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The Housing Verification and Monitoring Unit:
An Organizational Study and Assessment”

Hiroshi Kimura

INTRODUCTION

This research expands the 15-page paper submifted in
summer of 2002, as part of an assignment for the Project
Bosnia service learning summer program at the University of
Denver. Based on my experience and observations as an
intern, I conducted an organizational and systems study of the
Housing Verification and Monitoring Unit (HVM), one of the
programs by World Vision Bosnia-Herzegovina (World
Vision). Since its start in January 2000, the HVM staff has
continued their tasks throughout Bosnia and Herzegovina
(BiH) and the Republic of Croatia, under the auspices of the
Office of the High Representative (OHR) /Reconstruction and
Return Task Force (RRTF).

I choose to write about HVM, because, first, the work of
the HVM is crucial for the return of refugees and internally
displaced persons {IDPs} in BiH; therefore, writing about the
HVM helps demonstrate that there is a project where the staff
commits their lives for the welfare of the Bosnian people.
Second, because the HVM is an important project, it is
worthwhile to introduce the work of the HVM to people who
are in the international development field, so they can learn

1) This is a substantial research paper submitted to the University of Denver,
Graduate School of International Studies, in candidacy for the Degree of Master of
Arts in May 2003.
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lessons of how the HVM works.

Verification Team and Menitoring & Evaluation Team

HVM is-composed of three bodies: the Central Planning
Management Team (CPM), the Verification Team, and the
Monitoring & Evaluation Team (M&E). Although these
three teams are all under the umbrella of the HVM, the M&
E functions somewhat independently in terms of its tasks. As
the name indicates, the M&E “monitors and evaluates” pro-
jects, funded by the Dutch Government. Because I associated
more with the Verification Team and because the additional
research on M&E requires more time and cost, this paper
focuses exclusively on the CPM and Verification Team. As
an organization?, these three are inseparable; however I
believe excluding the M&E research still achieves the paper’s
objective. Functions of the CPM and the Evaluation Team
are explained in the second section.

Organiiation of This Research

In the first section, we will consider general information of
the HVM. It includes the HVM’s establishment, goal, and
objectives, and CPM and Verification Team’s functions. The
second section deals with the organizational analysis of the
HVM. Leadership and organizational values are analyzed,
and how the leadership and the values are translated into
verification’s successes is also studied. Finally, the last sec-
tion goes beyond the organizational study. This section
assesses the HVM’s impact on the stakeholders. One of the
important stakeholders includes the displaced Bosnian people
and the question of whether the verification really helps
enforce the property law and support the minority retwrn is
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answered, along with the HVM’s impact on the other stake-
holders—the OHR/RRFT, World Vision, the HVM staff, and
the HVM’s donors.

Sources and Cross-References

For the second section about the general information of the
HVM, the World Vision’s and the HVM reports are utilized.
The HVM homepage is also useful as it explains the origin
and general information of the HVM. For the second section
about leadership and organizational values, the interview
with HVM’s Project Manager is also a useful source as well
as my observations and experiences at World Vision. For
the leadership analysis, Chapter Nine of Szilagyi Jr. and
Wallace Jr's Organizational Behavior and Performance is
cross-referenced.®

For the systematic analysis of the HVM’s impact on the
Bosnian community, the concept of “empowerment” is refer-
enced from Refugee Empowerment and Organizational Change
to explain how working at the HVM empowers at the HVM
staff.

THE HVM: GENERAL OVERVIEW

The HVM is a World Vision project, initiated in January
2000. It provides verification data of reconstructed housing
units to the OHR, “which has overall responsibility for
promoting security, good governance and sustainable return
in Bosnia and Herzegovina.”® The OHR is the international
oversight agency in BiH, which was established after the
Dayton Peace Agreement.

2) I conduct the “organizational analysis” of the HVM, although the HVM is a
project by World Vision.

3) Andrew D Szilagyi, Jr. and Marc J. Wallace, Jr., Organizational Behavior and
Performance, 2nd ed. Santa Monica, CA: Goodyear Publishing Company, Inc., 1980.

4) World Vision Bosnia and Herzegovina, World Vision Bosnia and Herzegovina:
Annual Report 2000.
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World Vision states its mission as, “A Bosnia-Her-
zegovina where people realize the full potential and promise
that God has for their lives which celebrates the richness of its
diversity.”® Its Mission states,

WV-BiH is determined to work in partnership with communities

in their struggle to establish right relationships, diminish poverty,

and have society embrace those that are disenfranchised [and]

to do this we must be an innovative organization, committed to

quality, responsive to need and oppertunity, that takes intelligent

risks, is passionate about our purpose, and is relevant to our
context.®
Under this mission and vision, the HVM supports repatriation
of minorities in BiH. It promotes reintegration of the minor-
ities into the Bosnian community, thus intending to make their
lives better.

