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FOREWORD 

Results-based management is a key element of the WHO managerial reform agenda and 
is supported by a clear accountability framework and performance management 
system. 

With the introduction of the Eleventh General Programme of Work 2006-2015, and the 
Medium-term Strategic Plan 2008-2013, the WHO results-based management 
framework has been refined. In addition, the decision to implement a Global 
Management System (GSM) has provided an opportunity to further refine and adjust 
business processes and models. 

Under this organization-wide approach: 

the MTSP provides the strategic directions, and defines a multi-biennial framework 
for planning and budgeting against results; 

the allocation from the Programme budget to organizational entity is based on the 
analysis of the resources required for achieving expected results; 
the formulation of measurable expected results, and the results-based budgeting 
process provide the foundation for performance monitoring and assessment; 

the preparation of the Programme budgets and related workplans involves various 
stakeholders in countries, regions and headquarters in a collaborative process. as a 
means of reaching agreement on results framework. 

WHO's work in and with individual countries requires further significant efforts to ensure 
greater coherence, effectiveness and efficiency. The development of the Country 
Cooperation Strategies is one important process which will guide planning, budgeting and 
resource allocation for the work in and with countries, in the context of the MTSP and 
related Programme budgets. 

In reforming its programme management system in this way, the WHO Secretariat 
recognizes that a key challenge is to ensure: 

common understanding of the basic principles of planning, performance monitoring 
and assessment, and related roles and responsibilities; 

harmonized practices throughout the Organization on the basis of common 
business rules; 
consistency between strategic planning and operational planning at all levels. 

Efforts that are being made towards more efficient and effective programme management 
across the Organization should in turn promote greater confidence among Member 
States and donors in the transparency and accountability of the WHO Secretariat. 

The terminology used for programme management and Global Management System 
(GSM) has been reviewed to ensure it is aligned. The challenge has been to facilitate the 
use of the GSM while ensuring clarity of the key concepts of the results-based 
management framework and the programme management logic. In some cases this is 
not possible. The glossary of terms (Annex 1) provides the correspondence between the 
two sets of terms where differences in terminology remain. 
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INTRODUCTION 

The Secretariat is collectively accountable for achieving the Organization-wide 
expected results set out in the Medium-term strategic plan (MTSP). The contribution 
of each part of the Organization to their achievement is expressed through regional 
and headquarters expected results 1 . Operational planning, as well as performance 
monitoring and assessment, at all levels, must. relate to these expected results. 

How these commitments to results will be achieved is detailed in the workplans2
. As 

such, workplans are essential instruments in the results-based management 
framework. 

Operational planning is a consultative and iterative process through which consistency 
of programme delivery, collaborative work and mutual support are discussed within 
and across teams, offices and levels. 

This document seeks to provide a single planning framework for all levels of the 
Organization, and to specify the guiding principles, business rules, and common 
requirements that must be followed, and adhered to by all offices. It provides also 
practical guidance for operational planning, including the development of country
specific expected results, and office-specific expected results for regional offices and 
headquarters, and the preparation of workplans. 

Recognizing that practices vary between regions and among countries, the document 
does not attempt to define the detailed procedures, particularly for use at country level. 
Each regional office will issue its own instructions. 

Each office (country office, regional office and Headquarters) is responsible for the 
development of its workplans and for compliance with the Organization-wide business 
rules for operational planning (see Part 1). 

For further details see the document "Developing and costing regional and Headquarters Expected 
Results (WHO/PRP/07.01 ; February 2007) 

Terms in italic are defined in the Glossary of terms (Annex 1 ); terms between quotation marks are 
GSM terms 
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PART 1: Business rules, roles and responsibilities 



ABOUT OPERATIONAL PLANNING 

Operational planning is the process of outlining how commitments made by the 
Secretariat in the Medium-term strategic plan and related Programme budgets will 
be achieved. 

It starts with the development of country-specific expected results and office
specific expected results which respectively specify how at country level, the 
Organization, as a whole, or regional offices and headquarters will contribute to the 
achievement of the Organization-wide expected results, through the regional and 
headquarters expected results. 

The outcome of this process is the development of workplans, which define sets of 
products and services with their associated activities and costs, establish 
timeframes, and assign responsibilities for their implementation. 

During operational planning, staff members, managers, units and teams set 
priorities, analyse options, identify partnerships and assess risks to programme 
delivery, in order to maximize Secretariat's effectiveness and efficiency. 

In WHO's results-based management framework, workplans: 

- are the expression of collective and individual accountabilities for results; 

- indicate the agreed manner by which results are to be achieved within 
authorized resources; and 

provide a basis for monitoring and assessing the performance of teams, and 
individual staff members. 

KEY PRINCIPLES 

The regional and headquarters expected results contribute to the achievement of 
the Organization-wide expected results that are stated in the Medium-term strategic 
plan. 

Regional expected results are achieved through the combined accomplishment of 
all country offices and the departments or divisions in the regional office; similarly 
headquarters expected results are the combined accomplishment of departments in 
headquarters. 

Regional and headquarters expected results are operationalized through the 
country-specific expected results and office-specific expected results (in regional 
offices and headquarters), and their related products and services (see Figure 1 
"The WHO results hierarchy"). 
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Figure 1: The WHO results Hierarchy 
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Country-specific expected results represent the accomplishment of the whole 
Secretariat for the work in and with the country; they are responsive to national 
health policies and plans, and reflect the agenda of the Country Cooperation 
Strategies or similar country level strategic framework for WHO cooperation. 

Country-specific and office-specific expected results are the starting point for the 
development of workplans, at the relevant level of the Organization; they must be 
defined prior to developing workplans. 

Workplans may contribute to more than one regional or headquarters expected 
result, and to more than one strategic objective. 

Operational planning requires determining products and services that are 
necessary and sufficient to achieve the country-specific or the office-specific 
expected results. 

An iterative collective process will help to ensure an "appropriate" and 
"manageable" set of products and services. 

• Approved workplans are the basis for: 
allocation and re-allocation of funds, 
authorization of expenditures; 
execution of activities; 
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implementation of human resource action plan; 
targeting resource mobilization. 



BUSINESS RULES FOR OPERATIONAL PLANNING 

Office-specific expected results (for regional office and headquarters) 

1. Office-specific expected results are defined in regional offices and headquarters, 
per department or division, for the biennial period of the Programme budget. Each 
office-specific expected result must be linked to one, and only one, regional or 
headquarters expected result1. 

2. The definition of office-specific expected results is mandatory. Each office-specific 
expected result is "owned" by only one department or division ("budget centre'f. 

3. If a department, a division or country office contributes to the office-specific 
expected result of another "budget centre", the product, service or activity will be in the 
workplan of the department or division owning that office-specific expected result. The 
contributing unit and the responsible officer in that unit will be indicated for each of those 
products, services and activities. 

4. Office-specific expected results are the starting points for development of the 
workplans by the owning department or division; products and services in workplans of 
a department or division are linked only to office-specific expected results they own. 

5. All office-specific expected results must be formally approved by the Regional 
Director or the Assistant Director-General. 

6. Before approval of the office-specific expected results, it is required to check that 
they are logically linked and necessary to achieve the regional or headquarters 
expected results. 

7. lndicator(s), baseline(s) and target(s) are established for each office-specific 
expected result to allow monitoring and assessment of the performance of the owning 
department or division, and contributing units, over the biennium. 

Country specific expected results 

8. Country-specific expected results are developed for the work in and with individual 
countries; they are formulated by the country office; this process involves consultation 
with the national authorities. 

9. The definition of country-specific expected results is mandatory. Each country
specific expected result must be linked to one, and only one, regional expected result. 

The regional and headquarters expected results represent respectively the contribution of each region 
and headquarters to the Organization-wide expected results. Regional expected results are achieved 
through the combined accomplishments of various departments or divisions in the regional office (office 
specific expected results). and all country offices (country-specific expected results). Headquarters 
expected results may be department specific. 

Terms in italic are defined in the glossary of terms (Annex 1); terms between quotation marks are 
GSM terms. 
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10. All country-specific expected results must be formally approved by the Regional 
Director. 

11. Before approval of the country-specific expected results, it is required to check that 
they are logically linked to the regional expected results, and taken together with the 
regional office-specific expected results, they are necessary to achieve the regional 
expected results. 

12. Country-specific expected results are the starting points for development of one 
country plan 1. 

13. lndicator(s), baseline(s) and target(s) are established for each country-specific 
expected result to allow monitoring and assessment of the performance of the country 
office and contributing units, over the biennium. 

Workplans 

14. Workplans are prepared for each country to achieve the country-specific expected 
results, and in regional offices and headquarters for each department or division to 
achieve their office-specific expected results. 

15. Workplans reflect the work of the department, division or country office, and those 
of other units which contribute to country-specific or office-specific expected results 
owned by that department, division or country office. 

16. All work that is required to achieve the specific expected results must appear in the 
relevant workplans, including those consuming only staff time. 

17. Country offices, departments and divisions in regional office and headquarters can 
develop either a single workplan, or multiple workplans. 

18. Within the department, division or country office. the same office-specific or 
country-specific expected result can be achieved through more than one workplan. 

19. Any change in the organizational structure will require, as appropriate, a revision of 
the workplans to reflect new programmatic responsibilities and delegated authority on 
resources. 

20. Workplans are developed for the whole biennium, although specific products or 
services might be achievable within a shorter period. 

21 . The definition of products and services, and activities is mandatory. 

22. A product or service is linked to only one country-specific or office-specific 
expected result; in aggregate, the products and services must be necessary and 
sufficient to achieve the related specific expected result. 

23. All activities that are necessary to deliver a product or service must be identified; 
each activity must be linked to only one product or service. 

See related business rules in paragraphs 33-40, and description of the process for building-up "one 
country plan" in Part Ill 
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24. The product or service, or an activity for which a contributing unit is responsible 
must be included in the workplan of the department, division or country office "owning" 
the specific expected result. 

25. During the biennium, a product can be cancelled, but not deleted; new products or 
services can be added. These changes are reflected in a revised workplan and must be 
approved. 

26. During the biennium, activities can be refined or cancelled, but not deleted; new 
activities can be added; such changes must be reflected in a revised workplan. 

27. A responsible officer must be identified for each workplan, each product or service, 
and each activity; accountability of the responsible officer is defined through delegated 
authority. 

28. When appropriate, the responsible officer for a product or service, or for an activity 
can be from another organizational unit within the same office, or in another office. 

29. Scheduled start and end dates must be set for each product or service, and each 
activity. 

30. In workplans, products and services which relate to technical work (technical 
cooperation) must be classified by core functions; work which relates to governance of 
the Organization or enabling functions of the Secretariat are classified by core functions, 
if applicable. 

31 . Information relating to partner country and implementation site must be provided in 
regional office and headquarters workplans, as appropriate, at activity level. 

32. To monitor the progress in delivering the workplan, milestones can be set for 
products and services, or any activity; planning elements at a lower level in the workplan 
are used to set the milestones. 

"One country plan" 

33. The one country plan represents the work of the entire Secretariat in and with a 
country; it includes the totality of the work of the WHO country office, and the 
contribution of the regional office and headquarters to it, as well as the elements from 
regional office and headquarters workplans relating to that country. 

34. The one country plan is the outcome of a process of joint planning within the 
Secretariat, and involves consultation with the national authorities 1• 

35. The one country plan is prepared for the whole biennium. 

36 All work in and with countries planned by a regional office or headquarters must be 
discussed with and agreed to by the country office before it is put in regional office or 
headquarters workplans; timely consultation and formal acceptance are required. 

See details of the process for building-up "one country plan" in Part Ill 
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37. In workplans of the regional office and headquarters, the work in and with countries 
must be classified at activity level, providing the name(s) of the partner country(ies) or 
the name of the country implementation site. 

38. Work of the regional office and headquarters that contributes to the achievement of 
country-specific expected results must be indicated in the country office workplan, 
indicating the contributing unit and the responsible officer in the regional office or 
headquarters. Related staff costs must be reflected in the workplans of the regional 
office or headquarters, as appropriate. 

39. Work of the regional office and headquarters that is necessary to achieve their 
office-specific expected results, and for which the country serves as venue is included in 
the workplans of the regional office and headquarters, indicating the implementation site; 
it will be shown in the one country plan. 

40. Those parts of the work, planned and budgeted by the regional office or 
headquarters that the country office has agreed to implement must be included in the 
regional office and headquarters workplans, and the country indicated as 
implementation site. In addition, the country office must be indicated as contributing unit, 
as well as the name of the responsible officer in the country office. The responsible 
officer in the country office will manage the work through the one country plan. within 
his/her delegated authority. 

Planned costs and budget allocations 

41. The resource requirements for delivery of a workplan must be estimated (staff and 
activities); these are the planned costs indicated in the workplans. 

42. In workplans, planned costs are set at activity level, and aggregated upwards to 
estimate the costs of each product or service; planned costs must be provided for the 
whole biennium. 

43. The planned costs of all workplans of a "budget centre" (country office, department 
or division) can not exceed, and should approach the Programme budget allocations to 
the country office, department or division, for all source of income. 

44. Budget ceilings are tentatively set for each "budget centre" by Organization-wide 
expected result, and source of income (assessed and voluntary contributions). If the 
department, division or country office develops multiple workplans, the total planned 
cost of all relevant workplans must be within these ceilings. 

45. If the planned costs of a draft workplan exceed the tentative budget ceilings, a 
request for increasing the budget ceilings should be submitted, and appropriate 
justification provided to the executive management for decision-making. 

46. Over the biennium, the budget allocations to the "budget centre". and its share to 
each workplan within the department, division or country office can be revised through a 
formal process, to reflect changing requirements; revision of the budget allocations over 
the biennium must be accompanied by revised workplans and associated revised 
planned costs. 
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47. Workplans are funded from assigned sources of funds ("awards") up to the total 
planned costs in approved workplans1

. 

48. Expenditures are authorized up to the total funds made available to the workplan 
("project funding"), and charged at the lowest planning element level ("lowest task" ). 

49. Obligations ("encumbrances") can be incurred by the responsible officer for the 
workplan, and the responsible officers for the products and services, within their 
delegated authority. 

50. Human resources planning is an integral part of workplan development; this 
includes analysis of staff requirement for programme delivery, assignment of staff 
responsibilities for each planning element, and planning staff time to deliver products 
and services. 

51. All staff costs are indicated in workplans; "staff costs" relate to continuing, fixed
term, and temporary appointments, including national professional and seconded staff, 
where appropriate. 

52. Staff costs are split across products and services, and estimated, for each product 
or service, on the basis of the percentage of planned staff time, then aggregated to the 
level of country-specific or office-specific results. 

53. Average staff costs are used in costing workplans2
. 

Workplan approval 

54. The quality of individual workplans must be checked before their submission for 
approval to ensure that: 

the products and services are logically linked to specific expected results, and 
necessary and sufficient to achieve them; 

the activities are necessary and will most effectively lead to the delivery of the 
products and services required; and 

there is compliance with the rules, particularly in relation to the required data, 
particularly partner countries and implementation sites, planned costs and budgets. 

55. Review of the "composite plans"3 for an entire regional or headquarters expected 
result, and Organization-wide expected result is required: 

to ensure programmatic coherence and technical adequacy of all proposed 
products and services (technical leads), and 

to analyse planned costs and budget allocations with reference to the biennial 
Programme budget approved by the governing bodies, and to make appropriate 

See further details in the section "Operational pi ann ing and budget control framework", in Part II 

Standard methods will be established by the central finance and budget services, in consultation 
with human resources services. · 

· composite plans" are aggregations of relevant elements in individual workplans that are submitted 
for approval. 

______________________________ .. 



recommendations for adjusting planned costs and or budget allocations (strategic 
objective facilitators) . 

56. Workplans must be approved with planned costs at product and service level. 

57. Before their submission to the Regional Director or the Assistant Director-General 
for approval, the workplans are signed-off respectively by the Country Representative or 
the director of the division or department. 

58. All workplans must be approved by end of October in the year just prior the 
beginning of the Programme budget period. These approved workplans will be recorded. 
Over the biennium, workplans will be periodically reviewed and revised, as appropriate. 

ROLES AND RESPONSIBILITIES 

Offices 

59. Each organizational level (country office, regional office, headquarters) is 
responsible for the development of its specific expected results, and its workplans, 
within the framework of the Medium-term strategic plan and related Programme budgets. 

60. Regional offices and headquarters decide, within the overall timeframes agreed for 
the whole Organization, the detailed timetable for: 

developing regional or headquarters expected results, country-specific and office
specific expected results; 

communicating budget ceilings for planning purpose to departments or divisions, 
and to country offices; 

developing workplans, including consultations on country- and office-specific 
expected results; and 

peer review and quality check of workplans, and their approval. 

