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Introduction

FH Vision
God called and we responded until physical and spiritual hungers ended worldwide.

“He has showed you, O man, what is good. And what does the LORD require of you? To act justly and to love mercy and to walk humbly with your God.”  Micah 6:8
FH Mission
To walk with churches, leaders and families in overcoming all forms of human poverty by living in healthy relationship with God and His creation.
Commodity Management Objectives
1. The Commodities Staff accounts for quantity (MT and USD) and quality of the commodities, recorded in documents. 

2. We work closely with Programs and Finance staff to coordinate the flow of commodities and to make sure our records (quantity: MT and USD) agree.
3. We take good care of the commodities so that the beneficiaries receive the highest quantity and quality of commodities.
Commodity Management Manuals
A series of 6 manuals will enable Commodities Staff to:
· Identify and understand U.S. government food aid regulations, and
· Apply those regulations to their specific jobs in practical ways.
It is expected that Commodities Staff will start with the first level and progress through the levels depending on their roles in the field:

· Level 100:  Basic Skills

· Level 200:  Warehouse Management 
· Level 300:  Freight Management

· Level 400:  Design

· Level 500:  CTS
· Level 600:  Headquarters Activities (this manual)
This manual presumes that you have learned Levels 100-500 first, and then come to this Level 600. This manual takes you through the HQ responsibilities for each previous level, plus any additional ones.

To suggest future updates, please contact the FHUS Commodities Manager, Shawnee Ziegler at sziegler@fh.org  OR at 1224 E. Washington St., Phoenix, AZ, 85034 OR at 1-800-2-HUNGERS.
610.  Basics

It is important to make sure that new (and old) Commodities Staff have gone through the Level 100 Basic Skills manual.  This will put all Commodities Staff on the same (relatively) footing when in meetings, using technology, preparing documents, etc.

620.  Warehouse Management 

You will need to check to make sure that each field is complying with the Level 200 Warehouse Management manual.  Much of this can be done by working closely with the Regional Commodities Manager.

General Principles of Warehouse Management
Here is a checklist of General Principles of Warehouse Management to ensure each field is complying with.  See Level 200 manual for more details.
1. Rental Contract

2. Job Descriptions

3. Security

4. Ideal Warehouse (It would be good to use the Storage Inspection Checklist from FFP and/or Joe Gerstle’s checklist (for both of these checklists, see Level 200 Manual) to review this.)
5. Mitigating Losses  (You can learn new methods of loss mitigation, and pass them on to the fields.)
a. Cleaning and Inspecting

b. Identifying Losses

c. Controlling Pests

i. Fumigation

ii. Insecticides

iii. Rodent Control

d. Damaged and Unfit Commodities

6. Equipment and Supplies  (Does each field and each location have the necessary equipment and supplies, and are they in good condition, and are they being used?)
7. Inspection and Audit

8. Record Retention  (Before fields destroy any records, you will need to give written consent.)
9. Filing System

10. Processing, Repackaging, and Labeling Commodities

11. Disposal of Containers

12. Borrowed or Exchanged Commodities

13. Disposal of Excessive Stock of Commodities  (If a program is properly planned, monitored, and implemented, there should not be any excessive stock of commodities.  But if the program has “left-over” commodities, you should be copied on the following correspondence (or the field should let you know the status): FH field needs to let the USAID Local Mission know, and propose alternate use of them.  USAID Local Mission (with USAID Washington concurrence) will let FH field know what to do with them.  FH field should cover the costs of this alternate use, unless its an emergency and USAID Washington authorizes the use of emergency funds to cover it.)
14. No Military Handling

Receiving Commodities

Here is a checklist about Receiving Commodities to ensure each field is complying with.  See Level 200 manual for more details.

1. General Principles
a. Space Utilization
b. Stacking Commodities
c. Shelf Life of Agricultural Commodities
2. Procedures for Receiving Commodities
a. Preparation for Arrival
b. Arrival of the Carrier
c. Offloading
d. Counting
e. Weight Control
f. Damaged Packages
g. Documenting the Receipt:  Waybill
h. Fill in the Stack Card
i. Fill in the Receipts Summary
j. Shipment Receipt Summary  (At this point, you should request the CTS report “Shipment Receipt Summary”.)
Dispatching Commodities

Here is a checklist about Dispatching Commodities to ensure each field is complying with.  See Level 200 manual for more details.

