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In resolutions EB95.R4 and WHA48.25, the Executive Board and the World Health Assembly 
endorsed the concept of strategic programme budgeting, on the understanding that detailed 
annual plans of action would be prepared nearer to the time of implementation, and that there 
would be increased accountability in the WHO management process through target-setting and 
regular evaluation. 

The Programme Development Committee (PDC) and the Administration, Budget and Finance 
Committee of the Executive Board reviewed a selection of plans of action at their meeting in 
January 1996 and suggested a number of changes to content and format. 

This document presents, first, an overview of the Organization's planning process in the context 
of global change and budgetary reform, along with proposed measures to meet the needs of 
the Organization for detailed planning; and secondly, proposals for a system of reporting to 
senior management and governing bodies, who wish to see a broader picture of the 
Organization's work, with a planned delivery date. 

An overview of WHO's planning principles and the methodology designed to meet internal 
information needs for effective implementation, oversight, accountability and evaluation is 
contained in the Annex. 

I. WHO'S PLANNING PROCESS IN THE CONTEXT OF GLOBAL CHANGE AND 
BUDGETARY REFORM 

1. The governing bodies and the Secretariat, through a comprehensive process of reform, have sought to 
increase budgetary transparency, programme efficiency and effectiveness, and clarity in reporting. The 
continuous reforms at all levels of the Organization are designed to complement and reinforce each other. Plans 
of action are only one component of a major effort to make the Organization more effective as whole, and are 
part of the W H O managerial process comprising the development of general programmes of work, programming 
by objectives, strategic budgeting, detailed planning of activities, evaluation, and circulation of information. 

2. The Executive Board considered that the new style programme budget for the 1996-1997 biennium was 
a major step forward in the management of the Organization and its programme budget, provided that such 
strategic budgeting was translated into detailed plans of action nearer the time of execution (resolution 
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EB95.R4). The plans of action, in their totality, are the means to implement the approved programme budget. 

In addition, they will support the Director-General ' s efforts to implement the remaining provisions of resolution 

WHA46.35 by: 

-establishing realistic and measurable targets for each health priority; 

-improving programme evaluation based on agreed targets and results; 

-further reorienting resources in accordance with priorities; 

-expressing country programmes in terms of outcomes; and 

-presenting expected results at country, regional and global levels. 

3. At the same time, work has been proceeding on the governing bodies' request to develop a worldwide 

management information system (MIS). In January 1995，the Executive Board reviewed an interim report by 

the Director-General on the development of such a system (document EB95/17) and noted that one of the first 

core components of the MIS to be addressed should be an activity management system (AMS) which is a key 

element to support the plans of action. 

II. SYSTEM OF REPORTING TO SENIOR MANAGEMENT AND GOVERNING BODIES 

4. Whilst the staff of W H O programmes have always planned their work, a new systematic approach for the 

preparation of plans of action was developed during 1995 and first implemented for 1996. At the meeting of 

the Programme Development Committee and the Administration, Budget and Finance Committee, held in 

January 1996，a number of detailed plans of action were reviewed. 

5. The committees made a number of recommendations concerning content and approach. Whilst 

recognizing that plans of action were internal working tools, they considered that the governing bodies needed 

to be able to see "the big picture" in the form of "plans" covering work at all levels of the Organization, for each 

programme and sometimes for components of programmes. These plans, using a common template, should 

show the strategy for each programme at global level, including objectives, targets and priorities, and should 

provide a coherent picture of overall programme objectives and total planned resource use. 

6. In response, the Director-General set up a small working group which worked closely with a working 

group on evaluation methods and with the staff developing A M S to: review plan of action guidelines for 1996， 

provide guidance for 1997，including on implementation issues，and contribute to guidelines for 1998-1999; 

review and develop plan of action formats and reporting requirements; examine the linkages between plans of 

action, A M S , administration and finance information support (AFI) and budget procedures, and ensure that 

systems are compatible; and identify other issues and formulate recommendations. 

7. The working group concluded that, for internal purposes, detailed plans of action were required, which 

contained sufficient detail to guide implementation, monitoring and evaluation. (A summary of management 

criteria for the internal planning process is contained in the Annex.) A M S would be used to prepare such 

detailed plans towards the end of 1997. For 1997 plans of action, due to be completed by December 1996， 

interim arrangements were recommended whereby plans of action would be prepared using A M S where 

available, or, where not available, using existing electronic planning systems or on paper. A M S , which will be 

used for the preparation of detailed plans for internal use, will be widely available towards the end of 1997 

(subject to resource availability), and staff will be trained in its use. 

