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SECTI ON |
EVALUATI ON AND POLI CY ANALYSI'S: UNHCR' S PLAN AND ACTI VI TI ES
1. Information contained in this section conprises three distinct parts.

The first describes the range of recent neasures that have been taken to
enhance the capacity, effectiveness and inpact of UNHCR s eval uati on
function. The second provides an account of the organization’s efforts to
consolidate and build upon those initiatives through the introduction of a
formal evaluation policy statenent. The final part identifies the principa
eval uation projects that UNHCR has undertaken or initiated over the past
year, as well as the steps being taken to enpl oy the findings and
recommendati ons of those eval uations for the purposes of policynmaking,

pl anni ng and progranm ng

A.  RECENT DEVELOPMENTS I N THE EVALUATI ON FUNCTI ON

2. Since the end of the 1990s, UNHCR has nade a concerted effort to
revitalize and reinforce its evaluation function, with the intention of
enhancing its capacity for organizational |earning and performance review, as
well as its accountability to refugees and ot her key stakehol ders. A wide
range of neasures have been taken in pursuit of these objectives, including
(but not Iimted to) the follow ng:

(a) the establishment and progressive strengthening of the Evaluation and
Policy Analysis Unit (EPAU), which reports directly to the Assistant High
Conmi ssi oner for Refugees and which has overall responsibility for the
managenent and devel opment of the evaluation function in UNHCR

(b) the introduction of an evaluation mssion statenent, commtting UNHCR
to the highest possible degree of transparency and consultation in the
conduct of its evaluation activities, including the placenent of al

eval uation findings and reconmendations in the public domain;

(c) the inplenentation of a plan of action for the devel opnent and

devol ution of the evaluation function, with the intention of providing
UNHCR s functional units, regional bureaux and field offices with the tools
and resources needed to play a nore active role in the analysis and
assessnent of the organization's work;

(d) the establishment of a flexible and rolling evaluation work programe,
focusing on those policy issues, programmes, projects and practices which are
of nobst direct concern to UNHCR s managenent and key stakehol ders;

(e) the establishment of Steering Comrittees, consisting of key

st akehol ders within and outside UNHCR, to guide and supervise the progress of
each nmajor evaluation project, and to ensure the effective utilization of
eval uation findings and reconmendati ons;

(f) the extensive use of external evaluation consultants, and the selection
of such consultants by neans of open and conpetitive bidding procedures, so
as to maxim ze the i ndependence and quality of UNHCR s eval uation activities;



Al AC. 96/ 966
page 3

(9) the introduction of |essons-|learned exercises at the conpl etion of
maj or eval uation projects, undertaken with the purpose of review ng and

i mprovi ng the eval uati on procedures, nethods and nmanagenent controls enpl oyed
by UNHCR

(h) the enpl oynent of innovative and interactive eval uati on nethods,
including ‘real-tine’ evaluations of UNHCR s energency operations;
‘beneficiary-based’ evaluations of long-termprogrames; facilitated self-
eval uati on workshops at field level; as well as joint and inter-agency

eval uation projects, conducted in association with other humanitarian actors;

(i) the active involvenment of EPAU staff nenbers in UNHCR s strategic

pl anni ng, policynmaki ng and partnership functions, enabling the organization
to nake nore i medi ate and effective use of the findings and recommendati ons
whi ch emanate from eval uation projects; and,

(i) t he expansion of the evaluation function to include analytical and
research-based activities which are intended to provide UNHCR and its
partners with a better understanding of the political, institutional
operational and policy environnents in which they are obliged to work.

B. UNHCR S EVALUATI ON PCLI CY

3. In order to consolidate and build upon the devel opnents descri bed
above, UNHCR will shortly introduce a formal evaluation policy statenent.
Based upon an i ndependent review of EPAU s work, as well as a year-|ong
process of internal discussion and stakehol der consultation, it is hoped that

the policy statement will be issued by the tine of the June 2002 neeting of
the Standing Committee. As with all other docunents prepared by EPAU, the
policy statenent will be available in hard copy to all interested parties and
will be freely accessible on the Evaluation and Policy Anal ysis page of the

UNHCR website, <www. unhcr. org>

4. The forthcom ng eval uation policy statenent addresses four principa
issues. First, it describes the role of evaluation in UNHCR, stressing the
need for evaluation activities to be effectively coordinated with other
conponents of the organization's performance review and | earni ng franmeworKks.
The policy statenent identifies the prinmary purposes for which evaluation is
used in UNHCR, and el aborates upon the key principles on which all of the
organi zation’s evaluation activities will be based: transparency,

i ndependence, consultation, relevance and integrity.

5. A second function of the evaluation policy statenent is to specify
UNHCR s commitnent to evaluation, in terns of the |evel, types, resourcing
and quality of evaluation activity undertaken by the organization. In brief,
the policy envisages a phased expansion of the evaluation function, with
speci fic obligations being placed upon EPAU, UNHCR s regional bureaux and its
larger field offices.

6. Third, the evaluation policy statement provides a procedural and
manageri al framework for the conduct of evaluation in UNHCR. In this
respect, the docunent addresses issues such as the content of the terns of
reference to be established for each evaluation project; the conposition and
requi red conpetence of evaluation teans engaged by UNHCR;, the nature of the
conpetitive bidding procedures used to award eval uation contracts; the role



A/ AC. 96/ 966
page 4

of evaluation Steering Conmittees; as well as the consultative, quality
control, nmanagenent response and di sseni nation nmechanisns that will be built
into the design of all evaluation projects. This part of the policy statenent
al so conmits UNHCR to a 'utilization focused' approach to evaluation, whereby
the intended use of findings and recommendations is taken into full account
during the planning and desi gn of each eval uation project.

