CHAPTER 12: FIELD-LEVEL, MANAGFMENT
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12.1 Introduction

1. This chapter discusses the
management of assistance in a
refugee emergency within the coun-
try of asylum: that is, the mecha-
nisms and organization required
to combine the many different
actions, persons and priorities
into a coherent overall approach
that meets the refugees' needs.
Successful management requires
leadership; subject to the role of
the govermment, leadership may be
the most important single contri-
bution of UMH(R. Leadership requi-
res that once decisions are
reached, they are properly imple-
mented. This discipline is essen-
tial in emergencies, when there is
often not time to explain the con-
siderations involved. As far as
possible, those directly concerned
should contribute to decisions
that affect them, but final res-
ponsibility rests with the Repre-
sentative,

2. The nature of a refugee emer-
gency makes its management a comp-
lex and frequently difficult exer-
cise in which practical and poli-
tical problems must be resolved
quickly and effectively. Much will
deperd on the role of the govern-
ment and the implementing arrange-
ments. Management of a refugee
emergency 1is likely to have two
levels: that of the capital and
that of the location of the refu-
gees, the site level, which will
involve the provincial or district
authorities of the govermment's
administration. While the princi-
ples suggested here are likely to
be generally valid, action must be
adapted to the imperatives of the
situation.

3. The initial stages in the
management process comprise: the
needs assessment, which determines
what must be done; the planning,
which determines priorities within
a framework for action; the allo-
cation of responsibilities for
action; ensuring the means for
action, including  co-ordinating
mechanisms, personnel and material.
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4. From the start, the manage-
ment of a refugee emergency must
include cont inuous monitoring,
reporting and evaluation in order
to ensure that plans are adjusted
and that the action remains appro-
priate as circumstances change.

12.2 Needs assessment and planning

/7 A comprehensive plan of ac-
tion 1s essential, drawn up
with the people who will imp-
lement it and taking account
of the views of the refugees.

1. Assessment has been discussed
in chapter 3; it is the prerequi-
site to any response. To the
extent possible, the assessment
must involve those who are to be
responsible for the response, inc-
luding the refugees. Needs can
only be assessed against a know-
ledge of what 1is required. The
determination of the standards to
which assistance should be deli-
vered 1is, therefore, of fundamen-
tal importance. This must take
full account of social and cul-
tural factors, including the back-
ground of the refugees and the
conditions of nationals in the
country of asylum; the response
must be appropriate. Experience
suggests  that failure to set
appropriate standards from the
start is a common cause of manage-
ment problems in emergencies.

Plans of action

2. Response to the needs must be
planned. The best management tool
for this is a simple plan of
action for each administrative
level. At the start of an emer-
gency there is a tendency to post-
pone planning, both because infor-
mation is mot available and
because there are obwvious urgent
needs which can be met piecemeal
without a plan. This tendency
should be resisted: the more cri-
tical the situation, the more
important it is for the Represen-
tative to find the time to take
stock, determine priorities and
develop a plan for what needs to
be done, when, by whom and how.
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3. A further indication  of
points that might be considered in
drawing up the overall field plan
of action is given in Part 2. The
overall plan should include a plan
for each refugee site, drawn up by
the organization with overall
operational responsibility at the
site level. The plans at the two
levels are interdependent.

4. The most effective plans of

action are those developed by or

with the people who will implement

them. Drawing up the plans should
be a team effort to the extent
possible; clear direction must,
however, come from the government
and/or UNHR. The plans must be
comprehensive, covering all needs
whether these are being or will be
met through UNMHCR or by other
organizations and sources of
funds. Not only will such a plan
clarify issues of management and
responsibility; it will also pro-
vide a head-start for the program-
ming exercise,

5. In drawing up the plan, take

account of the views of the refu-
gees. They are the single most
impor tant resource in meeting
their own needs, and will have
definite ideas on how this may
best be done. The plan must
strengthen the refugees’ own
resources and self-sufficiency and
avoid creating dependency through
the well-intentioned provision of
outside assistance that is either
inappropriate or unnecessary. The
plan should also reflect the aim
of a durable solution.

