Headquarters

This chapter describes changes in UNHCR Head-
quarters’ structure during 2001, as well as policies
and procedures aimed at improving management
and overall effectiveness. The chapter also includes
progress in areas not necessarily supported by
budgets dedicated to operational activities.

EXECUTIVE DIRECTION AND
MANAGEMENT

The Emergency and Security Service (ESS) was
established in January 2001 in order to improve
UNHCR’s emergency response capacity and to
enhance staff safety. Created in response to lessons
learned from the Kosovo refugee crisis of 1999 and
as a consequence of the tragic
deaths of four UNHCR staff
members in West Timor and
Guinea in 2000, ESS brings
together the Emergency and
Preparedness and Response
Section and the Field Safety
Section. Its main objective is to
encourage a more comprehen-
sive and integrated approach to
emergency and security manage-
ment within UNHCR. ESS is
situated in the Executive Office
and reports through the Assistant
High Commissioner to the High
Commissioner.

In addition to strengthening
UNHCR’s emergency and secu-
rity management capacity, ESS is
responsible for supporting and
building capacities related to the safety and secu-
rity of refugees and returnees. The Service promotes
effective coordination with the military as well as
the strengthening of UNHCR’s overall partner-
ships with external agencies in the areas of emer-
gency and security management. ESS also serves as
the focal point at Headquarters for issues related to
mines and small arms. More information on ESS

activities and priorities in 2001, as well as on the
budget is included in the chapter on Global
Programmes.

The Inspector General’s Office (IGO) is responsible
for inspection and investigation activities within
UNHCR. The office is comprised of the Inspector
General, four inspectors, one co-ordinator for inves-
tigations, and two support staff. Two additional
posts to support increased investigation activity
were made available to IGO from September 2001.

Inspections provide the High Commissioner, senior
managers and UNHCR field offices with independ-
ent and objective assessments of UNHCR’s per-
formance. They are an internal management over-
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sight review of all aspects of field representation
with emphasis on overall representation, strategies,
external relations, as well as operational (protection
and programme) and administrative management.
Inspection reports include recommendations for
improvements and to overcome constraints. These
often draw on lessons learned and best practices
observed during other inspections. The inspection
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cycle includes a compliance component whereby
inspected field offices must report within three
months-on measures taken, following the recom-
mendations of the inspection.

In May 2001, a new Inspector General was appoint-
ed following the retirement of the previous incum-
bent. In the course of 2001, IGO undertook inspec-
tions of country operations in Armenia, Azerbaijan,
Botswana, Djibouti, Eritrea, India, Lebanon, Namibia,
South Africa, Yemen and Zambia.

Investigations: The Inspector General is the focal
person for investigation of alleged or suspected
staff misconduct within UNHCR, whether it is the
misuse of funds, resources or facilities, abuse of
authority and harassment, mistreatment of refu-
gees or any improper conduct involving UNHCR
staff or assets. If the assessment of the complaints
or information of wrongdoing suggests that mis-
conduct occurred, the Inspector General may either
conduct an investigation or refer the case to the
Investigation Division of Office of Internal Over-
sight Services (OIOS). Subject-matter experts may
also participate in investigations. The outcome of
each investigation is either an internal referral to
initiate disciplinary action or closure of the case if
the allegations prove to be unfounded.

In 2001, the Office received 31 complaints of
alleged wrongdoing and conducted nine prelimi-
nary investigations concerning 16 staff members.
These related to allegations of harassment, fraud,
corruption with respect to resettlement as well as
misuse of UNHCR assets and facilities. IGO recom-
mended that disciplinary measures be taken
against 12 staff members, which led to sanctions
against eight of them and a decision is pending
against four others. Four staff members were
cleared of the allegations against them. Two pre-
liminary investigations initiated in 2001 are ongoing.
One of them was referred to the Investigation
Division of OIOS and is jointly being conducted by
IGO. The preliminary investigation into corruption
in UNHCR Nairobi’s resettlement activities
referred to OIOS in 2000, was concluded during
2001 and a report was presented to the General
Assembly. In December 2001, IGO embarked,
together with OIOS, on the preliminary investiga-
tion into allegations of sexual exploitation of
refugee girls in West Africa.
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Other Activities

Inquiries: In September 2001, the Inspector General
oversaw the conduct of one inquiry into the violent
death of a staff member in the Democratic
Republic of the Congo.