7. A fourth and final purpose of the policy statenent is to define the
role, responsibilities and working nmethods of the Eval uation and Policy
Analysis Unit. The docunent sets out the procedure to be used for the

sel ection and approval of new evaluation projects. It also envisages the
establi shnent of a new Eval uation Advisory Group. Consisting of
representatives fromthe Executive Cormittee, the UN system the NGO and
research communities, the Advisory Group will advise EPAU on the devel opnent
and effective utilization of UNHCR s eval uation activities.

8. Finally, the docunent requests Executive Committee nenbers and
observers to coordinate their own evaluation activities with EPAU and
encourages themto conduct those activities in accordance with the eval uation
principles and standards set out in the UNHCR policy statenent.

C. EVALUATI ON PROJECTS AND ACTI VI TI ES

9. During the period under review, UNHCR s eval uation function has focused
on a nunber of global operational and policy issues which are of particular
concern to the organi zation and its partners. The follow ng paragraphs
identify those issues and provide a brief description of the evaluation
projects and activities that have been undertaken or initiated with respect
to each of those themes. The planned eval uation projects identified in this
section are subject to further review. Updated details of UNHCR s eval uati on
and policy analysis work programme can be forned on the Eval uation and Policy
Anal ysi s page of the UNHCR website.

Ref ugee Chil dren

10. The inmpact of UNHCR s activities in neeting the rights and protection
needs of refugee children has been the subject of a mmjor independent

eval uation over the past 18 nonths. Undertaken by an ei ght-person team of

i nternational experts, who visited nine different field operations, the
report of this evaluation project was published in May 2002, prior to

rel evant di scussions at the UN Special Session on Children in New York and
the d obal Consultations on International Protection in Geneva.

11. The Assistant Hi gh Commi ssioner for Refugees, in association with the
Di vi sion of Operational Support (DOS), Departnment of International Protection
(DIP) and the project’'s Steering Commttee, will assune responsibility for
drawi ng up a gl obal plan of action, based on the evaluation’s findings and
recommendations. That plan of action will also be coordinated with UNHCR s
current efforts to address and prevent the sexual exploitation of refugee
girls, a problemwhich has recently cone to the fore in the West Africa
region.

12. Wth regard to the needs of younger refugees, the period under review
al so witnessed the publication of a book by EPAU and DOS, titled ‘Learning
for a Future: Refugee Education in Devel oping Countries’. Focusing on issues
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such as energency education, peace education, the quality of refugee
education and vocational training, the volune presents the findings and
recommendati ons of an evaluation and research project sponsored by an
Executive Committee menber.

13. A principal finding of the independent eval uation on refugee children
is UNHCR s |limted capacity in the real mof conmunity services and socia
protection. These issues will be addressed nore systemamtically in a recently

initiated global review of the organization's conmunity services function

It is hoped that the initial findings of this review, which will be supported
by nmore specific conmunity services evaluation projects in India, Tanzania
and Zanbia, will be presented to the COctober 2002 neeting of the Executive
Conmi ttee.

Dur abl e sol utions for refugees

14. In recent nonths, the H gh Conm ssioner has given renewed consi deration
to UNHCR' s role in finding durable solutions for refugees, with a particular
enphasis on the organi zation's efforts to pronote self-reliance in areas of

di spl acenment. A number of recent, current and planned eval uati on projects
are contributing to this initiative. These include a global review of UNHCR s
role in protracted refugee situations, which has been undertaken in close
consultation with the Reintegration and Local Settlenment Section and the

Regi onal Bureau for Africa

15. In addition, EPAU has conpleted an analysis of the potential for |oca
integration as a solution to refugee problens, which has been used as the
basis for a paper that will be discussed at the G obal Consultations on

I nternational Protection; as well as |essons-learned reviews of UNHCR
reintegration programes in four African and Asian countries. Evaluations
are al so under consideration with respect to durable solutions programes for
refugees in Central Asia, and economic revitalization programmes in areas of
di spl acement in the Caucasus.

Internally displaced popul ations

16. The international conmunity’s role in neeting the needs of internally
di spl aced popul ati ons has been the subject of increased analysis and

di scussion in recent tinmes. EPAU has sought to relate that debate to UNHCR s
mandat e and operational activities by undertaking eval uations of the

organi zation’s programmes in Angola (in association with DIP) and Sri Lanka
(in association with the UK's Departnment for International Devel opnent). A
revi ew of the UNHCR programe in Col onbia is al so planned

17. UNHCR s work with internally displaced populations will be the subject
of a nore detailed and gl obal analysis in May 2002, when EPAU and DIP will
jointly convene a two-day workshop titled ‘Protection and solutions in
situations of internal displacenent: |earning from UNHCR s operationa
experience’ . Bringing together UNHCR staff from a dozen different operations
around the world, and involving personnel from several other humanitarian
agenci es, the workshop will identify and share exanpl es of good operationa
practice. It will also reviewthe utility of UNHCR s operational guidelines
for UNHCR s involvenent with internally displaced persons, as well as the
UN's GQuiding Principles on Internal Displacenent.
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Emer gency preparedness and response capacity

18. The issue of UNHCR s energency preparedness and response capacity
continues to be a major feature of the EPAU work progranme. Soon after the
events of 11 Septenber 2001, UNHCR nmade a commitnment to undertake a ‘real -
time’ evaluation of its response to the crisis in Afghanistan and

nei ghbouring countri es.

