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1. The Advi sory Committee on Administrative and Budgetary Questions has
consi dered the report of the United Nations H gh Conmi ssioner for Refugees,
entitled "UNHCR Annual Programme Budget” (A AC. 96/916 and Add.1). The
Conmmittee had al so before it a conference room paper on revisions of the
UNHCR Fi nanci al Rul es (EC/ 49/ SC/ CRP. 25), incorporating amendnents resulting
from deci sions of the Executive Comittee and changes introduced to inplenment
recomendati ons nmade by the United Nations Board of Auditors, as well as
efforts to realign themwith the United Nations Financial Rules. During its
consi deration of these matters, the Conmittee net with representatives of the
H gh Conmi ssi oner who provi ded additional information

2. The report of the Hi gh Conmissioner and its rel ated addendum presents
for the first tinme a consolidated annual programe and budget for UNHCR in
accordance with the recommendati ons of the Advisory Conmittee

(A AC. 96/ 900/ Add. 3), as approved by the Executive Conmittee. The Conmittee
recalls that, as indicated in the budget prototype exam ned by the Advisory
Conmittee (EC/ 49/ SC/CRP.5), the initial annual programe budget docunent for
the year 2000 woul d be transitional and would contain elenments of the old and
new format. The Committee commends the office of the H gh Comm ssioner for
the preparation of the present unified budget docunent, following its

previ ous reconmendati ons (see A/ AC. 96/916, Annex 1).

3. As previously noted in its report A/ AC. 96/ 900/ Add. 4, paragraph 3, budget
docunments shoul d continue to be streanmlined and inproved in the light of the
experi ence gai ned. Accordingly, the Conmttee reconmends that in the next
budget presentation greater attention be paid to ways and neans of reducing
the size of the docunment. This could be acconplished, for exanple, by a
substantial reduction of Part 11, which contains eight chapters on regiona
operations. |In this connection, upon enquiry, the Conmittee was inforned
that a logical place for this information (but not in the detail that it was
presented in the Annual Programe Budget) woul d be the UNHCR d obal Appea
2000; this docunent bases itself on the Annual Programe Budget in that it
sets out to nobilize resources for the budget approved by the Executive
Conmittee. The nore detailed information, nanely Qutputs, Measurable
Indicators, etc. could appear on UNHCR s Wbsite where all its programes
for the year 2000 are descri bed.

4, The Advisory Committee trusts that in future, with the introduction of
new cost categories in UNHCR s support budget (see para. 17 below), the
annual programme budget would do away with a | arge nunber of tables and
narratives dealing with programe categories no |onger relevant under the
uni fi ed budget approach being followed. Furthernore, what could be inferred
fromthe tabl es should not be repeated in the narratives. These narratives
shoul d be concise and nore focused, and wherever possible, graphs and charts
shoul d be used in lieu of narratives. The reduction of the docunent by sone
two-thirds of its current volunme would reduced its production cost and
facilitate its review by the ACABQ and approval by the Executive Conmittee of
t he Hi gh Conmi ssioner's Progranme. Moreover, a snaller docunment produced to
reflect informati on and data available as of a date later than 31 May m ght
obvi ate the need for an addendum containing data as of 1 August. This
guestion shoul d al so be exam ned.
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5. The Advisory Conmmittee conmends the Office of the Hi gh Conmi ssioner for
its efforts to select nmeasurable indicators of performance, as those shown in
Part 1l of the docunment. The Committee was inforned that a systemto nonitor

programme obj ectives, outputs and performance indicators would ultinmately be
conputerized and linked to the new financial systemcurrently under

devel opnent. The Conmittee wel cones the trend and will coment further on
the subject in the light of the outcone of the streamnlining exercise

i ndi cated above.

6. The overall population of concern to UNHCR naturally fluctuates and has
decreased narginally in 1998 as conpared to 1997. As indicated in paragraph
22 of the report, as at the end of 1998, there were sone 21.5 nillion persons
of concern to UNHCR, conprising 11.5 million refugees, 1.9 nillion returned
refugees or "returnees", 1.3 mllion asylum seekers and 6.7 nillion of
certain specific groups, including internally displaced persons. The
correspondi ng nunber for 1997 was 22.4 nillion (A AC 96/900/ Add. 3, para. 3).