Besides the HVM, World Vision operates other programs
throughout BiH. One example is the Area Development
Program (ADP). In this program, World Vision divides BiH
into four regions—Central Bosnia, North-West, North-East,
and Sarajevo/Gorazde—and provides different types of pro-
jects that meet each community’s needs. In the Sarajevo/
Gorazde ADP, 38 staff members implement several projects.”
World Vision’s Operations Director noted that Creative Activ-
ities for Trauma Healing (CATH) and Psychological and
Education Development Support (PEDS) are two of the suc-
cessful projects Bosnia-wide.

Although the HVM is a World Vision project, it is some-
what independent from the rest of the projects, because the
HVM does not belong to the ADP’s and provides a service

5) World Vision Bosnia and Herzegovina, World Vision Bosnia and Herzegovina:
Annual Report 2001.

6) World Vision Annual Report 2001.

7)  The projects include Project for Bosniak Integrated Return to Podzeplje/Han
Pijesak Municipality, Podzeplje School/Community Building Reconstruction Pro-
ject, Han Pijesak Primary School Reconstruction Project, Kasindo School Recon-
struction Project, and Creative Activities for Trauma Healing.
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exclusively to the OHR. It is under the auspices of the OHR/
RRTF and has its own office.

Under the OHR and Property Law Implementation Plan

The OHR is “the chief civilian peace implementation
agency”® in BiH. It oversees “the implementation of the
civilian aspects of the Peace Agreement on behalf of the
international community.”® The OHR also coordinates the
activities of the civilian organizations and agencies in BiH.'?
On December 14, 1995, the three parties—BiH, the Croatian
Republic, and the Federal Republic of Yugoslavia (Serbia) —
signed the General Framework Agreement for Peace, gener-
ally referred as the Dayton Peace Agreement (Agreement),
which divided BiH into two entities, the Federation and the
Republika Srpska (the Republic of Serbia, RS}.

The Agreement also included a constitution, and Annex 7
of the Agreement states the right of all the citizens of BiH to
return to their homes. The war resulted in the displacement
of nearly two million Bosnian people," and the international
community spent around nine billion dollars during the five
years after the Agreement.’? Yet, the repatriation process
was extremely slow. Belloni explains five obstacles that
prevent returns: the dominance of national elites, the lack of
anything resembling the rule of law, concerns for personal
security from physical attacks, the obstruction by some

8) The Office of the High Representative, “OHR General Information,” http://
www.ohr.int/ohr-info/gen-info/ (9 May 2003)
9) Ihid

10) The Dayton Agreement was finally signed in Paris, following the US-led
negotiations in Dayton, Chio.

11) The OHR, “PLIP Inter-Agency Framework Document,” http://www.chr.int/
plip/key-doc/default.asp?content id=5510 (9 May 2003}

12) Roberto Belloni, “Why Are Bosnians Not Geing Back Home? The Role of
International Actors,” in Robert H, Evans and Giuseppe de Vergottini ed., Strategies
Sor the Fuiure of Bosnia-Herzegovina and Croafia, Trino, Italy: G. Giappichelli
Editore, 2001, 129.
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leaders, and lack of economic and social opportunities in
several regions of the country.® “Each of the wartime
regimes allocated abandoned properties and established com-
plex legal and administrative barriers to return, designed to
make the separation of the population irreversible.”'*

The Property Law Implementation Plan (PLIP) is to
tackle the second obstacle. It was developed by collabor-
ative relationships between the OHR, the United Nations
High Commissioner for Refugees (UNHCR), the Organiza-
tion for Security and Co-operation in Europe (OSCE), the
United Nations Mission in Bosnia and Herzegovina (UN-
MIBH) and the Commission for Real Property Claims of
Displaced Persons and Refugees (CRPC). In BiH, housing
misallocation and abuse have been widespread. “Many of
the ethnic forces, which drove the conflicts, continue to be in
power and have attempted to legalize ethnic cleansing by
passing property laws which allowed property to be easily
transferred to the members of the ethnic group in charge.”™

The PLIP is a specialist operation designed to ensure that all

citizens of Bosnia and Herzegovina who were dispossessed of

their property in the course of the conflict can repossess it. This

is the most complex legal component of the implementation of

Annex 7, and accordingly requires dedicated resources and thor-

ough management.'®

The international community, including the OHR, believed
that the misuse of the property is one of the fundamental
problems for a low rate of the return, and by ensuring the
property rights protection, this problem would be solved.
The PLIP was “conceived as a plan to ensure that those
property rights are recognised and enforceable for every

13) Belloni, 130,
14} The OHR, “PLIP Inter-Agency Framework Document.”
15) The Housing Verification and Monitoring Unit, hitp://www.rrtf-hvm.org/
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individual in the country, without regard to political
considerations.”'”

