





Introduction

1.  This report provides an evaluation of the UNHCR emergency operation in
Liberia. It is based on a mission undertaken to Liberia in the latter half of October
2003, less than a month after the installation of an interim government and some two
months after a summer of violence that was the fiercest Monrovia had experienced in
more than a dozen years of civil war. The Evaluation and Policy Analysis Unit
(EPAU) had been hoping to undertake this real-time evaluation earlier in the year,
but security problems and field priorities prevented an earlier mission.

2. The evaluation team comprised one staff member from EPAU (Roy Herrmann)
and another from the Department of International Protection (Sharon Cooper). They
visited the Liberian capital between 17 and 27 October 2003. The team collected
relevant documents and conducted interviews with UNHCR staff, the personnel of
other UN agencies, refugees and internally displaced people (IDPs), as well as
representatives of donor states and NGOs, both international and local.

3. Because of security restrictions imposed by the UN, the team was limited in its
travels to a radius of roughly twenty-five kilometres around Monrovia, an area
which included the Samakai and VOA refugee camps, as well as the Jahtondo,
Fendell and SKD stadium centres for IDPs. Before returning to UNHCR
headquarters the team presented its findings in an informal discussion with the
senior staff of the Branch Office in Monrovia. The team subsequently provided a
briefing to staff members in Geneva.

4. The comments and suggestions made at those meetings have been
incorporated in this bulletin, which consists of three main parts: one that focuses on
the situation of refugees in Liberia; a second part that examines the humanitarian
response to the IDP problem; and a final part that focuses on operations management
issues in UNHCR. The report was reviewed and edited by Jeff Crisp, Head of EPAU.

Overall assessment

5. In June and July 2003, a longstanding conflict between government and rebel
forces culminated in a battle for control of the Liberian capital, Monrovia, with
hundreds of mortar shells being fired into the centre of the city. Hundreds of people
were killed in these attacks.

6.  The scenes of carnage caused by the fighting prompted a flurry of international
action. Within a matter of weeks, the president, Charles Taylor, had been forced into
exile, and a transitional government was established. A West African peacekeeping
force (ECOMIL) was dispatched to Monrovia, followed by a United Nations force,
UNMIL, which has been mandated by the Security Council to disarm the fighters
and to establish law and order.

7. As the International Crisis Group (ICG) observes in a new report, “despite the
trauma of June and July, Monrovians are picking themselves up. The city seems



LIBERIA EMERGENCY

calm. Markets are open, and business has resumed... The presence of internationals
has largely contributed to this atmosphere.”?

8. While information is scarce with regard to other parts of the country, there
would not yet appear to be a major humanitarian emergency of the scale that was
anticipated when the fighting was at its peak. Among the NGOs in Liberia there are
several that did not evacuate from Monrovia during the worst of the fighting and
who have continued to operate in areas where the UN has no presence. As well as
providing much-needed assistance to the people, especially in the health sector, these
agencies are a valuable source of information on the situation in up-country Liberia.

9.  Within Liberia, there is widespread appreciation for the work done by
UNHCR. In recent weeks, senior managers in the UNHCR Branch Office have made
an important contribution to the development of a humanitarian response in support
of the Accra Peace Accord, which established the framework for a ceasefire and the
establishment of the transitional government. The effectiveness of UNHCR’s efforts
owes much to the timely arrival of an experienced Emergency Response Team, as
well as the highly supportive role played by the Liberia Response Unit in UNHCR
Headquarters.

10. Unfortunately, UNHCR has not been able to make full use of the capacity
which it has established in Liberia, due to the fact that the vast majority of the
country is out of bounds to UN personnel for security reasons. At the time of the
evaluation mission, the organization’s activities were consequently confined to the
Monrovia area. This situation seems likely to persist unless UNMIL forces can be
deployed more rapidly to other parts of the country.

11. A principal issue for UNHCR in Liberia is the presence of some 15,000 Sierra
Leonean refugees who have chosen not to repatriate, despite the fact that conditions
in their country of origin appear to be considerably better than those in their country
of asylum. As the assistance provided to these refugees is scheduled to end in June
2004, it will be essential to resolve their situation, either by means of voluntary
repatriation or through local integration.

