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. I NTRODUCTI ON

1. Over the past year the scope of oversight-related work perforned by the
I nspection and Eval uati on Service (IES) has increased, in accordance with
enphases of Project Del phi and the new Operations Managenent System (OVB).
Along with the expansion of inspection mssions and the continuation of

eval uations, a new investigation function was created, with | ES designated as
its central focal point. The Strategy Paper for the |Inspection and

Eval uation service was finalized in Decenber 1997, and provides strategic
directions for IES, including an analysis of functions and structure for the
oversi ght mechani snms of inspection, evaluation, and investigation. The
UNHCR Oversight Conmittee, established in early 1997, has net five tinmes over
the past year, and ensures effective review and foll owup of oversight
reports (including audit reports).

1. 1 NSPECTI ON

2. Since the inception of the inspection function in UNHCR twenty-five

i nspection m ssions have been carried out to sixty countries. This cones to
an average of about two countries inspected every nonth since the first

i nspection in June 1995. Over the past year, inspections have focused on the
maj or UNHCR operations, with field inspections conducted to the G eat Lakes
region of Africa (Rwanda and the United Republic of Tanzania) and former
Yugosl avi a (Bosni a and Herzegovina); other countries of forner Yugoslavia are
pl anned for inspections in the course of 1998. In addition to interna

| ES expertise, the Service has called upon the Division of Internationa
Protecti on, which has provided an experienced protection colleague for each
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of the past twelve countries inspected. The Standing Conmittee is regularly
i nfornmed of inspection activities through the updates on regi ona
devel opnent s.

3. Recent devel opnents: Several major initiatives have contributed to the
strengt heni ng of the inspection function in UNHCR, and to its broader
acceptance t hroughout the organization. One elenment which differentiates

i nspection fromother UNHCR activities is the conpliance nmechani sm

Approxi mately three nonths foll owi ng i ssuance of a final inspection report,
the Director of the Inspection and Eval uati on Service expects to receive

i nfornmati on on the status of conpliance with each main recomendation from
the report. On the basis of the information received, the Director will
prepare a conpliance nenorandum indicating whether overall conpliance is
sati sfactory or unsatisfactory. An analysis of conpliance with inspection
recommendations for the first 55 countries inspected (22 reports) was shared
with the Directors concerned and senior nmanagers. O the 22 reports
finalized, thirteen were considered to have attained satisfactory conpliance,
two were partially satisfactory, and seven were still pending fina

conpli ance (having not yet reached the stage of the three-nmonth foll ow up).

4, I nspection reports and rel ated docunentation are now systenatically
stored in the IES inspection and eval uati on database. The database all ows
for storage, easy retrieval, and analysis. It has facilitated the

conpilation of not only the conpliance analysis, but also the three nost
recent “lnspector’s Notes on Lessons Learnt”:

(i) Not e 3: Inspection Reconmendations on Operations/ Progranme
Managenent, October 1997 (prepared followi ng a request for input
to the OVB devel opnent process);

(i) Note 4: Inspection Reconmendations on Administration, Staffing
and Personnel |ssues, Cctober 1997; and

(iii) Note 5: Inspection Reconmendations on Overall Managenent,
March 1998

These Inspector’s Notes were shared with the H gh Commi ssi oner and nenbers of
t he Seni or Managenent Conmittee.

5. Inspector’s Note 5 on overall managenment took special note of
managenent - r el at ed reconmendati ons appearing nost frequently in inspection
reports. Under the category “Policy and Strategy”, there were
reconmendati ons for new guidelines on specific persons and groups of concern
to UNHCR, categories of refugees (such as urban refugees, on which policy
gui del i nes have now been prepared), and operational procedures (such as
investigation). The lack of field office plans of action on various refugee
groups and operational activities was highlighted as a recurring shortconing
Many recommendations relating to office structure were al so made, rangi ng
fromreinforcenent to re-direction to phase-down. Nunerous reconmendations
were made on “Managerial and O fice Effectiveness”. Wak areas included team
cohesi on, working at nosphere, and the need to strengthen overall managenent.
The category “Coordination and External relations” produced reconmendations
relating to cooperation with Governnents, United Nations agenci es (nost
frequently the Wrld Food Programme), and NGOs (including strategy,
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participation in planning, and regi onal NGO coordination). Recommendations
were al so made on public information and mass information

6. The I nspection Handbook continues to provide the phil osophical and
procedural basis for the preparation, conduct and foll ow up of inspections.
The second edition of the Handbook was produced in Cctober 1997. It is

pl anned to revi ew and update the docunent every year, as the body of
experience gained will lead to the devel opnent of inproved and nodified

i nspection techni ques.

