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Report by the Director-General 

General principles for the evaluation of WHO programmes, approved by the Executive Board 
and the Health Assembly, have been applied internally since 1980. In the meantime, the 
theories and methods for evaluating national and international health programmes have 
evolved. In addition, increased emphasis is being placed on accountability of activities financed 
by public spending. This is why the Working Group on the WHO Response to Global Change 
and a number of resolutions (in particular resolutions WHA46.35 and WHA48.25) recommended 
that the Organization develop a systematic approach to evaluation. Overall guidance on 
evaluation has been drawn up and proposals are made for field-testing and implementing that 
guidance. 

INTRODUCTION 

1. In 1995，as part of the process of reform and renewal of W H O , the Director-General decided to strengthen 
the evaluation process of W H O and established a unit of Development of Programme Evaluation within the 
Division of Development of Policy, Programme and Evaluation in headquarters. Simultaneously, an 
interregional and headquarters working group on evaluation methods was created. This working group has been 
acting as a steering committee to ensure full consultation at all levels. 

2. With a view to establishing a unified system, overall guidance has been drawn up, under the auspices of 
the Management Development Committee, to ensure timely evaluations of financial expenditure, effectively 
conducted and uniformly documented throughout the Organization. Monitoring and evaluation will follow 
common standards and form part of WHO's managerial process at programme level, in line with W H O ' s 
principle of self-evaluation. Once a set of practical steps has been established, field-tested and approved, peer 
reviews and external evaluations can be conducted on the same lines. The following brief summary of the 
guidance is submitted to the Programme Development Committee (PDC) for its consideration.1 

Full guidelines will be available in the meeting room. 
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SUMMARY OF THE OVERALL GUIDANCE ON EVALUATION IN WHO 

Purpose and scope 

3. The aim of the overall guidance is to give practical indications of how W H O staff can conduct policy and 
programme evaluation on the basis of common methods and definitions and how these efforts can be made 
systematic. The guidance, therefore, will help in determining the appropriateness and effectiveness of policies 
and programmes and whether they produce the expected results. It aims to assist programme staff at all levels 
to participate in the development of the evaluation system in order to obtain maximum benefit for the 
Organization as a whole. 

4. W H O ' s programmes are primarily for countries and are judged on their results. It is therefore 
indispensable that the evaluation of these programmes be strongly linked to the evaluation of national health 
programmes supported by W H O . In some cases joint evaluations may be conducted. There is thus a continuum 
of evaluation of W H O , evaluation of the health-for-all strategy and evaluation of national achievements. 

Timing of evaluation 

5. While monitoring should be a continuous process, it is proposed that evaluation be carried out as follows:
1 

• every other year, in time to present an evaluation report to the Executive Board on the implementation 
of the programme budget at the same time as the financial report (nonbudget years); and 

• every six years, as a comprehensive contribution to the evaluation of the General Programme of Work 
(focusing on impact and overall policy). 

6. Other occasions may arise calling for specific evaluations, for example, the termination of a programme 
or a programme component, the assessment of national endeavours supported by W H O , or preparation for an 
external review. 

Participants in evaluation 

7. Self-evaluation has been adopted as a useful principle in W H O to ensure optimal use of the evaluation 
process and its results, and in order to provide an opportunity to learn from experience. This requires the 
adoption of the principle of a participatory approach. Unless all "stakeholders" in a policy or a programme 
are consulted and involved in ensuring the success of evaluation and planning, the sustainability of the system 
will be uncertain. A participatory approach imparts "ownership" of evaluation results to all stakeholders and, 
therefore, leads to increased action being taken on the results. The adoption of these two principles does not 
preclude the complementary use of other methods, such as peer review or the involvement of external experts. 

Methods for evaluation 

8. With variations for different types of policies, programmes and activities, evaluation will consist of the 
following main elements: (1) specifying the subject for evaluation; (2) ensuring information support; 

(3) verifying relevance; (4) assessing adequacy; (5) reviewing progress; (6) assessing efficiency; (7) assessing 
effectiveness; (8) assessing impact; (9) drawing conclusions, formulating alternative approaches to policies and 
programmes, and disseminating the information; and (10) reprogramming in conjunction with planners. 

9. While all elements should be planned prior to the beginning of the programme, elements (1)，（2)，(3) and 
(4) will generally be applied before the start of programme implementation; elements (5) and (6) will take effect 

1 See also paragraphs 14-17 below. 
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during programme implementation; and elements (7) and (8) will take place after a period of programme 
implementation. Element (9) in paragraph 8 above should be applied to each step. 