To make the PLIP successful, the international community
had to identify the misuse of property. The HVM Project
Manager recalls that the idea of verification came out of
necessity and started discussing it with the staff of the OHR.
Since somebody had to do it, World Vision decided to begin
the verification.®™ The World Vision Operations Director
recalls that the OHR was looking for an organization that
could conduct a verification project and approached the
World Vision. Then, the World Vision staff discussed the
project. There was skepticism that the verification could be
successful; yet World Vision decided to begin the project.®

According to 4 June 2002 THE HVM Inception Report, the
Verification Team’s project goal was as follows,

To provide accurate and verifiable information to the OHR/

RRTF on the utilization of space resulting from reconstruction

return related project and to identify double occupants to he

processed by the local authorities through the implementation of
the property laws.®
The same report articulates three “End of Project Objec-
tives™:

1. To support the International Community’s Property
Law Implementation ... through the provision of infor-
mation relating to the double occupancy and usage
status of housing units reconstructed with funds donated
by the international community.

2. By 31 December, 2002 to have completed field verifica-
tion of 30,000 housing units reconstructed by the interna-

demo/all.htm] (9 May 2003)
16) The OHR, “PLIP Inter-Agency Framework Document.”

17)  Ihid.

18) Elizabeth Hughes, Interview by author. Sarajeve, Bosnia-Herzegovina, 24 July
2002.

19} Sue Birchmore, Interview by author. Sarajevo, Bosnia-Herzegovina, 25 July
2002.

20) The HVM, I April 2002 HVM Inception Repori.
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tional community.

3. To provide monthly the HVM database generated
reports on the usage status and double occupants of
aforementioned verified housing units to the PLIP cen-
tral cell in order for appropriate action to be taken,
based on the HVM provided information.®

The CPM and Verification Teams’ Functions

Located in Sarajevo, the CPM deals with management.
CPM staff maintains the database and deals with finance and
logistics. The Project Manager belongs to the CPM,
although he or she directs all the HVM functions. One of the
CPM’s primary responsibilities is to maintain the database of
housing verification. With the data, the local authorities
implement property laws. All the regional offices’ verifica-
tion data are sent to Sarajevo, and the technical staff updates
the data. Besides the Project Manger, the CPM is made up of
the Project Administrator, Grant Accountant, Finance Assis-
tant, Technical Manager and TM’s Assistant, Web Designer,
Administration Assistant, and Logistics Officer.

Regarding the Verification Team, there are a total of eight
regional offices, seven in BiH and one in Zagreb® (See
“Verification Team Organizational Chart”). Each office is
responsible for verifying reconstructed houses in an assigned
area. Verifiers of each office physically visit every single
housing unit and check its occupants. All the verifiers con-
duct their tasks in pairs. Their primary task is to identify
illegal occupants. Based on the collected information, the
verifiers ask them a series of questions. The interview proc-
ess consists of 45 questions.® Some illegal occupants lie or

21y 1 April 2002 HVM Inception Report, o

223 Brcko, Banja Luka, Mostar, Trvnik, Tuzla, Sarajevo, and Zenica in BiH and
Zagreb in Croatia.

23) The HVM website.
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legitimize illegal occupancy.?? The verifiers must be cau-
tious not being too emotional while understanding the occu-
pants.

To identify illegal occupants, the Verification Team must
confirm numbers and addresses of the reconstructed housing
units. The Verification Team has collected and is collecting
reconstruction data from external organizations that came to
Bosnia and helped in rebuilding housing. Each regional team
collects the data for its region. Since I was in Sarajevo, I
helped collect reconstruction data from several other organi-
zations, such as the United Methodist Committee on Relief
and even World Vision itseif.