Joint Inspection Unit: Throughout the year, IGO
continued to cooperate with the UN Joint Inspection
Unit (JIU) by facilitating the provision of relevant
UNHCR-specific information and access to rele-
vant officials.

Oversight Committee: IGO provides the secretariat
of UNHCR’s Oversight Committee.

UNHCR’s internal auditing is an independent,
objective assurance and consulting activity
designed to add value and improve the Office’s
operations. It reviews the reliability and integrity
of information, compliance with policies and regu-
lations, the safeguarding of assets, the economical
and efficient use of resources, and established
operational goals and objectives.

The UNHCR Audit Service of the Office of Internal
Oversight Services (OIOS) assumes the internal
audit function for UNHCR on the basis of a Memo-
randum of Understanding of 24 July 2001. The
OIOS annual audit plan is developed in close con-
sultation with UNHCR management and the
Inspector General and in co-ordination with the
UN Board of Auditors. It includes periodic reviews
of UNHCR country operations, aiming at achiev-
ing a regular audit cycle with the frequency of
the review determined by a risk-based approach.
It also includes in-depth reviews of certain Head-
quarters programmes, systems and functional
areas, which are conducted to assess operational
effectiveness and suitability of polices and proce-
dures. Moreover, to enhance OIOS’ understanding
of UNHCR’s major partners, a number of reviews
at their headquarters are undertaken to assess their
systems and procedures.

In accordance with the 2001 Internal Audit Plan,
OIOS conducted 41 audits. Thirty-seven Audit
Reports were submitted to senior management at
Headquarters and numerous Audit Observations
were addressed to UNHCR managers in the field.



The audits conducted included the following
UNHCR country operations:

* Republic of the Congo, Chad, Central African
Republic, Gabon, Kenya, Namibia, Uganda,
Zambia, the Regional Directorates in Abidjan,
Addis Ababa, Ethiopia and Pretoria, South
Africa and the Regional Service Centre in
Nairobi, Kenya;

e Algeria, Egypt, and Lebanon;

e Australia, Cambodia, Nepal, Thailand and
East Timor;

* The Baltic States, Bosnia and Herzegovina,
Croatia, Czech Republic, Georgia, Hungary,
Kosovo, Russian Federation, Slovakia and
Turkey;

¢ USA (Regional Office Washington).

For country operation audits, OIOS focused on
project-monitoring and verification of financial
reports by UNHCR. This was an area of weaknesses
highlighted by the Board of Auditors in its report for
the year ended 31 December 2000. It was reported
that the Office’s project-monitoring of implementing
partners by Field offices was inadequate and need-
ed to be significantly improved. OIOS’ reviews re-
commended ways of improving the present proce-
dures adopted, and encouraged field offices to
develop a proper project monitoring strategy. Fur-
ther, OIOS assisted in providing clearer guidance on
the concept of monitoring and verification.

A recurring issue found in many country opera-
tions was the charge of Value Added Tax on goods
and services procured with UNHCR funds for
humanitarian proposes. Large sums are being ‘lost’
for programme purposes as a result of certain
governments’ practices in this matter. Since efforts
made by UNHCR field offices to resolve this issue
have not always been successful, it continues to be
an area of concern.

At Headquarters, OIOS reviewed UNHCR Asset
Management procedures and policies, which
included an assessment of the new AssetTrak sys-
tem. The use of Project Staff by UNHCR, the DAFI
Programme and the UNCHR 50th Anniversary
activities.

* OIOS assessed the new AssetTrak system and
found that it was a useful tool to monitor and

manage assets. However, further efforts are
required to have a fully functional and reliable
tracking system for UNHCR assets worldwide.
It was also found that procedures for the
deployment and disposal of assets were
cumbersome and lengthy and therefore, OIOS
recommended that they be streamlined.

