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The neeting was called to order at 3.15 p.m

ANNUAL THEME: REPATRI ATl ON CHALLENGES (agenda item 4) (continued)
( A/ AC. 96/ 887)

1. Ms. von BECKH W DVMANSTETTER (Argentina) said that the main repatriation
chal l enge was that there were so nmany factors to be taken into consideration
First of all, it was primarily the responsibility of countries of origin to
elimnate the economc, political, racial and other causes of population

di spl acenents. In order to achieve a genui ne durable solution, it would then
be necessary to put an end to violations of human rights and the rights of
mnorities, elimnate poverty, halt environnmental degradation and settle
ethnic conflicts. Cearly, no organization was capable of carrying out such a
task on its own. The assistance of the States concerned and the political and
econom ¢ support of the international conmunity had to be obtained as part of
a coordinated plan involving all interested parties, in other words, both
humani t ari an organi zati ons and devel opnent agenci es.

2. Her del egation wel conmed the attention the Hi gh Comm ssioner had given to
the request for assistance made by the Governnent of Col onbia in connection
with a problem of internal population displacenent that could spill over into

nei ghbouring countries. Argentina was convinced that conprehensive and
coordi nated action by United Nations agencies, other internationa

organi zations and NGOs woul d meke it possible to offer a conprehensive
solution to that conplex and daunting problem It was prepared to help solve
the probl em through regional cooperation

3. Argentina paid tribute to UNHCR and its staff, whose assistance had
enabled it to charter a mlitary aircraft to transport relief and food
supplies to Rmanda. It was devoted to the humanitarian cause and, as a

tangi bl e contribution to the work of UNHCR, had offered it the building in
which its regional office was | ocated in Buenos Aires. She called on UNHCR to
strengthen the dialogue with other international actors, including volunteers,
to ensure the coordination of worldw de activities on behalf of refugees.

CONSI DERATI ON AND ADOPTI ON OF PROGRAMVE BUDGETS (agenda item 6) (A/ AC. 96/884
and Add.1 to 4; A/ AC. 96/ 894)

4, The CHAIRMAN invited M. WAl zer, Deputy Hi gh Conm ssioner, to introduce
agenda item 6

5. M. WALZER (Deputy High Comm ssioner) said that the H gh Comm ssi oner
was submitting the revised 1997 Ceneral Programres budget, which remined
unchanged at US$ 452,612,000, to the Executive Committee for its endorsenent.
Taki ng account of Special Programes, overall budgetary estimtes for 1997
under all sources of funds were US$ 1,214, 400,000, as agai nst

US$ 1, 169, 200,000 in 1996. Projections for 1998 General Programes were

US$ 440 million and US$ 555, 900, 000 for Special Programmes, so that, for the
first time in six years, the budget should remain below US$ 1 billion.

6. The Hi gh Comm ssi oner shared the di sappoi nt nent expressed by a number of
del egati ons about the reduction in the I evel of CGeneral Progranmes, even
t hough it had been wi dely suggested that they should account for a |arger
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share of the core activities. Although UNHCR had succeeded in containing and
actual ly reduci ng budgetary requirenents, funding remai ned a ngjor
preoccupation. While greatly appreciating the contributions announced by
several Menber States during the current session, the Hi gh Comm ssioner
renewed her appeal for early pledges so as not to risk a rupture in
activities, with severe consequences for those who depended on the generosity
of Menmber States.

7. For 1998, UNHCR foresaw even greater difficulties in securing full and
timely funding of both General and Special Progranmes. Carry-overs from

one year to the next were nuch lower than in the past and UNHCR s ability to

i npl enment the programes endorsed by the Cormittee would to a | arge extent
depend on the results of the forthcom ng annual Pl edging Conference to be held
i n New York.

8. Under Project Delphi, UNHCR was to review and focus its priorities and
pronote them through nore effective coordi nati on between the various actors
and nore active participation across the institution. In that respect, it

reaffirmed its determnation to inprove staff-nmanagenent rel ations through
di al ogue, an objective and constructive approach and nutual respect.

