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INTRODUCTION
FIP LP
Welcome to the third module of the Framework for implementing with
Partners learning programme!
In this module we are going to focus on the third work step of the
Framework: ‘Effective Project Partnership Undertaking’.
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In the previous module, we have looked at how UNHCR prepares, negotiates
and concludes Partnership Agreements with its Partners by studying in
detail all the general and specific provisions of the agreements. With all
those provisions in mind, we will continue the journey by looking what are
the specific provisions and requirements relating to Partnership Agreement
monitoring and control. We will see the steps in the monitoring process and
the responsibilities attached to it. We will also review the project reports,
which are an important tool in monitoring and control of Partnership
Agreements, in addition to the key aspects related to project verification; a
task conducted periodically by UNHCR offices to verify, seek evidence and
certify contents of the Project Reports before accepting the reports.
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This module will also cover important topics like joint monitoring and remote
monitoring that are very relevant in today’s context.

Topic 7

In addition, considering that the Framework is based on a risk management
and project oversight approach, we will examine project risk management as
a living tool that can help identify and assess risks that can impact project
objectives throughout its implementation.

Topic 9

Topic 8

YOU HAVE COMPLETED THIS MODULE,
ooWHEN
YOU SHOULD BE ABLE TO:

üü

Explain the main steps that should be undertaken in the process of
monitoring;

üü

List the reports that should be submitted by Partners and verified and
certified by UNHCR;

üü

Indicate the factors and elements that should be considered to tailor
both monitoring and verification approaches to the specificities of
projects and operational contexts;
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üü

Summarize who is involved in both monitoring and verification activities;

üü

Review the essentials of joint monitoring and what it implies in practical
terms;

üü

Identify the risks and challenges associated with remote monitoring;

üü

Name the different steps in the process of Project Risk Management.

Topic 2
Topic 3
Topic 4

Topic 5

Topic 6
Topic 7
Topic 8

Topic 9
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TOPIC 1

THE WORK STEPS OF THE
FRAMEWORK: WORK STEP 3
‘EFFECTIVE PROJECT
PARTNERSHIP UNDERTAKING’
The object of this module is the third work step in the Framework that is Effective
Project Partnership undertaking, which implies an effective project implementation
for achieving the best results for refugees and other Persons of Concern.



 stablishment of
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Effective project partnership undertaking

Topic 7
Topic 8
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 artnership closure and smooth
P
disengagement

Figure 1: Work steps of the Framework
In order to do that, both UNHCR and the Partners need to engage in proper project
control including regular and adequate monitoring and follow up on findings to
ensure the timely implementation of the Project, the proper use of entrusted funds,
and the effective management of all other related processes (procurement, Goods
and Property, funds disbursement, reporting).
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WHAT IS PROJECT MONITORING
AND CONTROL?
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In limited terms, Project monitoring means keeping track of project’s activities
and outputs on an on-going basis during the life of the project. The process of
monitoring is helpful to those responsible for ensuring that the project is on
track to deliver the expected outputs and contribute to the expected impact.

Contents
Introduction

In concrete terms when we refer to Project monitoring, we mean:

Topic 1
The continuous and systematic process of observing and measuring the progress
of Project implementation against expected results. It is an essential component of
effective Project management, proactive risk and results-based management and
accountability to donors and Persons of Concern.
Click the boxes to know more about the purpose of Project monitoring.

Topic 2

Topic 3
Topic 4

Topic 5
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Check
progress
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MONITORING PARAMETERS
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Do you remember from the previous module the discussion about the Project
Scope and how it was a key issue during Partnership Agreement negotiations?
The Project Scope is really important because it will determine the parameters
of Project monitoring. Basically, the objective is to establish on an on-going
basis whether the intended objectives, planned results and outputs are being
achieved in accordance with the timeframe, allocated resources and terms
of the Partnership Agreement. To learn more about the specific parameters
that the Project Scope sets in the monitoring process click on each of the
components below.

Contents
Introduction
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Topic 2
Topic 3
Topic 4

Performance
Specification

Topic 5

Topic 6
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Topic 7

Allocated Resources

Time

Topic 8

Topic 9
Figure 2: Project scope
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ÄÄ REFLECTION ACTIVITY
??

??

Think of a project you have monitored in the past. What steps did you take in
developing a monitoring plan? Make notes in the space below so that you can
compare them with what you are about to learn in the following section.
If you have never monitored a project, think of the projects you have observed.
What were some of the methods UNHCR staff used to monitor the activities
of Partners and project outcomes? List all you can think of.
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TOPIC 4

KEY STEPS IN PROJECT
MONITORING
Monitoring is primarily a mechanism intended to continuously test whether
the programme is doing what it set out to do with the resources and time at
its disposal. Project monitoring is part of the overall and ongoing monitoring
of the Operation Plan. The "plan" is designed to link the resources ("inputs")
with the "activities" of the programme staff and the primary stakeholders
to produce "outputs". The Figure illustrates UNHCR operations monitoring
process. Key steps and considerations from the perspective of Project
monitoring will be detailed below.
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Step 1. Develop monitoring plan

5. Communicate
and learn

1. Develop
monitoring plan

4. Identify gaps and
agree on solutions

2. Collect
monitoring data

3. Review
& Discuss

Figure 3: UNHCR Monitoring Process

Before the Project Implementation starts it is important to establish from
the beginning how, when and by whom the Project monitoring will be done,
what resources are to be allocated for the monitoring and what are the
deliverables of the monitoring-in other words, every Project should have a
Project Performance Monitoring Plan. A documented Project Performance
Monitoring Plan for each Partnership Agreement must be developed,
implemented and regularly reviewed for any required adjustments.
Individual Project Performance Monitoring Plans should inform the overall
Monitoring Plan for the Operations Plan.
UNHCR Offices should jointly establish this Project Performance
Monitoring Plan with respective Partners through agreed and signed
minutes or templates as proposed below. This Plan should indicate in a
transparent manner the objective, frequency, time of monitoring activities
for the Project, including verification of Project reports both project
performance and financial expenditure at their respective project sites and
Partner offices. It should also include responsible persons for conducting
monitoring as well as use of the outcome of monitoring. Check the sample
template attached (PMC-01) that is found in the Project Monitoring and
Control Toolkit and that can serve you to guide you when developing with
the Partner a Project Performance Monitoring Plan.
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WHO IS RESPONSIBLE?
Before revealing our answer, let’s try the exercise below.
From the list below, who do you think should be involved in the development of Project Performance Monitoring Plans for Partnership Agreements? Select all that apply.

Admin/Finance Officer

FIP LP

Yes

MODULE 3

No
Partner

Persons of Concern

Yes
No

Contents

Yes

Introduction

No
Programme Officer

Topic 1

Yes

Topic 2

No
Head of Office

Topic 3

Yes
Topic 4

No
Supply Officer

Topic 5

Yes

Topic 6

No
Project Control Officer

Protection Officer

Yes

Topic 7

No

Topic 8

Yes

Topic 9

No
Field Officer

Yes
No

Donors

Yes
No

CHECK
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RESET

To sum up what we have seen in the previous exercise:

UNHCR operations managers are to ensure that the project monitoring
activities are prioritized making best use of resources. The risk profile of
the Project, the Project’s criticality to the overall operation as well as the
operational context (e.g. stable, emerging, emergency situation etc.) play
important roles in determining the frequency and types of monitoring and
control activities required and/or feasible.

Programme
and Project
Control

These all mean that when developing a Project Performance Monitoring Plan,
two factors can help assign monitoring priority and decide the frequency and
types of monitoring and control activities that are required or feasible.