7. The addition of two inspection posts has already served to augnent the
overal |l capacity of IES. The new Senior Inspection Oficer

(Admi ni stration/ Finance) brings this specialized expertise into inspection
m ssions. The other post, Executive Assistant, provides nulti-faceted
support to IES, including focal point for the database, participation in

i nspection mi ssions, assistance in evaluation follow up, and admi nistrative
support to the Oversight Conmittee.

8. The scope of the inspection function will be augnmented, follow ng the
request of the H gh Commi ssioner that |ES undertake inspections of
Headquarters’ units as well as field operations in the future. In 1998 the

Di vi sion of Human Resources Managenent will be the first such Headquarters-
based unit to be inspected. Meanwhile, field-level inspections wll
continue, with inspections to sixteen countries planned for 1999.

9. In addition to inspections in the annual work programe, results of
which are reported directly to the H gh Conmi ssioner, IES is sonetines
requested by the Senior Managenment Conmittee nmenbers to undertake nmanagenent
revi ews, focusing on specific aspects of the work of sonme offices (including
managenent, staffing, human rel ations, and financial transactions).

Seven progranmes either have been reviewed or are under review at the present
time, with reports being transnmitted to the requesting office.

[11. EVALUATI ON

10. The evaluation function in UNHCRis in a transitional period. Wth the
devel opnent of the OV5, evaluation is expected to increasingly centre around
decentralized self-evaluation, conplenented by targetted eval uati ons by
Headquarters. This approach will help to create a culture of evaluation in
UNHCR where progranme managers see eval uation as one of their core
responsibilities. The OVS will provide operational staff with increased
expertise in organi zing evaluations, which in turn will encourage themto
undertake self-evaluation with partners. These new systens will pernit field
managers to nore frequently assess the effectiveness and inpact of their
activities. Geater use of a decentralized system of self-evaluation wll
also facilitate the conpilation and exchange of best practices and | essons
learnt. Furthernmore, it is expected to inprove the quality of reporting as
wel | as accountability and transparency. 1In that regard, as part of |IES
efforts to dissemnate the results of evaluations nore wi dely, six evaluation
synopsi s reports have been provided to nenbers of the Standing Committee.

11. Recent devel opnents: At the central |evel, in-depth evaluations have
focused nore on reviewing major activities within [ arge operations, analysis
of regional strategies and thenmatic evaluations. During the past year
enphasi s has al so been placed on evaluations in partnership with other
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agencies. This has permtted evaluations to address comon probl ens as wel |
as facilitate cooperation and col | aboration. Exanples include an eval uation
of energency food assistance in Bosnia and Herzegovina carried out jointly
with WP, and a tripartite study of the Great Lakes Energency Operation
undertaken with UNI CEF and WFP. I n addition, innovative neasures have been
adopted to permt organi zati on-w de eval uations to take place with fewer
staff. The recent reduction in evaluation staff resources presents a new
chal | enge, coming at precisely the time efforts are being made to strengthen
the function. During this difficult period, new ways will have to be found
to staff and support the function so that evaluation can play a w der and
nore central role. UNHCR hopes to inprove the training provided to staff
working in the evaluation function, and will continue to use staff
tenporarily in need of placenent as an eval uation resource.

