued at $705 million, while Vendor B had charter agreements totaling $65 million.
However, there is no clear UN policy guidance regarding the participation of affiliated vendors
(companies with significant common shareholders) in the same bidding exercise. There is a risk that the
Organization might not be able to achieve effective international competition if affiliated vendors
participate in the same bid exercise.

31. With the relatively low level of competition, participation in bids by affiliated vendors might
make the procurement process even less competitive. In the absence of tools to help determine market
hourly rates for air assets, it might be difficult to establish whether any price manipulation is taking place.
In one of the cases reviewed, Vendor A was the only technically acceptable vendor. Since the hourly rate
was very high, HCC recommended that all bids be rejected and direct negotiations be conducted with
vendors who can meet the night flight capability requirement. PD conducted a market survey for the
requirement for benchmarking purposes, but only Vendor B responded to the survey indicating a price of
$9.1 million per year, compared to $8.9 million that had been offered by Vendor A.

32. At the time of the audit, three new vendors affiliated with Vendor A were pending registration
with the UN. This further emphasizes the urgent need for measures to mitigate the risk of collusion.

“) The Office of Central Support Services should, in consultation with the Office of
Legal Affairs, introduce specific provisions in solicitation documents to mitigate the risk of
vendor collusion.




OCSS accepted recommendation 4 and stated that specific anti-collusion provisions currently
exist in the solicitation documents and can be accessed in the UN Supplier Code of Conduct on
the PD website. OCSS will coordinate with the Office of Legal Affairs (OLA) to enhance the
provisions in the solicitation documents to further mitigate the risk of vendor collusion.
Recommendation 4 remains open pending notification of actions taken to enhance provisions in
solicitation documents to further mitigate the risk of vendor collusion.

There are no established timelines for vendor registration and the process needs improvement

33. A Lean Six Sigma project, which had the potential to clarify, streamline and improve the air
operator vendor registration (AOVR) process, was still incomplete more than two years after it had been
initiated. The main findings of the project were that: (i) the AOVR process was not defined clearly and
there was a need for a set of definitions for each activity and the roles and responsibilities of the parties;
(i1) there was inadequate logging of registration documents and the actions by various parties involved in
the process making it difficult to determine the timeframe for registering vendors. However, from the 16
applications that could be validated between 2006 and 2009, the average AOVR process lead time was
348 days (the shortest 42 days and the longest 958 days); and (iii) there was a strong correlation between
AOVR cycle time (pending days) and work-backlog time. The project has not been finalized due to
various disagreements between PD and ATS, principal among which were the ownership of the official
register of registered vendors and the requirement to specify timeframes for the various stages of the
AOVR process.

Q)] The Office of Central Support Services should, in coordination with the
Department of Field Support, establish a timeline for air operator vendor registration and
monitor the registration times against the established timeline.

OCSS and DFS accepted recommendation 5. OCSS stated that, in coordination with DFS, it will
establish a timeline of six months to complete the AOVR process. However, all vendors might not
be registered by the established timeline due to parts of the process that are fully dependent on
compliance by third parties to UN conditions/criteria for acceptance. The Administration is
reluctant to suspend the application process for vendors who provide the requested
documentation on a protracted basis, as this may hamper the Organization’s effort at a
comprehensive vendor outreach.  However, vendors who fail to provide the proper
documentation after repeated requests will be advised that their applications cannot be
completed until the documents are provided.

DFS stated that in a recent correspondence with DM, it was agreed that the timeline for air
operator vendor registration will be within the earlier agreed timeframe of three to six months.
ATS and PD are working to close the matter relating to the timeline for AOVR. Recommendation
5 remains open pending the establishment of the timeline for the AOVR process and receipt of
evidence that processing of vendor applications is being monitored against the timeline.

34. In 2009 and 2010, 6 out of 14 vendors were registered by PD after special approval by the
Vendor Review Management Team (VRMT), even though they did not meet the financial criteria (e.g.
profitability ratio, return on assets ratio, and solvency ratio). Low vendor response rate to bids was
provided as the justification for the registration. OIOS notes the efforts of PD to expand the vendor



database, but PD should assess and manage the risks associated with potential financial problems that
these vendors might encounter in the future.

6) The Office of Central Support Services should introduce monitoring activities to
mitigate the risks associated with vendors registered under special approval by the Vendor
Review Management Team.