19. This initiative has led to the preparation of three real-tine

eval uation bulletins, providing senior managers at Headquarters and the field
with findings and recommendati ons that can be put to inmedi ate operationa
use. Gven the degree of interest in the 'real-tine' evaluation concept
anongst ot her humanitarian actors, EPAU has prepared a brief paper titled
"Real -tinme humanitarian eval uations: sone frequently asked questions'

20. As a result of findings presented in the real-tine evaluation on
Af ghani stan, a nore detailed and gl obal review of UNHCR s energency
procurenent, delivery and stockpiling arrangenents has been |l aunched. It is

pl anned for conpletion in the second half of 2002

Ref ugee wonen

21. An inportant focus of UNHCR s eval uati on work progranme has been and
continues to be the protection and welfare of refugee wonen. In this
context, EPAU has supported an assessnent of UNHCR s work in this donuain,
sponsored by two Executive Comrittee nenbers and undertaken by the Wonen's
Commi ssi on on Refugee Wonen and Children. Publication of this assessment is
expected by the time of the June 2002 neeting of the Standing Committee

22. Ot her conpleted, current and forthconing projects in this area include
an i ndependent eval uation of UNHCR s efforts to address the probl em of sexua
vi ol ence i n Dadaab, Kenya; an independent eval uation of the Kosovo Winen's
Initiative; and a forthcom ng workshop that will conpare and assess the
wonmen’s initiatives undertaken by UNHCR in Bosnia, Kosovo and Rwanda. EPAU
is also assisting DOS to coordinate an inter-agency evaluation initiative
that is designed to assess and inprove the reproductive health services
provi ded to refugees.

O her thenes

23. In addition to the thenmes and projects identified above, EPAU conti nues
to provide UNHCR wi th eval uation and analysis in a nunber of other areas.
These include the inplenmentation of the organization’s policy on refugees in
urban areas; the interface between asylum and international mgration

i ncluding the issues of human smuggling, transit mgration and the ‘secondary
novenent’ of refugees; the issue of standards and quality in humanitarian
assistance; and finally, the problem of security in refugee-popul ated areas,
especially those areas where bona fide refugees are mixed with arned

el ement s.
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D. CONCLUSI ON

24. Looking to the future, EPAUW Il in the nonths to conme focus specia
attention on the introduction of UNHCR s eval uation policy, including the
devel opnent of those tools and training activities which are required for the
policy to be effectively inplenented. At the same tine, the unit wll
devel op a programe of work for the coming year that is linked to the
strategic priorities of UNHCR and its partners. 1In this respect, UNHCR

wel cones any suggestions from Executive Conmittee nenbers concerning specific
eval uation projects which the organization mght initiate in the course of
the next twelve nonths.
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SECTI ON |
I NSPECTI ON AND | NVESTI GATI ON ACTI VI TI ES
A I NTRODUCTI ON

1. The O fice of the Inspector General (1G0O was established in 1994 to
strengthen UNHCR s oversight capacity to assess, nonitor and recomend

i nprovenents in operational managenent. Apart frominspections, |1GO has
overall responsibility for investigations throughout UNHCR and may be call ed
upon to conduct inquiries into events which have endangered the lives or
caused the death of staff menbers while on official duties.

2. The principles underlying the work of the 1 GO are independence,
objectivity and appropriate confidentiality. 1GO staff nenbers are al so
required to denonstrate high professional conpetence in all aspects and
phases of inspections, investigations and inquiries. Currently, the 1GO staff
conprises the Inspector General, four senior inspectors and a new three-
person investigation unit. This teamis assisted by two support staff.

3. During the reporting period covering May 2001 to April 2002, |GO

undert ook 13 inspections and conducted ei ght investigations. Since Decenber
2001 investigation activities have been donminated by the all egations of
sexual exploitation of refugee children in West Africa and the report from
the UN OfFfice of Internal Oversight Services (O 0S) to the General Assenbly
on the investigation into corruption in resettlenment at UNHCR Nairobi O fice.
| GO al so worked at redefining its investigation strategy.

B. | NSPECTI ONS

4. The inspection function is defined as ‘a conprehensive, systematic and
tinely assessnent of the nmanagenent of UNHCR operations, and review of the
UNHCR i npact in given countries and regions, focusing particularly on those
factors, both internal and external to the organisation, deened essential to
the effective and efficient achievenent of organisational objectives.’

I nspections are an internal oversight and managenent tool that provides the
Hi gh Commi ssi oner and his senior managers with a broad review of the
functioning of his field representation at all levels. |Inspections also
provi de UNHCR field offices with an independent and objective review of their
performance and, where necessary, with a second opinion on difficult issues.

5. Since May 2001, |1GO has conducted inspections in Botswana, the Denocratic
Republic of the Congo, Djibouti, Eritrea, Ghana, South Africa, Nam bia, the
Republic of the Congo, Zanbia, India, Azerbaijan, Arnenia and Russia. Plans
are in hand to inspect Bangl adesh, China, Hong Kong, Myanmar, Nepal

Paki st an, Kenya, Jordan, Lebanon and Syria in the remainder of 2002

Needs identified for foll ow up

6. In June 2001 the Inspector General reported to the Hi gh Comm ssioner on
recurrent observations frominspections of UNHCR operations in 26 countries
bet ween March 1999 and March 2000. This report made a nunber of broad
managenent observations and/or recommendati ons under the themes of
Protection, Programme, Adm nistration and Overall Managenent. It was shared
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with UNHCR Directors with a request for coments on inplenentation. The
observations, a summary of the conclusions drawn fromthe responses, and
proposals for follow up action are now bei ng consi dered by seni or nanagenent.

7. Recent inspections indicate simlar observations, including:

a)

b)

d)

f)

9)

h)

The need to ensure that the right staff are in the right place, with
adequat e support and training — including protection staffing. In
many operations there are gaps in staffing which adversely affect
field operations, frequently |leading to an i nadequate presence of
UNHCR staff (particularly international staff) in renpte, and often
i nsecure, refugee canmps. In addition, staff are often not provided
with the training they need to undertake the functions assigned to
them including the areas of admi nistration, protection and

progr ame.

Regi onal coordi nation in nany operations could be inmproved through
i dentification of common issues and inplenmentati on of comon

policies, notably with respect to sinilar casel oads, resettlenent,
repatriation, and assistance, as well as sharing of good practices.