¢ The review of the use of non-UNHCR ‘Project
Staff’ determined that there were more than 900
such staff. Generally, another employer recruit-
ed them, even though UNHCR normally select-
ed, fully funded and directly controlled and
supervised them. The audit resulted in a deci-
sion by senior management to phase out Project
Staff in favour of either creating the necessary
regular posts or by genuine implementing part-
ner arrangements.

* The DAFI Programme was well managed by
UNHCR, at Headquarters. However, it was
difficult to assess the impact of the programme
and measure its effectiveness against the
achievement of opportunities and employment
of graduates. In view of increasing funding con-
straints and to enable more students to benefit
from the programme, OIOS recommended con-
centrating the programme on study subjects
with a high probability for future employment,
limiting the duration of study, and discontinu-
ing financial support for post-graduate studies
and studies in high-cost education institutions.
In response to the audit, UNHCR has revised the
programme guidelines and selection criteria.

* UNHCR’s 50th Anniversary celebrations, which
culminated in the central event on 14 December
2000, were assessed as successful by OIOS and
met the expectations of raising awareness of the
refugee situation.

OIOS continued its review of UNHCR major inter-
national implementing partners. Reviews were
conducted in Australia, Norway, Switzerland and
USA. The main purpose of these reviews was to
obtain an understanding of the partners’ financial
and management procedures as well as to assess
systems and policies to determine whether they are
suitable for implementing UNHCR projects.

In an advisory capacity, OIOS was involved in the
revision and development of policies and proce-
dures, particularly in the area of procurement,
asset management and programme management.
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The Information Technology and Telecommunica-
tions Service (ITTS) provides specialist technical
services to UNHCR. The Service’s activities can be
divided into three areas:

* Maintaining existing production systems;
* Responding to emergencies;
* New and one-off initiatives.

ITTS’s main objective is to maintain the existing
production systems and ensure that they continue
to provide uninterrupted service. The services
include financial support, procurement, technical
support and maintenance of the e-mail systems.
These systems are vital to the daily work
in UNHCR and consume most of the available
resources.

At the end of 2001, a significant effort was put into
dealing with the Afghanistan emergency. Several
millions of dollars worth of equipment was pur-
chased. Most of it was communication equipment
to support operations.

New and one-off activities included the upgrading
of over 25 per cent of old desktop computers in
UNHCR, and the training of over 400 staff in the
use of the new Electronic Document Management
System.

DEPARTMENT OF
INTERNATIONAL PROTECTION

The Department of International Protection has as
its primary focus the development and promotion
of protection standards and norms, ensuring that
they are then consistently incorporated into
UNHCR’s operations, as well as playing an impor-
tant advisory role in the formulation of strategic
and operations policies. The Department also
works to reinvigorate States’ support for and com-
pliance with the international refugee protection
regime as well as towards increased accessions to
the 1951 Convention relating to the Status of
Refugees and its 1967 Protocol, as well as to the
international conventions on the reduction of State-
lessness. The Department was restructured in
August 2001 and comprises the Director’s Office,
the Protection Policy and Legal Advice Section,
the Protection Capacity Section, the Protection
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Operations Support Section, Protection Informa-
tion Section and the Resettlement Section.

The Director has direct authority from and is
directly accountable to the High Commissioner for
the proper discharge of the responsibilities
attached to the post.

The Protection Operations Support Section (POS)
is responsible for providing support to UNHCR's
field operations, including by identifying and dis-
seminating best practices, through activities which
engage the Section in the conduct of workshops
and the production of guidelines and tools, selec-
tive reviews of protection operations, the prepara-
tion of improved methods for monitoring and
reporting on protection activities.

The Protection Policy and Legal Advice Section
(PPLA) is responsible for monitoring, interpreting
and developing law and protection policy in the
area of forced displacement. In the exercise of these
responsibilities, the Section monitors and influences
positively the development of international and
national law relevant to persons of concern to
UNHCR, such as refugees, asylum-seekers and
returnees.

The Protection Capacity Section (PCS) is respon-
sible for the promotion and dissemination of the
principles of refugee law and international protect-
ion. Through the support it provides to Field
Offices and Regional Bureaux, it promotes acces-
sions to international instruments relating to
refugees.