10. It is assumed that such an approach has been followed at least once since the inception of each major 
programme. For programmes that are already running, and to emphasize the importance of focusing the work 
of W H O on products, effects and impact, it is proposed to start with an evaluation of effectiveness followed 
by an analysis of the determinants of success or failure. The steps required for such an approach are outlined 
below. 

11. Achievements are characterized by: meeting of targets; levels of indicators; fulfilment of criteria; and 
delivery of products. Targets and indicators are usually measured using quantitative methods. Criteria can be 
quantitative and/or qualitative. The programme budget of W H O should comprise realistic and measurable 
targets against which W H O ' s performance can be measured.

1 

12. The results will be: 

• percentage of achievement of the targets, for example, what level of an anticipated value was reached; 

• the values of indicators supporting the achievement of targets; 

• whenever possible, appropriate stratification of essential data; 

• a description of the fulfilment of criteria; and 

• a description of products delivered. 

13. Even if all targets are met, and more importantly, if they are not, there is a need for detailed analysis of 
the determinants of the results. These determinants can be grouped into the following four broad categories: 

(a) Relevance: relates to the rationale for adopting health policies and the programmes that support 
those policies, in terms of their response to essential human needs, and to social and economic policies. 
Relevance also requires a process of prioritization between health policies. 

(b) Adequacy: implies that attention has been paid to the correct definition of the problem and to 
designing programmes that address the problem in an optimal way. 

(c) Monitoring of human resources, activities and fínancial resources: W H O ' s financial resources 
are entrusted to it by its Member States, donor agencies and ultimately the public at large. W H O , 
therefore, has an obligation to endeavour to ensure that its resources are utilized to the maximum benefit 
of its Member States and interested partners in an efficient and effective manner. Evaluation helps further 
to strengthen W H O ' s systematic internal management. The evaluation process will include a review of 
the three principal components of internal management: (1) human resources; (2) budgeting and 
accounting; and (3) management and administration. 

(d) Staff performance: a necessary step in developing a systems approach to evaluation is to link the 
work of the Organization's staff to financial expenditure, delivery of products and achievement of targets. 
This link is established during the elaboration of the plan of activities for professional staff. 

Action-oriented evaluation reporting 

14. The dissemination of the results of evaluation is crucial. Dissemination will be planned from the design 
stage and the people or channels involved will be identified early. The importance of the presentation of the 

1 See document PPE/95.2, Guidance for the preparation of the proposed programme budget for the financial period 
1998-1999. 
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results cannot be overemphasized. Evaluators should tailor their reports to the audience they are addressing, for 

example, politicians, scientists or the press. 

PLANS FOR 1997-1998 

15. The guidance outlined above presents the main features of an evaluation system, in response to 

recommendations concerning the establishment of such a system. As the Organization is attempting to 

harmonize methods and apply evaluation systematically at all levels, this system must be field-tested. The first 

step in the implementation of the system consists of testing the guidance in one or two regions and two to three 

programmes, and then adapting the guidance along with strengthening evaluation capacity in regions and 

programmes. Field-testing will also require the development of indicators, and the testing of their 

appropriateness, validity and feasibility, as well as linking the process of data collection to the management 

information system. This should be done by mid-1997. 

16. In addition, there is a need to develop and field-test specific methods to assess W H O ' s action in greater 

depth. Proposals for methods to be developed and field-tested include: (a) improving the quality of policy and 

programme indicators and targets for all programmes at all levels; (b) establishing mechanisms that will allow 

the continuous use of monitoring information for the purpose of evaluation; (c) assessing the quality and impact 

of health promotion and advocacy work at all levels; (d) assessing capacity building and sustainability of 

programmes; and (e) evaluating multisectoral coordination work, for example, at regional and country level. 

To develop such methods, a consultative process similar to the one used for the development of the overall 

guidance will be used during 1997. Short guidelines on these specific methods therefore need to be developed 
(for example, guidelines for W H O Representatives on evaluation at country level or guidelines on how to use 

monitoring information to support evaluation). Field tests of these methods must be conducted at all levels of 

the Organization. These field tests will take place in the second half of 1997 and the first round should be 

completed early in 1998. 

17. Further to discussions at the ninety-seventh and ninety-eighth sessions of the Executive Board on the 

implementation of the programme budget, it will be necessary to present an evaluation report on the 
implementation of the previous programme budget to the Health Assembly together with the financial report. 
It is proposed that, in 1998，draft guidelines for the evaluation of the programme budget should be produced, 
with a sample evaluation of three or four programmes, for review by the Health Assembly. By the year 2000， 

a full evaluation report of the implementation of the programme budget at all levels would be presented to the 

Health Assembly. 

ACTION BY THE PROGRAMME DEVELOPMENT COMMITTEE 

18. P D C may wish to comment on the proposals made in paragraphs 15-17 above. 