1. General Principles

a. FIFO
2. Dispatch Procedures
a. Distribution Plan
b. Commodity Request and Commodity Release Note
c. Dispatch – Loading
d. Dispatch – Counting
e. Dispatch - Damaged Food
f. Complete the Dispatch Waybill
g. Complete the Stack Card
h. Fill in the Dispatches Summary
i. Visit Distribution Site  (If possible, visit a distribution site on your next field visit and complete the “Distribution Center Visit Report” found in the Level 200 manual.)
j. Undistributed Commodities

Inventory
Here is a checklist about Inventory to ensure each field is complying with.  See Level 200 manual for more details.  This is to be done monthly, and each warehouse should be able to show you their monthly physical inventory records.

1. Stack Cards
2. Physical Inventory
3. Warehouse Inventory Ledger Book

Internal Losses and Claims
If the field is going to enter into legal action because of commodities losses/claims, it is good for FHUS HQ to be aware of that, and to be involved in the decision as to whether or not this is a good course of action.  Legal action should not be taken lightly as it can be costly and take many years.
Here is a checklist about Internal Losses and Claims to ensure each field is complying with.  See Level 200 manual for more details.

1. Documenting and Reporting Internal Losses
a. USAID - Food for Peace

i. Each loss valued at $500 or less:  submit LSR to USAID Washington within 30 days of the close of the quarter.

ii. Each loss valued at $500 or greater:  submit DMCR to USAID Washington within 30 days of the close of the quarter.
iii. Each “large” loss (a good figure is $5000 or greater):  submit DMCR to USAID Washington immediately.
iv. Advise USAID Washington if FH suspects criminal activity in any commodity losses or misuse of monetized proceeds or program income.

b. USAID – IFRP
i. Each loss due to criminal activity:  report immediately to USAID Washington.

ii. Each loss valued at greater than $500:  report quarterly to USAID Washington.
c. USDA – Food for Progress and Food for Education
i. Each loss valued at $5000 or less: report quarterly to USDA Washington.
ii. Each loss valued at greater than $5000:  report immediately to USDA Washington.

1. Claims
a. Field should send a copy of the status of the claim to FH HQ and to the USAID Local Mission.
2. Field offices should have procedures to handle Internal Losses and ensure that all the necessary steps are being followed to pursue and close out claims.  At the minimum the field office should:

Reports
Here is a checklist about Reports related to Warehouse Management to ensure each field is complying with.  See Level 200 manual for more details.

2. Loss Reports

3. CTS Reports

4. Quarterly Reports
a. Field prepares QRs, Regional Commodity Manager verifies them and prepares summary, Field submits to USAID local mission, and HQ Commodity Manager submits to USAID Washington.  Regional or HQ Commodity Manager prepares summary for Director of Finance.

b. HQ submits QRs to USAID Washington within 30 days of the close of the quarter.
c. Using the RSR, a comparison can be made between the actual ration rate against the AER approved rate.  If the actual rate is higher, FH is distributing commodities not approved by USAID/W.  If the actual rate is lower than the approved rate, FH is not following their operational plan.  There can be many reasons for this, such as late arrival of commodities.  In any case this should be investigated, and the difference explained.

630.  Freight
You will need to check to make sure that each field is complying with the Level 300 Freight management manual.  Much of this can be done by working closely with the Regional Commodities Manager.

General Freight Principles
Here is a checklist of General Freight Principles to ensure each field is complying with.  See Level 300 manual for more details.

Job Descriptions

What USG pays for

Survey Contract

a. Submission of Survey Reports:  FH field commodities staff will send Survey Reports provided by Surveyor to FHUS who in turn will submit it to USDA.
b. Payment for Surveys:  FH field representative will send the Survey Reports provided by Surveyor to FHUS, which in turn will submit them to USDA for approval.  USDA will send reimbursement to FHUS, who will send it to FH field, who will make payment to Surveyor within 20 calendar days of receiving invoice and only after having received the corresponding documents. 

Inland Transportation Contract
Information for Surveyor and Inland Transporter  (See the Level 200 – Warehouse Manual for information that the FH field can pass on to the Surveyor and Inland Transporter about warehouse management in general and also about mitigating losses.)
Inspection and Audit
Record Retention  (Before fields destroy any records, you will need to give written consent.)
Filing System:  This is the “history” of the commodities.  HQ currently has paper documentation and on-line documentation.  It is recommended that a sample check be performed quarterly.  HQ should have on file the following documents on-line:
c. On Groove

i. Proposal docs:  AER/EST/Monetization Tables
ii. PREP docs:  AER/Monetization Tables

iii. Host Country Agreements

k. On H Drive:
i. TAs (and Modifications)
ii. Ocean Freight Vouchers (whole package of shipping docs includes BLs, etc.)