OCSS accepted recommendation 7 and stated that VRMT will input the registration status to the
master spreadsheet of air transportation vendors which VRMT maintains. This will enable the
Logistics and Transportation Section (LTS) to review the master spreadsheet and request
additional financial security for those vendors who are in ‘special approval’ status on a case-by-
case basis for proposed contract award. On an annual basis VRMT will request those air
transportation vendors in the special approval registration status to provide their latest financial
statements. Subsequently, VRMT will undertake a current financial analysis to determine if full
registration can be completed for those vendors. Recommendation 5 remains open pending
receipt of evidence that the enhanced procedures for vendors who are in ‘special approval’ status
have been implemented.

Air charter agreements do not include a clause on audits/investigations

35. The special air charter model agreements and General Conditions of Contract for air charter
agreements did not contain a provision on the right of UN to conduct audits and investigations. In
response to a request by PD to revise the model long-term air charter agreement, OLA, among other
changes, inserted the clause on audits and investigations. The revised model agreement was sent to PD
on 25 May 2010; however, it was not put in place due to ongoing consultations. PD should complete
consultations with relevant Offices and use the latest version in air charter agreements with vendors.

@) The Office of Central Support Services should use the latest version of the model
air charter agreements, which contains a clause on audits and investigations.

OCSS accepted recommendation 7 and stated that a working group, comprising members from
OLA, DFS and PD, has been discussing the final draft air charter agreement and the General
Conditions of Contract. Modlification of certain terms and conditions of the standard agreement
was deemed necessary before use of the new document is implemented. Recommendation 7
remains open pending receipt of a copy of the finalized air charter model agreement and General
Conditions of Contract.

B. Risk management and strategic planning

Lack of strategic planning approach for acquisition of long-term air charter services

36. There was no acquisition plan in place for long-term air transportation services as required by
section 8.1 of the Procurement Manual. Instead, procurement was done on a piecemeal and reactive
basis. In general, ATS placed a request three months before the required date of the service. This is
contrary to the Procurement Manual, which requires that the requisitioner develops acquisition plans no
later than six months before the anticipated need. Similar requirements, even for the same mission area,
were not aggregated, but separate requisitions were raised for each need, resulting in additional workload
for both ATS and PD. As mission requirements are normally determined during the budgeting process,



the air transportation needs are generally known in advance. Hence, ATS could develop an acquisition
plan providing more specific details on the timing of their requirements and any other information
necessary to enable PD to plan procurement actions more effectively.

37. ATS and PD started developing Source Selection Plans (SSPs) effective 2011; however, SSPs set
out the detailed plan for each specific procurement action and do not define the overall procurement
strategy for a stated period. Several deficiencies in the acquisition of long-term air charter (as explained
above under the ‘Regulatory Framework”) point to a need for a strategic framework in a broader sense to
ensure efficient, effective and economical procurement of air transportation services. The strategic
framework should include broad objectives, risk assessment, a comprehensive market analysis to develop
strategies that would best meet the needs and requirements of UN operations, vendor outreach strategies,
negotiation strategies, contingency plans for surge requirements, local procurement of certain services
(e.g. air ambulance services), and determination of appropriate solicitation methods. The development of
a strategic framework, however, requires input by all stakeholders. The integrated aviation strategy by
ATS, which was in the process of development at the time of the audit, and the Global Field Support
Strategy of DFS should also guide the acquisition strategy. An annual acquisition plan would produce
effective results only if guided by such an overarching acquisition strategy.

38. In its audit of procurement management in the Secretariat (AH2008/513/01), OIOS concluded
that the lack of strategic planning for major requirements, including air charter services, posed a high risk
for the UN and that there was a need to develop commodity-based procurement strategies. PD
commented that it does in fact have specific strategies for certain commodity groups such as fuel and
food. OIOS is of the view that a strategy should be developed for air charter services as well.

3 The Department of Field Support should, in coordination with the Office of
Central Support Services, develop an acquisition strategy and plan for air charter
requirements.

DFS accepted recommendation 8 and stated that it has taken steps to expedite the development
of an acquisition plan for air charter requirements, which would provide DM with the basis for
development of the acquisition strategy. As a part of ongoing activities, the UN-ICAO Working
Group is targeted to assist with the UN transition from an ITB to RFP protocol for air charter
services. The project document, outlining how the UN can complete the transition from ITB to
RFP, is being produced. The transition from ITB to RFP would serve as an input for the new
acquisition strategy, which would also generate goals for an acquisition plan for air charter
requirement.

OCSS stated that PD is prepared to provide support, at the behest of DFS, in the development of
the acquisition strategy. Recommendation 8 remains open pending receipt of a copy of the
acquisition strategy and plan for air charter requirements.