12. Arising fromthe results of Project Del phi and anticipated requirenents
of the OM5, it is recognized that evaluation, as an inmportant conplenment to
nonitoring and control in UNHCR, will have to be redefined and strengthened.
A review has been approved, entitled “Enhancenent of Eval uation Capacity in
UNHCR’, and will be funded by the Canadi an Managenent Consultant Trust Fund

13. Fol | ow-up of eval uation reconmendations: Evaluation follow up has been
greatly facilitated by the conpletion of the |ES database nenti oned above.
Ensuring thorough foll owup on evaluations will be one of IES priorities
during the conming year. Major efforts were nmade to inplenment the various
reconmendati ons contained in the reviews cited bel ow

A. Review of Staff Stress and Security

14. The Seni or Managenent Committee directed DHRMto form a permanent
wor ki ng group charged with preparing a plan of action that woul d address the
report’s many recommendati ons. A wi de range of inportant initiatives has

al ready been adopted, including training neasures, increased attention to

| ocal staff security, and plans for a designated budget for security.

Al t hough concrete achievenents related to stress are nore difficult to
identify, the report is credited with raising staff awareness and sensitivity
to the issue. The Staff Counsellor has observed, for exanple, that follow ng
wi despread distribution and discussion of the report, staff are nore willing
to come forward to ask for hel p and gui dance. The recommendati ons have
becone part of DHRM s objectives, and are periodically followed up by senior
managenent. It is expected that the evaluation will continue to influence
action on security and stress issues throughout 1998.

B. Review of |nplenenting Arrangenents and Part ner
Sel ecti on Procedures

15. This review has been put to use in a variety of ways. The evaluation’s
recomendati ons were broadly endorsed by the Seni or Managenent Conmittee as
gui del i nes for Headquarters and the field. 1In addition to famliarizing
staff with the issues, docunenting | essons, and providing both gui dance and

i deas, the report contributed to the devel opnent of a nore active approach to
managi ng rel ati onships with NGOs, and to the introduction of an operationa
partnership agreement. A NGO database is also being put in place and efforts
are underway to clarify responsibility and enphasi ze accountability relating
to all aspects of financial activity between UNHCR and its partners.
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C. Review of UNHCR s Refugee Education Activities

16. Thi s eval uation helped to identify shortcom ngs that have led to the
devel opnent of new policies and guidelines, to nodify educational priorities,
and to raise the profile of this inportant activity. To assist in

i mpl enenting the new policy, approaches and standards reconmended by the
eval uati on, gui dance has been provided through techni cal manual s, training
programes, workshops and, where necessary, direct technical assistance. Al
of these efforts have been undertaken with the ultimate aimof l[ifting
educational standards to the |evel reconmended, particularly in primry
school i ng and basi c education for adol escents and adults. However, present
fundi ng constrai nts have del ayed the introduction of inproved standards for
refugee primary school s.

D. Evaluation of UNHCR s efforts on behal f of
chil dren and adol escents

17. Fol l ow-up activities on this evaluation have been anong the nost
conprehensive. |In view of the global inportance of the issue, a thorough
revi ew of the issues took place over the course of several neetings of the
Seni or Managenent Conmittee. An internal Wrking Goup was established to
review the report’s recommendati ons and to devel op a conprehensive plan of
action. Thus far, the Wrking Goup has supported the creation of regiona
Child Oficer posts, hel ped advance the devel opnent of training programes on
children's rights and integrated children’s issues into existing training.
CMB core and managerial conpetencies were revised to give the issue nore
attention and ensure greater accountability. A strategy to prioritize and
mai nstreamthe Office’s policies on children has been devel oped as part of
the OV, and new NGO partnershi ps, advocacy canpai gns and protection
activities have been devel oped. Followup efforts are expected to continue
t hr oughout 1998.

E. Review of UNHCR s Project Staff Arrangenents

18. O fices which have project staff have been able to use the report to
harmoni ze and i nprove their own arrangenents. It is expected that a foca
point will be established to approve and nonitor the arrangenents in the
future. It is anticipated that nany aspects of the issue will begin to be
resol ved following a realignnent of categories and definitions and the
devel opnent of conmon budget presentations in cooperation with a nunber of
ot her agencies. These efforts were discussed at the twelfth neeting of the
Standing Committee in June 1998.