61 . Each region will establish appropriate mechanisms and procedures for joint 
planning within each region, and for invo·lving headquarters 

Strategic Objective teams 

62. Headquarters and regional facilitators for strategic objectives are collectively 
responsible for ensuring that the expected results developed across the Organization 
are logically linked and contribute effectively to achieving the Organization-wide 
expected results within the approved budgets. 

63. The regional facilitators for each strategic objective are responsible for: 
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advising the Regional Director and the Director. Programme management in 
determining budget ceilings for planning purpose, and if necessary, to make 
recommendations for adjusting the budget ceilings to country offices, departments 
or divisions; 



providing technical advice and support to countries, and to departments or divisions 
in the regional office for developing their respective expected results (country
specific or office-specific expected results); 

facilitating the regional peer review process to ensure that in aggregate the 
activities are necessary and sufficient to effectively lead to the delivery of the 
products and services, and the products and services proposed in workplans will 
lead to the accomplishment of each regional expected results; 

reviewing all regional office-specific and country-specific expected results under the 
relevant strategic objective and checking that they are logically linked to the 
regional expected results, and necessary to achieve them; 

reviewing the "composite plan" for an entire regional expected result, analysing 
planned costs and budget allocations with reference to the biennial Programme 
budget approved by the governing bodies for the region, the regional office and 
countries. and making appropriate recommendations for adjusting planned costs 
and or budget allocations; and 

monitoring resources gaps, and providing feedback to the resource mobilization 
group in the region or headquarters. 

64. Similarly, the facilitator for each strategic objective in headquarters is responsible 
for: 

• advising the ADG lead for determining budget ceilings for planning purpose, and if 
necessary, to make recommendations fo:r adjusting the budget ceilings to the 
departments; 

providing technical advice and support to the departments for developing their 
respective office-specific expected results, and if needed, to regional and country 
offices, through and in consultation with the regional facilitator; 

facilitating the headquarters peer review process to ensure that in aggregate the 
activities are necessary and sufficient to effectively lead to the delivery of the 
products and services, and the products and services proposed in workplans will 
lead to the accomplishment of each headquarters expected results; 

reviewing all headquarters office-specific expected results under the relevant 
strategic objective and checking that they .are logically linked to the headquarters 
expected results, and necessary and sufficient to achieve them; 

reviewing the "composite plan" for an entire headquarters expected result, 
analysing planned costs and budget allocations with reference to the biennial 
Programme budget approved by the governing bodies for headquarters, and 
making appropriate recommendations for adjusting planned costs and or budget 
allocations; and 

monitoring resources gaps, and providing feedback to the resource mobilization 
group in the regions or headquarters. 

65. The facilitator for each strategic objective in headquarters, acting as Organization
wide facilitator, is responsible for reviewing the "'composite plan" for the entire strategic 
objective, across regions and headquarters, analysing planned costs and budget 
allocations with reference to the biennial Programme budget approved by the governing 
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bodies, and making appropriate recommendations for adjusting planned costs and or 
budget allocations. 

66. The WHO country representatives are responsible for: 

conducting the consultations with the national authorities throughout all stages of 
the operational planning process; 

allocating the budgets to units or teams, if applicable; 

ensuring the technical soundness of the products and services that the country 
office is considering for achieving the country-specific expected results, and their 
compliance with Organization-wide and regional policies and priorities; 

conducting proper consultation to ensure coordinated supports from the regional 
office and headquarters to the work of the country office; 

reviewing all country level activities that have been agreed with the regional office 
and headquarters, and identifying those that might require further consultation to 
ensure their manageability before the approval of the relevant Workplans; 

notifying in a timely manner the formal acceptance for all activities planned by the 
regional office or headquarters that involve the country office. 

67. The directors of division or department in the regional offices and in headquarters 
are responsible for: 

reviewing the "composite plan" for an entire regional or headquarters expected 
result to ensure programmatic coherence and technical adequacy of proposed 
products and services, acting as technical lead; 

allocating the budgets to units or teams, if applicable; 

ensuring the technical soundness of their workplans, and the compliance with 
relevant policies and priorities at each level; 

conducting proper consultation, getting formal acceptance of the WHO country 
representatives for all activities that will contribute to the work in and with countries, 
and identifying them in regional office or headquarters workplans. 

68. The regional advisers coordinate and facilitate the consultations between country 
offices and departments in headquarters as part of joint planning process, and on 
resource mobilization. 

Responsible Officers 

69. The responsible officer for the workplan is responsible for conducting a 
participatory process for operational planning and for ensuring the compliance of the 
workplan with the business rules before its submission for approval. 

70. Once the workplan is approved. the responsible officer for the workplan is 
responsible for ensuring technical, financial and budget monitoring, and reporting on 
progress. 
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71. The officer who is accountable for implementation, monitoring and reporting on a 
product or service, or an activity is responsible for providing required planning data for 
that part of the workplan, and for monitoring and reporting on progress. 

Planning and programme Officers 

72. The planning and programme officers support and advise the strategic objective 
facilitators and teams, the WHO country representative, the directors of department or 
division and the responsible officers for the workplans on: 

implementing the results-based management framework, 

• applying the tools and systems for operational planning, 

• performance monitoring, and reporting processes. 

73. The planning and programme officers are responsible for supporting the country 
office, the department or the division, and monitoring the progress of the operational 
planning process in their office. 

7 4. The planning or programme officers are responsible for checking the compliance of 
the workplans submitted for approval. 
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PART II : Overview of requirements 



JOINT PLANNING AND NETWORKING 

Ensuring coherence and adequacy of operational planning for the strategic objectives 
requires consultation, consensus and agreement within and across strategic objective 
teams, and offices. The figure 2 depicts the agreed Organization-wide timelines for 
implementing the various steps for operationalizing the Medium-term strategic plan, 
and related Programme budgets. 

In each office and across offices, consultation among departments and divisions is 
necessary for agreeing upon collaborative work and adjusting budget allocations if 
necessary, particularly for coordinated support to country work. 

Joint planning for building up one country plan for the work of the whole secretariat in 
and with countries is a challenge. Consultation between regional offices and 
Headquarters, and country offices will ensure coherence and synergy of country-level 
activities, and adequacy of the response of the Secretariat to country needs. 

In addition to the peer review of workplans within the region or within headquarters, 
the network of strategic objective facilitators and the technical teams should establish 
appropriate mechanisms for peer review of the proposed regional and headquarters 
expected results, country- and office-specific expected results, and related workplans. 

Figure 2: From MTSP and PB development to operational planning 

& Adjustment of budget envelopes 

Jan 
2008 

Jan 2010 
Jan 2012 
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CONTENTS AND STRUCTURE OF WORKPLANS 

A workplan defines a set of products and services to be delivered by an 
organizational unit such as a division, a department, a country office, or a team or 
unit within the division. department or country office, with their associated activit ies 
and resources, including human resources. It supports the achievement of one or 
more country- or office-specific expected results. 

The purpose of a workplan is to manage the work of the owning unit ("project owning 
organization") and its team members, and to document what each organizational unit 
will do for achieving their country- or office-specific expected results, thus contributing 
to the regional or headquarters expected results, and Organization-wide expected 
results. The Figure 3 illustrates the contents and logical structure of a workplan. 

All direction and general management work, as well as administrative and support 
services will be reflected in workplans. as appropriate. Specific workplans could be 
created for the work of WHO Country Representatives, Assistants Director-General, 
Directors Programme Management, Directors of department and division, and their 
staff. 

Figure 3: Contents and logical structure of a workplan 
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PLANNING DATA TO BE PROVIDED IN OR FROM WORKPLANS 

The minimum and common set of data required across the Organization is summarized 
in the Table 1 below. They are required as per the Organization-wide business rules 
(see Part 1). Some of these data are actually obtained by aggregation, and some will be 
mandatory for data entry in the Global management System. 

In particular, all activities in regional office and headquarters workplans that either 
contribute to country-specific expected results and national health development, or take 
place in the country must be identified. 

Table 1: Data to be provided at planning stage 

Element Descriptive information 
Budget and financial Performance 

information information 

Workplan • title ("project name j • budget by source of 

("project'J 
• description income: AC. VC and AS 

• owning department, division or • total planned costs 
country office, or uniVteam ("project 
owning organization") 

• name of responsible officer rproject 
managerj 

• scheduled start and end dates 
("dates") 

Country-specific • title ("OSER short/ext") • total planned activity • indicator(s) 

or Office- • full statement ("OSER long text") costs • baseline and 
specific • owning department, division or • total planned staff costs target(for 

expected result country office ("budget centre") each indicator) 

("OSER") • link to a regional or a headquarters 
expected result 

• name of responsible officer 

Product or • title ("task name") • p lanned costs 

service • description • expenditure types 

("Top task") • link to a country-specific or office-
specific expected result 

• reference to a core function 
• name of responsible officer ("task 

manager") 

• scheduled start and end dates 

Activity • ti tle ("task name") • planned costs 

("task") • description ("task long texr) • expenditure types 
• link to a product or service ("top task") 

• name of responsible officer ("task 
manager") 

• partner country (if appropriate) 1 

• implementation site {if appropriate) 1 

• scheduled start and end dates 

1 Applicable only to regional office and headquarters workplans 
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OPERATIONAL PLANNING AND BUDGET CONTROL FRAMEWORK 

The biennial Programme budget sets out budgets at the level of strategic objectives 
and Organization-wide expected results, for headquarters and each region as a whole, 
and in each region for the regional office, and for the countries as a whole. 

Before preparation of workplans by each organization unit, indicative budget ceilings 
are communicated to country offices, departments and divisions ("budget centres"), 
and if appropriate, further down to units or teams. for planning purpose. 

These indicative budget ceilings are breakdowns of the budget approved by the 
governing bodies. Budgets assigned to country offices, departments and divisions 
must be set per Organization-wide expected result, and per regional/headquarters 
expected resuly, if applicable. Budgets should include all sources of income: assessed 
contribution and voluntary contributions, including any funds raised locally. 

The WHO budget control framework is based on the following principles: 

• operational planning must be within the Programme budget ceilings; 

funding of workplan from appropriate source of funds ("awards") is possible up to 
the approved planned costs; 

expenditures are authorized up to the approved funding ("project funding"). 

To implement this budget control framework, a series of validations will occur within 
the workplan. within each office and across offices. 

For each country office, department or division ("budget centre") and for each region 
and headquarters ("major office"), the total planned costs of workplans must be within 
and approach the budget allocation from the Programme budget by strategic objective 
and Organization-wide expected results. 

In the Global management system, within each workplan ("project"), the control of 
expenditures occurs first at the level of product and services ("top task"), and then at 
workplan level, per source of funds. In -each workplan, the total funding amount must 
be distributed across products and services per source of funds and within the 
planned costs for the workplan. 

Absolute budget control of expenditure will occur at the level of "budget-centre", and 
for each strategic objective. 

HUMAN RESOURCE PLANNING 

Human resource planning is an integral part of operational planning, and in this context, 
takes the workplans as its point of departure. A basic requirement is to assign staff to 
the programmatic elements of the workplan, particularly products and services, and 
activities, to reflect individual roles and responsibilities in delivering the workplan. 

Human resource plans will also allow for costing each country-specific or office-specific 
expected result and aggregate them at regional or headquarters expected results, and 
Organization-wide expected result levels. 
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While determining staff requirements, departments, divisions and country offices will 
consider existing positions, as well as any new positions needed to support the delivery 
of the workplans. 

The GSM system allows positions to be costed directly against products and services. 
The contribution of staff to products and services will be aggregated at country-specific 
or office-specific expected result level. Planned staff costs are then calculated using 
staff costs averages. Staff costs must be within the budget associated to expected 
results. 

In workplans, "staff costs" apply to continuing, fixed-term, and temporary appointments, 
including national professional and seconded staff, where appropriate. Other human 
resource costs, e.g. consulting or contractual service, are considered non-staff 
elements. and must be reflected in "activity costs". 

GLOBAL MANAGEMENT SYSTEM 

It is recognized that fragmented, incompatible computerized information systems for 
management of the WHO programme and resources must be replaced with an 
integrated system for global management and administration, in order to enhance 
operational efficiency, streamline processes and effectively decentralize authority and 
responsibility. 

During 2008-2009, the Global management system will be incrementally implemented 
across the Organization. This requires effective communication and capacity building for 
enabling common practices, closer collaboration and informed decision making. 

The Global management system will fully inte.grate the management of the programme 
with the administrative processes: human resource, payroll, budget, finance, 
procurement of goods and services, travel and asset management. 

In this context, approved workplans will be at the centre of the system. Discipline in 
applying procedures and compliance with business rules will al low an optimal benefit 
to be derived from the global management system. 

Ill 



PART Ill : The operational planning process 



FROM STRATEGIC PLANNING TO OPERATIONAL PLANNING 

As noted in the Foreword, results-based management has introduced a structured 
approach to accountability and commitments to achieve results. One key success factor 
lies in consistency and continuity of approach and standards for planning, even though 
some elements are determined during strategic planning (strategic objective and 
Organization-wide Expected Results, and related regional and headquarters expected 
results) and others during operational planning (country-specific and office-specific 
expected results, products, services and activities). 

Figure 4 illustrates how the range of planning elements are articulated at Organization
wide, "major office" (regions and headquarters) and the level of country office, 
department or division. 

Figure 4: Building-up the WHO results framework 
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Developing or refin ing regional and headquarters expected results, and estimating 
their costs for a two-year period is a prerequisite for operational planning in that these 
determine the two-year budget ceilings at high level. It is recognized that an iterative 
approach should be applied. 
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There are four stages to the operational planning process: 

Stage 1 takes place before work starts on individual workplans. It includes the 
identification or confirmation of the country offices, departments or divisions that are 
involved in achieving each regional and headquarters expected results, and the 
determination of the tentative budget ceilings to country offices, divisions or 
departments for planning purpose. 

Stage 2 involves the development of country-specific and office-specific 
expected result for the two-year period, and preparation of workplans by each 
department, division and country office, and consultations within and across offices, 
as appropriate. 

Stage 3 is peer review and quality assurance of proposed draft workplans. 

Stage 4 is approval of the work plans. 

More specific guidelines tailored to individual office context while conforming to the 
Organization-wide business rules could be necessary. 

Stage 1: Determination of tentative budget ceilings 

Step 1.1 Mapping the country offices, departments and divisions to the regional and 
headquarters expected results. 

Key tasks are: 

review of all regional and headquarters expected results under the same strategic 
objective, and determine who must do what for achieving them; 

identification or confirmation of the core and contributing departments and divisions, 
and the country offices involved, for each regional or headquarters expected result1 

Step 1.2 Distributing budgets in the draft Programme budget for strategic objectives, 
and related Organization-wide expected results, to countries, divisions or department for 
planning purpose (by source of income, i.e. assessed contribution and voluntary 
contribution, and per Organization-wide expected results , and regional or headquarters 
expected results, as appropriate). 

Key tasks are: 

in headquarters, determination of the tentative budget ceilings for core and 
contributing departments for planning purpose; 

in regions, determination of the tentative budget ceil ings for country offices, and for 
the divisions or departments in the regional office. 

Stage 2: Development of specific expected results, and preparation of workplans 

Step 2. 1 Developing country-specific expected results and office-specific expected 
results 

See details in the document 'Developing and costing Regional and Headquarters Expected Results' (WHO/PRP/07.1 , 
February 2007) 
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Key tasks are: 

• formulation of a specific and measurable result that the country office, the 
department, the division, or a unit or team will be directly held accountable for; 

establishment of indicators(s), baseline(s) and target(s) for each country-specific or 
office-specific expected result; 

in regions, review all regional office-specific and country-specific expected results 
under the same regional expected result, and checking that they are logically 
articulated; 

in headquarters, review all office-specific expected results under the same 
headquarters expected result, and checking that they are logically articulated. 

Step 2.2 Defining and costing products and services, and related activities 

Key tasks are: 

• definition of a mix of products and services necessary to achieve a country-specific 
or office-specific expected result; 

definition of the full range of activities needed to deliver agreed products and 
services; 

estimating the costs of activities; 

consultation on collaborative work within the office and across offices. 

Step 2.3 Preparing the human resource plan 

Key tasks are: 

analysis of the future needs; 

review of existing staff positions; 

mapping of planned staff positions to products and services in relevant workplans, 
indicating the corresponding planned staff time; 

estimate of the costs of the human resources in the workplan. 

Stage 3: Quality assurance 

Step 3. 1 Peer review of draft workplans respectively for each region and for 
headquarters 

Key tasks are: 

review of proposed products and services to ensure their programmatic coherence 
and technical soundness (technical lead); 

peer review of draft workplans respectively for the entire regional and headquarters 
expected results to ensure that products and services are logically linked and 
sufficient, and to identify collaborative work; 

finalization of the workplans to reflect the outcomes of the peer reviews, and 
agreements on the collaborative work (directors and country representatives, and 
responsible officers); 

assessment of the completeness and the compliance, and validation of individual 
draft workplans that are submitted for approval (planning and programme officers). 
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Step 3.2 Validation of planned costs and budget allocations 

Key tasks are: 

review of planned costs and budget allocations for individual strategic objective, 
and across strategic objectives, and related Organization-wide expected results. for 
the region, the regional office and countries, or headquarters (strategic objective 
facilitators and strategic objective leads in respective offices); 

review of planned costs and budget allocations, across regions and headquarters, 
for an individual strategic objective and related Organization-wide expected results 
(Organization-wide strategic objective facilitator and strategic objective lead); 

review of planned costs and budget allocations. across regions and headquarters, 
and across strategic objectives and related Organization-wide expected results 
(strategic objective leads). 