Partner

Multifunctional
team

PRIORITIZATION

TIP: Click on each box
to learn more

Head
of the Office

The Programme and Project Control Units are responsible for initiating the
development and maintenance of Project Performance Monitoring Plans. The
Project Performance Monitoring Plans should be developed in consultation
with the Multi-functional team and should be approved by the Head of Office.
It is of course important to remember that Project Performance Monitoring
Plans must be carried out in collaboration with Partners.
In that sense, Operations are required to establish jointly with Partners
a Project Performance Monitoring Plan for each Partnership Agreement,
indicating each monitoring and control activity anticipated for the duration of
the project.
For each planned monitoring and control activity, the agreed Project
Performance Monitoring Plan should indicate in a transparent manner its
objective, scope, frequency and type. This Project Performance Monitoring Plan
should be developed within a month of signing the Partnership Agreement.
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RISK

Topic 4

Topic 5

Topic 6
Topic 7
Topic 8

Topic 9

Based on the two criteria of criticality and Project risks, it is possible to
determine four broad categories to assist operational managers in assigning
priority to Project monitoring. Emphasis of extensive monitoring, therefore,
should be given to high risk and critical projects as it is shown in the figure
below.
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High criticality to success
High need for
monitoring
focused on
contribution to
outcomes.

Very high need for
monitoring. Need
to triangulate risks
and contributions
to outcomes.

Low risk

Contents
Introduction

Topic 1
High risk

Least need for
monitoring of
contribution and/
or triangulation
with risk.

Topic 2
Topic 3

High need for
monitoring
focused on risks.

Topic 4

Topic 5

Topic 6
Low criticality to success
©UNHCR / S. Escobar-Jaramillo

Figure 4: Matrix for prioritization

Topic 7
Topic 8

Topic 9
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Check your understanding
You are part of the team working on the development of Project Performance
Monitoring Plans for all those Partnership Agreements signed in Suremia
UNHCR office with different Partners. In total you have 5 Partnership
Agreements to review. You have suggested to the team that for determining
how extensive the monitoring and control activities should be; you should look
in detail into the criticality and the risk of each Project.
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The possibilities are as follows:
• High criticality to success, High risk (HC-HR)
• High criticality to success, Low risk (HC-LR)

Here is the information that you have:

• Low criticality to success, High risk (LC-HR)

Contents

1.	The Partner Water Purification (Partner 1) just became UNHCR Partner
for the first time. It is an NGO that will upgrade the water system in
all refugee camps (4 in total) and apply a community-based approach
for its maintenance in order to increase the self-reliance of refugees
progressively.

• Low criticality to success, Low risk (LC-LR)

Introduction

2.	The Partner Lawyers for Suremia (Partner 2) is an NGO that has been
working with UNHCR for several years. It manages a network of lawyers
in different locations that provide free legal advice to refugees. The
performance of the Partner has been good in the past years.
3.	The Partner Work for Life (Partner 3) is implementing a large cash-based
programme for all urban refugees and camp refugees. It is an innovative
initiative that requires a lot of coordination with other Partners and an
expertise for ensuring a proper targeting of beneficiaries.
4.	The Partner Suremian Relief Development (Partner 4) is a local Partner
with UNHCR for the past two years. It has been selected for the
distribution of Core Relief Items in all refugee camps. The distribution
of Core Relief Items is just been done for very vulnerable cases; the
generalized and large-scale distribution was stopped a few years ago.
Refugees are well aware of these criteria and there are no related
problems.
5.	The Partner Women Empowered (Partner 5) is working on SGBV for
both camp and urban refugees. The project has key objectives that the
Operation needs to accomplish as it has been chosen as one of the pilot for
the UNHCR Global SGBV Strategy.
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Based on the above information and considering the matrix with the four broad
categories that you just saw in the previous section, select for each Partner the
combination that applies. Once you are finished click the Check button to review
your answers
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Topic 1
Partner

HC

LC

HR

LR

Partner 1

Topic 2
Topic 3

Partner 2

Topic 4

Partner 3

Topic 5

Partner 4

Topic 6

Partner 5

Topic 7

CHECK

RESET

Topic 8

Topic 9

UNDERSTANDING OF THE PARTNERSHIP AGREEMENT
In addition to determining the criticality and the risks attached to the
Project, it is also important to have a good understanding of the Partnership
Agreement to develop and implement a good Performance Monitoring Plan.
Each section of the Partnership Agreement relates directly to a monitoring
objective as it is demonstrated in the table below.
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TIP: Click on "Section" to learn what are the sections of an
Agreement and then on each one to know more about them.

Contents
Introduction

Section

Description

Monitoring objective

Topic 1
Topic 2
Topic 3
Topic 4

Topic 5

Topic 6
Topic 7
Topic 8

Topic 9
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KEY COMPONENTS OF THE PLAN
When you are developing a Project Performance Monitoring Plan, you should
consider the following key components. Click on the boxes below to find out what
are some of the key considerations to take into account for each component.



 et the specific purpose for monitoring and target
S
audience
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Check your understanding
Based on what you have read about the key components, select for each component the consideration or question to the right that corresponds. When
you are done, click the Check button to review your answers.

FIP LP
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KEY COMPONENTS

CONSIDERATIONS AND QUESTIONS OF THE TEAM

1. Set the specific purpose for monitoring and
target audience of outcome

Solicit the agreement and input of the Partner for the preparation of the monitoring plan

Contents
Introduction

What will be the frequency of each type of project monitoring and control activity?

Topic 1

How will the data be collected and then stored and reported?
The Project Performance Monitoring Plan itself should be reviewed regularly

Topic 2

What will be the scope of the monitoring activities?

Topic 3

Do we require a specific budget for the monitoring activities?
2. Select methods of monitoring

Topic 4

Solicit the agreement and input of the Partner for the preparation of the monitoring plan
What will be the frequency of each type of project monitoring and control activity?

Topic 5

How will the data be collected and then stored and reported?

Topic 6

The Project Performance Monitoring Plan itself should be reviewed regularly

Topic 7

What will be the scope of the monitoring activities?

Topic 8

Do we require a specific budget for the monitoring activities?
3. Consider the time required and frequency

Topic 9

Solicit the agreement and input of the Partner for the preparation of the monitoring plan
What will be the frequency of each type of project monitoring and control activity?
How will the data be collected and then stored and reported?
The Project Performance Monitoring Plan itself should be reviewed regularly
What will be the scope of the monitoring activities?
Do we require a specific budget for the monitoring activities?

CHECK
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RESET

KEY COMPONENTS

CONSIDERATINS AND QUESTIONS OF THE TEAM

4. Identify the required skills, human resources,
participants, financial costs and support
resources

Solicit the agreement and input of the Partner for the preparation of the monitoring plan

FIP LP
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What will be the frequency of each type of project monitoring and control activity?
How will the data be collected and then stored and reported?
The Project Performance Monitoring Plan itself should be reviewed regularly

Contents

What will be the scope of the monitoring activities?
Do we require a specific budget for the monitoring activities?
5. Discuss and jointly prepare Project
Performance Monitoring Plan

Introduction

Solicit the agreement and input of the Partner for the preparation of the monitoring plan

Topic 1

What will be the frequency of each type of project monitoring and control activity?

Topic 2

How will the data be collected and then stored and reported?
The Project Performance Monitoring Plan itself should be reviewed regularly

Topic 3

What will be the scope of the monitoring activities?

Topic 4

Do we require a specific budget for the monitoring activities?
6. Regular review the monitoring plan

Topic 5

Solicit the agreement and input of the Partner for the preparation of the monitoring plan

Topic 6

What will be the frequency of each type of project monitoring and control activity?
How will the data be collected and then stored and reported?

Topic 7

The Project Performance Monitoring Plan itself should be reviewed regularly

Topic 8

What will be the scope of the monitoring activities?

Topic 9

Do we require a specific budget for the monitoring activities?

