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EVALUATION OF THE AFRICAN EXPERIENCE OF USING NATIONALS AS 
PROGRAMME COORDINATORS 

The Director-General has the honour to present to the Executive Board a report by the 
Regional Director for Africa on the evaluation of the African experience of using nationals 
as WHO programme coordinators. 



EVALUATION OF THE AFRICAN EXPERIENCE OF USING NATIONALS 
AS WHO PROGRAMME COORDINATORS 

Report of the Regional Director for Africa 

Background and policy basis 

1. In May 1978 the Thirty-first World Health Assembly considered the Executive Board1s 
organizational study on "WHO1 s role at the country level, particularly the role of the WHO 
representatives". By resolution WHA31,27 it noted with appreciation the findings, 
conclusions and recommendations of that study and endorsed the need to utilize better all the 
resources that WHO can mobilize, and in this context to experiment further with the 
employment of national personnel as WHO programme coordinators and project managers, arid with 
national coordinating committees. However, the organizational study also pointed out 
numerous difficulties that can arise in using nationals as WHO programme coordinators. 

2. Given the historical context and the evolution of the concept of technical assistance 
into that of cooperation, many Member States of the African Region followed the example of 
Guinea and Congo, which appointed national WHO programme coordinators in 1976. By 1982, 22 
Member States were using national coordinators (see Annex 1). 

3. In 1983 the Global Programme Committee^" requested the Regional Director for Africa to 
evaluate the experience• A preliminary evaluation was carried out and presented in turn to 
the Seventh Regional Programme Meeting in November 1983, the fourteenth session of the Global 
Programme Committee in January 1984, the African Advisory Committee for Health Development in 
June 1984 and the thirty-fourth session of the Regional Committee in September 1984• The 
Regional Committee considered that the experiment had been useful and that another evaluation 
report should be presented to the thirty-fifth session. It also called for the setting up of 
a committee to review the special services agreement concluded between WHO and the national 
WHO programme coordinators• 

The evaluation 

4. The evaluation of the experiment continued in accordance with the directive of the 
Regional Committee. This continuation was in the form of： 

-extension of the opinion survey regarding coordinators used in the preliminary 
evaluation, to all national WHO programme coordinators, WHO programme coordinators, 
and all WHO regional and field staff； 

- a n administrative evaluation that compared the regularity with which national and 
international coordinators send in their technical and financial reports; 

-consultation on the matter during the Regional Director's official visits to Member 
States. 

Results and recommendation 

5. From the evaluation it was clear that the experiment has had positive results in some 
countries• It was equally clear that the experiment has come up against the following major 
difficulties: 

(i) the original purpose of promoting self-reliance would appear to have been lost 
sight of, as national WHO programme coordinators have not become ail integral part 
of the national health managerial mechanisms; 

1 Comprising the Director-General, the Deputy Director-General, the Regional Directors 
and the Assistant Directors-General• 



(ii) problems with remuneration, supervision of WHO personnel, dual allegiance and 
consequent failure sometimes to provide WHO with essential epidemiological data 
call the whole experiment into question; 

(iii) international coordinators appeared to be more experienced than national 
coordinators, better trained in public health and WHO programme management, and 
more conversant with the implementation of primary health care; 

(iv) the new guidelines of the Executive Board on national budget policy emphasize the 
role of the coordinator as a person authorized to decide on the use of WHO 
resources, and to work with other government departments and international 
agencies - points in favour of ail international rather than a national 
coordinator. 

6. Indeed, in times of crisis some countries have asked for a high-ranking WHO staff member 
to support the national coordinator's office, thus confirming the inadequacy of th 戶 whole 
concept, at least at present. In practice, nationals are subject to constraints which make 
it difficult for them to manage WHO1s resources to the satisfaction of both WHO and their own 
countries. Accordingly, it was proposed to bring the experiment to an end in the countries 
where it has been undertaken, without compromising the interests of any serving staff or of 
the countries in question. 