Stage 4: Approval of workplans 

After compliance check, all workplans are formally approved in the regions by the 
Regional Director, and in headquarters by the Assistants Director-General 

BUILDING-UP "ONE COUNTRY PLAN" 

This section provides a more precise description of the stages 2 to 4 of the operational 
planning process mentioned above, as they apply to the work in and with individual 
countries, in accordance with the business rules relating to one country plan stated in 
the part I. 

Developing the country-specific expected results 

Task 1: Identification of the regional expected results that reflect country priorities as 
referenced in the Country Cooperation Strategy. 

Output = selected number of regional expected results which the one country plan 
will contribute to achieve, and which establish the link to the Medium-term strategic 
plan and the biennial Programme budget. 

Task 2: Formulation by the country office of the country-specific expected results which 
the Secretariat, as a whole, will be held accountable for achieving during the 
biennium. 

Output = the two-year specific expected results that will serve as starting point for 
the development of the one country plan, including joint planning for coordinated 
support from the regional office and headquarters to the country office. 

Building-up the one country plan 

Task 3: Definition by the country office of the products and services to deliver, in 
consultation with the national authorities, and the regional office and headquarters 
as appropriate. 
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planned costs, budgets and assigned staff, and that will also serve for consultation 
within the Secretariat on coordinated support from the regional office and 
headquarters. 

Task 4: Interaction with the regional office and headquarters to agree on coordinated 
inputs into the delivery of products and services planned by the country office, and 
the implementation of related activities. 

Output: agreed inputs from the regional office and headquarters reflecting the 
contribution of the regional office and headquarters to country-specific expected 
results, that will be reflected, as appropriate, in regional office and headquarters 
workplans. 

Task 5: Consultation between the country office, the regional office and headquarters 
on other collaborative work, and activities for which the country serves as a venue 
that are planned and budgeted by the regional office or headquarters. 

Output: formal acceptance of work involving the country, including activities for 
which the country serves as a venue, ~hat are planned and budgeted by the 
regional office or headquarters. 

Quality Assurance 

Task 6: Peer-review of one country plan, including final consultation with the national 
authorities. 

Output: draft one country plan with country-specific expected results, products and 
services, activities that are technically sound, relevant to country needs, consistent 
with Organization-wide and regional priorities, and adequately resourced, including 
through inputs from the regional office and headquarters. 

Task 7: Quality control within the country office, and then in the regional office. 

Output: one country plan that is compliant with WHO policies and programme 
management business rules. 

Approval 

Task 8: Approval of one country plan by the Regional Director. 

Output: approved one country plan with approved budgets to allow funding of the 
relevant workplans and human resource actions, and to start operations. 

II 



PART IV : Practical Guidance 



DEVELOPING COUNTRY-SPECIFIC AND OFFICE-SPECIFIC 
EXPECTED RESULTS 

WHO • ·n· • The WHO Country Representative, the Director of department or division in 
regional offices and HQ, in consultation with the team members concerned in 
each office 

WHAT(j) • Define the programme outcome that reflects the part the country office, 
department or division ("budget centre") will contribute to achieving a given 
Organization-wide expected result, through a regional or headquarters expected 
result 

. More than one country-specific or office-specific expected result can be defined 
for a given regional or headquarters expected result. 

• To provide a clear results framework for each "budget centre" WHY @ 

• To establish the logical link between workplans and Organization-wide expected 
results, through regional and headquarters expected results 

• To guide the determination of the products and services to be delivered by 
each "budget centre" 

WHEN- • After the Proposed Programme budget is revised on the basis of the 
recommendations of the Executive Board, and before units start the 
preparation of the workplans 

Definitions 

The country-specific and office-specific expected results 1
: 

express a commitment to achieving a desired outcome; 

are the anticipated accomplishments of "budget centres" in relation to their 
contribution to achieving the Organization-wide expected results, through the 
reg ional o r headquarters expected results; 

- determine what the "budget centres" deliver, i.e. products and services, and 
related activities; 

- justify the resource allocations to the "budget centre". 

Country-specific expected results represent accomplishments that the whole 
Secretariat for, work in and with the country. They contribute to achieving the Medium
term strategic plan and related Programme budgets, while being responsive to 
national health policies and plans, and reflecting the Country Cooperation Strategy or 
similar country level strategic framework for WHO cooperation. 

Office-specific expected results are accomplishments that departments or dh isions in 
regional offices and headquarters are held accountable for. Clarity regard ing the 

The Organization's gender policy (see Annex 5) notes that 'all research, policies, programmes, projects and initiatives 
with WHO involvement will address gender issues·. In developing country and office-specific expected results, indicators and 
targets, a gender perspective is to be included where appropriate. 
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accountability of the Secretariat deserves particular attention. In general, its role and 
responsibility are around technical and advisory support. 

Developing country-specific and office-specific expected results 

Country-specific and office-specific expected results should have the following 
SMART attributes: specific; measurable; achievable; relevant; and time bound. These 
attributes are described further in Table 2. 

Country and office-specific expected results must reflect outcomes, and not 
interventions or actions. 

S Spec:lflc: 

Table 2: Attributes of expected results 

It Identifies the nature of the expec:ted achievements or changes, the 
target groups, the target region, etc:. It should be as detailed as possible 
without being wordy. 

M Measurable It c:an be measured In some way, Involving qualitative and/or quantitative 
c:harac:terlatlc:a. 

A Achievable It Ia realistic: given the likely available resources; even results-based 
management has to be undertaken with a general understanding of the 
reaourc:ea that are likely to be available. 

R Relevant It responds to the Identified needs or challenges In the strategic: 
objec:tlvea, and Ia within the mandates of the Organization, the General 
Programme of Wort, regional and country priorities, and the WHO 
Country Cooperative Strategy. 

T Time bound It c:an be achieved within the two years of the biennium. 

Before developing country-specific and office-specific expected results, each region 
and headquarters wi ll respectively develop1

: 

• regional expected results to reflect the region-wide contribution to the Medium-term strategic 
plan, and Programme budget; country-specific and regional office-specific expected results 
will be logically linked to these regional expected results; 

• headquarters expected results reflecting headquarters' roles and functions. and their own 
contributions to achieving the Organization-wide expected results stated m the Programme 
budget which are by nature Organization-wide expected accomplishments; headquarters 
expected results might be department specific. 

At country level, taking into consideration the national health priorities, and WHO 
Country Cooperation Strategy, regional and Organization-wide priorities, the country 
teams will develop: 

1 See further d€ta1IS in the document WHO/PRP/07 1, F ebluary 2007 
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• country-specific expected results that represent contributions to the Organization-wide 
expected results. through the regional expected results. while reflecting priorities and 
strategic approaches stated in the Country Cooperation Strategy. 

In developing country-specific expected results, consultations between the country 
team and the strategic objective facilitator in the regional office would help to ensure 
consistency. 

Departments or divisions in the regional office will develop: 

• office-specific expected results that represent their contributions to the regional expected 
results and that reflect inter-country and regional office duties, roles and responsibilities. 

Country-specific and regional office-specific expected results are not hierarchical. That 
is, a country-specific expected result does not have to be linked to, and to contribute 
to the achievement of a particular regional office-specific expected result, only to a 
regional expected result. 

Departments in headquarters will develop : 

• office-specific expected results reflecting their contributions to the headquarters expected 
results; it is recognized that a department can contribute to an office-specific expected 
result developed by another department. 

In Headquarters, the office-specific expected results developed by the departments 
are linked to, and contribute to the achievement of one, and only one headquarters 
expected result. 

Check list for validating specific expected results 

In formulating and validating country-specific or office-specific expected results, a 
series of concerns need to be addressed. The checklist below provides a method for 
assessing the adequacy of the country-specific and office-specific expected results. It 
is important not simply respond with the indicated YES or NO, but to be able to justify 
the answer. 

COUNTRY .SPECIFIC/OFFICE.SPECIFIC EXPECTED RESULTS: These are 
the results that reflect the anticipated accomplishments of the office in relation 

YES NO to its contribution to achieving the Organization-wide, through a regional or 
headquarters expected result. 

Q1 It is linked to one and only one regional or headquarters expected result 

Q2 The statement clearly conveys what the office intends to achieve or 
change, in terms of a contribution to the identified regional or headquarters 
expected result 

Q3 The intended achievement or change reflects what the Secretariat is willing 
to be held accountable for 
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Q4 The intended achievement or change is achievable and time bound, in that 
it can be accomplished by the end of the biennium 

QS It is possible to measure the achievement of the result 

Tips and tricks 

The formulation of good specific expected results at each level is key to effective 
results-based management. In formulating specific expected results, be sure that they 
reflect outcomes, and not processes, interventions or actions. 

Developing specific expected results and indicators provides an excellent opportunity 
for clarification of thinking, and development of ownership, and shared responsibility 
by all staff for the achievement of the stated outcomes. 

It is not expected that each office will address every strategic objective. Organization
wide, regional or headquarters expected result. In aggregate, however, the 
contributions of all levels should lead to the accomplishment of the Organization-wide 
expected results. 

The logical link of the specific expected results at each level to the Organization-wide, 
through regional or headquarters expected results must be validated. Each specific 
expected result is linked to one and only one Organization-wide expected result, 
through one and only one regional or headquarters expected result, otherwise it 
breaks the results chain. 

Offices may develop multiple specific expected results to address a single regional or 
headquarters expected result, if this !helps to further plan the work and articulate 
specific expected results and products/services. 

The challenge for the individual office is to identify and focus on a reasonable number 
of specific expected results. In their development, it is important to consider the 
relevance and feasibili ty of the types of products and activities required for their 
achievement. 

At the country level, where joint actions with national counterparts may occur, it is 
important to determine what the WHO Secretariat will be accountable for, and to 
reflect its own commitments and responsibilities. Assumptions about the involvement 
of the national counterpart in the accomplishment of the desired results should be 
stated. 

It should be recognized that the contribution of a department, division or country office 
to a regional or headquarters expected result can also be reflected through a product 
or an activity, and not necessarily through a country-specific or office-specific 
expected result. In this case, the piece of work must be linked to a country-specific or 
office-specific developed by another department, division or country office ("budget 
centre") . 
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Illustrative example 

The following example illustrates the development of a specific expected result in a 
country context. 

Regional expected result Country-specific expected result 

Enhance capacity in high-priority countries to Enhanced institutional capacity in the country 
address environmental health concerns to reduce workers exposure to specific work 

place hazards 

To validate the country-specific expected results, the questions in the checklist should 
be asked. Be sure to explain how each question is answered. 

Question 1: Does it relate to one, and only one regional expected result? The 
country-specific expected result is logically linked to the mentioned regional expected 
result. It is about improving country capacity for addressing environmental health 
issues. No relationship to another regional expected result can be established. It is 
understood that a logical link is established between the mentioned regional expected 
result and one Organization-wide expected result. 

Question 2: Does it clearly convey what the country office, supported by the 
regional office and headquarters, expects to accomplish in terms of a 
contribution to the identified regional expected result? The Secretariat intends to 
support the strengthening of institutional capacity, in relation to the reduction of workers 
exposure to work place hazards. This is definitely in line with the commitment of the 
whole Organization to improving environmental health conditions. It is understood that 
specific hazards have been identified. 

Question 3: Does it reflect what the Secretariat is willing to be held accountable 
for? The provision of support to enhance institutional capacity regarding the reduction 
of work place hazards is within the scope of the strategic agenda set in the Country 
Cooperation Strategy, and regional committee resolutions on environmental health. 

Question 4: Is the result achievable by the end of the biennium? Specific aspects 
of institutional capacity has been identified , and should be achievable by the end of 
the biennium. The expected result is within the capabilities of the country team, under 
the assumption that adequate support from the regional office and headquarters is 
planned and will be provided. The expected result does not anticipate solving the 
entire set of problems associated with work place hazards, only the reduction of 
exposure. 

Question 5: Is i t possible to measure achievement of the result? It is possible to 
measure enhancement of national institutional capacities, as well as the quantity and 
quality of WHO technical assistance provided in this area. Proxy measures of 
institutional capacity may include adoption of certain guidelines and standards 
regarding worker safety. 
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SETTING INDICATORS, BASELINES AND TARGETS 
FOR COUNTRY-SPECIFIC AND OFFICE-SPECIFIC EXPECTED RESULTS 

WHO • • The WHO Country Representative, the Director of Department or Division in 'II' regional offices and headquarters, and the responsible officer for the 
country-specific or office-specific expected results 

WHAT(D • Set the means of verification of the achievement of each country-specific or 
office-specific expected result 

• State the level of achievement to which the country office, department or 
division commits itself 

WHY @ . To measure the performance of the country office, department or division in 
achieving its specific expected result 

I· To signal progress towards the target result 

WHEN~~ . In parallel with the development of individual country-specific or office-
specific expected result; should be reviewed and approved together with 
the result 

Definitions 

Indicators are objectively verifiable and repeatable measures of the state of progress 
towards achieving the specific expected results. 

In results-based management framework, the use of indicators requires the 
determination of their baselines and target values. 

Baseline reflects the characteristic of the situation at the beginning of the planning 
period, while target represents the expected level of achievement at the end of the 
period. 

Developing indicators' 

At least one indicator is required to be developed for each country-specific or office
specific expected result. The indicator should correspond and be relevant to the 
expected result. 

Indicators should have the following general characteristics: 

- allow measurement of achievements and changes- directly or indirectly; 

- serve to compare results achieved with those planned; 

- support judgement of performance. 

Four main "types" of indicators have been identified: quantitative, qualitative, 
combined, and proxy. 

1 See further details in Annex 2 
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In formulating an indicator. it is important: 

- to clarify all non-quantitative terms to ensure a common understanding, and to 
determine how the measurement will be realized; 

- to pay particular attention to the technical and practical qualities of the indicator. 

Qualities of the indicators in relation to the technical aspects of the measurements are: 

• Validity. When selecting an indicator, it is essential to ensure that the indicator 
measures what it is intended to measure and has no systematic bias. Is it a good 
measure for the stated result? Does the indicator measure the extent to which the 
expected result has been achieved? Does it measure changes attributable to the 
delivery of the planned products and services? 

• Reliability. Will the indicator accurately measure the real change or achievement in a 
consistent manner over time and place? 

• Sensitivity. Will the indicator be sufficiently sensitive to give an appreciation of the 
change in, or the progress towards, the expected result, during the biennium? Will it be 
able to reflect gender differences in terms of the change or progress towards the 
expected result during the biennium? 

To allow manageable and meaningful measurements, indicators should be: 

• Simple. Is the indicator easy to interpret? Is there general consensus on the meaning of 
the indicator selected? 

• Practical. Can timely data be collected at reasonable cost? Is the data collection burden 
that the indicator would impose acceptable, including the demands for personnel and 
funds to implement it? 

• Useful. Does it have utility for decision making and learning? Is it useful for better 
planning and implementation? 

In developing the indicator, it is important to determine where, how, and when 
relevant data are to be collected. It is also very important to decide who is going to be 
responsible for its collection and analysis. 

The performance measurement matrix (Table 3) is a useful tool for ensuring a 
systematic approach to developing indicators (and their corresponding baseline and 
target). Completing this matrix requires answering the following questions: 

- Data description: What is the nature of the information required for each indicator? 

- Data sources: From where can the information be obtained? 

- Collection methods: How will the data be collected? 

- Frequency: How often are the data collected? Could data collection align to 
reporting cycles? 

- Responsibility: Who is responsible for data collection? For analysing the measure 
of the indicator? 
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Table 3: Performance measurement matrix 

Checklist for validating indicators, baselines and targets 

In formulating and validating the indicator for the country-specific and office-specific 
expected results, and related baseline and target, a series of concerns need to be 
addressed. 

The checklists below provide a method for assessing the adequacy of the indicator, 
and its baseline and target. It is important to not simply respond with the indicated 
YES or NO, but to be able to justify the answer. 

INDICATOR: This measures objectively, the progress towards, and the YES NO achievement of the country-specific or office-specific expected results. 

a1 The indicator further clarifies the country-specific or office-specific expected 
result. 

a2 Each indicator is related to a major concern in achieving the country -specific 
or office-specific expected result 

a3 It is sensitive to change, and if applicable, reflects gender differences in terms 
of those changes 

a4 It is objectively verifiable 

as It is capable of unambiguous measurement 

as It is measurable with reasonable costs and efforts 

a7 It is clear and easy to understand 

as The indicator leads to setting a target 

II 



BASELINE: The data establishes the value of the indicator at the beginning (or 
YES NO close to the beginning) of the biennium. 