I followed a team of verifiers in the Sarajevo area. The
two young verifiers were assigned to cover double occupancy
and empty houses in apartments. If a household illegally
stays at somebody else’s house or apartment, it is considered
a “double occupant.” The Sarajevo Team Leader sent the
verifiers to visit units of potential illegal occupants. In one
house visit, they first rang the bell, and a resident opened the
door. One of the verifiers explained to the resident that they
came to check whether their residency was legal or not. The
resident allowed us in. The three of us came into the apart-
ment and asked several questions, and also asked the
presumed house owner for a document. After the visit, the
verifiers told me that the residents of the apartment were
indeed double occupants and could tell instantly that the
residents were lying. According to the verifiers, their assign-
ments resemble the job of detectives as they have to find out
whether people who are residents tell the truth or not. They
sometimes have a hard time listening to the stories of resi-

24) Those occupants often claim that they do not want to go back to their home,
where they are minorities, or they say they have too many family members, and so
forth.
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dents who explain their hardship.

One of the difficulties in the Sarajevo area is that people do
not always know their neighbors, especially in apartments.
The residents often do not welcome their visits, so they
pretend like nobody is at home, not answering the doorbell.
This does not happen in rural areas, because neighbors know
each other well. If verifiers ask a person about someone else
in a certain rural community, most of the time he or she will
explain to them a great deal about the person.®

The verifiers’ role is crucial to actually acquire informa-

tion about empty houses and illegal occupants. The Project

Manager told us that the verifiers found effective ways to
collect data based on their practices. Spanning a year of
visits, they finally established a way to confirm. Each office
has a Team Leader (TL), and she/he is responsible for
verification in her/his area. The TL sets a specific plan to
achieve the statistical goal of verification, talking to verifiers
and sometimes cheering them up, collecting data and submit-
ting them to the CPM database. The TL’s exchange infor-
mation once a day® and receive the latest information regard-
ing verification {o each other.

How Data is Utilized

As mentioned in an earlier section, each regional Verifica-
tion Team collects addresses and numbers of the reconstruct-
ed houses in each area, and verifiers visit them and verify
illegal or double occupancy and vacant houses. These data
are sent to Sarajevo, maintained by CPM, and updated regu-
larly. The local authorities utilize the data to enforce prop-

25) Aida Mihajlovic, Interview by author, Tuzla, Bosnia and Herzegovina, 5 August
2002.

26) If there is a possibility of double occupancy, which means one family illegally
stays in two houses (or apartments), a TL in a region sends information to a TL
in another region.
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erty law and evict illegal occupants.

Obtaining Reconstruction Data from Other Organizations

In order to verify the reconstructed houses, the HVM first
needs to collect data of which houses were reconstructed and
are currently being reconstructed by international organiza-
tions; each regional office asks international organizations to
provide numbers and addresses. Having received the infor-
mation, verification finally occurs. There are a large num-
ber of international organizations that came to BiH and
either directly assisted with housing reconstruction or pro-
vided materials to residents. In this sense, the success of the
HVM depends upon the cooperation of these beneficiaries.

Donors

The HVM website reveals that currently the European
Community, the US Government Bureau of Population and
Refugees and Migration (BPRM), the Swedish Government,
the Royal Netherlands Embassy, and World Vision Interna-
tional are the HVM donors.?* According to the World
Vision 2001 report, the US Government (BPRM), Swedish
Government, the Dutch Government®, World Vision US,
World Vision Ireland, and World Vision Australia were the
donors to the HVM.®

LEADERSHIP AND ORGANIZATIONAL VALUES:
A SYSTEMIC STUDY

This section presents key characteristics of the HVM as an
organization and their positive impact on the HVM's succes-

27) The HVM wehsite.
28) Dutch Government exclusively funds M&E project.

29) World Vision Bosnia and Herzegovina, World Vision Bosnia Herzegovina:
Annual Report 2001.
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ses. There are two features to be examined: leadership and
organizational values. They are closely related, as one influ-
ences the other. For this reason, some of the analytic fea-
tures overlap. After the examination of these two aspects,
the paper analyzes how they contribute to the successes of the
HVM operation.

Leadership

In this research the term leadership is defined as “the
relationship between two or more people in which one
attempts to influence the other toward the accomplishment of
some goal or goals.”® Szilagyi and Wallace introduce sev-
eral theories of leadership analysis. In this research,
situational theory is applied, because it diagnoses “many
factors” that may “impact on the effectiveness of his or her
leadership.”® In situational theory, identification and under-
standing of individual differences, group structures, and or-
ganizational policies and practices are crucial. Ther‘e gre
four domains to the theory: (1) managerial characteristics,
(2) subordinate factors, (3) group factors, and (4) organ-
izational factors. Among these four, managerial characteris-
tics are presented in this paper.®® The other three factors —
subordinate characteristics, group factors, and organizational
factors — are not included, because there was no sufficient
data to analyze them.