8. The summary required by the governing bodies and senior management will be derived (partly 

automatically) from the detailed planning information prepared at all levels of the Organization on A M S and 
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will therefore be available from 1998 onwards. A draft model of such a report will be made available to PDC 
for comment. The draft model, which is based on comments made by the two committees, provides: 

• a situation analysis, including priority status, and the programme's strategy; 

• programme objectives, products, targets and indicators covering the programme at all levels of the 
Organization; and 

• total resources split between manpower and non-manpower, at global level and for each region, both 
for regular budget and other sources. 

III. ACTION BY THE PROGRAMME DEVELOPMENT COMMITTEE 

9. P D C is invited to comment on the above. 
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ANNEX 

WHO'S INTERNAL PLANNING APPROACHES 

BACKGROUND 

The Organization manages a biennial income of around US$ 843 million of regular budget, and some 
US$ 993 million in contributions from other sources, divided among 19 major programmes. These programmes, 
or varying components of them, are implemented at headquarters, in six regional offices and in 190 Member 
States, depending on global, regional and country priorities. In addition, there are interregional and intercountry 
activities in most of the 19 programmes. 

As part of W H O ' s management process, and to facilitate planning, implementation and oversight of the 
Organization's work, rapid access to detailed information is essential. This will be provided by the activity 
management system (AMS).

1 

WHO'S MANAGEMENT APPROACHES 

In developing W H O ' s uniform planning process, the needs of all levels of the Organization were carefully 
analysed. The system was developed to ensure that it met all those needs and, in addition, adhered to the 
following criteria: 

• complementarity of the reform process - the ongoing reforms at all levels of the Organization 
complement and reinforce each other; the planning process has been developed in close conjunction 
with the development of A M S , budgetary reforms and the evaluation process, and contributes to the 
staff appraisal system; 

• transparency - the facility to document and access information across all programmes and all levels 
of the Organization ensures that there is a coordinated approach to meeting the needs of Member States, 
and enables programmes and levels to work synergistically; 

• accountability - sound management of both financial and staff resources, through clear priority-setting 
(global targets for W H O ) and W H O target-setting, clear product descriptions and resource usage, 
routine monitoring of activities, regular evaluation of efficiency and effectiveness, and implementation 
of evaluation outcomes; 

• the capacity to deliver - performance oriented planning and management based on defined products 
with start and delivery dates, their resource requirements, and effective oversight of the process by 
management; 

• optimal use of staff resources - where annual plans of work of the staff reflect activities in plans of 
action. 

WHO'S PLANNING METHODOLOGY 

An analysis of the Organization's planning needs and practices showed that in order to implement and 
manage their work effectively, programme staff needed to plan in detail. The first step in this process is the 
preparation of the programme budget. This involves identification of the problem the programme will address, 

1 AMS should be available, subject to resource availability, in late 1997. 
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taking into account global, regional and country priorities, the appropriateness of W H O involvement, the 

expected outcome, timing, cost and the resources available. 

Close to the time of implementation, the products planned in the programme budget are reviewed to ensure 

they are still appropriate, and to make any adjustments recommended by the governing bodies. Programme 

managers then plan activities and tasks in detail, including targets drawn from the programme budget, carefully 

costing products, activities and tasks, determining the information to be included for the purposes of monitoring 

and evaluation, setting milestones, planning the start and completion dates for activities and tasks, and allocating 

staff resources. 

The detailed planning process, supported by A M S , provides: 

• a uniform comprehensive and consistent planning process which meets the differing needs of all 
programmes and all levels of the Organization, and which responds to the requests of the governing 

bodies; 

• information to support high-level policy, technical and managerial decision-making at all levels 
of the Organization, including priority-setting and data to feed into higher-level planning in the form 

• flexibility to respond to changing circumstances; 

• quickly accessible up-to-date information on work planned and under way at all levels of the 
Organization, to enable informed decisions to be taken; 

• a tool to plan，manage, implement and monitor work effectively on a daily basis and to reach 
objectives and targets within the allotted budget; 

• information for evaluation of efficiency, effectiveness and impact of programmes and products; and 

• information for senior management for the purposes of oversight. 

In time, it will also provide cost information on both staff and activities. Information on planning and 

implementation stored in A M S will streamline internal processes, providing efficiency savings. It will also 

provide a tool which will enable the Organization to track and collate data worldwide on specific planning 

elements, priorities, goals and targets. 