9. Turning to agenda item 7, he announced that the accounts had been
certified by the external auditors and that progress had been made in the

i npl enentation of their recomendati ons. UNHCR had taken a number of

i nportant steps to strengthen its oversight capacity, including, in
particul ar, the signing of a Menorandum of Understanding with the

United Nations Ofice of Internal Oversight Services in New York. However
the Hi gh Commi ssioner recognized that, despite the inprovenents nade, efforts
had to continue in that direction

10. M. EKBLOM (Finland), speaking on behalf of the Nordic countries, said
that they shared the Hi gh Conm ssioner's concern about the funding
projections, in particular with regard to the General Programes for the
current year and for 1998. In view of UNHCR s heavy reliance on voluntary
fundi ng, donors were encouraged to respond generously to its appeals. A
continuing decline in contribution |evels would undoubtedly have serious
inmplications for UNHCR s capacity to assist refugees, particularly since the
unpredictability of humanitarian energencies and political upheavals had
become the rule rather than the exception. Against such a background of
financial constraints, the Nordic countries advocated prioritizing the scarce
resources avail able and wel coned the efforts nmade, inter alia, in connection
wi th Project Delphi.

11. Flexibility was also inportant. |In that connection, the Nordic
countries endorsed the proposal the United States had made in the Standing
Committee on the possibility of transferring certain Special Programmes to the
General Programres budget. Flexibility also required the downsizing of
operations in areas where certain tasks could be assuned by other conpetent
organi zati ons and where UNHCR s continued presence was not an absol ute
necessity. In contrast, its presence could be strengthened in other areas
where | arge-scale repatriation projects were on hold pending an inprovenent in
| ocal circunstances. That approach was |ess costly than total w thdrawal,
followed by redeploynment at a |later stage.
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12. Fund-rai si ng and good budgeting practices required the clear

determ nation of objectives. The Nordic countries had noted with concern the
observati ons made by the Board of Auditors about weaknesses in progranmme
managenment and agreed on the need for clear regional strategi es accompani ed by
situation- and/or country-specific programre goals and operational objectives.
Transparency was al so a key el enent in securing funding. ACABQ had
recommended the review of criteria for classifying UNHCR expendi ture, taking
into account the work already done by UNFPA, UNDP and UNI CEF on the

har moni zati on of budget presentation. From a donor perspective, it was usefu
to be able to conpare the cost structures of the various humanitarian

organi zations, while taking into account their individual differences.

13. The work of ACABQ the Board of External Auditors and the O fice of
Internal Oversight Services was valuable both for UNHCR and for its Menber
States in nonitoring the use of funds and the efficiency of programme

i mpl enentation. The Nordic countries trusted that due consideration would be
given to those bodies’ comments and reconmendati ons. They expressed their
deep adnmiration and appreciation for the work done by UNHCR, whose staff

wor ked devotedly under extrenely trying and dangerous conditions.

14. M. MORAND (Switzerland), referring to humanitarian coordination
stressed the inportance of drawing on the conparative advant ages of each
humani tari an actor involved, accompanying the inplenmentation of the
Secretary-General's reforns with optimal task-sharing anong the various
United Nations centres and establishing opti num cooperati on between al
humani tarian agents in order to ensure proactive coordination rather than
sinply trying to limt potential damage.

15. Soci al and economic reintegration on return was the responsibility of a
great many actors. UNHCR therefore had a specific role to play, as did other
actors. In sonme cases, it worked in isolation, and that could | ead to del ays
or mi stakes. Early and joint planning of social and econom c reintegration
operations by all actors, particularly those involved in devel opment, was
necessary to ensure programe durability.

16. As far as resource allocation and use were concerned, his del egation had
noted that, in 1996, 69 per cent of the funds allocated to inplenmenting
partners had been assigned to national and international NGOs (70 per cent of
whi ch had been committed under project agreenments with international NGOs,

i.e. fromthe North). It had also noted with satisfaction the coments by the
Advi sory Committee on Administrative and Budgetary Questions in its report

(A AC. 96/ 884/ Add. 3) recomrendi ng that the accounts of each inplenmenting
partner should be regularly audited by an i ndependent audit authority. It

al so wel coned ACABQ s view that governnent partners should be treated as
normal inplementing partners, on the same basis as NGOs, whenever UNHCR
entrusted themwith a task involving resources donated by Menmber States.

17. Wth regard to the use of resources, his delegation took note of a
projected decline in the | evel of expenditure under the General Programes.

In addition, the provisional needs estinate for the Special Progranmes in 1998
i ndi cated a consi derable reduction. That positive feature should not,

however, be seen as paving the way for activities which UNHCR would like to
undertake, but which were not within the strict scope of its nmandate.
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18. The international conmunity should learn | essons fromthe humanitarian
action carried out in connection with the crisis in the Geat Lakes region in
order suitably to support UNHCR s humanitarian activities. |t nust be ensured
that UNHCR did not again find itself isolated and m sunderstood in the m dst
of a crisis, when the nature of its nandate required it to intervene. H s

del egation reiterated its support for UNHCR in inplenmenting its overal
programme activities for 1998.