In this paper, two positions of leadership—the Project
Manager and regional TL—are studied. Regarding regional
TLs, there are eight in the HVM. Only the Sarajevo TL is
presented, because I was closely associated with her during
my internship.

30) Szilagyi, and Wallace, Jr., 277.
1) Ibid., 288.
32) Szilagyi, and Wallace, Jr., 278,
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The Project Manager

The Project Manager directs the entire HVM, including
the CPM, the Verification Team, and the M&E. She is also
responsible for communicating with the World Vision Head-
quarters. Among the managerial characteristics, there are
three factors that affect leader’s behavior: (a) personal char-
acteristics, (b) needs and motives, and (c). past experience
and reinforcement,®

Regarding personal characteristics the Project Manager
demonstrates strong confidence as a leader of the HVM.
This confidence comes from her success in achieving annual
goals in the past two years of HVM management. She has
been involved in the HVM since its establishment, and with-
out her, the operation could not be continued. This gives her
enormous confidence, because there is nobody else who knows
as much about the HVM. Her attitude is very business-like
as she focuses on specific goals in the project. She speaks
very fast, even when she talks to subordinates who are non-
native speakers of English.

Her communication skills in the Bosnian language help her
understand the subordinates. Her ability to understand the
language also makes her subordinates feel that the Project
Manager is “with us.” Besides, the Project Manger has been
in BiH for more than five years, and she has an understanding
of Bill, such as geography, people, and climate. She also
knows the international community in BiH, including people
in the OHR and other international organizations and each
organization’s characteristics.

Needs and motives often are involved with power, “the
capacity to influence.” According to French and Raven,
there are five different forms of power: (1) legitimate power,

33) Szilagyi and Wallace Jr., 288.
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(2) reward power, (3) coercive power, (4} expert power, and
(5) referent power.® First, the Project Manager holds legiti-
mate power as a head of the HVM. She is the only interna-
tional in the HVM, which makes a difference, as no local
Bosnians in World Vision are allowed to be in a higher
position than international staff. Second, the Project Man-
ager also holds reward power, controlling and administering
rewards to her subordinates. The rewards include promo-
tions and praise. Third, the Project Manager holds expert
power, hecause she knows more about World Vision’s opera-
tions and the international staff than do the other staff. In
this sense, she has better management skills and knowledge in
the HVM. Thus, she exercises “a variety of power.”

Regarding her past experience and positional reinforce-
ment, the Project Manager has worked at World Vision for
more than five years. Before the HVM’s establishment in
January 2000, she was in other managing positions of World
Vision. World Vision has a relatively non-hierarchical style,
and it reflects upon the Project Manager’s style and the HVM
environment. She does not intervene in subordinates’ jobs
and only expects that the staff achieve their goals. Regard-
ing reinforcement, she is very task-oriented. - At the same
time, she allows responsibilities for others and does not direct
subordinates’ work, as long as they do their tasks.

The Project Manager’s leadership style is summarized as
follows. Because of her past work experience in Bosnia, she
exhibits strong confidence and determination that she can
accomplish the HVM’s challenging task. The Project Man-
ager has been involved in the HVM since its establishment,
and knows the history and the development process of the

34} John R. P. French Jr. and Bertram Raven, “The Bases of Social Power,".in
Dorwin Cartwright ed., Group Dynamics, Ann Arbor, MI: Institute for Social
Research, 1959, 613-621.
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HVM. She is a quick talker and deals with things in a very
business-like manner. She has communication skills in
Bosnian, the native language of BiH. The Project Manager
holds legitimate, reward, and expert power in the HVM.

Sarajevo Team Leader

Regarding her responsibilities, the indigenous Sarajevo TL
directs ten verifiers, who are responsible for collecting the
reconstruction data and the verification data in the Sarajevo
area. She reports the latest data to the Project Manager
when requested and attends regional meetings and confer-
ences. She also ensures the verifiers’ jobs. Regarding needs
and motives, the TL holds legitimate power because of her
institutional position as a TL. She is also responsible for
selecting verifiers; therefore, she also holds reward power.
Regarding past experience and reinforcement, the TL has also
been involved in the HVM since its establishment. She has
working experience in other international organizations prior
to joining the HVM. Therefore, she has the skill to work
under internationals. She has the good English communica-
tion skills, and this allows her to communicate with her boss
and staff members in other organizations. Most meetings
and conferences are in both English and Bosnian, and the
English skills are essential for her position. At the same
time, the TL must be able to communicate with subordinates
in Bosnian, because they speak little or no English,

