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THE DEPUTY SECRETARY-GENERAL 

6 December 2011 

Dear Mr. Lucas, 

Thank you for your letter of 21st November, 2011, and the 
accompanying report regarding your efforts, during the first months since 
your appointment as Director, to address the pressing challenges facing the 
United Nations Interregional Crime and Justice Research Institute (UNICRI). 

I note with great appreciation that there has been substantial progress 
on issues that required urgent attention and that constructive initiatives have 
been taken on a number of others. 

I am sincerely grateful for your proactive approach in the reform of 
UNICRI to date. I trust that, under your able leadership, the ongoing and 
proposed efforts will position the organization to fulfil its mandate and to 
address the prevailing risks and managerial challenges. 

Please do not hesitate to let me know if I can be of any assistance to 
your work. I wish you all the best during your remaining time as Director. 

Mr. Jonathan Lucas 
Director 
United Nations Interregional Crime 

and Justice Research Institute 
Turin 
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Yours sincerely, 

Asha-Rose Migiro 
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21 November 20 II 

Dear Ms. Migiro, 

I have the pleasure to share with you the interim report which I will present to the 
UNICRI Board of Trustees in December 20 II, reflecting the achievements of the six months I 
have served as the Director of UNICRI. I have addressed the pressing issues facing the 
Institute, particularly the organizational structure, management, funding and programming. 

Much has been achieved as reflected by the initiatives I have taken. The new priorities 
will enable UNICRI to forge ahead in specific niches where the Institute has a comparative 
advantage, as it has done so well in sectors such as addressing the chemical, biological, 
radiological and nuclear (CBRN) risks mitigation. The Institute is in a unique position to 
continue to establish itself as an important instrument for Member States, particularly through 
the activities it will undertake following the exponential growth of the programme portfolio 
which increased from US$ 14 million in April to over US$ 52 million in November 2011. 
However, there are also prevailing risks and managerial challenges, documented by several 
OIOS reports, which must continue to be addressed with vigour. 

I would like to express my deep gratitude for the privilege to serve as the Director of 
UNICRI and for the trust you have placed in me to provide leadership to the Institute. 

Sincerely your , 

Director 

Ms. Asha-Rose Migiro 
Deputy Secretary-General of the United Nations 

cc: Mr. Vijay Nambiar, Executive Office of the Secretary-General 
Mr. Kim Won-soo, Executive Office of the Secretary-General 
Mr. Robert C. Orr, Executive Office of the Secretary-General 
Mr. Yury Fedotov, United Nations Office on Drugs and Crime 
Ms. Angela Kane, Department of Management 
Ms. Elizabeth Verville, UNICRI Board of Trustees 

United Nations 
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Interregional Crime and Justice Research Institute 
Viale Maestri del Lavoro, 10 - 10127 Turin, Italy 

Telephone: (+39) 011 653 71 11 - Telefax: (+39) 011 631 33 68 
E-Mail : unicri@unicri.it - Web site: www.unicri.it 
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Part I. ADDRESSING THE MANAGEMENT CHALLENGES FACING UNICRI 

A. OIOS 2011 Report to the General Assembly: "Lack of managerial oversight and 
systemic disregard for the normative framework of the United Nations" 

l. The 2011 OIOS Report to the General Assembly includes the following entry regarding 
UNICRI: "Due to a lack of managerial oversight and systemic disregard for normative 
framework ofthe United Nations, serious shortcomings existed in procurement, finance and 
human resources, which increased the risk for misconduct." UNICRI was managed in a 
much decentralized manner with the three UNICRI heads of unit given full authority for all 
human resources, finance and administrative actions without managerial oversight. 

B. Reputation risk management: Addressing damaging litigations 

2. Soon after taking office I had to engage in reputation risk management and urgently 
address some critical issues which threatened to damage the credibility of the Organization. 
This included dealing with some unresolved legal and managerial issues and potential litigations 
which would have led to major financial losses to UNICRI. 

