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SECTION I: Introduction
Midway through its first comprehensive Medium 
Term Strategy (MTS), the United Nations Relief 
Works Agency for Palestine Refugees in the Near 
East (UNRWA; the Agency) is in position to evaluate 
how the MTS was developed and implemented and 
what lessons can be drawn for the development of 
the next MTS, due to be developed from January 
2013. Given this, the MTS evaluation (the Evaluation) 
was conducted at an opportune time for UNRWA. 

The current MTS was developed in 2008 and covers 
the period 2010 – 2015. The MTS was the first time 
that the Agency had attempted to incorporate 
diverse strategic thinking and planning into a 
single document while aligning it with UN results-
based management standards (RBM) and the 
Millennium Development Goals (MDGs). It was 
developed during the implementation of a range 
of management, programmatic and other reforms 
that have substantively changed the way the 
Agency operates. It was also developed prior to the 
international financial crisis that is now increasing 
additional financial pressure on the Agency. 

Within this context, the Evaluation’s findings serve 
to highlight best practices and what can be adapted 
going forward: addressing what is not working 
and supporting the success of activities that are 
delivering results. Moreover, as agreed in the 
Inception Phase, UNRWA and its stakeholders want 
to use this Evaluation to facilitate the development 
of a new MTS. 

The Evaluation was undertaken between 10 October 
and 20 December 2012, including an inception phase 
where the objectives and evaluation questions 
were discussed and agreed upon, a field phase 
where 192 interviews were conducted with UNRWA 
staff, donors, hosts and direct beneficiaries in each 
of the five UNRWA field offices and headquarters.1  
This resulted in more than 2,013 unique qualitative 
data points being collected and analysed along 
with a full documentation review and a quantitative 
survey that was used as a control for other data 
sources. (Please see “Methodology” below.) 

This Report is based on the analysis of this diverse 
data, noting specific findings and then drawing on 
these for conclusions and recommendations that 

1  Given security constraints, interviews with staff and others from 
the Syria and Lebanon field offices were conducted via teleconference. 

can be used going forward. As with all evaluations, 
it seeks to be constructively critical, making 
transparent, evidence-based observations. Where 
initiatives, ideas, strategies and planning techniques 
have not worked, the Report states this and suggests 
what can be done to improve these; where the MTS 
has done well, the Report responds appropriately.

This introductory section provides an overview of 
context and particular issues related to strategic 
planning within UNRWA’s context, before briefly 
summarising a best practices approach to strategic 
planning and development.

1.1. Rapidly and unpredictably changing environment 
= unique strategy planning environment

UNRWA is a relatively unique organisation, in that 
it provides direct services, like a governmental 
authority, but through voluntary contributions 
(rather than through taxation or other more stable/
progressive revenue streams). It operates in a 
dramatic and regularly changing context; often 
operating in an environment of conflict and crisis. 
The operating environment is subsequently not 
stable, and each UNRWA field office faces unique 
challenges particular to its own situation.

Whilst strategic development best practices dictate 
that strategy is used to address imperatives and needs 
as related to a guiding mandate, with an overall long-
term, horizon led-strategy guiding all managerial and 
operational actions and decisions, UNRWA’s context 
makes any strategic development difficult. The Agency 
regularly faces issues that require an immediate, 
urgent response. This implies that whilst the Agency 
must be guided by a longer-term strategy, it must also 
be able to be reactive in certain instances, relying on 
the experience and talent of its staff to make decisions 
and take actions to address the immediate needs of 
the people they serve. 

The issues the Agency regularly faces are also so unique, 
spontaneous, and unpredictable that one cannot 
assume that a MTS would be able to provide guidance 
and instruction for everything that may emerge. 

To complicate matters further, UNRWA must 
respond and react, while engaging and informing 
a range of stakeholders, most importantly the 
beneficiaries themselves, and the hosts and donors. 
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1.2. What type of strategy does UNRWA need?

This complicated and complex context may lead 
some to decide that it is not practical to develop a 
MTS that is consistent with common standards and 
best practices. Some may conclude that given the 
uncertainty, unpredictability, and constant need 
for rapid and informed responses to management 
and operational issues, a less-detailed, higher-level 
strategy is the best fit. However, the Evaluation team 
argues that it is precisely this context combined with 
the complex needs of Palestine refugees, as well as 
the growing financial constraints, that demand a 
level of strategy and execution perhaps unheralded 
across the UN system and amongst other large 
public sector organisations. UNRWA needs to deploy 
the best strategic thinking, approaches and tools 
toward developing a strategy that ensures UNRWA 
is leveraging resources and talent toward the best 
possible services for Palestine refugees.  Anything else 
will lead to inefficiencies, duplications, a lack of shared 
knowledge and practice, and may contribute to the 
frustration of stakeholders who want to help but that 
do not have a clear way to be informed and engaged. 

This Evaluation therefore provides confirmation 
that UNRWA should not only improve upon this 
first MTS, as described throughout this Report, but 
also meet and exceed best practices for strategic 
development in the development of the next MTS 
and the Agency’s work going forward. 

1.3. Relationship between UNRWA Mandate, MTS & 
Implementation Plans

UNRWA’s mandate is described in the Commissioner 
General’s report:

The purpose of UNRWA is to contribute to the human 
development of Palestine refugees in the Gaza Strip, 
the West Bank, Jordan, Lebanon and the Syrian Arab 

Republic until a just solution is found to the refugee 
issue. It does this by providing basic services and 
other support within the framework of international 
human rights law and other relevant standards. 2

Appropriately, this describes the broad scope 
of UNRWA’s work and is supported by other UN 
Resolutions and precedents.3 The MTS flows from 
this mandate and outlines the objectives, activities, 
indicators, among other elements, for the period 
2010 - 2015. (Please see “Assessment of Current MTS 
Elements” in the Annexes.) 

The next level of strategic development and 
planning rests with two-year implementation plans 
(Headquarter Implementation Plan [HIP] and Field 
Implementation Plans [FIPs]). This is where the MTS’ 
strategic objectives are translated into actions with 
measurable results and, in some cases, sub-indictors 
that are related to the MTS’ global indicators. 

The two-year HIP/FIPs then inform annual 
operational plans. In best cases, these are then 
linked with individual performance plans and a 
performance management system that evaluates 
how individual contributions can be linked all the 
way back to the MTS. 

As the UNRWA graphic from the period of the MTS’s 
inception illustrates, there are both clear linkages 
between each of these strategic planning levels and 
a fluidity that allows for adaptations and changes.4 

As described above, UNRWA requires exceptional 
adaptations and reactions. 

However, these should always be within the context 
of its strategic planning documents and have clear 
links to the MTS. This is perhaps best illustrated 
by UNRWA’s current MTS. The graphic to the right 
shows the relationship between the MTS and the 
HIP/FIPs and two-year programme budgets.5 

Finally, any and all 

        2  Report of the   
         Commissioner-General of the United 
          Nations Relief and  Works Agency 
          for Palestine Refugees in the Near 
          East, 1  January-31 December 2005.  
           General Assembly Official Records; 
        Sixty-first Session, Supplement No. 
        13 (A/61/13). Please refer to 
        Section 6.5 for a description of the 
        Mandate and how it incorporated 
        human development goals. 
        3  For the foundation 
         resolution, see: “302 (IV). 
        Assistance to Palestine Refugees,” 
        UN General Assembly. A/RES/302  
        (IV); 8 December 1949. 
        4  “Developing the 2010- 
        2015 MTS: The Process,” UNRWA 
        PCSU. Damascus Host Authority 
        Meeting, October 2008.
        5  “UNRWA Medium Term 
        Strategy 2010 – 2015,” UNRWA. p 60. 
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programme reforms, project documents, change 
management initiatives, or other strategic planning 
documents or actions should be derived from and fully 
aligned with this broader strategic infrastructure. 

1.4. Best Practices in Strategic Development

Given this, the Evaluation focuses on best practices and 
approaches that can be used by UNRWA to facilitate the 
Agency’s work toward effective and impactful strategic 
development. Best practices and leading research 
indicate that there are common ways that “strategy” 
complements, interlinks and informs decision-making 
and activities.  In fact, 
the literature is rife 
with examples of 
“best strategy” and 
how strategies are 
formulated.6 

A common theme 
throughout this 
literature and as 
relevant to large, 
complex international 
public sector 
organisations such 
as UNRWA, is that 

6  The literature on stra-
tegy is vast. There is a limited bib-
liography in the Annexes. 

“strategy” is a process that gives shape 
and focus for operational activities. In 
this sense, “strategy” can be thought 
of as the process and tool for guiding 
operations.

As illustrated in the diagram above, 
this includes the process used to 
develop the strategy and how the 
strategy is used as a tool to drive 
key operational activities. These best 
practices, i.e. strategy being driven by 
mandate and activities being driven 
by strategy, are also appropriate for 
UNRWA given that its mandate is set 
and will not change. The Evaluation 
has considered these in turn and 
advises that best practices for both 
development and implementation 
should be the model for any future 
strategic development. 

1.5. Strategic Framework = 
Informed & Effective Action

As demonstrated throughout this 
Evaluation, staff are dedicated to 

UNRWA’s mandate and to doing the best work possible. 
Senior staff interviewed in this Evaluation, by and large, 
declared a desire for an MTS that can guide and inform 
their work just as best practices dictate. The MTS and the 
other documents that make up the strategic framework 
should be the primary tools for enabling staff to do 
their best work, for the Management Committee to 
ensure that the Agency is on track, and to leverage and 
use the good will, experience, insights and resources of 
its stakeholders. Anything less fails the Agency and the 
Palestine refugees it serves.



 9

SECTION 2: Summary & recommendation
2.1. Summary
As noted in the Introduction, the context and the 
issues that UNRWA faces, and will face in the future, 
demand an effective strategy and accompanying 
strategic framework that can guide all operational 
issues, resource management, decision making, and 
other management issues. This is also necessary to 
ensure that resources are leveraged to best meet 
the Agency’s mandate. 

The current MTS has proven successful in:
•	 incorporating disparate strategic thinking 

amongst various stakeholders into a single 
document; 

•	 basing the MTS on common results-based 
management standards and thus linking the 
MTS to a strategic architecture, even if the 
MTS can be given greater prominence going 
forward; 

•	 including strategic objectives and indicators, 
although these may be strengthened going 
forward;

•	 strengthening a rights-based approach to 
addressing the needs of Palestine refugees;

•	 further facilitating the way UNRWA engages 
with all external stakeholders. 

These successes and others noted throughout the 
Evaluation provide the foundation and momentum 
for future strategic development. Nearly everyone 
interviewed for this Evaluation concurred that the 
Agency needs a strategy that addresses critical issues 
and that can be used to guide decision making and 
action.  This unanimity is evidence in itself of the 
current MTS success in that it is recognised as the 
primary tool for informed strategic planning and 
delivery focused on results. 

Success can also breed pointed criticisms. While 
most respondents recognise the MTS’s importance 
they also claimed that the next MTS should be 
significantly improved. The Evaluation concurs 
with this and bases this conclusion not only on 
respondents’ views but on best practices in strategic 
development. 

To achieve its full potential the next MTS should:
•	 include strategic objectives that are specific, 

measurable, achievable, realistic and time-based;
•	 be informed by, rather than based on 

human/sustainable development goals; 7

7  This Report references the MDGs and the forthcoming UN 
sustainable development goals that that will build upon the MDGs and 
converge with the post 2015 development agenda. See, “Realising the Future 

•	 include indicators that adequately 
demonstrate progress toward strategic 
objectives and include tools and approaches 
for data collection and evaluation;

•	 include standard processes for formal 
consultation amongst stakeholders; 

•	 include operational guidelines to enable 
staff to use the MTS as a management tool;

•	 emphasise horizontal linkages and 
cooperation between headquarters, field 
offices, programmes, and services;

•	 ensure cross-cutting themes are integral to 
programme and field strategies;    

•	 include a comprehensive internal 
communication strategy to accompany the 
development, launch and implementation 
of the next MTS. 

Given these needs and the conclusions described 
throughout this Report, this Evaluation includes 
12 recommendations–immediately below. These 
may be supplemented with the assessment of the 
current MTS elements, as included in the Annexes. 

2.2.  Recommendations 

This Evaluation has focused on developing practical 
recommendations for moving forward. This is 
primarily focused on the next MTS cycle due to 
commence in January 2013. 

All of the Recommendations are considered “critical” 
for going forward and for the next MTS cycle. 
They provide an integrated approach to strategic 
development for the Agency. 

The Recommendations are organised according 
to adaptations for, development of, and the 
implementation of the next MTS. The numbers 
refer to the number of each recommendation as it 
appears in the main body of the report.

Adaptations for next MTS

Recommendation 1: While maintaining a focus 
on the forthcoming post-2015 sustainable 
development goals, the next MTS should include 
strategic objectives that are based on realistic 
scenarios and the most pressing issues facing the 
Agency, including demographic growth, continued 
financial constraints, the conflicts and their issues 
We Want for All: Report to the Secretary General,” UN System Task Team on 
the Post-2015 Development Agenda, UN, June 2012. At the same time, this 
Report emphasises that in future, the MTS should be informed by these 
and other international standards rather than being based on them. See 
Recommendation 11. 
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impacting the region, the issues noted in Gaza 
2012 and other similar forecasts, amongst others. 
Strategic objectives should address these issues 
and their assumptions and unknowns, including 
donor income and population growth projections. 
This implies a diligent costing of the next MTS that is 
based on needs and a realistic appraisal of ongoing 
and future contributions. Strategic objectives, 
targets and indicators should address these critical 
issues and how sustainable core services for 
Palestine refugees will be maintained.

Recommendation 3: Rather than using human 
development goals as the basis for strategic 
objectives (as per the current MTS), human 
development goals, and more particularly the 
forthcoming post-2015 sustainable development 
goals, should be principles that guide all aspects of 
UNRWA’s work, informing the strategy rather than 
dictating it. This can be done by setting out strategic 
objectives, and then referencing the human 
development context that they are designed to 
address, rather than turning human development 
indicators into goals.

Recommendation 4: The next MTS should indicate 
core competencies (what has been proven to 
work), and levels of services that have proven to 
be effective and that have made demonstrable 
contributions to existing strategic objectives. 
Specific core competencies and how these will be 
leveraged toward ongoing and new challenges 
should be detailed. This should be supported by 
a review of other core competencies in UNRWA’s 
programme areas. This is included in the suggested 
process for the next MTS, included in the Annexes 
and associated with the “Design School” of strategic 
development. 

Recommendation 11: As noted in Recommendation 
3, the post-2015 sustainable development goals 
and principles should be clearly referenced in the 
next MTS. Linkages should be clearly articulated, 
and how staff’s work supports these specified. 
The communication strategy referenced in 
Recommendation 2 should inform staff about 
these goals and principles. To provide high-level 
and visible guidance, the Agency may wish to have 
a follow-up to the 2004 Geneva Conference that 
addresses the post-2015 sustainable development 
goals and how they may inform UNRWA’s current 
context.

Developing the next MTS

Recommendation 2: Include a participatory 

consultation plan and communication strategy as 
part of the formal development process for the next 
MTS. The consultation plan should identify which 
parties will be consulted, especially with regard to 
beneficiaries, hosts, and donors, what the purpose 
of each consultation will be, how input may or 
may not be used, specific follow up and timelines 
for response, and other features that will ensure 
that the best and most appropriate people are 
consulted and that their perspectives and expertise 
are leveraged. Each consultation should include 
clear purpose, process, and expected outcomes/
outputs. In this context, large exploratory “town 
hall” formats are likely ineffective. All consultations 
should include sufficient record and documentation 
except when agreed upon in advance by all parties. 
The communication strategy should be designed 
to inform and engage staff across the organisation 
and broader stakeholders including beneficiaries, 
hosts and donors.8 

Recommendation 5: Develop a standing committee 
drawn from Microfinance that can advise and suggest 
approaches for specific strategic approaches that 
could prove vital for the next MTS.  This standing 
committee will have no direct authority, but may be 
used instead as an informed counsel for technical 
approaches and tools that can be used for planning, 
forecasting, risk assessment, and other matters 
where Microfinance has a proven competence. In 
this way, it is an opportunity to share knowledge 
and best practices across programme areas as well 
as an opportunity to strengthen internal strategic 
tools and approaches. This Evaluation includes this 
in the “Proposed Process and Considerations for the 
next MTS” included in the Annexes.

Recommendation 10: Strengthen risk analytics 
as a primary source for scenario planning and 
forecasting. For instance, each strategic objective 
should include a risk profile and “levels of 
performance” indicators given certain risks and 
contingencies. This would likely require the services 
of an expert third-party that could be involved in 
analyzing the strategic objectives and context in 
which UNRWA operates. While this would require a 
significant investment, this would likely be returned 
in more effective implementation and provide a 
coherent, process based approach to all crises and 
risks. As noted, there are exceptional best practices 
8  The Evaluation team recognizes that an internal communication 
strategy has been recommended by several previous Evaluations and so we 
do not wish to re-iterate this here. However, communication remains an issue 
and we hope that this Evaluation further highlights the need for a strategic 
approach to communication. See, “Evaluation of UNRWA’s Organisational 
Development (OD),” Dorian LaGuardia & Willem Van den Toorn. Transtec, 
October 2011.
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and proven practices in risk management that 
can facilitate work in UNRWA’s complex context. 
This is included in Recommendation 11 and in the 
“Proposed Process and Considerations for the next 
MTS” included in the Annexes.

Recommendation 12: Utilise an externally 
facilitated, formal strategic development process 
that includes standard strategic development 
approaches and tools supported by multiple and 
focused consultations with internal and external 
stakeholders. As based on the process put forward 
to the November 2012 Advisory Commission, a 
suggested process is included in the Annexes, 
“Proposed Process and Considerations for next 
MTS”. 

Implementing the next MTS 

Recommendation 6: The MTS should be the primary 
guide for all Implementation Plans, future programme 
reforms, change management initiatives, and any 
other strategic action. Programme reforms should 
include SMART objectives and indicators that are 
aligned with the MTS with any deviations explained. 
(See Recommendation 1). 

Recommendation 7: The next MTS should have 
objectives and indicators that will facilitate 
appropriate monitoring and evaluation of all 
aspects of UNRWA’s operations.  A comprehensive 
evaluation of actual progress toward the MTS’s 
strategic objectives that demonstrate successes and 

failures in quantifiable terms should be a prominent 
feature of the next MTS cycle. These evaluations 
could be conducted biannually, corresponding with 
each HIP/FIP cycle. This should allow the Agency to 
identify core competencies. These should in turn 
provide a basis for any adaption in the HIP/FIPs and 
provide a solid evidentiary foundation for future 
strategic development. 

Recommendation 8: Ensure uniformity in sections 
and level of detail between different Field Offices’ 
FIPs, especially with regard to situation assessments 
and risk management. Include a formal comparative 
review between Field Offices (FOs) where the 
Directors of UNRWA Operations (DUOs) meet to 
review and comment upon each Field’s FIP to 
share knowledge, spot emerging trends, to ensure 
uniformity in detail and level of analysis, and to 
strengthen the FIPs as planning/management tools 
for their respective fields. 

Recommendation 9: Develop specific strategies for 
emergency situations in addition to the risk analytics 
in Recommendation 10 to include protocols for how 
to adjust objectives, indicators and other reporting 
mechanisms to the emergency context. In essence, 
no strategic objective or indicator should change 
but should be adjusted given the context and 
feasibility of collecting relevant data. This should 
be in addition to adequate risk assessment and 
management sections for each FIP. 
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SECTION 3: Methodology

The data in this Report has been organised according 
to the agreed upon results-based evaluation criteria 
and subsequent Evaluation Matrix. This includes an 
evaluation of the Programme’s relevance, effectiveness, 
impact, and sustainability. Efficiency stands as a 
separate Evaluation level that was analyzed solely 
through comparative evidence and best practices.

Relevance: In the case of strategic development, 
relevance is concerned with whether or not an 
organisation actually needs a strategy. In most 
cases this would be true and it is certainly the 
case with UNRWA. A comprehensive strategy that 
can guide management and decision making is 
highly relevant. At the same time, this should not 
be confused with effectiveness and/or impact. A 
strategy may be highly relevant and not be effective 
nor have sufficient impact.

Effectiveness: Effectiveness concerns how, in this 
case, the strategy was developed and implemented. 
Was the development based on common 
approaches and tools, did it include best practices 
with regard to consultation and stakeholder ‘buy-in’, 
did it adequately reflect the issues and needs of the 
organisation, etc? In effect, it concerns whether the 
strategy was implemented in a way that ensured 
that managers understood its value as a core 
management tool and were able to use it to guide 
all operational decisions. 

Efficiency: Efficiency concerns cost effectiveness 
and return on investment. The most common 
question associated with this evaluation level is, 
“Could the same have been achieved cheaper or 
faster with the same results?”  In the case of strategic 
development, this tends to be a minor issue 
although the process is reviewed to ensure that it 
abides with common standards and approaches. 

Impact: Arguably, impact is the most important 
evaluation level as it concerns the actual value 
associated with the activity. In the case of the MTS, 
the primary question is, “Did the MTS better enable 
UNRWA to serve Palestine refugees?” Impact goes 
further, as in this evaluation, to evaluate what 

contributed to or constrained this and what other 
impact the activity may have.  

Sustainability: Sustainability concerns whether 
the activity can and should be maintained going 
forward and what adaptations or changes should 
be made to maintain and/or improve the activity’s 
relevance, effectiveness, efficiency and impact. In 
many cases, sustainability is focused on the practical 
recommendations that can be implemented to 
achieve these ends. 

The main body of the report below is organised 
according to these Evaluation Levels and the Evaluation 
Questions determined during the Inception Phase. 

To address each level and its corresponding questions 
(See the “Evaluation Matrix” in the Annexes), the 
Evaluation uses a combination of qualitative data 
analysis, documentary due diligence, a quantitative 
survey, comparative analysis, and complementary 
technical expertise to analyse the relevance, 
effectiveness, efficiency, impact and sustainability of 
the MTS. This is based on standard RBM approaches. 

This RBM approach provides a methodology that 
is both comprehensive and adheres to emerging 
standards within the UN. In the “Programme for 
Reform”, presented by the UN Secretary General to the 
UN General Assembly in 1997, it is proposed that the 
UN “place greater emphasis on results in its planning, 
budgeting and reporting and that the General 
Assembly moves the budget of the United Nations 
from input accounting to accountability for results… 
shifting the focus of planning, budgeting, reporting 
and oversight from how things are done to what is 
accomplished.”9 Since then, the notion of results and 
RBM became a central aspect within the UN system and 
a global trend among international organisations. This 
Evaluation, and especially the approach to qualitative 
data, uses standards that have been developed by 
the Organisation for Economic Cooperation and 
Development (OECD) and World Bank (WB).10 

The “Data & Analysis Report,” as included in a separate Annex, 
thereby acts as the basis for analyzing and systematizing data 
collected in order to provide the basic tools for this Evaluation. 
This qualitative and quantitative data was included with other 

9  “Implementation of Results Based Management in the United 
Nations Organisations, Series on Managing for Results in the UN System,” Joint 
Inspection Unit, 2004. (JIU/REP/2004/6)
10  This methodology was developed by the OECD and pioneered 
by the WB. See “Sourcebook for Evaluating Global and Regional Partnership 
Programmes: Indicative Principles and Standards,” Independent Evaluation 
Group. World Bank, 2007; and the OECD/DAC Network on Development 
Evaluation, www.oecd.org/DAC/evaluation.
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Evaluation criteria to establish the Programme’s overall value 
and related conclusions and recommendations.

3.1. Scope

The primary scope for the Evaluation is from 2008 
(the year in which the MTS was conceived), to the 
present day (December 2012) and toward the next 
MTS cycle due to commence in January 2013. 

Each of these represents distinct periods for 
evaluation. The 2008 context in which the MTS was 
developed was characterized by the comprehensive 
organisational reforms being conducted at the time, 
the more favourable global economic conditions, and 
prior to the changes across the region of UNRWA’s 
operations. The period from 2010 to the present is 
witness to those dramatic global financial and regional 
changes as well as to the post-organisational reform 
period that is typified by the institutionalization and 
strengthening of facets that have proven to support 
broader objectives and results. 

Each of these phases is considered carefully in the 
Evaluation’s analysis of qualitative and quantitative 
data, especially given that the data collected for this 
Evaluation is influenced by the current context rather 
than being a wholly accurate portrayal of what has 
occurred in the past.  In fact, the analysis recognises 
that these typical temporal biases may be amplified 
by the substantive changes in the financial and 
political contexts in which UNRWA operates. 