The Sarajevo TL’s leadership style is summarized as fol-
lows. She has work experience at different international
organizations and knows how to work with both the interna-
tional and local staff. She has communication skills both in
Bosnian and English. -This allows her to communicate with
the Project Manager and the verifiers, who are her subordi-
nates. She holds legitimate and reward power.
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Organizational Values

Organizational values are defined as important character-
istics or features observed in a certain organization or corpo-
ration that shape its environment. What makes the HVM
unique, and how do the values make the HVM successful?
First, the Project Manager is very business-like. She sets
goals and gets them done as quickly and efficiently as pos-
sible. Although she told me that it was unusual, she was
constantly trying to catch up on her assignments and thus
working overtime. There are specific goals required to sat-
isfy the HVM donors. Then, the HVM is able to receive
funding the following year. Besides, the HVM is in the
process of handing its tasks over to the local authorities.®
The Project Manager knows that she must leave her position
some time. For this reason, the Project Manager is trying to
finish as much verification as possible. This attitude reflects
on the HVM’s environment. This environment also is shaped
by the Project Manager’s personal characteristics. She talks
very fast and I was not able to follow everything she said. 1
noticed that she was talking to the Bosnian subordinates in a
similar fashion.

Second, while the Project Manager is quick in her behav-
ior, there paradoxically is an atmosphere suggesting that time
moves very slowly among the CPM. While I was at the
HVM, it was a summer vacation season. The CPM staff was
doing the routine work. They came to work at 9am and went
home at 5pm. Typically when the staff come to work, they
chat for thirty to forty minutes drinking coffee and smoking.
They order and have lunch together. Only the Project
Manager, the Grant Accountant, and the Financial Assistant
were working overtime to deal with a report for the HVM

35) Interview with Hughes.
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donors. Besides them, the atmosphere was very friendly and
relaxing among the CPM staff, It is possible that this com-
fortable environment is due to the effort made by the Project
Manager and TLs. The Tuzla TL and the Sarajevo TL both
told me that it was their job to create a comfortable atmo-
sphere for the verifiers. This might seem to contradict what
was mentioned previously: the HVM's business-like environ-
ment is due to the characteristics of the Project Manager, but
1 perceived this as the fact that she is trying to create a
friendly environment to enhance efficiency and productivity
of the staff.

Third, the HVM has only one international staff, and the
rest of the 82 are all Bosnians. It is crucial for the HVM’s
success to emphasize and empower the local staff, because it
is not only practically necessary for the verifications but it
shows a commitment that the HVM does work for the welfare
of the Bosnian people. Indeed, having an entirely Bosnian
staff lets them think that they are the ones who make the
differences for their communities. At the same time, there is
a clear distinction between international and local staff, in
terms of their positions and salaries. This is true in the
entire World Vision structure, and so too in the HVM. The
internationals maintain higher positions such as National
Director, Operations Director, Finance Director, and Human
Resources Director, and in the HVM, the post of Project
Manager.

How the Leadership and Values Lead to HV M’s Success

Having briefly analyzed the HVM’s leadership and organ-
izational values, how can we explain that these features
reflect on the HVM’s success? The Project Manager’s
leadership reflects on the HVM’s success in several ways.
First, the Project Manager’s confidence and her possession of
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different types of power give her ultimate decision making
authority, this allowing the HVM flexibility and responsive-
ness. The HVM is just three years old, and it is still in a
developmental stage. The other staff makes some decisions
in the field as well. Also, the Project Manager consults with
the TLs when they make decisions about the verification
process. In other words, the fact that the decision authority
rests with the Project Manager means that World Vision
listens to the voice of the field staff. The Project Manager
“is the top of the project,” herself being in the field. Because
of World Vision’s non-hierarchical structure, the field staff
initially were able to decide whether World Vision should
start this important but challenging project.

One of the important tasks for the TLs is to facilitate the
verification process, and the Sarajevo TL creates a comfort-
able environment for the verifiers. Not only does she give
directions about the verification but she ensures that the
verifiers do not have too hard time verifying. Not only does
the TL push verifying but she ensures that the verifiers take
breaks or days off, because the verification is intense as they
are encountering the illegal occupants and directly talking to
them. The verifiers sometimes get exhausted. The Sara-
jevo TL is not tense. Although responsible for her tasks, she
is not as tense as the Project Manager, and it makes the
verifiers’ work easier.