Closure of the ARES Case (UNICRI-ARES agreement of July 2009) 

3. UNICRI entered into agreement on 31 July 2009 with the Italian company ARES spa in 
the context of the project entitled Permanent Observatory on Anti-counterfeiting Systems. The 
agreement was suspended as incompatible with the UN rules and practices governing activities 
with the private sector. UNICRI would be put into a position whereby it would be involved in 
validating some software for commercial purposes. This matter was also brought to the 
attention of senior officials of the Organization. Following bilateral consultations with the 
representatives of the company, the matter was brought to closure in a meeting in Rome on I 
July with the guidance of the UNODC/UNOV Legal Counsel. I continue to uphold the decision 
taken, in compliance with the UN rules, ensuring that UNICRI is not drawn into any 
arrangement of a commercial nature. 

Settlement of the Philippart case 

4. In 2009 UNICRI management accepted the offer of project funds which Mr. Philippart 
(Luxembourg) promised to bring to UNICRI in 2009. As part of the agreement he was recruited 
in 2009 at the P-4 level with an ALD contract with UNOPS. He previously served as an 
Associate Expert (P-2) with UNODC. His contract was terminated by UNICRI in December 
2010. He initiated legal proceedings against UNICRI. Following consultations with OLA and 
UNOPS I agreed to settle the case by paying US$ 29,000 to Mr. Philippart, to limit the costs to 
UNICRI arising from further litigations. 

C. Addressing a fragmented organization structure 

5. UNICRI has a fragmented structure. Whereas the host country agreement with the 
Government of Italy recognises two offices in Rome and Turin, other offices have been 
established such as in Lucca and Lisbon. The fragmented organization structure made it 
difficult to exercise managerial oversight and monitoring. These issues will be addressed by the 
Board at its session in December - for policy directives. I nonetheless took some decisions to 
redress the organization structure ofUNICRI. 
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Closing the project office in Angola in June 2011 

6. I decided to close the project office in Angola in June. Since, January 2011 UNICRI 
had been paying a driver and a project coordinator (US$5,000 per month) to keep the office 
open- even if the project closed in December 20 I 0. 

Ending the contract of the UNICRJ Representative to the Council of Europe, Strasbourg, 
July 2011. 

7. The contract of a UNICRI representative to the Council of Europe, based in Strasbourg, 
was terminated. There was no tangible gain for UNICRI from the investment of paying a 
representative in Strasbourg. 

Putting on hold the host country agreement with Portugal 

8. A host country agreement between UNICRI and the Government of Portugal was 
approved by OLA for signature, initially by the Minister of Foreign Affairs of Portugal and the 
Secretary General. The objective was to establish a "fully-fledged UNICRI office in Lisbon". 
According to article III of the proposed Agreement "The Portuguese Republic shall afford the 

same treatment to the UNICRI Office as it affords to any other accredited foreign mission in the 
Host Country". The second host country agreement would be politically damaging to UNICRI. 
Establishing a second UNICRI headquarters in Portugal raises several financial , organizational 
and political difficulties for UNICRI. After consultation with the President of the Board of 
Trustees and the Representative of the Secretary-General on the Board, I decided not to proceed 
with the second host country agreement as this would not be in the best interest ofUNICRI. 

D. Ensuring the optimal use of resources: Cut in operational costs (e.g. travel, telephone) 
and doing more with less 

9. UNICRI is value for money. However, it needs transparent management to optimize the 
use of available resources. I am focusing on cutting costs on the major items of expenditures, 
particularly travel and telephone charges. For example, during the past 15 months UNICRI 
spent US$ 1.8 million on travel - which is extremely high. I am monitoring all objects of 
expenditures and have taken measures to cut travel and other operational costs. 