In addition to the phases above, the Evaluation 
focuses also on distinct areas of UNRWA’s operations: 
•	 Fields of Operation: HQ, Gaza, Jordan, Lebanon, 

Syria, West Bank;
•	 Sectors and Services: Health, Education, 

Infrastructure & Camp Improvement, 
Microfinance, and Relief and Social Services;

•	 Internal Services: Executive Office, HRD, Administrative 
Support Department, Finance Department, External 
Relations and Communications Department, 
Department of Legal Affairs, and the Department of 
Internal Oversight Services;

•	 Finance and Budgeting Conditions;
•	 Dynamics between external stakeholders who 

play a pivotal role in the MTS.

3.2. Staff/Stakeholder Interviews

The Field Phase was designed to collect qualitative 
data from key cohorts including staff (Chiefs 
and higher across UNRWA), donors, hosts and 
representative samples of refugees. 

The Field Mission conducted 116 interviews with 
the target respondents and an additional 64 
interviews with other staff. The Evaluation included 
also formal interviews with 10 donors and 2 hosts. 
This constitutes 192 interviews in total. 

3.3. Qualitative Data Collection & Analysis

Each interview included standard questions for each 
of the evaluation levels and the Evaluation Team 
collected summary data and quotations from these 
interviews. These were then collected and analysed 
to establish evidentiary trends. This ensures that 
no one person’s perspectives dominate and that all 
respondent’s responses are taken prima facie. 

The Evaluation 
collected 2,013 
qualitative data 
points from these 
192 interviews 
across the four 
evaluation levels 
used during the 
interviews: Relevance (402); Effectiveness (457); Impact 
(613); and Sustainability (541). This also represents an 
average of 10.5 qualitative data points per interview. 

All data and analysis is included in a separate report, the 
“Data & Analysis Report.” However, given the sensitive 
nature of the comments and to preserve respondent 
anonymity, this Evaluation’s Steering Committee 
agreed that this would be kept confidential.

3.4. Participant Survey

A quantitative survey was provided to most 
respondents. This was used to provide a “control” 
baseline from which to analyze related qualitative 
and documentary evidence. In other words, if results 
from the quantitative survey were significantly 
different from qualitative and documentary evidence, 
then further investigations were made. The survey’s 
results are included in the “Data & Analysis Report.”

3.5. Data Triangulation

Given this approach and attention to both 
qualitative and quantitative data, our analysis 
enables us to triangulate data to determine precise 
evidentiary trends. Triangulation is important for 
verifying key data indicators and for establishing 
contradictions and gaps. This Evaluation spotted 
demonstrable trends and these provided the basis 
for our conclusions and recommendations. 

We also brought a host of experience in strategy, 
management, human development, engineering, 
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public sector development and other subjects but 
we recognised 
that successful 
evaluations must 
be data driven 
rather than left to 
the perceptions of 
a third party. Thus, 
our technical 
expertise is 
focused on best 
practices and 
leading research 

as well as impact evaluation and assessment. 

3.6. Using Qualitative Data Graphs

Qualitative analysis graphs demonstrate trends by 
categorizing responses according to a set scale and 
organising them according to specific Evaluation 
Questions and cohorts. Qualitative data is inherently 
difficult to analyse but can provide strong evidence 
for trends in current perceptions. 11 

Each Qualitative Analysis Graph includes colour 
coded and numbered boxes for each piece of 
qualitative data. Thus, if there were 35 responses, as 
in the example below, there will be 35 corresponding 
11  For a review of evidence based evaluations and the use of 
qualitative data, see “Evidence-based Evaluation of Development Cooperation: 
Possible? Feasible? Desirable?,” Kim Forss and Sara Bandstein. Network of 
Networks on Impact Evaluation (NONIE), World Bank, January 2008.

boxes, with box “1” corresponding to statement “1,” 
box “2” to statement “2,” etc. It is expected that each 
question has a different number of responses—
appropriate qualitative data analysis generates 
different numbers of responses for each subject.  
All qualitative data and graphs are available in the 
“Data & Analysis Report.”

Each respondent statement has been evaluated 
according to the following scale:

       Positive; achieved expected results       

          Neutral; Mixed results                 

          Negative; did not achieve expected results

Each qualitative data point includes identifiers as to 
stakeholder (beneficiary, host, donor, staff or other), 
office (HQ, GFO, JFO, LFO, SFO, WBFO), whether 
a respondent is from programmes or services, 
whether a respondent is an area or internal staff 
and by the respondent’s gender. Every attempt has 
been made to preserve respondents’ anonymity 
although confidentiality cannot be assured. 

No attempt was made to distinguish further 
demographic data for these. The Evaluation 
assumed that each participant’s views should be 
respected prima facia. Some deigned to provide 
information or to share their perspectives on certain 
subjects. 

EXAMPLE:
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Findings & Conclusions
quantitative survey, comparative analysis, and 
complementary technical expertise to analyse the 
relevance, effectiveness, efficiency, impact and 
sustainability of the MTS. This is based on standard 
RBM approaches. (Please see “Methodology”.) 

Sections 5 – 9 are organised according to the 
evaluation levels (relevance, effectiveness, impact, 
sustainability, & efficiency) and the evaluation 
questions determined during the Inception Phase. 

The Evaluation uses a combination of qualitative 
data analysis, documentary due diligence, a 

SECTION 4: Relevance
The MTS is a bit like a hidden jewel that 
has the potential to guide a great deal 
of what the Agency does. At the time 
of inception, it articulated UNRWA’s 
mandate in universal, international 
language common to international 
development and human rights. It was 
based on a framework that included 
strategic objectives, indicators, 
drivers of success, etc. In structure, 
it is aligned with the Headquarter 
Implementation Plans and Field 
Implementation Plans and these are 
aligned with annual operational plans. 
Thus, it was relevant for the Agency as 
a whole and as a development that 
has the potential to provide for corporate planning 
and delivery. Given this, the MTS was at its inception 
and remains highly relevant to how the Agency serves 
Palestine refugees. 

4.1. How relevant is the MTS to how UNRWA serves 
Palestine refugees?

The MTS is relevant to how UNRWA serves Palestine 
refugees. It articulates the mandate in four 
human development goals and sets out strategic 
objectives for each. It includes priority services, 
key cross-cutting themes, programme and field 
strategies, and describes several drivers of success 
and then provides an overall strategic framework 
that includes drivers and notes for each strategic 
objective. In total, this provides a framework for 
what the Agency does to achieve its mandate. 

This strategic framework conforms with standards 
across the UN system and in other large public 
sector organisations. For instance, the medium term 
plans/strategies of the African Development Bank , 
CARE International, the IAEA, The Republic of South 
Africa, UNEP, UNESCO, WFP, and WHO all have similar 

structures that start with broad strategic objectives. Of 
the organisations this Evaluation surveyed, only UNDP 
had a different format and structure.12

This is further confirmed through evidence collected 
and analyzed as part of this Evaluation. A majority 
of respondents found the MTS relevant to how the 
Agency serves Palestine refugees as the graph to the 
right demonstrates (positive and neutral comments 
combined). 182 respondents viewed the MTS’s 
relevance positively.

This was the highest percentage of positive 
comments across all Evaluation levels. This was 
confirmed in the quantitative survey and other 
elements used in this Evaluation. 

At the same time, such a corporate strategy would 
be relevant to nearly any organisation. Strategies 
provide the basis for how and when to allocate 
resources and as the basis for evaluating results, 
amongst other issues. So, while the MTS is clearly 
relevant its actual effectiveness as a management 
12  UNDP’s Strategic Plan 2008 - 2001 has a developed “managing for 
results” section that includes an accountability framework, risk management, 
and resource planning that are useful references for effective strategies. 
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tool is a separate issue and addressed in the relevant 
section below. 

4.2. To what extent does the MTS provide a way 
forward for the challenges faced by UNRWA, such 
as the shortage of funding, funding structure, 
demographic issues, complex political environment, 
and the growing needs of Palestine refugees?

The MTS was developed during a period of 
management reform, prior to changes across the 
region, and prior to the international economic 
crisis, amongst other significant changes impacting 
UNRWA’s operations. In addition, the MTS was based 
on global human development goals instead of a 
pragmatic approach to the issues and constraints 
that impact how the Agency serves Palestine 
refugees. In this regard, the MTS does not provide 
a way forward for such specific, context-driven 
challenges. 

It was never intended to serve this purpose. It wasn’t 
designed to guide decision making and operations, 
as described throughout this Evaluation. Instead, it 
was designed as a new way to address the needs of 
Palestine refugees and to better align the Agency 
with international cooperation and development 
and, in particular the MDGs and related human 
development goals.  

The MTS’s basis on human development goals can 
be traced to the Geneva Conference, 7 – 8 June 
2004 that posed the issue of Palestine refugees as 
a human development issue.13  The forward states:

As a blueprint for programmes and field operations 
from 2010 through 2015, the MTS underscores 
UNRWA’s fundamental commitment to meeting 
the human development aspirations of refugees, 
with particular emphasis on the most vulnerable.14

The MTS assumes development as its underlining 
principle and then formulates strategic objectives 
based on these goals. While the MTS mentions 
“issues facing the Palestine refugees,” specific field 
contexts, the nascent economic crisis, and “changes 
in the refugee population,” these are not addressed 
in depth nor, more importantly, are they linked to 
the “goals and direction,” “key themes” “programme 
strategies” or other aspects of the MTS.  

The Geneva Conference also serves as a foundation for 
the management reforms that included the actual 
development of the MTS. The Conference formulated 
several management issues that may have further 
influenced the MTS and related implementation plans:

13  “Meeting the Humanitarian Needs of the Palestine Refugees in the 
New East,” The Geneva Conference Report. 7 – 8 June 2004. 
14  “UNRWA Medium Term Strategy 2010 – 2015,” UNRWA. Page 5. 

•	 Improve needs analysis through collection 
and updating and sharing of relevant data 
regarding refugees’ needs;

•	 Improve planning in order to increase 
capacity for rapid response;

•	 Enhance efforts aimed at widening the donor 
base, mobilizing funding contributions from 
new sources, including in the private sector;

•	 Develop within UNRWA a stronger 
operational coordinating capacity such as 
through the setting up of a coordination 
unit;

•	 Strengthen UNRWA’s partnerships with its 
stakeholders, by building on or adapting 
existing management structures, and by 
pursuing with partners a joint reflection on 
the optimizing coordination structures;

•	 Develop a more dynamic communication 
strategy.15

There is sufficient documentary and qualitative 
evidence to demonstrate how the Geneva 
Conference and these management issues serve as a 
form of genesis for the MTS.16 

Given this, the MTS was developed as a means of 
emphasizing the humanitarian needs of Palestine 
refugees and as a way to “improve planning” as noted 
in number 2 above. The MTS was not developed as a 
means of addressing critical issues that the Agency 
may have been facing in 2004, 2010 or even today. 

4.3. To what extent are the targets, indicators, and 
proposed initiatives in the implementation plans 
relevant to the strategic framework of the MTS? 

The MTS provides a strategic framework for all 
programmes and services and for the planning and 
management of its operations. It includes four (4) 
main Goals and fifteen (15) Strategic Objectives.17  

The strategic objectives include targets and 
available baseline data are provided. In this sense, 
the targets, indicators and proposed initiatives are 
relevant and aligned with the MTS.

One of the functions of the MTS is to govern and 
guide the two-year implementation plans (HIPs/
FIPs) and annual work plans. A standard practice 
has been adopted in that implementation plans are 
designed according to the format as laid out in the 
MTS framework.  (See Question 6.7 below.)
15  “Meeting the Humanitarian Needs of the Palestine Refugees in the 
New East,” The Geneva Conference Report. 7 – 8 June 2004. Chapter 4, Pg. 18.
16  “Evaluation of UNRWA’s Organisational Development (OD),” Dorian 
LaGuardia & Willem Van den Toorn. Transtec, October 2011.
17  The Deputy Commissioner General informed the Evaluation 
team that a decision was made in 2011 to add Goal 5 and two (2) Strategic 
Objectives to the framework. Those additional elements are incorporated into 
the HIPs and FIPs.  
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In terms of relevance, the overall response shows 
a positive trend (46 %; see the table below). This 
supports this Evaluation’s conclusions that the MTS 
is relevant as a guiding and governing instrument.

With regard to targets, MTS does not provide 
specific guidance on field level targets. This is 
instead developed in the implementation plans. The 
implementation plans also demonstrate quantitative 
outputs. However, they face typical constraints in 
adequately defining qualitative outputs especially 
with regard to Goal 4 and some of the cross-cutting 
issues such as protection and gender equality. 

There is a progressive trend in translating strategic 
objectives in clearly defined operations going from 
one planning cycle (2010-2011) to the next (2012-
2013).  Each implementation cycle includes the 
same strategic objectives and builds on previous 
progress and constraints. 

When it comes to indicators, the MTS provides base 
indicators for each strategic objective although 
these vary in their capacity to be adequately 
measured. These indicators are developed to 
varying degrees in the implementation plans. 

On the point of proposed initiatives, Field Offices 
(FO) use the MTS as the framework for categorising 
and planning. This is captured by each FO’s 
implementation plan.  The programme goals serve 
region-specific actions responding to specific needs 
as identified and assessed at the field level.  

While thus offering overall programme direction, 
field and other operational staff expressed the 
need for more detailed targets and indicators, 
more specific baseline data, as well as operational 

guidelines and manuals to help them in the 
implementation process. Qualitative evidence 
repeatedly suggests that respondents found 
the MTS sufficiently vague to allow for any 
activity. As the data in the “Data & Analysis 
Report” demonstrates, less than 5% of the 
180 staff interviewed said that they regularly 
referred to the MTS and of these very few were 
senior managers who would be expected to 
make regular reference to the MTS.18  When 
asked about this, most senior managers said 
that the strategic objectives were too vague 
or broad and that the indicators needed 
additional work to make them operational.

4.4. How does the MTS address certain 
assumptions and/or unknowns that are relevant 
to how UNRWA serves Palestine refugees?

As noted in Question 5.2 above, the MTS is based 
on “meeting the human development aspirations 

of refugees.” It does not include specific forecasting, risk 
assessment, options-planning mechanisms or other 
strategy tools designed for addressing assumptions 
and unknowns.19 Therefore, it does not address 
assumptions and/or unknowns in any substance.

While the MTS does express “considerable concern” 
for the economic climate (MTS, Para. 13) and notes 
the needs for “planning scenarios and assumptions” 
(MTS, Paras. 16 – 22), especially as they regard 
“political and economic contexts” (MTS, Para. 17) and 
to donor contributions remaining “static” (MTS, Para 
22), these are not addressed in the rest of the MTS. 

This was by design. The MTS elevated humanitarian 
and development needs of Palestine refugees; it 
wasn’t designed to provide a strategy for how to 
address assumptions and/or unknowns or other 
critical issues that could impact how the Agency 
serves Palestine refugees. This begs the question of 
whether the MTS could and/or should address the 
assumptions and unknowns that impact the Agency. 

The political, economic, social, and cultural 
complexities that impact the Agency cannot be 
overstated. The changing needs and context for the 
Palestine refugees is complex and different in each 
field of operation and can change dramatically over 
a short period of time. As noted elsewhere, it is 
unlikely that any corporate strategy would be able 
18  The Steering Committee agreed to keep this Report confidential 
given the sensitive nature of some responses and to ensure respondent 
anonymity.  See “Methodology” above.
19  These and other related strategy tools have their roots in game 
theory and, more recently, complex adaptive systems. For an overview of how 
game theory has been adapted for organisational strategy, see “The Right 
Game: Use Game Theory to Shape Strategy,” Adam M. Brandenburger and 
Barry J. Nalebuff. Harvard Business Review, July – August 1995. 
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to adequately address this change and complexity. 
Yet, the MTS could be much better at assessing these 
risks and the complex socio-political context. There 
are numerous tools available for risk assessment, 
scenario planning, forecasting, etc.20 The Agency 
could have drawn on these in the development 
of the MTS and thereby ensured that the strategic 
objectives were based on a relative understanding 
of “best” and “worst” case scenarios or other risk 
factors that could impact the Agency. 

This Evaluation discovered that no such tools were 
used. This lack of risk/contingency analysis may 
have contributed to strategic objectives that over 
61 respondents in this Evaluation stated were not 
sufficiently SMART (Specific, measurable, achievable, 
realistic, and time based).21  This is further supported 
by a review of strategic objectives from other public 
sector organisations.22 While most do not include 
specific sections on risk/contingency analysis, 
their objectives are largely SMART and provide a 
prioritized framework for what each organisation 
will do to achieve its mandate/mission. 

Given this comparative analysis, UNRWA 
respondents stress on SMART objectives, and the 
critical issues facing the Agency, UNRWA should 
ensure that its strategic objectives are based on 
a reasonable analysis of the context in which 
UNRWA operates rather than solely on universal 
development goals. 

Recommendation 1: While maintaining a focus 
on the forthcoming post-2015 sustainable 
development goals, the next MTS should include 
strategic objectives that are based on realistic 
scenarios and the most pressing issues facing the 
Agency, including demographic growth, continued 
financial constraints, the conflicts and their issues 
impacting the region, the issues noted in Gaza 
2012 and other similar forecasts, amongst others. 
Strategic objectives should address these issues 
and their assumptions and unknowns, including 
donor income and population growth projections. 
This implies a diligent costing of the next MTS that is 
based on needs and a realistic appraisal of ongoing 
and future contributions. Strategic objectives, 
targets and indicators should address these critical 
20  The field of strategic planning is vast. There is a limited 
bibliography on these and related issues in the Annexes. 
21  This is included in the “Data & Analysis Report,” Medium Term 
Strategy Mid-Term Evaluation, “Sustainability,” page 138. As noted, the 
Steering Committee agreed to keep this Report confidential given the 
sensitive nature of some responses and to ensure respondent anonymity.  See 
“Methodology” above. 
22  This Evaluation included the review of the most recent Medium 
Term Strategies from the African Development Bank, CARE International, 
IAEA, UNDP, UNEP, The Republic of South Africa, WFP, and WHO. See the 
Bibliography in the Annexes.  

issues and how sustainable core services for 
Palestine refugees will be maintained.

4.5. What is the relevance of external funding structures 
to the MTS?

External funding structures are relevant to the 
MTS in at least two ways: aligning funding cycles 
to those of major donors and in how the general 
fund, emergency appeals, and project funding are 
positioned to support the MTS’s strategic objectives. 

On the first point, representatives from UNRWA’s 
liaison offices indicate that the six-year term for 
the MTS is reasonable in that it is aligned with the 
funding and budgeting cycles of major donors. 
Some donors interviewed for this Evaluation stated 
that while they could manage a four-year term the 
six-year term is more appropriate. A comparative 
analysis of other medium-term strategies shows 
that most are either four- or six-year plans.23 While 
there may be operational imperatives that would 
dictate that the MTS be condensed to a four-year 
plan, external funding structures do not necessitate 
such a change. 

On the second point, the MTS does state a need 
to “bridge the funding gaps in the General Fund, 
Emergency and Projects budget, through more 
predictable, sufficient and sustainable funding 
flows.” (MTS, Para. 169) It has worked toward this in 
the development and strengthening of UNRWA’s 
External Relations & Communications Department 
(ERCD) and Arab Partner’s Unit. This is further 
demonstrated in the ERCD’s “Resource Mobilisation 
Strategy for UNRWA 2012- 2015” that includes a 
breakdown of these that includes predictability, 
intervention type, source, challenges, and risks, 
amongst other factors for each funding structure. 
24 This same document details the trends across 
each funding type and across donor contributions, 
amongst other relevant data. 

At the same time, this Evaluation demonstrates 
that there are instances where project funding and/
or emergency appeals are used in ways that are 
not aligned with the MTS. For instance, the Gaza 
Emergency Programme is being integrated into 
Relief and Social Services (RSS) and this merger 
necessitates the evaluation of case loads and direct 
services that were provided under the Emergency 
Programme but that would be changed and/or 
reduced under RSS. Other examples exist across 
23  African Development Bank (5 years), CARE International (6 years), 
IAEA (6 years), UNDP (4 years), UNEP (4 years), The Republic of South Africa (6 
years), WFP (6 years), and WHO (6 years). 
24  “A Resource Mobilization Strategy for UNRWA 2012 – 2015,” ERCD 
UNRWA, October 2011. 
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UNRWA’s field of operations.25 

“Donor driven” projects are not uncommon across 
the UN system or in other organisations that 
depend on voluntary contributions.26 UNRWA 
would seem particularly susceptible to this because 
of the exceptional needs of Palestine refugees and 
the constrained voluntary contributions that make 
up UNRWA’s funding. Project funding fills a gap. At 
the same time, the MTS’s focus on broad human 
development goals also allows for nearly any type 
of project. It allows this form of “donor driven” 
projects to flourish rather than to try to focus project 
funding on established and agreed upon gaps and 
to ensure that UNRWA has the core competencies 
and auxiliary resources to support any and all such 
projects.

This gap between how emergency and project 
funding is used and what the MTS dictates is an 
indication of a broader issue determined in this 
Evaluation: that the operational realities on the 
ground dictate what UNRWA does more than 
the MTS.  Of course, emergency situations are 
exceptionally challenging and relatively unique. 
Thus, one would not expect a strategy to effectively 
dictate how and when emergency funding would 
be used. Instead, an effective strategy would provide 
clear protocols for how and when emergency 
funding can be used, how to inform and engage 
all relevant stakeholders, and to ensure that, while 
the ultimate decision making authority rests with 
the Agency, that all parties are engaged so that not 
only their knowledge and expertise is effectively 
and efficiently used to address the emergency but 
also so that they can rapidly explain the issues and 
needs to their constituencies.   

If the MTS was the primary governing document for 

25  This is described in the “Data & Analysis Report.” The Steering 
Committee agreed to keep this Report confidential given the sensitive nature 
of some responses and to ensure respondent anonymity.  See “Methodology” 
above.
26  See, The Future of Development Financing: Challenges, Scenarios, 
and Strategic Choices, Francisco Sagasti, Keith Bezanson and Fernando Prada. 
Institute of Development Studies, University of Sussex, January 2005. This 
includes a review of  reforms to align funding structures with accountability 
and results in the UN system, e.g. UNDAF, CCA, et. al. 

what the Agency did and did not do there would 
be guidance about how and when emergency and 
project funding would be used and there would be 
documented cases of how and when UNRWA has 
refused contributions because they are not aligned 
with its strategy. This Evaluation has not discovered 
any such instances.  

4.6. How relevant is the MTS to external stakeholders 
(refugees, hosts, donors, and others) as a means 
of understanding, supporting and governing the 
Agency’s operations?

As described in the answers above, the MTS is relevant 
to internal and external stakeholders. It provides a 
framework for guiding internal operations and for 
discussing what the Agency does with external 
stakeholders. While its effectiveness is discussed in 
the next section, its relevance is unassailable. 

This includes its relevance to each stakeholder 
group mentioned above. It should be relevant 
to how each group understands and works with 
UNRWA to deliver its mandate and to solve the 
complicated issues and crises that unfortunately 
plague the Agency. It should not only be a 
framework for articulating strategic objectives but 
a model for discussing what the Agency does, what 
decisions it should make, how and when to allocate 
resources, and all other operational matters. Good 
strategy becomes the “blueprint” for how things get 
done. This is why such considerable research and 
literature is devoted to strategy. 27  

Respondents in this Evaluation recognise this 
relevance, as confirmed in the graph above in 
Question 5.1 and by the quantitative survey at the 
bottom of the page. 

27  The literature is vast and various. For one interesting treatise 
on the convergence of strategy and operations, see: Strategic Management 
and Organisational Dynamics: The Challenge of Complexity, Ralph D. Stacey. 
Pearson, 6th Edition 2011. 
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SECTION 5: Effectiveness
The overall effectiveness of how the MTS was 
developed was acceptable given the context in 
which it was developed and the focus on a strategic 
planning framework. Evidence indicates that this 
aspect of the process was not fully iterative, e.g. 
ideally complete the strategy first and then complete 
the HIP/FIPs (rather than the other way around). 
(See Question 6.4 below.) However, the result was 
largely the same, e.g. a corporate framework in the 
MTS to which the HIP/FIPs are aligned in the end. 

The process was fairly consultative and it brought 
many streams of knowledge, best practices, and 
perspectives on UNRWA’s mandate into a single 
document. The consultation included donors and 
hosts although those interviewed express a real 
desire to have a much better consultation process 
going forward.

The implementation of the MTS, as a management 
tool, was less effective. It was not actively 
promoted as a clear and articulated framework for 
implementation plans nor as the primary internal 
governance mechanism for decision making. Best 
practices and leading research would dictate that 
the MTS should be the starting and end point for all 
operational decisions. 