6. The plans of action must be
available to all who need them.

12.3 Allocation of responsibili-
ties and personnel management

[/ Responsibilities must be
clearly defined and under-
stood.

/7 The personnel necessary to
implement the plan of action
must be made available; local
staff will be particularly
useful.

/ / The quality of personnel man-
agement ard leadership will
directly affect the success
of the emergency operation.

1. The roles and tasks of all
inwlved must be clearly stated.
Delay in the definition of respon-
sibility wusually leads to each
party defining goals independently
and setting their own limits of
responsibility. This in turn can
lead quickly to confusion, gaps
and duplication. Responsibilities
should be defined for each admini-
strative level, and for both orga-
nizations and individuals. With
regponsibility, which should be
delegated to the lowest possible
level, must go the necessary
authority. Responsibility without
authority is useless.

2. Implementing arrangements and
personnel needs have been discus-
sed in chapter 4. Organizational
responsibilities for UNHR's
operational partners will be defi-
ned, in time, in the contractual
arrangements governing the co-ope-
ration. If, however, formal sub-
agreements etc. have not yet been
drawn up, and the basis of co-ope-
ration remains a letter of intentc,
the definition of responsibilities
contained in the plan of action is
more essential than ever. The res-
ponsibilities of organizations
delivering assistance but who are
not operational partners of UNHCR
must also be defined. This may
create problems, particularly
where individual NGOs wish to have
responsibility for a specific sec-
tor. Final authority rests with
the govermment, and the Represen-
tative should consult closely with
the authorities. To the extent
possible, however, any conflicts
of 1interest should be resolved
within the framework of an NGO
co-ordinating mechanism, such as
that described in the next sectiom.

3. Defined responsibilities of
organizations must reflect fully
those allocated in the plans of
action.
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4. Job descriptions, even if the
imperatives of an emergency mean

their frequent revision, are the
most common management tool for
defining individual responsibili-

ties. Job descriptions are import-
ant for regular UMH(R staff, ard

even more so for temporary staff

and people working as volunteers.

5. A document setting out the
assumptions, concepts and princi-
ples behind the emergency opera-
tion has proved a valuable comple-
ment to the plans and detailed
definitions of responsibility,
especially in large programmes.
Such a document should include an
explanation of the role and

responsibilities of the govern-
ment, UMH(R, other UN organiza-
tions, operational partners, and

any bilateral donors, together
with the standards in the various
sectors and any specific guide-
lines necessary. Details of the
co-ordinating mechanisms should be
given.

Personnel

6. There should be no delay in
comitting the necessary personnel
to emergerncy situations. The orga-
nizational needs of an emergency
cannot, however, be met by the
simple addition of personnel; the
plan of action and definition —of
responsibilities must determine
personnel needs, not vice versa.
Staffing must be flexible and num-
bers are likely to vary over time.
Locally-hired staff usually prove
particularly valuable.

7. 1t is important that the dif-

ferent advantages of local and
international staff are under-
stood, and that these different

strengths are properly incorpora-
ted into a staffing plan. Very
obviously, local staff menbers
understand the local situation.
They are sensitive to issues that
often escape the notice of the
international staff member. In
addition, the local staff members
will often enjoy a wide range of
contacts that enable them to ''get
things done'. Finally, and very

significantly, they may speak the
refugees' language. Corresponding-
ly, it must be recognized that in
the eyes of many of those involved
the 1international staff members
bring to the programme an impar-
tiality, an embodiment of its
international character, which is
essential. They will also have
experience from elsewhere to con-
tribute to the management of the
emergency.

8. Local volunteers - both nati-
onals and members of the diploma-
tic and expatriate communities -
may come forward to help in the
face of evident needs. The value
of outside wolunteers will vary
considerably with the situation,
the skills of the volunteers, the
time they can devote and the avai-
lability of the management person-
nel needed to co-ordinate and sup-
port them. Lack of proper supervi-
sory support often leads to the

volunteer taxing already over-
extended staff, with the result
that the services rendered become
ineffective while the volunteer
becomes disillusioned.

