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1. INTRODUCTION 

Concerned that the South-East Asia Region of WHO had been registering low programme delivery 
during the past few biennia, the Consultative Committee for Programme Development and 
Management (CCPDM), at its nineteenth meeting held in April 1991, recommended to the Regional 
Director to constitute a working gmup to undertake a study of WHO programme management with 
a view to examining in-depth the problem of persistently low delivery of WHO collaborative 
programmes in the Region and to suggest measures to improve the situation. 

2. CONDUCT O F  THE WORKING GROUP STUDY 

In pursuance of the above recommendation by the CCPDM, the Regional Director appointed a working 
group to carry out the study. At its twentieth meeting, held in September 1991, the CCPDM endorsed 
the proposed methodology and detailed plan of the study. It also suggested that this study should 
concentrate on the process and content of programme development and implementation, with particular 
attention to the planning stage. Detailed protocols were then developed to undertake the study at two 
levels, i.e. the country and the Regional Office levels. 

Studies at the country level were completed through a joint effort by the national authorities 
concerned and the WHO Representatives and field staff, using the guidelines provided in the protocols. 
The Programmc DirectorsIChief and their staff in the Regional Office contributed their analysis and 
findings to the study. In addition, two teams, each consisting of two CCPDM members and one staff 
member from the Regional Office, visited the WHO Regional Offices for the Eastern Mediterranean 
and the Western Pacific, to observe the methods and processes followed for programme development 
and management. 

A preliminary report of the working gmup was considered irt extetuo by the CCPDM at ils 
twenty-first meeting in April 1992. As several important findings related to WHO programme 
management emerged from the study, the CCPDM suggested that the preliminary report of the 
working group be finalized, taking into account the results of its (CCPDM) discussions, and that this 
final report be brought to the notice of the CCPDM at its twenty-second meeting in September 1992, 
as well as to the Regional Committee at its forty-fifth session in September 1992. 

3. DISCUSSIONS AT CCPDM AND REGIONAL COMMITTEE 
MEETINGS IN SEPTEMBER 1992 

The report of the CCPDM Working Group Study on WHO Pmgramme Management was accordingly 
submitted to the CCPDM at its twenty-second meeting, held in Kathmandu in September 1992. T k  
CCPDM took note of important issues related lo WHO pmgramme development and management at 
the country level. It endorsed in principle the recommendations contained in the report of the working 
group and also made some specific recommendations of its own (Amex). 
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The Regional Committee, while considering the repon of the CCPDM Working Group Study 
on WHO Programme Management, appreciated the work done by the CCPDM working gmup and the 
Regional Office in undertaking the study. It specially stressed the following recommendations made 
by the CCPDM working gmup: 

At the country level 

(1) Senior-level and experienced officials should be assigned to manage WHO 
collaborative programmes and to make optimum use of available resources. 

(2) Mechanisms should be established for regular briefing of senior national officials 
by WHO on the process of WHO programme development. 

(3) Joint Government-WHO mechanisms should be further strengthened fol 
maximum impact on WHO programme management. 

(4) Annual detailed plans of action should provide as much detail as possible, 
pa~ticularly with regard to components such as fellowships, supplies and 
equipment, local cost subsidies and consultants, ensuring that more than half of 
the total biennial budget is programmed in the first year. 

(5) There should be an inter-agency consultative coordinating mechanism under the 
leadership of the Ministry of Health to ensure hannony and complementarity of 
WHO programmes with those of other agencies. 

At the Regional Oftice level 

(1) Computerized data bases for monitoring and evaluation should be strengthened. 

(2 )  The management information system should be upgraded in content and 
technology. linking the Regional Office with the offices of the WHO 
Representatives. 

(3) Regular in-house meetings should be held for monitoring pmgramme delivery. 

(4) Further delegation of financial authority to the WHO Representatives in the 
context of WHO financial management systems, should be explored. 

(5) Country suppolt teams should intensify their support for programme planning, 
review and coordination. 

The recommendations of the CCPDM and the Regional Committee on this subject were then 
discussed at the annual meeting of the Regional Director with the WHO Representatives, held in 
November 1992, with a view to commencing the pmess  of their implementation. The meeting noted 
that the findings of the study had increased the awareness of officials of Ministries of Health and the 
WHO staff on the need for better programme management. It was suggested that the computerized 
management information system should be upgraded to link the Regional Office with the WRs' offices 
in order to improve the technical management of the collaborative pmgrammes. The countries could 
set up small committees, based on their requirements, to manage the implementation of WHO'S 
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collaborative programmes, while problems encountered in programme implementation at the country 
level should be resolved through the involvement of the respective CCPDM members concerned. 
Regular monitoring of the implementation of proposals under supplies and equipment and fellowships 
components, and quick processing of activities in the pipeline would facilitate programme 
implementation. 

4. ACTION TAKEN ON THE RECOMMENDATIONS 
OF THE REGIONAL COMMITTEE 

Pursuant to the recommendations of the CCPDM and the Regional Comminee and the discussions at 
the meeting of the Regional Director with the WHO Representatives, held in November 1992, the 
WHO Representatives and the senior staff in the Regional Office briefed their staff on the follow-up 
actions to be taken both at the country and the Regional Office levels. The actions taken on the 
recommendations of the Regional Comminee are summarized below for the information of the 
Committee: 

At the country level 

(I)  In some countries, the active involvement of senior-level and experienced 
officials of the Ministry of Health has improved technical coordination and 
implementation of the collaborative programme. 

(2) A mechanism exists in most countries to undertake regular pmgramme review 
meetings. These meetings are attended by high-level officials of the Ministry of 
Health and provide a good forum for briefing on the process of WHO 
pmgramme development and management. These meetings also enable WHO 
and the Ministry of Health to better identify those aspects of the collaborative 
pmgramme requiring closer scrutiny andlor modification. These programme 
review meetings are supplemented by informal briefing by the WR of senior- 
level officials. 