12. Little information is available with respect to Ivorian refugees in Liberia, a
population that was once estimated to be in the region of 38,000. The current number
is unknown, as is the location of the refugees, who may have either dispersed into
the forests of Liberia or crossed the border back into Cote d'Ivoire. Again, it will be
difficult for UNHCR to ascertain or address the situation of these refugees until
UNMIL expands its presence and provides the security required for humanitarian
agencies to operate.

13.  As in other recent emergencies, a sense of competition has developed amongst
the UN agencies present in Liberia, a situation reinforced by the fact that these
agencies are all confined to the Monrovia area. This sense of competition has
undermined the UN'’s leadership role, hindered the development of a coordinated
humanitarian strategy and damaged the UN’s credibility.

14. Nowhere is the issue of competition and confused mandates more visible than
in the effort to assist Liberia’s large population of internally displaced persons -

1 Liberia: Security Challenges, International Crisis Group, Brussels, November 2003
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thought to be at least 500,000 in number. In a sense, and in the minds of many
people working in the humanitarian sector, UNHCR is the lead agency for assisting
the large number of IDPs who have congregated in Monrovia. But this arrangement
has not been formalized, leading to misunderstandings and even friction. There is
also a risk that when UNHCR is able to resume operations in other parts of the
country, a large gap will be left in the IDP assistance programme.

15. Looking to the future, a primary task for UNHCR will be to facilitate the return
and reintegration of the many Liberians who have been displaced within and outside
the country. But that process is dependent on the establishment of peace and
security throughout the country - a major task in a country which has been at war for
more than a dozen years, is very heavily armed and lacks a functioning state
apparatus. In the words of the ICG, “unless UNMIL is properly supported, the
country may well lapse into a permanent state of semi-peace/semi-war that will
continue to destabilize West Africa.”

Refugees

16. There are now approximately 15,000 Sierra Leonean refugees living in camps
near Monrovia. Many of these refugees had previously been situated closer to the
border, but they were relocated in order to escape the conflict. The intense fighting
that took place in June and July 2003 resulted in their further displacement. Some
were able to seek refuge in the UNHCR office in Mamba Point, Monrovia, while the
majority escaped into the bush or moved into the Liberian IDP centres in and around
Monrovia.

17.  With the deployment of ECOMIL troops on 8 August 2003 and the subsequent
handover of the port area by the rebel group LURD (Liberians United for
Reconciliation and Democracy), refugees began returning to the camps. The
UNHCR compound was eventually evacuated when ECOMIL, with assistance from
UNHCR, began patrols in and around the camps. Surprisingly, the camps
experienced little of the looting or destruction witnessed in other parts of the
Monrovia area.

18. The current situation of Sierra Leonean refugees in Liberia does not give
particular cause for concern. With the implementation of the 17 August 2003 peace
agreement, the UNHCR Branch Office (BO) in Monrovia regained regular and
unimpeded access to the VOA, Banjor and Samukai refugee camps. UNHCR
maintains a daily presence in the camps, as do the Liberian Refugee, Repatriation
and Resettlement Commission (LRRRC) and the National Police of Liberia (NPL).

19. UNHCR collaborates closely with the NPL and UNMIL to ensure that the
safety and the civilian character of the camps are effectively maintained. This
arrangement is supported by a system of ‘watch teams’ established by the refugees.
The evaluation team found that reports of crimes and violence were being referred to
and followed up with the police.

20. The Sierra Leoneans enjoy freedom of movement, and they are free to leave the
camps to seek employment, to engage in farming or small-scale trading. There is no
assistance programme for those refugees who choose to live in Monrovia, as food,
health services and education are all available in the camps. However, protection
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counselling services, identity cards and attestations are available to those who reside
in the city.

21. Protection and community services staff from the Branch Office and from
UNHCR’s implementing partners are actively addressing the social, educational and
recreational needs of refugee women and children. Measures that were introduced
earlier to protect women against sexual and gender-based violence, such as
advocacy, counselling and victim support, are still functional.

22.  Since the resumption of field activities there have been several reports of rape
in the refugee camps. Unfortunately, the victims have been reluctant to come
forward with complaints to the authorities unless UNHCR'’s implementing partner,
the International Rescue Committee (IRC), is present. To address this problem,
additional efforts should be made to organize and empower the refugee women and
to ensure that they have effective access to criminal procedures.