Personnel management

9. Sound personnel management,

supervision and leadership are

very important to the success of
an emergency operation, but can

easily be over-looked. Administra-
tive aspects of UNHR personnel
management are discussed in Part
2. The initial motivation of those
involved is a major asset but, for
persons at levels that do not
allow an overview of the opera-
tion, this can be replaced by dis-
appointment and frustration if
supervisors are toco busy to plan,
organize, direct, control and con-
tinue to motivate their scaff.

10. Staff meetings should be con-
vened regularly from the start,
and everyone made to feel part of
the team., The welfare of that team
will have an important bearing on
the success of the emergency
operation. Very long hours will

often be necessary, but supervi-
sors must ensure that staff have
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time off, away from the refugee
site, and do not get so overtired
that their efficiency and the pro-
fessionalism of their approach
suffer.

11. All field staff have a parti-
cular responsibility to safeguard
their own health, for example,
through the regular taking of the

correct anti-malaria drug, ensur-
ing vaccinations are up to date
and avoiding obvious health

hazards like unsafe water.l/ The
need to hospitalize or evacuate
key staff can cause a major dis-
ruption in an emergency operation.

12. In an emergency there may be
many occasions when staff see
clearly chat by devoting time to

helping individual refugees or
families in distress they could
alleviate suffering directly. To

seek to do so would be very under-
standable, but it can lead to a
personal emotional involvement at
the expense of the staff member's
wider responsibilities towards the
refugees as a whole, and to
resentment among other refugees.
Some staff may have direct respon-
sibility for individual care,
though this is often best assumed
by the refugee community, but for
all staff, compassion must be tem-
pered by a professional approach.
Guidance by supervisors is often
needed on this point.

12.4 Qrganization and co-ordination

/7 A single co-ordinating autho-
rity is required.

/ / UMHR should take the lead to
ensure effective NGO co-ordi-
nation if this is not already
ensured.

/[ / The actions of UMHR staff
must be properly co-ordinated.

General

co-ordination is
the result of sound management.
Co-ordination mechanisms set up
without the establishment of clear
objectives and assignment of res-
ponsibility and authority will be
ineffective and substitute words
for action. 1f co-ordination is
not based on a good information
exchange, particularly with the
site level, it may even be coun-
ter-productive.

1. Effective

2. A framework within which the
implementation of the programme
can be co-ordinated and management
decisions taken is essential, both
for the overall response and with-
in UNHCR. Co-ordination at central
and site levels will involve fre-
quent informal contacts between
UNHR, the government, other UN
organizations directly involved,
the operational partner(s) and
other parties concerned. These
contacts should be complemented by
more formal regular meetings where
the overall progress is reviewed
and plans adjusted. Arrangements
for the general briefing of the
diplomatic corps and the UN system
are discussed in Part 2.

3. Whatever the implementing
arrangements, experience suggests
that there are major advantages in

the establishment by the govern-

ment of a single co-ordinating

authority (task force, commission,
operations centre etc.) on which
all the ministries and departments
involved are represented. This
authority should also be represen-
ted at the site level. In coun-
tries already granting asylum to
other refugees, such a focal point
is likely to exist, and may simply
need strengthening.

i/ The Ross Institute booklet 'Preservation of personal health in warm
climates" (1980) gives comprehensive guidance.
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NGO co-ordination

4. Effective co-ordination with
and among the NGOs will be essen-
tial to the success of the emer-
gercy operation. Much will depend
on the position of the govermment,
which may wish to control and co-
ordinate NGO activity  itself.
Where a NGO 1is an operational
partner of UMNH(®R, co-ordination
should already be assured, but
many NGOs may be operating their
own programme for the refugees
with their own funds. Some will
have been active before the UNH(R
programme started and many more
may arrive in a major refugee
emergerncy. Where there has previ-
ously not been a habit of inter-
agency co-ordination, the exchange
of information may well unot go
beyond those who have participated
in the co-ordinating meeting. To
get the information passed ‘'down"
to the site level can initially be
as hard as it was to get informa-
tion passed 'between' the agencies.

