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MEMORANDUM

TO: Director, OFD\/“ashlnoton iulia V. Taft
, L _v T\ /(_ Ti o

FROM: RIG/A/T, Coiln osthard, Jr.

SUBJECT: Audit of the Tmmediate Emergency Relief to Jamaica for
Hurricane 5ilbert

This report presents the results of the audit of the immediate emergency
relief provided to Jamaica for Hurricane Gilbert. The report has been
discussed with officials from USAID/Jamaica and the Office of U.S.
Foreign Disaster Assistance (OFDA). Their comments have been considered
in the preparation of this report. Please advise us within 30 days of
the actions planned or taken to implement the report recommendations. We
appreciate the cooperation and courtesy extended our staff during the
audit,

BACKGROUND

Hurricane Gilbert developed on September 10, 1988. The hurricane skirted
the southern coasts of Puerto Rico, the Dominican Republic, and Haiti
before directly hitting Jamaica on September 12. Hurricane Gilbert was
Jamaica's worst disaster in this century. Torty-six persons were killed
accorling to Jamaica news reports, 40,000 to 60,000 were left homeless,
and the homes of another 100,000 persons were severely damaped,  Winds of
up to 140 miles per hour struck the island cutting telephone and electric
service, destroying roofs, and damaging the international alrports.
Water supplies were severely disrupted and heavy rains led to flash
flooding and mudsiides which damaged agriculture.

On  September 12, 1988, the 1.5, Ambassador to Jamaica declured  the
situation a disaster of sufficient magnitude to warrant UY.,S. Government
assistance.,  OFDA responded  hy  immedistely  sendine emergency relief,
vatued at $1.5 wmillion, to Juamyica to duprove the condition of the
disaster victims during the initial 50-day pcrlod folltowing the hurricane,
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AUDTT ORJECTIVES AND SCOPF

The 1989 Foreian Assistance Appropriations Act mandates the A.l1.D.
Inspector General to closely monitor the uses of Jamaica disaster
assistance and to provide an accounting for the uses of the funds. This
report covers the relief provided in the initial period following the
hurricane of September 12, 1988. Separate romaris will be issued on the
review of the short-term Lmergency Rehabilitation Project No. 532-0185.

The Nffice of the Regional Inspector Gerneorzl for Audit’/Tegucigalpa
performed a limited-scope financial related audic of  +t'  immediate
emergency reliel provided hy 2AFDA. The spe:ific objectives of  this
review were limited to: (1) account for the commodities and other
assistance provided by OFDA to the Goveramert of Jamaica (GOT) and (2)
deternine whether assistance proviled by 9FDA reached disaster victims in
Jamaica,

The audit  covered abour 1.5 million of ensrgency  commodities and
services and tested $88%8,000 of those ittews, We conducted the field work
for this report frorm October 5, 1988, to February 22, 1989, in Jamaica.
We examined records of OFDA and the 697 and interviewed officials from
those entities and from USAID/Jamaica. we  also  visited selected
organizations involved with the disaster assistance. We limited the
review of internal controls and compliance to the activities discussed in
this report and peiZTormed the audit in accordance with generally accepted
government auditineg standards.

RESULTS OF AUDIT

The review showed that there was not an adequate accounting of the
receipt and distribution of relief supplies provided by OFDA.
Accordingly, we were not able wo determine for tested items that the
assistance provided by OFDA reached disaster victims in Jamaica.

A.T.D. responded quickly to the hurricane of September 12, 1988, with
emergency relief supplies and services worth $1.5 million. Most of these
supplics arrived in Jamaica during the first week of the isaster,
USAID Juamaica  quickly identified the need to establish records of
arrivine velief goods since there was no shvious GOJ recordkeeping system
in place  {or  these supplies, and detiyiled staff ond equipment to
rstablish an  inventory,  USAIDR Jamaica subsequently suggested to OFDA
methods to improve accountabhility, which we ¢enerally endorse, based on
the Hurricans Gilbert exnerierce,