23. Many people interviewed by the evaluation team believe that the Sierra
Leonean refugees should return to their own country, where the security situation is
better than it is in Liberia. ~The refugees themselves, however, are reluctant to
repatriate at an early date, due to the effort and costs involved, as well as their
uncertainty about the situation in their homeland. Periodically small groups are
registered to repatriate, but they tend to be absent when the time to travel arrives.

24.  While a small proportion of the refugees may be staying in Liberia in the hope
of gaining a resettlement place, many others are using their time in the camps to
prepare and save for their eventual repatriation - a strategy made possible by the fact
that they are assisted by UNHCR, and because many have been able to establish
income-generating activities.

25. The Branch Office has informed the refugees that this assistance will be
reduced in June 2004, and that the camps will be closed by the end of the year. At
that point, it will be essential to find a durable solution for the refugees, either
through voluntary repatriation or by local integration. The option of local
integration should be raised as soon as possible with the Liberian authorities,
although the interim administration is not yet in a position to enter such discussions.
While the Branch Office has started to consider the application of the cessation clause
to Sierra Leonean refugees, further action on this issue would appear premature,
given that the peace in Sierra Leone is being maintained primarily by a UN force,
rather than the government of that country.

Ivorian refugees

26. The situation of Ivorian refugees in Liberia, a population estimated at 38,000
prior to the recent fighting, is a matter of great concern. In recent times, UNHCR
staff members have been able to travel in the areas where the Ivorian camps are
located because of the UN’s security restrictions. The last visit to those counties, in
September, reported that several thousand had congregated in Harper, the largest
town in the region. This area is under the control of MODEL, the Movement for
Democracy in Liberia.
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27. In the last week of October, a Danish Refugee Council (DRC) mission to the
three southern counties of Maryland, Grand Kru and River Cess encountered less
than 30 Ivorians, suggesting that those refugees who have not gone to Harper have
been scattered along both sides of the Liberia-Cote d'Ivoire border. UNHCR's ability
to verify this assumption and to provide any assistance to the refugees will, of
course, be dependent on the arrival of additional UNMIL troops and the expansion
of the force’s presence into areas beyond Monrovia.

Liberian refugees

28. If the incipient peace established by UNMIL is effectively maintained and
expanded, then some of the 280,000 Liberians who remain in neighbouring states can
be expected to repatriate. The Branch Office has developed what appears to be a
logistically effective plan of action for such a repatriation, drawing on elements of
UNHCR’s Sierra Leone repatriation programme, which was based on the
establishment of multi-purpose transit centres for returning refugees and IDPs.

29. Organized repatriation to Liberia is scheduled to start in October 2004,
assuming that the peace process proceeds without major difficulties. Small numbers
of spontaneous returnees have already been identified in a number of different
locations around the country, and this flow can be expected to increase once
additional areas come under the control of UNMIL. Should security improve rapidly
and the demand for organized repatriation increase, then UNHCR should adjust its
repatriation schedule accordingly.

Third country nationals

30. An unknown, but significant number of ‘third country nationals’ (TCNs)
remain in Liberia, despite the fierce fighting that has taken place in and around
Monrovia. These TCNs are not refugees, but are primarily foreign labourers who
had been working in Cote d’Ivoire and who were forced out of that country by
armed conflict and heightened xenophobia. They are predominantly Malians and
Burkinabe who, in principle, can avail themselves of the protection of their respective
governments. There are also known to be some women and children in Liberia who
are affiliated with foreign combatants, and who might be recognized as refugees
should they approach UNHCR at some point in the future.

31. The evaluation team heard that TCNs had been approaching different agencies
in Liberia seeking assistance to return to their countries of origin. More often than
not, however, such individuals have failed to pursue their requests. The
International Organization for Migration has indicated that it would be able to
transport the TCN cases if called upon to do so.

Internally displaced people

32. The longstanding conflict in Liberia has generated a highly complex pattern of
internal displacement, with many people being uprooted repeatedly over the past 13
years. The fighting that took place in the first half of 2003, culminating in the battle
for Monrovia in June and July, provoked fresh waves of internal displacement in
many parts of the country, not least the area in and around the capital city. Recent
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estimates suggest that the number of IDPs in Liberia has now reached between
500,000 and 600,000 although the actual figure could be considerably higher.