REPORTS RELATI NG TO PROGRAMVE OVERS| GHT (agenda item 7) (A/ AC. 96/ 883, 884, 885
and Add.1 and 886)

19. M. AMUNATEGUI (Director, Inspection and Eval uation Service) said that
two projects were under way in connection with evaluation activities. The
purpose of the first one, conducted jointly with WFP and UNI CEF, was to |earn
| essons fromthe operational coordination between those organizations at the
regi onal and |l ocal |evels during the Great Lakes operation from October 1996
to August 1997. The second project, to be carried out jointly with WFP in
Bosni a and Herzegovi na, would begin shortly. 1In addition, the preparation of
the inspection procedures handbook had been conpleted and its second edition
had just been distributed. The nmenbers of the Senior Managenent Committee had
al so received two notes fromthe I nspector on the generic |essons |earned from
the npst recent inspection mssions, particularly on programe and

adm nistration issues. The Conmittee had nmet for the third time in 1997, in
the presence of a representative, fromoutside UNHCR, of the Ofice of

Internal Oversight Services in New York.

20. He thanked the Governnent of Switzerland for having organi zed a sem nar
in the framework of the Geneva group conposed of the major contributors to the
United Nations, on the auditing of accounts and nonitoring wthin

United Nations agencies. |In addition to the nenbers of the Geneva group
representatives of United Nations adm nistrative departnents and interna
oversi ght services had been invited, together with representatives of externa
departnments such as the auditors and the |Inspectors of the Joint Inspection
Unit. Representatives of the correspondi ng departnents of Governnents and
private bodies had al so taken part. That well-organi zed sem nar had provi ded
an opportunity for a very interesting debate relating, in particular, to the
responsi bilities of adm nistrations which were primarily responsible for

moni toring, before even specialized departnents thenselves. Attention had

al so focused on rel ati ons between the various oversi ght departnments and Menber
States, which should engage in a closer dialogue and show greater
understanding. It had been seen that internal and external oversight methods
could differ depending on those involved, but, above all, nuch had been

| earned fromthe experience of the other organizations and a better
under st andi ng gai ned of the expectations of the Menber States of the

United Nations in respect of oversight. Oher semnars of that kind should be
organi zed in future

21. M. MACDONALD (Australia) said that the Australian Covernnent wel comed
UNHCR s commi tnment to openness and transparency in its financial and progranme
pl anni ng procedures. It welconmed both the report of the Board of Auditors

(A/ AC. 96/ 885) and UNHCR s response to the report. The report had identified a
nunber of shortcomings in UNHCR s practices, attributable, in particular, to
the lack of definition and quantification of project objectives, the absence
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of appropriate performance indicators and delays in inplenenting partners
providing audit certificates and nmonitoring and financial reports. The
difficult environment in which UNHCR worked shoul d not affect accountability
and effective programme design and inplenmentation. 1In order better to select
its inplenmenting partners, UNHCR could consider instituting a system of prior
accreditation of inplenenting agencies as a neans of form ng a pool of
effective inplenmenting partners.

22. Hi s del egati on was concerned that the five reconmendations from previous
audit reports had still not been fully inplenmented by UNHCR. It endorsed the
draft recommendations calling on UNHCR to report regularly to the next
Standi ng Conmittee nmeetings on progress in responding to the reconmendati ons.
It viewed UNHCR s programme of evaluation and inspections favourably, but drew
attention to the obvious, but nonethel ess essential, |ink between proper

proj ect design and effective nonitoring and evaluation. Australia was
currently assessing the evaluation capacities of a nunber of nultilatera
agencies, including UNHCR It hoped that the assessment would help it not
only to exam ne the various evaluation nmethods adopted by multilatera
agencies, but also to tap into the substantial resources and experience they
had gained in delivering relief and devel opment assi stance.

23. M. BRUN (Denmark) said that one of the previous recomrendations that
had not fully been inplenented, according to the report of the Board of
Auditors (A/ AC. 96/885), related to the need to assess the capabilities of

i npl ementing partners to inplenent major projects. That issue was al so raised
in the report of ACABQ (A/ AC. 96/ 884/ Add. 3), which stressed that it was of
particul ar inmportance for UNHCR fully to assess the capacity of inplenenting
partners before concluding an agreement with them His delegation fully
agreed with that statenent and urged that further efforts should be made to
devel op a framework for assessing the capacity of inplenenting partners with
regard to i nplenentation, as well as accounting and auditing.