I ndi cative popul ati ons of concern to UNHCR in 1998 are shown by regi on and
country in Annex 2 to docunment A/ AC. 96/ 916.

7. The Advisory Conmittee notes that the refugee case |oad and rel ated
activities has continued to decrease in various geographical regions

(A AC. 96/916, paras. 53-58). |In the Anericas region, for exanple, during
1997 to 2000, UNHCR has cl osed 10 offices and reduced staffing in the field
by 40 percent (A/AC 96/916, para. 57). The updated report (addendum
indicates that this reduction is offset by an increased casel oad in ot her
regi ons (Kosovo, for exanple).

Resour ces and expenditures

8. As indicated in table I1.2 and I1.10 and paragraphs 41-42 of docunent
A/ AC. 96/ 916, in 1998 total funds available to UNHCR under all sources of
funds ampunted $1,009.6 mllion, including the contribution of $23.3 mllion
fromthe United Nations regular budget. Total expenditure in 1998 anounted
to $863.8 nmillion (including United Nations regular budget expenditure of
$23.3 mllion). In 1998, $105 mllion was spent at headquarters

(12 per cent) and $758.8 mllion in the field (88 per cent). The Advisory
Conmittee notes from Statenment | (incone and expenditure and changes in
reserves and fund bal ances) of the audited financial statenments for the year
ended 31 Decenber 1998 for voluntary funds adm ni stered by UNHCR that tota
expenditure anmounted to $842.2 nillion against total incone of

$783.6 mllion, reflecting a shortfall of income over expenditure of

$58.6 mllion. The Advisory Committee recalls that in docunent

A/ AC. 96/ 900/ Add. 2, para. 8, UNHCR estinmated that the income shortfall in 1998
woul d armount to only $45.8 mllion

9. The Conmittee requests that in the future the term nol ogy and anounts
provided in the budget report be consistent and correspond with anounts
stated in the financial statenents when dealing with a conpleted financi al
period. |In addition, in the budget docunent resource income shoul d be broken
down in its various conponents (i.e., voluntary contributions, interest

i ncome, currency exchange adjustnents, other/m scellaneous, etc.), as shown
in Statenent | of the UNHCR s accounts.
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10. For 1999, as at 1 August 1999, revised inconme projections under al
sources of funds amount to $895.3 mllion and revi sed expenditure projections
to $1,173.9 mllion (including $19.7 million under the United Nations regul ar
budget), reflecting an incone shortfall of $158.8 mllion (A/ AC 96/916/ Add. 1,
revised table I1.8), an increase of $100.2 mllion since 1998.

11. For the year 2000, as indicated in revised tables I1.1 and I1.3 of
docunent A/ AC. 96/916/Add. 1, initial projections of total resource needs
amount to $933.6 mllion, conprising an annual programe of $903.2 mllion
(including $82.1 mllion for the operational reserve), resources of

$20.4 million fromthe United Nations regular budget and $10 million fromthe
Juni or Professional Oficers programre.

12. The Advi sory Committee notes that the projected needs for the year 2000
are presented in the context of a continuing trend in the downsizing of UNHCR
operations in a nunber of geographical regions as indicated in paragraph 5
above. The total initial resource needs for 2000 of $933.6 mllion are
estimated at sone $240.3 million |lower than the revised funding requirenents
for 1999 of $1,173.9 nmillion (see A/ AC 96/916/Add.1, revised table II.8).
Representatives of the H gh Commi ssioner assured the Conmittee that all known
requi renents have been included in the proposed annual programme. In the
view of the Committee, the presentation of one consolidated annual progranme
budget conbi ned with an operational reserve neans that a realistic estinmate
of needs is critical

13. In this connection, the Advisory Conmittee notes the statenment in

par agraph 29 of docunent A/ AC 96/916 that "the first and nost fundanental
objective of this exercise was to identify those activities which UNHCR felt
were absolutely essential and which only UNHCR coul d and shoul d pursue.™
Furthernore, in paragraph 30, it is stated that "this docunment already
reflects a first prioritization exercise." Under the circunstances, and
taking i nto account the experience in 1998 and the projections for 1999, the
Conmi ttee has concl uded that, based on the current situation, the estinmates
are realistic (see paras. 32 - 33 bel ow).