33. With travel in Liberia being so severely restricted for security reasons, a
considerable degree of international attention has been focused on those IDPs who
are to be found in the Monrovia area. Many of these IDPs are accommodated in
camps that were established prior to the most recent upsurge in the civil war, while
others are relatively recent arrivals who crowded into the city when the fighting in
and around the capital was at its fiercest. At that time, many of Monrovia’s regular
residents were compelled to relocate within the city and to take shelter alongside
those IDPs who had displaced from other parts of the country.

34. Now that UNMIL has secured a 25-kilometre radius around the capital,
UNHCR and other agencies are attempting to persuade those IDPs who cannot
return to their home areas to move out of the city and to be accommodated in “official
camps’ located in secure, rural sites, where basic amenities such as sanitation are
easier to provide. But such proposals have met with resistance from the IDPs, who
have continuing security concerns and who are reluctant to relocate again before
they finally move back to their areas of origin.

35. Food supplies have been discontinued for some groups of IDPs in the
Monrovia area, such as those who sought shelter at the city’s main football stadium,
just outside the capital. But this is a controversial initiative, which threatens to be an
issue of division within the humanitarian community.

36. Because the IDPs living in and around Monrovia are easily accessible to
humanitarian agencies, journalists and donor state representatives, they have
attracted a large and perhaps disproportionate degree of international attention.
Recent evidence suggests that the situation of IDPs in other parts of the country is
equally if not more dire.

37.  On 8-9 November, for example, an OCHA-led mission to Gbarnga and Zorzor,
outside the area secured by UNMIL, reported extensive looting and damage to the
physical infrastructure, a lack of food and heath care and high levels of child
malnutrition. “The mission was strongly welcomed by the population in Gbarnga,
who showed general signs of fear and despair. Continuous shooting was heard
overnight.” On 10 November, an OCHA mission to Saclepea reported that “the
influx of an estimated 10,000 IDPs following fighting in Nimba Country had
overstretched the meager resources of the resident population. IDP sites were visibly
overcrowded with limited services.”2

38.  Such situations threaten to deteriorate unless UNMIL can extend its presence,
the peace process can be advanced and donor state interest in Liberia maintained. In
this respect, much depends on the international community’s response to the $137
million Interagency Consolidated Appeal (CAP) for Liberia for 2004, which was
launched in Ottawa, Canada, on 19 November.

39. As well as material assistance, Liberia’s IDPs - and its civilian population as a
whole - are in evident need of protection. According to a report from the Norwegian

2 ‘Liberia humanitarian situation update No. 65°, OCHA, 10 November 2003.
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Refugee Council, “fighting, killing, looting, rape, harassment and intimidation are
part of the everyday life of IDPs in Liberia.”?

40. The UNMIL plan of action, as spelled out in the Draft Report of the Secretary-
General to the Security Council on Liberia, recognizes the need to strengthen the
international protection presence across the country, prescribing the appointment of
protection officers for each of the country’s 15 counties.

41. UNHCR is co-chair of the General Steering Group on Protection, an advisory
group on protection matters affecting IDPs, refugees and TCNs.# The policies of the
Steering Group are implemented by means of several operational committees,
covering issues such as joint monitoring, sexual and gender-based violence, child
protection, and the security of refugees and returnees.

42. There is a general consensus in Monrovia that coordination in the area of
protection has improved as a result of these efforts. However, the evaluation team
was informed that many protection-related meetings functioned as fora for
humanitarian agencies to report on their activities, and did not allow for adequate
strategizing or policy development.

Inter-agency cooperation and coordination

43.  The interaction between humanitarian agencies engaged in Liberia is generally
collegial, but - as in recent emergencies in other parts of the world - is also
characterized by a degree of competition. Unfortunately, this issue seems to be most
visible and disruptive within the UN family. Several NGOs informed the evaluation
team that the bickering between UN agencies in open coordination meetings was a
source of embarrassment to them. UNHCR was not exempt from this critique.

44. The issue of inter-agency cooperation and coordination has been raised most
starkly in relation to the IDP problem. Despite formal correspondence at the highest
level between OCHA and UNHCR, there is a lack of clarity as to the division of
responsibility between the two agencies. In principle, OCHA has overall
responsibility for coordination and can therefore designate other agencies to
undertake certain tasks in relation to IDP camps. But OCHA is not in a position to
provide those agencies with the resources they need to engage in operational
activities.