24. In connection with the use of consultants, which was also dealt with in
the report of the Board of Auditors, the nature of UNHCR s work undoubtedly
often required the identification and hiring of consultants under tine
constraints. Quality and transparency should be the guiding principles in
setting up procedures for identifying, selecting and hiring consultants. The
establishment of terns of reference defining specific targets and delivery

dat es agai nst which consultants' work could be nmeasured should be the rule, as
shoul d the eval uati on of each job done.

25. Referring to the report on UNHCR i nspection and eval uation activities
(A/AC. 96/ 886), his delegation fully agreed with the Iine of action taken by
UNHCR in the field of inspection activities. Wen it came to eval uation
however, his delegation felt that there was still ground to be covered.

Eval uati ons should be a natural part of the project cycle. Accordingly, they
shoul d be planned right fromthe start of each operation and benchmarks shoul d
be built into projects. 1In order to assess the information provided in the
report on current or conpleted eval uations, an overview of eval uations planned
or under consideration for 1998 woul d have been nost welcome. His delegation
woul d very nuch |ike to see an evaluation of the inplenmentation of the policy
on refugee women and of the Cuidelines on the Protection of Refugee Wonen.
Such an evaluation mght well reveal the need for the revision of those two
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docunents, which dated back to 1990 and 1991, respectively. Hi s delegation
hoped that, in future, UNHCR would share the results of evaluations with its
partners, governnmental as well as non-governnental. Evaluations were
fundanmental to the capacity-building of an organi zation. UNHCR with its
numer ous operations and partners, was in a unique position to build a
best-practi ces know edge bank which all humanitarian actors could share.

26. M. GANDARA GABORIT (Observer for Guatenal a) said that UNHCR shoul d be
commended on the way in which it used its resources. They had to be used
transparently. The Governnment of Guatenala had found that, as far as UNHCR
projects inmplemented in Guatenmal a were concerned, auditors were regularly sent
on mssions to carry out the required audits on the spot. In order further to
i nprove respect for the principle of accountability, auditors should be sent
nore rapidly.

27. M. FAKHOURI (Controller) said that there seenmed to be sonme support
anong the nenbers of the Executive Committee for the strategy outlined on the
question of audit certificates, which had been the subject of earlier

di scussions. Wth regard to the choice of inplenmenting partners, a
questionnaire had been sent to all of UNHCR s inplenenting partners requesting
themto provide information on their activities, as well as financial data
that would meke it possible to assess their capacity to inplenment UNHCR
programmes. The replies to the questionnaire would nake it possible to set up
a database in order to nmeet the concern just expressed by the Danish

del egation. As to the question of consultants, UNHCR acknow edged that it
should try to clarify the requirenents for hiring themand intended to do so
in the com ng nont hs.

28. M. AMUNATEGUI (Director, Inspection and Eval uation Service) said that
UNHCR was aware of the need to integrate evaluations into project cycles and
was working in close cooperation with a teamthat was responsible for setting
up the Integrated Managenment Information System which would take account of
the principles of self-assessment and the incorporation of benchmarks. UNHCR
had been unable to submit the evaluation programme for 1998 because it had not
yet been defined, but it had certainly taken note of the question of refugee
wonen. He pointed out that, since 1995, UNHCR had been trying to inprove the
conmuni cation of the results of evaluation studies particularly by preparing
consol idated reports, which it hoped to be able to submt in greater nunbers
in future.

29. The CHAI RMAN suggested that a decision on draft decision DC/CN 6 should
be postponed until the consideration of the report of the Executive Committee.
He neverthel ess took it that the Executive Committee was already prepared to
adopt the target of US$ 440 million set for the General Programre budget in
subpar agraph (d) of the draft decision

30. If there were no objections, he would take it that the Executive
Committee adopted the 1998 Ceneral Programres budget.

31. It was so deci ded.
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MEETI NGS OF THE STANDI NG COVMM TTEE I N 1998 (agenda item 8)
32. The CHAIRMAN said that, if there were no objections, he would take it

that the Executive Committee postponed its decision on draft decisions DC CN. 7
and DC/CN. 8 until the consideration of its report.

33. It was so deci ded.

34. M. HALL (Secretary of the Executive Committee) said that Costa Rica,
Guat enal a, Guinea and the Niger should be added to the list of candidacies in
subpar agraph (a) of draft decision DC/ CN. 8.

CONSI DERATI ON OF THE PROVI SI ONAL AGENDA OF THE FORTY- NI NTH SESSI ON OF THE
EXECUTI VE COW TTEE (agenda item 9)

35. The CHAIRMAN said that, if there were no objections, he would take it
that the Executive Committee postponed its decision on draft decision DC/CN. 9
until the adoption of its report.