Part II. FUNDING UNICRI: ADDRESSING A PRECARIOUS SITUATION WITH NO 
PREDICT ABLE FUNDING 

10. While the Institute is a UN entity and forms part of the UN system it does not receive 
any funding from the Regular Budget of the United Nations. Article VII of its Statute stipulates 
that "the activities of the Institute shall be funded by voluntary contributions from States". 

A. General Purpose (GP) fund ofUNICRI (less than 10% oftotal funding in 2010) 

11. In 2010 the Government of Italy provided the bulk of General Purpose contribution to 
UNICRI, fixed at US$ 627,275. This is complemented by a voluntary contribution, which 
dropped from US$ 1.2 million in 2009 to US$ 246,609 in 2010. UNICRI also receives a 
contribution of US$105,400 to cover the cost of maintenance, bringing the overall GP 
contribution to US$ 979 284. 

12. The fix costs of UNICRI for its location on the campus in Turin is US$ 382,350. 
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UNICRI has to use GP funds received from the Government of Italy to cover those costs. As a 
result the net GP funds available to UNICRI in 20 10 were US$ 596 934, threatening the 
viability and operational flexibility of UNICRI. 

13. Chile was the second country contributing to the General Purpose fund of UNICRI in 
2010 for the amount of US$ 1,000. 

14. General Purpose funds accounted for less than 10% of the total funding available to 
UNICRI in 2010. 

15. In light of the financial crisis affecting the countries of the euro zone, several countries, 
such as the Government of Italy, have taken measures to drastically cut expenditures. There is 
an expectation of further decrease in the contribution of Italy, particularly to GP funding, which 
UNICRI will have to absorb. 

B. Funds for Programmes 

16. During 2010 UNICRI allotted US$ 8 million for programmes. The break-down of 
funding sources was as follows: 

(I) Funding from international organizations: 43% (US$3.5 million) 
(ii) Funding from Member States: 33% (US$2 .6 million) 
(iii) Funding from private entities: 24% (US$1.9 million) 

International organizations and private entities account for 67% of funding 

17. International organizations (European Union, UN agencies, OSCE, OAS) together with 
private entities, mostly private foundations, provided 67% of the funding (US$ 5.5 million) to 
UNICRI in 2010. 

Member States account for 33% of funding 

18. Member States accounted for only 33% of funding for programmes implemented by 
UNICRI (US$ 2.6 million). Only 8 Governments provided contributions to UNICRI. These 
were relatively small contributions ranging from US$ 26 000 to US$ 208 000, with the 
exception of Italy which accounted for 68% of project funds received from Governments. 

Part III. NEW INITIATIVES, PARTNERSHIPS, PRIORITIES AND RESOURCE 
MOBILISATION 

19. To address the situation in UNICRI I took several new initiatives impacting on the 
management, programming and funding of UNICRI. 

A. New initiatives to address management challenges: 

Establishment of a Central Management Unit as of August 2011 

20. The practice in UNICRI was for projects implemented by the Institute to be managed 
directly by the respective project staff on their own or reporting to one of the three heads of unit. 
Providing managerial oversight, particularly ensuring the application of UN rules and 
regulations for procurement, finance and human resources, became difficult. There was often 
duplication in functions and differences in the application of rules and regulations. 

3 



,_ 



United Nation• 
lnie<RC~<>MI~•""J!Sice 

~~hlnslltute 

21. To address this situation, following consultation with colleagues in UNICRI, I decided 
to establish a Central Management Unit to integrate the finance, procurement, and human 
resources functions. Responsibility for ensuring effective management and the application of 
rules and regulations will lie with the head of the Central Management Unit rather than with the 
project managers or the heads of unit. 

22. The Central Management Unit will also serve as a flexible structure for programming, 
monitoring, and management of growth or downsizing. 