14. The representatives of the H gh Comni ssioner expressed the hope that the
new i ntegrated approach would not |ead to problens regarding tinely
contributions both for the annual and supplenmentary programmes. |In this

connection, the Conmittee reiterates its view that "the new programe
classification will not necessarily lead to nore resources, but it should
enabl e Menber States to have a nore accurate picture of what is likely to be
the overall resources required for the comng year" (A/ AC. 96/900/ Add. 3,

para. 34).

15. For the year 2000, as indicated in paragraph 11 above, the operationa
reserve is set at $82.1 nmillion or 10 per cent of total programme activities
of $821.1 million. In the view of the Advisory Conmittee, the viability of
the operational reserve depends on its financing. The approval by the
Executive Conmttee of the level of $82.1 mllion should be acconpani ed by a
del i berat e managenent decision to ensure that the reserve has sufficient
liquid assets available in case of need. The Conmittee notes that the
proposed financial rule 6.6 requires that the reserve shall at all times have
not less than $10 nmillion by replenishment fromthe Wrking and Capita
Cuarantee Fund. Anot her prudent procedure, the Comittee believes, would be
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to have the reserve replenished on a regular basis as contributions are
received after the Annual Appeal. The Conmittee is of the viewthat this
should be facilitated by the availability of carry over of resources from
previous financial periods (see A/ AC. 96/916, Table I1.10).

16. The Conmittee was infornmed that the proposed financial rules have been
cleared by the Audit Service of the Ofice of Internal Oversight Services of
the United Nations. The Conmittee recommends that in the next annua
programe docunent information be presented on the perfornmance and liquidity
of the reserve

The Support budget

17. As indicated in paragraphs 8-10 of the report, the support cost

cat egori es of Managenent and Admini stration and Progranme Support are

i ntroduced into the annual programe budget for the first tine. The Advisory
Conmittee notes that, as requested by the Conmittee, an attenpt has been nade
to take into account work done by other funds and progranmes of the United
Nations (e.g., UNDP, UNI CEF, UNFPA and ot hers) on the harnoni zati on of budget
presentations. The Committee wel cones these changes but believes that
further inprovenents should be inplenmented to correct various shortconi ngs of
the report as indicated bel ow.

18. The initial 2000 estimtes for the Support budget ampunt to

$248.3 mllion, conprising $172.0 mllion for the field and $76.3 mllion for
headquarters ($192.4 mllion for Programme Support and $55.9 mllion for
Managenment and Admi nistration). The headquarters estimates of $76.3 mllion
($20.4 million for Progranme Support and $55.9 nmillion for Managenent and
Admi ni stration) includes $20.4 mllion under the United Nations regul ar
budget but excludes the cost of the regional bureaux and |iaison units at
headquarters, estimated at $15.5 mllion, which was included in the field
estinmates (see A/ AC 96/ 916, paras.744-745 and A/ AC. 96/ 916/ Add. 1, revi sed
table X1.1).

19. Revi sed table I1.11 shows overall post requirenents of 4,760 posts for
the year 2000 (691 for headquarters and 4,069 for the field), as at

1 July 1999. For the 1999 revised budget, 4,529 posts are required (691 at
headquarters and 3,838 in the field), as conpared to 4,769 posts in 1998
(731 at headquarters and 4,038 in the field).

20. As indicated in paragraph 746 of the report, the initial total cost
estimates for headquarters for 2000 excluded the cost of 139 progranme
support posts in regional bureaux and liaison offices at headquarters; only
551 headquarters posts were included in the estimate for headquarters. Had
the cost of the regional bureaux and liaison units posts at headquarters
($15.5 million) been included in the estinates, the headquarters budget would
have amounted to $91.8 million ($35.9 mllion for Progranme Support and
$55.9 million for Managenment and Adm nistration) (see A/ AC 96/ 916/ Add. 1,
revised table I1.1). For 1999, the revised estinmates for headquarters anount
to $92.7 mllion, including $19.7 mllion under the United Nations regular
budget (see A/ AC. 96/916, tables I1.17 and I1.18).