CHECK
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RESET

Step 2. Collect monitoring data
Monitoring and control arrangements must be manageable and reflect the
scope and risks of both the Project and the operation.
Control activities, especially the verification of reported performance, must
always be included in the Project Performance Monitoring Plan.

TIP: Click on the
boxes to learn more

On-site monitoring and control are essential for robust project monitoring
as they provide the richest source of direct, primary information on Project
progress and challenges.
Also, when collecting data there are different approaches that can be followed:
a qualitative and a quantitative approach. The two approaches are mutually
complementary. The qualitative data could help in the interpretation of the
quantitative data and vice- versa by showing connections between issues. In
deciding what data to collect, it is important to consider in advance how easy it
will be to analyze.

FIP LP
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Contents
Introduction

Topic 1
Topic 2

Approach

Qualitative

Quantitative

Topic 3
Topic 4

Topic 5

Topic 6
Topic 7
Topic 8

Topic 9
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In addition to the approach, UNHCR uses three main methods to collect data: document
review, on site monitoring and remote monitoring. Click on the boxes to learn more.
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Contents
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Topic 3
Topic 4

Topic 5
Preparation is essential to the successful execution of monitoring and
control activities. Important steps in preparation include:
• An important step in preparing for monitoring and control activities is a
review of the Partnership Agreement and its revisions.
• Preparing for monitoring and control activities should involve a
review of previous Project Reports (performance and financial) and
any observation, issue or shortcoming identified by UNHCR and/or its
Partners during the monitoring/verification of the report(s).
• The review of any Note for the File, technical and mission reports filed
by other colleagues, Protection, Field Officers and technical specialists,
Partners, UN or other similar organizations is an important step in
preparing for monitoring and control activities.
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• Preparing for monitoring and control activities should involve a review
of the prior year audit results from other Projects implemented by the
Partner and reported progress on implementation of recommendations.
• An important step in preparing for monitoring and control activities involves
a discussion of any issues or key considerations with UNHCR Officers who
are actively involved in the Project.
• A review of previous reports on supply management, asset track reports and
other correspondence is an important step in preparing for monitoring and
control activities.
You should note that planning for Project Report verification should take into
account that verification activities must be initiated within five working days
of receipt of Partner reports. Timely completion of verification activities is
essential so that project implementation is not stalled while Partners await
the release of the requested instalment payment.

Topic 6
Topic 7
Topic 8

Topic 9

ÄÄ REFLECTION ACTIVITY
??

You already know that there are two approaches to data collection for
monitoring (i.e. quantitative and qualitative) and different verification
methods that UNHCR uses (i.e. document review, on-site monitoring and
remote monitoring, etc. ). Think about a Partnership Agreement that you
know well. How is the monitoring of this project being undertaken? What
are the collection methods and approaches being used? If you were asked to
make a recommendation to ensure a continuous and systematic approach to
monitoring, what collection methods will you suggest to use in this particular
case?

Step 3. Review and identify gaps
The data that is collected for monitoring purposes must be analyzed to both
review accomplishments and identify variances and gaps. The review and
analysis of data should consider all pertinent aspects identified during the
development of the Project Performance Monitoring Plan.
When reviewing Project Reports it is essential to correlate financial and
performance delivery. Project monitoring and control data should be
triangulated and include elements of verification. You will learn more about
verification in the Project Reports section of this document.
Some of the key questions that could be raised while analyzing collected data
are the following: Click on the boxes below to find out more

NOTES:
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Topic 9

Check your understanding
‘Capital Logistics has submitted a financial report which includes the expenditures related to the procurement of jerry
cans to refugees in one of Suremia’s refugee camp for the urgent distribution to recently arrived refugees. The field officer
in the East has nonetheless reported in a recent SitRep that refugees are facing constraints due to the lack of jerry cans’

FIP LP
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As there is a non-correlation between financial and performance data, which actions would you take?
Select all that apply, and then click the Check button to review your answer

Contents
Introduction

Topic 1

A. Organize a field visit, with the agreement of the Partner to confirm that the
expenditures reported are supported by actual activities implemented

Topic 2

B. Release the instalment deducting the expenditures related to the procurement
of jerry cans

Topic 3

C. Have a discussion with the field office in the East to ascertain the discrepancies
between the two reports

Topic 4

D. Review the distribution report recently validated by Field colleagues

Topic 5

Topic 6
E. Send an official communication to the Partner expressing UNHCR’s inconformity
with the report and mention the possibility of terminating the agreement

Topic 7
Topic 8

Topic 9

CHECK
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RESET

Step 4. Agree on solutions

Step 5. Communicate and learn

The findings of Partnership Agreements monitoring and control activities must
be shared with the UNHCR Multi-Functional Team, Partners and other parties
(where applicable) in order to jointly:

Proper use and follow up of the findings of Partnership Agreement monitoring
and control activities are very valuable for improving project implementation
and for ensuring that the desired project objectives and outputs are
effectively achieved.

a. Identify solutions and remedial measures for identified gaps and risks
b. Acknowledge accomplished objectives and progress made;
c. Identify challenges and constraints;
d. Recommend solutions, changes and adjustments; and
e. Agree on an action plan and develop commitment and ownership for the
implementation of required changes.

After each Project Report verification exercise, the documented results should
be shared with the Partner, and an action plan co- developed with the goal of
addressing identified issues jointly with the Partner.

The findings and outcomes of monitoring and control activities should be used
in a number of different ways.
Click on the numbers to find out more on the use of these findings and
outcomes.
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Topic 9

With this step we complete the whole monitoring process. For UNHCR Staff
it is recommended to read UNHCR internal guidelines on Project Monitoring
and Control Toolkit (available on the intranet) that provides several suggested templates for documenting monitoring and control activities. The toolkit
provides several suggested templates for documenting monitoring and control
activities. At the country-level, the best-fit template(s) should be selected and
made mandatory for all project monitoring and control activities.

Check your understanding
Answer the following questions on a separate piece of paper. When you are done
click the Check button to review your answers
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Contents

1.	Why is on-site monitoring better than remote monitoring?

Introduction

Topic 1

2.	What is the advantage of working with Partners to conduct joint monitoring

Topic 2
Topic 3
3.	How many working days do you have to start Project Report Verification activities?
Topic 4

Topic 5
4.	Give two reasons why Partnership Agreements monitoring data should be
reviewed and analyzed

Topic 6
Topic 7
Topic 8

5.	What should you do after each Project Verification exercise?

Topic 9
6.	List two examples of what the findings and outcomes of monitoring activities
should be used for

CHECK
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RESET

TOPIC 5

JOINT MONITORING

FIP LP
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Project monitoring with Partners, refugees and Persons of Concern and other
stakeholders is an important and essential practice. It allows for incorporating
various perspectives and expertise into the monitoring process as well as
building ownership and commitment for follow up actions and resolutions.
Initiating a formal joint monitoring and review meetings at least at midyear and at the end of the Project is a requirement under the Partnership
Agreement and those shall be held in order to agree on the resolution of
findings and to build on lessons learned to better serve the Population of
Concern.
Joint monitoring of a project can extend beyond the implementing parties of
the Partnership Agreement to include stakeholders that the project directly
or indirectly impacts. Involvement and participation of refugees and Persons
of Concern, in providing grassroots perspectives and in implementation of
activities affecting them and their futures, is fundamental to joint monitoring.
However, in order to manage expectations, it is important to determine the
most appropriate strategy to involve them.

©UNHCR / D. Diaz

Joint monitoring of projects strengthens collective ownership and shared
responsibility for the implementation of projects that deliver the intended
result to refugees and Persons of Concern. This collective ownership is further
strengthened through undertaking the complete project life cycle in a joint
manner: from inception, design, implementation and closure. The joint review
of project implementation should also include a mechanism for UNHCR and
Partner to provide feedback to each other.
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Annual Feedback
It is a good practice to use standard annual feedback forms that are
to be completed by the Partner and UNHCR at the end of a project.
This emerges from the responsibilities laid out in the Partnership
Agreement that both the Partner and UNHCR commit to respect.