Establishment of Capacity for procurement 

23. In its reports OIOS noted major shortcomings in procurement in UNICRI. With the 
support and guidance of the UNOV Procurement Section I have appointed a dedicated staff 
responsible for procurement services, reporting to the head of the Central Management Unit. I 
am also exercising authority for procurement for up to US$ 40,000. I have also suspended the 
use ofUNOPS services, as recommended by OIOS. 

Human Resources: UNICRI's greatest asset 

24. To effect change management I have established weekly meetings with managers and 
their deputies on Mondays, and meeting with all staff each Friday. I also conduct structured 
one-to-one meetings with managers and staff to address managerial and organizational issues. 
This participatory approach to management play an important role in team building, sharing of 
information, overcoming resistance to change as well as contributing to the emergence of a 
common and shared vision. 

25. We have also taken measures to address the recommendations of OIOS regarding the 
management of human resources in UNICRI, particularly with a view to ensure transparency 
and the competitive process in the recruitment of non-staff. The Board of Trustees will be 
invited to approve, at its session in December, the new guidelines for the designation and 
appointment of fellows, as well as procedures for the selection of candidates for non-staff 
positions. An important objective is to ensure geographical balance in the staff of UNICRI as 
over 90% of the staff are nationals of a single country. 

B. Addressing the funding challenges 

Earnings from Programme Support Cost (PSC) -living from projects 

26. The practice in UNICRI was to charge lower Programme Support Cost (PSC) than the 
established practice. I have taken measures to ensure that UNICRI complies with UN rules and 
regulations and charges 13% PSC on all projects and 7% when it comes to EC funded projects, 
in line with FAFA Agreement between the UN and the EU. Each project has to cover the 
implementation costs. GP funds are not used for project implementation. 

27. The General Purpose (GP) fund balance (reserves) was depleted as expenditures had, 
over the years, exceeded income. GP funds are expected to increase significantly in the next 
biennium due to the higher volume of expenditures arising from the new funding agreements. I 
am also striving to increase the rate of implementation of the projects and the timely delivery of 
activities to increase PSC earnings and increasingly charging GP costs against programme 
support income. Once the gap has been addressed PSC earned could become a significant 
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source of funding for priority programmes receiving little donor funding, as well as seed money 
for programme development. 

Mobilising Member States to Establish a Predictable Funding Base 

28. While the Statute of UNICRI foresees that the activities of the Institute shall be funded 
by voluntary contributions from Member States, only 8 Governments provide financial support 
to UNICRI. A critical challenge for UNICRI is to ensure an increased sense of ownership by 
Governments, who must come to see themselves as the shareholders of the Institute. This will 
contribute to the establishment of a predictable funding base for UNICRI. 

29. Member States are not very familiar with the mandate and work programme of 
UNICRI. This may explain the limited funding which UNICRI is receiving from Governments. 
I am addressing the situation in the following manner: 

(i) Briefings and consultations with regional groups, Permanent Missions and embassies 
accredited to the UN agencies in Rome focusing on the mandate and activities of UNICRI. 
A briefing for the Asian Group was held in Rome in July. Briefings for the African Group 
and for the Group of77 and China are scheduled for November/December. 

(ii) Preparation of a report on UNICRI to the Commission on Crime Prevention and Criminal 
Justice targeting the Permanent Missions in Vienna, and a report to ECOSOC - aimed at 
presenting, for the first time, the work of UNICRI to ECOSOC and the Permanent Missions 
in New York. 

(iii) Optimize opportunities for advocacy e.g. organize side events at the sessions of the two 
commissions and other venues to promote UNICRI and highlight its achievements. 

(iv) To engage governments by presenting specific project proposals tailored to priority needs, 
e.g. training of judges and prosecutors, counterfeiting, CBRN threat mitigations. 

(v) To mobilize the Board members to play an active role in advocacy and fund raising in line 
with the Statute of UNICRI. 