Discussion of the report by the Regional Committee 

7. At the beginning of the discussion of the report-̂ - at the Regional Committee's 
thirty-fifth session (September 1985), the Deputy Director-General reminded the Committee of 
the circumstances under which the experiment had been introduced. He also recalled the 
enthusiasm and courage shown by the Director-General and Regional Director in attempting to 
surmount the difficulties inherent in the innovâtion• He urged the Committee to consider the 
matter with an open mind and acknowledge an error if there were one. 

8. Some of the representatives who took the floor insisted on the positive aspects of the 
experiment and mentioned (i) the promotion of national self-reliance in health; (ii) the 
better integration of the national coordinators into the health administration； and 
(iii) the better knowledge of the country and hence of the problems and the possible ways of 
solving them. 

9. Some representatives compared the services 
the international coordinators used previously; 
nationals. Speakers tended not to draw general 

of the national coordinators with those of 
in their view the comparison favoured the 

conclusions but to analyse specific cases. 

10. Some members of the Committee wondered whether the experiment had from the outset been a 
basic error of legal procedure on the part of WHO, since staff of this type did not exist 
elsewhere in the United Nations system. The means required by the coordinator for carrying 
out his duties as manager of the resources allocated by WHO should be guaranteed by some 
measure of independence from the government, which the national coordinators did not have. 

11. The only way to give them that guarantee would be to grant them international status, 
which was not possible within the framework of the international civil service. 

12. In response, the Regional Director suggested that the Regional Committee should consider 
the views of the three parties involved in the experiment: (i) the countries； (ii) the 
national coordinators; and (iii) WHO. Most speakers had mentioned only the favourable 
aspects of the experiment, but in some cases their views might not correspond with those of 
all national authorities. 

13. Many coordinators were themselves not satisfied with their conditions of work; they 
considered themselves too dependent on the national authorities, and at the mercy of 
political changes. 

1 Document AFR/RC35/22, 



14. WHO for its part was not satisfied with the experiment. It was true that some 
international coordinators were also out of place, but in the course of his restructuring of 
the African Region the Regional Director would be able to take action to optimize the use of 
WHO resources at country level. The coordinator was expected to represent the Organization 
as a whole in the country concerned following the directives of the Regional Director. He 
should therefore be directly responsible to him, with no possibility of refusing to obey as 
had occurred in the past. 

15. Moreover, thorough knowledge of the country was not in itself sufficient experience; it 
was necessary to be familiar with other countries and be able to make comparisons. Within 
the TCDC concept it was necessary to share experiences. Finally, in no other region had any 
developing country, even the largest, thought it worthwhile to try the experiment. It was 
difficult for a national to manage WHO*s resources and mobilize those of organizations 
outside the country, so necessary if Africa is to achieve health for all by the year 2000. 

16. The intervention by the Regional Director and the additional information that he gave 
convinced the representatives and made them see the problem in a new light• Thus the 
following main points were made in the subsequent discussion: 

(i) the national coordinator cannot be regarded as having the status of an 
international civil servant; 

(ii) that status will invariably be open to dispute and lead to difficulties, since 
there is no solution to the legal problem； 

(iii) WHO, and particularly the African Region, cannot and ought not to dissociate 
itself from other United Nations agencies by utilizing a category of manpower 
whose status is not that of international civil servants; 

(iv) the positive aspects of the experiment in some countries (although negative in 
others) cannot fully compensate for the drawbacks linked to the status of the 
national coordinator, which has led to "trade-unionist" claims on the part of 
such coordinators; 

(V) there should be no obstacle to communication between the Regional Director and 
the Organization's representative in the country; 

(vi) the really negative aspects could only be hinted at publicly, since they might be 
damaging to individual or national interests; 

(vii) the countries can always request the Regional Director to transfer the 
international coordinator if the latter does not carry out his role; 

(viii) the concept of TCDC favours the use of nationals from the countries of the Region 
as international coordinators, while it is possible for the countries to appoint 
a national counterpart on their side; 

(ix) the countries should trust the Regional Director implicitly so that, in the 
framework of the new structure of the African Region, WHO1s cooperation with the 
countries may be strengthened with a view to making optimal use of the 
Organization1s resources; they should provide the Regional Director with the 
means to implement his key ideas on behalf of the countries of the Region. 