45. UNHCR, on the other hand, does not have a coordinating role in relation to
IDPs, but is nevertheless regarded by many as the lead UN agency in this domain.
UNHCR entered the transitional period the best equipped of any of the agencies
operating in country. It chairs the IDP Task Force, supplies non-food items and
transport services to IDPs and is also involved in protection activities with IDPs. In
these circumstances, UNHCR finds it awkward to answer to another and essentially
non-operational UN agency. The fact that this situation has given rise to irritation
rather than conflict is a testament to the strong interpersonal relationships
established between the two organizations.

3 “Liberia: IDPs forced to exodus’, Norwegian Refugee Council, 13 September 2003.
4 Participants in the Group include UNICEF, SCF-UK, ICRC, IRC, LWF, UNDP and Oxfam.
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Cooperation with national actors

46. Amongst national actors, the evaluation team found general satisfaction with
the level of cooperation and coordination with UNHCR. Both the Liberian
government and all of UNHCR’s implementing and operational partners - the
LRRC, LNP, Community Empowerment Project, Liberians United to Save Humanity
and Women in Progress for Community Services (WIPCS) - expressed unabashed
appreciation for the support UNHCR has provided to them and to the country as a
whole throughout the past decade.

47. The main danger in this situation is that such partners will become over
dependent on UNHCR. The NGOs are aware that it would be wise to diversify their
funding base, but few have moved very far in this direction. One weakness of the
NGOs is their tendency to hijack coordination meetings by providing long accounts
of their recent activities accomplishments - information that would be more usefully
shared in sectoral committee meetings.

UNHCR operations management

48. The UNHCR Branch Office in Monrovia is undergoing an important transition.
During the evaluation team’s mission, several key Emergency Response Team (ERT)
members left the country, while a number of new staff arrived. The powerful sense
of bustle and bridled energy in the Monrovia office is enforced by the presence of
personnel who are destined to take up posts in up-country field locations, but who
are currently confined to the capital city for security reasons.

49. The quality of the ERT team, the speed with which it arrived following Charles
Taylor’s departure, and the excellent support which the Liberia operation has
received from Headquarters are all evidence of the effectiveness with which
UNHCR’s emergency preparedness and response capacity has been reinforced in
recent years. The evaluation team was also impressed by the effective and
harmonious working relationship established between the regular Branch Office staff
and the ERT, despite the fact that the latter outnumber the former. The calibre of the
staff in Liberia, coupled with UNHCR'’s strong operational capacity, has given
UNHCR a particularly high profile within the humanitarian community.

50.  The challenge now will be to maintain the same level of cohesion and sense of
mission as the transition progresses and as some of the key ERT members are
replaced with staff on posts. Even with the ‘fast-track” appointments system that has
been put into place, some posts may not be filled until January 2004. Another
challenge will be to ensure that the operation is staffed with an adequate number of
protection officers and to maintain an appropriate gender balance amongst the
UNHCR personnel.

51. At the time of the evaluation mission, the office space, vehicle capacity and
patience of UNHCR staff members in Monrovia were all being seriously stretched.
This situation is unlikely to change until UNMIL extends the scope of its presence,
enabling security restrictions to be removed and UNHCR's field offices to be opened.
In the meantime, UNHCR personnel are using their time as effectively as possible,
preparing contingency plans, visiting those parts of the country where they are
allowed to travel, as well as attending internal and inter-agency meetings.
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52.  While it is encouraging to see staff from UNHCR and other agencies who are
eager to go to the field and assume their designated responsibility, there is a real
concern that pressure from the humanitarian community will induce the military
component of UNMIL to overextend itself, or for the UN Security Coordination to lift
restrictions prematurely. While there are evidently enormous and immediate
humanitarian needs to be met in Liberia, the security of staff should not be
compromised.

53.  The Branch Office has plans to open six field offices, which will initially
facilitate the return of IDPs to their home areas and will later become engaged in the
repatriation of Liberian refugees. Only the Zwedru office is known to be in operable
condition, although it is currently serving as a field headquarters for one of the
militia groups. The Saclapea office has not been visited recently, but it appears that
at least the radio there remains functional. The offices in Harper and Voijama need
to be fully repaired and re-equipped. The offices in Gbarnga and Bopolu will have to
be established from scratch.