Having interactive international and local staff makes
World Vision’s operations more functional. To initiate and
keep the operation moving forward, it is important that inter-
nationals maintain certain positions, and in the HVM’s case,
it is the post of Project Manager that needs to be retained by
an international. It is not to say that local staff are not able
to direct a project, but this project is only three years old, and
to make this project sustainable, international staff with some
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experience should be in managerial positions, also assuring
that donors would continue to support it. Besides, in a
project like the HVM, the Project Manager needs to know
people in the international community including the OHR.
At the same time, the role of local staff is as crucial as that of
internationals. Because the HVM ultimately aims at better-
ing the welfare of the Bosnian people, the HVM must have
local staff who have great knowledge of BiH, including the
language, culture, social structures, experience with the war,
and so on. The HVM project could not be achieved without
the local TLs and verifiers.

THE HVM’S IMPACT ON STAKEHOLDERS

In this section, an important question is asked: How does
the HVM’s work affect stakeholders? The people or groups
who are directly involved and affected by the HVM include
the OHR/RRFT, the Bosnian minorities who are displaced,
World Vision, the HVM staff, and the donors. There are two
primary ways that the HVM can contribute to Bosnian soci-
ety: one through achieving the Verification Team's goals and
another through empowerment of the HVM staff.

The OHR/RRTF

The HVM'’s objective is to provide the verification and the
illegal occupancy data to the OHR/RRET. Thus, they are
able to implement the PLIP, working with the local author-
ities. The HVM so far has provided an estimation of around
110,000 reconstructed housing units in BiH. For the verifica-
tion data from January 1999 through June 2002, the HVM
covered 35,156 housing units. This represents over 30 percent
of the entire total of reconstructed units. The HVM also
identified 5,524 double or illegal occupancies, and these were
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turned over to the local authorities. Whether these figures
are high or not depends on one’s interpretation. Yet, itis a
fact that the HVM provided these figures, and without the
HVM’s effort, there was no way to make even an estimation
and to verify the numbers of reconstructed units and illegal
occupants.

How much the HVM’s data actually affected the PLIP is
difficult to measure; yet, the OHR stated that as of the end of
February, 2003, the Property Law Implementation has rea-
ched 67 percent in BiH, 80 percent in the Federation, and 69
percent in the RS. There are about 56,000 out of 229,235
claims still unsolved.® It is certain that the HVM contribut-
ed substantially to achieve this result.

The Original Occupants

The HVM conducts its operation to promote the PLIP,
thus providing the verification data. With the data, the local
authorities enforce the property law and vacate illegal occu-
pants. Ultimately, an eviction makes it possible for the
original occupants to return their housing. Although the
HVM is not directly involved in the eviction and return
process, it is supposed to help minority returns indirectly.
To answer the question of how much the verification facilitat-
ed the minority return, first, we must know the number of
illegal occupants and of these, who were actually evicted.
Second, we need to know the number of minorities who
actually returned home. From January, 1999 through June,
2002, the HVM identified 5,524 double or illegal occupancies,
and as noted earlier they were turned over to the local
authorities.® The numbers of the Bosnians who repatriate

36) The OHR, “February 2003 PLIP Statistics,” http://www.ohr.int/ohr-dept/pres-

so/pressr/default.asp?content id=29596 (9 May 2003)
37) The HVM website.
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to their home communities are increasing. There are three
possibilities for the condition of returnees’ housing: empty,
still destroyed, and illegally occupied. If the housing units
are empty, they are able to go home and start living there
immediately. If their houses are destroyed, they need to be
repaired before the return. If their houses are illegally oc-
cupied, the illegal occupants must be evicted. The HVM is
involved in this third one, and as of June, 2002, it had so far
identified around 5,500 double and illegal occupants. As of
that date some evictions still were in process. As noted, the
eviction takes place, the housing unit is emptied and this
allows the original occupant to return. Thus, the HVM
certainly is affecting the Bosnians’ lives.

The HVM Staff

There are currently 50 local staff in the HVM, and they
comprise the vital work force for the organization’s success.
The existence of the HVM has provided employment opportu-
nities for these people. While BiH struggles for economic
development, these people have a more secure financial base
to support themselves as well as their families. Besides,
what the HVM local staff do directly affects the future of
Bosnia, and these people have a sense that their work is
important for the betterment of BiH. It has been more than
seven years since the civil war ended, and BiH has not shown
much of a sign of economic recovery, and some people are
becoming desperate in their situation. Furthermore, the
international community is pulling out of BiH. The exis-
tence of the HVM gives local staff hope that the infernational
community still cares about BiH.

The Donors
The donors of the HVM—the European Community, the
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BPRM, the Swedish Government, the Royal Netherlands
Embassy, and World Vision International—expect that the
HVM will reach its objectives. When the HVM achieves
them, the donors will be satisfied with what they did. So far,
the HVM is reaching most of its goals and is making a
positive impact on the Bosnian community. Thus, the dona-
tion is perceived as being meaningful.