Signi ficant weaknesses have been found in a number of countries
where UNHCR is directly involved in refugee status deternination
(RSD), particularly where this is linked to resettlement. It should
be noted however that this is an area where a great deal of work is
bei ng done to reduce the risks inherent in RSD and resettl enent.

There are wide variations in approach between offices towards urban
refugees, including between persons fromthe same country of origin.

Not all offices have the benefit of access to experienced
registration staff or to past |essons fromregistration, and often
lack tinmely support. In addition, UNHCR needs to devel op a gl oba
systemto record refugee registration data.

There is a need to clarify policy and support to education. At
present this can vary widely for refugees fromthe sane country
dependi ng on where they sought refuge in a given country of asylum
The sane has been observed between countries of asylum and anong
refugees fromdifferent countries of origin.

In nost offices inspected, security ensured relatively adequate
protection, but was not of a conparable standard to that offered to
some other offices and enbassies visited. In npbst cases, security
awar eness and consci ousness, including basic security training,

rel ocati on exercises, backup for security officers, nedical
evacuation plans and basic firedrill training need to be reinforced
for all staff at all locations. M ninmmoperating conditions need to
be identified for each renmpte and/or insecure field |ocation and
nmust be adhered to.

There is a need in many operations to concentrate on buil ding and
strengt heni ng partnershi ps with government counterparts, wth NGOs,
with refugees, with other actors within civil society.
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i) There is a lack of attention paid to progranmmes to counter/prevent
sexual and gender-based violence as well as inadequate clothing and
personal hygi ene supplies (soap and sanitary protection) for refugee
girls and wonen. Unless these issues are addressed, refugee wonen
and girls will never be fully protected or enpowered.

Good practices

8. In the course of inspections, GO noticed a significant nunber of good
practices which should be shared, adapted or replicated in other UNHCR
operations. These include, but are certainly not restricted to:

a) In Armenia, UNHCR has played an inportant role in building up and
strengthening the institutional capacities of government structures
dealing with refugees and di spl aced persons, as well as |ocal NGOCs.
Docunenting this experience will assist other offices in planning
capacity-building activities.

b) In Azerbaijan, a yearly staff retreat provides a forumfor
di scussi on of any workpl ace- related i ssues and the adoption of a
pl an of action to redress any problens identified. This has
contributed to a highly notivated and coordi nated team

c) The community service approach in Botswana enmpowers refugee wonen
through i ncone-generating activities. It is believed that this has
reduced the level of commercial sex within the refugee popul ation

d) The Denocratic Republic of the Congo, which highlights nearly al
the problens which can be faced by a conplex operation in an
i nsecure region, has resolved a frequent food problem for pol ygamus
famlies by providing separate ration cards to second and third
wives. I n another part of the operation an inconme-generating project
makes sanitary protection for refugee wonen and girls.

e) A regional Em nent Persons G oup, involving promnm nent persons with
experience and interest in refugee and refugee-related issues has
been set up in India, Bangladesh, Nepal, Sri Lanka and Paki stan
This has facilitated UNHCR advocacy activities in these countries.

f) In Zanmbia, there is an exenplary conputerised urban refugee
registration systemin place. This pernmts the rapid (and accurate)
i dentification of recogni sed refugees by the authorities, and has
stopped the circulation of false docunentation

g) The procedures put in place for resettlement in Zanbia could provide
the basis for a regional systemfor Southern Africa, where
resettlement is still in small nunbers.

Revi ew of inspection policy, practice and capacity

9. Ei ght years after its establishment, there is a need to review UNHCR s
i nspection policy, practice and capacity. For instance, 1G0 s original goa
of inspecting each UNHCR country programe once every five or six years has
not been achi eved. After eight years | GO has undertaken inspections of UNHCR
operations in 86 countries, but with others yet to be inspected. I|nspection
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findings need to reach a wi der external audience whilst nmintaining the
necessary confidentiality. Commpn observations frominspections should be
nore widely circulated and fed into policy discussions, as well as a revi ew
of accountability for conpliance with both specific and genera
recommendati ons. Procedures for sharing good practices need to be devel oped
In addition, a review is overdue of our standard inspection practices,
qguestionnaires and inspection information.

10. There are increasing needs for follow up and special inspections. Follow
up or conpliance nissions are necessary when an inspection reveals serious
operational concerns, or where there is a significant inpact of the rapidly
changi ng environment in which UNHCR operates. In addition, certain events or
incidents may require the unexpected and urgent deploynent of an inspection
team as was done recently in Ghana

11. Furthernmore, 1GO plans to inspect UNHCR operations in Kenya in the wake
of the 2001 investigation into resettlenment corruption and the resulting
restructuring of the office and operation. The first half of 2003 will see

i nspections in Guinea, Liberia and Sierra Leone. These ‘non-traditional

i nspections are inportant to the Office, both to ensure that reforns have
taken place and to draw gl obal |essons |earnt. They do however expand the
current remt of inspections.

C. I NVESTI GATI ON

12. The I nspector General is the focal person for investigation of alleged
or suspected staff m sconduct within UNHCR whi ch includes m suse of funds,
resources or facilities, abuse of authority and harassnment, mi streatnent of
refugees or any inproper conduct involving UNHCR staff or assets.

