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Purpose of presentation:



Briefly cover some of the highlights of the study and the report



Presuming everyone has read report.  Today is our chance to discuss the report and the implications of the study for practice.  So I’ve chosen just SOME of the major issues to highlight here – those that we think are the most strategic to address�
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Background to the Research
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Have to admit at beginning – study leaves some unanswered questions:



Little on the extent of corruption  <1%  “corruption is something that tries to crawl up your legs – you just try to keep it below the knee”



Response to the Tsunami – massive funding and pressure to spend quickly



Sexual exploitation scandal in West Africa – not just financial corruption



Hurricane Katrina – not just a problem in the third world



Little public knowledge about corruption in humanitarian assistance



A degree of taboo about publicly confronting corruption in humanitarian action
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Aid by its very nature brings corruption concerns

Historically the aid giver has worried about the inappropriate use of aid or the wrong people getting it

We have worried about its manipulations and diversion

We are only now worrying about what it does internally to agencies�
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Freakonomics: It's the economy stupid.
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The real issue is the humanitarian crises rapidly and extremely tip markets�


Humanitarian Aid

Save threatened lives
Impartial
Reasoned
Entrusted power
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The Research

Research questions

>
>
>

>

What are the most significant threats of corruption?
How do agencies manage the risk of corruption?
What policies and practices have been

developed manage corruption risk?

What are the gaps?
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Research rather exploratory in nature – not Hypothesis driven or H testing



This study limited to agency staff and their perceptions.  Some subsequent study is focused on recipient community perceptions – not part of this report.



HQ and field visit each (sometimes more than one HQ).  Field visit with CRS didn’t pull off because of security issues – had to conduct phone interviews.



Confidentiality and the limits of the research



Individuals and organizations – completely confidential.  



Organizational confidentiality is unusual



Therefore the report reads a little bit “de-contextualized” – more or less had to blur the sense to which anyone could even tell where a story came from, since that might link it to an agency.



Study did not attempt to unearth any new corruption scandals, and it did not
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Collaborating partners
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Action Aid

Islamic Relief Worldwide
CARE USA

Catholic Relief Services
Lutheran World Federation
Save the Children USA
World Vision International
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Research rather exploratory in nature – not Hypothesis driven or H testing



This study limited to agency staff and their perceptions.  Some subsequent study is focused on recipient community perceptions – not part of this report.



HQ and field visit each (sometimes more than one HQ).  Field visit with CRS didn’t pull off because of security issues – had to conduct phone interviews.



Confidentiality and the limits of the research



Individuals and organizations – completely confidential.  



Organizational confidentiality is unusual



Therefore the report reads a little bit “de-contextualized” – more or less had to blur the sense to which anyone could even tell where a story came from, since that might link it to an agency.



Study did not attempt to unearth any new corruption scandals, and it did not
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Consequences
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Definition of corruption as: “the abuse of entrusted power for private gain.”    Corruption was generally perceived as an unavoidable part of the emergency environment and the prevention of corruption was often considered as just another routine part of doing business.   Some elements of “corruption” (nepotism) viewed as  a positive under certain circumstances

Corruption and Perceptions of its Consequences

No clear consensus on the extent of corruption 

Often had to remind respondents that “corruption” 

	is broader that “fraud” – non-financial corruption 

	seemed to get less attention 



Consequences

Harm the reputation of agencies (and subsequent fundraising ability)

Damage to staff morale and organizational culture

Damage to the quality of programs/failure to achieve humanitarian mission 

Damage to the local reputation of the agency, especially with the affected beneficiary population, 

Security risks, 

Waste of management time and liability/ legal issues. 
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Corruption Risk Map

Key secins:

Shelter
Food and
nastriti on
Health cars
‘Water and
sanitation
kefupees |
IOPs

Assistance Process

Initial assessment, decision to espond
and programme design

|

S

Fundraising and allocation of funding

g

Establishment/scaleup of
offices and operations

Agresments to work with
local organisations

Finance, personnel, administration

!

Procurement and |oaistics

.

F

Targeting and registration of specific

beneficdaries

Implementation /distribution

!

Project monitoring, reporting, evaluation
and programme closwre

Corruption Risk Example

— Hites bribef influence those conducting
the assessment @ inflate needs andfor
o Bvouwr spedific groups

- Eesponse selected to enhance personal
or organisational reputation rather than
based on needs

- Double funding: allocating the same
overhead expend iture to two or more
projects

- Agency staff invent partners or demand
kickbacks

— Gods which are sub-standard or do not

mest the orlginal specification are
accepted and ultimately pald for through
kickbacks, bribes, collusion

- Powerful individuals within the

community manipulate the ben eficany
lists

— Beneficiaries have to bribe agency staff,

lacal elites or authorities to maintain
their place in a distribution line or
receive goods

- Maniipulation of monitaring

reports finformation to attract further
TESOUTCEsS

- Reports falsified to hide cormuption

— Dsposal of assets to favouwred people

— Maonitoring, reporting or evaluations

falsified to hide evidence o Fcormupti on
that was found.
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Many factors make humanitarian assistance a unique case:



Pressure to act quickly because human life may be at risk, or fundraising pressure demands fast action;

Operations are sometimes in completely unfamiliar environments 

May involve massive scale-up to existing programs; 

Administrative, legal and financial infrastructure and services have often been substantially or entirely damaged or destroyed;

Emergencies often occur in war zones, failed states -corruption may not only be rampant, but may involve considerable abuse beyond just creaming off a percentage of funds passing through; 

Agency staff may be operating under considerable stress from the very nature and demands of the job;

Rapid turn-over of supervisory staff/

Little accumulated institutional knowledge of the context, and contextual knowledge that could mitigate some of the risk of corruption. 