5. Subject to the policy of the
govermment, where a NGO co-ordina-
ting structure does not already
exist it is strongly recommended

that UNHCR takes the 1lead 1in

encouraging the NGOs to set up

their own co-ordinating committee

and mechanisms. The role of the
government on such a committee
will depend on the situation; at
the least, a representative of the
govermment's own co-ordinating
authority should attend as an
observer. UMHR's status might be
that of an observer, but an active
one, as the meeting of the commit-
tee will provide an important
opportunity to brief all NGOs on
progress, future plans and problem
areas, to request specific assist-
arce and to answer the questions
on UMHR's aims and policies that
the NGOs may have 1little other
chance of asking. In the absence
of other arrangements, there is a
strong case for UNHCR itself orga-
nizing and chairing such meetings,
at least in the first weeks. This
may be a crucial component of
UNHR's leadership role.
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6. In a large-scale refugee
emergency, the NGO co-ordinating
coommittee should also be encoura-
ged to create sectoral sub-commit-
tees, for example for health and
nutrition. The committee, and par-
ticularly such sub-committees,
could play an important part in
the development of the specific
standards for the delivery of
assistance. See for example,
ch.7.2.18 on guidelines for health
care.

7. Some  experience has  been
gained in the working of NGO co-
ordinating committees in refugee
emergencies. Annex 1, ''Elements of
a co-ordinating body', might be
helpful to those considering the
establishment of a committee.

8. A NGO co-ordinating committee
can also be of considerable value
when new agencies arrive, both in
integrating their assistance in
the overall programme and with the
practical administrative and gene-
ral briefing  arrangements. 1f
there is no such committee, agen-
cies new to the country are likely
to turn to UNHQR for initial admi-
nistrative support, hotel reserva-
tions, transport etc. This can
quickly become a major preoccupa-
tion for UNHQR field staff at the
expense of their own work.

Within UNHRR

9. Within UNHQR itself, in addi-
tion to the staff meetings already
recommended, rtegular and frequent
meetings of key personnel will be
essential, both centrally and at
site level. In a critical situa-
tion, a daily early morning plan-
ning meeting and another in the
evening for reporting will often
be useful. Summary minutes and/or

decision sheets are an important
management tool in emergencies,
otherwise under the pressure of
events what was decided, and who
was to take what action when, may
be forgotten.
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12.5_Management at the site lewel

/7 Common standards are essen-
tial.
[ ] Proper inwolvement of the

refugees is fundamental to
success at this lewvel.

1. The framework for the organi-
zation and co-ordinating mecha-
nisms at the site level is likely
to reflect broadly that establi-
shed centrally, but it will be
more affected by the implementing
arrangements.

2. Clear wunderstanding of the
aims and objectives of the emer-
gency programme and proper Cco-or-
dination are even more important
at the site level than centrally,
for it is here that failures and
misunderstandings  will  directly
affect the refugees. 0Of particular
importance will be the adoption of
common standards when a number of
orpanizations are providing simi-

lar assistance. Regular meetings
of those concerned are essential:
an overall co-ordinating mechanism
chaired by the operational partner
may be complemented by sectoral
committees.

3. A rapid changeover of outside
personnel can create major  prob-
lems for site-level management.
Six months is a suggested minimum
length of service for staff invol-
ved in running services in the
settlement. Some specialists may
obviously be required for shorter
periods. The importance of conti-
nuity is directly proportional to
the closeness of contact with the
refugees. Only some of the prob-
lems can be overcome by the over-
all operational partner at the
site having a standard orientation
and briefing procedure to ensure
continuity of action and policy
despite personnel changes.

4. Certain programme activities
are interdependent or have a com-
mon component and will need parti-
cularly close co-ordination. Exam-
ples are environmental sanitation
measures and the health services,

and the home visiting component of
health care, feeding programmes
and social services.