iii. Survey Reports

iv. Host Country Agreements

v. Consortium MOU

vi. Sales contract

vii. Surveyor contract

viii. Inland transp contracts

ix. QRs

x. Checklist to review QRs

xi. Inventories used to reconcile QRs

xii. FF MOUs

xiii. List of import/shipping requirements (make this list based on last FARES entries, then ask countries to update)

xiv. Spreadsheet with expiration dates of various documents

l. On Portal

i. QRs

ii. Checklist to review QRs – the QRs need to be reconciled to survey reports, monthly inventories and CTS reports.

iii. Inventories used to reconcile QRs

iv. Survey Reports (just part of them)

v. Host Country Agreements

vi. Surveyor contract

vii. Inland transportation contracts

viii. FF MOUs

ix. Job Descriptions for all Commodities positions around the world
2. No Military Handling

Call Forward
Here is a checklist about Calls Forward to ensure each field is complying with.  See Level 300 manual for more details.

1. General Principles

AER

Procurement Schedule

2. Commodity Pipeline Analysis
3. Updated AER
4. Letter of Concurrence
5. Appointing Freight Forwarder:  The FHUS Commodities Manager will arrange with a US-based Freight Forwarder to carry out all the shipping arrangements for FH.

6. Submission of Call Forward in FARES & WEBSCM:  The FHUS Commodities Manager will place the Call Forward into the system that the USG uses for accepting Calls Forward, called FARES.  Soon WBSCM (Web-Based Supply Chain Management) will be used instead of FARES.
7. Commodity Procurement Process

Ocean Freight 

Here is a checklist about Ocean Freight to ensure each field is complying with.  See Level 300 manual for more details.

15. General Principles
a. Preparing for Arrival
b. Transfer of Title to FH
c. Shipment on US-flag Vessels
d. Modes of Transport
e. Questions About Status of Shipment – HQ is the point person for any questions about status of shipment that the field cannot resolve.  It is good to point the field staff first to FARES and the Freight Forwarder’s website to get the needed information.

16. Freight Procurement process
a. Form KC-512:  Notice of Commodity Availability
b. VLO (Vessel Load Observation)
17. Shipping Documents:  HQ should have these on file.

a. Bill of Lading
b. Letter of Donation
c. Invoice – Declaration of Value
d. Packing List
e. Phyto-sanitary Certificate
f. Export Certificate
g. Inspection Report
18. Payment of Ocean Freight:  HQ reviews and approves vouchers that FF sent to both HQ and USAID.  Once FHUS gets the reimbursement, Government Finance Coordinator prepares the Freight Journal and passes to ES to ensure reconciliation between FHUS and FH books.  FHUS transfers funds to Freight Forwarder within 3 days of receiving funds from USAID.

Port Activities 

Here is a checklist about Port Activities to ensure each field is complying with.  See Level 300 manual for more details.

1. General Principles

2. Port Arrival
a. Surveyor’s Role During Port Arrival
Cargo Discharge
b. Losses
i. Repackaging Costs:  The Ocean Carrier is responsible to cover repackaging costs in all cases where damages of bags or infestation were caused during ocean transport.  If the field office incurred any of these costs, then a Certificate of Marine Reconstitution Costs should be prepared.  This document should be sent to FH along with the Survey Report to seek reimbursement.  For reconstitution less than $500 no prior authorization is necessary.  For reconstitution costing $500 or greater, a written authorization from the Local Mission is required in order to be reimbursed by USDA-CCC.  It is a good idea to make sure that at the beginning of each fiscal year, the field request the Local Mission to give a waiver for this clause in order to not make the losses worse.
ii. Inadequate Packaging:  If packing problems is recurrent, the FH field office must prepare a summary describing the nature and history of the problem and send it to FHUS, to ask USDA and FFP to look into this problem and redesign packages if necessary.
iii. Marine Damage
iv. Damages During Discharge at the Port
v. Infestation
vi. Sweepings and Slack/Torn Bags
vii. Inspection for Weight
viii. Port Weighing
ix. Surveyor’s Role Regarding Damages, Laboratory Analysis, Reconstitution
x. Identifying Losses
xi. Damaged and Unfit Commodities
c. Discharge from Vessel
i. Surveyor’s Role During Discharge from Vessel
d. Stripping of Containers
i. Surveyor’s Role During Stripping of Containers
e. Dispatch from Port
i. Surveyor’s Role During Dispatch from Port
ii. Inland (or In-Country) Transporter’s Role During Dispatch from Port
Discharge/Dispatch Survey Report:  After FH field’s review, Surveyor will email scan to FH field, FH Regional Commodity Manager (if the region has an RCM), FHUS and their Freight Forwarder.  It is good if HQ double-checks the below list before sending to USDA.