No vendor outreach plan in place

39. Various outreach activities were undertaken by PD and ATS to expand the vendor database, but
there was no cohesive plan detailing the related objectives, methodologies and success criteria. Outreach
activities should normally be guided by an air charter acquisition strategy and aim to address identified
deficiencies in the vendor database. Considering the low level of vendor participation in bids, outreach
activities are critical in reaching out to new potential vendors.

| (&) The Office of Central Support Services should, in coordination with the|

10



Department of Field Support, develop a vendor outreach plan, which is derived from an
overarching air charter acquisition strategy.

OCSS accepted recommendation 9 and stated that the vendor outreach plan is derived from an
overarching acquisition strategy, and, as in recommendation 8 above, is dependent on DFS
timeline and request for support. Upon the receipt of the revised acquisition strategy, OCSS will
develop a revised vendor outreach plan to be aligned with the new acquisition strategy.
Notwithstanding this dependency, OCSS will continue the current efforts in expanding vendor
outreach plan for air charter commodity groups.

DFS accepted recommendation 9 and stated that DM and DFS would continue to collaborate in
the area of outreach activities. The “Vendor Outreach Plan” would be based on guidelines
Stipulated in the acquisition plan for the air charter requirements. Recommendation 9 remains
open pending receipt of the vendor outreach plan.

No risk management mechanism in place for contract management

40. At the time of the audit, there were 90 active contracts with total not-to-exceed (NTE) value of
about $1.5 billion; however, there was no structured risk management mechanism for management of
long-term aircraft charter agreements. Both ATS and PD informed OIOS that there were various tools
that could be deployed in the event of emergencies, such as exceptions to the use of formal methods of
solicitation in the FRR, deployment of aircraft from other missions, optional aircraft provision in
agreements, etc. OIOS did not find any instances where the Organization’s critical operations were
disrupted due to lack of contingency plans. However, due to the potentially significant operational and
financial impact of any such disruption, there is a need for a structured approach to risk management,
including formal identification of high risk events, mitigating controls and documentation of the risk
assessments made.

(10) The Department of Field Support should develop a risk management process for
managing air charter agreements.

DFS accepted recommendation 10 and stated that it would carry out a risk assessment of the
management of air charter agreements, in consultation with relevant stakeholders.
Recommendation 10 remains open pending receipt of the results of the risk assessment for
managing air charter agreements.

Adequacy of human resources capacity needs to be assessed

41. Lack of adequate human resources could be considered as a risk factor in the acquisition of air
transportation services. Both PD and ATS informed OIOS about the lack of adequate resources to
effectively acquire air transportation services, and similar observations were made by HCC as well.
While the audit did not include this aspect specifically in the audit scope, OIOS observed overwhelming
workload in both offices. An acquisition strategy could improve the way air transportation services are
acquired and result in efficiencies reducing the amount of work. Nevertheless, the adequacy of human
resources should also be assessed within the risk management framework together with the potential
1mpact.
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Inadequate information technology (IT) capacity in ATS

42. Existing tools for monitoring air operations were insufficient in helping management in decision-
making and performing various analyses. Desk Officers in ATS had to resort to various databases and
internal reporting systems for planning and budgeting of requirements, contract management, invoice
processing and other monitoring and oversight activities. These information sources did not have real
time data, were susceptible to human error and were not relational; therefore, they did not help
stakeholders in providing timely and reliable analyses for decision-making. ATS’ attempt to acquire an
aircraft management software did not succeed; therefore, HCC recommended that DFS hire an expert in
air transportation management to provide expertise in researching the market and drafting the scope of
work for the new solicitation. Such a tool is much needed and would not only enhance internal controls
but also assist management in making timely and effective decisions.

(11) The Department of Field Support should ensure that it has adequate information
systems to effectively manage air charter agreements and to better plan and monitor air
transportation operations.

DFS accepted recommendation 11 and stated that a system was selected and proposed to HCC,
but the case was rejected due to the limited number of bidders. The new bid process for an Air
Transport Management System (ATMS) is under development by ATS, Information and
Communications Technology Division in DFS and DM. DFS will continue efforts for
implementation of a full ATMS. As a temporary measure and in order to fill the existing gap, DFS
continues to seek an interim solution by developing an in-house programme as part of the Field
Support Suite. However, this module would not completely cover all functions of a full ATMS,
but it would address the most immediate needs of both United Nations Headquarters and field
missions. Recommendation 11 remains open pending confirmation that DFS has implemented
adequate information systems to effectively manage air charter agreements and plan and monitor
air transportation operations.
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