The aulit disclosed that some relief supplios were distributed without
heing rechrded in receiptsdictribution recoris,  Our report recommends
that molsl monitorine and aceountine sverem~ n? srocedures bhe developed,
appropriate  ALT,D. 'andbooks  he anendel an¢ o+ trainine  program  be
implemented to educate Mission and OFDA persoun:l about their roles and
responsibilities  in monitariny  and ccconmt.ons for disaster  relief
assistance,



Accountanilitv Was Less Than Adequate

Some reliel supplies were distrihuted without being recorded in
receipts/distribution recorlds. This occurred because of the pressure on
Jamaican and United States officials to quickly respond to the needs of
disaster victims and also because A,1.D. had not clearly defined roles
and responsibilities nor developed model svstems and procedures for
monitoring and accountineg for Jisaster relief that could be put in place
immediately followine a disaster. As a result, there was not an adequate
accovntina, as required by oour system of government, of the receipt and
distribution of the OFD\ relief assiscance.

Discussion - OFDY assembled a rupid response team consistine of staff
foom ALVLLDL and the hade County (Florida) Fire and Rescue "opartment to
assess what wis needed to provide imnediate relief for the disaster
victims in Jamaica. This assessment hegan on September 13, 1988, A
result »f this ussessment was that OFDA  provide! commodities and
communicatinn, transportation, e technical services to the 501 for
immediave emercency relief at o a cost of about 5105 million. 2 this,
approximiately §170,007" was for relief supplies such as tents and Hlankects
(s2e exhihit 1), st OFDA-funded supplics arrived during the first week
of the disaster.

The following three subsections will summarize: 1) the recordkeeping

system for the Jdisaster rvelief, ) the Price Waterhouse audit of all

disaster assistance to Jamaica, and 3) RIG/A/T's review of 0OFDA disaster
R 3

relief,

Recordkeening - The OFDA iIn-country ceam prepared receiving reports {or
OFDA commodities, however, there was no obvious G3J recordkeceping svstem
in place for these supplies, or for anv others arriving from many
donors. In response to this deficiencv, the Government of .Jamaica,
Office of Disaster Preparedness  (G01/0DP)  with  the assistance of
USAID/Jamaica designed and installed a computerized tracking system which
USAID/ Jamaica persounel, bised at the airport, operated for about two
dayvs, The svstem was thea turned over to and operated by personnel from
GOJ/0DP,

The GOJ/oh» . with the assistance of the Jamaica Defense Force (the
Defense  Porce), was  responsible  for  receiving, recording, and
distributine most ol  the r.lief supplies which arrived in  Jamaica
following 'rricane Gilbert, Tfnder the supervision of the G0J/0DP,
Defense Yorce nersonnel unloaded aircrafc and recorded items received on
a Jaily receipts/issue summary.  Documents which accompanied shipments
were retained by the Defense Force.  [Issue vouchers were prepared by
Defense torce personnel for items distributed and were summarized on a
daily basis an the receipts/issue summarv.,  “opics of issue vouchers and
receints issue summaries were sent to the GOJODP office and were useld to
compile 5 wummary report of receipts and distribntions of donuations.

Price Waterhouse Audit - A fow weexks after the disaster, the GOJ arranged
Tor the Tirm of Price Waterhouse to conduct an awlit of all disaster
assistuance orovided to Jamaica from 1l1 sources, As part of this audit,
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Price Waterhouse reviewed the relief activities of the 601°0DP,  Price
Waterhouse's preliminary report indicated that it was uneble to express
an opinion as to whether relief supplies roceived and distributed by the
GQJ/ODP were as reflected in their recorlds »ecause of the following
findings.

During  September, when  the  summary  report  of
receivals  [receipts] and  distributions was  being
compiled at  the Norman Manlev Airport [Kingston]
there were items entered in the report which could
not be traced to any of the Jdailv receipts/issues
summaries even thoueh there were sumiries for each
day of the period,

Information contained in the receipts./issues
summaries was often incoaplete as to the donor of
relief cupplies, In manv instances, also,

information as to the recipieat of rvelief supplies
distributed was incomplete,

While tracing from receipts issues summaries to the
summary report of receivals [receipts] and
distributions, it was observed that some information
contained in the daily summaries had been omitted
from the consolidatad summary.