The MTS was developed as part of broad 
management reforms and organisational 
development initiatives (OD). This may have diluted 
effectiveness. For instance, the SPARE paradigm 
(Strategy, Policy, Accountability, Results and budget 
Envelopes) used for OD is more classically strategic 
in that it describes how the Agency works to deliver 
the Mandate while the MTS, in reading, stands more 
as a structured vision of what the Agency should do 
to serve Palestine refugees. Given that there were 
competing strategic approaches at the time, the 
MTS may not have been sufficiently recognised as a 
primary tool for management and decision making. 
This is confirmed in interviews with donors and 
hosts involved in the process who confirm this lack 
of recognition of how the MTS could be used. 28

The MTS does not include sufficiently specific and 
measurable goals, targets and indicators to inform 
operations effectively. As best practises would 
dictate, any strategic or operational goal should be 

28  This is included in the “Data & Analysis Report.” The Steering 
Committee agreed to keep this Report confidential given the sensitive nature 
of some responses and to ensure respondent anonymity.  See “Methodology” 
above.

specific, measurable, achievable, realistic and time 
based. As demonstrated by qualitative evidence, 
most senior staff feel that the MTS is sufficiently 
vague to allow them to do just about anything. (See 
Question 6.3.) 

Nor does the MTS serve as a document that could 
be used to establish a common understanding 
of how UNRWA serves Palestine refugees. Given 
that the MTS is visionary, mission-driven with the 
humanitarian needs of Palestine refugees foremost, 
best practices would dictate that it be used to 
align behaviours and attitudes with a common 
vision of how the Agency achieves its mandate. A 
communication strategy that would have explained 
and promoted these aspects of the MTS is both a 
missed opportunity and one that could have been 
integral to its effectiveness.  

5.1 To what extent is the MTS an effective tool for 
guiding strategic discussions?

The MTS has great potential for being a tool that 
guides strategic discussions, however evidence 
presented in this Section suggests that this potential 
has not been fully achieved to date.  

The MTS sets out goals and strategic objectives and 
includes cross-cutting issues and key themes as well 
as primary drivers of success. Services are organised 
and presented in terms of core (highest priority) 
and non-core (priority level two, varying from field 
to field): distinguishing between services that meet 
the needs of the highly vulnerable on the one hand 
and services that provide a clear and measurable 
contributions to the human development of 
Palestine refugees on the other.  This basic format 
of goals, strategic objectives, cross-cutting themes, 
priorities and other features is common to many 
comparable medium term plans. 29 As such, the MTS 
provides an effective strategic framework. 

However, the use of human development goals 
as the basis for this strategic framework does not 
sufficiently focus the strategic objectives so that a 
clear distinction can be made between what the 
Agency should and shouldn’t do or what constitutes 
core or non-core services. (See Question 5.2 above.) 

While there are clear benefits to aligning the 

29  This Evaluation included the review of the most recent Medium 
Term Strategies from the African Development Bank, CARE International, 
IAEA, UNDP, UNEP, The Republic of South Africa, WFP, and WHO. See the 
Bibliography in the Annexes.  
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Agency’s services with human development goals 
and the rights of Palestine refugees, this also limits 
its primary strategic document from adequately 
serving as the basis for strategic analysis and 
decision making. It simply stands as too much of an 
aspiration to guide the hard choices and strategic 

decisions that must be regularly made across the 
Agency.  

This is confirmed by the quantitative and qualitative 
evidence. 

This shows an overall average of 2.29. This is relatively 
high in comparison to other quantitative scores and 
reflects both the MTS’ structure, how the FIPS/HIPs 
are in line with the MTS, and its potential to guide 
strategic discussions. In fact no cohort average for 
this question falls below 2.00.

At the same time, qualitative evidence shows 
a divergence from this trend. As the graph 
below illustrates, there is a greater proportion 
of respondents across the Field Offices and HQ 
who had neutral or negative views on the MTS’s 
effectiveness.

When analysed more closely, this evidence illustrates 
that a majority of respondents found that the MTS 
and FIPs/HIPs were referred to rarely when making 
strategic decisions. This is illustrated further by the 
quantitative survey regarding consultation where 
the average ranking across cohorts was 1.87. (See 
Question 6.3 below.)

When comparing this with qualitative evidence, 
it becomes clear that many respondents were not 
only not consulted as part of the MTS inception and 
development but have never been consulted about 

how they may use the MTS’s valid and expansive 
strategic framework to guide decision making and 
discussions.

5.2. What are the key requirements of a MTS, which can 
effectively support UNRWA’s programmes in delivering 
services to Palestine refugees?

There are three aspects that should be considered 
in determining how the MTS can effectively support 
UNRWA’s programme delivery. First, is its overall 
format and structure sufficient? Second, is its content 
sufficiently specific enough to guide programme 
delivery? Third, is the MTS sufficiently positioned 
and governed to ensure that managers and broader 
staff use the MTS and its related implementation 
plans to drive programme delivery? 

Put another way, the MTS should: 
•	 Be based on the combined realities of 

UNRWA’s mandate, a prioritisation of needs 
and operations as jointly agreed by all 
stakeholders, and a costing of operations 
and services against estimated levels of 
income;

•	 In addition to the WHAT (defining the 
Agency’s goals and objectives), there needs 
to be a strong emphasis on the HOW to 
actually deliver these services, e.g. as based 
on quality standards and in ways that abide 
to the human development goals and rights 
articulated in the current MTS.

•	 The what and how needs to be conditioned 
by rigorous risk analysis, forecasting and 
other management tools that may inform 
how best to respond to regional occurrences 
and crises as well as fluctuating stakeholder 
needs and commitments. 
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5.3. Are UNRWA’s Sectors’ and Services’ activities 
(Health, Education, Infrastructure & Camp 
Improvement, Microfinance, and Relief and Social 
Services) aligned with the MTS at this point? Are 
current activities a direct consequence of the MTS?

Evidence suggests that UNRWA’s Sectors’ and 

Services’ activities are largely aligned with the MTS 
at this point. (See Section 7: Impact below and 
Question 7.1 particularly.) 

This is confirmed by the quantitative survey 
conducted as part of this Evaluation:

The MTS establishes a “strategy as aspiration” 
that puts the humanitarian needs of the Palestine 
refugees at the forefront of the strategy. (See 
Questions 5.2 & 5.4 under Relevance” above.) A 
review of Goals 1 – 4 in the MTS and Goal 5 included 
in the HIPs/FIPs later are sufficiently broad to 
encompass all of UNRWA’s activities. 

This shows that most respondents did not see a 
distinct discrepancy between UNRWA’s activities 
and the MTS.30 This is further confirmed by a 
majority of respondents who said that: yes, their 
activities were aligned with the HIP and FIPs, and by 
extension the MTS. 

One representative response was from a senior 
manager in one of the Field Offices who admitted to 
reading the MTS for the first time in preparation for 
the Evaluation and who then stated: I was pleased 
to see that everything we are doing is covered by 
the MTS.31

5.4. Did the MTS inception/development include 
sufficient consultations with stakeholders to 
strengthen the strategy overall while increasing a 
common understanding of the Agency’s strategic 
direction, amongst other issues?

While the MTS inception/development did include 
consultation with stakeholders, evidence is mixed 

30  The quantitative survey purposefully used a 1 – 3 scale to limit the 
variance in response and to provide a tool for determining distinct positions, 
e.g. either “1. not at all” or “3. completely”. Given this and other factors, the 
Evaluation only considered variances of more than +3.0 and -2.0 from the 
mean (2.0) as significant.  
31  Several field staff made similar comments, as included elsewhere 
in the report. This and related quotes are included in the “Data & Analysis 
Report.” The Steering Committee agreed to keep this Report confidential given 
the sensitive nature of some responses and to ensure respondent anonymity.  
See “Methodology” above.

as to whether this was sufficient. 

In the inception phase, the MTS was the subject of 
consultations with the main stakeholder groups 
(refugees, hosts, donors and UNRWA management). 
However, as no clear consultation protocol had 
been defined or followed, the involvement of the 
parties in the formulation was neither consistent 
nor documented.  

This was due partly to the focus on the development 
of Field Implementation Plans in the first instance 
that would then be rolled into a broader MTS. 
As a Programme Coordination and Support Unit 
(PCSU) presentation from 2008 illustrates, this was 
by design. (See graphic below) In fact, the FIPs and 
MTS were developed in parallel, e.g. within the 
same time frame, although as relatively separate 
developments.  

While best practices would dictate that strategic 
development be the other way around, UNRWA’s 
approach conformed with the SPARE paradigm and 
other reforms that sought to give more authority to 
Fields.

As a consequence, the consultation process focused 
on internal functions, mainly the Management 
Committee, the Front Office, Programmes and the 
Fields. Some of these did consult with broader 
cohorts, including donors and hosts, but this was 
secondary to giving these primary internal functions 
authority to develop the first round of FIPs. 

Given this, there was no concrete focus on a 
consultation plan or how and when various 
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stakeholders and cohorts could be engaged to 
ensure that their perspectives and expertise were 
leveraged toward an effective MTS. This is confirmed 
in the “Draft Action Plan for the development of the 
MTS 2010 – 2015” 32 that abides to the structure 
illustrated above but that does not include any 
inputs on how and when to consult different parties 
and how their inputs might have been used. 

This is confirmed further with current perceptions 
of the consultation process as illustrated in the 
quantitative survey results. (See the table in Section 
6.3 above.) This demonstrates significant discontent 
with the consultation process overall with the 
lowest average ranking occurring amongst hosts 
and donors (1.57). 

Of course, the consultation process could have 
been more formalised and documented but it 
was, like other aspects of the MTS, a product of its 
time and context and as such focused on the FIPs 
and on other management reforms. The MTS de 
facto became a “capstone” document rather than a 
driving element for strategic planning, budgeting 
and decision making. It is certainly recognised as 
such now and thus various cohorts expect much 
greater consultation going forward. 

Recommendation 2: Include a participatory 
consultation plan and communication strategy as 
part of the formal development process for the next 
MTS. The consultation plan should identify which 
parties will be consulted, especially with regard to 
beneficiaries, hosts, and donors, what the purpose 
of each consultation will be, how input may or 
may not be used, specific follow up and timelines 
for response, and other features that will ensure 
that the best and most appropriate people are 
consulted and that their perspectives and expertise 
are leveraged. Each consultation should include 
clear purpose, process, and expected outcomes/
outputs. In this context, large exploratory “town 
hall” formats are likely ineffective. All consultations 
should include sufficient record and documentation 
32  “Draft Action Plan for the Development of the MTS 2010 – 2015,” 
UNRWA, 2007. 

except when agreed 
upon in advance 
by all parties. The 
c o m m u n i c a t i o n 
strategy should 
be designed to 
inform and engage 
staff across the 
organisation. 33 

5.5. How did the context at the time of the MTS’ 
conception/development contribute to its effectiveness?

There were three distinct dynamics influencing the 
MTS at the time of its inception and development. 
First, was the shift toward the human development 
of Palestine refugees and thus toward the human 
development goals encapsulated in the MTS. 
Second, was the drive to reform management 
practices to bring the Agency in line with 
international and UN standards and practices, like 
RBM. Third, were the hostilities in Lebanon, the West 
Bank and Gaza that were putting particular strains 
on operations in those fields at the time.

The shift toward a human development approach 
had the most significant and direct effect on the 
MTS. This shift can be traced back to the 2004 
Geneva Conference and to Commissioner General 
Karen Abu Zayd’s tenure.  These and other factors, 
including the MDGs established in 2000, lent to an 
increased focus on development and rights across 
the UN system. 

This shift is embodied in the way the Agency 
is defined in its Annual Reports to the General 
Assembly. As illustrated in “Comparison of 
UNRWA Annual Reports” in the Annexes, there is a 
fundamental shift in UNRWA’s stated purpose as 
follows: 

The purpose of UNRWA is to contribute to the human 
development of Palestine refugees in the Gaza Strip, 
the West Bank, Jordan, Lebanon and the Syrian Arab 
Republic until a just solution is found to the refugee issue. 
It does this by providing basic services and other support 
within the framework of international human rights 
law and other relevant standards. . . UNRWA is an 
advocate of — and seeks to safeguard — the rights of 
Palestine refugees and acts as a witness and a protecting 
presence in areas of humanitarian crisis and conflict. 34

33  The Evaluation team recognizes that an internal communication 
strategy has been recommended by several previous Evaluations and so we  
do not wish to re-iterate his here. However, it remains an issue and we hope 
that this Evaluation further highlights this need. See, “Evaluation of UNRWA’s 
Organisational Development (OD),” Dorian LaGuardia & Willem Van den Toorn. 
Transtec, October 2011.
34  Report of the Commissioner-General of the United Nations Relief 
and Works Agency for Palestine Refugees in the Near East, 1 January-31 
December 2005. General Assembly Official Records; Sixty-first Session, 
Supplement No. 13 (A/61/13).
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Previous Annual Reports surveyed for this Evaluation 
do not mention “human development” and “rights” 
but instead focus on the direct services that UNRWA 
provides. In fact, this shift was only confirmed by 
the UN General Assembly in 2008.35

The MTS was also one of many initiatives included 
in the OD reforms implemented between 2006 
and 2010. Prior to this, UNRWA had developed 
into a management anomaly by UN standards. This 
was described in a United Kingdom Department 
for International Development (DfID) sponsored 
review:

Because it was established directly by the UN General 
Assembly, UNRWA does not have to implement the various 
Directives on Management /best practice emanating from 
New York (even though it is kept regularly informed, and 
adopts many of them). The result has been that over the 
years UNRWA’s management style and practices have 
evolved differently from that of the other members of the 
UN ‘family’, to the extent that, as the reviewers discovered, 
New York cannot readily establish what are UNRWA’s 
Managerial policies and practices on specific issues. 36 

OD was designed to address this, amongst other 
issues. As stated in the same previously mentioned 
Commissioner General Annual Report, OD was 
meant to “cover critical areas of improvement, 
including programme cycle management, 
strategic planning, resource mobilization and 
public information . . . Together they constitute the 
spectrum of measures required to modernize and 
strengthen the management of UNRWA.” 37

However, OD also included its own strategic 
approach, mainly the SPARE Paradigm. This and 
other initiatives may have diluted the focus on 
the MTS and associated strategic implementation 
plans.  A fair sample of respondents involved in 
the MTS development said that “it seemed like just 
another initiative” and that the HIP/FIPs were more 
important.” 38  

In addition, the SPARE Paradigm and OD included a 
focus on decentralizing decision making and budget 
to field operations. Thus, even when there were 

35  Para 1: GA resolution 62/102 of 17 January 2008, §3: “Affirms the 
necessity for the continuation of the work of the United Nations Relief and 
Works Agency for Palestine Refugees in the Near East and the importance of 
its unimpeded operation and its provision of services for the well-being and 
human development of the Palestine refugees and for the stability of the 
region, pending the just resolution of the question of the Palestine refugees”. 
36  “UNRWA: A Review Commissioned by the Department for 
International Development (DfID)”, Geoffrey Haley & Robin Kealy. August 2005. 
P. 12.
37  Report of the Commissioner-General of the United Nations Relief 
and Works Agency for Palestine Refugees in the Near East, 1 January-31 
December 2005. General Assembly Official Records; Sixty-first Session, 
Supplement No. 13 (A/61/13).
38  All responses are included in the “Data & Analysis Report.” 
The Steering Committee agreed to keep this Report confidential given the 
sensitive nature of some responses and to ensure respondent anonymity.  See 
“Methodology” above.

attempts to develop SMART strategic objectives 
for the MTS, this was not done in favour of leaving 
such specificity to the fields.  For instance, “Strategic 
Priorities for the 2010 – 2015 Medium Term Strategy 
and 2010 – 2011 Field Implementation Plans” 
includes strategic priorities that have the potential 
for being SMART and operational. They include 
space for quantitative numbers for each of the MTS’s 
strategic objectives. Yet, these are fully removed in 
the final MTS draft. 

This was made explicit in the MTS Guidance Manual 
that states that one of the benefits of the MTS is to 
provide “a basis for institutionalizing the central role 
of Field Directors in developing Field specific plans 
and responses to their specific needs, through the 
use of consistent formats and content.” 39

Given this convergence of human development 
principles and management reform, UNRWA’s 
senior management, donors, and hosts may not 
have recognised the MTS as a primary driver for 
how UNRWA serves Palestine refugees. Its focus on 
human development and rights surely resonated 
with a broad audience of staff and stakeholders and 
so it was not effectively challenged as not having 
enough specificity or results focus to truly drive 
internal decision making and operations. In fact, 
while a large majority of respondents level this 
complaint about the MTS now, there is no similar 
evidence from the time of its inception. 40

Recommendation 3: Rather than using human 
development goals as the basis for strategic 
objectives (as per the current MTS), human 
development goals, and more particularly the 
forthcoming post-2015 sustainable development 
goals, should be principles that guide all aspects of 
UNRWA’s work, informing the strategy rather than 
dictating it. This can be done by setting out strategic 
objectives, and then referencing the human 
development context that they are designed to 
address, rather than turning human development 
indicators into goals.

5.6. To what extent is the MTS based on valid 
management data and information?

The MTS was developed during a time of 
comprehensive reform. Unfortunately, very little 
of this reform was based on valid management 
data and information. As a previous evaluation 
39  “UNRWA Medium Term Strategy Process: Guidance Manual,” 
UNRWA. June 2008. 
40  This is described in the “Data & Analysis Report.” The Steering 
Committee agreed to keep this Report confidential given the sensitive nature 
of some responses and to ensure respondent anonymity.  See “Methodology” 
above.
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demonstrates, there was virtually no cost/benefit 
analysis done on many of the reform initiatives 
nor were there sufficient mechanisms in place 
to establish precise needs across a spectrum of 
management and operational issues.41 

This is not meant to imply that the MTS was 
developed in a vacuum of management data and 
information.  The development of the MTS was 
based on needs’ assessments in each field that 
included the identification of priorities across goals 
and programmes and for cross cutting themes, 
geographic priorities, and issues and constraints 
associated with each stated goal, amongst other 
issues. In fact, it was this focus on needs and goals 
at the field level that influenced the development of 
field implementation plans prior to the development 
of the actual MTS. Best practices would dictate a 
more “top down” approach to strategic development 
but in the absence of systems for collecting and 
analyzing management information and data, this 
was a reasonable way to proceed. 

Even prior to this, the MTS’s inception can be found 
in the 2004 Geneva Conference and to evaluations 
from the time including those sponsored by the EC 
and DfID.42 It was also based on the experience and 
expertise of the UNRWA staff who worked to develop 
the MTS. These factors were supported by models 
for strategic development and medium term plans 
from across the UN system and elsewhere. 

Yet effective strategic development would 
demand more robust analytics. While no clear 
evidence demonstrates this, this lack of “real-time” 
management data may have contributed to the 
unevenness in many of the strategic objectives in 
terms of specificity and on a basis of what could 
actually be achieved. 

UNRWA now has an array of management 
information systems (MIS) with others due in the 
near future, including an upgrading of its Enterprise 
Resource Planning Software (ERP) system. This has 
resulted in much stronger data and information 
as exemplified in the 2011 “Results Review.”43 This 
includes a plethora of data and while the actual 
analysis of that data could be strengthened and 
focused, it does provide a basis for the next MTS 
cycle. As senior managers commented in this 

41  “Evaluation of UNRWA’s Organisational Development (OD),” Dorian 
LaGuardia & Willem Van den Toorn. Transtec, October 2011.
42  “2008 External Review of UNRWA’ Programmes Funded by the 
European Commission,” Arto Valjas. Italtrend, October 2008. And  “UNRWA: 
A Review Commissioned by the Department for International Development 
(DfID)”, Geoffrey Haley & Robin Kealy. August 2005. Page 12.
43  “Results Review: 1 January – 31 December 2011,” PCSU UNRWA, 
September 2012. 

Evaluation, these data and information is critical for 
completing the whole Results Based Management 
approach, ensuring are “feedback loops” in the 
process foe ah iterative step.

5.7. Are the HIP/FIPs and RBM approach appropriately 
aligned with the MTS?

Yes, this is a primary feature of the MTS. It 
substantively links the MTS to the HIPs/FIPs as 
extensions to the strategy itself. For additional 
evidence and analysis on this point, see Questions 
7.1 and 7.3 below. 

As this Evaluation demonstrates, respondents are 
largely aware of the FIPs/HIPs and increasingly 
recognise them as strategic tools rather than as 
simply corporate reporting mechanisms. A full 
RBM approach would include sufficient linkages 
to annual operation plans, individual performance 
appraisal, and include formal and comprehensive 
“feedback loops” that would indicate what worked 
and what didn’t. This full RBM approach is what 
can support a focus on results as well as to provide 
frameworks for internal and external governance. 44

A further analysis of the FIPs for the first two 
planning cycles shows that the MTS is explicitly 
mentioned as one of the documents providing 
strategic direction. In the same vein, it is fair to say 
that the Field priorities are drawn directly from the 
MTS.45 

This is further supported by qualitative and 
quantitative evidence. According to the Evaluation’s 
quantitative analysis under Effectiveness, the 
overall score on this point is 2.15 meaning that 
the alignment of UNRWA’s Sectors’ and Services’ 
activities with MTS is supported to a large extent. 
(See the table above under Question 6.3.)

5.8. What else contributes to or constrains the MTS’s 
effectiveness? 

A range of factors can be mentioned which have 
contributed to or constrained MTS’ effectiveness. 
These naturally include the strategic elements of 
the HIP/FIPs as extensions of the MTS. 

44  See, Results-Based Management Handbook, United Nations 
Development Group, March 2010. Page 5. See also the definition adopted 
by the UN in 2000: “RBM is a management approach focused on achieving 
results; a broad management strategy aimed at changing the way [agencies] 
operate, with improving performance (achieving results) as the central 
orientation”. 
45  See MTS Chapter 5. Achieving the Strategic Objectives: Field 
operations 
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Factors contributing to MTS effectiveness:
•	 Governing framework for operational 

planning and management.
•	 Streamlining and standardisation of 

reporting procedures and practices.
Factors constraining MTS effectiveness:

•	 Lack of consultation, participation, 
ownership and commitment, especially 
among all staff and beneficiaries. Lack of 
operational guidelines and tools for field 
staff to use the MTS as a management tool. 

•	 Lack of horizontal linkages and cooperation 
between FOs, sector staff & programmes.

•	 Lack of exchange of experience & best 
practice.

•	 Cross-cutting issues tend to be separate 
(stand-alone) rather than integral to 
programme and field strategies.    

•	 Lack of a communication strategy. 
While the context in which the MTS was developed 
contributed directly to its effectiveness, the current 
context demands a wholly different approach. This 
will require a formal, detailed, participatory and 
iterative development process that engages a range 
of stakeholders and cohorts at distinct intervals. 

Without being overly prescriptive, this includes 
direct engagement of beneficiary representatives, 
including popular committees, and a sample of other 
beneficiaries as possible. We recognise that this 
level of engagement presents distinct challenges. 
After all, the strategy is the Agency’s responsibility 
and the beneficiaries may be concerned primarily 
with the results. In addition, in the past the Agency 
has consulted with beneficiary communities in ways 
that may have increased expectations.46 In fact, 
the refugees interviewed as part of this Evaluation 
stated that they would welcome opportunities to 
work with 

46  See, “Evaluation of UNRWA’s Organisational Development (OD),” 
Dorian LaGuardia & Willem Van den Toorn. Transtec, October 2011.

the Agency to discuss issues but that the value of 
such consultation would only be demonstrated 
through increased and improved services levels.47 
At the same time, it is their strategy as many 
interviewed said. They should be involved and 
consulted. The challenge is to clarify who will be 
consulted, when, for what purpose, and what the 
outcome/outputs from any such consultation 
should be. Without being overly prescriptive on 
this point, we have indicated that a representative 
sample of beneficiaries be included in the working 
group involved in leading the process for the next 
MTS. (See, “Proposed Process and Considerations 
for next MTS” in the Annexes.)

Recommendation 4: The next MTS should indicate 
core competencies (what has been proven to 
work), and levels of services that have proven to 
be effective and that have made demonstrable 
contributions to existing strategic objectives. 
Specific core competencies and how these will be 
leveraged toward ongoing and new challenges 
should be detailed. This should be supported by 
a review of other core competencies in UNRWA’s 
programme areas. This is included in the suggested 
process for the next MTS, included in the Annexes 
and associated with the “Design School” of strategic 
development. 

It should also be noted that the current MTS, while 
setting out broad human development goals, 
does not include data and information about that 
UNRWA does well. This is a striking omission given 
the dominance of core competencies and strengths 
in most strategic development. 