CONCLUSION

This study indicates that the HVM has a positive impact
on the lives of the Bosnian people. Yet the HVM still has
challenges to face. The first and biggest challenge data-wise
is how best the HVM can obtain the precise number of the
reconstructed housing units. Since most of the international
organizations which came to BiH and engaged in house recon-
struction have left, it is difficult for the HVM to contact the
organizations. Even where the HVM is able to contact these
organizaﬁons, some do not keep records in a well-organized
file. Besides, staff turnover is constant in many organiza-
tions and so the tracking of records is difficult. Thus, “insti-
tutional memory” is lost. The HVM is trying to obtain a
complete listing of the reconstructed housing units with the
necessary auxiliary information.

There are two primary things necessary to overcome this
challenge. First, the international organizations and foreign
governments should cooperate and provide their data in inte-
grative fashion to the HVM. Many organizations seem
reluctant to cooperate with the OHR/HVM’s verification
project. Most of these organizations have a limited number
of staff, and they are constantly dealing with their own
projects. 1 was able to observe the situation in one such
organization. To push the organizations’ cooperation, the
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HVM should take a more aggressive approach. It must
contact not only the international organizations hut some
foreign governments as well. Many of them already left
BiH, and it is getting more difficuit to contact them. For the
foreign governments, the HVM should contact the embassies
or consulates in BiH or neighboring countries. Last sum-
mer, the Project Manager sent a letter to the organizations
asking for their cooperation, under the name of the QHR.
The HVM should continue to support and send such letters
and e-mails.

At the same time, the HVM needs to maintain good rela-

‘tionships with the implementing partners. Therefore last

year, the Project Manager and I were planning to visit each
organization in person and obtain the necessary records.
That way, the HVM would not disturb the organization’s
work. This process hopefully now has started already, and if
so, staff should continue to visit each organization.

The second challenge is the HVM’s exit strategy. In the
near future, World Vision will try to pull out of the HVM
project and hand it over to the local authorities, according to
the Project Manager.® The Bosnians must be abie to take
care of their business themselves to be empowered, and this
handover will be a crucial step for HVM’s organizational self
-sustainability. Do the Bosnian people have the capability to
take over this project? The answer is yes, because the cur-
rent members of the Verification Teams all are Bosnian, and
if they remain in the HVM, they will have the experience and
skills to continue the program. Of course, questions always
remain. For instance, once the current Project Manager
leaves, somebody must be able to lead this project, and train-
ing a future leader will be a crucial for the HVM. [t is ideal
that one of the TLs become a Project Manager. Will the

38) Interview with Hughes.
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local authorities do their job properly? Local governments
might be the ones to disturb minocrity returns to their own
communities; can they be trusted? There also must be some-
body to monitor the process. The European Union or the UN
are the ones to take this role. Further, the EU and World
Vision must support the HVM project financially. Without
this, nothing more can be done.

Finally, repatriation broadly depends on more than the
success of the PLIP. There are other factors that are essen-
tial. For instance, Belloni points out obstacles to return such
as the deminance of national elites, the lack of the rule of law,
concerns for personal security, the obstruction by some
leaders among displaced persons, and the lack of economic
and social opportunities in some regions.® These are sys-
temic in nature. Although it is impossible to eliminate all
obstacles completely, these must be reduced as much as
possible “to put BiHl back together.” It will take time but it
can be done, little by little. The continued efforts of both
internal and external actors are needed.

39) Belloni, 130.
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VISION, MISSION, AND GUIDING PRINCIPLE OF WORLD
VISION BIH
Vision
A Bosnia-Herzegovina where people realize the full potential and
promise that God has for their lives, and which celebrates the
richness of its diversity.
Misston
WV-BiH is determined to work in partnership with communities
in their struggle to establish right relationships, diminish poverty,
and have society embrace those that are disenfranchised.
Guiding Principles
‘WV-BiH is inspired and guided in all it does by seven core values.
We believe in ...
* Hopes and Dreams: For without dreams, there can be no
hope for a better future.
* Team Work: For we are more effective together than we are
alone.
* Holism; For there is a spiritual side to human development
necessary to realize people’s full potential.
* Humility: For we pursue our purpose not for our own glory,
but in the service of others.
* Learning: For if we don't learn from our mistakes and
successes, we become hollow and irrelevant.
# Diversity: For in celebrating and embracing people’s God
given diversity we find the full richness of our humanity.
* Perseverance: For we are committed to our vision, and will
press on until it is attained,**

40)

World Vision Annwal Report 2001,
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