We [Price Waterhouse] observeld that quantities of
items issued differed from quantities received in
many instances, with issues excecding receivals
[rcccipts] more often than not.

The record maintained by the 60J°0DP is almost
entirely in respect of the operaticns at Norman
Manley Airport. A record of the operations at the
Donald Sanusster Airport [Monteco Bav] commenced on
October 20, 1988, however, we [Price Waterhouse] did
not sce documentation in support of any activities
which took place after that date nor were there any
entries in the 60J70DP summary report.,

Incomplete and Inaccurate Records - We cemnpired  OFDA's listing of the
tmmedliate emercency rerief 1t previded for the hurricane relief effort
with the <0I/0DP's record of receipts and issues of hurricane relief
stupplies received from external donors. The 9FDA and 50J/0DP records
agreed on some items, and differed on other 1tems,

For example, the 507700 had no record that it received ten chain saw
kits which were provided to the 590 st g ¢ost a7 $2,700 according to OFIA
records, Also, according to OFD\ records the .S, Government previded
eighteen 3,009-gallon water tanks; however, the GOJ/0DP recorded  the
receipt of fourteen water tanks., The differenze represented o cost of
$9,6N9.  Converselv, GOJ/ODP 1ecords  indicate]l that it received more



blankets and more water jues than HFbA sent {see exhibit 1), We selected
wo locations that received tents and traced tent distribution to the
receiving orcanizations, with the following results,

Accordine to GO7°0DP records, the GO received 1,133 tents from the .S,
Governnent and private 11,5, donors, 611 of which were from OFDA, A
GQJ/oNnP official told us that a1l of the tents from the .S, were sent to
the Ministry of Social Sccurity Jthe Ministry) for distribution: however,
we  were  unable  to o verify  this  bocause  records of  receipts  were
incomplete,  We reviewed the receiving and Jdistribution reports at the
Central Food Oreanization, o Ministry warechouse, These recorls showed
that 951 tents, including the 514 OFDA-provided tents, had been rveceived
from the '.5.. which represented a shortage of 169 tents. 0f the 961
tents, 652 had been distribiuted, and 302 remained in stock at  the
warchouse,  the tents that remained in stock were individual tents which
were considered less useful than the S-person tents provided by OFDA.
USAID Jamaica and the 607 did not want to create tent cities in Jamaica.
Instead, the 5071 apparently successfully encouraged many homeless persons
to move 1n with cheir friends or relatives until they could rehabilitate
their own homes,  Wher the number of people in temporary shelters such as
schools had heen reduced as much as possible, tents were issued to those
remaining,

We visited three organizations in St. Thomas and St. Andrew Parishes
where the Ministry records showed they had distributed 56 tents, which
represented eight percent of all the tents that had been distributed.
The s<ix tents received by two organizations in St, Andrew agreed with
Ministry records and were in use.  Mowever, we were advised by the
Minister of the church in St. Thomas that was named as recipient of 50
tents that he Jid not in fact receive anv tents as shown in Ministry
records,

According to a MSAID Jamaica RHIDO official, OFDA shipped 590 tons of
zinc roofing and associated supplies such as nails to the GOJ., GQJ/0DLP
records indicated that the roofine material had been received by the
Jamaica Commoldity Trading Corporacion (the Trading Corporation). We were
not able to confirm that this exact quantity of roofing material was
received by the Trading Corporation. The Trading Corporation records
showed that 90,500 sheets of zinc roofine had been received from OFDA,
which appreoximates 750 metric  tons  of  zinc, using the Trading
Corporation's estimate of 129 sheets of roofing per metric ton,

Approximitely twenty-three percent of the roofing had been sold to
distributors of hardware supplies; the balunce remained in the Trading
Corporation's warchouse, Sales of this shipment of roofing had been slow
primarily because the specifications of these supplies were different
from what Jamaicans were accustomed,  For example, the roofing sheets
were a  thinner puacse of steel than the sheets that Jamaxicans usually
purchased, Also, the hurricane ties funded by OFDA were 8 to 12 inches
longer than the ties to which Jamaicans were accustomed,  USATD/ Jamaica
is workinag to resoltve the sales problem by trying to Incate users for the
OFDA-funded roofine material,