47  This is described in the “Data & Analysis Report.” The Steering 
Committee agreed to keep this Report confidential given the sensitive nature 
of some responses and to ensure respondent anonymity.  See “Methodology” 
above.
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SECTION 6: Impact
Given the effectiveness issues above, the MTS’s 
impact could have been greater and should be 
greater going forward. It does serve as a capstone 
document for the HIP/FIPs and thus provides the 
overall framework for strategic planning. Yet, it does 
not answer how the Agency should address critical 
issues nor does it define programmes and services 
in ways that could effectively inform management 
decisions. 

The strategic objectives are largely overly ambitious 
and unrealistic given the Agency’s resources and 
core competencies and they lack enough specificity 
to properly inform programmes, services and fields 
about what they should and shouldn’t do. 

Effective strategy should establish core services and 
levels, define needs and ways to meet those needs, 
and define how best to leverage funding streams 
(GF, project, emergency, partnership) toward 
impact and project sustainability.  It should also 
be the primary vehicle for working with external 
stakeholders and partners to better leverage their 
experience and resources toward the Agency’s 
mandate.

Best practices and leading research demonstrate 
that strategy is as much about what an organisation 
should not do as to what it should do. A strategy 
should provide the basis for how an organisation can 
effectively leverage scant resources toward stated 
objectives. It shouldn’t set strategic objectives that 
cannot be reasonably achieved given resources and 
other constraints. Otherwise, it is simply a visionary 
document rather than an actual strategy, something 
that can guide and focus how an organisation works. 
As demonstrated throughout this Evaluation, the 
MTS is not used as a management tool and so its 
impact is minimal. The MTS does not provide a basis 
for prioritization, decision making, how and when 
various stakeholders are informed and engaged, 
how to evaluate risks and how to respond to 
emergencies. 

This is demonstrated by the progress or lack of 
progress that can be seen in each of UNRWA’s 
programme areas.48  As described below, there has 
been significant progress in education and health 
yet this is largely attributed, by those interviewed in 
this Evaluation and in relation to the documentary 

48  It should be noted that this Evaluation was not designed to 
evaluate whether programmes or services are ‘on track’ but rather to see if 
any progress or deficits can be attributed to the MTS. See “Inception Phase 
Report” for this Evaluation. 

evidence, to their separate reforms and to the 
Programme Directors and over leadership in each 
of these programmes. No evidence was discovered 
that could establish that the progress in health and 
education had much to do with the MTS. Conversely, 
Microfinance, partly because of the nature of its 
work and because of its leadership, has progressive 
strategic tools and approaches, again quite separate 
from the MTS. Relief and Social Services, however, 
has not shown similar progress. Here too, evidence 
suggests that this has to do with nascent reforms 
underway and changes in leadership. Again, no 
evidence was discovered that demonstrates that 
the issues in RSS could be attributed to the MTS. 

These issues should be addressed for the MTS to 
achieve its full potential. 

6.1. Does the MTS better align programme delivery 
with UNRWA’s mandate to serve Palestine refugees?

As described throughout Effectiveness above 
(Please see Question 6.3), the MTS and its auxiliary 
documents, especially the HIP/FIPs, provide a 
comprehensive strategic planning framework that, 
in combination, do align programme delivery with 
UNRWA’s mandate. 

However, this conclusion is reserved solely for 
issues related to planning and reporting. Evidence 
suggests that the MTS has had minimal impact 
on programme delivery overall. Qualitative 
evidence, especially interviews with senior staff 
in each programme area, demonstrates that they 
did not use the MTS to develop reforms or to 
make decisions. Some referenced the MTS, and 
structured their reforms according to the MTS, 
but, by their admission, this was largely done out 
of convenience rather than as a strict corporate 
abidance to the MTS.49 This is further confirmed 
by a review of documents related to these reforms 
and other activities at the programme level. (See 
“List of Documents reviewed” in the Annexes.). This 
may be due to a combination of a lack of specificity, 
adequately measurable and relevant definitions of 
needs and targets, as well as the lack of a broader 
communications and training approach to facilitate 
how staff use the MTS. 

As the tables below illustrate, most respondents felt that 
49  This is described in the “Data & Analysis Report.” The Steering 
Committee agreed to keep this Report confidential given the sensitive nature 
of some responses and to ensure respondent anonymity.  See “Methodology” 
above.
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the MTS has impact on how programmes are delivered. 
The only cohort where this is not the case is the donors. 

Upon close examination of related qualitative 
evidence, it becomes clear that respondents, by and 
large, refer to the entire strategic planning process, 

including HIP/FIPs, and that while they do see this 
as providing a reporting/planning framework they 
also say that it is the needs “on the ground” that 
dictate what is done and that the MTS would allow 
for just about any activity. 

This more refined analysis is clearly demonstrated 
by the qualitative evidence, as indicated in the table 
below. This shows a much stronger negative trend 
overall and amongst HQ, the SFO, and Hosts and 
Donors.   

Further analysis shows that, at Headquarters, 
programme chiefs and directors 
recognise the structural value of the 
MTS but bestow much more importance 
on their specific reforms, e.g. in health 
and education, as driving strategic 
planning, decisions, and actions. 

For the Gaza Field Office, respondents 
often expressed a recognition of the FIP 
as important but also stated repeatedly 
that it was the realities and immediate 
needs “on the ground” that dictated 
action. In a related example from the 
GFO, the Emergency Programme, while 
being integrated with Relief and Social 
Services (RSS), remains demonstrably 
separate from the MTS. Ideally, 
emergency programming would be 
addressed by an MTS to ensure strategic 
planning while adjusting for the critical 
needs faced during an emergency.  

This partially explains the negative 
trend in the Syria Field Office. Respondents there 
expressed significant frustration with the current 
MTS and FIP in that they did not know how to adjust 
these for the current crisis. This frustration may be 
particularly acute because, by all other evidence 
collected from the SFO, respondents there are 
positive about the MTS as a fundamental strategic 
tool. 

In the case of donors, respondents had more 

negative responses. This may be due to a view that 
the MTS is not satisfactory as a tool that informs and 
engages them in ways to leverage their expertise 
and perspectives toward how the Agency solves 
problems. In effect, they want to work in greater 
partnership with the Agency and not be “surprised” 
by decisions and actions.

Hosts’ responses, also dominantly negative, regard 
perceived and real changes in UNRWA’s services to 
Palestine refugees during the period of the MTS. 
The common point is that there has actually been 
a decrease in services despite the ambitious human 
development goals and strategic objectives. So, 
how has the MTS better enabled UNRWA to serve 
Palestine refugees? It is a critical and important 
question. There has been progress in some 
programme areas, as described below. However, 
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these are largely driven by separate reforms and 
the management and leadership of the staff 
involved. The successes (and the failures) in each 
of these programme areas cannot be directly 
attributed to the MTS. 

Health
In Health, there has been significant progress 
toward reforms that are in line with the MTS. 
This began in earnest after 2010 when reviews 
were conducted across Field Operations.50 This 
precipitated the development of the Family 
Health Team Approach, e-Health, Family and Child 
Protection in the West Bank Field Office (WBFO), 
referral systems for better access to services for 
victims of gender-based violence, Mental Health 
& Awareness interventions, and other initiatives 
that are aligned with MTS Goal 1: A Long and 
Healthy Life.

Qualitative evidence from staff working in health 
shows that a large majority of these respondents 
recognised these initiatives as being in line with 
the MTS. The Director of Health confirmed that it 
was also his intent to ensure that all reforms in 
this programme area are aligned with the MTS. 

However, evidence also suggests that these 
initiatives were not a direct consequence of the 
MTS despite being adequately aligned with the 
strategic objectives and other features. Instead, 
they were based more on the expressed needs of 
the beneficiaries and the communities themselves 
and by international standards and trends 
related to community-focused health care. This is 
confirmed in the qualitative evidence presented 
below and in a review of the documentation 
associated with health reforms and activities. 
For instance, respondents uniformly said that 
the Family Health Team Approach was based 
on discussion with beneficiaries themselves 
and as based on international health trends and 
standards related to patient centred care. 

The MTS 
is not 
mentioned 
substantively 

50  “From Health Reviews to Health Reform: The Way Forward for 
Reforming the UNRWA Health Programme,” UNRWA. June 2010. 

in the health-related strategic or planning documents 
reviewed as part of this Evaluation. Instead, these 
documents reference how similar initiatives and 
approaches have been developed in other contexts 
and regions. For instance, the UNRWA paper “Modern 
and Efficient UNRWA Health Services: Family Health 
Team Approach” references similar approaches 
implemented internationally. The same document 
includes a log frame analysis in its Annexes that 
includes the health reform’s objective, mainly to 
“Improve the health status of Palestine refugees”. 
51  While similar in nature, it is not the same as the 
MTS’s objective “Ensure universal access to quality, 
comprehensive health care.”

This and other qualitative evidence demonstrates 
that while there are indications of significant 
progress in health, these are not as a consequence 
of the MTS.  In other words, the MTS did not “align 
this programme delivery” but rather reforms in 

health were not in contradiction to the MTS.

Education
The Education Reform Strategy 2011-2015,52 
developed from August 2010 to March 2011, 
recognises that it must be aligned with and placed 
within UNRWA’s strategic framework and thus by 
the MTS. The Reform Strategy cites the MTS twice 
and aligns itself with the MTS.

The UNRWA Education Reform Strategy requires 
competent and confident leadership at school level 
to drive improvement and reach the Agency goal 
of providing high quality education for all pupils. 
Leading for the Future is a professional development 
programme designed for UNRWA Head Teachers 
and Principals. Another recent initiative is the School 
Based Teacher Development (SBTD): Transforming 
Classroom Practices programme. All of these are 
directly aligned with the broader Education reform 
and are based on international standards and 
approaches that are, in turn, aligned with the MTS. 

Respondents working in education expressed 

51  “Modern and Efficient UNRWA Health Services: Family Health 
Team Approach,” UNRWA, July 2011. 
52  “UNRWA Education Reform Strategy 2011 - 2015,” UNRWA. 
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that new trends in UNRWA’s education sector, like 
inclusive education and an integrated and cross-
sector approach, are positive and have enabled 
them to think and work more strategically. A 
majority of respondents were favourable about the 
reforms and about how the process has contributed 
to their capacity to work strategically. This is a clear 
success. 53  

Infrastructure & Camp Improvement
The Geneva Conference of 2004 concluded, 
after 50+ years of the existence of UNRWA, 
that improving housing and infrastructure 
in refugee camps would not compromise 
Palestine refugees’ rights of return. In response, 
UNRWA reviewed its approach to shelter, housing 
and infrastructure and established The Infrastructure 
and Camp Improvement Programme (ICIP) in 2009.54 
The ICIP aims at improving the living environment 
of the Palestine refugees inside and outside camps 
through new approaches like: importance of the 
built environment, urban planning, integrated 
interventions, community participation, fulfilment 
of human rights and protection, and sustainability 
of change. The German Government has 
contributed to three phases of strategic planning 
and implementation of pilot projects that will 
continue through 2012.

More than five years after its establishment, the ICIP 
has reached a crucial point in its development. With 
the BMZ project contributions that funded most of 
the ICIP processes running out at the end of 2012, 
the ICIP is looking into ways of better institutionalize 
itself as a Programme and as a means of sustaining 
camp improvement operations.

Currently the Agency is in process of commissioning 
an evaluation of the ICIP. The purpose of the 
Infrastructure and Camp Improvement Evaluation 
is to provide the required evidence for strategic 
decision making regarding the future direction 
of the ICIP through an objective and systematic 
assessment of the effectiveness, efficiency, impact, 
sustainability and relevance of the ICIP’s new 
approach to service delivery. The evaluation is 
proposed to provide an assessment of the added 
value of the new approach for UNRWA.

Not enough qualitative statements were made about 
ICIP’s impact to adequately analyse. 

53  These responses and their analysis is included in the “Data 
& Analysis Report.” The Steering Committee agreed to keep this Report 
confidential given the sensitive nature of some responses and to ensure 
respondent anonymity.  See “Methodology” above.
54  See, “Report of the Working Group to Review the Infrastructure 
and Camp Improvement Programme,” UNRWA. 11 December 2009. 

Microfinance
Microfinance has its own strategy and has developed 
a range of tools that enable it to be more strategic 
in planning and programming and aligned with the 
MTS goal of “A Decent Standard of Living.” 55

Microfinance products and services include 
Microenterprise Credits, loans for Small Scale 
Enterprises, a Solidarity Lending Group for groups of 

women entrepreneurs, Women’s Household Credit, 
a Consumer Loan Product, a Housing Loan Product, 
and Small and Medium Enterprise Business Training, 
as well as recent initiatives designed to ensure that 
the most vulnerable have access to these products 
and services.   These activities are not simply aligned 
with “A Decent Standard of Living” but with the 
cross cutting themes that are less diligently covered 
by other programmes. 

Microfinance has developed and/or implemented 
a number of financial management and modelling 
tools that allow it to evaluate market trends and 
other conditions that have direct relevance to 
the programme. This is facilitated by the financial 
nature of the work that lends itself to quantitative 
results yet also demonstrates a level of strategic 
proficiency that may be applied to other areas. 

While this Evaluation concludes that Microfinance’s 
work is not effectively guided by the MTS, as in 
other programme areas, it has a greater degree of 
strategic analysis and strategy guided management 
than other programme areas.  Microfinance has 
strategic tools and approaches that are used to 
guide its work. This should be a fertile resource 
for the Agency as it develops more pragmatic and 
practical tools for strategic development and action. 

Recommendation 5: Develop a standing committee 
drawn from Microfinance that can advise and suggest 
approaches for specific strategic approaches that 
could prove vital for the next MTS.  This standing 
committee will have no direct authority but can be 
used instead as an informed counsel for technical 
approaches and tools that can be used for planning, 
forecasting, risk assessment, and other matters 
where Microfinance has a proven competence. In 
this way, it is an opportunity to share knowledge 
and best practices across programme areas as well 
as an opportunity to strengthen internal strategic 
55  “Microfinance Annual Report 2011.”
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tools and approaches. This Evaluation includes this 
in the “Proposed Process and Considerations for the 
next MTS” included in the Annexes.

Relief and Social Services
Qualitative evidence suggests that people are less 
positive about progress in RSS and how the MTS 
may play a role in this. 

Evidence from this and other sources indicates that 
this is due to several intervening factors. 

First, there is some overlap between what 
emergency programmes and RSS does. This was 
noted in the GFO and is compounded there by the 
current integration of these two programme areas. 

Second, the MTS sets out strategic objectives that are 
not aligned with the Agency’s core competencies, 
resource or overall capacity.

Finally, RSS is simply not as advanced as other 
programme areas in assessing the programme and 
setting out a broad based reform. It has commissioned 
a review that uses “relief to development” as a 
premise and that emphasizes “social protection” 
over reductions in abject or absolute poverty.56 This 
review does make suitable reference to the MTS and 
describes conclusions in ways that conform to the 
MTS’s guiding human development goals. 

Given these factors, RSS can be viewed as a 
programme in transition.  The qualitative evidence 
suggests a certain level of discontentment but 
this is also common during transitions—change 
is often accompanied with increased frustration 
and discontentment.57 Given this, RSS and its 
reforms should be an area of particular focus for 
Management and others as the evidence available 
indicates issues that, if not addressed, may thwart 
the potential benefits of the reforms taking place. 

Recommendation 6: The MTS should be the primary 
guide for all Implementation Plans, future programme 
reforms, change management initiatives, and any 
other strategic action. Programme reforms should 
include SMART objectives and indicators that are 
aligned with the MTS with any deviations explained. 
(See Recommendation 1). 

56  “From Relief to Development: Transforming UNRWA’s RSSP into 
a Dynamic Social Protection Programme,” Social Development Direct/Delta 
Partnership, March 2010. 
57  Strategic Management and Organisational Dynamics: The 
Challenge of Complexity, Ralph D. Stacey. Pearson, 6th Edition 2011. 

6.2. To what extent is the MTS able to guide the 
biennium planning process? 

The MTS effectively governs and informs HIP/FIPs 
and broader RBM practices. (See Question 6.7 above.)  
Yet, so far it has not been used to its full potential.

When the FIPs for 2010-2011 were prepared, the MTS 
did not yet exist as a formal strategy document. Hence, 

it may– at best– 
have been referred 
to as a possible 
guideline/outline, 

rather than as a document providing strategic direction. 

Overall, MTS’ main goals, strategic objectives and 
indicators have been qualified as rather general 
and not very useful for operational planning and 
management. On this point, the programme 
strategy on human rights (Goal 4: Human rights 
enjoyed to the fullest) and the cross-cutting issues 
(Key Themes) have been explicitly mentioned.

This is developed further in Questions 7.3 & 7.4  
immediately below. 

6.3. To what extent does the MTS guide the 
implementation in UNRWA’s fields of operation?

The MTS does not effectively guide Field Implementation 
Plans (FIPs). FIPs are largely aligned with the MTS by 
being organised according to the 4 MTS Goals and 
strategic objectives, with the addition of Goal 5 in later 
FIPs. However, evidence indicates that it is the realities 
on the ground rather than the MTS that guides these 
implementation plans. (See Questions 6.3 and 7.1 
above amongst other areas where this conclusion and 
its corresponding evidence is demonstrated.)   

As the qualitative graph below demonstrates, 
most respondents felt that the MTS had little to no 
impact on their operations. Out of 613 responses, 
347 were ‘neutral’, 139 ‘negative’, and 127 ‘positive’. 
In analyzing the ‘neutral’ responses, it is clear that 
most stated that the MTS was not the primary driver 
for operational decisions and that the needs and 
conditions ‘on the ground’ were more critical.

In considering the FOs in combination with HQ, 
some variance to this overall trend emerges. The bar 
graph below shows the percentage of responses 
per each category and office. This shows that the 
GFO and WBFO had the highest number of “neutral” 
comments while the SFO tended to either view the 
MTS’s impact as “positive” or “neutral”. As noted in 
Question7.7 on the following page, SFO respondents 
expressed frustration with the MTS and FIP’s capacity 
to direct operations during the current crisis.
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At the same time, a majority of respondents were 
familiar with the FIP which is an important extension of 
the MTS. Yet, respondents largely described the FIP as 
a reporting tool, a process that they had to go through 
rather than a process that would guide operations.

This is further exemplified with a near universal 
expression from senior managers in each of the 
Fields who said that they did not refer to the MTS or 
FIP in making management decisions.

This is not to imply that they are not working strategically—
evidence suggests that they are and do so quite well. 
Respondents regularly stated that their work was related 
to the FIPs and/or programme reforms and that they 
had witnessed an increase in participatory problems 
solving and dialogue amongst themselves, with senior 

managers, and with 
beneficiary communities. 
This was especially 
evident in education 
and health. Remarkably, 
respondents also stated 
that this way of strategic 
thinking and problem 
solving was relatively new. 
It does correspond with 
the MTS but no evidence 
was discovered that this 
was due to the MTS. (This 
is amply demonstrated 
in the “Data & Analysis 
Report” 58 and in Question 
7.1, amongst other parts 
of this Evaluation.)   It is 
just that the MTS does 
not serve as the driving, 
governing document for 
their strategic decision 
making. 

6.4. To what extent has the 
MTS contributed to making UNRWA more results-oriented?

The MTS, and especially the implementation plans, 
the strategy’s logical extensions, do make UNRWA 
more results-oriented. This was recognised during 
the MTS’s development. The basis for the MTS is a 
RBM approach with precedents and best practices 
in organisations across the UN system and beyond. 
59 The MTS Guidance Manual lays out a range of 
benefits that are all related to being results oriented:

•	 It will provide a fully integrated process 
which links policy making, planning and 
budgeting;

•	 It will provide a six year planning framework, 
(rather than the current focus on two years) 
based on achieving results, rather than 
delivering services;

•	 It will introduce new steps to the process 

58  The Steering Committee agreed to keep this Report confidential 
given the sensitive nature of some responses and to ensure respondent 
anonymity.  See “Methodology” above.
59  “In the late 1990s, the UN system adopted results-based 
management (RBM) to improve the effectiveness and accountability of 
UN agencies. This shift towards RBM was accompanied by increasing UN 
interagency collaboration and interaction that seek to respond to UN reform 
and the greater harmonization of UN programmes with national priorities.” 
Results-Based Management Handbook, United Nations Development Group, 
March 2010. Page 5. See also the definition adopted by the UN in 2000: 
“RBM is a management approach focused on achieving results; a broad 
management strategy aimed at changing the way [agencies] operate, with 
improving performance (achieving results) as the central orientation”. See, 
“Implementation of the United National Millennium Declaration. Secretary-
General’s Report,” United Nations Secretariat, 2003.
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including a policy review and analysis 
exercise, a set of strategic priority directions 
to guide programming and planning 
activities, a concurrent planning and budget 
process and a series of budget negotiation 
meetings as a basis for collective agreement 
about resource allocation;

•	 It will provide a basis for institutionalizing the 
central role of Field Directors in developing 
Field specific plans and responses to their 
specific needs, through the use of consistent 
formats and content;

•	 It is based on the Agency’s Mission and 
Human Development that should be the 
basis for all decisions about the services to 
be provided and the activities to be carried 
out by the Agency;

•	 The final MTS document will be the result 
of an integrated, Agency-wide planning 
process guided by resource constraints.60

This is further confirmed by the progress made 
in the biennium implementation plans that are 
contributing to both a results orientation amongst 
senior staff involved in their development. This is 
exemplified by qualitative evidence collected in this 
Evaluation. A sample of responses include:

•	 FIP is the management/reporting tool and is 
becoming more used and understood across 
the field  (GFO) 

•	 MTS is not results-oriented, but FIP is  (GFO)
•	 MTS did not make Agency more results 

oriented, FIPs did (JFO)
•	 The MTS/FIP helped to be more results-

oriented; staff now thinks what impact they 

60  “UNRWA Medium Term Strategy Process: Guidance Manual,” 
UNRWA. June 2008. Page 10. 

have  (LFO)
•	 MTS gives overall direction, FIP concentrates 

on reality, not MTS (LFO)
•	 FIPS are aligned to MTS, therefore MTS guides 

field of operation  (SFO)
•	 MTS guides FIPs, they are the implementation 

of the MTS  (WBFO)   
These responses demonstrate that many staff 
recognise the FIPs as contributing to a distinct 
results orientation. They also demonstrate a broad 
confusion regarding the relationship between the 
MTS and the biennium implementation plans.

A large majority of respondents said that they 
were not familiar with the MTS and many said that 
they had never read it. Yet a similar majority, as 
represented above, were familiar with the HIP/FIPs. 
Not all comments about the HIP/FIPs were positive; 
many respondents stated that they are a reporting 
exercise rather than a strategic tool to dictate and 
guide all aspects of UNRWA’s activities. 

The fact is that the HIP/FIPs are organised in direct 
relation to the MTS. Just because respondents don’t 
know this does not make it less so. The MTS was never 
designed as a “stand alone” strategic document. And, 
while that same documentary evidence demonstrates 
that the FIPs were given precedent over the MTS in 
initial development, in practice they are aligned.

All planning and reporting for the MTS indicate that 
the MTS was but one part in a broader strategic 
planning framework. The diagram from the MTS 
Guidance Manual depicts this structure. 61 It shows 
that the MTS was the “capstone” for a whole process. 

At the same time, it can only be said that the MTS 
has greatly enhanced 
UNRWA’s result orientation. 
Evidence is mixed about 
whether decisions, actions 
and overall management 
are focused on achieving 
demonstrable results. 
This is supported by what 
is missing in the RBM 
approach to which the 
MTS owes its orientation—
it does not include links to 
individual performance 
and feedback loops to 
demonstrate what has 
and hasn’t been achieved 
and what has and hasn’t 
contributed to successes 

61  Ibid. Pg. 18. 
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and failures. This does exist to differing degrees at 
the implementation planning levels but even here 
there is no clear Monitorign & Evaluation (M&E) 
process to ensure that best practices and lessons 
are used to support iterative planning cycles. 

Recommendation 7: The next MTS should have 
objectives and indicators that will facilitate 
appropriate monitoring and evaluation of all 
aspects of UNRWA’s operations.  A comprehensive 
evaluation of actual progress toward the MTS’s 
strategic objectives that demonstrate successes and 
failures in quantifiable terms should be a prominent 
feature of the next MTS cycle. These evaluations 
could be conducted biannually, corresponding with 
each HIP/FIP cycle. This should allow the Agency to 
identify core competencies. These should in turn 
provide a basis for any adaption in the HIP/FIPs and 
provide a solid evidentiary foundation for future 
strategic development. 