5. There is one fundamental dif-

feremce between management at the

two levels: at the site level the

refugees themselves should play a

major _role. The social organiza-
tion of the refugee community must
support and enhance the refugees’
own abilities to provide for them-
selves. The importance of working
with the refugees and using and
developing their own skills and
organizational structures bhas been
a common theme in the preceding
chapters.

6. Refugee settlements are not,
typically, simple replicas of for-
mer community life, as large num-
bers of refugees may be living
temporarily outside their tradi-
tional community leadership struc-
tures. In nearly every emergency,
refugee leaders, spokesmen, or
respected elders will, however, be
present. It will be necessary to
define with the community the
method of choosing leaders to
ensure fair representation and
proper participation in both the
planning and implementation of the
emergency programme. The more the
settlement differs from former
comunity life, the more important
this action is likely to be to the
success of the programme.

7. To ensure adequate represen-
tation and access for the indivi-
dual refugee, wvarious levels of
representatives and leaders are
likely to be
mind that there is no reason why a

required. Bear in

refugee should be representative

of the community simply because he

or she has a common language with

those providing outside assist-

ance. Arrangements should be based
on traditional leadership systems

to the extent possible. It is
natural that other, perhaps less
traditional, power bases  may

emerge within the community. Par-
ticular attention should be paid
to the sources of such power. A
specific  consideration is  the
need, if possible, to separate
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physically any previously hostile
groups among the refugees.

8. Subject to traditional social
patterns, the basic planning unit

is 1likely to be the family, and
the basic orpanizational unit is
likely to be groupings of refugees
according to living arrangements.
A good-sized basic organizational
unit might be 80-100 people: this
is sometimes referred to as a com-
munity unit. Above this comes the
section which usually consists of
some 1,000. Many settlement ser-
vices are decentralized to this
level. Five or so sections might
be grouped together to form a sec-
tor for certain organizational and
representational purposes. For
instance in chapter 7 it is sug-
gested that there should be a
health «c¢linic for every 5,000
refugees. Similarly, the partici-
pation of elected sector represen-
tatives on a settlement management
comnittee, would be appropriate.
As to how many sectors might make
a settlement, there is no hard and
fast advice. It depends on the
circumstances. But generally the
smaller a settlement the better.
Physical layout of the site will
have a major influence on social
organization, and the importance
of preserving and promoting a
sense of community has been stres-
sed in chapter 6. The system of
refugee representation, which may
be a several-tiered one with
community-elected representatives
selecting from among their number
section representatives who in
tun choose sector representa-
tives, should be consistent with
these physical divisions.

9. The social organization of
the refugees must also make use of
their specific skills and provide
the personnel to run the comunity
services. Details of what might be
required have already been given
in the relevant chapters, but as a
check list:

(1) health services (traditiomal
practitioners, including mid-
wives, home visiting, health
centres, public health educa-
tion, etc.);

(2) feeding programmes;

(3) water supply system (con-
struction, maintenance, pro-
tection/treatment and distri-
bution);

(4) sanitation (maintenance and
cleaning of latrines, drain-
age, garbage disposal, vector
control, etc.);

(5) shelter construction includ-
ing communal buildings;

(6) social services (caring for
unaccompanied  children  ard
the disabled);

(7) tracing;

(8) education programmes;

(9) general administration.

12.6 Registration and distribution

[ 7 No programme can work proper-
ly unless the number of bene-
ficiaries is known: there are
several ways of determining
this with sufficient accuracy.

/[ / A fair distribution system
must be established.

Registration

1. All planning, as well as fair
distribution, will require an
accurate census of the population.
This will be an essential compo-
nent of the needs assessment. It
should be noted that under the
Statute (8(f)) UNHCR obtains ''from
Govermments information concerning
the number and condition of refu-
gees 1In their territories'". Al-
though it is UNHQR's statutory
responsibility to seek refugee
numbers - from the govermment, it
must be made clear from the start
that it is not possible for UNHCR
to mount a programme Of assistance
without a precise measure of the
number of beneficiaries.

2. While an accurate census is
essential, a formal mass registra-
tion should not necessarily be an
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automatic response at the start of
an emergency. The arguments for
and against initially going fur-
ther than establishing numbers and
an indication of the age/sex
breakdown must be weighed care-
fully, and the objective and bene-
fits determined.