In summarv, the above three subsections show that althonch there was some
recordkeeping emploved, 1t was not vdequate onoigh for Price Waterhouse
to express an opinion as  to whether relief supplies  received  and
distributed by the GO1ODP were as reflected in their records.  Also,
RIG/A’T's review disclosed that 597 DD recorls aoreed with 9N\ records
for some commodity items of relief assistance and differed for others.
We visited two of the oreanizitions that received IFDA-provided supplies
and found that their rvecords differad with 6O 200 records. ke visitel
three orvanizations that, according to Mintstry records, had received 36
tents, bhur we could only locite 11 percent >f thaese tents,

There were several reasons why the accounting of the immeliate emerpgency
retief supplies provided by 9FDA was ot aleqeats, Three of the mnst
impor:ant reasons were  that local and .S, Sovernment officiats were
under enormous pressure to guickiy respond to ocal needs following the
hurricane, there was no standardized svsten or procedures to control the
supplies, and responsibilities were not  cleariv defined.  The {irst
atrplane of relier supplies to arcave wias o orrom 2FDAL Accordine to the
USATD Janica Mirector, in a lisaster siunition »f Ticials do not hold up
the Jdistribution of reliet pendine the establishaent of  distribution
mechanisms,  PBut inevitably this =means  that  aieprite trackine will be
impossible unless standadized controls ad defined responsibilities are
in place, ’

SATD/ Jamaica dentified the necessity to establish records of arriving
relief cools and on the {ifth dav tollowing the Jdisaster, detailed staflf
an] equipment to the airport to estzblish an inventory of all arriving
supplies from all sources on behalf of the 50J.  USAID/Jamaica staff
prepared this inventory for 4 few davs and then turned the activity over
to the 457/0pP,  The inventory, however, wis not accurate because of the
reasons liscussed here and, as described carlier, differencee existed
between OFDA and GNT/0DP recovids.

Additionally, according to Price Waterhouse the records of the GQJ/ODP do
not include activities which took place in the initial days after the
hurricane, 21 period when responcibility for coordination of emergency
relief supplies wis temporarily reassioned from the GOJ/ODP to another
GOT office. This was confirmed by the 2IDAN Regional Advisor in a
Necember 5, 1988, report to USAIDJamaica amd also by "SAID/Jamaica and
GOJ7ODY of ficials in discussions with us,

Finally, in onro opinion ALT,L, ‘andhook 8, 'I.S. Toreign Disaster
Assistance, dors aot clearly Jdefine which ALT.D, affice 1s responsible to
define the extent of  the aceonnting that is to be dene for relief
supnliers  shioped  imncdiately 2fter 2 disaster, or who is directly
responsible for ensurine that it is dons, TSN jamaica’s position wdas
that in this instince it was the rosponsibility ~f OFDA Lo ccount for
the relief beciuse OFDA allocated the peliet cssistance funds,  AJLLD,
Handbook 19, however, states that:  "All relie? materials shipped are
consiened to  the .S, Ambassadar o the country where  the  disaster
occurred, except when other arrangements are omade o with OFDY, The U.S,
Mission is responsible for examining and connting the items upon arvival,



and fer notifyving OFDA by  teleeram  the quantity  (and  condition if
damaged) of cach line item received." USAID Jamaica staff were not aware
of Handbock 19 requirements reearding aisaster  uassistance and  were
coenfused as to whether USAID Tamaice or OFDA was responsible to monitor
the relief assistance.  OFDA helives that many U.S. Missions are not
fully aware of the different voles and responsibilities of field-based
and 1.S.-based  staff  in carrvine out  the monitoring and accounting
activities  for  reliof assistance  provided by OFDA following  ecach
disaster. 0OFDA believes that o trainine proeram for Mission and OFDA
personnel  woull cereatly  improve  the understardine of  roles  and
responsihbilities during a disaster.