6.5. How does the MTS address certain assumptions 
and/or unknowns that can impact how UNRWA serves 
Palestine refugees?

As noted in Questions 5.2 and 5.4 above, the MTS 
is based on “meeting the human development 
aspirations of refugees.” It does not include specific 
forecasting, risk assessment, options-planning 
mechanisms or other strategy tools designed for 
addressing assumptions and unknowns. Therefore, 
it does not address assumptions and/or unknowns 
in any substance. 

6.6. How should the MTS influence/impact external 
funding structures going forward?

Given UNRWA’s complicated operating context, 
amongst other issues, the MTS should be the 
primary influence in how external funding streams 
are leveraged and allocated toward stated strategic 
objectives. In other words, the MTS should govern 
which funding sources are sought and how they 
are used toward UNRWA’s mandate. This requires 
reconciliation between specific activities and 
actions “on the ground” and how these contribute to 
strategic objectives. To some extent this is achieved 
through the HIP/FIPs although this is too far removed 
from corporate strategy to be satisfactory.  At the 
same time the HIP/FIPs stand as an accomplishment 
in how the Agency aligns its objectives with specific 
budget allocations and funding sources. 

Each FIP and HIP includes an Integrated Planning 
and Budget Matrix that allocates budget lines 

to outputs/outcomes as organised according 
to the strategic objectives and broader human 
development goals. Many of the outputs/outcomes 
and indicators may be refined to ensure adequate 
specificity and measurability, but this is an ongoing 
process for any organisation, let alone one that has 
gone through the process only twice to date. 

Because of the exceptionally high level of services 
and attainment established by the use of human 
development goals and strategic objectives that 
attempt to achieve these, current funding levels 
come nowhere close to these at the MTS level and 
have a sporadic achievement at individual activity 
levels provided for in the implementation plans. One 
would expect that there be common agreement of 
needs as based on this definition.  (See Questions 
5.2 and 5.4 above.)

The MTS establishes a standard– commendable and 
appropriate– that current funding commitments 
are not able to achieve.  Unfortunately, this may 
contribute to a dynamic of consultation with 
donors that is based on deficits rather than a precise 
understanding of priorities and needs. The Agency 
establishes a level of funding that is higher than 
current funding commitments thus demonstrating 
that donors are not meeting these requirements. At 
the same time, donors may charge that the Agency 
is not appropriately results-focused, nor fully 
transparent/rational in how it receives and deploys 
project and emergency funding. And, this dynamic 
continues as needs increase. The perceived impact 
of this is a confused and erratic funding allocation 
and an equally dismal realisation that services 
across the Agency are deteriorating.  

The MTS, as best practices and common sense 
dictate, should clarify this and enable various parties 
to move from speculation and accusation toward 
a more verifiable and documented assessment of 
precisely how the Agency is meeting the needs of 
Palestine refugees and what needs to be done next.  

6.7. How does the MTS guide the Agency’s response to 
emergencies, projects, and internal reforms?

There is no direct Evidence that the MTS in and of 
itself guides the Agency’s response to emergencies, 
projects and internal reforms. Indeed the MTS is not 
the best vehicle to plan emergency responses given 
their complexity and the need for rapid response.  
However, the relationship between emergency 
planning, regular and project planning including 
the best approaches are well within the scope of an 
MTS.  While it mentions these in the text of the MTS, 
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these are not linked to specific strategic objectives 
or to other aspects that could guide decision making 
and action related to these issues. 

Nor should the MTS be the vehicle through which 
such issues are addressed. These issues are much 
more suited to the biennial implementation plans 
whose timeframe is more suited to these and where 
sufficient detail may be levied toward response and 
planning. In this regard, the FIP’s do provide a basis 
for each Field’s response to emergencies, projects 
and internal reforms. In reference to the 2012 – 2013 
cycles each FIP includes:

As this indicates, the FIPs do address emergency 
situations (situation assessment) and indicate 
projects and funding levels. They also report to 
varying degrees on internal reforms. 

While qualitative evidence suggests that many 
respondents view the FIP as a reporting exercise 
rather than as a planning exercise, there are 
additional signs that this is changing positively. For 
instance, many people subsumed their comments 
about the MTS with the FIP—they saw the FIP as 
their primary strategy document.62 The fact that 
they did see the FIP as a “strategy” rather than as 
a “bureaucratic reporting exercise” is testament 
to its increasing value. This is positive as the 2012-
2013 is only the second time that the FIP cycle was 
completed.

Recommendation 8: Ensure uniformity in sections 
and level of detail between different Field Offices’ 
FIPs, especially with regard to situation assessments 
and risk management. Include a formal comparative 
review between Field Offices where the Directors of 
UNRWA Operations  meet to review and comment 
upon each Field’s FIP to share knowledge, spot 
62  This is described in the “Data & Analysis Report.” The Steering 
Committee agreed to keep this Report confidential given the sensitive nature 
of some responses and to ensure respondent anonymity.  See “Methodology” 
above.

emerging trends, to ensure uniformity in detail 
and level of analysis, and to strengthen the FIPs as 
planning/management tools for their respective 
fields. 

While GFO and JFO include the basis for Risk 
Assessment & Management, the other field offices 
either do not include any such analysis or simply 
insert corporate-wide risks. As qualitative evidence 
attests, this has proven frustrating to SFO staff who 
demonstrate commitment to the FIP and MTS but 
are at somewhat of a loss of how to adjust the FIP to 
their current context and needs. 

Recommendation 9: Develop 
specific strategies for 
emergency situations in 
addition to the risk analytics 
in Recommendation 10 
to include protocols for 
how to adjust objectives, 
indicators and other 
reporting mechanisms to 
the emergency context. 
In essence, no strategic 
objective or indicator 
should change but should 
be adjusted given the 
context and feasibility of 

collecting relevant data. This should be in addition to 
adequate risk assessment and management sections 
for each FIP. 

Recommendation 10: Strengthen risk analytics 
as a primary source for scenario planning and 
forecasting. For instance, each strategic objective 
should include a risk profile and “levels of 
performance” indicators given certain risks and 
contingencies. This would likely require the services 
of an expert third-party that could be involved in 
analyzing the strategic objectives and context in 
which UNRWA operates. While this would require a 
significant investment, this would likely be returned 
in more effective implementation and provide a 
coherent, process based approach to all crises and 
risks. As noted, there are exceptional best practices 
and proven practices in risk management that can 
facilitate work in UNRWA’s complex context. This is 
included in Recommendation 11 below and in the 
“Proposed Process and Considerations for the next 
MTS” included in the Annexes.

Interestingly, given that the MTS was developed as 
part of internal reforms (OD), it does not describe 
any strategy for change management and/or 
organisational dynamics/development. This is 
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addressed in the 2012 – 2013 FIPs that include a fifth 
Goal: Management & Support Services. While these 
sections are not adequately detailed enough to 
guide management reform, change management, 
or other management issues that are a regular 
feature of UNRWA’s operations, they do indicate a 
foundation on which such detail may be provided 
going forward.

6.8. Does the MTS better align behaviours and attitudes 
with a common vision and/or understanding of how 
UNRWA serves Palestine refugees?

While the MTS is based on a RBM approach to strategy 
and planning, there hasn’t been a concerted effort 
to use the strategy to align behaviours and attitudes 
with a common vision and/or understanding of 
how UNRWA serves Palestine refugees.  

This stands as a significant missed opportunity 
given the re-positioning of UNRWA’s purpose 
during the time of the MTS’s inception. As noted 
earlier, this is best encapsulated in Commissioner-
General Abu Zayd’s second Annual Report to the 
General Assembly that describes UNRWA’s purpose 
as follows: 

The purpose of UNRWA is to contribute 
to the human development of Palestine 
refugees . . . It does this by providing 
basic services and other support within 
the framework of international human 
rights law and other relevant standards. 
. . UNRWA is an advocate of — and 
seeks to safeguard — the rights of 
Palestine refugees and acts as a witness 
and a protecting presence in areas of 
humanitarian crisis and conflict. 63

The MTS establishes this focus on human 
development and rights as integral to its strategy. 
Yet, there is not much evidence that there has been 

a corresponding shift in behaviours and attitudes 

63  Report of the Commissioner-General of the United Nations Relief 
and Works Agency for Palestine Refugees in the Near East, 1 January-31 
December 2005. General Assembly Official Records; Sixty-first Session, 
Supplement No. 13 (A/61/13).

amongst key cohorts. Firstly, for 99% of staff, such a 
shift is probably not required. One may assume that 
Palestine refugees understand UNRWA’s role as one 
that supports their development and does so by 
abiding and promoting human rights. It is not clear 
that the MTS has been used for international staff 
who, while a distinct minority, have an inordinate 
representation in management. 

In fact, many international staff in this Evaluation 
presented UNRWA’s purpose as a form of debate 
between whether it was a “relief” or a “development” 
organisation. This is an academic debate, and surely 
important, but one that does not apply to UNRWA 
because it is both. GA resolution 302 (IV) of 8 
December 1949, “Assistance to Palestine Refugees” 
defines the following as UNRWA’s mandate:

•	 To carry out in collaboration with local 
governments the direct relief and works 
programmes as recommended by the 
Economic Survey Mission;

•	 To consult with the interested Near Eastern 
Governments concerning measures to be 
taken by them preparatory to the time when 
international assistance for relief and works 
projects is no longer available.64 

Given this remarkable backdrop, it is surprising 
that the MTS was not actively promoted internally 
as not only a strategy, but as an encapsulation 
of the principles that inform all of UNRWA’s work. 
This is demonstrated in this Evaluation’s qualitative 
evidence and confirmed in the quantitative survey 
results. 

This shows that international staff and donors have 
the lowest average rankings for this question while 
for other cohorts the results are all near the mean. 

At the same time, this is evidence that UNRWA’s role 
as supporting human development and rights has 
become a regular feature of the Commissioner-

64  “302 (IV). Assistance to Palestine Refugees,” UN General Assembly. 
A/RES/302 (IV); 8 December 1949. 
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General’s work and with consultations with the 
Advisory Committee (AdCom) and others. It has 
contributed to better aligned behaviours and 
attitudes of the AdCom members with these 
principles. 

Recommendation 11: As noted in Recommendation 
3, the post-2015 sustainable development goals 
and principles should be clearly referenced in the 
next MTS. Linkages should be clearly articulated, 
and how staff’s work supports these specified. 
The communication strategy referenced in 
Recommendation 2 should inform staff about 
these goals and principles. To provide high-level 
and visible guidance, the Agency may wish to have 
a follow-up to the 2004 Geneva Conference that 
addresses the post-2015 sustainable development 
goals and how they may inform UNRWA’s current 
context. 

6.9. Does the MTS and its development better engage 
and inform stakeholders, e.g. refugees, hosts, and 
donors?

While the MTS provides an effective framework 
for planning and reporting and moves the Agency 
toward a full RBM Framework, its effectiveness in 
how it has engaged stakeholders could be much 
improved. (See the Table above under Question 7.8.) 

As the quantitative survey and other evidence 
demonstrate, this is one of the weakest areas of 
the current MTS. This is unfortunate because the 
structure and format of the MTS and its links to the 
HIP/FIPs abides by best practices and has proven to 
be an effective instrument for increasing strategic 
planning. These developments have occurred 
largely as a natural consequence of the RBM 
approach. 

As recommended in this Evaluation, the next MTS 
should significantly strengthen the ways in which it 
engages refugees, hosts and donors in addressing 
the critical issues the Agency faces. Stakeholder 
engagement includes having frank and open 
conversations about how to address those issues as 
well as creating multiple opportunities for leveraging 
the broadest spectrum of experience and expertise 
toward the next MTS. As the Commissioner-General 
states in the opening remarks to the most recent 
AdCom:

Here I wish to say that the time has come 
for us to have a very frank discussion, in 
the context of the upcoming Medium Term 
Strategy preparation, on what role UNRWA 

can play in alleviating refugee poverty, also 
by better mustering the synergies provided 
by other tools at our disposal, such as 
microfinance, vocational training and camp 
improvement. This is a difficult discussion, 
fraught with sensitivities, as host authorities 
rightly remind us. However, it can only 
produce results if it is open minded. Creative 
solutions must be sought, otherwise it will 
be the most vulnerable refugees who will 
continue to suffer. 65

Toward this, this Evaluation has reviewed the 
proposed process as presented at the same AdCom 66 

and recommends an adapted process that includes 
multiple consultations with different stakeholders, 
the use of standard process approaches for effective 
strategic development, as well as the development 
of a communications strategy that will support how 
the MTS works as a primary management tool. 

Recommendation 12: Utilise an externally 
facilitated, formal strategic development process 
that includes standard strategic development 
approaches and tools supported by multiple and 
focused consultations with internal and external 
stakeholders. As based on the process put forward 
to the November 2012 Advisory Commission, a 
suggested process is included in the Annexes, 
“Proposed Process and Considerations for next 
MTS.”

65  “Commissioner-General Opening Statement,” UNRWA Advisory 
Commission, November 2012. 
66  “Note on the Budget and MTS Processes,” UNRWA Advisory 
Commission, November 2012.
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 SECTION 7: Sustainability
Evidentiary trends across sources as well as a 
comparative review of the context in which the 
MTS was developed indicate that the next MTS may 
be significantly adapted. The MTS should continue 
to be informed by human development goals and 
international standards but its strategic objectives 
and resultant framework should address the critical 
issues that the Agency now faces, including funding 
constraints, the rising needs of Palestine refugees, 
and some of the traditionally intractable issues 
associated with workforce rationalization, needs’ 
assessments, and the prioritization of services to 
those most in need, amongst other issues.

The overall RBM framework that aligns these strategic 
objectives with implementation plans should be 
maintained, although these can be strengthened 
through further linkages to annual operational 
plans, individual performance appraisals, feedback 
loops and other Monitoring and Evaluation features. 
This RBM framework provides the best basis for 
governing internal operations and decision making 
and thus has the capacity to provide strategic 
directions to all stakeholders. 

A revised MTS that includes strategic objectives 
addressing current challenges should then be used 
as the primary organising document for all advisory 
sessions with hosts, donors, and others. For instance, 
the AdCom should be organised according to 
each strategic objective with presentations and 
discussions about what has been done or what has 
constrained progress toward strategic objectives. 

7.2. To what extent is UNRWA expected to be able to 
sustain the positive changes brought about by the MTS 
given its organisational and management structure, 
internal systems, financial and political constraints, 
organisational culture and cooperation with external 
partners?

UNRWA is expected to sustain the positive changes 
brought about by the MTS. These include:

•	 A comprehensive and near complete RBM 
framework that emanates from the MTS 
and is directly linked with the HIP and FIPs. 
The Agency is moving toward completing 
the framework through annual operational 
plans, individual performance appraisals 
and feedback loops/M&E activities. 

•	 The elevation of UNRWA’s role as a relief/
works agency into one defined by “helping 

The next MTS should start by addressing the critical 
issues that face the Agency and use the MTS as a 
primary vehicle (structure for all discussions, advice, 
and decisions) to answer how the Agency, at all 
corporate levels, will respond to these. These issues 
include population growth projections and donor 
contributions projections, amongst other issues. 

Once these are addressed, the Agency can use 
the current framework to develop corporate 
guidelines, including quantifiable definitions 
of strategic objectives, goals, and a revision of 
indicators to match these. The Agency could then 
work closely with hosts and donors to consider 
the differences between projected costs and what 
may be realistically available over the course of 
the next MTS. This may include separate models 
for different conditions and projections. Once this 
is adequately addressed, the Agency can develop 
a budget and establish guidelines for different 
funding streams, e.g. GF, projects, emergency and 
others.  Once a finalised budget is in place, it could 
be linked to performance measures and the overall 
RBM framework. Finally, it could include formalized 
knowledge management loops to inform progress 
at the biannual levels and to inform the next 6-year 
MTS.  

This Evaluation establishes the opportunity for a now 
even greater partnership amongst all stakeholders 
but the onus is on those external to the Agency. 
UNRWA has made great strides forward and, while 
best practices and leading research indicate a wide 
range of necessary improvements, the donors and 
hosts also need to actively strengthen the role they 
have and the partnership between them to support 
each other and the Agency in how it serves Palestine 
refugees. This is not to say that those relationships 
are not strong now. It implies that the issues 
UNRWA’s faces demands that these partnership 
dynamics become stronger. 

Additional issues of sustainability are based on 
recommendations and input provided throughout 
this Evaluation. Please note all Recommendations 
and the suggested process for the next MTS that is 
included in the Annexes. 

7.1. To what extent are the current arrangements of the MTS 
suitable for providing strategic directions to all stakeholders 
(refugees, management, hosts, & donors) in the future, in 
particular in a context of expected resource constraints?
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Palestine refugees achieve their full potential 
in human development under the difficult 
circumstances in which they live’”.

•	 A mechanism to further engage the AdCom 
and other stakeholders by providing a 
common framework for discussing what 
the Agency intends to achieve in any 6-year 
period and in each biennium. 

•	 Increased management performance amongst 
a wide range of staff, giving them the tools and 
standards, mostly encapsulated by the HIPs/
FIPs, to act and think strategically about their 

work. 
•	 Providing a framework and platform that 

is aligned with international standards 
established across the UN system. These 
may better enable the Agency to engage 
in international forums and to seek out and 
apply best practices and knowledge from 
other organisations.

•	 A foundation to inform and support the next 
MTS cycle.

In considering these successes, none should be impeded by the listed organisational dynamics (see Table 
below). However, some aspects of these should be considered:  

Organisational 
& Management 
Structure

The structure has consolidated during the period of the MTS; strengthening the formal and 
perceived roles and authority between HQ, field offices, and programmes, although some 
respondents still feel that this has not been achieved. This should be supported by a full 
accountability framework. 

Internal Systems There are a range of MIS tools either recently in place or due to be implemented in the short 
term. This will support the data and information required for a complete RBM approach. This 
will be further supported by the forthcoming ERP system.
 

Financial 
& Political 
Constraints

This will mostly be facilitated by strengthening how hosts, donors and the Agency work in 
partnership to address critical issues and the ongoing financial and political constraints that 
plague the Agency. The MTS, especially as adapted in the next cycle, should largely support 
these efforts.  

Organisational 
Culture

UNRWA is a vast and complicated organisation with diverse dynamics that can contribute 
to organisational culture. However, there are a few characteristics that typify UNRWA as a 
whole. 1. Most staff express and demonstrate exceptional commitment to the Agency and 
its mandate.  2. UNRWA lies in a fractious and long-standing political environment and that 
context is often mirrored in the way people act and behave. This can cause a conflation 
of internal conflicts into conflicts with highly contentious political implications.    3. Many 
international staff are not adequately apprised of the nature of UNRWA, its difference from 
other UN organisations, and how they can best appreciate and work with Area Staff. These 
factors and others will influence the successes noted above. However, it is the first one, the 
broad commitment by staff, that could be leveraged to ensure that the successes above are 
secure and that the next MTS can be used to address critical issues.

Cooperation 
with External 
Partners

External partners, especially hosts and donors, express an eagerness to work with the Agency 
to solve issues and to work together to ensure that the Agency fulfils its mandate.  They come 
together for the Agency and have the potential and track record to provide more than financial 
resources. The challenge is for all parties to assume a shared responsibility in enabling the 
Agency to succeed—that is the basis of effective partnership. If any one party fails, all fail. Of 
course each party has distinct issues and constraints but neither can anyone effectively serve 
the Palestine refugees alone. Evidence suggests that they are striving to work together more 
collaboratively and to strengthen the partnerships that already exist. This, perhaps more than 
any other factor, will secure the successes to date and may be used to address the critical issues 
the Agency faces going forward.   

7.3. What adaptations need to be made for the next 
MTS?

The next MTS should include strategic objectives 
informed by human development goals and 
human rights but that are more pragmatic, SMART, 
and that address critical issues facing the Agency.  

This will not only provide more focused guidance 
to operations but will also reflect best practices as 
exemplified across the UN system. 

Other adaptations are included in this Evaluation’s 
recommendations. Please also see Question 6.8 above. 



 40

7.4. What needs to be different in how UNRWA engages 
stakeholders in the next MTS?

As noted in Question 6.4. above, there should be 
a formal and iterative consultation process that 
engages stakeholders throughout the development 
and implementation of the next MTS. The Evaluation 
includes a standard process for such consultations 
in the Annexes. 

7.5. What needs to be different about how UNRWA 
engages stakeholders to make strategic choices for 
the next MTS?

See Question 7.4 immediately above.
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SECTION 8: Efficiency
Efficiency was reviewed from a planning and 
implementation perspective and in relation 
to comparative evidence regarding strategic 
development. On this basis, the overall process was 
efficient. In considering the mainly human resources 
used to develop the MTS, including consultants and 
third parties, there was relative cost effectiveness as 
well. 

Several plans and procedures supported the MTS 
development. These plans included a step-by-step 
process with dates and actions. Evidence suggests 
that these plans were largely followed. (See the 
Bibliography and Annexes for documents reviewed 
as part of this Evaluation). This largely conforms 
with standards set out by the UN and by early work 
on standards related to RBM. 67

This is based further on evaluations conducted by 
the Evaluation’s Team Leader of WFP’s Performance 
and Competencies Enhancement system (PACE) 
that included a review of how this was aligned with 
WFP’s nascent, at that time, RBM approach.68 This is 
also based on a review of UNESCO’s implementation 
of RBM as part of a broader leadership and change 
management programme.  In each case, the 
development and implementation of RBM was 
longer and more resource intensive than that 
adopted by UNRWA. 

67  See, “Implementation of Results Based Management in the United 
Nations Organisations,” Evan Fontaine Ortiz, Sumihiro Kuyama, Wolfgang 
Munch, Guangting Tang. UN Joint Inspection Unit, Geneva 2004. & “RBM in 
the Development Co-Operation Agencies: A Review of Experience”, OECD. 
Development Assistance Committee (DAC) Paper, February 2000.   
68  “Evaluation of WFP’s Performance Management System,” Dorian 
LaGuardia. Third Reef Solutions, 2006. 

8.1. How efficient was the development/
implementation of the MTS, e.g. could the 
development have been done more cheaply/quicker 
without impacting the quality of the output/outcome?

Based on the process and context in which the 
MTS was done, it probably could have used more 
resources to address the issues noted in this 
Evaluation. So, no, it could not have been done 
more cheaply/quicker without impacting quality.

8.2. What efficiency gains may be possible going 
forward?

It is unlikely that the next process will be more 
efficient. Given the suggested expansion in the 
process, the involvement of multiple stakeholders 
at different stages, and the fact that many of these 
formal procedures and approaches will be new to 
UNRWA, a certain level of inefficiency is expected 
and acceptable as part of the learning process. 
However, a formal process will ensure that resource 
allocations are properly assessed and made and that 
they contribute to effective strategic development.
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SECTION 9: Annexes
9.1. Evaluation Matrix
The following questions were adapted during the Inception Phase and discussed and agreed with the Evaluation’s 
Steering Group. These guided all aspects of the Evaluation, including methodological approaches, data sources, 
analysis and final conclusion, recommendations and reporting. 

1. Relevance
1.1. How relevant is the MTS to how UNRWA serves Palestine refugees?
1.2. To what extent does the MTS provide a way forward for the challenges faced by UNRWA, 

such as the shortage of funding, funding structure, demographic issues, complex political 
environment, and the growing needs of Palestine refugees?

1.3. To what extent are the targets, indicators, and proposed initiatives in the implementation 
plans relevant to the strategic framework of the MTS? 

1.4. How does the MTS address certain assumptions and/or unknowns that are relevant to how 
UNRWA serves Palestine refugees?

1.5. What is the relevance of external funding structures to the MTS?
1.6. How relevant is the MTS to external stakeholders (refugees, hosts, donors, and others) as a 

means of understanding, supporting and governing the Agency’s operations?

1. Effectiveness
1.7. To what extent is the MTS an effective tool for guiding strategic discussions?
1.8. What are the key requirements of a MTS, which can effectively support UNRWA’s 

programmes in delivering services to Palestine refugees?
1.9. Are UNRWA’s Sectors’ and Services’ activities (Health, Education, Infrastructure & Camp 

Improvement, Microfinance, and Relief and Social Services) aligned with the MTS at this 
point? Are current activities a direct consequence of the MTS?

1.10. Did the MTS inception/development include sufficient consultations with stakeholders to 
strengthen the strategy overall while increasing a common understanding of the Agency’s 
strategic direction, amongst other issues?

1.11. How did the context at the time of the MTS’ conception/development contribute to its 
effectiveness?

1.12. To what extent is the MTS based on valid management data and information?
1.13. Are the HIP/FIPs and RBM approach appropriately aligned with the MTS?
1.14. What else contributes to or constrains the MTS’s effectiveness? 