36. It was so deci ded.

ANY OTHER BUSI NESS (agenda item 10)

Statenment by the Chairnman of the Staff Counci

37. M. 1SHAK (Chairman of the Staff Council) said that the protection and
voluntary repatriation of refugees had been severely tested. |In an unstable
and vol atile period, particularly in the political sphere, the comm tment and
dedi cation of UNHCR s staff had been decisive to its operational viability.
UNHCR staff, both at headquarters and in the field, deserved the internationa
conmunity's recognition and support.

38. The Staff Council appreciated the possibility offered to it at each
session to address the Executive Comrittee and to convey its views to it
directly. At a tinme when major initiatives for change were being taken by
management, it was vital for UNHCR s governing body to keep a watchful eye on
devel opnents and to lend an attentive ear to staff representatives. The
Counci | enphasi zed that the continuation of Project Del phi was an obstacle to
the introduction of the necessary changes. The staff was certainly aware of

t he concerns of donors over rising overheads, but could not see how efficiency
could be inproved by arbitrary staff cuts. Moreover, despite the elimnation
of sone 100 posts at headquarters, overheads had risen to unprecedented |evels
in 1997.

39. The nunber of UNHCR s staff nenbers had increased enornously since the
begi nning of the 1990s, rising fromfewer than 2,000 to nore than 6,000

in 1997. The organization had 250 offices in 120 countries and intervened in
situations that were conpletely newto it. The growh reflected the need for
UNHCR to respond to contenporary chall enges and to assume new
responsibilities. Staff nunbers were adjusted each year on the basis of
UNHCR s operational requirenments, a need that was fully understood by staff.
However, staff cuts had never been inplemented in a nmanner so damaging to
staff norale as under Project Delphi. There was no denying that the staff
wer e di sappointed that the situation had been allowed to reach that stage.
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40. The staff was not opposed to change and was prepared to accept difficult
deci sions. However, it expected to be included in consultations and treated
in conformty with the principles of the United Nations. It was disappointed

that the cooperation it had shown had been used to underm ne job security
wi thin the organization.

41. UNHCR s governi ng body had an obligation to ensure that the right of the
staff to organize and to defend itself was properly exercised within the
Ofice. Although the Staff Council was elected by all staff nmenbers, its task
in representing staff was nmade extrenely difficult by the absence of a proper
systemor formal framework for consultation between staff and nanagement. The
Staff Council was excluded fromthe decision-nmaking process and nerely

i nformed of decisions once they had been taken

42. Turning to staff concerns, he said that, although locally recruited
staff accounted for 60 per cent of UNHCR s staff, they were the nost

di sadvant aged when it cane to career devel opnent. However, that grave

i njustice was secondary when set against their security dilemms. Contrary to
the provisions of the United Nations Field Security Handbook, |ocal staff in
Zaire and in other countries had not been involved in the planning,
preparati on and inplenentation of security arrangenents. They had depl ored
the lack of information and had unani nobusly condemmed UNHCR s failure to
protect its own staff. The tinme had cone for an in-depth review of the |ega
status of local staff in the context of evacuation and the assistance of the
Executive Committee on that question would be val uabl e.

43. Wth regard to general service staff at headquarters, their thorough
know edge of the O fice's functioning had not been drawn on under Project

Del phi. They depl ored the absence of transparency, which was illustrated by
the fact that nanagenent had been unable to informthem of the basis for its
decision to cut up to 250 posts at headquarters.

44, As far as staff in the professional category were concerned, a discreet
distinction seened to be nmade between two subgroups of international staff,
dependi ng on whether the staff rules applied to themor not. The Staff
Council was gravely concerned by the reports that the recomendati ons made by
t he appoi ntments and pronoti ons bodi es had been disregarded, in total breach
of the rules of transparency and integrity. Mreover, while a relatively

| arge nunber of international staff renmi ned unassigned, external recruitnent
was continuing. Such apparent disregard for cost-effectiveness was

di sturbing, particularly since nost violations of established rules were
apparently commtted by senior staff in UNHCR

45. On a positive note, the managenent had recogni zed that the existing
consul tative machi nery was i nappropriate and that UNHCR suffered from probl ens
mani festly related to the lack of proper consultation. Measures were being
taken to make good that shortcoming and it was to be hoped that evidence that
they had borne fruit would be presented to the next session of the Executive
Committee. For its part, UNHCR s staff pledged to cooperate fully with the

Hi gh Commi ssioner in carrying out the responsibilities entrusted to her by the
Executive Committee.

The neeting rose at 4.40 p. m