3. The main advantage 1is that
registration provides a unique
opportunity to secure basic infor-
mation, including on health and
nutricional status, on which sub-
sequent programming can be based.
In addition registration allows a
much tighter system of ration dis-
tribution. A drawback is that a
detailed registration may have an
effect on a refugee's attitude to
possible durable solutions. For
example, in certain circumstances
a refugee who was aware his iden-
tity was officially recorded might
be reluctant tc repatriate sponta-
neously. Equally, registration
can, in certain circumstances,
give a refugee the impression of a
possibility of resettlement that
does not exist.

4. In some emergencies registra-

tion may be an important factor in

protecting refugees. Registration
will be an essential component of
any individual tracing programme
and in this respect there are
argunents for registering as early
as possible,

5. If a registration is under-
taken, the form used and arrange-
ments made must be carefully plan-
ned. Whatever the purpose of the
registration, certain questions
are likely to be common. An indi-
cation of these is given in Part
2. Try to avoid the need for a
re-registration because key ques-
tions were omitted, a common
error. After the immediate emer-
gercy is over, there may be a need
for specific registrations, for
example a socio-economic survey,
and a phased approach to gathering
the further information required
should be adopted.

A. Registration requires suffi-
cient numbers of properly briefed

and trained registration clerks or
social workers who speak the lan-
guage of the refugees, understand
the purpose of the questions and
can assess answers and eliminate
obvious distortions. They must
have a common code for transli-
teration between alphabets  if
necessary, particularly for proper
names. If time allows, much will
be learned from a small pilot
registration.

7. The most practical time to
register refugees is on arrival at
the site, for example in conjunc-
tion with the bhealth screening.
Much will depend on the type ard
rate of any continuing influx. In
any large influx there are advant-
ages in passing arriving refugees
through a reception/transit cen-
tre. This allows their registra-
tion and the 1issue of ration
cards. It can ease later programme
management problems and help avoid
disputes about refugee numbers.
Transfer of the refugees to a new
site always provides a good oppor-
tunity for a mass registration.

8. Where a card is issued on the
basis of a registration, a photo-
graph identity card sealed inside
unbreakable plastic is probably
the 1least likely to be forged,
altered, sold, or exchanged.

Numbers

9. With time, a discrepancy in
numbers may arise between official
Tigures and the best estimate of
those working closest to the refu-
gees. Unless this is swiftly
resolved major problems will fol-
low. Representatives amd particu-
larly field officers must discuss
any such discrepancies with the
authorities as soon as they occur,
informing Headquarters of signifi-
cant differences that cannot be
resolved. Small discrepancies are
likely, given the difficulties
already discussed. Large ones can
be avoided by timely action.

10. Where registration is deemed
inappropriate and where it has not
been possible tc count refugees as
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they enter through a transit cen-
tre, every effort should still be
made to arrive at an accurate
verifiable estimate of the number
of refugees. If refugees cannot be
counted on arrival, there are cer-
tain well-established demographic
techniques which can be used: the
number of refugee dwellings can be
counted, if necessary through the
use of aerial photography. Assum-
ing there 1is some conformity of
house size, a random sample of
dwellings will provide an average
nurber of inhabitants per house.
The population of the settlement
can then be estimated as a multi-
plication of the number of houses
by the average house size. As set-
tlement services develop it will
be possible to cross-check the
estimate of settlement population.
Random sampling can establish the
demographic make-up of the camp in
terms of age breakdown. Then, for
example, a wvaccination campaign
for under fives is carried out. If
its out-reach is successful and
parents' support for it strong, it
should reach nearly all of the
target group. If the proportion of
under fives in the camp is known,
it 1is then possible to double
check the estimate for the total
site population. Whenever poss-
ible, within each separate commu-
nity, dwellings should in any case
be individually numbered.