21. The Advi sory Committee requests that in future presentations of the
budget, UNHCR include the cost of all posts at headquarters locations in the
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estimates for the headquarters budget and sinplify the presentation of table
I1.1. This could be acconplished by following a simlar presentation as that
of the harnoni zed budgets of various funds and programes for their resource
and post requirenments (see, for exanple, E/ICEF/1999/AB/L.7, tables 3 and 4).

22. The estimate for global operations amount to $49.3 mllion for the year
2000 (A/ AC.96/916/Add. 1, revised table I1.1). These are defined in paragraph
33 of document A/ AC.96/916 as those activities that are budgeted at
headquarters, but are for the benefit of UNHCR as a whole. Conparable 1998
expenditure was $32.3 nillion and in the revised 1999 budget anount to

$45.8 nmillion and are referred to as O her Programmes (A/ AC. 96/916, table
Xl.2). Projected staff costs under gl obal operations for 2000 amount to

$7.4 million (A/AC 96/916, table Xl .5). Upon request, the Advisory Conm ttee
was provided with details of staffing costs under gl obal operations for the
initial 2000 budget, the 1999 revi sed budget and 1998 expenditure (see

Annex | to this report).

23. The Advisory Committee notes fromtable XlI.1 of docunment A/ AC. 96/916
that the initial estimate of $49.3 mllion for gl obal operations include

$3.1 million for resettlenent projects and $0.5 for voluntary repatriation
The Conmittee sought clarification as to why some or all of the activities
listed in table XI.1 could not be carried out in the field and nmanaged from
there. The Conmittee was infornmed that, as can be seen fromthe descriptions
of the various projects, nost of themdeal w th individual refugees; for
reasons of econony and efficiency, they are administered either regionally or
from Headquarters. Major repatriation and resettlenment operations are

i ncluded in the respective country budgets.

24, The Conmittee al so notes that by the end of the year 2000, an estinated
amobunt of $2.3 million woul d have been spent since 1998 on the devel oprment
and di ssemi nation of docunmentation databases of the Centre for Docunmentation
and Research (CDR) (see also A/ AC. 96/916, paras. 586-589). |In this regard,
the Conmittee was informed that these are prinarily for the use of UNHCR
staff. Each staff mnenber, because of the Ref Wirld CD, has avail able on
their desktop all necessary information related to refugee matters. To
enabl e UNHCR to discharge its nandate nore effectively, it is inportant that
the information on this CDis also nade available to inm gration authorities,
immgration |awers, the judiciary, etc. who might be involved in

heari ng/ determ ning refugee status clains. UNHCR currently has 500 externa
subscribers for the CD. For exanple, INS (USA) has 125 subscriptions; the
Eur opean Conmi ssi on (Cl REA) has decided that the "country of origin"
conponent should be the standard for all its nmenber countries in refugee
status determination matters. These subscriptions generate sone

$100, 000 annual ly.

25. On the question of cost for docunmentation and publications, the Advisory
Conmittee notes that from paragraph 585 of the report that an anount of

$1 million under global operations is estimated for the publication of "the
State of the World refugees” for 1998-2000. The Conmittee does not question
the value of this publication or the value of such publications as the G oba
Report on refugees. The Committee believes, however, that cost effectiveness
shoul d be a continuing concern and recomrends that UNHCR identify areas of
economnmy w thout affecting in any way the primary objectives of docunentation
and publications. This review should al so involve the exam nation of the
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nost appropriate nmethod of dissem nating published information, including

el ectroni c neans, both to the devel oped donor comunity and to the devel opi ng
countries where the infrastructure for electronic dissem nation may not yet
be avail abl e.