F. Review of UNHCR Mass Infornmation Activities

19. Follow up on a review of UNHCR s Mass Infornmation Activities was dealt
with at a Policy Conmittee neeting of senior managenent on the subject. As

t he eval uation reconmended, the Policy Committee agreed on new structura
arrangenents for the activity and nmade a nunber of policy decisions regarding
the future planning and use of the function. Taking the reconmendations into
account, it was al so decided that the Assistant H gh Commi ssioner will issue
a broad set of policy guidelines on UNHCR s nmass infornation activities.
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G UNHCR Assistance to O der Refugees: Review and Case Studies

20. This review was recently discussed at a neeting of the Senior
Managenent Conmittee, which directed the Division of Operational Support to
devel op a broad plan of action that will enable UNHCR to address the far-
reachi ng reconmendati on contained in the report. At nid-year, the plan of
action was being readied for senior managenent’s approval. The plan woul d
attenpt to ensure that efforts that are both significant and well integrated
are initiated throughout the programes of UNHCR and those of key partners.

21. Eval uati on programme for 1998. The follow ng eval uati ons, approved by
t he Hi gh Commi ssioner for 1998, are presently under way:

(i) Revi ew of UNHCR s shelter progranme in Bosnia and Herzegovi na

(ii) Revi ew of efforts to reorient European offices away from
i ndi vi dual caseworKk;

(iii) Review of Tuareg repatriation efforts;

(iv) Revi ew of UNHCR s efforts to minimze the social and economic
i mpact of refugees on host countries in the Great Lakes region
of Africa;

(v) Revi ew of UNHCR s training activities;

(vi) Revi ew of conpliance with UNHCR s polici es regardi ng wonen
children and the environnent.

I'V. | NVESTI GATI ON

22. The creation of an investigation focal point within | ES represents part
of UNHCR s ongoing efforts to reinforce its internal oversight mechanisns.
Areas of investigatory concern to the organization include, but are not
[imted to, possible fraud, misuse of UNHCR funds or resources, waste or
abuse of UNHCR facilities, abuse of authority or United Nations privil eges,
sexual harassnment and other misconduct or inproper conduct constituting
violations of United Nations and UNHCR regul ations, rules or other pertinent
admini strative instructions and circul ars.

23. Sone investigation procedures are already in place. Upon receipt of a
report on such allegations, the Director of the Inspection and Eval uation
Service will reviewit, determ ne whether there are grounds for
investigation, and either initiate an investigation by his office or refer
the matter to other Directors or units as appropriate. The Director wll

al so liaise, as necessary and appropriate, with the Ofice of Interna
Oversight Services (OG0CS) in New York and the Audit Managenent Contro
Division in Geneva. The Director will nmonitor the results and ensure foll ow
up of investigations, and will establish a systemfor determ ning and
reporting the closure of investigations.

24, In addition, |IES was requested to exani ne the nmeans and options for
further strengthening UNHCR s investigative capacity. A study was therefore
conmi ssioned to especially address and nmake reconmendati ons on

(a) streamining the nmanagenent of the investigation function of UNHCR and
(b) enhancing the organization s investigating capacity, including detection
in the franework of the w der oversight function, of situations liable to
investigation. In July 1998, the report of the consultant, a former UNHCR
Director of Administration, was conpleted and referred to concerned Directors
at Headquarters for review
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25. The report outlines activities required to expand the investigation
function (for exanple, adapt the O OS Investigation Section Manual to UNHCR
reinforce the process for screening reports in order to identify areas for
potential investigation, include investigation subjects in managenent

trai ning programes, and naintain a central recording system of cases).

He al so recommended to put in place a consultative mechani sm anbng concer ned
UNHCR entities for horizontal coordination, to identify the nain outside

i nvestigative resources, including O GOS-New York, capable of assisting UNHCR
inits investigations, and to create a post of Investigation Coordi nator
This post has just been approved (offset by the discontinuation of another

| ES post). Finally, the consultant stresses the inportance of conmitnent
from Seni or Managenent on this issue and of support fromthe Executive
Conmittee to uphold the nomentum Based on the above report a detailed plan
of action for enhancenent of the investigation function is under preparation
and will be presented shortly to the H gh Conmi ssioner