The Resettlement Section (RS) is primarily respon-
sible for developing resettlement policies, setting
standards for resettlement work and disseminating
them, and monitoring their consistent application,
including the compilation of worldwide statistics,
providing guidance and training in resettlement
policies and procedures to UNHCR staff as well as
to NGO and Government partners.

The Protection Information Section (PIS.) will
support UNHCR’s protection role and assist gov-
ernments by providing country analysis and refu-
gee-related reference material to assist policy for-
mulation and decisions related to refuge status
determination and durable solutions. In this con-



nection, it will enhance the content and authority
of UNHCR’s legal information sources and ensure
wide dissemination to interested parties.

DIVISION OF
COMMUNICATION AND
INFORMATION

The Media Relations and Public Information
Service is responsible for promoting public under-
standing of the situation of refugees and the work of
UNHCR, to generate political, moral and financial
support for the cause of refugees. The long-term aim
of strengthening the public information and mass
information capacity at Headquarters was given a
major boost when the Media Unit was finally
brought up to full-staffing strength in July 2001.
This, for example, allowed a much swifter, more
effective and flexible response to the Afghanistan
emergency, than had been the case during the Kosovo
crisis in 1999. While PI officers were deployed to the
region, sufficient headquarters capacity was
retained to be able to continue disseminating infor-
mation about other refugee crises around the world,
preventing them from being entirely eclipsed by the
Afghan crisis. During the course of the year, special
attention was paid to asylum issues and the increa-
singly hostile and manipulated political debate in
some industrialised countries, and to the Global
Consultations on International Protection.

In mid-2001, the launch of UNHCR’s newly-
designed website (Www.unhcr.org) marked a major
turning point in the organisation’s external re-
lations. The new site was the result of many months
of technical development, a complete navigational
overhaul and visual redesign, and represented a
major advancement in communications strategy.
For the first time, the site became fully “active,” car-
rying a vastly expanded number of items including
the REFWORLD database with more than 100,000
fully searchable documents, breaking news stories,
statistics, various issue-specific pages with user-
friendly introductory sections designed to appeal to
as wide an audience as possible, a comprehensive
partnership site and photographic histories of refu-
gees’ experiences. Managing the new site, and
keeping it updated on a daily basis, has added
enormously to the workload of the Media Relations
and Public Information Service, and would not

have been possible with the limited human resources
available at the end of the 1990s. However, the
importance of this new tool was clearly illustrated
with the number of daily visitors to the site rising
three-fold during the course of 2001. The Service
also began implementing UNHCR’s new corporate
visibility policy, by using the new “The UN Refugee
Agency” logo and developing a range of visibility
items. Information on activities undertaken in 2001
is included in the chapter on Global Programmes.

The Private Sector and Public Affairs Service
(PSPA) co-ordinates and implements public aware-
ness in over forty countries working with a net-
work of PI Officers and fund raising activities
through a network of seven National Associations
and eight UNHCR country offices. Since the arrival
of the new Head of PSPA in early 2001, the goals
and objectives of the Service have been established.
New staff were recruited to focus on specific stra-
tegies for increasing funding from Foundations
(September) and Corporations (December). The
Nansen Award co-ordinator and Refugee Voices
organiser were integrated into PSPA with subse-
quent restructuring and re-orientating of these
activities, respectively. Two new officers also joined
the Public Affairs team while two additional posts
were approved late in the year. In December 2001,
as a result of the restructuring of the Center for
Documentation and Research (CDR), the functions
of the Library were integrated into the PSPA Serv-
ice. The UNHCR logo policy was adopted as a key
element toward developing a one-brand, one-
voice, one-name, one-web organisation. UNHCR
collected in total some USD 20 million, placing
combined private sector income 11th on the
UNHCR donor list. Information on the activities
undertaken by this service is included in the chap-
ters on Global Programmes and Funding
UNHCR’s Programmes.

The Secretariat and Inter-Organisation Service
(SIOS) supports the work of UNHCR’s Executive
Committee and acts as a focal point for UNHCR's
relations with UN agencies, inter-governmental
organisations and other international organisations.

In 2001, UNHCR continued to strengthen its inter-
agency co-operation around the two major themes:
partnerships and co-ordination. The High
Commissioner emphasised the Office’s commit-
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