1. Impact
1.15. Does the MTS better align programme delivery with UNRWA’s mandate to serve Palestine 

refugees?
1.16. To what extent is the MTS able to guide the biennium planning process?
1.17. To what extent does the MTS guide the implementation in UNRWA’s fields of operation?
1.18. To what extent has the MTS contributed to making UNRWA more results-oriented?
1.19. How does the MTS address certain assumptions and/or unknowns that can impact how 

UNRWA serves Palestine refugees?
1.20. How should the MTS influence/impact external funding structures going forward?
1.21. How does the MTS guide the Agency’s response to emergencies, projects, and internal 

reforms?
1.22. Does the MTS better align behaviours and attitudes with a common vision and/or 

understanding of how UNRWA serves Palestine refugees?
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1.23. Does the MTS and its development better engage and inform stakeholders, e.g. refugees, 
hosts, and donors?

1. Sustainability
1.24. To what extent are the current arrangements of the MTS suitable for providing strategic 

directions to all stakeholders (refugees, management, hosts, & donors) in the future, in 
particular in a context of expected resource constraints?

1.25. To what extent is UNRWA expected to be able to sustain the positive changes brought about 
by the MTS given its organisational and management structure, internal systems, financial 
and political constraints, organisational culture and cooperation with external partners?

1.26. What adaptations need to be made for the next MTS?
1.27. What needs to be different in how UNRWA engages stakeholders in the development of the 

next MTS?
1.28. What needs to be different about how UNRWA engages stakeholders to make strategic 

choices for the next MTS?

1. Efficiency
1.29. How efficient was the development/implementation of the MTS, e.g. could the development 

have been done more cheaply/quicker without impacting the quality of the output/
outcome?

1.30. What efficiency gains may be possible going forward?

3
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9.2. Data Analysis Report (Included as a separate Annex.)
The Steering Committee agreed that this would be kept confidential given the sensitive nature of some responses 
and to ensure respondents’ anonymity is preserved.
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9.3. Assessment of Current MTS Elements
The following table provides a brief assessment of each MTS element. This is based on the broader evidence and 
conclusions represented throughout this Evaluation. This assessment is solely focused on the value and validity 
of the elements; their actual effectiveness and impact is discussed in the main body of the Report.

As this section describes, many of the current MTS’s elements include explanations and descriptions that may 
not be necessary in any future MTS. 

Element Assessment

Forward This is a standard element  in comparative medium term strategies 
and is both important as a preamble to the main text but also to  
establish the Commissioner General’s overall support and approval 
of the strategy. This forward benefits from being succinct and 
establishing the “sprit” in which the MTS was developed. 

Executive Summary The Executive Summary provides an overview of each section of the 
strategy and puts these in historical context. While relatively helpful, 
this is probably unnecessary given that the structure is logical and 
follows common elements for such a document. In addition, many 
respondents commented that the MTS was lengthy. This is one areas 
where the text could be reduced.  

Chapter 1: Introduction This describes the historical and organisational context in which the 
MTS was developed. This is helpful for the general reader but may 
not provide necessary information for the informed stakeholder 
and/or staff member. Nonetheless, this is most likely necessary for 
the first MTS. 
The next MTS may supplement this with a description of how the 
MTS is expected to drive all management decisions and actions and 
how any and all other strategic documents should be informed and 
aligned with the MTS. This may include further some note of what 
senior management will do to ensure that all staff and activities 
abide by the MTS. 

Chapter 2: Goals & 
Direction

This explains the basis of human development goals and lays out 
the strategic objectives and primary and secondary service levels, 
amongst other issues. 
This chapter may be strengthened by simply listing the strategic 
objectives and, perhaps, a brief description for each and how they 
are linked to UNRWA’s mandate. It should then include an adequate 
description of each strategic objective’s indicators, their rational and 
means of measurement.
In brief, a revised chapter may include:

1. Strategic Objectives, including brief description and how 
each is related to the mandate.

2. Indicators for each strategic objective including tools for and 
means of measuring each.

3. Key themes (Chapter 3) and how each should be used to 
achieve the strategic objectives.

4. Standards and principles, e.g. WHO and or the post-2015 
sustainable development goals, that inform each strategic 
objective. 
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Chapter 3: Key Themes These cross-cutting themes are described well. They could be 
strengthened by including how they will be incorporated into 
each strategic objective, guidelines for ensuring that each is fully 
operational, and other factors that can ensure that these themes are 
not otherwise neglected. 
It should be noted that this is a common characteristic of cross-
cutting themes across the UN, mainly that they are identified but  
not fully integrated into the operational elements of a strategy.  

Chapter 4: Achieving 
the Strategic 
Objectives: 
Programme Strategies

While this section usefully explains the context and challenges 
in each programme area, this may be better done at the 
implementation planning level. This is especially the case given the 
rapid changes that can occur and their corresponding challenges 
and needs. 
This chapter could include descriptions of specific programmes 
strategies, how these support the MTS, and what measures are in 
place to monitor and evaluate progress in each. 

Chapter 5: Achieving 
the Strategic Objectives: 
Field Operations 

As with Chapter 4, this may be better described at the 2-year 
implementation planning level so that changes and challenges can 
be adequately raised. 

Chapter 6: Drivers of 
Success

This is helpful in describing what will contribute to the success of 
the MTS. This may be incorporated into a revised Chapter2 and thus 
firmly linked to each strategic objective. 
Some of these, such as monitoring & evaluation, risk management, 
and accountability may be included in separate chapters. Risk 
management should be developed further, as indicated in this 
Report. 

Annex 1: Programme 
Strategic Framework

This is a very helpful framework and summary. While the content 
may be strengthened, this should be the basic tool used by all 
managers in formulating decisions and actions. 

Annex 2: Input 
Standards

This is also helpful although these standards and their relationships 
to the human development goals or future sustainable 
development goals could be better explained. These may be 
incorporated into Chapter 2 as the principles and standards that 
inform each strategic objective. 

Annex 3: How the 
MTS is Linked to 
Implementation Plans 
and programme Budget

This is helpful but could be strengthened by depicting the complete 
results based management framework, e.g. annual operational 
plans, individual performance management, and the feedback loops 
used to inform future strategic development. 

Endnotes These are always important. It may be helpful to include a list of 
resources and/or bibliography that can be used to support the 
strategy’s implementation.
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9.4. Common Medium-Term Strategy Structures 
The following list includes Medium Term Strategy structures from comparative organisations. These are included in 
alphabetical order.  Each of these include standard approaches to strategic objectives and other features while some include 
interesting innovations. There are also, as expected, some examples of practices that could be improved. We recommend that 
these and other models be referenced in the development of the next MTS. 

African Development Bank: Medium Term Strategy 2008 – 2012

1. Introduction 
2. Review of the 2003-2007 Strategic Plan

2.1. Strategic Priorities

2.2. Implementation

2.3. Assessment

3. Bank Group’s Current Position
3.1. African Development Performance 

3.2. What our Clients Want 

3.3. Financing Context: 

3.4. Development Finance Trends 

3.5. The Bank Group in the Development Framework 

4. The Bank Group in 5 Years 
4.1. Vision 

4.2. Core Commitments 

4.3. Implications for the Bank’s Focus 

4.4. Stronger Sectoral Emphasis with Particular Application to Better Integrating Key Crosscutting

4.5. Themes

5. Getting There: the Critical Path 
5.1. Outward-looking Building Blocks 

5.2. Corporate Fundamentals 

5.3. Preliminary Resource

5.4. Framework and Administrative requirements

6. Monitoring and Reporting
7. Conclusion 
8. Annex 1: Results under the Strategic Plan 2003-2007

9. Annex 2: Bank Strategic Framework 2008-2012

10. Annex 3: Preliminary Recommendations of Internal Working Groups 

11. Annexe 4: Complex Specific Implementation Plans

12. Annex 5
12.1. Impact of Envisaged

12.2. Lending Program on Bank’s

12.3. Financials

13. Annex 6
13.1. Preliminary Staffing Implications under MTS 2008-2012

IAEA Medium Term Strategy 2012–2017
1. Introduction
2. Six strategic objectives to be pursued in a coordinated and mutually reinforcing manner:

2.1. Facilitating access to nuclear power;

2.2. Strengthening promotion of nuclear science, technology, and applications;

2.3. Improving nuclear safety and security;

2.4. Providing effective technical cooperation;

2.5. Strengthening the effectiveness and improving the efficiency of the Agency’s safeguards and other verification activities;

2.6. Providing efficient, innovative management and strategic planning.
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Care International Strategic Plan 2007 – 2012
1. From the CI Chairperson and the Secretary General 
2. Our Vision and Mission 
3. CARE : A partner of choice 
4. A commitment to partnership and impact 
5. CARE International Strategic Directions

5.1. 1 Emergency response and preparedness 
5.2. 2 Global advocacy 
5.3. 3 Organisational evolution 
5.4. 4 Information and knowledge management 
5.5. 5 Build shared expertise in key programme areas 

5.6. 6 Strengthen CARE International governance 

6. The organisation CI wants to become 

7. Making it work 

UNDP strategic plan, 2008-2011: Accelerating global progress on human development
1. Introduction
2. Setting

1.1.1. Global development challenges 
1.1.2. The United Nations and the development agenda
1.1.3. Roles of UNDP

1. Direction
1.1.1. United Nations values for development
1.1.2. Building on lessons learned
1.1.3. The UNDP business model
1.1.4. Charting the course

2. UNDP  coordination for coherence
2.1. The call for coherence
2.2. UNDP support to strengthening United Nations system-wide coherence
2.3. Resource projections to support the vision

3. UNDP operations
3.3.1. National ownership
3.3.2. Capacity development: the overarching contribution of UNDP
3.3.3. Effective aid management
3.3.4. South-South cooperation
3.3.5. Poverty reduction and achievement of the Millennium Development Goals
3.3.6. Democratic governance 
3.3.7. Crisis prevention and recovery
3.3.8. Environment and sustainable development
3.3.9. Gender equality and the empowerment of women

4. Managing for results: accountability, risk and resources
4.1. Accountability framework
4.2. Enterprise risk management
4.3. Resource management
4.4. Integration of planning, budgeting, performance and human resource management

5. Integrated financial resources framework
5.1. UNDP resource projections
5.2. BUnited Nations resource projections for UNDP administration
5.3. Use of resources 

6. Monitoring, evaluation and reporting
6.1. Monitoring and reporting 
6.2. Decentralized evaluation 
6.3. Independent evaluation 
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UNEP Medium-term Strategy 2010–2013: Environment for Development 

1. Executive summary: the Strategy at a glance 
2. Introduction and background 

2.1. Purpose of the Medium-term Strategy 

2.2. Current state of the global environment and major trends 

2.3. Evolution in the role and mandate of UNEP and recent directional shifts 

2.4. Lessons learned and comparative advantage 

3. Vision for UNEP 
4. Strategic Direction: cross-cutting priorities and objectives 
5. Exercising environmental leadership in the areas of: 

5.1. Climate change 

5.2. Disasters and conflict 

5.3. Ecosystem management 

5.4. Environmental governance 

5.5. Harmful substances and hazardous waste 

5.6. Resource efficiency – sustainable consumption and production 

6. Implementing the priorities and objectives 
6.1. Sound science for decision-makers: early warning, monitoring and assessment 

6.2. Awareness-raising, outreach and communications 

6.3. Capacity-building and technology support: Bali Strategic Plan 

6.4. Co-operation, coordination and partnerships 

6.5. Sustainable financing for the global environment 

7. Institutional mechanisms 
7.1. Strategic presence 

7.2. Planning for results 

7.3. Institutional knowledge management 

7.4. Gender responsiveness 

7.5. Human resource management 

7.6. Resource mobilization 

8. Monitoring, evaluation and mechanism for review of the Medium-term Strategy 
9. Annexes 

9.1. Annex 1: The UNEP Medium-term Strategy 2010-2013 in context 

9.2. Annex 2: Recent directional shifts 

9.3. Annex 3: Evolution in the role and mandate of UNEP 

9.4. Annex 4: Results matrix – objectives, expected accomplishments and indicators 

9.5. Annex 5: Hierarchy of results
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WFP Strategic Plan 2008 – 2013

CONTEXT
OVERARCHING APPROACH

STRATEGIC OBJECTIVE ONE: SAVE LIVES AND PROTECT LIVELIHOODS IN EMERGENCIES
Goals
1. To save lives in emergencies and reduce acute malnutrition caused by shocks to below emergency levels

2. To protect livelihoods and enhance self-reliance in emergencies and early recovery

3. To reach refugees, internally displaced persons (IDPs), and other vulnerable groups and communities whose food and nutrition 
security has been adversely affected by shocks

Main Tools
• General and targeted food assistance and emergency nutrition interventions

• Emergency needs assessments

• Emergency logistics, special operations, and information and communications technology (ICT) capacity

• United Nations cluster leadership for logistics and emergency ICT

STRATEGIC OBJECTIVE TWO: PREVENT ACUTE HUNGER AND INVEST IN DISASTER PREPAREDNESS AND 
MITIGATION MEASURES

Goals
1. To support and strengthen capacities of governments to prepare for, assess and respond to acute hunger arising from disasters

2. To support and strengthen resiliency of communities to shocks through safety nets or asset creation, including adaptation to climate 
change

Main Tools
• Vulnerability analysis and mapping

• Early warning products and tools

• Disaster preparedness and mitigation programmes

• Programmes to help communities reinforce their essential food and nutrition security systems and infrastructures, as well as their 
adaptability to climate change – including voucher, cash and food-based safety nets

STRATEGIC OBJECTIVE THREE: RESTORE AND REBUILD LIVES AND LIVELIHOODS IN POST-CONFLICT, POST-
DISASTER OR TRANSITION SITUATIONS

Goals
1. To support the return of refugees and IDPs through food and nutrition assistance

2. To support the re-establishment of livelihoods and food and nutrition security of communities and families affected by shocks

3. To assist in establishing or rebuilding food supply or delivery capacities of countries and communities affected by shocks and help to 
avoid the resumption of conflict

Main Tools
• Targeted programmes that facilitate the reestablishment of livelihoods

• Special operations to rebuild essential hunger-related infrastructure

• Food distribution programmes that facilitate re-establishment of food and nutrition security

• Voucher and cash-based programmes that facilitate food access

• Capacity strengthening for the re-establishment of community service infrastructure

STRATEGIC OBJECTIVE FOUR: REDUCE CHRONIC HUNGER AND UNDERNUTRITION
Goals
1. To help countries bring under nutrition below critical levels and break the intergenerational cycle of chronic hunger

2. To increase levels of education and basic nutrition and health through food and nutrition assistance and food and nutrition security 
tools

3. To meet the food and nutrition needs of those affected by HIV/AIDS, tuberculosis and other pandemics

Main Tools
• Mother-and-child health and nutrition (MCHN) programmes

• School feeding programmes

• Programmes addressing and mitigating HIV/AIDS, tuberculosis and other pandemics

• Policy and programmatic advice
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STRATEGIC OBJECTIVE FIVE: STRENGTHEN THE CAPACITIES OF COUNTRIES TO REDUCE HUNGER, INCLUDING 
THROUGH HAND-OVER STRATEGIES AND LOCAL PURCHASE

Goals
1. To use purchasing power to support the sustainable development of food and nutrition security systems, and transform food and 
nutrition assistance into a productive investment in local communities

2. To develop clear hand-over strategies to enhance nationally owned hunger solutions

3. To strengthen the capacities of countries to design, manage and implement tools, policies and programmes to predict and reduce 
hunger

Main Tools
• WFP’s procurement activities

• Hand-over of WFP hunger tools

• Policy and programmatic advice

• Advocacy

WHO Medium Term Strategic Plan 2008 - 2013

1. Challenges, gaps and future needs 
2. Lessons learnt
3. Strategic direction for 2008–2013
4. WHO’s framework for results-based management 
5. Effective financing of the Medium-term strategic plan 
6. Monitoring and evaluation 
7. Strategic objectives 

7.1 To reduce the health, social and economic burden of communicable diseases 

7.2 To combat HIV/AIDS, tuberculosis and malaria

7.3 To prevent and reduce disease, disability and premature death from chronic noncommunicable conditions, mental 
disorders, violence and injuries

7.4 To reduce morbidity and mortality and improve health during key stages of life, including pregnancy, childbirth, the 
neonatal period, childhood and adolescence, and improve sexual and reproductive health and promote active and 
healthy ageing for all individuals

7.5 To reduce the health consequences of emergencies, disasters, crises and conflicts, and minimize their social and 
economic impact

7.6 To promote health and development, prevent and reduce risk factors for health conditions associated with use of 
tobacco, alcohol, drugs and other psychoactive substances, unhealthy diets, physical inactivity and unsafe sex 

7.7 To address the underlying social and economic determinants of health through policies and programmes that enhance 
health equity and integrate pro-poor, gender-responsive, and human rights-based approaches 

7.8 To promote a healthier environment, intensify primary prevention and influence public policies in all sectors so as to 
address the root causes of environmental threats to health

7.9 To improve nutrition, food safety and food security throughout the life-course and in support of public health and 
sustainable development

7.10 To improve the organization, management and delivery of health services 

7.11 To strengthen leadership, governance and the evidence base of health systems 

7.12 To ensure improved access, quality and use of medical products and technologies

7.13 To ensure an available, competent, responsive and productive health workforce in order to improve health outcomes

7.14 To extend social protection through fair, adequate and sustainable financing

7.15 To provide leadership, strengthen governance and foster partnership and collaboration with countries in order to fulfil 
the mandate of WHO in advancing the global health agenda as set out in the Eleventh General Programme of Work

7.16 To develop and sustain WHO as a flexible, learning organization, enabling it to carry out its mandate more efficiently and 
effectively
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9.5. Comparison of Reports of the Commissioner-General to the General 
Assembly
The Evaluation reviewed reports from 1999 to present. The following excerpts illustrates the shift toward human 
development and rights. 

Report of the Commissioner-General of the United Nations Relief and Works Agency for Palestine Refugees in the Near East: 1 July 
1999-30 June 2000 General Assembly Official Records Fifty-fifth Session Supplement No. 13 (A/55/13)

1. The United Nations Relief and Works Agency for Palestine Refugees in the Near East (UNRWA) is the largest United Nations programme 
in the region, employing some 21,000 staff and operating or supporting some 900 facilities. Through its regular programmes, UNRWA 
provides education, health care, relief and social services to the 3.7 million refugees registered with the Agency in Jordan, Lebanon, the 
Syrian Arab Republic, and the West Bank and Gaza Strip. Agency services include: elementary and preparatory schooling; vocational and 
technical training; comprehensive primary health care, including family health; assistance towards hospitalization; environmental health 
services in refugee camps; relief assistance to needy households; and developmental social services for women, youth and persons with 
disabilities. Those services are for the most part provided directly by UNRWA to the beneficiaries, in parallel to public-sector services. 
UNRWA services are funded mainly by voluntary contributions from donors. Where appropriate and feasible, refugees contribute to the 
cost of Agency services by means of voluntary contributions, co-payments, self-help schemes, volunteer efforts and participation fees. 
In addition to its regular programmes, the Agency carries out a range of infrastructure projects and operates a highly successful income-
generation programme which provides loans to micro and small enterprises.

Report of the Commissioner-General of the United Nations Relief and Works Agency for Palestine Refugees in the Near East, 1 July 
2004-30 June 2005 General Assembly Official Records Sixtieth Session Supplement No. 13 (A/60/13)
 (First year of Commissioner General Karen Abu Zayd’s tenure)

1. The United Nations Relief and Works Agency for Palestine Refugees in the Near East (UNRWA) was established pursuant to General 
Assembly resolution 302 (IV) of 8 December 1949. The Agency became operational on 1 May 1950 and began responding to the 
immediate humanitarian needs of about 880,000 Palestine refugees in the region. Over the past five decades, the Agency has grown 
into one of the largest United Nations programmes, employing over 25,000 staff members, including teachers, health workers, social 
workers, microcredit staff and other service providers. The Agency operates some 900 facilities providing education, health, relief and 
social services, and runs a microfinance and microenterprise programme, for a growing population of refugees who now number over 
4 million. UNRWA provides its services in Jordan, Lebanon, the Syrian Arab Republic, the West Bank and the Gaza Strip. About one third 
of the refugees live in camps, where services are rendered directly in UNRWA installations. The camps, however, are administered by 
governmental or other authorities. While the Agency’s services are funded from its budget, where appropriate and possible refugees 
contribute to service costs through co-payments, self-help schemes, participation fees and voluntary financial contributions.

United Nations Relief and Works Agency for Palestine Refugees in the Near East 1 January-31 December 2005
General Assembly Official Records Sixty-first Session Supplement No. 13 (A/61/13)

1. The United Nations Relief and Works Agency for Palestine Refugees in the Near East (UNRWA) was established pursuant to General 
Assembly resolution 302 (IV) of 8 December 1949. The Agency became operational on 1 May 1950, responding to the humanitarian 
needs of about 880,000 Palestine refugees in the
region. Over the past five decades, the Agency has grown into one of the largest United Nations programmes, employing over 26,000 
staff members.

1. The purpose of UNRWA is to contribute to the human development of Palestine refugees in the Gaza Strip, the West Bank, Jordan, 
Lebanon and the Syrian Arab Republic until a just solution is found to the refugee issue. It does this by providing basic services and 
other support within the framework of international human rights law and other relevant standards. Among United Nations agencies, it 
is unique in delivering a variety of services directly to refugees.

2. UNRWA works in a particularly complex and fast-changing political environment and is able to react quickly and flexibly to changes 
that take place in the regional and operational environment. The Agency strives to be strategic, focused, innovative, dynamic and agile. 
It bases its work on refugee needs, assets and aspirations, works in partnership with other organizations and builds synergies among its 
programmes.

3. UNRWA is an advocate of — and seeks to safeguard — the rights of Palestine refugees and acts as a witness and a protecting presence 
in areas of humanitarian crisis and conflict. 
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9.6.  Proposed Process and Considerations for next MTS

While this Evaluation does not intend to be prescriptive about the next MTS process, it has reviewed documents presented at 
the most recent AdCom regarding the next MTS and offers a revised process below for the Agency’s consideration.

STRATEGY SCHOOLS

Strategic development over the last 25 years can be largely classified by 10 approaches or ‘schools’: 69

•	 Design School: strategy formation as a process of conception.
•	 Planning School: strategy formation as a formal process.
•	 Positioning School: strategy formation as an analytical process.
•	 Entrepreneurial School: strategy formation as a visionary process.
•	 Cognitive School: strategy formation as a mental process.
•	 Learning School: strategy formation as an emergent process.
•	 Power School: strategy formation as a process of negotiation.
•	 Culture School: strategy formation as a collective process.
•	 Environmental School: strategy formation as a reactive process.
•	 Configuration School: strategy formation as a procures of transformation.

UNRWA’s previous MTS process conformed to the Planning School. 

The planning school 
emerged in the early 1970s 
as organisations accelerated 
trends to conceive how they 
work as machines: machines 
that could be modelled and 
replicated and controlled. 
This was supported by 
enterprise resource planning 
software and other features 
that define and categorize 
how an organisation works. 
Interestingly, this is also 
the basis for Results Based 
Management and log frame 
planning. The planning 
school is defined by a strict, 
orderly plan to guide all 
strategic discussions.

The Planning School’s limitations are related to the complexity and uncertainty that exists in most 
organisations. It is foolhardy to think that all variables can be accounted for in a plan and so many 
contemporary strategic planning activities are based on systems approaches that allow for flexibility and 
adaptation while still being able to accurately forecast resource requirements. 

69  For the best description of these schools and their application, see: Strategy Safari: Your Complete Guide Through the Wilds of Strategic 
Management, Henry Mintzberg, Bruce Ahlstrand & Joseph Lampel. Prentice Hall, 2009. 
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While the Planning School will remain the primary approach, UNRWA should support this with features of the Design, 
Culture and Power Schools.

The Design School: The “shorthand” 
version for this school is SWOT analysis, or 
using analysis of strengths, weaknesses, 
threats and opportunities as a means of 
developing strategies. 

SWOT analysis enables organisations to 
identify core competencies and success 
factors, e.g. ways that it can avoid threats 
and seize opportunities. 

Strategic objectives are then 
developed according to these core 
competencies and success factors 
while being informed by values 
and responsibilities, e.g. human 
development goals and refugee 
rights. 

The Power School: This strategic 
development approach is based on 
how to manage competing interests 
and limited resources. 