I nvestigations are undertaken where there is reason to believe that a staff
menber has engaged in msconduct. If the assessnment of the conplaints or

i nformati on of wrongdoi ngs suggests that m sconduct occurred, the |nspector
General mght decide that 1GO will undertake the investigation, designate a
responsi ble official within the Ofice, or refer the case to the

I nvestigation Division of the UN Ofice of Internal Oversight Services

(O 0S). Experts on specific subjects may be included in investigation teans.
The outcome of each investigation is either an internal referral to initiate
di sciplinary action or closure of the case should the allegations prove

unf ounded

13. During the reporting period, the Ofice received a nunber of conplaints
of alleged wrongdoing, including some which did not require investigation

ot hers concerning minor misconduct; and some where an investigation did need
to be undertaken. Eight prelinmnary investigations were undertaken directly
by 1GO, involving several staff menbers on allegations of harassnent,

nm streatment of refugees, fraud, corruption with respect to resettlenent or
nm suse of UNHCR assets and facilities. |1GO recommended disciplinary nmeasures
agai nst a nunber of staff menbers, which |l ed to sanctions against some, while
a decision is pending in relation to others. Three staff nmenbers were
cleared of the allegations against them Four prelininary investigations are
still ongoing. In addition, one investigation has been referred to the

I nvestigation Division of OOS (see paragraph 17)



A/ AC. 96/ 966
page 12

14. The prelimnary investigation into corruption within UNHCR Nairobi’s
resettlement activities which was referred to O OS was concl uded during 2001
A report to the UN General Assenbly was issued in early 2002 and di scussed at
a neeting of the Fifth Cormittee in March 2002

15. The revelation of the Nairobi corruption and the subsequent investigation
have served as a wake-up call for the Ofice. I|nadequate nmanagenent and
staffing and limted oversight at the Branch Ofice had created an

envi ronnent vul nerable to corruption. Even before the conclusion of the OGS
i nvestigation in Nairobi, allegations of resettlenent corruption energed in
the course of an inspection in another country, to which GO i mediately
fielded an investigation. This reveal ed another instance where poor oversight
and the failure to strictly abide by protection and resettlenent guidelines
had led to corruption and exploitation. In this latter investigation, one
staff nenber has been sunmmarily dism ssed whil e another renmains suspended
pendi ng conpl etion of disciplinary proceedings.

16. UNHCR s commitnent to strong protection nanagenent oversight, sufficient
qualified staffing, renedial and preventive nmeasures will reduce the

vul nerability of its resettlenent programes. The Departnent of Internationa
Protection (DI P), together with the Regional Bureaux and field nanagers, is
working to inprove refugee status determ nation and resettl enment procedures
and accountability globally. However, this vulnerability and the pressures
on resettlenent need to be seen against the backdrop of the intense denand
for migration to devel oped countries. Many operations have taken renedi al and
preventive neasures in the wake of the Nairobi scandal. For instance, the
UNHCR of fice in Guinea, supported by DIP through its UNHCR/ I CMC resett!| enent
depl oynent schenme, has been proactive in reviewing its resettl enment
procedures. Faced with a nunber of vague allegations, Branch O fice Conakry
has undertaken a conplete revision of its standard operating procedures for
resettlement in order to provide greater transparency. In addition it

enbar ked upon a registration exercise for all asylum seekers and conducted an
i nformati on canpai gn targeting both refugees and the public at |arge

17. The allegations of sexual exploitation of refugee children in West Africa
have recei ved w despread nedia attention. Protection of the alleged child
victins, renmedial and preventive activities were prioritized and action
initiated in Decenber 2001. The investigation team was depl oyed to West

Africa in md-February 2002. This investigation is ongoing

18. Sexual harassnent in the workplace, |ike any other abuse of power, is of
great concern to UNHCR because of its effects both on staff nmenbers
personal |y, and al so on the professional functioning of UNHCR operations.
However, there are relatively few conpl aints | odged, possibly because the
staff concerned may fear possible retribution, especially when the
perpetrator is a supervisor or a nore senior staff nenber. Three interna
conpl aints of sexual harassnment against UNHCR staff were investigated in the
past year, one of which was determined to be wi thout foundation, the second
decl ared unproven and the third, instigated in 2002, was still under
investigation. In tw of these instances, issues concerning the procedura
handl i ng of the cases and differing understanding by staff nenbers as to what
sexual harassnment neans, sonetines influenced by local culture, gave rise to
the initiation of nmeasures designed to define and clarify this issue. In
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col l aboration with the staff welfare and human resources services, GO will
pursue discussions in order to dissem nate clearly defined information
concerni ng sexual harassnent within the workpl ace

19. Investigations were also undertaken into fraud and abuse of United
Nations privileges and immunities. 1GO conducted a prelinminary investigation
into a nunber of irregularities at one of its offices. Disciplinary
proceedi ngs are still ongoing. One of the contributing factors, however, of
the alleged clainms was an unclear policy on personal benefits. In 2002, |1GO
initiated one investigation into all eged abuse of inport taxes imunity. The
i nvestigation is still ongoing

| GO strategy for investigations

20. In the last 12 nonths, |1 GO has spent a |large amobunt of tine on redefining
the strategy and framework for investigations. As a result, a new
I nvestigation Unit is being set up, which will conprise a head of unit, two

seni or investigation officers and an investigation assistant. Aside from
conducting investigations, the aimis for the Unit to establish internal co-
ordi nati on nmechani sns and i nter-agency col |l aboration, as well as ensuring a
systematic recording of conplaints, analysis and referral procedures. The

unit will cooperate with others on preventive actions, notably with respect
to fraud awareness and vul nerability or risk assessnent, as well as on
devel opi ng or inproving neasures to pre-enpt wongful acts. It is

anticipated that this Unit will be in place by the end of July.