26. The Advi sory Committee notes that due to the introduction of new
categories of support cost, it is difficult to conpare the estinmates of the
support budget for the year 2000 with those for 1999 and 1998. Moreover,
this difficulty is conpounded by the extent to which costs at headquarters
have been affected by the restructuring of headquarters units, the exclusion
of the cost of the geographical bureaux and various global activities from
the estimates for headquarters in the year 2000, and the apparent depl oynment
of operational responsibilities fromheadquarters to the field. The
Conmittee trusts that the trend of cost at headquarters in relation to the
field will become nore apparent after the new fornmat has been in place for a
nunber of financial periods in the future.

27. The reorgani zati on of headquarters is explained in chapter XII. The
maj or change has been at the top managenent |evel by streamining the chain
of command. As regards the various organizational units, the effect of
changes and stream ining of these units is not clearly explained in the
docunent. The Advisory Committee reconmends that in the future the role of
the various units at headquarters involved in the inplenmentati on and
managenent of gl obal operations be clarified. Such clarification could
assist the Cormittee in ascertaining the extent to which duplication of
activities is been addressed through coordination and col | aborati on anong the
respective units at headquarters.

Human Resour ces Managenent

28. The Advisory Conmmittee notes the human resources nanagenent initiatives,
such as decentralization, new hunan resources policies and career devel oprent
di scussed i n paragraphs 651 - 660 of docunent A/ AC. 96/916. The Comittee
intends to nonitor progress in this area and requests that information be
provided on inplenmentation of these initiatives in the next budget

submi ssi on.

I nformati on technol ogy

29. Information technology (I T) is discussed in paragraphs 668-680 of the
report. For the year 2000, the consolidated budgets for the devel opnent of
new systens amount to $17.1 mllion. The revised budget for 1999 is

$12.3 million and expenditures reported for 1998 amount to $1.8 mllion. The
Advi sory Conmittee requests that in the next budget presentation, concise

i nfornmati on be provided on the progress of the inplenentation of IT projects.
This information need not be included in the budget docunent but could be
presented to the Cormittee separately. The Conmittee recommends, however,
that the budget report indicate tine frames as well as the total costs for
the various IT projects. The additional information requested by the
Conmittee would enable it to nonitor the progress and rel ated expenditure on
IT projects. In this connection, the Commttee points out that the audit of
UNHCR operations for 1998 reveal ed aspects of unrealistic planning and

i mpl enentation of IT projects (see A/54/5/Add.5, paras. 99-106). As

i ndicated by the auditors, many projects related to project Del phi have not



A/ AC. 96/ 916/ Add. 2
page 8

been inplenmented in the time frame originally envisaged. Slow inplenmentation
of IT projects ultimately |leads to nore expenditure and effects the
efficiency of the operations for which the project were planned.

Staff security and training

30. The Advi sory Committee notes fromtable Xl .B of docunment A/ AC. 96/ 916

that provision for training for UNHCR staff would anount to $4.5 mllion, as
conpared to $4.7 mllion in the revised estimates for 1999 and $5.7 mllion
spent in 1998. No detailed provisions for each training programe are shown

in the docunment. In the revised budget for 1999 the provision for security
awareness is relatively nodest and shows a decrease fromthe anpbunt spent in
1998. In the view of the Advisory Conmittee, there is a need to strengthen

i nter-agency col | aboration and coordination in all aspects of staff security
services to pronote uniformtraining standards and requirenents, such as
equi pnent .

31. In this connection, the Advisory Conmittee recalls that in its report
A/ 54/ 7, paragraph VII1.39, on the proposed programe budget of the United
Nati ons for the biennium 2000-2001, the Conmittee requested that the
Secretary-Ceneral provide precise information in his next budget subm ssion
on the results of the inplenentation of security and safety objectives set
out in paragraph 27D. 16 of the proposed progranme budget, including the

devel opnent of a unified conmand concept with other United Nations
headquarters, regi onal commi ssions, funds and progranmes and a conmon service
approach to the delivery of security services. Mreover, the Conmittee

i ndi cated the need to prepare a conprehensive expert survey of security needs
of United Nations facilities and the capacity of the organization to address
them together with an indication of the related resource requirenents. The
Conmittee requested that the report on security needs be submitted to it in
the spring of 2000.