In an interesting book on the subject, 
Bolman and Deal describe the 
power conflicts that can typify some 
organisations:

•	 Organisations are collations of various individuals and interest groups.
•	 There are enduring differences among coalition members in values, beliefs, information, interests, and 

perceptions of reality.
•	 The most important decisions involve the allocation of scarce resources: who gets what.
•	 Scarce resources and enduring differences give conflict a central role in organisational dynamics and make 

power the most important resource.
•	 Goals and decisions emerge from bargaining, negotiation and jockeying for position amongst different stakeholders. 70

While these overstate the conflicts in relation to how UNRWA operates, the dynamics between voluntary contributions 
and support from hosts, donors and others inherently presents a negotiated dynamic. The power school provides 
articulated standard process for effectively and sensibly leveraging these dynamics toward the development of 
strategic objectives that reflect the agreed upon settlements of various parties’ interests. This could be helpful in 
how the Agency works with external stakeholders to discuss critical issues currently facing the Agency, like relief and 
social services for the abject and absolute poor, workforce planning, demographics, post-conflict Syria, etc. 

The Culture School: This approach can be classified as a consultative approach that engages cohorts to gain their 
perspectives and experience and to create the necessary momentum to achieve ambitious objectives.  It includes 
the following principles: 

•	 Strategy formation is viewed as a fundamentally collective and cooperative process—involves groups from 
across organisation.

•	 The strategy that is developed is a reflection of the attitudes, behaviours and perspectives of the people 
that work there.

•	 Emphasises the crucial role that social processes, beliefs and values play in decision-making.
•	 Explains resistance to strategic change and helps to deal with complex organisational goals.

Based on the timeline put forward at the most recent AdCom, we would adjust and expand this schedule as in the 
table below. Original activities, timelines and leads are included in “blue”. 71 

70  Reframing Organisations: Artistry, Choice and Leadership, L. G. Bolman & T. Deal. Jossey-Bass Publishers, 1997. 
71  Given how significantly different it may be from the previous MTS, UNRWA may want to shorten the period of the current MTS to 2014 . 
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Step Dates Activity Lead Notes
1 Feb 2013 Management Committee discusses strategic issues 

for inclusion in the 2016-21 Medium Term Strategy 
Pose, discuss and answer critical issues  
(POWER SCHOOL)
This implies an iterative and detailed set of discussions 
rather than a 1-off meeting. 

MCM
UNRWA Department 
of Internal Oversight 

Services (DIOS), in 
its oversight and 

guidance role 
rather than as 

directly involved in 
the development 

of the MTS.
MTS WORKING 

GROUP

This should 
be expanded 
to include 
representative 
refugees, hosts 
and donors. 
Ideally, it would 
be facilitated by a 
neutral third party. 
(MTS WORKING 
GROUP)

2 June 2013 Kickoff of 2016-21 Medium Term Strategy including 
templates for costing 

CG Not clear what this 
entails and it may 
be premature for 
developing costing 
templates.

3 Aug 2013

June 2013

Finalization of MTS reflecting full costing of all 
programme activities under GF– First Draft
Use framework to develop strategic objectives—
what must be done to address the critical issues 
facing the Agency while maintaining a commitment 
to the human development goals set forth in the first 
MTS (PLANNING SCHOOL) 

Directors
MTS WORKING 

GROUP

This is premature  
in that it does not 
include specific 
steps required for 
effective strategic 
development nor 
a clear pan for 
consultations. 

4 Jun 2013 Discuss and address strategic issues that have arisen 
and agree on strategic objectives 

AdCom

5
June/July 

2013

Conduct comprehensive risk assessment and 
contingency/forecast planning for all proposed 
strategic objectives. Adjust strategic objectives 
accordingly.,
This may require the services of a third party 
competent in risk assessment and planning.

DIOS: Provide 
advice in the 
development 
of approaches 

while maintaining 
oversight role. 

MTS WORKING 
GROUP

3rd Party Risk 
Expert

This process may 
be repeated after 
Step 6 as based on 
the broader MTS 
elements. 

6 August 
2013

July 2013

Fields engage with hosts on MTS priorities and HQ 
engages with donors on MTS
Engage broad range of stakeholders, including 
refugees, hosts and donors in consultations designed 
to answer how these strategic objectives can be 
met. Emphasis here is on the how rather than a 
discussion of what must be done. SWOT analysis can 
be the basis for these consultations. 
(DESIGN SCHOOL)

PCSU, Directors

MTS WORKING 
GROUP

This level of 
engagement 
would be too 
late in the 
process to 
expect sufficient 
input. 

7
August 
2013

Establish an estimated cost for achieving strategic 
objectives  and priorities. This should  be based on 
conservative estimates of all activities and provide 
guidelines and parameters for what may be done 
through the general fund and what may be done 
through specific project funding. 

Finance & Field 
Directors

MTS WORKING 
GROUP

This should 
include an 
independent 
third party 
review of 
projected costs. 

8 Sept. 2013 MTS Working Group to determine priorities 
(POWER SCHOOL)
 MTS Working Group to determine corporate and 
(separate) field specific indicators and vet through 
standing committee made of Microfinance Officers  
(PLANNING SCHOOL)

MTS WORKING 
GROUP

Microfinance

9 Sept. 
2013

Internal two-day workshop to discuss and agree on 
draft MTS 

MTS WORKING 
GROUP

This could be 
reduced to 1-day.
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10 Oct. 2013 Internal feedback reflected in the draft MTS and 
shared with AdCom SubCom. AdCom SubCom 
convenes to discuss draft MTS. 

PSCU

MTS WORKING 
GROUP 

11 Nov 2013 Incorporating AdCom SubCom feedback, draft MTS 
shared with AdCom

AdCom

12 Nov 2013 The 2016-2021 MTS reflecting full costing of 
programme activities under GF is approved by the CG 

CG 

13 Dec 2013 Establish M&E and knowledge management loops at 
biannual level

DIOS
PCSU

See 
recommendation 
7.

14 Dec 2013 Develop a communications strategy
This should include specific strategies for appraising 
staff of the MTS, how to use it as a tool, its governing 
principles
It should include Staff Unions and Popular 
Committees.
It should include internal and external target 
audiences. 

Team of Public 
Information 

Officers from 
Fields, Programme 

Chiefs, and led 
by a dedicated 

internal 
communications 

expert
ERCD

15 January 
2014

Launch Communications Strategy, including the 
printing of MTS. 

PIOs
MTS Working 

Group
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9.7. List of Documents
The following list of documents  reviewed as part of this Evaluation. 

Area Name of Document Date
Medium Term Strategy UNRWA’s Interim Programme Strategy 2008-2009 Sep-07

Medium Term Strategy The road to the Medium Term Strategy 2010 - 2015 - Background Paper for the Management 
Committee Retreat

Sep-07

Medium Term Strategy Draft Action Plan for the development of the MTS 2010 – 2015 2007

Medium Term Strategy UNRWA Medium Term Strategy Process - Guidance Manual Jun-08

Medium Term Strategy Strategic Priorities for the 2010-2015 Medium Term Strategy and 2010-2011 Field Implementation Plans Jul-08

Medium Term Strategy The UNRWA Medium Term Strategy (MTS) Background Information 2008

Medium Term Strategy UNRWA - Developing the 2010-2015 MTS: the process Oct-08

Medium Term Strategy UNRWA - Presentation on Terminology used in the MTS Oct-08

Medium Term Strategy UNRWA - Presentation on Managing Programmes Oct-08
Medium Term Strategy Summary of Discussion Oct-08

Medium Term Strategy UNRWA Medium Term Strategy 2010-2015 2009

Medium Term Strategy Finance Presentations to UNRWA Advisory Commission Jun-11

Background The Geneva Conference, 7-8 June 2004 - Building Partnerships in support of UNRWA - Conference 
Report

2004

Background UNRWA Medium Term Plan 2005-2009 2004

Background United Nations Relief and Works Agency (UNRWA): A Review Sponsored by the Department for 
International Development (DFID)

Aug-05

Background Report of the Commissioner-General of the United Nations Relief and Works Agency for Palestine 
Refugees in the Near East - 1 January - 31 December 2005

2006

Background Report of the Commissioner-General of the United Nations Relief and Works Agency for Palestine 
Refugees in the Near East - 1 January - 31 December 2006

2007

Background Report of the Commissioner-General of the United Nations Relief and Works Agency for Palestine 
Refugees in the Near East - 1 January - 31 December 2007

2008

Background Report of the Commissioner-General of the United Nations Relief and Works Agency for Palestine 
Refugees in the Near East - 1 January - 31 December 2008

2009

Background Report of the Commissioner-General of the United Nations Relief and Works Agency for Palestine 
Refugees in the Near East - 1 January - 31 December 2009

2010

Background Report of the Commissioner-General of the United Nations Relief and Works Agency for Palestine 
Refugees in the Near East - 1 January - 31 December 2010

2011

Background UNRWA’s Mandate 2008

Background UNRWA in Figures 2012

Background UNRWA Fields of Operation 2012

Background Serving Palestine Refugees More Effectively - Strengthening the Management Capacity of UNRWA - 
UNRWA’s Organizational Development Plan 2006-09

2006

Background Report on OD Activities 2007-2009 Jun-10

Background UNRWA Organizational Chart Oct-12

Background Executive Office Mar-12

Background Programme Coordination and Support Unit Oct-12

Background Education Department Oct-12

Background Health Department Oct-12

Background Relief and Social Services Department Oct-12

Background Microfinance Department May-12

Background Infrastructure and Camp Improvement Evaluation Oct-12

Background Human Resources Department Oct-12

Background Finance Department Jul-12

Background External Relations and Communications Department Mar-12

Background Department of Legal Affairs Oct-12

Background Department of Administrative Support May-11

Background General Services Section Feb-12

Background Information Systems Division May-12

Background Safety and Security Division Oct-12

Background Enterprise Resource Planning Project May-12
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Background Gaza Field Office Oct-12

Background Lebanon Field Office Oct-12

Background Syria Field Office Oct-12

Background West Bank Field Office Oct-12

Background Jordan Field Office Oct-12

Background Jordan Field Office - Human Resources Division Oct-12

Monitoring Data and 
Evaluation

Results Review 2010 - 1 January - 31 December, 2010 Jun-11

Monitoring Data and 
Evaluation

Results Review 2011 - 1 January - 31 December, 2011 Sep-12

Monitoring Data and 
Evaluation

Harmonised UNRWA-Donor Report 2012

Monitoring Data and 
Evaluation

Development of result-based indicators for UNRWA’s programmes funded by the European 
Commission

Dec-06

Monitoring Data and 
Evaluation

2007 External Review of UNRWA’s programmes funded by the European Commission Oct-07

Monitoring Data and 
Evaluation

2008 External Review of UNRWA’s programmes funded by the European Commission Dec-08

Monitoring Data and 
Evaluation

2009 External Review of UNRWA’s programmes funded by the European Commission Dec-09

Monitoring Data and 
Evaluation

2010 External Review of UNRWA’s programmes funded by the European Commission Feb-11

Monitoring Data and 
Evaluation

Evaluation of UNRWA’s Organizational Development (OD) Oct-11

Monitoring Data and 
Evaluation

Report of the Office of Internal Oversight Services on the United Nations Relief and Works Agency for 
Palestine Refugees in the Near East (UNRWA)

Mar-10

Key Themes Towards Achieving Gender Equality - UNRWA’s Policy on Gender Mainstreaming Jun-07

Key Themes Gender Mainstreaming Strategy 2008-09 2008

Key Themes Human Resources Gender Policy & Implementation Strategy Jan-08

Key Themes UNRWA HR Gender Policy & Progress to Date (2008-2009) Oct-09

Key Themes Implementing UNRWA Mainstreaming Strategy Report Aug-12

Key Themes UNRWA Disability Policy Sep-10

Key Themes UNRWA Disability Implementation Strategy 2011-13 2011

Key Themes UNRWA Stakeholder Conference - Engaging Palestine Refugee Youth Leaders - Final Report May-12

Key Themes Final Report - Contribution Agreement ENPI/2011/278-923 - Support to UNRWA’s Stakeholder Meeting 2012

Key Themes UNRWA’s Ten Youth Commitments 2012

Key Themes UNRWA and Youth Background Document Mar-12

Key Themes UNRWA’s Youth Commitments - Presentation on Skills Development to CG and DCG Jun-12

Key Themes Update on Implementation of the 10 Commitments Aug-12

Key Themes Strategic and Participatory Decision-Making - UNRWA and Palestine Refugee Youth: Concept Note for 
Mechanisms at Field and Regional Level

forthcoming

Programme Strategies An external assessment of the UNRWA Health Programme Mar-09

Programme Strategies From Health Reviews to Health Reform - The Way Forward for Reforming the UNRWA Health 
Programme

Jun-10

Programme Strategies Modern and Efficient UNRWA Health Services - Family Health Team Approach Jul-11

Programme Strategies Health Information System - eHealth - System Overview  

Programme Strategies Mental Health Services for Palestine Refugees, UNRWA Programme Review Nov-09

Programme Strategies Community Mental Health Annual Report 2011 Apr-12

Programme Strategies CMHP Quarterly Report All Department From April - June 2012 2012

Programme Strategies Community Mental Health Programme / Bedouins Project - Quarterly Report (April-June 2012) 2012

Programme Strategies CMHP Report 2011 2012

Programme Strategies CMHP Report from January to September 2012 2012

Programme Strategies Building referral systems for better access to services for victims of gender-based violence Oct-12

Programme Strategies Family and Child Protection: WBFO Health Department Oct-12

Programme Strategies Moving Forward After 60 Years - Synthesis of the Assessment of UNRWA’s Education Programme Apr-10

Programme Strategies The Quality of Education in UNRWA Apr-10

Programme Strategies Review and Forward-Looking Assessment of UNRWA Teacher Education Apr-10

Programme Strategies The Evolving Nature of UNRWA Schools - With an Annex on Human Rights Programming Apr-10
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Programme Strategies Special Education Programming in UNRWA Apr-10

Programme Strategies Review and Forward Looking Assessment of the Organization and Management of UNRWA Education Apr-10

Programme Strategies Synthesizing Strengths and Weaknesses Apr-10

Programme Strategies UNRWA Education Reform Strategy 2011-2015 2011

Programme Strategies Education Reform Gantt Chart Jul-12

Programme Strategies Education Reform Structure Sep-12

Programme Strategies Education Reform Strategy Implementation Plan 2011-2015 Oct-11

Programme Strategies Education Reform Field Implementation Priorities Jul-12

Programme Strategies UNRWA Education: Learning Together Aug-12

Programme Strategies Action Items and Recommendations from Education Operational Planning Meeting July 8-9 in Amman Jul-12

Programme Strategies Teacher Education and Development Policy Framework May-12

Programme Strategies Teacher Services Committee and School Quality Assurance Sub-Committee Jun-12

Programme Strategies School Based Teacher Development (SBTD): Transforming Classroom Practices Aug-12

Programme Strategies School Based Teacher Development - Transforming Classroom Practices (UNRWA) - Blueprint Jul-12

Programme Strategies Leading for the Future: Professional Development for Head Teachers/Principals Aug-12

Programme Strategies Leading for the Future - Module 1 Being a leader - Unit 1.4 Setting and sharing your vision Jul-12

Programme Strategies Leading for the Future - Module 1 Being a leader - Unit 1.5 The Role of the Principal/Head Teacher/
Leader

Jul-12

Programme Strategies Assuring quality curriculum in UNRWA schools Aug-12

Programme Strategies UNRWA Framework For Analysis and Quality Implementation of the Curriculum Sep-12

Programme Strategies UNRWA Framework for Analysis and Quality Implementation of the Curriculum Jun-12

Programme Strategies UNRWA Framework for Analysis and Quality Implementation of Curriculum in Brief Jun-12

Programme Strategies Monitoring of Learning Achievement in UNRWA Schools - Baseline Survey 2009 2009/2010

Programme Strategies Blueprint for the development of: UNRWA Toolkit for Identifying and Responding to Diverse Needs of 
Students in Inclusive Classrooms

May-12

Programme Strategies UNRWA Inclusive Education Strategy 2012-2015 May-12

Programme Strategies Psychosocial Support in UNRWA Schools - A Conceptual Framework Jun-12

Programme Strategies UNRWA School Health Strategy Jun-12

Programme Strategies Technical and Vocational Education and Training Programme Aug-12

Programme Strategies Rapid Assessment of UNRWA Technical and Vocational Education and Training (TVET) Programme Jul-11

Programme Strategies TVET Review and Way Ahead Workshop Report Dec-11

Programme Strategies Education Management Information System: Vision and Specification Jun-11

Programme Strategies UNRWA Education Programme - Research Strategy Sep-11

Programme Strategies School Based Teacher Development Programme Baseline Study of Classroom Practices in UNRWA 
Elementary Schools

May-12

Programme Strategies Planning and Monitoring for Success Aug-12

Programme Strategies Monitoring and Evaluation Framework for UNRWA Education Reform Mar-12

Programme Strategies UNRWA Education Strategy Monitoring and Evaluation Manual Mar-12

Programme Strategies Education Department Newsletter, Issue 1 September 2010 Sep-10

Programme Strategies Education Department Newsletter, Issue 2 May 2011 May-11

Programme Strategies Education Department Newsletter, Issue 3 January 2012 Jan-12

Programme Strategies Education Department Newsletter, Issue 1 June 2012 Jun-12

Programme Strategies Monthly Report: Education Department - April 2012 May-12

Programme Strategies Monthly Report: Education Department - June 2012 Jul-12

Programme Strategies Monthly Report: Education Department - August 2012 Sep-12

Programme Strategies Draft Concept Note -UNRWA Governance Framework Feb-12

Programme Strategies List of Education Technical Instructions Apr-12

Programme Strategies Strategic Response Report - Relief and Social Services Programme Aug-08

Programme Strategies Exploring Alternative Delivery Models for UNRWA’s Social Safety Net Programme 2009

Programme Strategies Exploring Alternative Delivery Models for UNRWA’s Social Safety Net Programme - Annex 1 - Cost 
Analysis of the Current Food and Cash Component of the Special Hardship Assistance Programme

2009

Programme Strategies Exploring Alternative Delivery Models for UNRWA’s Social Safety Net Programme - Annex 2 - Review of 
Social Transfer Programmes in UNRWA’s Fields of Operation

2009

Programme Strategies Exploring Alternative Delivery Models for UNRWA’s Social Safety Net Programme - Annex 3 - Field 
Activities

2009

Programme Strategies Headquarters Implementation Plan - UNRWA Relief and Social Services Department 2010-2011 2010



 60

Programme Strategies Review of the Relief and Social Services Programme (RSSP) Mar-10

Programme Strategies Review of the Relief and Social Services Programme (RSSP) - Annexes Mar-10

Programme Strategies Planning Guidance for Relief and Social Services Programme 2011

Programme Strategies Sustaining Change - Relief and Social Services Department Nov-11

Programme Strategies Relief and Social Services Programme Reform - Moving from Food to Cash Assistance Aug-12

Programme Strategies Emergency Appeal oPt 2012 2012

Programme Strategies A Decent Standard of Living - Microfinance 2011

Programme Strategies Microfinance Department Annual Report 2009 2010

Programme Strategies Microfinance Department Annual Report 2010 2011

Programme Strategies Microfinance Department Annual Report 2011 2012

Programme Strategies Advisory Board Meeting 2011 - Transformation Redux 2011

Programme Strategies Briefing Note - Rational for transforming of UNRWA’s Microfinance Programme Jan-11

Programme Strategies Discussion Note - How transforming of UNRWA’s Microfinance Programme will continue to benefit 
Palestine Refugees

Mar-11

Programme Strategies Palestine - UNRWA Scoping Study Sep-07

Programme Strategies Headquarters Implementation Plan - UNRWA Microfinance Department 2010 - 2011 2010

Programme Strategies Youth Outreach in UNRWA’s 2010 Microfinance Portfolio Jun-11

Programme Strategies Youth Outreach 2011 - UNRWA’s Microfinance Portfolio Mar-12

Programme Strategies Social Performance Management Baselines and Targets 2009-2011 Jun-09

Programme Strategies Utilising the Palestine Simple Poverty Scorecard: Baseline Poverty Study of UNRWA Microfinance 
Clients in the Gaza (30 June – 21 July 2010)

Nov-10

Programme Strategies Utilising the Syria Simple Poverty Scorecard:Baseline Poverty Study of UNRWA Microfinance Clients in 
Syria (September 2010)

Feb-11

Programme Strategies Utilising the Palestine Simple Poverty Scorecard: Baseline Poverty Study of UNRWA Microfinance 
Clients in the West Bank (February 2011)

Apr-11

Programme Strategies Realising Self-Reliance Outreach - UNRWA - Microfinance Department Quarterly Newsletter, Issue 1, 
August 2009

Aug-09

Programme Strategies Realising Self-Reliance Outreach - UNRWA - Microfinance Department Quarterly Newsletter, Issue 2, 
November 2009

Nov-09

Programme Strategies Realising Self-Reliance Outreach - UNRWA - Microfinance Department Quarterly Newsletter, Issue 3, 
April 2010

Apr-10

Programme Strategies Realising Self-Reliance Outreach - UNRWA - Microfinance Department Quarterly Newsletter, Issue 4, 
July 2010

Jul-10

Programme Strategies Impact and Market Research report. UNRWA Sep-06

Programme Strategies Microfinance Impact Assessment and Market Research Survey - UNRWA - Microfinance Department - 
Syria

2009

Programme Strategies UNRWA Savings Study West Bank and Gaza Nov-07

Programme Strategies UNRWA MMP, Palestine Apr-06

Programme Strategies UNRWA Microfinance Department West Bank and Gaza – occupied Palestinian territories Oct-08

Programme Strategies UNRWA Microfinance Department – Palestine, Jordan and Syria 2009

Programme Strategies OFID Progress Report 31 March 2009 to 31 March 2010 2010

Programme Strategies Report of the Working Group to Review the Infrastructure and Camp Improvement Programme Dec-09

Programme Strategies Dynamics of Space, Temporariness, Development and Rights in Palestine Refugees’ Camps  

Programme Strategies Infrastructure and Camp Improvement Programme - Partnering with Refugees: towards a better living 
environment until their rights are fulfilled

2012

Programme Strategies Sustaining Change – Update...Infrastructure & Camp Improvement Programme 2012

Programme Strategies Extra Budget Requirement for the Programme (ICIP) Reforms 2012

Programme Strategies Infrastructure and Camp Improvement Evaluation - Concept Note Jul-12

Programme Strategies What protection means for UNRWA in concept and practice Mar-08

Programme Strategies Tool for Incorporating Minimum Standards on Protection into UNRWA Programming and Service 
Delivery

Feb-10

Programme Strategies Tool to Assess Alignment with Protection Standards in UNRWA Programming and Service Delivery Feb-10

Programme Strategies Human Rights, Conflict Resolution, and Tolerance Education Aug-12

Programme Strategies UNRWA Human Rights, Conflict Resolution, and Tolerance - (HRCRT) Education Programme  - Scoping 
Study Report

Jul-11

Programme Strategies Policy - Education for Human Rights, Conflict Resolution and Tolerance May-12

Programme Strategies UNRWA Policy on Education for Human Rights, Conflict Resolution and Tolerance (HRCRT) Jun-12

Programme Strategies UNRWA Policy on Education for Human Rights, Conflict Resolution and Tolerance (HRCRT) - Simplified 
Version

Jul-12
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Programme Strategies UNRWA Human Rights, Conflict Resolution, and Tolerance Teacher’s Toolkit Sep-12

Programme Strategies HRCRT Material Review Workshop 23-25 April 2012 - Summary of Findings Apr-12

Field Operations Field Implementation Plan - UNRWA Jordan 2010-2011 2010

Field Operations Field Implementation Plan - UNRWA Jordan 2012-2013 2012

Field Operations UNRWA Jordan Field Health System Review Mar-10

Field Operations Field Implementation Plan - UNRWA Lebanon 2010-2011 2010

Field Operations Field Implementation Plan - UNRWA Lebanon 2012-2013 2012

Field Operations Health System Review, UNRWA Lebanon Field May-09

Field Operations Review of UNRWA-LFO Health System 2009

Field Operations Health System Review, UNRWA Syria Field Sep-09

Field Operations Field Implementation Plan - UNRWA Syrian Arab Republic 2010-2011 2010

Field Operations Field Implementation Plan - UNRWA Syrian Arab Republic 2012-2013 Apr-11

Field Operations Engaging Youth Flyer  

Field Operations Engaging Youth - A Project Proposal Submitted to the European Commission Jun-09

Field Operations Engaging Youth Log frame Jun-09

Field Operations Engaging Youth - Executive Summary  

Field Operations Field Implementation Plan - UNRWA Gaza 2010-2011 2010

Field Operations Field Implementation Plan - UNRWA Gaza Field Office 2012-2013 2012