Conclusion 

17. In conclusion, the Regional Committee adopted resolution AFR/RC35/R7 (Annex 2). This 
resolution invites the Regional Director gradually to bring the experiment to an end. It 
also requests him to promote self-sufficiency and self-reliance in countries by increasing 
the involvement of nationals in the implementation of technical programmes. 



MEMBER STATES OF THE AFRICAN REGION USING 
NATIONAL WHO PROGRAMME COORDINATORS 

Country 

Algeria 

Angola 

Benin 

Burkina Faso 

Central African Republic 

Comoros 

Congo 

Ethiopia 

Ghana 

Guinea 

Kenya 

Liberia 

Mali 

Mauritania 

Mauritius 

Mozambique 

Niger 

Nigeria 

Sao Tome and Principe 

Senegal 

Sierra Leone 

Togo 

Zambia 

Date national coordinator appointed 
•k 
15 March 1981 

19 October 1981 

2 September 1982 

1 August 1979 

23 March 1982 

1 August 1976 

1 April 1978 

12 September 1979 

1 March 1976 

1 October 1979 

1 February 1981 

13 November 1981 

1 January 1983 

1 January 1980 

December 1982 

1 December 1981 

1 February 1982 

I March 1981 

15 October 1982 

II October 1978 

1 July 1983 
1 January 1982 

Algeria joined the African Region in 1984. 



ANNEX 2 

RESOLUTION AFR/RC35/R7 OF THE REGIONAL COMMITTEE FOR AFRICA 
AT ITS THIRTY-FIFTH SESSION 

Evaluation of the African experiment of using nationals 
as WHO programme coordinators 

The Regional Committee, 

Having examined the Regional Director's report on the evaluation of the African 
experiment of using nationals as WHO Programme Coordinators； 

Recalling resolution WHA33.17 on the study of the Organization1s structures in the light 
of its functions； 

Recalling resolutions WHA31.27, EB75.R7 and WHA38.11 on regional programme budget 
policies, which request regional committees in particular to facilitate the rational and 
optimal use of all national and external resources, and to monitor and evaluate the 
implementation of these policies; 

Considering the guidelines laid down in document DGO/83.1 entitled "Managerial framework 
for optimal use of WHO'S resources in direct support of Member States"； 

Aware of the gravity of the socioeconomic crisis in Africa and the need to mobilize 
greater extrabudgetary resources; 

Convinced of the usefulness of involving nationals in the management of WHO cooperation 
programmes； 

Recognizing the positive results of the experiment in some countries, notwithstanding 
the difficulties inherent in this innovation, 

1. THANKS the Regional Director for his report; 

2. EXPRESSES ITS SATISFACTION that nationals have been given the opportunity to take part 
in the management of WHO programmes at the country level; 

3. TAKES NOTE of the positive and negative aspects of using nationals in certain countries 
as WHO Programme Coordinators and of the managerial difficulties encountered at the Regional 
Office; 

4. REITERATES the need for stricter application of the Organization's directives on the 
management of WHO programme at the country level； 

5. RECOGNIZES the urgent need to mobilize and to improve the management of the 
extrabudgetary resources essential for implementing national health development programmes; 

6. INVITES the Regional Director gradually to bring the experiment to an end and to take 
all appropriate steps to eliminate any inconvenience which may result from this action for 
the countries and the Coordinators in question; 

7. REQUESTS the Regional Director: 

(i) to ensure greater involvement of nationals in the implementation of technical 
programmes, so as to promote self-sufficiency and self-reliance in countries; 

(ii) to transmit this resolution to the Director-General• 

(Ninth meeting, 17 September 1985) 