Administration and procurement

54. A serious frustration for the Branch Office has been the maintenance of a viable
cash reserve. When the evacuation of UNHCR's international personnel started on
10 June 2003, local staff were given pay cheques. But all of the banks had ceased
operations by that time. Today, in a Monrovia which is just again beginning to find
its feet, cash is required for most transactions, such as clearing cargo from the port or
hiring of additional trucks. In these circumstances, the standard UNHCR procedures
appear to be unnecessarily complicated and time-consuming, especially when key
managers are tied up in long meetings throughout the day.

55. The procurement of office equipment and vehicles for Liberia has been
effectively expedited through the use of the UNHCR emergency stockpile and
emergency procurement procedures. UNHCR currently has adequate equipment for
the Branch Office and for three of the six planned field offices.

56. The stocks required to meet UNHCR’s anticipated non-food needs were
addressed by redirecting a British-funded contribution that was originally procured
for use in Iraq. The storage and clearance of these goods presented some problems in
the early phase of the operation, when UNHCR was beginning to re-establish a
presence in the country. This situation was effectively addressed by temporarily
storing such items in warehouses in Abidjan and Freetown.

Security

57. It is difficult for a visitor to Monrovia to get a real sense of the violence that has
racked the country for more than a decade, although all those who have experienced
it are in agreement as to its cruelty and the high degree of human suffering it has
caused.

58. Today, movement and commercial activity in and around the capital is brisk,
but this situation betrays the tension that remains up-country, where militia groups
remain heavily armed and continue to man checkpoints beyond UNMIL’s realm.
Fighting continues to take place in Nimba County, and tension may well grow across
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the country as senior militia leaders secure government posts, leaving the unpaid
rank-and-file to their own devices.

59.  Until recently, UNHCR had three Field Security Advisors (FSAs) and two FSA
assistants in Liberia, as well a staff member whose primary responsibility has been to
liaise with ECOMIL and UNMIL. Given the current restrictions on UNHCR’s
presence, this arrangement is adequate. When the UN agencies are able to open field
offices, they should share or pool FSAs to ensure that security coverage is adequate.
A single senior civilian-military liaison officer, representing all the UN'’s
humanitarian agencies, would also be advantageous.

60. During the evaluation team’s mission, there was an opportunity to observe an
FSA and FSA assistant work alongside UNMIL troops in an impromptu exercise to
remove arms and 11 Liberian militiamen from a refugee camp. While the
responsiveness of the UNMIL troops to UNHCR’s concerns was very gratifying,
some observers remark that the training and performance of the UNMIL troops
varies considerably from one unit to another.

61. This incident also revealed another weakness of the UN operation in Liberia.
Because the Disarmament, Demobilization, Rehabilitation and Reintegration
Programme (DDRR) has not yet begun, the militiamen seized were later released,
prompting concern that they would return to the refugee camp and seek retaliation
against the people who identified them to UNMIL.

62. The dependence of UNHCR and other UN agencies on UNSECOORD for
security clearance and coordination is somewhat problematic. As indicated earlier,
in their eagerness to move up-country, the humanitarian agencies are putting
pressure on UNSECCORD and UNMIL to relax the current restrictions. This is
creating some friction and occasioning long yet inconclusive inter-agency security
meetings.

63. During the evaluation mission, a number of informed observers questioned the
impatience and sense of urgency of many humanitarian agencies. While not very
systematic or comprehensive, the missions that have gone to some of the more
remote locations by road and helicopter suggest that the scale of humanitarian need
is not so great as to require agency workers to place their lives at risk. For UNHCR,
there is a pressing need to assess the situation of Ivorian refugees in the eastern part
of the country, and to provide them with the assistance and protection they required.
But there is currently less urgency for the organization to work in areas of
anticipated return.

64. Similarly, some members of the humanitarian community warn that the
provision of material assistance in unstable areas could prove counterproductive, as
it would attract displaced people back into areas that are not yet secure. Even worse,
it could fuel a conflict for scarce resources between different militia groups. Such
calls for caution and prudence are generally not popular among the humanitarian
agencies, which are keen to move outside Monrovia and to establish operations in
other parts of the country.

10
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Summary of recommendations

On the basis of the preceding analysis, this report makes the following
recommendations:

a)

Additional efforts should be made by the UNHCR Branch Office to
organize and empower Sierra Leonean refugee women, and to ensure
that they have effective access to criminal procedures.