f. List of Items Required by USDA:  Below is the list of 15 items required by USDA for surveys that they contract.
  A Surveyor can include additional items in the survey report, but cannot include less.  The following table specifies which of the 15 specifications below apply to the particular survey type:
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Carrier Outturn Report
Port Tallies and Port Outturn Report
Costs:  In general, FH can submit the survey and inland (not in-country – in-country transport costs should be paid from ITSH funds) transport costs to the USDA-CCC for reimbursement.  See Reg. 11 quote in Level 300 manual for details.
Inland Freight 

Here is a checklist about Inland Freight to ensure each field is complying with.  See Level 300 manual for more details.

3. Inland Freight Procurement process
4. Freight Tender specifications
5. Transportation Contract
6. Payment of Inland Freight:  For landlocked countries, Inland Freight will be paid by USAID (BHR/FFP/POD department).  It will only be paid to the points of entry approved in the TA (Transfer Agreement – the document in which USAID approves the program, and which is signed by both USAID and FH).  HQ reviews and approves vouchers that FF sent to both HQ and USAID.  Once FHUS gets the reimbursement, Government Finance Coordinator prepares the Freight Journal and passes to ES to ensure reconciliation between FHUS and FH books.  FHUS transfers funds to Freight Forwarder.
Delivery to FH Warehouse

Here is a checklist about Delivery to FH Warehouse to ensure each field is complying with.  See Level 300 manual for more details.

2. Procedures for Entry of Commodities into FH Warehouse
a. Surveyor’s Role During Delivery
3. Delivery Survey Report

Marine/Inland Losses and Claims

Here is a checklist about Marine/Inland Losses and Claims to ensure each field is complying with.  See Level 300 manual for more details.

1. Documenting Marine and Inland Losses
a. Marine Losses

b. Inland Losses

2. Reporting Marine and Inland Losses
a. USAID - Food for Peace
i. Please see Level 300 manual for details on losses that are not considered “large” losses (generally below $5000).
ii. Each “large” loss (a good figure is $5000 or greater) should be reported immediately to the USAID local mission (and USAID Washington) on a DMCR.  These losses are also reported on the quarterly Loss Status Report.  Also, report to HQ Commodities Staff immediately.
iii. Note that “marine losses do not have DMCR.  A DMCR will pop up [in QWICR] for Internal losses only.”

iv. USAID should be advised in all cases where FH has reason to believe there is a pattern or trend in the loss, damage or misuse of commodities.   If FH suspects criminal activity in any commodity losses or misuse of monetized proceeds or program income the USAID Inspector General’s office should be notified through USAID Local Mission or USAID in Washington.  The local authority should also be notified.  The local authority would include the local government ministry through which PL 480 programs are implemented and the police.  A police report should be obtained whenever possible.
v. “Any proposed settlement for less than the full amount of the claim must be approved by AID/M.  CS’s must request AID’s approval to terminate a claim if it is determined that the claim is uncollectable.”

b. USAID – IFRP
i. Please see Level 300 manual for details on losses that are not due to criminal activity.
ii. Each loss due to criminal activity is reported immediately.  Also, report to HQ Commodities Staff immediately.
c. USDA – Food for Progress and Food for Education
i. Please see Level 300 manual for details on losses that are below $5000.
ii. Each loss valued at greater than $5000 is reported immediately.  Also, report to HQ Commodities Staff immediately.
3. Claims
a. General:  It is good to keep all documentation related to a specific claim filed in the HQ filing system.

b. Marine Claims
i. The Commodity Credit Corporation will initiate appropriate action for filing of legal action if necessary.  However the Field Office is responsible for obtaining all documents and forwarding them to FH PHX Government Finance Unit immediately upon discovery of any loss and/or damage.
ii. FH may elect not to file a claim if the loss is less than $100 OR if the loss is between $100 and $300, and to pursue the claim would cost more than the loss is valued at.
iii. Joe Gerstle states, “[FH HQ] or USDA/KC files claims for all vessel losses.  If the claim value is less than $200, we retain entire amount.  If value is more than $200, we retain $200 plus 10% of the amount above $200 to a maximum of $500.”

iv. Field offices should send a copy of the Notice of Responsibility to FHUS.
c. Inland Claims
i. Field offices should send a copy of their claim letter to the Inland Transporter responsible for the loss, to FHUS.

ii. If field offices suspect or discover losses due to criminal activity, they must notify immediately in writing to USAID Local Mission, FH Regional Director with copy to FH HQ Commodities Staff.
iii. FH may elect not to file a claim if the loss is less than $500 and such action is not detrimental to the program and such loss has not been a pattern.
iv. For Food for Peace programs, FH retains $150 of any amount collected on an individual claim.
v. Field should send a copy of the status of the claim to FH HQ and to the USAID Local Mission.
vi. Refer to FH’s policy on legal action.  Legal action should not be taken lightly as it can be costly and take many years.  HQ should consult with Director of Government Finance before encouraging FH fields to pursue legal action.
d. Claims Proceeds – please refer to Level 300 manual for details.
Reports
Here is a checklist about Reports to ensure each field is complying with.  See Level 300 manual for more details.