11. However, without a system of
ration cards (which, if they bhave
been issued at the start, should
make this counting exercise redun-
dant) it will be difficult to keep
abreast of subsequent changes in
the settlement population. If new
arrivals do not have to report
themselves as there are no ration
cards to be issued, the best
method is likely to be to make the
reporting of new arrivals a res-
ponsibility of the refugee leader-
ship. Alternatives to be consi-
dered are, either good enough con-
trol over house lay-out to ensure
that new arrivals build on desig-
nated spaces; or if many of the
new arrivals are actually joining
family members and not building
houses of their own, sample censu-

ses should be considered to try
and establish how much the settle-
ment as a whole is growing i.e.
the same community wunits would
have to be surveyed each time. The
rate of growth in these units
would then be taken to reflect
that of the settlement as a whole.
Sample surveying is a scientific
procedure and must be done proper-
ly if authoritative figures are
required: seek expert advice from
local demographers if possible.

Distribution

12. An effective and fair system
for the distribution of goods and

supplies will be an essential part

of site-level organization, and of

critical importance when supplies

are short. Monitoring the distri-

bution to ensure that it is fair,

including to wvulnerable groups,

will be an important management

responsibility of UNHCR. Monitor-

ing must also ensure that the

refugees actually receive the sup-

plies paid for by UNHCR in the

contracted specifications.

13. The type of distribution sys-
tem will depend on the circumstan-
ces. Daily distributions are gene-
rally to be avoided. At least a
weekly interval might be appropri-
ate for dry rations. A decentrali-
zed system, 1initially in bulk to
comunity units or groups and then
to families or individuals, is the
preferred method. In certain situ-
ations, for example where supplies
are short or abuses Llikely, cen-
tralized wmass distribution direct
to heads of family or individuals
may be the only way to ensure rea-
sonable equity. Guidance on other
aspects of distribution is given
in chapters 5 (logistics) and 8
(food) .

14, There are two principal means
of ensuring fair distribution: a
ration card system and an honest
refugee  leadership. In perfect
circumstances a ration card system
night be regulated and enforced by
such a leadership. However ingeni-
ous the distribution system devi-
sed, it 1is most unlikely to work
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fairly without the basic support
of the leadership. Ration cards
are most easily issued when the
refugees arrive at the time of
initial registration. Done subse-
quently it 1is more likely there
will be a margin of abuse or, at
least, inaccuracy. A simple,
effective system is to have colour
cards with the number of family
members the ration 1is to serve
marked on the card. The refugee is
initially, for example, issued a
blue card. When the first week's
ration is distributed that card is
collected and a yellow card indi-
cating the same number of family
members issued. This card will be
valid for the distribution in a
week's time. (bviously the card
must not be forgeable. Distribu-
tion has nevertheless in many
cases been done successfully
through an honest refugee commu-
nity leadership without a ration
card system. Whatever system is
employed, spot-checks and the nut-
ritional surveys should be used to
ensure that the system is working
fairly.

15. Responsibility for distribu-
tion is thus often delegated to
refugee leaders. This can confer
considerable power and should be
closely supervised. Unless numbers
are accurately known, there will
be wide scope for abuses at sever-
al levels: censuses will need to
be repeated as numbers charge.

12.7 Reporting, monitoring, and

evaluation

[/ / Sufficient information must
be available to the decision-
makers so that the operation
can be adjusted to meet
changing needs or correct
shor t-comings.

/ [/ Situation reports should be
sent as a matter of routine.

/ / Do not waste energy on ex-
changing information that is
not acted upon.

1. In order that the emergency
operation can be implemented and

monitored, a reliable and effec-
tive communications system which

allows daily contact between UNHQR

at the site, any regional base, tor

example for supplies and storage,

and the capital will be essential.

The requirement will be for a
voice and/or cable link and a mail
or courier service. {(ptions are
discussed in Part 2.

2. Reporting systems provide the
information necessary for monitor-
ing and evaluation, as well as the
wider information  needed for
donors and public information.
Regular routines should be set up,
and the specific information
required defined in standard
formats which ensure that import-
ant information is there but avoid
unnecessary detail. Annex 2 gives
an example of a suggested format
to be used, adapted as necessary,
for reports from both the site
level to the capital and the capi-
tal to Headquarters.