./ Data are currently available that indicate the present value of the indicator 

./ The necessary data are likely to be available in the future in a reasonably 
accessible way 

./ Someone is identified as responsible for maintaining and analysing the 
required data 

TARGET: The value indicates the expected level of the indicator at the end of 
the biennium. It reflects a commitment to be achieved by the country office, YES NO 
department or division . 

./ Achieving the target established for the indicator will provide a clear 
indication about the accomplishment of the country-specific or office-specific 
expected result 

./ It is realistic to eliminate the difference between the target value and the 
current value (baseline) by the end of the biennium 

./ The target is consistent with the baseline in terms of what will be measured 
and how it will be measured 

Tips and tricks 

Indicators force clarification of what is meant by a country-specific or office-specific 
expected result. In the process of defining indicators, the need to revisit expected 
results may arise. 

lndicator(s) will be gender sensitive, where relevant and feasible. 

Indicators ensure transparency and accountability for results and set the stage for 
proper assessment of achievements. For credibility of measurement, once established, 
indicators should not be changed retroactively. 

The types of indicators will depend on the nature of functions reflected in the expected 
result. When selecting the type of indicator to use - quantitative, qualitative, combined, 
proxy - trade-offs among the technical and practical qualities are necessary. 
Additional information on the type and quality of indicators, can also found in Annex 2. 

Regardless of the type of indicator chosen, the most essential requirement is that it is 
relevant to the expected result being considered. 

It is important to use as few indicators as possible- usually, one or two indicators are 
adequate. While selecting only a few final indicators, it is usually beneficial to start 
with a broad list of alternatives and then narrow the list by assessing each proposed 
indicator against the criteria established for a "good indicator". The indicators finally 
selected should represent the most basic and important dimensions of the expected 
result. 
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Indicators will always have terms or phrases that will require further clarification of 
their meaning or criteria for their measurement. The clarifications can be contained in 
other documents. 

Whenever possible, indicators should be derived from existing operational information 
or from publicly available data sets. The use of secondary data, which is existing data 
collected for another purpose and used as indicators, is usually preferred because of 
the higher costs (financial and staff) associated with primary data collection. 

When selecting the indicator, consider whether or not it can be disaggregated , 
enabling, for example, the integration of a gender perspective into the analysis. For 
example, in a health education campaign, it might be appropriate to measure the 
percentage of the target female population reached by the health education campaign, 
rather than the total population. Similarly, it might be appropriate to measure the 
percentage of female and male patients receiving adequate quality of care at district 
hospitals, instead of just the aggregate number receiving adequate quality of care. 

It is also important not to combine too much into one indicator; it should be uni
dimensional (measuring only one outcome at a time) and operationally precise (no 
ambiguity over the type of data to be collected). 

Country-specific and office-specific expected results are linked upward to a regional or 
headquarters expected result, and to an Organization-wide expected result. This type 
of linkage is not required for indicators. 

To be able to assess how much has actually been achieved during the biennium, a 
baseline indicating the value at the beginning of the biennium is needed. The baseline 
value also provides information about how realistic the target is that is being 
established. If the gap between the level of the current status and the intended status 
at the end of the biennium is unrealistic, then the target needs to be rewritten before a 
commitment is made to achieve it. 

In setting a target, remember that it is a planned, or expected, level of achievement of 
the indicator within the biennium. The target reflects the intended point to be reached 
by the end of the biennium. The target and baseline data can be used to refine further 
the indicators and the country-specific or office-specific expected result. 

Illustrative example 

The following example illustrates the development of an indicator for a country-specific 
expected result. 

Country-specific expected result Indicator 

Enhanced institutional capacity in the country Percentage of factories in the country that 
to reduce workers' exposure to specific work have implemented WHOIILO recommended 
place hazards precautions against the selected hazards in 

factory environment 

To validate the indicator, the questions in the checklist should be asked. Be sure to 
explain how each question is answered. 
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Question 1: Does it clarify further the country-specific expected result? The 
indicator is more specific in that it provides inf:lrmation on accomplishments expected 
from the provision of technical assistance within the country. The capacity for 
implementing specific WHO/ILO recommendations is the focus. 

Question 2: Is it related to a major concern in achieving the country-specific 
expected result? In achieving significant reduction in workers exposure to work 
place hazards, the focus will be factories for which the specific work place hazards are 
a concern. 

Question 3: Is it sensitive to change? The number of factories in the country, which 
have implemented recommended precautions. can change over time. 

Question 4: Is it objectively verifiable? It is possible to verify whether or not a 
factory has implemented recommended precautions; it is more difficult to determine 
whether the implementation is a result of the technical assistance provided by the 
Secretariat. 

Question 5: It is capable of unambiguous measurement? Once a clear definition 
of what will be accepted as implementation of WHO/ILO recommendations is 
established, it should be relatively easy to measure the result. 

Question 6: Is it measurable with reasonable costs and efforts? Acquiring the 
data regarding the implementation of WHO/ILO recommended precautions against 
hazards in the work place should be reasonable in terms of costs and efforts, 
especially once a clear definition of implementation is established. 

Question 7: Is it clear and easy to understand? The implementation of WHOIILO 
recommended precautions against hazards in the work place is clear and easy to 
understand. 

Question 8: Does it lead to setting a target? It is possible to formulate a target 
regarding the number of factories implementing recommended precautions. 
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DETERMINING INDICATIVE BUDGET CEILINGS FOR PLANNING PURPOSE 

WHO • . The Director-General communicates indicative budget ceilings to the ·n· Regional Directors and Assistant-Directors General . The Regional Director or Assistant Director-General communicates 
indicative budget ceilings to the Directors of division or department . The Regional Director communicates indicative budget ceilings to the WHO 
Country Representatives 

WHAT<D . In each "major office", an indicative budget is communicated to Directors in 
regional offices and Headquarters, and to WHO Representatives for 
planning purpose; the amounts are indicated by strategic objective, and 
Organization-wide expected results 

• Actual budget allocations for the biennium will be approved before 
implementation begins. 

WHY @ . To provide a provisional basis for development of workplans. 

• To set a tentative envelope reflecting the likely available resource 

WHEN- • Before the preparation of the unit workplans begins, or soon after 

Requirements 

The biennial Programme budget sets out budgets at the level of the strategic 
objectives and organization-wide expected results, for headquarters and each region 
as a whole, and in each region for the regional office, and for the cou.1tries as a group. 

Before organization units prepare workplans tentative budget ceilings are 
communicated for operational planning purpose to country offices, departments and 
divisions ("budget centres"), and if appropriate, further down to units or teams. 

These tentative budget ceilings are breakdowns of the budget approved by the 
Governing bodies. Budgets assigned to country offices, departments and divisions are 
set per Organization-wide expected result, and per regional/headquarters expected 
result if applicable. Budgets should include all sources of income: assessed 
contribution and voluntary contributions, including any funds raised locally. 

These planning figures are established on the basis of the roles and responsibilities of 
contributing units, in achieving the Organization-wide expected results, and their share 
of the resource requirements costed in the Programme budget. 

Mapping the organizational structure to the results structures in each location is the 
starting point. This mapping is done with reference to the scope of the Organization
wide expected results that have been agreed to. 
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DEFINING A MIX OF PRODUCTS AND SERVICES NECESSARY TO ACHIEVE 
THE COUNTRY-SPECIFIC OR OFFICE-SPECIFIC EXPECTED RESULTS 

WHO • Responsible officer for the workplan, and team members, within the unit ·n· . 
responsible for preparing the workplan 

WHAT(j) . Define the products and services for the biennium that must be delivered to 
achieve the country-specific or office-specific expected results 

WHY @ • To specify the deliverables (outputs) for which the unit or team will be held 
accountable during the biennium ,. To develop the full chain of results reflecting the accountability of each 
organizational unit, and team 

WHEN, : After developing a set of draft country-specific or office-specific expected 
results 

Products and services should be agreed to before developing their 
associated activities, and costing the workplan 

Definitions 

Product is the final output of an activity or combination of activities. Product is a 
tangible and observable result to which expected quality and quantity, milestones 
performance criteria, can be attached. 

Service is on-going and identifiable output of an activity or combination of activities. A 
service, typically, involves such things as the delivery of policy and technical advice, 
support, advocacy, or guidance. 

The term service has been introduced to reflect the intangible nature of many of the 
outputs of WHO and to enable these to be captured in workplans. 

In GSM, products and services are "task", but of a particular type called "top task". 

Developing products and services 

Each unit must first state or identify the country-specific or office-specific expected 
results to which its workplan will contribute. In the workplan, each expected result may 
require one or many products or services for its achievement; however, each product 
or service can be linked to one, and only one specific expected result. 

In specifying a product or a service, one should pay attention to its scope. It should be 
a manageable output in that one can attach: 

attributes such as quantity and quality; 

identifiable a responsible officer; 

a particular set of activities that are needed to produce it; 

detailed estimated costs; 
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technical and financial monitoring information. 

Each product/service requires a title that should be a synthesis of what it entails, as 
well as a brief description providing a clear justification, an indication of how it will 
contribute to the achievement of the specific expected result, an overview of activities 
required and resources necessary to ensure its delivery. 

Applying a logical approach 

In the results-based management framework, the logical relationship between the 
proposed products and services and the country-specific or office-specific expected 
results must be checked: 

the planning logic is checked by demonstrating that the unit has to deliver the 
identified product or service to achieve the expected result; 

the results logic is checked by demonstrating that the expected result will be 
achieved once the whole set of related products and services are delivered, 
eventually through multiple workplans. 

The Figure 5 illustrates the chain of results and planning logic. 

Tho . .... .. . . 
Is/ana 
a ccomplis hed 
whon 
the 
Organization 
producos 
a ll .... 

Figure 5: Chain of results and planning logic 

I n ord er to ach ieve 

the Organ ization 
will have to 
produce ... 

An iterative process will be required to ensure coherence and adequacy · of the 
products and services to achieve the country-specific or office-specific expected 
results. In developing products and/or services to accomplish an expected result, 
there are often alternative approaches available. These alternatives should be 
carefully considered in terms of appropriateness, efficiency, and cost-effectiveness. 

Programmes are not delivered within a totally controlled environment. Achievement of 
a result (product or service, and country-specific or office-specific expected result) is 
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often influenced by external, uncontrollable events or conditions. Therefore, it is 
important to make explicit the assumptions that are necessary conditions for success, 
and the risks that could impede achievement of the results. 

Figure 6 provides an illustration of the logical flow of assumptions and risks. 

Figure 6: Assumption and risk logic 

Country-specific/ 
office-specific 
expected result 
will be achieved 

Product! 
service 

produced 

While assumptions are considered to be external to and outside the immediate control 
of the programme, they can be either internal or external to the Organization. 
Examples of assumptions could be that: "priorities will remain unchanged over the 
planning period," or "the inter-governmental convention will be adopted as expected." 

A risk is any potential event or occurrence beyond the control of the programme that 
could adversely affect the achievement of the stated results. It is a threat against 
achievement of results, and is not just the negative of an assumption. Since risks are 
external to the programme, they are beyond the direct control of the programme 
manager. However, actions can often be undertaken to mitigate the negative effects 
of the risk or prevent it from happening. 

Checklist for formulating products and services 

In formulating the products and services, a series of concerns need to be addressed. 
The checklist below provides a method for assessing the adequacy of the products 
and services. 

It is important to not simply respond with the indicated YES or NO, but also to be able 
to justify the answer. 



PRODUCTS AND SERVICES: These outputs reflect the commitment of the YES NO 
team or unit to programme delivery for the biennium 

Q1 Each product or service is linked to one and only one country-specific or 
office-specific expected result, and is necessary for its achievement 

Q2 The full range of products and/or services necessary to achieve the 
related country-specific or office-specific expected result is indicated 

Q3 It is an observable or identifiable deliverable that reflects the 
responsibility of the Secretariat, and what it will be held accountable for 

Q4 It is a manageable output in that it is possible to identify a combination of 
specific activities, assign individual responsibilities, plan the costs, and 
technically and financially monitor its delivery 

QS It is time bound in that it can be completed by the end of the biennium 

Q6 It is possible to define quality and/or quality criteria for assessing 
performance 

Q7 Description of the products and services, and all mandatory data are 
provided, including responsible officer, planned costs, classification 
against "core functions" 

Tips and tricks 

All the work done by an organizational unit must be reflected in its products and 
services. These deliverable must be costed and approved for the whole biennium. 

The total planned costs of the products and services should be within the tentative 
budget ceilings. In the results-based management framework, an iterative process 
should be applied to arrive at an agreement upon commitment for results within the 
resource likely available. 

It is necessary to define al l activities envisioned to carry out the delivery of the 
products and services. The level of detail must be sufficient to allow estimating the 
cost of the products and services. 

If a department, a division or country office contributes to the country-specific or office
specific expected result of another "budget centre", the product or service will be in the 
workplan of the department or division owning that specific expected result. The 
"contributing unir' for the product or service will be indicated, as well as the 
responsible officer in that unit. 
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Illustrative example 

The following example illustrates the development of products and services linked to a 
country-specific expected result. 

Country-specific expected result Products/Services 

Enhanced institutional capacity in the • Assessment report on current work place 
country to reduce workers exposure to hazards in factories 
specific work place hazards • Translated WHO/ILO recommendations 

into appropriate language 

• Training support on work safety practices 

To validate the identified products and services, the questions in the checklist should 
be asked. Be sure to explain how each question is answered. 

Question 1: Is each product or service linked relates to one and only one, 
country-specific expected result? Each of these products and services is only 
related to the selected country-specific expected result in the illustration. 

Question 2: Are all products and services necessary to achieve the related 
country-specific expected result indicated? The products and the service listed 
should enable the country-specific expected result to be accomplished. They are 
justified by the focus of the expected result which is specified through the stated 
indicator. 

Question 3: Is it a observable or identifiable deliverable that reflects the 
responsibility of the Secretariat, and what it will be held accountable for? The 
two first deliverables (products) are tangible and observable (outputs). The third 
deliverable (service) is an on-going and identifiable output. The realization of these 
outputs are the responsibili ty of the Secretariat, even if some activities will be 
implemented by others. 

Question 4: Is each product or service a manageable output in that it is possible 
to identify a combination of specific activities, to assign individual 
responsibilities, to plan the costs, to technically and financially monitor its 
delivery? Activities required to produce the outputs can be identified. Individual 
responsibility can be assigned for accomplishing each product or service. Resources 
required to accomplish each product or service can be estimated in detail. It is 
possible to monitor technical progress, for example on the basis of identifiable 
milestones, and financial resources on the basis of specific obligations and 
expenditures. 

Question 5: Is i t time bound in that it can be completed by the end of the 
biennium? Each of these three products or service could be completed by the end of 
the biennium. 

Question 6: Is it possible to define the quality and/or quality criteria for 
assessing performance? Quality criteria can reflect such things as timeliness, 
technical soundness of assessment, accuracy of translation, effectiveness of training 
material provided. 
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Question 7: Are the description, and all mandatory data provided for all 
products and services, including responsible officers, planned costs, 
classification against "core functions"? Planned costs of the products and 
services are provided as result of activities' costing. 
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DEFINING THE FULL RANGE OF ACTIVITIES NEEDED 
TO DELIVER AGREED PRODUCTS AND SERVICES 

WHO • ·n· . The responsible officer for each product or service, and team members 

WHAT(j) . Define in workplans the full range of activities necessary and sufficient to 
deliver the agreed products and services. . Sizeable activities may need to be broken down further into more detailed 
activity components. 

WHY @ . To determine what needs to be done to deliver the products and services . To realistically cost the products and services 

WHENfMIJI· Define activities after agreeing to products and services, and before the 
costing of the workplan 

Definitions 

Activities reflect actions taken to transform resources (inputs) into products or services 
(outputs). 

Activities are a set of interrelated actions ("tasks") performed to deliver a product or 
service. An activity may contain activity components, which are elements of an activity 
that may be individually identified and for which detailed costs may be established. 

Included in the activities are those that consume only staff time and those related to 
the development and management of WHO programmes, and the provision of 
technical support and assistance. 

In GSM, activities and activity components are "tasks" (being "middle task" or "lowest 
tasks"). 

Developing activities 

Activities reflect what must be completed successfully in order for the product or 
service to be delivered. They should be listed in the order in which they will be 
implemented. 

It is necessary to define all activities envisioned to deliver the products and services, 
including those consuming only staff time. lihe level of detail must be sufficient to 
allow estimating the cost of the products and s·ervices. 

Depending on its size, an activity may contain activity components, which are any 
element of an activity that may be individually identified and for which planned costs 
may be established. 