1. Shipment Receipt Summary (Condition of Arrival Report)
2. Loss Reports
3. CTS Reports
a. Shipment Receipt per Commodity
b. Inventory Physical and in-Transit
c. Report Generator
4. Quarterly Reports:  Quarterly Reports are due to USAID Local Mission and USAID Washington by the last business day of the month following the end of the quarter.  Field prepares QRs, Regional Commodity Manager verifies them and prepares summary, Field submits to USAID local mission, and Commodity Manager submits to USAID Washington.  Commodity Manager prepares summary for Director of Finance.

a. QWICR
b. CSR (Commodity Status Report)
c. LSR (Loss Status Report)
d. RSR (Recipient Status Report - explained in Level 200 Warehouse Manual)

640:  Design

You will need to check to make sure that each field is complying with the Level 400 Design manual.  Much of this can be done by working closely with the Regional Commodities Manager.

General Design Principles
Here is a checklist of General Design Principles to ensure each field is complying with.  See Level 400 manual for more details.

Proposal Preparation Process (HQ should review all commodities-related aspects of proposal/PREP/ARR)
Role of FH DC Technical Units (FH DC staff coordinate process)
USG Food Aid (important for HQ to have a broad understanding of Food for Peace, Food for Progress, Food for Education, Local and Regional Purchase and any other commodities-related USG programs, and to keep alert to USG’s latest updates to regulations, and to participate in yearly IFAC)
Information for Suppliers of Commodities (HQ should know where to send potential suppliers for info they may need – please refer to Level 400 manual for details)
Understand the similarities/differences between proposals, PREPs and ARRs.

Procurement Schedule (make sure the latest Proc. Sched. is being used for any proposals, PREPs or ARRs)
Commodity Calculator  (make sure the latest Comm. Calc. is being used for any proposals, PREPs or ARRs)
Proposal Idea

You may have ideas for proposals.  Please communicate these ideas to FH DC technical staff.  Please see Level 400 Manual for resources you can use to generate proposal ideas.  You should be on the FACG mailing list (you can email Guadalupe Ramirez at FACG to add yourself to the mailing list).  You should plan to attend the IFAC (International Food Aid Conference) annually (see  (http://www.fsa.usda.gov/FSA/webapp?area=home&subject=coop&topic=pai-fa for more information).
Proposal Design

There should be a good flow of communication between you, the FH IP DC staff, FH Government Finance staff and the field in the development of the proposal.  Please see Level 400 manual for details on proposal guidance and additional sources of information (including specific information on commodities), as well as details on monetization.
Proposal/PREP/ARR Documents

HQ’s role is to double-check all commodity-related proposal/PREP/ARR documents.  Please see Level 400 manual for details on this.  Also, because these documents are often updated by USAID, it is important to make sure you use the latest version available at:  http://www.usaid.gov/our_work/humanitarian_assistance/ffp/guide.html.  This will give you the latest instructions and the latest templates.
Proposal/PREP/ARR Review

When you review the proposal/PREP/ARR documents, please use the checklist and table found in the Level 400 manual.

Proposal/PREP/ARR Submission

FH DC submits the proposal and updates “Grants in Progress” spreadsheet.

650:  CTS
It is HQ’s responsibility to ensure that the fields are entering commodities data into the CTS and producing Quarterly Reports using the CTS.  Please see the Level 500 CTS manual for details on this. 
� From Notice to Cargo Surveyors, Request for Proposals (Standard), Sections 7A and 7B. USDA. Date of Issuance August 2, 2004.


� From December 16, 2009 email from Mary Florence Ngima, Food Aid Commodity Mgt. Specialist, USAID/EA/FFP – POD.


� Reference Manual, Food Aid Rules and Regulations / Commodity Management Workshop, Kansas City, 2009, by Joe Gerstle.  Page E-7.


� Reference Manual, Food Aid Rules and Regulations / Commodity Management Workshop, Kansas City, 2009, by Joe Gerstle.  Page E-6.





1

PAGE  