21. UNHCR and the Ofice of Internal Oversight Services (O OS) propose to
sign a Menmorandum of Understanding to clarify and formalise the terns of co-
operation in investigations between the two offices. The MOU is |likely to be
signed in the second senmester of 2002 It will be based on the understanding
that 1GO remains the focal point for investigations in UNHCR, but uses O CS
services and expertise to ensure the tinely conpletion of conplex

i nvestigations. An Inter Ofice/Field Ofice Menorandum was recently issued
to elaborate on the role of 1G0O, enphasising in particular its role in
relation to investigations. 1G0 is devel oping a database to provide a
central recording facility for all conplaints alleging nmisconduct in order to
hel p manage i nvestigation cases and anal yse information. To ensure standard

i nvestigations throughout the O fice, an Inspection Handbook will be rel eased
later this year. This will outline the different steps of the investigation
process. An assessment of 1 GO investigation activities will be carried out
within the next 12 nonths. This assessment will help to further enhance

IGO0 s investigation function and to ensure consistent, pronpt and appropriate
responses.
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SECTION | | |
GENERAL AUDI T
Gener a
1. The UNHCR Audit Service of the Ofice of Internal Oversight Services

(O 0S) assunes the internal audit function for UNHCR on the basis of a
Menor andum of Understandi ng of 24 July 2001. The annual audit plan is

devel oped in close consultation with UNHCR managenent, the UNHCR Oversi ght
Conmittee and in coordination with the United Nations Board of Auditors. It
i ncludes periodic reviews of country operations, aimng at achieving a
regul ar audit cycle of UNHCR s operations, with the frequency of the review
determi ned by a risk-based approach. In the selection of country operations
to be audited, special attention is given to Energency Operations.

2. For the Afghan Operation, given its magnitude and the risks involved,
O OS and UNHCR have agreed to establish a Resident Audit team currently
based in Islambad, in order to ensure continuous audit coverage and to
provi de advice to the managers of the operation on effective interna
controls.

3. For field operations, OOS, normally in conjunction with a Headquarters
audit, focuses each year on a specific support function in order to determ ne
system c i ssues, and assess and benchnark operations. For 2001, O CS focused
on asset nmnagenent; for 2002, procurenent has been chosen. At Headquarters,
i n-depth reviews of certain functional areas, programmes or systens are
conducted to assess operational effectiveness and aptness of policies and
procedures. To get a better understanding of how UNHCR s mmj or partners
operate, O OS undertakes reviews at the Headquarters of International NGO
partners to assess their systenms and procedures. Further, in an advisory
capacity, O OS provides gui dance, assistance, and contributes to the

devel opnent of UNHCR s policies and procedures.

Audits during the reporting period

4. During the period 1 July 2001 through 30 June 2002, O OS audited
operations in 32 countries, as follows: Africa (Angola, Burundi, Centra
African Republic, Republic of the Congo, Eritrea, Gabon, CGuinea, Nam bia
Sout h Africa, Sudan, Uganda and the Regional Directorates); CASWANAME

(Al geria, lraq, Jordan, Pakistan and Syria); Asia and the Pacific (Australia,
I ndi a, Japan and Nepal ); Europe (Al bania, the Baltic States - Estonia, Latvia
and Lithuania -, Belarus, Bosnia and Herzegovina, Croatia, Czech Republic,
Georgia, The fornmer Yugoslav Republic of Macedonia, Poland, the Russian
Federati on and Turkey) and the Anericas (USA). At Headquarters, O OS audited
the Al bert Einstein Acadenm c Schol arshi p Programme for Refugees (DAFI),
UNHCR s 50'" Anniversary activities, asset management, and as part of a
systemw de audit of United Nations internal audit services, the subnission
of separation docunents by UNHCR to the United Nations Joint Staff Pension
Fund. O OS also continued its reviews of UNHCR s mmjor internationa

i npl ementing partners, with reviews conducted in Asia, Australia, Europe and
t he USA.

5. In total, for the period under review, audits by the UNHCR Audit Service
covered operations and activities amunting to $245 mllion, or 31 per cent
of UNHCR s total expenditure of $783 mllion in 2001. The Audit Service
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i ssued 34 audit reports to senior nmanagenent and nore than 100 audit
observations to managers in the field. Overall, UNHCR has been tinely in
responding to audit reports and audit observations, and in addressing the
i ssues raised by OGS

6. As a result of these audits, savings and recoveries totalling
approximately $3.1 million were reconmended. Actual savings and recoveries
during the period, resulting fromaudits during the current and prior
reporting periods, totalled some $1.7 million. The process of recovery is

ongoi ng and may extend over several years.

| npl enenting Partners

7. O CS continued to prioritize its review of inplenenting partners to
assess their ability to nanage UNHCR project activities. UNHCR delegates to
these partners a significant portion of funds, which in 2001 anmobunted to $283
mllion, representing 36 per cent of UNHCR s total expenditures or 66 per
cent of the operational expenditures.

8. OGS found that for nearly 80 per cent of the partners audited (accountable
for 85 per cent of the expenditures audited), reasonable assurance could be taken
that UNHCR funds were properly accounted for and disbursed in accordance with the
sub-agreenments. |In nost cases, however, O OS had to re-enphasize the need for
strengthening internal control policies and procedures to ensure the orderly and
ef ficient conduct of programme activities. For those partners that did not have
adequate systens and procedures (or where the reliability and integrity of

i nformati on presented could not be assured), O OS re-iterated the need for UNHCR
to provide adequate support and nore intensive training, guidance and supervision
as well as nore careful scrutiny and assessnent of partners prior to their

sel ecti on.

9. Also, in order to obtain a better understanding of how UNHCR s mmj or partners
operate, O CS continued to carry out reviews at the headquarters of internationa

i mpl ementing partners to assess their systens and procedures, and provi de advice
and recommendati ons on how to ensure conpliance with UNHCR requirenents. The
results of such reviews are docunented in a database, which is expected to assist
UNHCR i n the selection of future partners.