A responsible officer is assigned to each activity. The scheduled start and end dates 
for the activity should be indicated to monitor the progress in implementing the 
workplan. The "task status" of activities will be monitored against these dates. 
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If a department, a division or country office contributes to a product or service planned 
by another "budget centre", the activity will be in the workplan of the department or 
division owning that product or service. The "contributing unit" for the activity will be 
indicated, as well as the responsible officer in that unit. 

If an activity in headquarters or regional office workplans involves an individual country 
or identifiable countries, this must be indicated, including the name of the country or 
countries concerned. 

Activities checklist 

In formulating the activities, a series of concerns need to be addressed. The checklist 
below provides a method for assessing the adequacy of the activity. It is important to 
not simply respond with the indicated YES or NO, but also to be able to justify the 
answer. 

ACTIVITIES: These reflect actions taken to transform resources (inputs) into 
YES NO products and/or services (outputs). 

Q1 Each activity is linked to one, and only one product or service, and is 
necessary for its achievement 

Q2 All activities that are necessary to accomplish the linked products or 
services are identified for the whole biennium 

Q3 The necessary actions required for performing each activity are easily 
identifiable 

Q4 Specific starting and end dates are identified 

Q5 Responsibility for accomplishment of the activity or activity components 
has been assigned and indicated 

Q6 Activities are clearly described and all mandatory data are provided, 
including planned costs, and if applicable classification of country-level 
activities or "contributing unit" 

Tips and tricks 

Planned activities or activity components can be used as milestones to monitor 
progress in accomplishing the product or service. These milestones will be indicated in 
the workplan. 

The use of activity components enables planning in more detail the steps needed to 
implement an activity. Typically activity components are used when the activity is 
complex. For example, if the activity is "production of training material," then activity 
components could be designing of materials, field-testing the output, translating and 
printing materials, and disseminating the results. 
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If the same discrete activity is to be implemented more than once during the biennium, 
it should be listed as separate activities, or as activity components, each with its own 
time frame and planned cost. 

In GSM, a workplan may have as many levels of planning element as needed to 
reflect the work to be carried out, but obligations ("encumbrances") and expenditures 
are always charged to the lowest level in any given branch. While defining a workplan 
structure, managers should anticipate where in the workplan obligations and 
expenditures will be charged. 

During the biennium, if the implementation of an activity has not started, it is possible 
to reschedule the activity. The new dates will determine the actual status of 
implementation of the activity. 

Il lustrative example 

The following example illustrates the development of activities and activity 
components to deliver products and services. 

Products/Services Activities/ 
Activity components 

• Assessment report on • Identification of factors most critical for improving work 
current work place hazards safety practices in factories in the country (months 01-04) 
in factories • Development of work place hazard assessment tool 

(months 05-06) 
- Review of current work place hazard assessment tools 

available 

- Modification or design of assessment tool 
- Field test tool 

- Revise tool as needed for finalization 
• Situation analysis in factories employing at least 100 

workers (months 06-10) 

• Finalize assessment report (months 11-12) 
• Development of strategies for improving work safety 

practices (months 11-12) 

• Translated WHO/ILO • Review of WHO/ILO recommendations to identify those most 
recommendations into relevant to factories in the country (month 01) 
appropriate language • Translation of identified relevant WHO/ILO recommendatiom 

into appropriate language (months 02-03) 
• Distribute translated recommendations to factories and 

policymakers (months 03-24) 
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Products/Services Activities/ 
Activity components 

• Training support on work • Development of training materials on improving work safety 
safety practices practices designed especially for factories 

Review of existing materials on work safety practices in 
factory environments (months 02-06) 
Modification of existing materials to enhance applicability 
to factories in this country (months 07-11) 
Field test appropriateness and usefulness to factory 
managers (months 12-14) 
Revise materials as needed based on results of field test 
(months 14-16) 

• Provision of training to managers on strategies for improving 
work safety practices (months 17-24) 

To validate the activities and activity components, the questions in the checklist should 
be asked . Be sure to explain how each question is answered. 

Question 1: Is each activity or activity component linked to one, and only one 
product or service? Is each of them necessary? There are no overlapping activities 
among products or services in the list; each activity or activity component must be 
completed if the product or service is to be accomplished. 

Question 2: Are all activities and activity components necessary to accomplish 
the planned products and services identified for the whole biennium? Activities 
are defined for all outputs, and the whole biennium; all activities and activity 
components are justified and if completed, will lead to the realization of the products 
and services. 

Question 3: Are the necessary actions required for performing each activity 
easily identifiable? It is easy to identify actions that are necessary to accomplish 
each of the activity or activity component listed. In due time, activity components could 
be further developed for some activities. 

Question 4: Are specific starting and end dates identified? Beginning and end 
dates are identified for each activity. Detailed timeframes could be set for the activity 
components. 

Question 5: Has responsibility for accomplishment of the activity/activity 
components been assigned, and indicated? A staff member needs to be identified 
to ensure that the activities and activity components are performed appropriately, and 
in a timely way. 

Question 6: Are activities clearly described, and mandatory data provided? A 
clear description is provided for each activity; planned costs of all activities have been 
estimated; the indication of the responsible officers is missing . 
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ESTIMATING THE PLANNED COSTS OF ACTIVITIES 

-
WHO • • The responsible officer for each activity, and the responsible officer for the 'ft' linked product or service, and team members 

WHAT<D . Estimate the financial resource required to complete each activity; this will 
be aggregated upwards to set the planned costs of linked product or 
service 

WHY @ • To justify the allocation of financial resources to achieve the linked product 
or service 

• To identify the gaps between resource requirement (planned costs) and 
tentative budget ceilings 

WHE. . Planned costs are estimated after agreeing to products and services to 
deliver, and defining their associated activities 

• All planned costs must be set before the workplan is submitted for approval 
-

Definitions 

Planned costs of a workplan or a planning element reflect the financial resources 
required for its implementation. While human resource planning is an integral part of 
workplan development, activity costs and staff costs are estimated separately. 

Estimating activity planned costs 

The planned costs are most easily set by first estimating them by expenditure type 
(e.g. , travel, consulting services, agreement for performance of work, research 
contract, supplies, fellowship, etc.) at the level of activity, or activity components, and 
then aggregating them to the product or service level. 

Activities consuming only staff time are indicated in the workplan with no costs. 

Activity planned costs include the cost of consultant and staff for whom it is not 
required to establish a position. Costs of staff on established positions are included in 
staff planned costs (see details in "Developing a human resource plan for the "budget 
centre"). 

Checklist for estimating planned costs 

In estimating the planned costs, a series of concerns need to be addressed. The 
checklist below provides a method for assessing the adequacy of the planned costs. II 
is important to not simply respond with the indicated YES or NO, but also b ' able to 
justify the answer. 
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ACTMTY PLANNED COSTS: These reflect the financial resources required I 

to undertake the proposed activities and to accomplish the products/services YES NO 
needed to achieve a country-specific or office-specific expected result. 

Q1 All planned costs are reasonable estimates of what is necessary to 
spend in order to accomplish the proposed activities. and linked products 
or services 

Q2 Planned costs are indicated for all products and services, and for the 
whole biennium 

Q3 Planned costs are indicated for all ac1ivities, and for the whole biennium 

Tips and tricks 

The set of activities first must prove to be necessary and sufficient to accomplish the 
products and services. Alternatives and options should be collectively considered, not 
only for defining these activities, but also for detailed costing. 

In results-based management, a particular issue for consideration will be the scope of 
proposed activities to deliver the agreed products and services, and the 
reasonableness of estimated costs. An iterative process for getting consensus within 
the unit owning the work plan is helpful. 

While drafting a workplan, a key assumption is that the total planned costs of that 
workplan must remain within the tentative budget ceilings. If the planned costs of a 
draft workplan exceed the tentative budget ceilings, a request for increasing the budget 
ceilings should be submitted, and appropriate justification provided to the executive 
management for decision-making. 

Over the biennium, planned costs may require updates. A key requirement is that the 
total planned costs of a workplan must remain within the approved allocation from the 
Programme budget, and that the planned costs of activities should remain within the 
initially approved planned costs for linked product or service. 

During the biennium, when revision of a workplan involves an increase of the total 
planned costs exceeding the approved allocations, formal submission, review and 
approval of the changes are required. 
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Illustrative example 

The following example illustrates the estimation of planned costs for activities and 
activity components 

Products/Services 
Planned costa . Activities/Activity components 

Assessment report on current work place Product/Service 1: USD 41 ,000 
hazards in factories . Identification of factors most critical for Activity1.1 : USD 5,000 (APW) 

improving work safety practices in factories in 
the country (months 01-04) . Development of work place hazard Activitv 1.2: USD 11,000 (APW +local costs) 
assessment tool (months 05-06) 

o Review of current work place hazard o Activitv component 1.2.1: USD 2,000 (APW) 
assessment tools available 

o Modification or design of assessment tool o Activity component 1.2.2: USD 5,000 (APW) 

0 Field test tool o Activity component 1.2.3: USD 1,000 (Local 
costs) 

o Revise tool as needed for finalization o Activity component 1.2.4: USD 3,000 (APW) . Situation analysis in factories employing at Activity1.3: USD 15,000 (APW + local costs) 
least 100 workers (months 06-10) 

• Finalize assessment report (months 11-12) Activity 1.4: included in APW for activity 1.3 

• Development of strategies for improving work Activity1 .5: USD 10,000 (local costs for 
safety practices (months 11-12) meetings, STC) 

Translated WHOIILO recommendations Pr oduct/Service 2: 
into appropriate language 

• Review of WHOIILO recommendations to The resources needed to perform the activities 
identify those most relevant to factories in the under this product are : APW, and local costs 
country (month 01) (printing and distribution of the documentation) 

• Translation of identified relevant WHO/ILO Detailed costs of each activity will be 
recommendations into appropriate language estimated in order to cost the product. 
(months 02-03) 

• Distribution of translated recommendations to 
factories and policymakers (months 03-24) 
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Products/Services 
Planned costs . Activities/Activity components 

Train ing support on work safety practices ProducUService 3: USD 200,000 

• Develop training materials on improving work Activity 3.1: USD 50,000 
safety practices designed especially for The resources needed to perform the activity 
factories components under this activity are: STC, APW, 
o Review of existing materials on work and local costs for meetings, field visits, 

safety practices in factory environments printing training materials 
(months 02-06) 

o Modification of existing materials to Detailed costs of activity components will be 
enhance applicability to factories in this estimated, and the costs of the activity will be 
country (months 07-11) refined. 

o Field test appropriateness and usefulness 
to factory managers (months 12-14) 

o Revise materials as needed based on 
results of field test (months 14-16) 

• Provision of training to managers on Activity 3.2: USD 150,000 
strategies for improving work safety practices The resources needed to perform this activity 
(months 17-24) are: STC, APW, participants, duty travel and 

local costs for training sessions 

Detailed costs will be estimated, and the cost of 
the activity will be refined 

To validate the planned costs, the questions in the checklist should be asked. Be sure 
to explain how each question is answered. 

Question 1: Are all planned costs reasonable estimates? Planned costs are 
tentative. Further iteration and precision are needed, particularly for service 3 (target 
groups, number of training sessions, etc.). The planned costs will be carefully 
reviewed and agreed. 

Question 2: Are the planned costs indicated for all products and services, and 
for the whole biennium? All products and services, and related activities which are 
planned for the 24 months, have resource requirements estimated. 

Question 3: Are planned costs indicated for all activities, and for the whole 
biennium ? Some activities, and associated activity components, are not yet costed. 
The expense types are indicated, the estimates should be done on this basis to get a 
realistic planned costs. One product can not be costed because the costs of the 
associated activities are not estimated yet. 



PLANNING COLLABORATIVE WORK, INCLUDING TO BUILD UP 
"ONE COUNTRY PLAN" 

WHO • • The WHO Country Representative, the Director, the responsible officer for 
·n· workplan, producUservice or activity (as appropriate), and team members. 

WHAT(j) . Identify collaborative work within, and across offices, and indicating 
"contributing units" and responsible officers. 

. Indicate, in regional office and headquarters workplans, all country-level 
activities: 

that benefit a given country or a number of identified countries (marked as 
"partner country"); 

which take place in a given country, though the country does not accrue 
direct benefits (country marked as "implementation site") 

WHY @ • To reflect outcomes of joint planning within and across offices. . To map the totality of WHO's work in and with individual country . 

WHE. • This information should be provided after consultation and agreement within 
and across offices, and before approval of workplans. 

Definitions 

"One country plan" represents the work of the entire Secretariat in and with an 
individual country. 

"Partner country" is a country which benefits from a specific activity planned and 
budgeted in a regional office or headquarters workplan. The activity contributes 
directly to the partner country's national health development. 

Country "Implementation site" is a country where an activity planned and budgeted in 
regional office or headquarters workplan will take place. though it does not necessary 
accrue direct country benefit. 

Tips and tricks 

If a department, a division or country office contributes to the office-specific expected 
result of another "budget centre", the product, the service or the activity will be in the 
workplan or the department or division owning that office-specific expected result. The 
"contributing unir will be indicated, as well as the responsible officer in that unit. 

The framework for working in and with countries implies that a "one country plan" is 
developed to reflect the work of the entire WHO Secretariat in and with a given 
country. Operational plans should allow for tracking the totality of the Organization's 
work in a given country. 

When a country agrees to implement a piece or work on the request or the regional 
office or headquarters, this work must be indicated in the regional office or 
headquarters workplans indicating the country as "implementation site", the country .. 



office as "contributing unir, and the name of the responsible officer in that country 
office. 

Work of the regional office and headquarters that contributes to the achievement of 
country-specific expected results will be indicated in the country office workplan. 
"Contributing unir' in the regional office or headquarters and the responsible officer in 
that unit will be indicated. Related staff costs will be reflected in the workplans of the 
regional office or headquarters, as appropriate. 

Country-level activities planned and budgeted by the regional office and headquarters 
will be systematically indicated in the regional office and headquarters workplans. This 
information is mandatory. Country-level work will be indicated at activity, or activity 
component level, and 

the name of the "partner country" which benefits from an activity planned and 
budgeted by the regional office or headquarters must be provided; if there are 
multiple partner countries, the name of each individual country must be provided. 

the name of the country where an activity planned, budgeted and implemented by 
the regional office or headquarters will take place must be provided 
("implementation site"). 



ASSIGNING CLASSIFICATIONS IN WORKPLANS, INCLUDING "CORE FUNCTIONS • 

WHO •i• • The responsible officer for each product or service, or activity, as appropriate 

WHAT<D • Indicate a characteristic that reflects the nature of a piece of work or the 
reference to a pre-defined category or criterion (e.g. type of results or 
activities, contributing unit, core functions, ... ) 

WHY @ • To search planning elements in workplan(s) for monitoring and reporting 
purposes 

• To monitor and report on programme delivery across workplans ("composite 
plan") 

WHEN- • Mandatory classifications are assigned before the workplan is submitted for 
approval 

. Additional classifications can be assigned as necessary, at planning stage, or 
during implementation and monitoring phases. 

Definitions 

The purpose of classifications is to provide further details relating to some elements in 
the workplans. These details reflect significant characteristics that will be used to 
search or to group the planning elements for monitoring or reporting purposes. A 
classification includes a short title ("classification category") and values ("classification 
codes"). 

Developing and assigning classification 

Creating a classification involves the specification of the following elements: 
application scope (Organization-wide, region-wide, or other), level in the structure of 
the workplan the classification is assigned. (workplan, producUservice, or activity level), 
validity period (start and end dates of its use) whether one should assign a single code 
or could assign multiple codes. 

Organization-wide classifications are currently required in particular for: 

- analysing the work against the "core functions" defined in the General programme 
of Work; 

planning country-level activities ("partner country" and "implementation site" in 
regional office or headquarters workplans), and building up "one country plan"; 

- reflecting collaborative work ("contributing unit"). 

Classifications in workplans must be systematically assigned to allow valid monitoring 
and reporting, and meaningful analysis of programme delivery. It is the duty of the 
responsible officers for the workplan, the products and services, or the activities, as 
appropriate, to assign classifications in workplans. 
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Tips and tricks 

Clear business ru les must be prepared to ensure classification consistency across 
workplans, and across offices. 

Classifications must be assigned at the appropriate level, and only at that level, in 
accordance with the business rules. In the workplan, the children elements will inherit 
the classification characteristic. 

Draft workplan should be checked to see whether the mandatory classifications have 
been included before its submission for approval, otherwise the workplan could be 
rejected. 

If a product or service reflect potentially several "core functions", the responsible 
officer should only indicate the one of greatest significance. 

Checklist for assigning "core functions" 

In indicating the reference to the "core functions", a series of concerns need to be 
addressed. The checklist below provides a method for assessing the adequacy of the 
classification. It is important to not simply respond with the indicated YES and NO, but 
also to be able to justify the answer. 