Concl usi on

32. I n paragraph 13 above, the Conmittee has concluded that the projections
for 2000 are realistic and has therefore not proposed any adjustnent of the
programe budget. This view is based on current conditions under which the
annual programme and budget has been prepared and has al so taken into account
t he expenditure for 1998 and projected revised requirenments for 1999.
However, it is the view of the Conmittee that if there are no substanti al
changes in the circunstances under pinning the formulation of the annua
programe and budget, |ess expenditure night be required for 2000 in a nunber
of UNHCR activities. Notw thstanding possible fluctuation in case-load, the
Conmittee believes that many current UNHCR activities, under various objects
of expenditure, can be inplenented nore economically and efficiently, thus
real i zi ng consi derabl e savings even after taking into account many of the

uni que and special factors that affect UNHCR operations.

33. The Board of Auditors has identified many of these areas that could
benefit fromgreater efficiency and budget control. They relate for exanple
to nore effective project managenent about which during 1998 al one, sone
$13.51 mllion was refunded by inplenenting partners consequent upon

i quidation of projects (A/54/5/Add.5, para. 75). The administration's
performance in planning, design and tinmely inplenentation of I T Systens need
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to be inproved. Now that an annual programe has been prepared, there is
need to correlate nore accurately staff resources and the | evel of operations
both at Headquarters and in the field. |In the view of the Cormttee,
procurenent, the dissemination of infornmation and asset managenent all cal
for greater effort on the part of UNHCR nanagenent to ensure that control
systenms under devel opnent are finalized expeditiously so as to bring about
nore efficient use of human and other resources. The Conmittee trusts that

i n managi ng the 2000 annual programre and budget, these concerns and ot her

i ssues rased by the Board of Auditors would be taken fully into account.
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Annex 1

GLOBAL OPERATIONS - DETAILS OF STAFF COSTS

ACTIVITY Breakdown by Object of Expenditure
TOTAL Posts ;r\z::gt:\r:x Consultants Overtime
2000 INITIAL BUDGET
Department of International Protection
Resettlement - Field Support 115.0 116.0
Department of Operations
Emergency Prepard. & Resp Sect. 1,309.4 1,295.3 14.1
*(13 posts - 7P & 6 GS)
Operations Managt. System 162.0 29.4 132.2 0.4
Division of Resource Management
Voluntary Separation 1,600.0 1,600.0
Special Staff Costs 1,800.0 1,800.0
Development of New Systems 1,979.2 907.4 1,069.6 22
Others (Develp. of Field Systems) 228.8 228.8
Training 245.1 48.2 196.9
TOTAL for 2000 Budget 7,439.5 1,295.3 4,514.1 1,627.5 2.6
1999 REVISED BUDGET
Department of International Protection
Resettlement - Field Support 165.0 165.0
Department of Operations
Emergency Prepard. & Resp Sect. 1,265.0 1,265.0
*(13 posts - 7 P & 6 GS)
Operations Managt. System 175.0 30.0 145.0
Division of Resource Management
Vol Separation & Sp Staff Costs 3,000.0 3,000.0
Development of New Systems 1,124.4 688.4 436.0
Others (Develp. of Field Systems) 3034 303.4
Training 313.0 79.8 233.2
TOTAL for 1999 revised budget 6,345.8 1,265.0 3,963.2 1,117.6 -
1998 EXPENDITURE
Department of International Protection
Resettlement - Field Support 71.9 71.9
Department of Operations
Emergency Prepard. & Resp Sect. 1,489.6 1,444.1 455
*(14 posts - 7P & 7 GS)
Operations Managt. System 439.6 329.9 109.7
Division of Resource Management
Vol Separation & Sp Staff Costs 3,855.3 3,855.3
Development of New Systems 780.3 197.0 583.3
Others (Develp. of Field Systems) 364.7 20.0 344.7
Training 502.2 91.1 411.1
TOTAL for 1998 Expenditure 7,503.6 1,635.2 4,930.7 1,037.7 -

* Number of posts as at 1 January