Achieving and managing growth-moving the programme portfolio from 
US$ 14.2 million in April to over US$ 52 million in November 2011 

30. UNICRI has recently succeeded in establishing special niches where it enjoys 
comparative advantage at the substantive level and the full recognition and appreciation of the 
donor community. These include CBRN, radicalization and terrorism, security at major events, 
juvenile justice, capacity building through training and research. This is reflected in the recent 
growth in funding to UNICRI. 

31. The following projects have been finalized and approved for funding: 

(i) 9 August: Project to test and implement innovative drug policies - The Region of Calabria 
selected UNICRI as the best suited implementation partner. 

Value: US$ 2.2 million to be implemented in 3 years; 13% PSC. 
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(ii) 23 August: Project with the European Union for the implementation of a project addressing 
Chemical, Biological, Radiological, Nuclear (CBRN) security risk mitigation - a field where 
UNICRI has established itself as the lead agency. 
Value: US$ 6.8 million to be implemented in 18 months; 7% PSC. 

(iii) 16 September: Project on radicalization of terrorism - funded by US Congress. 
Value: US$ 1.2 million to be implemented in 18 months; 13% PSC 

(iv) November 20 II: Project EU-SEC on major event security 
Value: US$ 4.3 million (Euros 3 million) to be implemented in 3 years; 7% PSC 

(v) Consultations in August and agreement in October 2011 for funding of projects by private 
foundation - Compagnia di San Paolo (Eco-crime research and project, urban security, research 
project on human trafficking, support for the Master of International Law programme for 20 12) 
Value: US$ 544 000 (Euros 400 000 soft earmarked funding); 13% PSC 

(vi) November 2011. Contribution Agreement with the European Union - "CBRN Centres of 
Excellence" Initiative - Implementation of actions - project to be implemented in three years. 
Value: US 22.2 million (Euros 16.3 million); 7% PSC. 

(vii) UNICRI has submitted 15 bids to the European Commission, in response to calls for 
proposals in thematic areas where UNICRI has dedicated expertise and proven operational 
experience. This will contribute to broadening the funding base of UNICRI- (4 November
UNICRI awarded grant of US$ 170 000 (125 000 Euros) for a research project on human 
trafficking). 

32. The UNICRI Programme portfolio grew from US$14.2 million in April to over 
US$52 million in November 2011 - an increase of US$ 37 million. 

C. Setting new priorities 

Re-establishing the research capacity in UNICRI 

33. Research is a critical mandate of UNICRI. Research activities have, however, attracted 
very little donor interest and funding so far. It is essential for UNICRI to have the capacity to 
undertake high quality research to complement its on-going project activities. One approach is 
to establish partnerships with key research institutes or organizations. A related issue is the 
identification of strategic research areas where UNICRI can play a central and leadership role. 
An important consideration is partnership with UNODC in undertaking joint or complementary 
research. Consultations have been initiated with the UNODC Policy Analysis and Research 
Branch. 

Pursuing new priorities and new partnerships 

34. UNICRI has new opportunities to consider which I would like to share with you: 

Urban security: crime prevention and criminal justice in the urban environment 

(i) A promising opportunity is the joint initiative of the Director of UNICRI and the 
Mayor of Turin (Former Minister of Justice) to organize an international event on the issue of 
urban security, crime prevention and criminal justice in the urban environment. The 
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municipality would fund the event in partnership with private foundations and UNICRI would 
provide the substantive leadership. 

Ecological crime -serving as a global platform and leader 

(ii) UNICRI will play a leadership role, in concert with some of the main academics and 
civil society organizations, in considering the issue of ecological crime. This could take the 
form of a global event/conference involving research institutes, civil society organizations, and 
other stakeholders in 2012. The theme could be "Eco-Crime and the Global challenges to 
Social and Ecological Justice" or "Eco-Crime, Ecological Justice and Global Environmental 
Harm". UNICRI has already secured funding and support for this initiative. The proposal will 
be presented to the Board of Trustees as a new priority for 20 12. 