CORE FUNCTION: This refers to the WHO six core functions defined in the YES NO 
General programme of Work to guide the work of the Secretariat. 

01 The reference to WHO "core functions" is indicated at the level of product 
or service 

02 The core functions are indicated for all products and services that 
contribute to normative and technical cooperation work (strategic 
objectives from 1 to 11) 

03 If applicable, the core functions are indicated, for products and service!. 
reflecting Secretariat's enabling and support functions (strategic objectives 
12 and 13) 

04 One and only one core function is indicated for each product or service 

Illustrative example 

The following example illustrates the c lassification o f products and services against 
"core functions". 

Products/Services Core function 

• Assessment report on current work place 0 Monitoring the health situation and 
hazards in factories assessing health trends (core function 6) 

• Translated WHO/ILO recommendations into 0 Providing technical support , catalysing 
appropriate language change and building sustainable 

institutional capacity (core function 5) 

• Training support sessions on work safety 0 Providing technical support , catalysing 
practices change and building sustainable 

institutional capacity (core function 5) 
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To validate the classification against the "core functions", the questions in the checkl ist 
should be asked. Be sure to explain how each question is answered. 

Question 1: The reference to WHO "core functions" is indicated at the level of 
product or service. The reference to "core function" is clearly indicated at the level of 
producVservice; it is assumed that this is not duplicated at the level of activity or below. 

Question 2: The core functions are indicated for all products and services that 
contribute to normative and technical cooperation work (strategic objectives 
from 1 to 11) All work in the workplan relates to normative and technical cooperation 
work (strategic objective 8). The reference to core function is indicated for each of the 
products or services. 

Question 3: If applicable, the core functions are indicated, for products and 
service reflecting Secretariat's enabling and support roles (strategic objectives 
12 and 13). The work planned here relates only to normative and technical 
cooperation work. This workplan does not contribute to strategic objective 12 or 13. 
This question is not applicable. 

Question 4: One and only one core function is indicated for each product or 
service Assessment report provides information on the situation and is based on a 
survey for guiding public health measures; translated recommendations will support 
programme implementation in the country; training support will contribute to 
institutional capacity building. 
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DEVELOPING A HUMAN RESOURCE PLAN FOR THE "BUDGET CENTRE" 

WHO • • WHO Representative, Director, responsible officer for workplan, and team ·n· members 

WHAT(D • Indicate the staff involvement in the delivery of the workplan, and estimate the 
planned staff time 

• Estimate in workplans the costs of staff required for the delivery of products 
and services 

WHY @ • To provide the basis for estimating the total costs of the office-specific 
expected results 

• To justify the budget allocations for achieving the office-specific expected 
results 

WHEN- • After products and services are tentatively agreed to 

• It is actually an iterative process; this ensures that workplan costing is within 
the tentative budget ceilings 

Definitions 

"Staff costs" relate to continuing, fixed-term, and temporary appointments, including 
national professional and seconded staff, where appropriate. 

"Staff costs" are reflected in the human resource plan which includes all approved 
positions that can be of long-term or short-term nature. 

Other human resource costs, e.g. consulting or contractual service, must be reflected 
in the costs of products and services, or activities. 

Developing and costing a human resource plan 

Human resource planning is an integral part of operational planning, and takes the 
workplans as its point of departure. The human resource plan is developed at "budget 
centre" level( country office, department or division). 

A basic requirement is to map staff members or positions to the programmatic 
elements of the workplan, to reflect individual roles and responsibilities. Staff time 
should then be estimated at least at the level of office-specific expected results; where 
appropriate, staff time could be estimated at product/service level. 

The Figure 7 illustrates the mapping of staff member and positions to office-specific 
expected results. and products and services. 
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Figure 7: Planning staff time (person x months) 
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In the human resource plan, planned staff costs are established on the basis of 
planned staff time and staff cost averages. The Figure 8 illustrates this costing . 
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Figure 8: Estimating staff costs 
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QUALITY ASSURANCE INCLUDING PEER REVIEW OF DRAFT WORKPLANS -

• • The WHO Country Representative, the Director, and team members W HO 

••• • The strategic objective facilitators in regional office or headquarters 

WHAT CD . Validate the country-specific and office-specific expected results in terms of 
consistency with, and their logical link to the regional or headquarters 
expected results 

• Analyse programmatic contents of draft workplans, and advise for enhancing 
their technical soundness 

• Validate the logical link of products and services to country-specific and office 
-specific expected results 

WHY @ . To ensure programmatic coherence and technical soundness of proposed 
workplans. as well as logical links within the chain of results 

• To ensure that in aggregate the workplans effectively contribute to achieving 
the regional and headquarters expected results, and the Organization-wide 
expected results, within the approved budgets 

W HEN- • Before the draft Workplans are finalized and submitted for approval 

Requirements 

Within each "major office", mechanisms for effective coordination, joint planning and 
peer review will be established. 

In the regional office or headquarters, for each strategic objective, consultation and 
scrutiny are needed while: 

• reviewing the statements of country-specific and/or office-specific expected results (with 
their respective indicators, baselines and targets) to ensure coherence and adequacy for 
achieving the regional or headquarters expected results; 

• reviewing the draft workplans to ensure coherence and adequacy of the proposed products 
and services for achieving the country-specific and office-specific, and regional or 
headquarters expected results; 

• reviewing the draft workplans to ensure that, in aggregate, the planned costs and budget 
ceilings are within the budget approved by the governing bodies, or the Programme budget 
adjusted by the Director-General. 

When possible, "composite plans" will be built for an entire regional or headquarters, 
and Organization-wide expected result to support these reviews. 

A particular issue for consideration will be the manageability of the scope of the 
proposed workplans, and the reasonableness of estimated "planned costs" in relation 
to resources likely available. Iterative approach will be applied. 
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At the level of the "budget centre" (country office, department or division), the following 
actions w ill be taken: 

• scrutinizing draft workplans focusing on effectiveness of the proposed products and services 
in achieving the agreed country-specific or office-specific expected results; 

• validating the activities to ensure that they are all necessary and sufficient to deliver the 
agreed products and services; 

• validating the planned costs for activities and staff against the tentative budget ceilings; if it 
is justified, formal request for increasing the budget allocation will be prepared; 

• ascertaining that all country-level activities initiated by headquarters and regional office are 
properly synchronised with the country office workplans. 

If more than one organizational unit (e.g. team or unit) within the "budget centre" work 
towards achieving the same country-specific or office-specific expected result, all 
related workplans should be scrutinized together. 

II 



ASSESSING THE COMPLIANCE OF WORKPLANS WITH BUSINESS RULES -

WHO • • The responsible officer for workplan. for product or service, for activities 

••• • The programme management officer in the country office, department or 
division, and the planning officer in the regional office or headquarters 

1-
WHAT(j) • Assess the completeness and the complianoe of draft workplans 

• Provide advices for revising and finalizing the draft workplans. as appropriate 

WHY @ • To assist the executive management in approving the proposed workplans 

WHEN- • Before the proposed workplans are submitted to the executive management 
for approval 

L-

Definitions 

The responsible officers for workplan, product and service, or activity, check the 
compliance of the draft workplan with operational planning requirements 1, particularly 
in relation to mandatory data, and planning deadlines. 

At key decision points in the approval process, the executive management must be 
advised whether the workplans comply fully with Organization-wide business rules. 

Before submission of workplans to the Regional Director or Assistant Director-General 
for approval, workplans must be signed-off by the WHO Representative or the Director 
of Division or Department, after a final review to assess the completeness and the 
compliance of the proposed workplans. 

The programme management officer in each country office, division or department, 
and the planning officers in the regional office or headquarters will provide their 
support throughout these processes. The Annex 4 provides a consolidated checklist 
that will help to validate the whole set of elements that are produced throughout the 
operational planning process. 

All workplans will be approved by end October in the year prior the beginning of the 
Programme budget period. 

See details in "Part II: Overview of requirements", and particularly Figure 2 and Table 1 .. 
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ANNEX 1: Glossary of terms 

This glossary of terms aims to assist the common understanding and uniform use of 
key terms relating to the WHO results-based management framework, and the 
development and management of programmes in WHO. 

It also recognizes that the introduction of the Global Management System (GSM) will 
impact on the use of some terms. Aligning terminologies is the rule, but it a few cases 
distinct terms can be used, when this is justified. 

This glossary provides current definitions but it should be kept in mind that it cannot be 
static. It will need constant review and revision to keep up with dynamic developments 
in thoughts and approaches. 

Terms underlined in the definitions and observations are also entries in the glossary. 

Term Definition Observation 

1. An actual accomplishment in Performance monitoring and 
delivering a programme or in assessment focus on achievements, 

Achievement 
implementing an intervention. as opposed to execution of activities. 
2. Actual value of a performance Achievement value of an indicator can 
indicator measured at any point in be compared with baseline and target 
time. to analyse performance. 

A set of interrelated actions 
necessary to deliver a product or a In GSM: 
service. - activity is a task which is a child of 

Activity Examples: country situation a top task (that is the product or 
assessment, fund-raising, liaison with service) 
governments, development of training - activity could be a middle task or a 
material. maintenance of Web sites. 
etc. lowes/ task 

Any element of an activity that may Activity components reflect the steps 
be individually identified, and for needed to implement an activity. 
which detailed costs can be lnGSM: 

Activity established. - activity component is a task which 
component Examples: if activity is "production of is a child of an activity 

training material". activity components - activity component could be a could be design of material, field-
testing and printing/dissemination. middle task or a lowest task 

Resources ceiling for achieving Allocations from the PB are assigned 
agreed expected results. and for to departments. divisions or country 
implementing approved workplans; offices ("budget centres") 
the amount is a break-up of the In GSM, PB allocations represent the 

Allocation approved PB or the budgets adjusted budget ceilings for projects 
(Programme by the Director-General. (workplans) per budget centre. 

budget) Refinement of these ceilings are 
integral part of the iterative and 
consultative planning process. 

Planned costs in approved workplans 
must be within these ceilings. 
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Term Definition Observation 

AFI element which represents a Allotments must be assigned to the 
portion of a budgetary resource, workplans before any financial 
within a fiscal period, that is limited to transaction can be made. 

Allotment a given amount and has been With the GSM, this concept is 
delegated to an allotment holder for replaced with the concept of work plan 
incurring obligations and funding ("project funding") 
expenditures. 

-
The systematic review of a Performance assessment is made 

Assessment programme or intervention in order to against a set of indicators, 
(performance) judge its achievements and benchmarks or other criteria, and 

performance. predetermined baselines and targets. 

Statement of one or more necessary Assumptions are made exphcit as part 

Assumptions conditions for successes that are of an ·assumption and risk analysis" 
outside the immediate control of a of whether results are achievable. 
programme or intervention. 

GSM process that distributes project A budget at product level ("award 
funding across individual products budget") must be approved by the 

Award Budget (top tasks) in a workplan; this creates manager before implementation can 
the approved budget, per award, in begin. 
the project (workplan). 

1. Characteristic of the situation at In the results-based management 
the beginning of a planning period. framework, the concept of 

2. Value of an indicator measured at performance indicator includes three 
Baseline (or dose to) the beginning of a notions: baseline, target and 

planning period. achievement that are measurements 
of the same indicator at different 
times. 

A level of the organizational structure This is one of the key dimensions for 
which receives a PB allocation, by operational budgeting. 

Budget centre SOIOWER and source of income, to 
achieve results; a budget centre will 
normally be a Country Office Division, 
or Department. 

The 111h General programme of Work In WHO workplans, products and 
defines six core functions for the work services must be classified by core 
of WHO: function. 

Leadership & Partnerships 

- Research agenda & Knowledge 

Core function management 

- Norms & Standards 
. Ethical & Evidence-based policy 

- Technical support, Change & 
Capacity 

. Health Monitoring & Assessment 
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Term Definition Observation 

Measurable accomplishment that the Country-specific expected result are 
whole Secretariat is held accountable logically linked to regional expected 
for, while woriling in and with the results. and ultimately to 

Expected result country Organization-wide expected results. 
(country- It contributes to achieving the They are responsive to national health 
specific) Medium-term strategic plan and policies and plans, and renect the 

related Programme budgets Country Cooperation Strategy or 
similar country level strategic 
framework for WHO cooperation. 

Measurable accomplishment that a Office-specific expected result are 
department or division in regional logically linked to regional expected 

Expected result office or headquarters is held results or headquarters ex{2_ected 
{office-specific) accountable for achieving through the results, and ultimately to 

realization of a series of f2.roducts and Organization-wide expected results. 
services 

What the WHO Secretariat, as a Organization-wide expected results 
whole, is committed to achieve, as lead to the achievement of the 
stated in the Medium-term strategic Strategic objective. 

Expected result plan and related Programme Organization-wide expected results 
(organization- budgets. are the basis for estimating the 

wide) It is a desired outcome of the woril of resource requirements in the Medium-
the Secretariat. in terms of change or term strategic plan and related 
achievement, over a medium-term Programme budgets. 
period. 

What each region or headquarters is Regional expected results are the 
individually committed to contribute combined accomplishment of all 

Expected result for achieving the Organization-wide country offices and the departments 
(regional or expected results that are stated in the or divisions in the regional office. 

headquarters) Medium-term strategic plan and Headquarters expected result is the 
related Programme budgets. medium-term accomplishment of 

various departments in headquarters. 

High level object of expenditure. In GSM expenditure categories are 
In WHO. three expenditure groupings of more detailed 

Expenditure categories are used: ex{2_enditure tmes. 

category - staff costs 
- activities 
- financial transactions 

Broad class of expenditure used to In WHO, a common list of expenditure 
establish detailed planned costs of types is applied throughout the 
activities or activity components, and Organization. 

Expenditure type to report on actual expenditure. Expenditure types are grouped by 
Examples: staff cost (long-term), staff exf2_enditure categoer:. 
costs (short-term), contractual 
services, medical supply, travel ... . 

Positive or negative, long-term or 
Impact medium-term effects produced by a 

programme or intervention 
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Term Definition Observation 

Country *Implementation site• is a In regional office and headquarters 

Implementation country where an activity planned in workplans, country "implementation 

site 
regional office or headquarters site• must be indicated to reflect 

(country) 
workplan will take place. though it country-level activities. This allows 
does not necessary accrue direct also for building up the "One country 
country benefit e!Efl" 

Characteristic of a result that is In the results-based management 
measurable or objectively verifiable framework, the concept of 

Indicator Indicators support judgement on performance indicator includes three 

(performance) performance. notions: baseline, taroet and 
achievement that are measurements 
of the same indicator at different 
times. 

Term used in GSM/Oracle suite to This is the level where expenditures 
indicate a task which has no child, are charged within any given branch 

Lowest task 
that is no other task below it. of the work breakdown structure of a 

Lowest task could correspond to an project. 

activity or an activity component in a 
workplan. 

The mid-term review, at the end of The purpose of mid-term review is to 
the first year of the biennium, is a identifying issues and concerns, and 
monitoring of the progress towards action required to improve progress 
achieving each office-specific towards achieving stated results. 

Mid-term review 
expected result or countrv-soecific 
expected result, and office's 
contribution to Organization-wide 
expected Results. and related 
regional and headquarters expected 
results. 

An activity or event that marks a Milestones are useful for monitoring 

Milestone 
significant progress in delivering a the implementalion of workplans 
product or service (workplan review) focusing on 

deliverables. 

Continuous follow-up and In WHO, monitoring progress in 
assessment of activities and delivering products and services is 

Monitoring 
programme delivery to ensure that based on milestones . 

(performance) 
they are proceeding according to Monitoring performance in achieving 
plan, and that the expected results expected results IS based on analysis 

1 

are likely to be achieved of delivery of products and services, 
and on measurement of tndicators . 
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Term Definition Observation 

Represents the planned wor1< of the In GSM, the One Country Plan will be 
entire Secretariat in and with a readily available on screen, and will 
country provide easy access to the 

It includes the totality of the work of workplan(s) of the country office, as 
One Country the WHO country office and the well as elements from Regional Office 

Plan contribution of the regional office and or Headquarters plans where the 

headquarters to it, as well as the country is the partner country, 

elements from regional office and implementation site, or one of several 

headquarters wor1<plans relating to countries in a multi-country activity. 

that country. 

1. Process of outlining how It starts with the development of 
commitments made by the countct.-specific expected results or 
Secretariat in the Medium-term office-specific expected results 

Operational 
strategic plan, and Programme Ultimately, the wor1<plans contribute to 

planning 
budgets will be achieved achieving the Organization-wide 

2. Process of elaborating workplans expected results, through the regional 
to achieve the country-specific and headquarters expected results. 
expected results or office-specifics 
expected results 

Element of the organizational The responsibility and resources are 
structure of an office reflecting the assigned to each unit to achieve 

Organizational arrangements for technical and specific expected results, and to 
unit administrative management of the deliver products and services. 

wor1< and for achieving certain 
objectives and results. 