The Parties shall hold regular consultation and coordination meetings. UNHCR
shall initiate formal joint monitoring and review meetings that shall be held at least
at mid-year and at the end of the Project in order to agree on the resolution of
findings and to build on lessons learned to better serve the Population of Concern.
These joint reviews shall be undertaken in good faith and take into account the: (a)
progress of the Project; (b) working relationship of the Parties; (c) compliance of
the Parties with this Agreement; and (d) success and challenges of the Partner in
meeting the agreed objectives and desired results as reflected in this Agreement.
Source: Article 12.1 from the Partnership Agreement
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Two feedback forms are provided for your considerations.
Click on the images below to see these forms.

Topic 1
Topic 2
Topic 3
Topic 4

Topic 5

Topic 6
Topic 7
Topic 8

Topic 9
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 he UNHCR to Partner Feedback
T
form

Check your understanding
Consider the following statements about joint monitoring. Select True or False for each
statement and then click the Check button to review your answer.

FIP LP
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Statement
The methodology and approach for conducting
joint monitoring activities are consistent across
projects and regions

True/False

Contents

True

Introduction

Topic 1

False
It is realistic to expect that the dissemination
of best practices and outcomes will happen
immediately after the joint monitoring exercise.

Topic 2
True

Topic 3
Topic 4

False

Topic 5
The involvement of refugees and Persons
of Concern is an objective of joint project
monitoring

Topic 6

True

Topic 7
False

Topic 8

Topic 9

RESET
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TOPIC 6

PROJECT REPORTS

FIP LP

MODULE 3
Partners have to submit to UNHCR timely periodic reports, known as Project
Reports, as well as other specific reports required by UNHCR in accordance
with the terms of the Partnership Agreement. These reports form an
important source of Partnership Agreements monitoring and control.

Contents
Introduction

Project Reports are for:
a. UNHCR to fulfill its own accountability and reporting obligations as
consolidated Project Report data constitutes an integral component of
UNHCR’s Mid-year and Annual Global Reports, earmarked donor and
other reports;

Topic 1
Topic 2
Topic 3

b. The Partner to inform UNHCR on the progress towards achieving the
project objectives, results delivered, and use of financial and other
resources in accordance with Partnership Agreement; and

Topic 4

c. UNHCR to monitor implementation and compare actual achievements
against the planned outputs and indicators as well as to verify the proper
use of resources in accordance with the Partnership Agreement.

Topic 6

Topic 5

Topic 7
Topic 8

©UNHCR / S. Rich

Topic 9
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Project Reports consist of four parts:

FIP LP

MODULE 3

Contents
Introduction

Topic 1
Topic 2



Project Financial Report



Project Performance Report

Topic 3
Topic 4

Topic 5
Topic 6

Topic 7
Topic 8

Topic 9
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Goods and Property Report
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Partner Personnel Report

Project reporting schedule
The Partner shall submit timely, accurate and complete periodic reports, in the
standard format(s) provided in Annex D to demonstrate performance progress
and utilization of resources. The minimum mandatory reporting requirements
are as follows:
30 June – Project Performance Report, Project Financial Report, Goods and
Property Report (if applicable) and Partner Personnel Report
30 November – Project Financial Report
31 December – Final Project Performance Report, Final Project Financial
Report, Final Goods and Property Report (if applicable) and Final Partner
Personnel Report.
In addition to the above mentioned standard reports the Partners may be
requested to provide any of the standard reports on a quarterly basis if such
reporting frequency is required by the operation. Additionally, the Partner
may be required to submit other reports, such as specialized technical
reports or earmarked funded projects reports. In all the cases, the reporting
requirements should be reflected in the Partnership Agreement to allow
sufficient time for the preparation and submission.

FIP LP
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Topic 1
Topic 2
Topic 3
Topic 4

Topic 5
Topic 6

Topic 7
Topic 8
©UNHCR / C. Delfosse

Topic 9
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As the financial and performance delivery should be correlated, it is important
that you become familiar with the content of each of these reports. Roll-over
the numbers of the Project Financial Reporting format here attached

FIP LP
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1

2

Contents

3

4

5

Introduction

Topic 1

6

7

8

Topic 2

9
10

11

12

13

14

15

Topic 3
Topic 4

Topic 5
Topic 6

Topic 7
Topic 8

Topic 9
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instalments. There are four different people that can sign off on PFRs:
Partners, UNHCR Project Control Officer, UNHCR Programme Officer, and
the Head of UNHCR Office.
©UNHCR / R. Nuri

©UNHCR / A. Zavallis

Once the Project Financial Report is completed by the partner it is submitted
to UNHCR. UNHCR has to verify and certify the PFRs before accepting and
clearing expenditure account and authorizing the release of subsequent

FIP LP
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Topic 1
Topic 2
Topic 3
Topic 4
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©UNHCR / JI.Prickett

©UNHCR / I. Diane

Topic 5
Topic 6

Topic 7
Topic 8

Topic 9

Check your understanding
There are four people who can “sign off” on a Project Financial Report. With the sign off, they are declaring or recommending certain things. Below you can see
the section of the Project Financial Report (PFR) that needs to be filled out by three people that can sign off the PFR. Select the appropriate responsible person
from the drop-down list that you will find in the Title section. Once you are done, click the Check button to review your answer
A) For completion by the UNHCR Verifying Officer
	I have verified this financial report as to its completeness, accuracy,
consistency with delivered performance and compliance with the
Partnership Agreement and its Budget, and have noted no exceptions/the
exceptions mentioned below. I have also checked the assets in custody
of the Partner. I have reasonable assurance that the financial information
submitted by the Partner is reliable, that funds provided by UNHCR have
been used for the intended purposes, that UNHCR assets are safeguarded,
and that the project being/has been implemented as planned.
Please tick the appropriate box below:
1. I recommend that the disbursements reported by the Partner, except
for an amount of ____________________, be accepted as UNHCR
project expenditure and that a further instalment/a final payment of
____________________ be remitted to the Partner.
2. I recommend that the expenditure reported by the Partner not to be
accepted and further improvement/adjustments or verification to be
made.
3. I recommend that an amount of ____________________ be recovered
from the Partner.

B) For Completion by the UNHCR Certifying Officer
	I have reviewed this financial report, supporting documents, related performance
monitoring report(s), Partner's compliance with Partnership Agreement and its
Budget and related reports, as well as the recommendations and comments of
the verifying staff and based on the availability of funds and cash:
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Please tick the appropriate box below:
	1. I concur with results and recommendations that the expenditure reported by
the Partner, except for the amount ____________________, be accepted as
UNHCR Project.
	2. I concur with recommendation that the amount of ____________________
be recovered from the Partner.
	3. I request further review be made to reconcile my observations and that of the
Verifying Staff.
	4. I recommend subsequent instalment of____________________ be remitted
to the Partner.
	5. I have informed the Partner about the results of the Verification and
certification.
Comments:

Introduction

Topic 1
Topic 2
Topic 3
Topic 4

Topic 5
Topic 6

Topic 7
Topic 8

Comments:

Topic 9

Name
Name
Title
Place

Mamadou Waloda

1. Project
2.
3.
4.
Partner
Programme
Head
ofControl
Office
Officer
Officer
Suremia

Signature:

Title
Place

Date:

Otis Vijn

1. Project
2.
3.
4.
AdminofControl
Programme
Head
Officer
Office
Officer
Officer

Suremia

Signature:

Date:

October 6th, 2015

October 5 , 2015
th

CHECK
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RESET

C) For Completion by the UNHCR Approving Officer
1. I approve the recording in UNHCR accounts, of the disbursements
reported by the Partner, in the amount of ____________________.
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2. I approve the remittance of ____________________ as a further
instalment/a final payment to the Partner.
3. I instruct that an amount of ____________________ be recovered
from the Partner.