Field Operations Schools of Excellence 2008

Field Operations UNRWA Gaza Field Health System Review May-10

Field Operations Field Implementation Plan - UNRWA West Bank 2010-2011 2010

Field Operations Field Implementation Plan - UNRWA West Bank 2012-2013 2012

Field Operations Health System Review of the UNRWA Health Programme in the West Bank Field Jan-10

Drivers of Success A Resource Mobilization Strategy for UNRWA 2012-2015 Oct-11

Drivers of Success A Resource Mobilization Strategy for UNRWA 2012-2015 - Presentation for ACIO Mar-12

Drivers of Success Field Needs Assessment Instructions Mar-08

Drivers of Success UNRWA West Bank Field Office Needs Assessment Report Jun-08

Drivers of Success Programmes Strategic Response Instructions to the Field Identified Needs 2008

Drivers of Success Education Programme Strategic Response Aug-08

Drivers of Success Field Implementation Plans (FIPs) Development Guidance - Part 1: Development of Outline FIPs Aug-08

Drivers of Success Field Implementation Plans (FIPs) Development Guidance - Part 2: Finalization of FIPs Feb-09

Drivers of Success Headquarters Implementation Plans (HIPs) Development Guidance Feb-09

Drivers of Success Headquarters Implementation Plan UNRWA Department of Education 2010-11 2010

Drivers of Success UNRWA’s Operating Planning Process - Assessment and Recommendations Nov-10

Drivers of Success UNRWA’s Operating Planning Process 2012-2013 - Planning Guidance - Part 1: Planning Process and 
Outputs

Feb-11

Drivers of Success UNRWA’s Operating Planning Process 2012-2013 - Planning Guidance - Part 2: Programmes Feb-11

Drivers of Success UNRWA’s Operating Planning Process 2012-2013 - Planning Guidance - Part 3: Cross Cutting Issues Feb-11

Drivers of Success UNRWA’s Operating Planning Process 2012-2013 - Planning Guidance - Part 4: Support Services Feb-11

Drivers of Success UNRWA’s Operating Planning Process 2012-2013 - Planning Guidance - Annex 6 - Project Outline Feb-11

Drivers of Success Headquarters Implementation Plan - UNRWA Headquarters 2012-2013 2012

Drivers of Success Report of the Commissioner-General of the United Nations Relief and Works Agency for Palestine 
Refugees in the Near East - 1 July 2004 - 30 June 2005 - Programme Budget 2006-2007

2005

Drivers of Success Report of the Commissioner-General of the United Nations Relief and Works Agency for Palestine 
Refugees in the Near East - Programme Budget 2008-2009

2007

Drivers of Success Report of the Commissioner-General of the United Nations Relief and Works Agency for Palestine 
Refugees in the Near East - Programme Budget 2010-2011

2009

Drivers of Success United Nations Relief and Works Agency for Palestine Refugees in the Near East - Programme Budget 
2012-2013

Aug-11

Drivers of Success Human Development Goals - 2010-11 Budget Reform. UNDP 2009

Drivers of Success Budget Reform Jul-09

Drivers of Success Instructions - Proposed Programme Budget for the Biennium 2012-2013 Sep-10

Drivers of Success Draft Project Proposal - Activity Based Costing for UNRWA 2011

Drivers of Success Activity Based Costing @ UNRWA - Summary of Results Apr-12

Drivers of Success Review of Statistical and Reporting Processes in UNRWA Mar-10
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Drivers of Success RBM - Managing and Reporting Results  

Drivers of Success Results-Based Monitoring - A Systematic Approach - An Introduction and Update Oct-10

Drivers of Success Reviewing Implementation through Monitoring of Results: The Quarterly Management Review  

Drivers of Success UNRWA 2010 Results Review 2011

Drivers of Success UNRWA 2011 Results Review Guidance Aug-12

Drivers of Success Monitoring Biennium Plans - A Handbook of Common Outcomes, Outputs and Indicators - “An Agency 
View” for 2010-11 Biennium Plans

Dec-10

Drivers of Success Monitoring Biennium Plans - A Handbook of Common Outcomes, Outputs and Indicators - “An Agency 
View” for 2012-13 Biennium Plans

Aug-12

Drivers of Success Harmonizing Strategic Plan and Framework Agreement Reporting - An Agency M&E Matrix Feb-10

Drivers of Success Donor Reporting Harmonisation Initiative - For the Advisory Commission Sub-Committee Nov-11

Drivers of Success Final Report of the Gap Study of FMS/HRMP and ERP Systems (Draft Ver. 3) Mar-08

Drivers of Success Enterprise Resource Planning - Project Proposal Mar-10

Drivers of Success Enterprise Resource Planning Status Update - Presentation to the Commissioner-General Aug-11

Drivers of Success Strengthening UNRWA’s Management & Planning Capacity through the Implementation of Enterprise 
Resource Planning (ERP) System - Project Document

Sep-11

Drivers of Success Project Funding Proposal - ERP System Implementation Oct-11

Drivers of Success Enterprise Resource Planning System Implementation Project - Presentation to the Sub-Committee Mar-12

Drivers of Success Project Completion Report - Support to Development Programmes implemented through UNRWA - 
Enterprise Resource Planning System

Apr-12

Drivers of Success Human Resources Management (HRM) Strategy Sep-06

Drivers of Success Headquarters Implementation Plan - UNRWA Department of Human Resources 2010-2011 2009

Drivers of Success Human Resources Management Strategy 2010-2011 2010

Drivers of Success HR Reform Jun-10

Drivers of Success Talent Management Framework for International Staff Dec-11

Drivers of Success Staff circular introducing new Performance Management Policy Jun-10

Drivers of Success Performance Management Policy – Area Staff – I. Background, Process and Procedures Mar-10

Drivers of Success Performance Management Policy – Area Staff - II. Rewards and Recognition Mar-10

Drivers of Success Performance Management Policy – Area Staff - III. Managing Underperformance - Toolkit for 
Supervisors in UNRWA

Mar-10

Drivers of Success Performance Management Policy - Area Staff - Implementation Plan Mar-10

Drivers of Success Performance Management Policy – Area Staff –User Guide Jun-10

Drivers of Success Performance Management Policy Mar-10

Drivers of Success Area Personnel Directive No. PD/A/23 - Subject: Performance Management - Part I: Principles and Policy Mar-12

Drivers of Success Area Personnel Directive No. PD/A/23 - Subject: Performance Management - Part II: Processes and 
Procedures - Section I: Semi-Skilled and Trades

Mar-12

Drivers of Success Area Personnel Directive No. PD/A/23 - Subject: Performance Management - Part II: Senior Staff - 
Section II: Professions

Mar-12

Drivers of Success Area Personnel Directive No. PD/A/23 - Subject: Performance Management - Part II: Processes and 
Procedures - Section III: Senior Staff

Mar-12

Drivers of Success Performance Evaluation Report (International Staff and Senior Area Staff) Oct-08

Drivers of Success “The Snapshot” - UNRWA’s current Staffing Profile - June 2007 Jun-07

Drivers of Success “The Snapshot” - UNRWA’s current Staffing Profile - June 2008 Jun-08

Drivers of Success “The Snapshot” - UNRWA’s current Staffing Profile - June 2009 Jun-09

Drivers of Success International Staffing - Annual Report to Advisory Committee on Human Resources Mar-10

Drivers of Success International Staffing - Annual Report to Advisory Committee on Human Resources May-11

Drivers of Success International Staffing 2011 - Annual Report to Advisory Committee on Human Resources May-12

Drivers of Success General Staff Circular No. 05/2011 - Agency Staffing Framework Jun-11

Drivers of Success Scoping Exercise on Classification (Birches Group) 2007

Drivers of Success Market Study Report (Birches Group) Jul-08

Drivers of Success Development of a New Area Staff Category - Completion of the Model Job Classification System and 
Findings from the Market Study of Jordan with Possible Compensation Models (Birches Group)

Sep-08

Drivers of Success Inception report (Hay Group) Jan-10

Drivers of Success Classification, Compensation, and Performance Management Reform Project - Briefings to Fields and 
HQ

 

Drivers of Success Classification, Compensation, and Performance Management Reform - Update QMC June 2010 Jun-10

Drivers of Success Area Staff Personnel Directive A/22/REV.5 - Part I - Subject: Area Staff Development Policy Feb-12
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Drivers of Success Area Staff Personnel Directive A/22/REV.5 - Part II - Subject: Educational Assistance Programme Feb-12

Drivers of Success International Personnel Directive No. PD I/113.1/REV.3 - Part I - Subject: International Staff 
Development Policy

Feb-12

Drivers of Success International Personnel Directive No. PD I/113.1/REV.3 - Part II - Subject: Educational Assistance 
Programme

Mar-12

Drivers of Success UNRWA Staff Development Strategy 2011-2013 Dec-11

Drivers of Success Guidance for 2011 Learning Needs Assessment and Development of Field Training Plans for Field 
Offices and HQ

2011

Drivers of Success Guidance for budgeting for UNWRA training activities Feb-11

Drivers of Success Training Inventory and Plan Template 2011

Drivers of Success Induction Workshop for UNRWA Area Staff May-11

Drivers of Success Leadership and Management Development Programme Aug-07

Drivers of Success LMDP Fact Sheet Nov-10

Drivers of Success UNRWA’s Leadership Management and Development Programme (LMDP) Final Report Nov-10

Drivers of Success UNRWA’s Leadership Management and Development Programme (LMDP) - End of Year 2 Evaluation - 
Evaluation by LMDP Participants

Oct-09

Drivers of Success UNRWA’s Leadership Management and Development Programme (LMDP) - High Level Evaluation - 
Completed by direct supervisors of LMDP participants

Oct-09

Drivers of Success UNRWA Integrated Risk Management (IRM) - Concept Paper Oct-09

Drivers of Success UNRWA “Top” Risks June 2010 Jun-10

Drivers of Success UNRWA “Top” Risks ASD/ERP Jun-10

Drivers of Success Emergency planning and preparedness workshop, Amman 3-5 November 2009 Nov-09

Drivers of Success Summary of recommendations from emergency planning and preparedness workshop, Amman 3-5 
November 2009

Nov-09

Drivers of Success Emergency Planning and Preparedness - Staff Roster Aug-10

Drivers of Success DCG’s Note on Emergency Roster Sep-10

Drivers of Success Department of Internal Oversight Services (DIOS) - Annual Report 2010 Mar-11

Drivers of Success Department of Internal Oversight Services (DIOS) - Strategic Plan Mar-11

Drivers of Success Department of Internal Oversight Services (DIOS) - Status Report Nov-11

Drivers of Success Department of Internal Oversight Services (DIOS) - DIOS Annual Report 2011 Mar-12

Drivers of Success Department of Internal Oversight Services (DIOS) - Work Plan 2012 Mar-12

Drivers of Success Assessment of Evaluation in UNRWA Sep-12

Drivers of Success Evaluation Architecture Sep-12

Drivers of Success UNRWA Monitoring and Evaluation Policy May-08

Drivers of Success UNRWA Evaluation Plan 2008-2009 2008
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9.8. List of People Interviewed
The following table indicates all people who participated in the Evaluation.  

Office # Name Title
HQ Executive Office

HQ 1 Fillipo Grande Commissioner-General

HQ 2 Margot Ellis Deputy Commissioner-General

HQ 3 Sandra Mitchell Chief of Staff

HQ 4 Matthew Reynolds Head, Representative Office, Washington DC

HQ 5 Lisa Gilliam Deputy Chief of Staff

HQ 6 Saahir Lone Deputy Chief of Staff

HQ Education

HQ 7 Caroline Pontefract Director of Education (Inception Phase)

HQ 8 Mustapha Al-Sharable Head, Curriculum, Quality Learning & Student Assessment

HQ 9 Salim Shehadeh Head, TVET & Youth Unit

HQ 10 Ayman Murad Head, Partnership & ICT Unit

HQ DIOS

HQ 11 Claus Andreasen Director

HQ 12 Robert Stryk Chief, Evaluation (Primary Liaison; not formally interviewed) 

HQ 13 Lex Takenberg Chief, Ethics Office

HQ ERCD
HQ 14 Salvatore Lombardo Director

HQ ERP
HQ 15 Luca Baldini Director of ERP

HQ Finance
HQ 16 Aaamir Awan Chief, Budget Division

HQ Health

HQ 17 Akihiro Seita Director of Health

HQ 18 Ali Khader Deputy Director of Health and Chief Medical Care Services (Acting)

HQ HRD

HQ 19 Awatef Hundum Chief, Compensation & Management Services Division

HQ 20 Andrew Patterson Chief, Policy (Acting)

HQ Infrastructure & Camp Improvement
HQ 21 Issam Miqdadi Director

HQ 22 Vijay Veekram D/DICI & Head Camp Improvement Unit

HQ 23 Nabeeh Matanes Head, Engineering Support Unit

HQ 24 Salah Ismail Head, Design Unit

HQ Microfinance

HQ 25 Alex Pollock Director of Microfinance

HQ PCSU

HQ 26 David De Bold Senior M&E Officer

HQ RSS

HQ 27 Martha Myers Director, Relief & Social Services

HQ 28 Amy Schmidt Senior Poverty Advisor

HQ 29 Sana Jelassi Gender Advisor

HQ 30 Rami Ibrahim Head, RSS IS Unit

HQ Additional Interviewees: 
HQ  31 Wean Madi  Senior Statistitian

HQ  32 Raed Tailakh  Evaluation Officer

HQ  33
Ali Khader  Chief, Health Protection and Promotion
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HQ  34 Gabriel Tuan  Coord Staf Dev

HQ  35 Petra Samways  RSS, Youth Advisor

HQ  36 Fiona Allen  Communication and change management, ERP

HQ  37 Gabrielle Bonnet  Senior education programme specialist

HQ  38 Ghada Ballout  Health

HQ  39 Muna Budeiri  Infrastructure & Camp Improvement

HQ  40 Majed Hababeh  Head, Family Health Services

HQ  41 Marina Skuric  Head AdCom Secretariat

HQ  42 Anne Dachs  HR

HQ  43 Dr. Yousef  Health

HQ  44 Meg Audette  FPSO

HQ  45 Paula Malan Programme Analyst

HQ  46 Hala Al Asir Head Design Unit

HQ  47 Bernadette O. Rindler Head of Analysis and Development Section

HQ  48 Jesus Rouco Procurement

GFO 1 Robert Turner Director of UNRWA Operations, Gaza

GFO 2 Scott Anderson Deputy Director of UNRWA Operations, Gaza, Programmes

GFO 3 Christer Nordahl Deputy Director of UNRWA Operations, Gaza, Support

GFO 4 Siobhan Parnell Field Programme Support Officer

GFO 5 Moh’d Yusuf El Hindi Field ICT Officer

GFO 6 Marina Shahin Public Information Officer

GFO 7 Robert Langridge Field Security Officer

GFO 8 Sheri Ritsema Field Protection Officer

GFO 9 Mahmoud Himdiat Chief, Field Education Department

GFO 10 Mohd Maqadma Chief, Field Health Programme

GFO 11 Hussam Manna Chief, RSS

GFO 12 Naser Jaber Chief, Field Microfinance

GFO 13 Munir Manna Chief, ICI Programme

GFO 14 Jonathan Porter Field HR Officer

GFO 15 Larisa Mrnkova Field Procurement Officer

GFO 16 Alex Balabai Field Logistics Officer

GFO 17 Pankaj Gupta Field Finance Officer

GFO 18 Damien Vaquier Emergency Programme Support Officer

GFO 19 Stephanie Fox Analysis & Evaluation Officer

GFO 20
Mohammed Aklouk 

Chief, Area Office, Gaza Area

GFO 21
Yousef Moussa

Chief Area Office, North Area

GFO 22
Mohammed El Aydi 

Chief, Area Office, Rafah Area

GFO 23
Abdul Karim Jouda 

Chief, Area Office, Khan Younis Area

GFO Additional Interviewees: 

GFO 24 Iyad Zaqout Chief Community Health; Mental Health

GFO  25 Leslie Thomas Communication Officer

GFO  26 Guillaume Limal Projects Coordinator

GFO  27 Stefano Cordella Reconstruction Officer

GFO  28 Suheil Muhanna RSS Officer

GFO  29 Ghada Yusuf El Jadba Area Health Officer

GFO  30 Sad Said Nabhan Area Education Officer

GFO  31 Philip Brown Projects Officer

GFO  32 Khalil Hassan Salem Area Operations Officer

GFO  33 Kefah Moh’d Najjar Area Health Officer

GFO  34 Ibrahim Awwad Area Education Officer

GFO  35 Susanne Leuenberger Operations Support Officer
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GFO  36 Sae Osawa, Operations Support Officer

GFO  37 Suzanne Kristensen Operations Support Officer

GFO  38 Mohammed Latif Qawwash RSS Officer

GFO  39 Ibrahim Moh’d El Borsh Area Health Officer

GFO  40 Moh’d Nimer Shaikh Ali Area Education Officer

GFO  41 Sae Osawa Area Operations Officer

GFO  42 Mahmoud Mohammad Area Health Officer

GFO  43 Moh’d Nimer Shaikh Ali Area Education Officer

GFO  44 Sami Moh’d El Salhi Area Operations Officer

GFO  45 Taysir Awadalla el Amasi Area Health Officer

GFO  46 Naiemeh KH El Mudalal Area Education Officer

GFO  47 Hussam Manna Relief and Social Services Officer

JFO 1 Mike Oswald Deputy Director of UNRWA Operations, Jordan, Programmes

JFO 2 Sven Berthelsen Deputy Director of UNRWA Operations, Jordan, Support

JFO 3 Vickram Chhetri Field Programme Support Officer

JFO 4  Shorouq Fakhouri Chief, Field Education Department

JFO 5 Mohammed  Tarakhan Chief, Field Health Programme

JFO 6 Mazen Omar Chief, RSS

JFO 7 Salah Ismail Senior Structural Engineer

JFO 8  Daniela Leinen Field Procurement & Logistics Officer

JFO 9 Butros Salim Janho Field Finance Officer

JFO 10 Moayad Ahmad Chief, Area Office, North Amman

JFO 11 Ahmad Hashem Dabash Chief, Area Office, South Amman

JFO 12  Dahoud Dawas Chief, Area Office, Zarka Area

JFO 13  Nidal Ahmad Chief, Area Office, Irbid Area

JFO Additional Interviewees: 

JFO  14 Abd Al-Kareem Jaber Area Maintenance Officer

JFO  15 Fouad Naser Al-Deen Area Medical Officer

JFO  16 Fayez Ibrash Acting Areas Education Officer

JFO  17 Rola Shawqi  Head Teacher

JFO  18 Dr Samir Zabaneh  Senior Medical Officer

JFO  19 Mona Hudaib  Area Registration Officer

LFO 1 Ann Dismourr Director of UNRWA Operations, Lebanon

LFO 2 Roger Davies Deputy Director of UNRWA Operations, Lebanon, Programmes

LFO 3 Robert Hurt Deputy Director of UNRWA Operations, Lebanon, Support

LFO 4 Jeremie Delage Field Programme Support Officer

LFO 7 Khaled Hanafi Public Information Officer

LFO 8 Sara Dominoni Donor Relations Officer

LFO 9 Walid Al Khatib Chief, Field Education Department

LFO 10 Suha Ismail Chief, Field Health Programme

LFO 11 Leila Kaissi Chief, RSS

LFO 13 Natalie Burton Field HR Officer

LFO 16 Ali Assad Field Procurement & Logistics Officer

LFO 17 Agha Khan Field Finance Officer

LFO Additional Interviewees: 
LFO  18 Ibrahim Al Abdullah Field Sanitary Eng.

LFO  19 Suha Ismail  Deputy Chief, Field Health Programme 

SFO 1 Katheryn Reyes Field Programme Support Officer

SFO 2 Basma Qasmien Field Protocol Officer

SFO 3 Hala Mukhles Public Information Officer

SFO 4 Samir Abdel Rahim Chief, Field Education Department
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SFO 5 Husam Tibi Chief, Field Health Programme

SFO 6 Amneh Saqer Chief, RSS

SFO 7 Mahmoud Abdel Razzaq Chief, Field Microfinance

SFO 8 Othman Shbib Chief, Field Engineering & Construction Senior Officer

SFO 9 Ruslan Kafri Field ICT Officer

SFO 10 Ahmad Sulieman Field Finance Officer

SFO 11 Lina Mer’la Chief, Area Office, Damascus

SFO Additional Interviewees: 

SFO  12 Taysir Sabbagh Deputy Chief of Health

SFO  13 Lama Khouli Deputy Chief RSS

SFO  14 Peter Tubman Reporting Officer

WBFO 1 Felipe Sanchez Director of UNRWA Operations, West Bank

WBFO 2 Dave Hutton Deputy Director of UNRWA Operations, West Bank, Programmes

WBFO 3 Florence Anselmo Field Protection Officer

WBFO 4 Kazem Abu Khalaf Public Information Officer

WBFO 5 Ardi Imseis Field Legal Officer

WBFO 6 Laurianne Leca Field Emergency Officer

WBFO 7 Mahmuda Ali Operations Officer

WBFO 8 Meg Audette Field Programme Support Officer

WBFO 9 Bakhtiyor Babaev Monitoring & Evaluation Officer

WBFO 10 Nasser Jarallah Projects Officer

WBFO 11 Wahid Jubran Chief, Field Education Department

WBFO 12 Umaiyeh Khammash Chief, Field Health Programme

WBFO 13 Lubna Madyeh Chief, RSS

WBFO 14 Sandi Hilal Manager, Camp Improvement & Infrastructure

WBFO 15 Volteire Kharoufeh Chief, Field Microfinance Programme

WBFO 16 Kazem Abu-Khalaf Deputy Field Engineering Construction Senior Officer

WBFO 17 Karine Traonvouez Field HR Officer

WBFO 18 Nasser Najjar Field ICT Officer

WBFO 19 Maurice Savage Field Procurement & Logistics Officer

WBFO 20 Samia Karborani Field Finance Officer

WBFO 21 Yusef Hushiyeh Chief, Area Office, Jerusalem

WBFO 22 Muaweyah Amar Chief, Area office, Nablus Area

WBFO 23 Amjad Abu Laban Chief, Area Office, Hebron Area

WBFO Additional Interviewees: 

WBFO  24 Lovema Apassami Gender Officer

WBFO  25 Florence Anselmo Field Protection Officer

WBFO  26 Khaled Mansour Report Assistant

WBFO  27 Dan Richards SOS

WBFO  28 Wahid Jubran Deputy CEFP

WBFO  29 Mohammad Araj RSS

DONORS

Belgium Alfred Fickers Consul - Development Cooperation, Consulate General of Belgium

Canada Christopher Loan First Secretary  / Development Officer (CIDA)

EU Michael Mansour Task Manager (UNRWA policy), EUREP Office

Spain Lorea Uribarri-Berrojalbiz Head of the Spanish Cooperation, Spanish Co-operation Office

Sweden
Axel Wernhoff Consul General Consulate General of Sweden 

Maher Daoudi Deputy Head of Development Cooperation

Turkey Ishak Ebrar Çubukçu Counsellor and Deputy Head of Mission, Turkish Embassy in Amman 

United Kingdom
Jonathan Hargreaves Head of DFID

Nicola Crissell Team Leader, Poverty and Vulnerability, Palestinian Programme
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United States of America
Inger A Tangborn Regional Refugee Coordinator, Consulate General of the United States

Samah Khoury Refugee Program Specialist, Consulate General of the United States

HOSTS

Jordan Yassin Abu Awwad Director of Planning and Projects, Department of Palestinian Affairs

Palestine (Observer of 
the AdCom)

Mohammed Ali Sadeq 
Abu Baker

Deputy Head Department of Refugee Affairs, P.L.O

Syria Ali Mustafa Director General of Authority For Palestine Arab Refugees (GAPAR)

REFUGEES

Lebanon
Two group meetings with representative groups of refugees drawn from all LFO camps and who were 
independent from Popular Committees or other formal associations 

Jordan
Two group meetings with representative groups of refugees from select camps and some individual discussions. 
These were arranged by the Department of Palestinian Affairs.  
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Footnotes
1  Respondents could provide a combined score for all external stakeholders or separate ranks for refugees, hosts, and donors. These separate scores 
were averaged for general analysis but are available in the analytical models used for this Evaluation. 

2  No reference to cross-cutting themes. 

3  Draft 2012 – 2013 plan not sufficient for comparative analysis. Used 2010 – 2011 FIP. 

4  Integrated into Objective Maps and Planning & Budget Matrix. 