The UNHCR Branch Office should establish a durable solutions
strategy for Sierra Leonean refugees, to be implemented in 2004, when
assistance is due to be phased out. The option of local integration
should be raised as soon as possible with the Liberian authorities.

UNHCR should encourage governments to support UNMIL with
additional troops, so that the force’s presence can be extended into
areas beyond Monrovia. Should security improve and the demand for
repatriation increase amongst Liberian refugees, the UNHCR Branch
Office should adjust its repatriation schedule accordingly.

At headquarters and in the field, UNHCR and OCHA should take
steps to clarify the division of responsibility between the two
organizations in relation to IDPs.

The UNHCR Branch Office should encourage national actors to
diversify their funding base, so as to ensure that they do not become
over dependent on the organization.

UNHCR’s Division of Human Resource Management, Emergency and
Security Section and Regional Bureau for Africa should take immediate
steps to ensure that responsibilities are smoothly and rapidly
transferred from the Emergency Response Team to core staff. Steps
should also be taken to ensure that the operation is staffed with an
adequate number of protection officers and to maintain an appropriate
gender balance amongst UNHCR personnel.

The UNHCR Branch Office should consult with other UN agencies
with respect to the possible appointment of a single senior civilian-
military liaison officer.
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Terms of Reference
Real-time evaluation of UNHCR’s response to the Liberia emergency

Background

During the summer of 2003, the longstanding Liberia conflict reached a new
level of intensity and became a major concern to other states in the region and
to the rest of the international community. The chaotic fighting that took
place in this period between government forces and a variety of different
militia groups displaced large numbers of people and prevented many others
from pursuing their usual livelihoods.

With law and order breaking down, and with the country’s infrastructure and
health services collapsing, calls for external intervention - both military and
humanitarian - began to escalate. But the danger of the situation in Liberia
was such that UNHCR and other UN agencies were obliged to withdraw their
staff and suspend their operations.

Only when a Nigerian peacekeeping force entered Liberia, and former
President Charles Taylor was exiled to Nigeria, did it become possible for
UNHCR to restart its activities. Currently, UNHCR is assisting some 65,000
refugees (primarily from Sierra Leone) and another 200,000 internally
displaced persons who are located near the refugees.

The evaluation

Under the terms of its Evaluation Policy, UNHCR is committed to
undertaking a review of all new emergency operations. In its efforts to meet
that commitment, the organization has made extensive use of ‘real-time
evaluations’ - reviews that are completed at an early stage of an operation,
and which lead to the production of brief reports with recommendations for
immediate action.

A real-time evaluation in the Liberian context offers the opportunity to
examine a number of themes which are of major interest to UNHCR. These
include:

e The effectiveness of UNHCR’s emergency preparedness and response
arrangements;

e UNHCR’s ability to provide protection and assistance to persons of
concern under insecure and volatile circumstances;

e UNHCR’s role in relation to internally displaced populations;

13
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e UNHCR’s relations with other humanitarian organizations, other
components of the UN system, and other actors involved in the Liberia
Crisis;

e UNHCR’s preparedness and planning for the repatriation of Liberian
refugees.

The evaluation process

A document review will be undertaken at Headquarters. The evaluation team
will attend appropriate meetings relating to Liberia prior to and subsequent
to a mission to the country.

In keeping with the real-time evaluation concept, the evaluation team will
travel, no later than early October, to Liberia, for a period of approximately
two weeks. The team will meet, discuss and observe the progress being made
by the UNHCR team and its collaborators. The team will also meet with all
key UNHCR staff in-country, with relevant staff from other UN agencies
currently active in operations, with implementing partners of UNHCR and
other key NGOs, as well as government officials and representatives of
donors and UNMIL.

The evaluation team will provide a debriefing to the UNHCR team in Liberia
prior to departure from the country. The team will also provide a debriefing
to appropriate Headquarters managers and staff within three days of their
return to Geneva, and submit a real-time evaluation bulletin, of not less than
ten pages, within five days of their return to Geneva. The evaluation will be
undertaken in a manner that is consistent with UNHCR'’s evaluation policy. It
will therefore be undertaken by a gender-balanced team and involve
extensive consultation with beneficiary populations.

EPAU
10 September 2003
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