Contents
Introduction

Comments:

Topic 1
Topic 2
Topic 3
Name
Title
Place

Stella Smith

1. Bureau
2.
3.
4.
Snr Admin
Head
Programme
ofDirector
Office
Officer
Officer

Suremia

Signature:

Topic 4

Topic 5
Date:

October 8 , 2015
th

Topic 6

Topic 7
Topic 8

Topic 9

CHECK
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The Project Performance Report (PPR) consists of the following sections and
should be monitored accordingly and concurrently with the Project Financial
Report (as applicable according to the Project Reporting schedule):
Section

Monitoring Objectives

Section

Monitoring Objectives

1. Project objective/
overview

A concise review of progress achieved in meeting
the overall objective.

For each activity described in the Project
Description, the report should:

2. P
 opulation of
Concern/other
support entities

The actual persons assisted against the planned
population group.

8. A
 ctual progress
achieved towards
planned results

3. Implementation
arrangements

A brief explanation to show:
• Whether implementation arrangements and
approach have been according to plan;
• Modifications made during the reporting period;
• Proposed changes, as applicable.

36

4. R
 elated inputs/
projects

Any other contribution of resources by the Partner
and other stakeholders for the same population, in
addition to UNHCR inputs into the project.

5. U
 NHCR provided
support

The expected support provided from UNHCR as
planned (e.g. convening coordination, consultation
meeting; formal midterm and annual review;
instalment payment etc.)

6. C
 onclusions and
lessons learned

Highlight relevant information on lessons learned
during implementation

7. Recommended
action plan for
improvement or
revision required

Note any corrective or remedial measures taken,
recommended changes to adjust due to evolved
needs or situation and challenges.

Module 3:
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• Explain actual achievements against those planned
using the performance indicators in the Project
Description as a means of measuring progress
at output level (e.g. 83% of school aged girls
attended schools out of the planned 95%);
• Give details of and discuss the impact of any
activities directed towards the population
group using the impact indicators as measuring
the impact of UNHCR-Partner interventions at
Objective level in the project description (e.g.
extent Persons of Concern have access to primary
health care);
• Identify reasons for delays, shortcomings or
failures where the planned Output/Objective was
not met or only partially met.
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Check your understanding
Here you will find an excerpt from the 3rd Project Performance Report and Project Financial Report of LCHL, a local Partner working with Suremia UNHCR Office.
After reviewing both reports, take a separate piece of paper and answer the questions below. Once you have finished click the check button to review your answers.
Agreement Symbol: <insert data from PPA Art. 4.2>
Project Performance Report
PROJECT PERFORMANCE REPORT
8.0 ACTUAL PROGRESS ACHIEVED TOWARDS PLANNED RESULTS
Results Chain
Population Planning Group:

IDPs in Suremia

Goal:

Protection and Mixed solutions

Rights Group:

Basic Needs and Essential Services

FIP LP
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Contents
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Topic 1
Topic 2

Objective Name

Access to primary health care services provided or supported

Problem Description:

IDPs in Suremia have access to primary health care and to HIV services through agreements signed with certain health
facilities in Suremia. The main problem in terms of access has to do with the distance between IDP settlements and main
urban health facilities. Also, problems in this area are the same that the rest of the population is experiencing: insufficient
equipment (most hospitals are not well equipped) and insufficient qualified human resources, some aspects of basic care
are not integrated (mental health, health education). The humanitarian community regularly provides essential materials and
equipment as the regular supply of the government is completely shut down.

Intended Impact:

Actual Impact:

UNHCR and Partners will continue advocating and coordinating its interventions with existing national structures and
service providers to ensure that IDPs have access primary health care. UNHCR with Partners will continue providing
capacity building as needed for governmental counterparts.
<Describe what has been achieved specific to the objective>

Impact Indicator(s)
Impact Indicator Name

Site/Location

Actual

Extent Persons of Concern have access
to primary health care

Urban area of Suremia

100%

Under-5 mortality rate (per 1000
population/month)

Urban area of Suremia

<Insert value of progress achieved against target. Text is not
permitted in this field>
It has not been possible to obtain data from the governmental
source since the beginning of the year.
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Topic 3
Topic 4

Topic 5
Topic 6

Topic 7
Topic 8

Topic 9

Output

Status Update on Progress Achieved

Access to essential drugs provided

Several meetings took place with the boards of the different hospitals targeted by the intervention. The idea
of the meetings was to get from them a list of medical supplies needed to ensure the well functioning of the
facilities. Up to October, only Suremia Central Hospital provided their needs. A request was made to the Ministry
of Health to undertake the procurement outside the country. We are still waiting for the permit; once it is granted
a purchase order will be issued to deliver to Suremia Central Hospital all medical supplies.

Brief description of the output:
•P
 rovision and distribution of drugs and basic
medical supplies to main hospitals receiving IDPs
in the urban center
Performance Indicator(s)

Site/Location

Performance Target

Actual progress

Are all essential medicines internationally procured
(yes/no)

Urban area of Suremia

Yes

No

Output

Status Update on Progress Achieved

Access to primary health care services provided or
supported

There is a national strike of the entire transport sector, so as of August we could not rent with the 4 ambulances.
IDPs had to find a transportation arrangement by their own means. We have not been able to agree with
UNHCR office whether we could reimburse those expenses. The number of consultations per month has been
reduced due to the limited access of patients to the hospitals.

Brief description of the output:

MODULE 3

Contents
Introduction

•R
 ental contract of 4 ambulances to take IDPs from
The devaluation of the local currency increased the price of all imported goods; including computer equipment.
major urban centers to referral hospitals
All equipment was provided and installed in the Suremia Central Hospital. Now we just expect they use it
•S
 upplying computer equipment to Suremia
properly.
Central Hospital to improve their database system

Topic 1
Topic 2
Topic 3
Topic 4

Topic 5

Performance Indicator(s)

Site/Location

Performance Target

Actual progress

Access of PoC to national/government primary
health care facilities ensured (yes/no)

Urban area of Suremia

100

100

# of health facilities equipped/constructed/
rehabilitated

Urban area of Suremia

1

1

Output

Status Update on Progress Achieved

Topic 8

Capacity development supported

The Ministry of Health has sent no list of doctors and nurses yet. We are still in discussions with them.

Topic 9

Brief description of the output:
• Grant available to doctors and nurses of 4
hospitals in Suremia urban center for training
purposes. Granting the resources is coordinated
with the Ministry of Health.
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Performance Indicator(s)

Site/Location

Performance Target

Actual progress

# of health workers trained in collaboration with
MoH or other external Partners

Urban area of Suremia

10

0
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Topic 6

Topic 7

Project Financial Report # 3
For Partner 1051228
Local Committee for Health and Livelihoods – LCHL

FIP LP

For Budget Year: 2015
Reporting period from: 1/7/15
Report date:
Operation:

to:
10/10/2015

MODULE 3

30/09/2015

SUR CO ABC BU/Agreement No: SUB01

Currency:
Run Date:

0000000888

GGP
15/09/15 02:05:40

Cost Centre: 77780 – Suremia; SITUATION: 4246 – IDPS IN SUREMIA; PPG: 4SURA – Internally Displaced; GOAL: PF – Protection and mixed solutions;
Description

Account

REPORTING

Introduction

REQUESTS/
AUTHORIZATIONS

Budget

A

Instalment(s)

Acumulative

Expenses

Budget

New

Unused

New

Authorized

released

Expenses

as % of

Balance

Expenses

Instalment

Instalment

for Release

as at

up to

Budget

B

C

D

Cost Centre:

77780

– SUREMIA

SITUATION:

4246

– IDPs in Suremia

PPG:

4GABA

– Internally Displaced Persons

GOAL:

PF

– Protection and mixed solutions

OBJECTIVE:

410

– Access to primary health care services provided or supported

Request
E=A-C

F

G=B-C-F

I

Topic 1
Topic 2
Topic 3
Topic 4

Topic 5
Topic 6

Topic 7

410AA

Access to primary health care services provided or supported

TRANSPORT CONTRACT

610460

51,450,000

34,000,000

66%

17,450,000

5,000,000

IMPLEMENTING PARTNER NATIONAL

614020

125,650,000

62,825,000

50%

62,825,000

49,825,000

COMPUTER EQUIPMENT

626215

2,340,000

0%

2,340,000

5,000,000

COMMUNICATION COSTS (TELEX,

624491

2,000,000

1,500,000

75%

500,000

500,000

98,325,000

54%

83,115,000

60,325,000

Topic 8

PERSONNEL COSTS

Topic 9

TELEPHONE, ETC.)
TOTAL for 410AA
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181,440,000

136,080,000

-22,570,000

Description

Account

REPORTING

REQUESTS/
AUTHORIZATIONS

Budget

A

Instalment(s)

Acumulative

Expenses

Budget

New

Unused

New

Authorized

released

Expenses

as % of

Balance

Expenses

Instalment

Instalment

for Release

as at

up to

Budget

B

C

D

E=A-C

10,000,000

23%

34,100,000

410AH

Access to essential drugs provided

DRUGS, MEDICINES, CONSUMABLE

608210

44,100,000

F

G=B-C-F

H
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Request
I

Contents

MEDICAL SUPPLIES
TOTAL for 410AH

44,100,000

22,050,000

410AK

Capacity development supported

TRAINING FUND GRANT

611080

5,000,000

IMPLEMENTING PARTNER NATIONAL

614020

34,500,258

614050

20,000,000

10,000,000

23%

34,100,000

0%

5,000,000

8,625,065

25%

25,875,193

2,000,000

10%

18,000,000

0

12,050,000

Topic 1
25,875,193

Topic 2

PERSONNEL COSTS
IMPLEMENTING PARTNER TRAVEL COSTS
TOTAL for 410AK

59,500,258

44,625,194

10,625,065

18%

48,875,193

25,875,193

8,124,936

TOTAL FOR OBJECTIVE 410

285,040,258

202,755,194

118,950,065

42%

166,090,193

86,200,193

-2,395,065

TOTAL for Goal PF

285,040,258

202,755,194

118,950,065

42%

166,090,193

86,200,193

-2,395,065

TOTAL for PPG 4GABA

285,040,258

202,755,194

118,950,065

42%

166,090,193

86,200,193

-2,395,065

TOTAL for Situation 4246

285,040,258

202,755,194

118,950,065

42%

166,090,193

86,200,193

-2,395,065

TOTAL for Cost Center 77780

285,040,258

202,755,194

118,950,065

42%

166,090,193

86,200,193

-2,395,065

GRAND TOTAL

285,040,258

118,950,065

Introduction

Topic 3
Topic 4

Topic 5
Topic 6

Topic 7

86,200,193

Topic 8

Topic 9

Income and Expenditure Summary
ACCOUNT

ACCOUNT DESCRIPTION

EXPENSES

617000

INSTALMENT PAYMENT TO IMPLEMENTING PARTNER

202,755,194

618000

IP EXPENDITURES AGAINST INSTALLMENTS

(118,950,065)

Grand Total:

40

Module 3:
Effective Project Partnership Undertaking

83,805,128.50

1.	What is the rate of implementation for the different outputs? And the rate of
expenditure? Do you think they are aligned?

For UNHCR Staff it is recommended to read UNHCR internal guidelines
on Project Monitoring and Control Toolkit that provides several suggested
templates for documenting monitoring and control activities.

FIP LP
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Contents
2.

If you receive these reports, what you should do before accepting them?

Introduction

Topic 1
Topic 2
Topic 3
3.

List at least two issues that you find wrong about these reports, if any

Topic 4

Topic 5
Topic 6

Topic 7
4.	Would you recommend a next instalment? What are you missing to be able to
determine the amount of the next instalment?

CHECK
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RESET

Topic 8

Topic 9

TOPIC 7

PROJECT RISK MANAGEMENT

FIP LP

MODULE 3
Project Risk management is an important part of managing project
implementation. It is the core of how a risk-based monitoring and verification
for a project will be designed and implemented. To explore this subject in
further detail we will start with some definitions.

Contents
Introduction

Risk is the probability of an undesirable event occurring or a desirable
event failing to occur and the consequential impact on the objective
(Institute of Risk Management)

Topic 1

•	Risk is an uncertain event or condition that, if it occurs, has a positive or
negative effect on objectives (Enterprise Risk Management in UNHCR)

Topic 3

•	A risk can be a threat or an opportunity, and sometimes it can be both.
Project risk management is identifying and assessing risks that can
impact project objectives and taking measures to mitigate negative risks
and maximize opportunities.

Topic 2

Topic 4

Topic 5

Topic 6
Topic 7

Topic 8
©UNHCR / W. Swanson

Topic 9
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ÄÄ REFLECTION ACTIVITY
??

Think about the risks that you face every morning when you wake up.
Try not to think only about security-related risks. What do you do you to
mitigate possible negative effect (e.g. if there is a risk the water will be cut
off in the morning you might want to collect water in a big jerry can to
be able to wash yourself) or to maximize opportunities (e.g. There might
be strike. It was announced for tomorrow and there will be no public
transportation. You have decided to start riding your bike, which is not only
cheaper but good for your health)

NOTES:

Project risk management is important because it supports results based
management by focusing on key factors that may potentially impact on
delivery of:
• Project’s intended objectives and expected results (performance
specification)

FIP LP
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• Project within the agreed time frame
• Project within the agreed project budget and resources
Project risk management is a part of sound project management as it increases
the understanding of factors that affect project outcomes so to improve
decision making for implementation of quality protection and assistance to
refugees and Persons of Concern. Project risk management must also ensure
that the structure for managing risks in projects is sufficiently flexible so that
the opportunities that may arise within projects are recognized and benefits
obtained.
Project risk management is a structured and systematic approach that is
an ongoing process throughout a project – it begins at the planning stage
of a project and continues throughout the project lifecycle. The project risk
management process does not stop at risk identification and assessment; it
continues throughout implementation, is an integral part of monitoring and
reporting, and features in evaluations, audits and final project closure.

Contents
Introduction

Topic 1
Topic 2
Topic 3
Topic 4

Topic 5

Topic 6
Topic 7

Topic 8

Topic 9
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Projects with Partners as stipulated in Partnership Agreements are
a core UNHCR implementation modality. UNHCR and Partners both
bring strengths, comparative advantages and contributions to the
pursuit of common goals and planned results for refugees and Persons
of Concern. Both parties assume risk and share project risk mitigation
responsibilities in relation to jointly planned project results.
The Figure 5. (below), illustrates the context in which project risks should
be identified and analysed. This risk context was co-developed with
Partners (Amman 2011) as part of the “Field First” consultations for
enhancing the Framework for Implementing with Partners. There are
various types of key risks – either internal or external – that may affect
a project to achieve its objectives and are categorized into the following
four main groups:
i.	
Operational Risks: failure to achieve the project objectives and
expected results
ii. 	Financial Risks: the resources are not used for the intended
purposes (attainment of the project objectives and deliverables)

Click the figure to see more.