We conctuled that the svstem for accounting 50 the OFDA relief assistance
was not  adequate,  Further, without determining before a disaster and
befere  shipping velief supplies  the responsibility  and  procedure  to
account for the velief assictance, future accountability is  almost
impossible.

We also concluded that due te the inadequacy of the records and the fact
that the Jdisaster relief offort involved multiple donors, it would not be
cost-cffective  to  reconcile differences  between  OFDA  and  GQJ/0DP
records. Accordinaglyv, we do not recommend  that action be taken to
investicats and reconcile those differences, :

Recommendition No, |

We rccommend that the Office of 1.S. Foreign Disaster Assistance:

a. with appropriate and adequate support from the Directorare for
Program  and  Manacement  Services,  Jevelop a  me el system  and
procedures  for the receipt, storage, distribution and end-use
monitoring of the Office of 1.S. Forcign Disaster Assistance-funded
relief supplies;

b, with appropriate support from the Directorate for Program  and
Management  Services, amend appropriate A T.D. ‘andbooks to include
the model  svstem and  procedures, as  well  emphasizine the clear
definition of the roles anl responsibilities for both the Office of
.S, Foreien Disaster Assistance and the field Mission in monitoring
and accounting for relicf supplies: und

c. issue a4 commmication  or  directive  as o standard  declaration
imnediately  after  each  disaster  to the  field Mission which
operationalizes the requirements of the appropriate A.T.D. Handbooks
regardine monitorine ind acoounting Tor velief suprlies.,

Recommendatinn So. 2

We recomaend that the Office of .S, Foreign Disaster Assistance provide
the technical  contents 1o the Burewr for  Personnel  and  Financial
Manaaement Of fice of 0 Personnel Management Trainine  Division  for 4
training prooram to  educate LS, Mission and office of 1,5, Foreian
Disaster Assistance personnel about their roles and responsibilitics in



monitoring and accounting for disaster relief assistance, The Office of
U.S. Foreign Disaster Assistance shall be responsible for training its
own personnel and for working with the Bureau for Personnel and Financial
Management/Of tice of  Personnel Mapagement”[rainine Division to ensure
that such trainine is made available to U,S, Mission personncl,

Management Zomments

OFDA agrecd witit the findings and the intent of the recommendations in
our draft rveport., lowever, OFDA woes concerned that they did not have
sufficient  rosourzes  to implement  the recommendations 1n a  timely
fashion. OFD\'s complete comments are presented in appendix 1.

Nffice of Inspector General Comments

We believe that the OFDA concerns about implementing the recommendations
in a timely fashion are vaiid, Consequently, we have modified the
recomaendations  contained in our Jraft  report  to make them more
actionihle,
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¢
EDA FUNDING FOR HURRICANE G
uantity Quansity Estimated
Provided Ragaived cost
[tem by OEDA byEoDR: 2 .S, $)
Blankets 3,600 3,219 3
Plastic Sheeting 204 el
3,000-Gallon Water Tanks 15 14
5-Gallon Water Jugs 3,813 3 0l
hain Saw XKits 10
Tents ol 4
inc Sheeting 380 tons 3/ 7530 metric
= tons 4
Cast 5 Transport of Rudio = ,
[tems & Technician NA NEA 34,000
lse of Satellite

Communications System N/A WA 20,500
DOD Airlifte of Assessment

Team & Emergency ltens N/A N 114,000
DOD Airlift of 320 Tents 320 320 22,000
Transport § Initial

\55essment Costs of

Florida P&L Team NSA N‘A 110,620
Transport of Portable

Hospitall/
Airlift of Zinc Shee
Travel § Living Expenses
of Assessment Team N/A NA 12,000

A A 33,000
A A 100,000

TOTAL $1,486,559

i

/ g T oy L RL T A N v 1% 1 3y o Vi
1 [Me portable field hospital was a donated item from the
State of North Carolina. Its estimated value is $1 million.
2 ffice of Disaster Preparedness of the Governneat of Jamaica
3 USAID danalca/RHULO estimate
: Jamalca Commodity Trading Corporaticn estimase
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