Project Monitoring

10. In 2001 and 2002, O OS focused on assessing UNHCR s project nmmnagenent, in
particul ar, financial and performance nonitoring of inplenenting partners
activities. This was an area of weakness highlighted by the Board of Auditors in
its report on the financial statements of UNHCR for the period ending 31 Decenber
2000 (A/56/5/Add.5). In sone country operations, considerable inprovenent was
needed to verify the use of UNHCR funds, and systematically nonitor and neasure
the inpact of project inplenentation. Even in operations where project nonitoring
was conpetently performed, the approach was not al ways efficient, focusing too
much on a review of transactions rather than an assessnent of systens. OGS
recommended that clearer and nore detailed project nmonitoring and verification
gui del i nes be devel oped. O OS assisted UNHCR i n devel opi ng a new strategy, which
stressed the inportance of periodically assessing the reliability of partners
accounting and budgetary control systens, as well as the effectiveness of interna
control procedures. New, and nore conprehensive guidelines have been issued by
UNHCR to ensure a consistent and coherent approach
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Audit Certificates

11. In its report on the financial statenments of UNHCR for the year ended 31
Decenber 2001, the United Nations Board of Auditors concluded that the rules and
practices for audit certification of UNHCR i npl enenting partners were not
satisfactory and did not provide UNHCR with assurance that funds were properly
used. The Board pointed out that in npbst cases, the audit certificates, when
received, did not nake any reference to the financial reports audited. The Board
recommended that UNHCR assess the feasibility and cost effectiveness of adjusting
present audit requirenents, and that it define, with the assistance of OGS, and
provi de gui dance on the audit requirenents for governnent audits. OGS will
assi st UNHCR in devel opi ng standard requirenents and terns of engagenent for such
audits, and in further devel oping and strengthening the policies for inplenenting
partner audit certification in general. |In that regard, OCS will also cooperate
with the internal audit services of other United Nations agencies facing simlar
problens with projects under national execution or inplenmented by partners.

Val ue Added Tax

12. In its 1999 Annual Report (A/54/393, paragraph 54), O OS reported on

i nstances where UNHCR encountered difficulties asserting its rights for tax
exenption or tax refund under the 1946 Convention on the Privil eges and

I munities of the United Nations (1946 Convention). Paynent of Val ue Added
Tax (VAT) on UNHCR official purchases continues to be a problem and O CS is
concerned that significant funds are absorbed by taxation and thus |ost for
the intended humanitarian purposes. |In four country operations alone, OGS
found an estimated $3 mllion of VAT was recoverable. According to Article
Il Section 8 of the 1946 Convention, although the United Nations will not, as
a general rule, claimexenption fromtaxes on goods which formpart of the

purchase price (such as VAT), nenber States will neverthel ess nake
adm nistrative arrangenents for the rem ssion or return of such taxes when
the United Nations nmakes inportant purchases for official use. It is

general ly accepted that any purchase in excess of the equivalent of $100 is
consi dered as inportant.

13. O Os found, however, that VAT has not been refunded for various reasons
such as failure of the governnent to nake appropriate arrangenents for the
refund; restrictive national |egislation concerning the definition of

i mportant purchases and official use; and the failure of UNHCR offices to
make proper and tinely arrangenents for claimng the refund of taxes. The
findings in the four countries reviewed are sunmmari zed as fol |l ows:

In one country, UNHCR paid sone $1.9 nmillion of VAT without obtaining
a tax refund on | ocal purchases of humanitarian goods such as food,

bl ankets and sl eeping mats under 1999-2001 energency projects for the
assi stance of Internally Displaced Persons. While the governnent
concerned has not disputed UNHCR s entitlement to a refund of the
taxes, it has so far not established any admi nistrative arrangenents
to ensure that VAT is refunded. UNHCR s efforts, even at the highest
| evel, to obtain a tax refund, have not been successful. OGS
recommended that UNHCR intensify its efforts and seek the support of
the Secretary-General to obtain a clear and unanmbi guous VAT refund
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process fromthe governnment, in line with the 1946 Convention, as
wel | as reinbursenment of the VAT already |evied,

In another country, a 1999 O GOS audit had found that UNHCR was

payi ng, wi thout refund, significant taxes on fuel purchased through
an inplenmenting partner. After seeking advice fromthe O fice of
Legal Affairs, O OS recommended that future fuel purchases be made
directly by UNHCR in order to qualify for the VAT refund. A 2002 OGS
audit found that UNHCR had changed the procurenent procedure, as
recommended, and thus qualified for refunding of the taxes paid.
However, due to coordination problems within the UNHCR country office
concerned, UNHCR had not submitted any clains for tax refund. As a
result, some $550, 000 tax refunds for 2000 and 2001 were stil

out standi ng and may have been | ost due to the closure of the
country’s fiscal years. An additional $140,000 cannot be recovered
as one partner continued to be delegated the responsibility to
procure fuel, contrary to OOS advice. O OS recomended that

i medi ate action be taken to claima refund for the $550,000 paid in
2000 and 2001, and to ensure that future clains for tax refunds are
filed on tine.

An O CS audit in 2000 found that a country had changed its tax

| egislation, thereby limting the refund of VAT to only certain types
of goods, such as vehicles and conputer equi pnent, and establi shing
various thresholds for inportant purchases. For instance, the
threshol d established for office equi pment and furniture was $600 per
invoice. As a result of this new policy, $350,000 of VAT levied on
past purchases was no | onger recoverable and will have to be witten
off, and additional losses will be incurred in the future. OGS
concl uded that the tax regulations in place do not conply with the
1946 Convention, and reconmended that UNHCR bring the matter to the
attention of the Office of Legal Affairs to raise the issue with the
nati onal authorities concerned.

A country introduced VAT on goods and services in |late 2000. An O OS
audit conducted in late 2001 found that the UNHCR country office
concerned had not established proper procedures to ensure tinely and
systematic recovery. The accumul ated VAT paynents not cl ai ned
exceeded $60,000. On O OS recommendation, a system has been
established to ensure rei nbursement, however, as of June 2002 no
refund had been obtained for the VAT already paid. O OS requested
that UNHCR continue to pursue this nmatter with the government

concer ned.