FIP LP
UNHCR
risk

Partner
risk

Topic 1
Topic 2
UNHCR & Partner mitigation activities

Project for Persons of Concern
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Goals
• Effective, value added
responses to the
needs of Persons of
Concern
• Increased
accountability to
stakeholders

Topic 3
Topic 4

Topic 5

Topic 6
Topic 7

iv. 	Compliance Risks: failure to comply with the terms of agreements,
policies and prevailing rules, regulation and laws
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Contents
Introduction

iii. R
 eputational Risks: adverse effects on values, credibility and
visibility of an organization

Some project risks may be unpredictable, others might be linked to
operating environment that is beyond a specific project. Others may have
existed for a long time or may emerge in the future.

MODULE 3

Environment
risk

Topic 8

Topic 9

Figure 5: Project risk context

The risk management process
Establishing the risk context for risk management, risk assessment and risk
treatment happens throughout the project lifecycle. Therefore, this process
should not be viewed as linear, sequential process steps, but rather as a
continuum throughout the cycle.
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Communication and consultations with all relevant stakeholders throughout
risk management process are essential for effectiveness of the process.
Continued monitoring and review are key to maintaining the relevance of
the risk management to the evolving context.

Contents
Introduction

Click each of the steps of the process to know more about it.

Topic 1
Establishing the context

Topic 2

Risk Assessment

Risk identification

Risk analysis

Risk evaluation

Topic 5

Topic 6
Topic 7

Topic 8

Topic 9

Risk treatment

Figure 6: The risk management
process (ref. ISO 31000)
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Monitoring and review

Communication and consultation
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A common practice emerging from the risk management process is to
complete a risk register during project planning. Project Risk Register is a live
document and updated and reviewed throughout the course of a project.
The Project Risk Register will be shared between UNHCR and the Partner,
allowing those involved in the project to be kept aware of risks and providing a
means of tracking the response to risks.
At a minimum a risk management strategy as documented in the Project Risk
Register should:
1

Identify how each critical risk will be monitored on a continuous basis
during implementation;

2

Describe a course of action to respond to the effects of each identified risk
should it take place including the specific accountabilities; and

3

Indicate who will report on the monitoring and mitigating of risks, by what
means, and how often.

TIP: Click the figure to know more
about the Project Risk Register

UNHCR has developed a framework for managing risk at all levels within the
organisation. Enterprise Risk Management helps in assessing and treating
risks in a systematic way. It allows for clear decisions on how risks should
be managed and mitigated, especially in situations when risks cannot be
eliminated. Risks are tracked and managed in a risk register maintained at the
field operation/HQ entity level.
Project Risk Register follows this same logic but the difference is that it is done
at project level. For the time being the requirement to have a Project Risk
Register for each Partnership Agreement is not mandatory, but it is strongly
recommended and is a good practice.
Project risks are analysed and evaluated to determine the likelihood of the risk
occurring and the impact on objectives if the risk does occur. It is important to
understand the uncontrolled and the inherent level of the risk which enables
the importance of the control measures to be identified and put in place.
Project risks are evaluated using the likelihood (unlikely, possible, likely and
almost certain scale) and impact (Low, Medium, High and Extreme) scales. The
develop risk matrix provides a visual representation of project risk, likelihood
and impact, and the below 4T’s options should be considered when deciding to
treat or modify the risk. Click the image below to see more.
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TERMINATE
Avoid or
eliminate
exposure to
the risk

Figure 7: The Project Risk Register
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Check your understanding
Based on your knowledge on the risk management process, please answer the following
questions. When you are done, click on the Check button to review your answers.
1. D
 uring the risk evaluation stage, Project risks are analyzed and evaluated to
determine the likelihood of the risk occurring and the impact on objectives
if the risk does occur. The grid below, known as the Likelihood-Impact Grid
is used as a tool to evaluate risks and prioritize those that need treatment.
Click the section of the grid that you think contain the risks that should be
treated as a priority and as soon as the project commences.
Almost certain

C

LIKELIHOOD

Likely
Possible
Unlikely
Low

B

A

B

B

A

D

C

B

A

D

D

C

A

High

A. Changing procedures to improve
controls if there is a heightened risk
of fraud.

A

C

Medium

3.	Select from the drop-list menu whether the following options of risk
treatment are tolerate, treat, transfer or terminate

Extreme

IMPACT

2. Why do you think that continual communication between all parties is
important? List at least 2 reasons
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Tolerate
Treat
Transfer

Contents

Terminate

Introduction

B. P
 urchase of Insurance policy for
Tolerate
the vehicles transporting NFIs for
Treat
distribution from warehouse to camp.
Transfer

Topic 1
Topic 2

Terminate

Topic 3

C. In situations where it is impossible
to identify a partner with specialized
expertise to manage vehicle
workshops, UNHCR might decide to
continue working with a partner that
has past experience of managing a
small vehicle workshop for its fleet.

Tolerate

Topic 4

Treat

Topic 5

Transfer

Topic 6

Terminate

Topic 7

D. P
 hasing out of a livelihood
programme, involving micro-credit
activities after consecutive failures
at reaching the impact and different
events of misappropriation of funds.

Tolerate

Topic 8

Treat

Topic 9

Transfer
Terminate

CHECK
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TOPIC 8

RISK-BASED PROJECT
VERIFICATION
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Now that you are familiar with Project Reports and you have read about
Project Risk Management, we can look at what happens next once UNHCR
offices receive these reports. Basically, UNHCR Offices must ensure that
content of the Project Reports are based on actual facts. They need to verify,
seek evidence and certify contents of the Project Reports before accepting the
reports.
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Contents
Introduction

Topic 1

Verification refers to establishing and obtaining reasonable assurances on the
accuracy of the Partner reported expenditures and performance delivery, to
prove that objectives or outputs have been met and delivered, the reported
indicators, expenditure are sufficiently supported by evidence. Project
verification plays a vital role in upholding the integrity and quality of the data
reported.

Topic 2

Risk-based verification is a method of applying different levels and frequency
of checks to different circumstances depending on a risk profile given to
each project. Therefore, the frequency and level of verifications should be
decided based on risk-based criteria and methodology. Given the diversity of
operational environments, capacity (both UNHCR Offices and Partners) the
manner for determining the appropriate risk-based verification activities will
vary across projects in UNHCR Offices. Each UNHCR Office should develop
systematic risk-based criteria and approaches in determining the appropriate
level and frequency of verification of project results/reports. This approach
must be documented and consistently reviewed to reflect prevailing risks.
When identifying and addressing project risks, the Context in which risks
emerge should be considered. The sources and impact of risks are interrelated, when risks are identified, assessed and evaluated, the compounded
factors of all potential risks should be considered.

Topic 6

Click on the boxes of the next page to know more about the sources of risks:
48
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Operating Environment
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Introduction
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UNHCR’s Engagement and Support

As it has been explained before, financial monitoring and verification should
be directly triangulated and correlated with achievements of performance and
impact targets (outputs and objectives) for the analysis to be meaningful. Click on
the arrow below to see some examples of verification activities of Project Reports.
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Contents
Introduction
The sources and impact of risks are inter-related, when risks are identified,
assessed and evaluated, the compounded factors of all potential risks should
be considered. All those considerations should form a base for the UNHCR
offices to conclude on the types, depth and frequency of verification and
monitoring activities as part of project control.
If the Partner is new to UNHCR or has been assessed in the past as having
weak performance, weak accounting and internal control systems, or has had
qualified project audit opinions , verification visits should take place as early
and as frequent as possible. Ideally the first verification visit should take place
during the first three months of the project in order to provide feedback and
support to the Partner to improve its capacity and performance. If the Partner
is not subject to an annual independent external project audit, more intensive
financial verification is advisable.