An individual country which benefits In regional office and headquarters 
from a specific activity in a regional wor1<plans, "partner country" or 

Partner country office or Headquarters wor1<plan "partner countries· must be indicated 

The activity directly contributes to the to reflect country-level activities. This 

national health development. allows also for building up the ·one 
count ct. Q.lan•. 

The degree to which a programme or 

Performance 
an organizational unit achieves 
results in accordance with stated 
commitments and agreed plans 

Estimation of financial resource Planned costs are first determined at 
required to deliver a woduct or the level of activity and then 
service, or to implement an activity. aggregated at product level. 

Planned cost of an activity could be 

Planned costs 
estimated based on a set of activity 
components. 

In GSM, planned costs can only be 
entered at the level of the lowest task 
or the product, but not at middle task 
level. 
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Term Definition Observation 

Final and observable output of an In a workplan, product and services 
activity or combination of activities are essential elements that must be 

In GSM, product will always be a top identifiable deliverables within a 
task chain of results, and 

Examples: technical documentation, manageable entities from the point 
tools, surveillance system, research of view of budgeting and funds 

Product network, database, etc. oontrol. 

In GSM, products and services are 
the first level elements in a work 
breakdown structure (no other 
elements above it); the product is 
always linked to one and only one 
OSER, and is the level at which funds 
available are budgeted. 

1. Term used in GS.M/Oracle suite In GSM, the work breakdown 

Project 
that corresponds to a workplan structure (WBS) of a project is 

2. Combination of tasks organized in composed of levels of task (top task, 
a work breakdown structure middle task and lowest task) 

GSM process that allows for funding Operational funding is at workplan 
workplans, up to an approved level; the amounts are placed in the 
amount, per source of funds workplans (projects) for obligation and 

Project funding ("award"), therefore making available spending purposes. 
financial resources for implementing Total funding of workplans within a 
the workplans "budget centre• can not exceed the 

approved or adjusted "PB allocation·. 

Output. outoome or impact (intended In WHO, the hierarchy of results 
or unintended, positive or negative) of includes: 
a programme or intervention 1. Strategic objecli 1e (medium-term 

Result impact) 

2. expected results (medium-term or 
short-term outoomes) 

3. products and services (outputs). 

A management process in which: This includes systematic and 

Programme formulation revolves integrated processes for planning, 

around a set of predefined budgeting, implementing, monitoring 

objectives and expected results; and evaluating programmes. 

Expected results justify the Results-based planning requires that 
Results-based resource requirements which are objectives, expected results and 
management derived from and linked to outputs outputs are logically articulated, and 

required to achieve such results; performance indicators determined, at 

and the outset of the process. 

Actual performance in achieving In results-based budget management, 

results is measured objectively by resources are allocated on the basis 

performance indicator of a specific desired achievement. 
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Term Definition Observation 

Management tool used to improve It involves identifying results (outputs, 
the design of and communication outcomes, impacts) and their causal 
about a programme. relationships, indicators, and the 

Results It includes three major components: assumptions and risks that may 
framework - the results chain, 

influence success or failure. 

- performance indicators. 

- assumptions and risks. 

Any potential event or occurrence Risks are made explicit as part of a 

Risk 
beyond the control of the programme "assumption and risk analysis" of 
manager which could adversely affect whether results are achievable. 
the achievement of the stated results. 

On-going and identifiable output of an In a workplan, services and products 
activity or combination of activities are essential elements that must be 

The term has been introduced to - identifiable deliverables within a 
reflect the intangible nature of many chain of results, and 
of the outputs of WHO Secretariat. - manageable entities from the point 
In GSM, service will always be a top of view of budgeting and funds 

Service task control. 

Examples: technical or policy advice, In GSM, products and services are 
advocacy, support to capacity the first level elements in a work 
building, etc. breakdown structure (no other 

elements above it): the product or 
service is always linked to one and 
only one OSER, and is the level at 
which funds available are budgeted. 

What the WHO as a whole (Member It involves a process of change, aimed 
States and the Secretariat) is at meeting certain needs, through the 
committed to, and that contributes to achievement of certain expected 

Strategic the achievement of a goal results. 
objective Medium-term achievement (beyond a A set of indicators is used for 

biennium) evaluating the impact on health 
conditions or health development 
policy and process. 

Staff member nominated in each For each strategic objective, the 

Strategic office by the Director-General or the network of facilitators will be 

objective 
Regional Director to ensure adequate responsible for joint planning, 
planning, performance monitoring monitoring and reporting at 

facilitator and reporting for a particular strategic Organization-wide level. This network 
objective is coordinated by the HQ facilitator. 

Expected level of achievement of an In the results-based management 
expected result, for the planning framework, the concept of 
period, measured by a performance performance indicator includes three 

Target indicator notions: baseline, target and 
achievement that are measurements 
of the same indicator at different 
times. 
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Term Definition Observation 

Generic term used in GSM/Oracle A worl<plan ( "project" ) has as many 
suite to indicate any element of the levels of task as necessary for 
work breakdown structure (WBS) of a managing the work of a unit, including 
project top task and lowest task which have 

Task 
Task corresponds to any structural specific significance. 

element of a workplan, being 
product/service, activity or activity 
component. 

Term used in GSM/Oracle suite to In GSM, a top task is linked to one 
indicate a task whose parent in the and only one office-specific expected 
work breakdown structure is the result or country-specific expected 
project itself result. 

Top task Top tasks correspond to the products This is the level within a workplan at 
or services in a workplan. which project funding is distributed 

("award budger), and obligations and 
expenditures are checked against 
available funds. 

A manageable set of products and A workplan takes the country-specific 
services delivered by one expected results or office-specific 
organizational unit, with associated expected results as point of departure 
activities and resources for its development. 

A workplan supports one or more Workplans must be approved 
Workplan country.specific expected results or otherwise no activity can be 

office-specific expected results. implemented, e.g. in a country, nor 
financial obligation can be incurred. 

Workplans are periodically monitored 
(workplan review), and revised or 
updated as necessary. 

The review of a workplan is for 
monitoring the implementation of the 

Workplan review activities and the progress in 
delivering the products and services 
and related costs. 
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ANNEX 2: Types of indicators 

Quantity, quality, and/or time attributes are important components of a good indicator. 
These attributes of the indicator should provide the information that measures the 
contribution of the condition under consideration to an expected result of the 
Organization. 

Quantitative indicators are independently verifiable numbers, ratios, percentages, statistical 
statement, etc., which measure directly the quantity of the result. What is to be counted must 
be precisely identified. Quantitative indicators seek to establish numeric values for 
experiences or conditions among beneficiaries or specified populations. 

Examples of quantitative indicators include: 

Number or countries facing complex emergency situations to whom WHO provided 
assistance 

A system fully developed and operational for monitoring and controlling malaria 

Number of patents obtained for tools devised to prevent and control infectious 
diseases 

Number or countries in which WHO provided technical assistance in integrating 
human rights in national health and poverty reduction strategies 

Number of staff provided specific training and skill development for providing 
assistance in the inclusion of health content in national poverty-reduction strategies 

Percentage of target population reached by a health education campaign 

Incidence or malaria in countries adopting a system for monitoring malaria 

Speed of response for request for technical assistance 

When using quantitative indicators, it is critical to know what is being counted. All the 
non-quantitative terms in the indicators need to be clarified and specified somewhere. 
Following are examples or phrases in some or the above indicators that need further 
clarification: 

The designation of a country facing complex emergency situations would need to 
be defined 

What will be accepted as a system needs to be defined in terms or how 
comprehensive of coverage is needed, etc. 

What would be accepted as adopting also needs to be defined and clarified 

Definition of endemic would have to be known 

Case definition of malaria would need to b~ specified 

The type of request and type of assistance would need to be defined 

Whether the number or new patents included only those internal to WHO or also 
included patents received by entities who had received funding from WHO for the 
research leading to the patent 

Define what will be counted as a poverty reduction strategy 



A clear understanding of what would be accepted as assistance would need to be 
achieved early in the process. This understanding includes determining what 
types. how much, acceptability, effectiveness. etc., will be part of the measure of 
providing assistance. 

• Qualitative indicators are descriptions or categories or observational statements (quality 
of, extent of, excellence of programme services, poor, etc.). Qualitative indicators make 
use of judgements and perceptions derived mostly from objective analysis of some 
quality of the result (expected contribution). Such indicators are often used to provide 
clarification on other aspects of work that may be difficult to represent through 
quantitative indicators. Qualitative indicators attempt to uncover the context, perceptions. 
and quality of, as well as opinions about, a particular experience or condition, as the 
respondents view it. 

Examples of qualitative indicators include: 

• The level of satisfaction with the amount and quality of technical assistance 
received from WHO 

• The usefulness of the system developed for routine monitoring and control of 
malaria 

• Adequate improvement in existing drugs or vaccines 

• The extent of commitment of government to the health education campaign 

• Quality of care received by malaria patients, by males and females 

• Level of satisfaction with responsiveness to assistance requests 

As is the case with quantitative indicators, all terms need to be clarified. In the above 
examples, some of the further clarifications needed include: 

II 

Level of satisfaction would need to be assessed using an instrument that has 
been determined to be valid and reliable and that agreement has been reached 
on what constitutes an adequate level of satisfaction. 

Extent of commitment could be measured by the amount of funds allocated 
and/or the number of public statements made by government ministers, officials, 
etc. The minimum funds allocated or the number of public statements that would 
be accepted to demonstrate that a government is committed would have to be 
established. 

Quality of care could be defined as care that is in line with WHO guidelines and 
national protocols for treatment of malaria. It could also be measured by the 
attitude of staffing, according to agreed criteria developed for the Organization. 



Combined indicators are a mixture of qualitative and quantitative criteria in one indicator; 
that is, the indicator possesses a quantitative (numerical) element with a "judgmental" 
aspect. Combined indicators can be a practical method of developing indicators. 

Examples of combined indicators include: 

The number of provinces with provincial administrations committed to the health 
education campaign 

The percentage of malaria patients receiving adequate quality of care at district 
hospitals, by males and females; 

As discussed earlier, all terms need to be clarified in the combined indicators as well. 
In the above examples, some of the further clarification needed includes: 

the manner in which commitment is to be demonstrated would have to be defined 

in the malaria case example, the minimum level of quality of care that would be 
accepted as adequate would have to be defined, as would the development of a 
standard for quali ty of care 

Proxy indicators are used in situations where there is no practical way of directly 
measuring the expected contribution due to a lack of information (e.g., no available 
historical data, no subjects to survey, the situation is too complex, etc.). Proxy indicators 
do not directly measure the progress towards or the achievement of the results; however, 
they are recognized as a sound indication of the behaviour of certain observable fact(s) 
relating to the expected contribution. Proxy indicators are used when there is a 
consensus that there is a close relationship between the proxy measure and the actual 
change under consideration. Proxy measures can be quantitative, qualitative, or 
combined. 

Examples of proxi measures include: 

The use of infant and maternal mortality rates as proxy measures for the quality of 
health services provided 

The use of teenagers, males and females, beginning smoking as a proxy measure 
for the effectiveness of the health education campaign 

The use of the quantity of professional publications appearing in peer reviewed 
journals as a proxy measure of the quality of research performed. 
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ANNEX 3: WHO core functions 

About "core functions" 

The six core functions of WHO stated in the 111
h General programme of Work (GPW) 

guide the work of the WHO's secretariat. They influence the approaches for achieving 
the strategic objectives in the Medium-term strategic plan, and provide a framework 
for assuring consistency between strategic and operational planning, and analysing 
the delivery of WHO programme, at global, regrional and country levels. 

Analysis of WHO's work by its six core functions will help WHO to ensure carrying out 
its agreed role and responsibilities vis-a-vis the Member states and the partners, to 
analyse its responses to health needs and priorities, and whether WHO's resources 
are being used adequately. 

In order to support these analyses, the programme managers are expected to indicate 
in their workplans references to the "core functions", in a systematic and consistent 
manner. 

Basic principles 

• The classification against the "core functions" will be applied at all levels (country, 
regional and headquarters). 

• All products and services that contribute to normative and technical cooperation 
work will be classified against one, and onlly one of the six "core functions"; if a 
product or service could reflect two or more functions, the most significant 
function will be indicated. 

If applicable, a "core function" is indicated for products and services that reflect 
Secretariat's enabling and administrative support roles. 

• Workplans will not be approved unless all products and services, when applicable, 
are classified against the core functions. 

Titles, scopes and illustrative examples 

Core function 1: Providing leadership on matters critical to health and engaging 
in partnerships where joint action is needed 

Title: Leadership & Partnerships 

Scope 

- Convening forum and promotion of collective public health action 

- Advocacy for partnerships and engagement in harmonizing work with partners 

- Provision of leadership in health policy development 

- Coordination of public health actions, e.g. in crises or emergency situations 

- Promotion of health as international and national policy priority 

- Engagment in UN collaboration and reform 
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- Promotion of intersectoral approaches to improving health 

- Facilitation of adoption of international legal instrument 

- Promotion of country focus policies and frameworks 

Illustrative examples 

Typical products or services that will be classified in workplans against core function 1 
include: 

• Managing partnership with government and development partners including civil 
society 

• Promotion of partnership and coordination with the UN country team 

• Managing the global Stop Tuberculosis partnership 

• Functional network in WHO's secretariat for coordination, promotion and 
advocacy of health policy within the context of global, regional and national 
development initiatives 

• International Food Safety Authorities Network 

Tips and tricks 

Technical inputs relating to this work w ill be classified against the core function 5, as 
appropriate (e.g. technical assistance to the WHO Framework Convention on Tobacco 
Control), and not to this core function. 

Core function 2: Shaping the research agenda and stimulating the generation, 
translation and dissemination of valuable knowledge 

Title: Research agenda & Knowledge management 

Scope: 

- Setting research priorities and agendas 

- Participation in the design of research tools and methods 

- Support to development of national research strategies 

- Promotion of health research networks 

- Facilitation of generation of and access to knowledge 

- Management and sharing of knowledge within WHO 

- Dissemination of knowledge and research find ings 

Illustrative examples 

Typical products or services that will be classified in workplans against core function 2 
include: 

• Managing advisory Committee on health system research 

Generic tool on economic evaluation of health interventions 
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Methods for the spread of selected genes in wild mosquito-vector populations 

"From research to action" framework for implementing research results in 
countries 

Report on Gender and Women's health needs and related researches 

Annual Health Sector Performance report 

Tips and tricks 

Mobilizing research institutions and individual researchers, and generation of 
knowledge relating to health system development and strengthening, or disease 
prevention and control will be linked to this core function; while support to capacity 
building for implementation of the findings relates to core function 5. 

Mobilizing research institutions and individual researchers, and generation of 
knowledge relating to development of norms and standards, and health situation and 
trends will refer respectively to core functions 3 and 6. 

Database, e.g. on leading causes of maternal and perinatal morbidity and mortality, 
relates to core function 6, while production of analytical reports on health issues 
relates to core function 2. 

Core function 3: Setting norms and standards, and promoting and monitoring 
their implementation 

Title: Norms & Standards 

Scope: 

- Development of policies and strategies for public health actions 
- Development of and setting normative guidance and standards 
- Standardization of terminology and development of nomenclature 
- Promotion, monitoring and assessment of the use of norms and standards 
- Facilitation and support to adherence to norms and standards 
- Coordination of alliances and networks for development and promotion of norms 

and standards 

Illustrative examples 

Typical products or services that will be classified in workplans against core function 3 
include: 

Strategies for integration of leprosy control into the regular public health systems 

Updated guidelines for prevention and control of major zoonoses 

Guidance for translating the Regional Child Survival Strategy into a National Plan 
of Action 

Revised and updated clinical guidelines 
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Tips and tricks 

Support to, including capacity building for, development and application of norms and 
standards relates to this core function 3, and not to the core function 5. 

Work on norms and standards relating to "monitoring and assessing health situation 
and trends" must be classified against core function 6 (e.g. "National guidelines for 
health management information system'? 