14. O GOS wishes to recall that in the case of outstandi ng VAT refunds for
procurenent undertaken during the Kosovo Energency, as reported in the OGS
Report on the Audit of UNHCR Operations in Al bania (A/56/128 of 3 July 2001),
UNHCR succeeded in obtaining refunds of sonme $70,000. Thus, persistent
followup efforts should eventually yield results

15. Also in certain countries, tax privileges are not always extended to
UNHCR s partners, who are subject to VAT of up to 25 per cent on |oca
purchases. O CS found that in these countries, some partners were tax-exenpt,
while others were not. Often it was because they had not aggressively sought
rei mbursenent. In other instances, partners were tardy in their subm ssion of
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VAT reinbursenment clains. O CS estimated that over $150,000 was paid in VAT
for the ten partners in the four countries sanpled. This amunt, although
not abl e, does not reflect the full extent of the problem O OS reconmended
that UNHCR make further efforts to extend VAT exenptions to inplenenting
partners, noting that positive results could be achieved if exenptions are
actively pursued. Alternatively, if VAT exenption for partners is not
feasible, the cost-benefit of delegating |ocal purchasing to partners should
be revi ened.

Project Staff

16. O OS review of the use of non-UNHCR ‘ Project Staff’ deternmined that nore
than 900 persons under this category were working for UNHCR. GCenerally,

anot her enployer recruited these staff, even though UNHCR nornmally sel ect ed,
fully funded, and directly controlled and supervised them The subject of
Project Staff has been an issue of concern within UNHCR for several years,

and O OS recommended that it be effectively addressed. In response, UNHCR

deci ded to phase out Project Staff in favour of either creating the necessary
regul ar posts, or by establishing genuine inplenenting partner arrangenents.
The inplenmentation of this recomendation is still in progress

The Al bert Einstein Academ ¢ Schol arship Progranme for Refugees

17. The Al bert Einstein Acadenic Schol arship Programme for Refugees (DAFI) was
wel | managed by UNHCR at Headquarters. However, it was difficult to assess the
overall inpact of the progranme or neasure its effectiveness, as adequate
statistics were not available in terns of enploynent opportunities obtained by
graduates benefiting fromthe progranme. In view of increasing funding constraints
and to enable nore students to benefit fromthe programme, O OGS recomended
concentrating the programe on study subjects with a high probability for future
enploynent; limting the duration of study; and discontinuing financial support
for post-graduate studies and studies in high-cost education institutions. 1In
response to O OS recomendati ons, UNHCR has revised the progranme guidelines and
sel ection criteria.

Asset Managenent

18. Asset managenent has repeatedly been highlighted as a problemarea for UNHCR
O OS review of asset managenent at UNHCR Headquarters, in conjunction with field

audits, confirmed that nore inprovenent is still required. The audit covered
assets with an acquisition cost of $193 million and a current value of $54
million. 1In view of a nunber of discrepancies found, OGS could not ascertain the

conpl eteness and accuracy of the data presented. For exanple, a default val ue was
used for about 4,000 assets, resulting in the acquisition cost and current val ues
bei ng understated by $15.7 million and $4.9 nillion, respectively.

19. Inplenentation of the new asset tracking system “Asset Trak”, which had been

| aunched in May 2000, was still not conpleted by m d-2001, particularly with
regard to assets under the custody of inplenenting partners. O OS reconmended
that further efforts be nade to have a fully functional and reliable tracking
system for UNHCR assets worldwi de. O OS further recomended that UNHCR nmanagenent
re-desi gn asset nmmnagenent procedures (including disposal procedures, which are
of ten cunbersone and unecononical). UNHCR has devel oped conprehensi ve new policy
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and procedure guidelines to ensure that information is nore reliable and di sposa
procedures are nore efficient.

UNHCR s 50'" Anni versary

20. O OS found that the 50'™" Anniversary cel ebrations, which culnminated in the
central event on 14 Decenber 2000, were successful and net the expectations of

rai sing awareness to the refugee situation. However, since no conprehensive plan
and budget had been prepared for the 50'" Anniversary activities, it was difficult
to obtain consolidated data on the actual expenditure incurred or to neasure the

| evel of achi evenent against overall objectives. As recommended by O GS, UNHCR
assessed the |l evel of achievenent of objectives and prepared a final report on the
50'" Anniversary activities, which can be used as a tool to disseminate the

| essons | ear ned

General Assenbly Reports

21. The report of O OS on the Audit of UNHCR Private Sector Fundraising
Activities (A/ 56/ 759 of 27 Decenber 2001) highlighted that policies and
procedures for private sector fund-raising needed to be nore clearly defined in
certain areas and developed in others, to inprove econony and efficiency and to
ensure activities were directed in a consistent and coherent manner. Self-
sustainability is a key indicator for any fund-raising operation, but neither
this factor nor the achievenent of financial targets, were explicitly established
as objectives for nost of the private sector fund-raising operations. Also, the
net hodol ogy for calculating the return on investnent, the nobst inportant

i ndicator to neasure the success of any fund-raising operation, needed to be
determined to increase the value of analytical conparison and allow nore inforned
deci si on- maki ng.

22. In response to the issues raised and recomendati ons nmade by O OGS, UNHCR has
revised its fund-raising guidelines and defined policies and procedures for
cooperation with National Associations. A global framework, ainmed at achieving
sel f-sustainability has been devel oped, financial targets established, and return
on investnent has been defined. This franework will be consistently applied

Pl anned audit activities

23. During the remainder of the year 2002, O OS plans audits in Botswana,
Canada, the Denpbcratic Republic of the Congo, China, Djibouti, Indonesia, the
I sl ami ¢ Republic of Iran, Liberia, Rwanda, and Yugosl avia including Kosovo.

At Headquarters, OOS will continue its review of staffing of emergency
operations. Further, the procurenent function will be reviewed, as well as
the use of United Nations Volunteers by UNHCR and t he budgetary control of
proj ect expenditure