Topic 1
Topic 2
Topic 3
Topic 4

Topic 5

Topic 6
Topic 7
Topic 8

Topic 9
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TOPIC 9

REMOTE MONITORING
AND MITIGATION RISKS
Another important aspect when looking at proper partnership undertaking is
remote monitoring. This topic has to do with the fact that in countries where
the humanitarian space is shrinking due to increased insecurity or lack of
access, the remote management of programmes and projects is often used as a
last resort modality, short of suspending operations completely.
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Contents
Introduction

Topic 1
Remote management covers a range of mechanisms for delivering protection
and assistance to refugees and other Persons of Concern when UNHCR's
staff presence must be reduced because of insecurity. In remote management
situations, difficulties with logistics, communications, project monitoring,
and interagency coordination are all heightened. Even though, remote
management can be a solution to overcome obstacles to implementation, it
may itself create risks.
In addition to this, where remote management modalities are necessary,
UNHCR may not find Partners with the ideal technical, financial and material
capabilities to effectively run projects.

©UNHCR / A. Gumulira

These challenges are coupled with the need to ensure adequate due diligence
for the use of funds entrusted to UNHCR by donors.
As remote management is a deviation from the standard implementation
modality, the UNHCR approach to Agreement monitoring and control has to
be tailored to both remote monitoring implementation and to the operational
context. While it allows the programming to continue, there are many risks
associated with remote management. These risks should be mitigated and
weighed against the risk that Persons of Concern cannot obtain life-saving
assistance and protection.
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Topic 2
Topic 3
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When embarking on programming using remote management, there are a
number of associated challenges and risks. Click on the boxes to know more
about challenges and risks.



CHALLENGES



RISK

ÄÄ REFLECTION ACTIVITY
??

Think of considerations to keep in mind when designing the Project
Performance Monitoring Plan in a remote management situation. Write your
thoughts below.
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Topic 1
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Topic 6
Topic 7
As shifting to remote management sometimes means accepting a lower
technical Project specification, programme versatility, as well as a less than
ideal standard of project monitoring and control, monitoring methods should
be adapted to the management modality. Some useful methods are:
i)

Third party monitors;

ii)	Persons of Concern / local community group monitoring/ local
government officials;
iii) Population movement tracking;
iv) Satellite monitoring; and
v)
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Topic 9

Check your understanding
The following questions are intended to help reinforcing the concepts and tips provided in this module. You may
have as many attempts as you like to answer the questions. For each question, check all answers that apply.
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PROJECT MONITORING IS:

Contents

A. Continuous and systematic process of observing and measuring progress of project implementation

Introduction

B. Establishing and obtaining reasonable assurances on the accuracy of the Partner reported expenditures and
performance delivery

Topic 1

C. Keeping track of project’s activities and outputs on an on-going basis during the life of the project

Topic 2

D. All of the above

Topic 3

THE COMPONENT OF THE PROJECT SCOPE THAT DETERMINES THAT THE PROJECT IS ACHIEVING THE EXPECTED RESULTS AND
OUTCOMES FOR THE INTENDED POPULATION IS:

Topic 4

A. The performance specification

Topic 5

B. Resources allocated

Topic 6

C. The timeframe

Topic 7

D. The Work Plan
THE STEPS THAT SHOULD BE FOLLOWED DURING THE MONITORING PROCESS ARE

Topic 8

A. Review and identify gaps, develop the Project Performance Monitoring Plan, collect monitoring data, communicate
and learn

Topic 9

B. Develop the Project Performance Monitoring Plan, collect monitoring data, review and identify gaps, communicate
and learn
C. Develop the Project Performance Monitoring Plan, collect monitoring data, review and identify gaps, agree on
solutions
D. Develop a Project Performance Monitoring Plan, collect monitoring data, review and identify gaps, agree on solutions
and communicate and learn
CHECK
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THE COMPONENT WHEN DEVELOPING THE PROJECT PERFORMANCE MONITORING PLAN THAT CONSIDERS WHO UNDERTAKES
THE MONITORING CONTROL ACTIVITY IS:

FIP LP

MODULE 3

A. Identify the required skills, human resources, participants, financial costs and support
B. Discuss and jointly prepare the Project Performance Monitoring Plan
C. Select the methods of monitoring

Contents

D. Set the specific purpose for monitoring and target audience
JOINT MONITORING IS ESSENTIAL BECAUSE

Introduction

A. It allows for incorporating various perspectives and expertise into the monitoring process

Topic 1

B. It reduces the burden of undertaking monitoring for UNHCR

Topic 2

C. It builds ownership and commitment for follow up actions and resolutions.

Topic 3

D. It makes UNHCR to look more inclusive

Topic 4

THIS REPORT CONTAINS AN ACCOUNT ON THE PROGRESS TOWARDS DELIVERING THE AGREED RESULTS
A. The Goods and Property Report

Topic 5

B. The Project Performance Report

Topic 6

C. The Project Financial Report

Topic 7

D. Other Reports

Topic 8

THESE ARE THE MINIMUM MANDATORY REPORTING REQUIREMENTS

Topic 9

A. 30 June
B. 30 November
C. 31st December
D. 30th March

CHECK
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WHICH OF THE FOLLOWING ITEMS ARE EXAMPLES OF RISK SOURCE THAT IS PARTNER SPECIFIC

FIP LP

A. The technical specification of the project output may be very complex or untested in the region

MODULE 3

B. The past performance of the Partner might be a good indication of future performance
C. The type of operation should be considered – stable, emerging, emergency or phase-out.
D. There is an inherent increased financial risk to UNHCR on projects with large budgets

Contents

WHAT TWO CONDITIONS WILL SUPPORT THE DECISION THAT PROJECT VERIFICATION SHOULD TAKE PLACE MORE OFTEN

Introduction

A. The Partner has never worked with UNHCR before

Topic 1

B. The Partner has history of audit qualification for past projects audited by project auditors
C. The Partneris local NGO

Topic 2

D. All of the above

Topic 3

THESE ARE THE RISKS OF REMOTE MANAGEMENT AND MONITORING

Topic 4

A. Partners can suffer security incidents that may have a negative impact on programme delivery

Topic 5

B. Quality of protection and assistance delivery might be compromised

Topic 6

C. UNHCR funds could be misappropriated and assistance could not reach the intended Persons of Concern

Topic 7

D. Logistics, communications, project monitoring, and interagency coordination become more complicated

Topic 8
Topic 9

CHECK
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DECIDING NOT TO RETAIN A PARTNER IS

FIP LP

A. Tolerating risks

MODULE 3

B. Treating risks
C. Terminating risks
D. Transferring risks

Contents

PROJECT RISK MANAGEMENT IS

Introduction

A. A term which describes a comprehensive and integrated framework for managing risk at all levels within an
organization

Topic 1

B. Identifying and assessing risks that can impact project objectives and taking measures to mitigate negative risks and
maximize opportunities

Topic 2

C. An uncertain event or condition that, if it occurs, has a positive or negative effect on objectives.

Topic 3

D. The formal process of involving another level of the organization to help with risk treatment.

Topic 4

Topic 5

Topic 6
Topic 7
Topic 8
Topic 9

CHECK
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CONGRATULATIONS!
You have reached the end of module 3. During this module we:
• Explained the main steps that should be undertaken in the process of
monitoring

FIP LP

MODULE 3

• Listed the reports that should be submitted by Partners and verified and
certified by UNHCR
• Indicated the factors and elements that should be considered to tailor
both monitoring and verification approaches to the specificities of
projects and operational contexts

Contents

• Summarized who is involved in both monitoring and verification activities

Topic 1

• Reviewed the essentials of joint monitoring and what it implies in practical
terms.

Topic 2

• Identified the risks and challenges associated with remote monitoring

Topic 3

• Named the different steps in the process of Project Risk Management

Topic 4

See you in the next module!

Introduction

Topic 5

Topic 6
Topic 7
Topic 8
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Topic 9
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