Core function 4: Articulating ethical and evidence-based policy options 

Title: Ethical & Evidence-based policy 

Scope: 

- Promotion and support to evidence-based policy making 

- Analysis and assessment of the feasibility and cost-effectiveness of policy options 

- Promotion and support to ethical positions 

- Consensus building in strategic areas through sharing evidence and ethical 
positions 

- Coordination of alliances and networks for advocacy and consensus building 

Illustrative examples 

Typical products or services that will be classified in workplans against core function 4 
include: 

National and district level policy options that address gaps in the present health 
policies relating to access to HIV/AIOS, TB and Malaria prevention and treatment 

Consensus building on education of young people on HIV prevention and 
sensitization of parents and community members 

Evidence on cost-effective framework for maintaining community awareness and 
alertness about Guinea worm 

Evidence on service utilization by socioeconomic categories, gender and age 
groups 

Support to capacity building for policy development 

Tips and tricks 

While "support to capacity building for policy development" should be linked to this 
core function 4, "support to capacity building for implementation of policy" should be 
classified against the core function 5, except for "support for development and 
application of norms and standards" which relates to the core function 3. 
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Core function 5: Providing technical support, catalysing change, and building 
sustainable institutional capacity 

Title: Technical support, Change & Capaci ty 

Scope: 

- Provision of strategic support to countries on technical and scientific matters 

- Support to capacity building for implementation of priority public health programme 

- Provision of direction and support to public health planning 

- Coordination of alliances and networks for supporting public health interventions 

- Technical support during inter-agency endeavors 

- Support to cross-country exchange and facilitation of technical cooperation 
between countries 

Illustrative examples 

Typical products or services that will be classified in workplan against core function 5 
include: 

• Support to improved district-level commodity distribution 

• Capacity building for communication and social mobilization at country level 

• Technical support to countries in transition and recovery for strategy formulation 
and health planning 

• Support to the conduct of training of trainers on accreditation and regulation of 
drug abuse treatment and rehabilitation centres 

• Support to implementation of innovative approacl1es to social health insurance 

• Framework for planning, implementation, monitoring, evaluation of the Global 
Strategy on Diet, Physical Activity and Health (DPAS) in countries 

• Support to integration of components of International Health Regulations in the 
nationaiiDSR guidelines 

Tips and tricks 

Technical inputs relating to this work classified against the core function 1 msut be 
classified against this core function 5 (e.g. technical assistance to the WHO 
Framework Convention on Tobacco Control), and not to this core function. 

Mobilizing research institutions and individual researchers, and generation of 
knowledge relating to health system development and strengthening, or disease 
prevention and control will be linked to this core function 2; while support to capacity 
building for implementation of the findings relates to this core function 5. 

Support to, including capacity building for, development and application of norms and 
standards relates to the core function 3, and not to this core function 5. 

While "support to capacity building for policy development" should be linked to the 
core function 4, "support to capacity building for implementation of policy" should be .. 



classified against this core function 5, except for "support for development and 
application of norms and standards" which relates to the core function 3. 

Core function 6: Monitoring the health situation and assessing health trends 

Title: Monitoring health 

Scope: 

- Development of framework and support for development of health information 
systems 

- Analysis and monitoring health situation and trends 

Development of methodologies for health information 

- Networking among institutions and promotion of alliances for health information, 
and health situation and trends monitoring 

- Production of reports on health indicators and statistical data 

- Support to development and implementation of surveys 

- Development of scientific and technical standards related to health statistics, 
indicators, and related measurement and reporting 

Illustrative examples 

Typical products or services that will be classified in workplans against core function63 
include: 

Cause-specific morbidity and mortality database (global, regional and country 
level) 

Data on community component of RHIPMTCT at district level 

Malaria database that include community data 

National guidelines for health management information system 

Tips and tricks 

A distinction should be made between analysis and reporting of health issues (e.g. 
work relating to a multi-country study on ageing), and data collection on, and 
dissemination of health indicators and statistics (e.g. relating to ageing). The first piece 
of work relates to core function 2 ("knowledge") while the later relates to this core 
function 6 . 
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ANNEX 4: Check list for all elements in workplan 

Country-specific and office-specific expected results 

COUNTRY ..SPECIFICIOFFICE..SPECIFIC EXPECTED RESULTS: These are the 
results that reflect the anticipated accomplishments of the office in relation to its YES NO 
oonltibution to achieving the Organization-wide, through a regional or headquarters 
expected result. 

Q1 It is linked to one and only one regional or headquarters expected result 

Q2 The statement clearly conveys what the office intends to achieve or change, in 
terms of a contribution to the identified regional or headquarters expected result 

Q3 The intended achievement or change reflects what the Secretariat is willing to be 
held accountable for 

Q4 The intended achievement or change is achievable and lime bound, in that it can 
be accomplished by the end of the biennium 

QS It is possible to measure the achievement of the result 
'----

INDICATOR: This measures objectively, the progress towards, and the achievement 
YES NO 

of the country-specific or office-specific expected results. 

Q1 The indicator further clarifies the country-specific or office-specific expected 
result. 

Q2 Each indicator is related to a major concern in aclnieving the country ·specific or 
office-specific expected result 

Q3 It is sensitive to change, and if applicable, reflects gender differences in terms of 
those changes 

Q4 It is objectively verifiable 

as It is capable of unambiguous measurement 

as It is measurable with reasonable costs and efforts 

a7 It is clear and easy to understand 

as The indicator leads to setting a target 
-

BASEUNE: The data establishes the value of the indicator at the beginning (or close YES NO 
to the beginning) of the bienmum. 

"' Data are currently available that indicate the present value of the indicator 

"' The necessary data are likely to be available in the future in a reasonably 
accessible way 

"' Someone is identified as responsible for maintaining and analysing the required 
data 
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TARGET: The value indicates the expected level of the indicator at the end of the 
biennium. It reflects a commitment to be achieved by the country office, department or YES NO 
division. -./ Achieving the target established for the indicator will provide a clear indication 

about the accomplishment of the country-specific or office-specific expected result 

./ It is realistic to eliminate the difference between the target value and the current 
value (baseline) by the end of the biennium 

./ The target is consistent with the baseline in terms of what will be measured and 
how it will be measured 

Products/services, and activities 

PRODUCTS AND SERVICES: These outputs reflect the commitment of the team or 
YES NO unit to programme delivery for the biennium. 

Q1 Each product or serv1ce relates is linked to one and only one country-specific or 
office-specific expected result, and is necessary for its achievement 

Q2 The full range of products and/or services necessary to achieve the related 
country-specific or office-specific expected result is indicated 

Q3 It is an observable or identifiable output deliverable that reflects the responsibility 
of the Secretariat, and what it will be held accountable for 

Q4 It 1s a manageable output in that it is possible to identify a combination of specific 
activities, assign 1nd1vidual responsibilities, plan the costs. and technically and 
financially monitor its delivery 

as It is time bound in that it can be completed by the end of the biennium 

Q6 It is possible to define quality and/or quality criteria for assessing performance 

Q7 Description of the products and services, and all mandatory data are provided. 
including responsible officer, planned costs. classification against ·core 
functions· 
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ACTIVITIES: These reflect actions taken to transform resources (inputs) into 
YES NO products and/or services (outputs). 

Q1 Each activity is linked to one, and only one product or service. and is necessary 
for its achievement 

Q2 All activities that are necessary to accomplish the related products or services 
are identified for the whole biennium 

Q3 The necessary actions required for performing each activity are easily 
identifiable 

Q4 Specific starting and ending dates are identified 

Q5 Responsibility for accomplishment of the activity or activity components has 
been assigned, and indicated 

Q6 Activities are clearly described and all mandatory data are provided including 
planned costs, and if applicable classification of country-level activities or 
"contributing unit" 

ACTIVITY PLANNED COSTS: These reflect the financial resources required to 
undertake the proposed activities and to accomplish the products/services needed to YES NO 
achieve a country-specific or office-specific expected result. 

Q1 All planned costs are reasonable estimates of what is necessary to spend in order 
to accomplish the proposed activities. and linked products or services 

Q2 Planned costs are indicated for all producls and services. and for the whole 
biennium 

Q3 Planned costs are indicated for all activities, and ffor the whole biennium 

CORE FUNCTION: This refers to the WHO six core functions defined in the General 
YES NO programme of Work to guide the work of the Secretariat. 

Q1 The reference to WHO "core functions" is indicated at the level of product or 
service. 

Q2 The core functions are indicated for all products and services that contribute to 
normative and technical cooperation work (strategic objectives from 1 to 11 ). 

Q3 If applicable, the core functions are indicated for applicable, to products and 
services reflecting Secretariat enabling and support roles (strategic objectives 12 
and 13). 

Q4 One and only one core function is indicated for each product or service. 
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ANNEX 5: WHO Gender Policy 

Integrating Gender Perspectives in the work of WHO 

Background and rational 

1. WHO's Constitution states that "The enjoyment of the highest attainable standard 
of health is one of the fundamental rights of every human being without distinction 
of race, religion, political belief, economic or social condition". Fifty years after this 
Constitution was adopted, it is increasingly well recognized that there are 
differences in the factors determinin9 health and the burden of ill-health for women 
and men. The dynamics of gender in health are of profound importance in this 
regard and they have long been overlooked. 

2. Society prescribes to women and men different roles in different social contexts. 
There are also differences in the opportunities and resources available to women 
and men, and in their ability to make decisions and exercise their human rights, 
including those related to protecting health and seeking care in case of ill health . 
Gender roles and unequal gender relations interact with other social and 
economic variables, resulting in different and sometimes inequitable patterns of 
exposure to health risk, and in differential access to and utilization of health 
information, care and services. These differences, in turn have clear impact on 
health outcomes. Evidence documenting the multiple connections between 
gender and health is rapidly growing. 

3. Responding to this reality and in line with its long-standing concern with health 
equity WHO will , as a matter of policy and good public health practice, integrate 
gender considerations in all facets of its work. This action is also in harmony with 
the decision, now being implemented across the UN system 1, that integration of 
gender considerations that is gender mainstreaming, must become standard 
practice in all policies and programmes. It will be the Organization's policy to 
ensure that all research, policies, programmes, projects, and initiatives with WHO 
involvement address gender issues, as clearly stated in PB 2002-2005 policy 
framework 2 . This will contribute to increasing the coverage, effectiveness, 
efficiency and ultimately the impact of health interventions for both women and 
men, while at the same time contributing to achievement of the broader UN goal of 
social justice. 

4. WHO is also committed to advancing gender equality in its own workforce, as well 
as in scientific and technical advisory bodies, and among temporary advisers and 
consultants. Strategies to close the gender gap by the end of this decade fall into 
the broader context of diversity, and are in line with World Health Assembly 
Resolution WHA50.16 on the "Employment and Participation of Women in the 

See Gender Glossary for glossary or terms 
1 General Assembly, 52nd Session. Document N5213, Chapter IV. part A. 18 September 1997. 
2 WHO Proposed Programme budget 2002-2003, page 9 (" Gender considerations are being incorporated in the 
planning and achievement of expected results in all areas of work") 
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Work of WH0"1 and other resolutions of the WHA and the UN General Assembly2
. 

Integrating gender considerations into technical programmes and achieving 
equality between women and men in staffing are complementary policies. 

Goal and objectives 

5. The goal of this policy is to contribute to better health for both women and men, 
through health research, policies and programmes which give due attention to 
gender considerations and promote equity and equality between women and 
men3. WHO will analyse and address gender issues in planning, implementation, 
monitoring and evaluation of policies, programmes, projects and research in order 
to achieve the following objectives: 

• increase coverage, effectiveness and efficiency of interventions; 
• promote equity and equality between women and men, throughout the li fe 

course, and ensure that interventions do not promote inequitable gender roles 
relations; 

• provide quali tative and quantitative information on the influence of gender on 
health and health care; and 

• support Member States on how to undertake gender-responsive planning, 
implementation and evaluation off policies, programmes, and projects. 

6. These objectives will be achieved through the incorporation of gender analysis in 
the work of WHO at Headquarters, and in Regional and Country Offices. This 
analysis will examine the differences in the relationships between women and 
men and their roles, and how these differences impact on: 

• protective and risk factors; 
• access to resources to promote and protect mental and physical health, 

including information, education, technology and services; 
• the manifestations, severity and frequency of disease, a~ well as health 

outcomes; 
• the social and cultural conditions of ill health/disease; 
• the response of health systems and services; 
• the roles of women and men as formal and informal health care providers. 

This analysis will include identification of ways to overcome constraints so that 
improved health outcomes for women and men can be achieved. 

Organizational arrangements for implementation 

7. Successful realization of this policy will require consistent and active participation 
by all staff at Headquarters, Regional and Country offices. Responsibil ities and 

1 Resolution WHA 50.16 (1997) specifyi~ SO% target for r&eroitment rate of females from professions/and h1gher levels. 
subsequently increased to 60% by the Director-General in 1998. and 50% target for female representation on scientific and 
technical advisory bodies. as temporary advisers and consultants. The policy outlined in Cluster Note 99110 supports the 
resolution to reach gender parity by the end of the decade. 

' WHA Resolution 50.15 Recruitment of mtematl()()al staff in WHO: geographical representation (1997) and Rosotullon 55169 
Improvement of the status of women in the United Nations system. adopted by the UN General Assembly (AIRES/55169, 
February 2001 ). TM Medium-term Action Plan for Employment and Participation of Women in the Work of WHO (2000-2005). 
focuses on measures to improve the in~How of women to WtiO as well as their retention. with a view to attaining the gender 
equity. 

' "Women and men" m this document, refers to women and men of all ages . 
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actions will require collaboration and effective linkages across Departments and 
levels of WHO. 

8. Senior management will take the necessary steps to ensure the policy is 
translated into action in both technical and management aspects of WHO 
programmes. They will transmit the policy to technical and administrative staff and 
monitor its consistent and effective application throughout the work for which they 
are responsible. They will be accountable to the Director General for successful 
incorporation of gender considerations in their work. 

9. This policy applies to all work throughout the Organization: research, programme 
planning. implementation, monitoring, evaluation, human resource management, 
and budgeting. Effective implementation of the policy will require senior level 
commitment and validation, organizational support for activities to advance the 
knowledge and skills of staff for efficient gender analysis in their area of work. 
Directors will be expected to institutionalise mechanisms for building capacity 
among their staff providing, information, training or technical support staff needed 
to assure the policy's success. 

10. General guidance and support will initially be provided by the Gender Unit of 
WHO/ FCH, in collaboration with gender focal points in other departments/ 
clusters/ regional offices. However, all programmes will be expected to collect 
disaggregated data by sex. review and reflect on the gender aspects of their 
respective areas of work. and initiate work to develop content-specific materials. 
This analysis will help ensure the integration of gender considerations in all work 
with which WHO is associated in different technical fields. 

11. Regional and country offices will be expected to develop their own mechanisms, 
appropriately staffed and resourced, and collaborate with HQ to develop strategies 
to promote the integration of gender issues in health systems, working mainly with 
Ministries of Health, other sectors, NGOs and civil society. 

12. The HQ Gender Unit will assist and support the development of methodologies 
and materials for gender analysis, standardized terminology to ensure coherent 
communication about gender issues, a strategy for appropriate capacity building 
across the Organization. and mechanisms for monitoring and evaluation. The 
Gender Unit will also have responsibility for on-going collection and dissemination 
of information. such as case studies of "good practice" in mainstreaming gender in 
health, as well as contributing to the building of an appropriate evidence-base on 
gender-related health issues in the Organization. The HQ Gender Unit will 
collaborate with gender focal points throughout the Organization, to ensure 
continuous implementation of this policy and the above activities. 

13. The resources and administrative and operational mechanisms for implementation 
and monitoring effectiveness of this policy throughout the Organization will be set 
forth in directives of the Director General and Cabinet. 

Gender Definitions 

14. Gender is used to describe those characteristics of women and men, which are 
socially constructed, while sex refers to those which are biologically determined. 
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People are born female or male but learn to be girls and boys who grow into 
women and men. This learned behaviour makes up gender identity and 
determines gender roles. 

15. Gender analysis identifies, analyses and informs action to address inequalities 
that arise from the different roles of women and men, or the unequal power 
relationships between them, and the consequences of these inequalities on their 
lives, their health and well-being. The way power is distributed in most societies 
means that women have less access to and control over resources to protect their 
health and are less likely to be involved in decision making. Gender analysis in 
health often highlights how inequalities disadvantage women's health, the 
constraints women face to attain health and ways to address and overcome these. 
Gender analysis also reveals health risks and problems which men face as a 
result of the social construction of their roles. 

16. Gender equality is the absence of discrimination on the basis of a person's sex in 
opportunities, in the allocation of resources and benefits or in access to services. 

17. Gender equity refers to fairness and justice in the distribution of benefits and 
responsibilities between women and men. The concept recognises that women 
and men have different needs and power and that these differences should be 
identified and addressed in a manner that rectifies the imbalance between the 
sexes. 

18. Gender mainstreaming The ECOSOC Resolution defines mainstreaming gender 
as " ... the process of assessing the implications for women and men of any 
planned action, including legislation, policies or programmes, in any area and at 
all levels. It is a strategy for making women's as well as men's concerns and 
experiences an integral dimension in the design, implementation, monitoring and 
evaluation of policies and programmes in all poli tical, economic and social 
spheres. such that inequality between men and women is not perpetuated. The 
ultimate goal is to achieve gender equality". 

19. "Mainstreaming gender is both a technical and a political process which requires 
shifts in organizational cultures and ways of thinking, as well as in the goals, 
structures and resource allocation. Mainstreaming requires changes at different 
levels within institutions, in agenda setting, policy making, planning, 
implementation and evaluation. Instruments for the mainstreaming effort include 
new staffing and budgeting practices, training programmes, policy procedures and 
guidelines." 
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