(3) A series of actions have been taken by some countries to strengthen the joint 
Govemment-WHO coordination mechanism for WHO programme development 
and management. Senior-level officials have k e n  designated as technical 
programme coordinators for each programme area and a series of bi-annual 
technical meetings on programme formulation have been organized in order to 
assist them in discharging their functions. 

(4) A number of steps have been taken by national officials to ensure that thc annual 
detailed PoA contains the requisite level of detail and that more than half of the 
total biennial budget was programmed in the first year. These steps have 
provided sufficient time for the preparation, review and revision of annual 
detailed plans of action. 

( 5 )  In some countrics, preliminary steps have been initiated to establish an inter- 
agency consultative coordinating mechanism under the leadership of the Ministry 
of Health with a view to ensuring harmony and complementarity of WHO 
programmes. 
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At the Regional Office level 

(1) The SEARO Local Area Network (LAN) is now operational and is being used 
by the technical units for undertaking regular monitoring and evaluation of 
programme activities. The updated computerized Directory of Training 
Institutions is already in SEARO LAN. The fellowships unit also has a 
computerized data base for monitoring implementation of the fellowships 
component. This is to be linked to SEARO LAN so that the information is 
quickly accessible to other units. Similar computerized data bases for processing 
of requests for supplies and equipment, personnel, etc. have also been developed 
and will be linked to SEARO LAN as soon as possible. 

(2) Each Pmgramme Director/Chief is taking steps to review the delivery of 
collaborative programmes at the country and regional levels falling under his 
responsibility. Further. the Director, Programme Management also conducts 
review meetings with each Programme Director/Chief at the end of every quarter 
in order to identify constraints encountered and to take remedial action. In 
addition, when the WHO Representatives visit the Regional Office in April and 
November every year, individual meetings are arranged for them to meet the 
senior staff with a view to discussing problems encountered in the 
implementation of their respective country pmgrammes. 

(3) Efforts are under way to link the information at the Regional Office with that 
of the offices of the WHO Representatives. The main constraint is the non- 
availability of a telecommunication system in some countries of the Region. 

(4) The WHO Representatives have already been delegated financial authority for 
programme management in accordance with WHO'S rules and regulations. 
Within these limits. further efforts will be made to delegate more authority to 
the WHO Representatives. 

( 5 )  The CounUy Support Team is already actively involved in supporting the 
respective Member States in programme formulation, review and coordination. 
Mechanisms for involving the technical units in this exercise are under review. 

5. DISCUSSIONS AT THE TWENTY-THIRD MEETING OF CCPDM 

The CCPDM, at its twenty-third meeting held in April 1993, noted the actions taken at the country 
and the Regional Office levels to implement the recommendations of the Regional Committee. 
Reference was also made to the draft Report of the Executive Board Working Group on the WHO 
Response to Global Change since it had a direct bearing on improved management of WHO 
collaborative pmgrammes with Member States. 

The CCPDM reviewed in detail the actions taken at the country and the Regional Office levels 
on the various recommendations of the Regional Committee and made the following observations: 

Members of the WHO Executive Board fmm the SEA Region should thoroughly 
study the draft repon of the Executive Board Working Gmup on the WHO 
Response to Global Change before attending the meeting of the Executive Board 
in May 1993. 
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Joint Government-WHO coordination mechanisms have been established in all 
Member Countries. These are functioning satisfactorily and will continue to be 
reviewed with a view to facilitating their effective involvement in the 
programme formulation process. 

- Senior officials are now getting more involved in programme planning. 
formulation and monitoring processes at the country level. 

- Action has been taken in some countries to train national project managers in Lhe 
WHO programme development process. 

- Regular meetings with WHO programme managers at the country level as well 
as technical officials are held to discuss the implementation of programmes and 
the constraints encountered. 

6. CONCLUSION 

As the CCPDM and the Regional Committee have desired that the follow-up actions taken on thc 
recommendations of the CCPDM Working Group Study on WHO Programme Management be brought 
to the notice of the Regional Committee, the above feedback on actions taken at the country and the 
Regional Office levels is brought to the attention of the Regional Committee for noting. 
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Annex 

RECOMMENDATIONS MADE BY THE CCPDM AT ITS 
TWENTY-SECOND MEETING IN SEPTEMBER 1992 

(1) The implementation of the recommendations of the Working Group Study should be time- 
bound and each Member State as well as the Regional Office should prioritize them in the 
context of the countryfregion-specific situation. 

(2) There should be periodic follow-up of the implementation of the recommendations arising out 
of the Working Gmup Study. 

(3) The WRs' offices should be strengthened in the areas of informatics to support programme 
monitoring. 

(4) In view of the financial constraints facing the Organization globally, Member States should 
u t i k ~ e  WHO'S scarce resources as seed money for specific programme areas to attract 
extrabudgetary resources from the World Bank, UNDP, UNFPA, elc. In this regard, WHO 
would extend its technical cooperation to Member States in project formulation and 
documentation, as appropriate. 

( 5 )  WHO functions within its constitutional mandate and financial rules and regulations. Any 
action, particularly with regard to programme implementation requiring a change in the 
financial rules and regulations, would need to be taken up at the global governing bodies of 
the Organization. Member States should. therefore, take up policy issues effectively at these 
fora. 

(6) Member States should encourage the involvement of pmgramme managers, who are the focal 
points for the various collaborative activities at the country level, in periodic meetings of the 
joint Government-WHO coordination mechanism as this would contribute to speeding up 
programme implementation. 