Partnerships with other "think thanks"- responding to the World Bank initiatives 

(iii) New opportunities will come from partnership with other "think tanks". UNICRI, at the 
invitation of the World Bank, participated in the Law, Justice and Development Week 2011 , in 
Washington, from 14 to 17 November 2011. On Wednesday 16 November UNICRI became a 
founding partner of the Global Forum on Law, Justice and Development. This initiative is 
an important landmark for UNICRI in terms of partnership as the Forum membership includes 
the World Bank, the African Development Bank, OECD, Bank of Italy, IFAD, Brazil Supreme 
Court and several law schools and research institutes. 

UNICRI "lecture series" on thematic crime prevention and crimina/justice issues 

(iv) To re-establish the "think tank" role ofUNICRI I have initiated a "UNICRI lecture 
series" addressing thematic policy issues on crime prevention and criminal justice, with the 
participation of universities, the private sector, and other research institutes. 

Part IV. PREVAILING MANAGEMENT, FUNDING AND DELIVERY CHALLENGES 

Leadership and human resources 

35. UNICRI is in need of healing and stability, following a turbulent recent past which led to 
several investigations by OIOS and adverse audit findings. While the staff of UNICRI remains 
the Institute' s greatest asset, staff morale has been low and many disoriented by their experience 
with the frequent management changes. In the past seven years UNICRI has had nine 
Directors or Officer-in-Charge (Bradadini, Andreotti, Polimeni, Murray, Calvani, Aubre
Dauchez, Salvati, Buddenburg, and Kangaspunta). There is a need for stable, predictable 
leadership. 

Funding structure 

36. With a significant drop in General Purpose the Institute has become project driven, by 
necessity. It is sustained by the projects it is implementing. As a result, over 90% of the funds 
available to UNICRI are earmarked for specific projects. The fragile funding situation puts 
UNICRI in a vulnerable situation, adversely impacting on its viability as an independent 
institution with the flexibility to set its own priorities. Indeed, the Institute has little flexibility to 
plan and undertake activities which donors are not interested in funding. Hence the importance 
of expanding the funding base of UNICRI to ensure predictability and sustainability of funding 
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for the priority activities of UNICRI as established by the Board of Trustees. It is important to 
focus on the contributions of Governments to the General Purpose fund. 

Managing exponential growth in programme portfolio (US$14.2 million to US$ 52 million) 

37. Programme portfolio has expanded by US$ 37 million - from US$14.2 million in 
April to US$ 52 million in November 2011. The new funding situation is a unique 
opportunity for UNICRI. However, this exponential growth also comes with risks and 
managerial challenges, given the weak institution and fragile management culture noted by 
OIOS in its reports. Monitoring expenditures and ensuring delivery in a very short time frame 
will be a challenge for UNICRI. New management structures have recently been established in 
UNICRI in the form of a Central Management Unit. A priority is to make this management tool 
operational. A new management culture, based on the full implementation of UN rules and 
regulations, is being shaped while programmes and funding are growing rapidly. For example, 
the prevailing mind-set of project managers concerning their possessive approach towards 
project resources (human and financial) will have to be addressed in the most energetic manner. 

38. The growth in funding and programme will be accompanied by an increase in human 
resources with 18 new staff positions, including 14 professional posts, representing a 100 per 
cent increase in professional positions. Managing human resources, inducting new staff in their 
new functions, will require strong management skills and leadership. 

39. During the past six months I have served as Director of UNICRI I have set in motion 
the process of change management called for by the various OIOS and audit reports. In 
particular new management structures to meet the challenges of procurement finance and human 
resources have been put in place. With strong leadership and programming experience they 
should enable UNICRI to benefit from the exponential growth in funding and address the risks 
involved. UNICRI needs on-going strong and continued leadership and management to 
consolidate the work done so far and strategically position the Institute as a substantive 
contributor in addressing some of the critical challenges facing the international community. 

Jonathan Lucas 

Director, UNICRI 
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