
The country of Trumpania has a prison system like it is organized in so many similar countries. This system consists of so called ‘Detention centers’ and Prisons. Detention centers are facilities in which people who committed a crime are being held for whom the judge not yet has come to a verdict. If these persons are convicted guilty and have to serve prison-sentence, they are moved to a prison.
The State Penitentiary Service (SPS) which manages detention centers and the prison system is an agency under the umbrella of the ministry of Justice. Until a few years ago it was a unit strictly controlled and monitored from the side of the ministry. One could say that the SPS was just an operational unit without having its own budget and little room to regulate its processes to its own discretion. This has changed. Due to reforms in which ‘more delegated managerial accountability’ became the new mantra, the SPS now has its own budget to spend and has to some extend own decision space on how to best spend this budget and organize its processes. Of course it needs to be added that due to this change, the SPS has accountability obligations towards the ministry. These obligations are mostly aimed at accountability on the performance (output-indicators), compliance and trueness and fairness of the financial statements. The SPS has its own local subdivisions (5 in total serving clusters of regions in the country). As of January 1, 2017 the number of people in the detention centers was 16,152. The prisons were holding 12.500 people at that point.

Persons taken into custody (pre-trial detained), according to the Law "On Pre-Trial Detention" should be provided with living conditions that comply with sanitation and hygiene rules. This also counts for convicted criminals that are transferred to the prison system. For them the “Law on Prisoner’s rights” comes into effect. Both laws state that inmates should be provided free of charge with food, an individual bed, bedclothes in line with the single standards established by the Cabinet of Ministers.
Specifically for the food provision for detainees and inmates an ingenious process of procurement and distribution has been set up. Ultimately the minister of Justice is responsible that this process functions well and that the objectives (food provision in line with the law and the budget) are achieved. The process is fully executed by the SPS and the budget is provided by the ministry of Justice. Since the SPS only recently received more authority and autonomy, the minister wants a so called ‘thermometer moment’: an assessment of the processes that the SPS is responsible, starting with the food provision process. It is a logical request from the minister given the fact that the recent changes in the accountability structure haven’t been assessed yet. He asks the audit-department to do an audit on the process of food distribution to detention centers and prisons. In order to start the audit the following basic information was provided to the audit team: 
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The main tasks of the State Penitentiary Service related to food distribution include:
· Identification of needs of the subordinate bodies and institutions in food products. This concerns gathering prognoses information from detention centers and prisons on the expected needs;
· Serve as the linking pin between ministry and detention centers / prisons in terms of gathering and communicating procurement needs;
· Implementing and maintaining a system of measures that ensures a proper procurement of needed food and distribution system (logistical side),
Standards regarding food distribution (quality, quantity etc.) for detained people and prisoners are laid down in the Decree of the Cabinet of Ministers No. 1 and in the Orders of the State Penitentiary Service No. 2 and No. 3. The general feeding procedure for the detained persons is stipulated in the Order of the Ministry of Justice No. 4.
Food service management is operationally regulated by the following bodies:
· At the HQ of the State Penitentiary Service – Resources Provision Department;
· At the local subdivisions - Resources Provision Unit;
· At the detention center and prisons– Unit assigned with the task of food supply.
The main tasks of the food service units in the detention centers and prisons are:
- Calculation of the needs in food, purchasing, storing food;
- Food provision, organization of timely and high quality nutrition;
- Organization and keeping records, reporting and monitoring on food provision.
The system of accountability and information provision is organized as follows: detention centers and prisons are accountable to local subdivisions, which, in their turn, are accountable to the HQ of the State Penitentiary Service. The HQ are responsible for implementing budget programs and accountable to the Ministry of Justice.
The food service units in the detention centers and prisons identify the need in food and send the applications to the local subdivisions for summary and submission to the HQ of the SPS. Based on the needs provided by the subdivisions, the HQ of the SPS composes a draft Budget Request and sends it to the Ministry of Justice.
Since January last year, the Resources Provision Department introduced a system of monthly reporting on needs, acquisition, use and availability of food at detention centers and prisons (accountability obligation). This report is sent by detention centers and prisons to local subdivisions for summary and submission to the HQ.
Description of the process:

STAGE 1: ESTABLISHING NEEDS AND COMPOSING BUDGET REQUEST
Resources Provision Unit of a detention center or prison on the basis of the established criteria calculates the need in food, its total value and sends this information to the Resources Provision Unit of a local subdivision for summary. Then this calculated need is sent to the Resources Provision Department of the HQ, then to the Department of Finance and accounting to be further included into the draft Budget Request to the Ministry of Justice. If all the checks and balances at the level of the ministry give green light, the budget is delegated to the HQ of the SPS.
STAGE 2: PROCUREMENT
The procurement unit within the HQ of the SPS is responsible for the procurement of the food in line with the general principle of centralized food purchase and supply to detention centers and prisons stipulated in the law.
Following the procurement procedure and signing of the contracts, suppliers deliver food products to the regional warehouses which are supervised and controlled by the local subdivisions of the SPS. This supervision consists of ensuring the delivered products are in line with the orders/request and taking care of a distribution towards detention centers and prisons in line with the orders/requests.

The manager of the detention center/prison signs Statements of Goods Acceptance/Delivery and invoices for goods that are submitted to the Resources Provision Department of the HQ of the SPS (via the subdivisions). If there are no detected violations, the Department of Finance and Accounting ate the HQ of the SPS pays the suppliers for the received food.
STAGE 3: DISTRIBUTION OF FOOD WITHIN DETENTION CENTERS/PRISONS
This can be regarded as a separate process. It concerns the cooking and distribution of food within the detention centers and prisons. It starts with identification of the actual number of people and development of the order for their feeding. The food in the canteen is cooked according to the menu three times a day: breakfast, lunch and dinner. Daily samples of each dish of the ration are preserved at the canteen. Samples are taken by the cook from the cauldron in the presence of medical staff.
Additional notes for the audit team:

· In recent years, bodies and institutions in the sphere of governance of the State Penitentiary Service have been operating under difficult conditions of underfunding;
· Part of the reform program which took place several years ago was introducing more reliance on IT-driven systems for governmental processes (specifically procurement). This also counts for the food distribution process. This means that since quite recently the process of requests (needs from detention centers and prisons, but also budget requests from SPS to ministry), accounting, inventory and logistics is heavily IT-driven;
· The minister wants a full scope audit of the process which takes into account all possible angles and perspectives. The minister stresses that the audit should be partly looking at compliance aspects but also (even more) at risky area’s that are inherent to this process. He wants to be sure if something is overlooked, if the system on internal control (in the broad sense) functions well, if he can sleep well at night…and if not….what can be done?
Assignment:

Establish with your team possible audit objective(s) for this audit. Take into account the requests that the minister made and of course the context as described above. As a guideline, use the IIA-standards and its sub-standards:
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� HYPERLINK "http://www.theiia.org/guidance/standards-and-guidance/ippf/standards/standards-items/?C=3094&i=8273" �2210 Engagement Objectives�: Objectives must be established for each engagement. 





2210.A1- Internal auditors must conduct a preliminary assessment of the risks relevant to the activity under review. Engagement objectives must reflect the results of this assessment. 





2210.A2- Internal auditors must consider the probability of significant errors, fraud, noncompliance, and other exposures when developing the engagement objectives. 





2210.A3- Adequate criteria are needed to evaluate controls. Internal auditors must ascertain the extent to which management has established adequate criteria to determine whether objectives and goals have been accomplished. If adequate, internal auditors must use such criteria in their evaluation. If inadequate, internal auditors must work with management to develop appropriate evaluation criteria. 





2210.C1- Consulting engagement objectives must address governance, risk management, and control processes to the extent agreed upon with the client. 





2210.C2 - Consulting engagement objectives must be consistent with the organization's values, strategies, and objectives.