Study largely validated the Risk Map�
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Corruption Risks: Overview
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Corruption Risks: Overview



High risk when existing programs have to be scaled up rapidly – people know the system, but the system is suddenly flush with resources (also new, rapid start ups)



Corruption remains something of a taboo topic – some staff mentioned just having a “safe place” talk it was a useful contribution of the study.  



Extent to which aid corrupts the environment – rather than the other way around – no conclusion, but something to think about



Several specific program and program-support areas of risk
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Corruption Risks:
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Program Support Areas
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Corruption Risks:  Program Areas and Processes

Food aid (and cash transfers)

Construction

Health programs (especially involving 

	high-priced drugs)

Assessment and registration processes

Urgency of humanitarian response





Corruption Risks:  Program Support Areas

Procurement

Human resources

Finance 

Vehicles and fleet management

Logistics and supply-chain management





Issues to flag for discussion:  

Trade-offs between speed and flexibility of response and measures to control corruption

Sexual exploitation and abuse.  Not widely seen as a major risk except by some agencies.  Agreed that one case would be devastating

Partnerships and out-sourcing the risk of corruption ??
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Whistle blower mechanisms – sort of all the “rage” since the big corporate accounting scandals and Sarbanes / Oxley – but big differences between HQ and field



Preparedness – if you think about these things in advance, you can deal with them a lot better.  Must capture lessons and incorporate into planning – we all say it, but most agencies aren’t yet very good at actually doing it.  It has to be in people’s heads as well as in LL dox



Speed and innovation in a crisis require flexibility – but “flexibility” is where systems can break down.  Some agencies have specified the degree and time period for flexible overrides on specific procedures – background checks, three quotes, etc.



Organizational values – some question about “zero tolerance”  On one hand, sends a clear message; on the other, make it a taboo topic



Corruption conditionality.  Obvious ethical dilemma.  Personal example: “No head count, no food” – played right into the political agenda of a belligerent government in a civil war.



“Downwards” accountability.  Everyone believes in it – difficult to find hard evidence



Corruption Risks and Means of Addressing Them





Lots of practices – a few of the salient ones:



Whistle blower mechanisms

Preparedness procedures that include analysis 

	of corruption risks and mitigation measures

Codes of conduct

Specific guidelines for policy “overrides”

Strengthening HR policies and practices

Leadership and organizational values

Improving accountability – particularly to recipient communities
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Obstacles to Addressing Corruption
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“Systems are fine, but at the end of the day, it is all about being vigilant”

Vs.

“Donors expect us to deliver quality programming, together with management and coordination systems for a fee of 6 to 7% of the project budget”  It is impossible.  

It is clear that the agencies with the biggest unrestricted budgets have more resources for monitoring than smaller agencies, or those that live on donor contracts.  MAJOR Constraint



“Why should I risk my job or my safety when everyone else seems to tolerate [corruption]?”  In some circumstances, people are risking their lives



Few examples found of downwards accountability: HAP complaints mechanism, and lack of incentives – many people told us their donor doesn’t want to hear about corruption (unless it is really blatant and could cause a scandal).  Forthcoming study finds that ineffective mechanisms are perceived as worse than none at all.



Whose problem is it? Corruption outsourcing, or just “beyond the reach” of agencies.  Perhaps insulates the agency (which is often the biggest concern) but doesn’t address the problem. 

Corruption Risks and Means of Addressing Them





Lots of practices – a few of the salient ones:



Whistle blower mechanisms

Preparedness procedures that include analysis 

	of corruption risks and mitigation measures

Codes of conduct

Specific guidelines for policy “overrides”

Strengthening HR policies and practices

Leadership and organizational values

Improving accountability – particularly to recipient communities
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Agencies should increase their efforts:
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Recommendations



Agencies should increase their efforts:

Focus on program quality – preventing corruption is a sub-set

Take a broad focus (beyond fraudulent financial practices)

HR 

SEA 

Assessment and registration

Better analysis of risks – and better preparedness for dealing with them

Combination of policies, procedures, and interpretation of them

Improve ability to monitor

New and innovative strategies

Drama groups

Verifying that systems work

Safe and anonymous complaints or “whistle blower” mechanisms

Downwards accountability mechanisms

External peer group reviews
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These have all been raised



Research team was not in full agreement about the extent to which we addressed these questions, or what the evidence really suggested

Discussion: Issues Arising from the Analysis of Corruption Risks



“Gate-keepers” and mechanisms that control access and information, divert aid … and may be armed.

Extent to which speed and flexibility in humanitarian response to acute emergency is compatible with good systems to manage corruption risk

Everyone agrees they are both laudable goals

Little agreement on compatibility – particularly in acute crisis (protracted emergencies or rehabilitation/early recovery is different)

Partnership and “outsourcing”

Leadership, organizational values 

“trusting but monitoring”

“zero tolerance”

Is the humanitarian community “behind” in the fight against corruption?
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