3. Specific reports will Dbe
required for wvarious sectors.
Annex 1 to chapter 7, Health,
gives an example of a health sur-
veillance report, also covering
feeding programmes. Other specific
reports might include those on
social services, particularly un-
accompanied children, tracing and
family reunion. Responsibility for
preparing reports must be defined,
as must those who need to see
them. A report that is not read
and acted upon, at least by evalu-
ating its information, is a waste
of paper and time.

12.8 Special considerations

/7 A nuber of difficult or sen-
gitive 1issues may a4drise. A
clear policy on these, pro-
mulgated in advance to those
who need to know, can help
defuse many problems.

1. In a refugee emergency the
Representative may be faced with a
number of other common management
or policy questions on which guid-
ance may be helpful. The question
of what 1is acceptable administra-
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tive expenditure by an operational

partner has been discussed briefly
in chapter 4.2.15. The question of
UNHR paying for the purchase or
rent of land occupied by the refu-

gees may also arise. UMHR's
policy is that the provision of
land is a matching contribution by
the govermment, though construc-
tion on it may be financed by
UNMIR. In certain extreme circum-
stances, a possible solution is to
find a woluntary agency which is
able to buy land on UNHRR's be-
half. Headquarters' approval is
required for such arrangements.
Obviously, donors are reluctant to
fund land purchases and when
necessary it should be made clear
from the start that the interna-
tional comunity, however exten-
sive its other forms of support,
does expect the govermment of asy-
lum to provide land.

2. The question of the %XE%M
of refugees in cash or ki or

community services will inevitably
arise. The issue of paying refu-
gees can have a crucial effect on
a settlement's character. On the
one hand, payment can break any
sense of responsibility the refu-
gees should continue to feel for
their welfare despite their depen-
dence on outside assistance. On
the other, the absence of payment
may mean tasks essential to the
settlement's well-being are either
not done or have to be done by
paid outside labour. In the first
days of a settlement's existence
it is most unlikely that the pay-
ment of refugees would be appro-
priate. 1In this start-up phase
refugees should wunderstand that
they have a responsibility to
themselves and their fellows to
participate in the establishment
of their settlement. Even a food-
for-work scheme is probably wrong
at this stage. In addition to the

unfortunate impression of condon-
ing a right to payment, it may
also inwlve commitments which

cannot continue to be met, or have
to be met at the expense of the
whole settlement's general ration.
Problems with the supply system
are almost inevitable at the

beginning of a settlement's life
and no group should in such cir-
cunstances get extra food to the
direct detriment of others.

3. In the longer- term, certain
types of comunity-wide work fre-
quently start to emerge as areas
where standards will drop if some
form of payment is not given. This
is often the case with key public
health services whose importance
is not always correctly understood
by the refugees. Before any pay-
ment scheme is entered into its
full potential costs should be
calculated and the funds or extra
food assured. The amounts involved
for a large caseload may be very
considerable once the precedent
has been set. It should be borne
in mind that after payment is
introduced every group of workers
will clamour to be included in the
scheme. It will be necessary to
have some very clear but restric-
ted criteria on inclusion. Fur-
ther, UNHR should look to those
agencies responsible for different
sectoral services to meet the wage
costs of refugees working in that
sector. Also no wage system should
be introduced which will inhibit
progress  towards a  settlement
achieving self-sufficiency.

4. As important as the level of
remuneration - which, as the refu-
gees are already supported, should
be well below the national rates -
is its fair application to all
refugees doing broadly the same
work. A major cause of discord at
many refugee sites has been the
payment by different NGOs of mar-
kedly different rates to refugees
for the same work. A standard
scale is essential. Whether or not

there are differentials recogniz-
ing different levels of skill will
be a matter to decide in consulta-
tion with the refugees.

5. Another common question con-
cerns the provision of services to
the local population. UNHCQR does

not have a mandate to provide
direct assistance to local popula-
tions affected by the presence of
refugees. It should be noted that



