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PREPARATION OF THE PROPOSED PROGRAMME BUDGET 
FOR THE FINANCIAL PERIOD 1996-1997 

1. The process of preparation of the proposed programme budget for 1996-1997 will require changes from 
that of previous bienniums. These changes, inter alia，will take into account: 

- t h e relevant proposals contained in the preliminary draft of the Ninth General Programme of Work 
(document EBPC18/WP/3); 

- t h e provisions of resolution WHA46.35 on budgetary reform adopted by the World Health Assembly 
in May 1993; 

- t h e relevant recommendations in the report of the Executive Board Working Group on the WHO 
Response to Global Change (document EB92/4). 

2. The present paper outlines the Director-General，s current thinking on the approach to future preparation 
of the proposed programme budget. With such a wide range of reforms envisaged, it may be necessary to 
adapt or change these ideas in the light of experience. The Director-General would very much value the 
advice and comments of the Programme Committee at this early stage. Guidance would then be prepared for 
Regional Directors and Assistant Directors-General. 

OVERVIEW OF THE 1996-1997 PROGRAMME BUDGET 

3. As the first of the three biennial programme budgets under the Ninth General Programme of Work, the 
programme budget for 1996-1997 will clearly reflect the new policy and programme framework and the new 
general principles for programme development, implementation and management outlined in the Programme 
of Work. Paragraphs 113 to 116 of the preliminary draft of the Ninth General Programme of Work for the 
period 1996-2001 (document EBPC18/WP/4) cover the nature of the biennial programme budgets under the 
Programme. The key points may be summarized as follows: 

• the biennial programme budgets will strengthen the programme planning function, while maintaining 
their resource allocation function; 

• they will reflect targets and policy orientations established in the Ninth General Programme of Work; 

• they will bring up to date and revise or adjust the policy orientations and WHO's priorities 
accordingly, taking into account regional variations; 

• they will propose，for each policy orientation, specific results to be achieved by WHO during the two-
year period of the programme budget; these should be defined in such a way that implementation can 
be monitored and evaluated; 
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• they will allocate financial resources according to expected results; 



• they will determine which programmes will receive the financial resources to achieve the expected 
results. 

4. Once resources have been allocated to regional and global levels, they will be further allocated to each 
policy orientation rather than to individual programmes in order to ensure that the work of the various 
programmes is better integrated at the planning stage. 

5. The link between the policy orientations and the work of WHO will thus lie in the outputs the 
Organization undertakes to deliver during a biennium. The classified list of programmes, perhaps renamed as 
list of activities, will be used more flexibly to determine the particular expertise needed to achieve the expected 
results, rather than to set WHO's priorities or indicate the structure that WHO and ministries of health should 
establish in order to carry out their work. 

6. These changes cannot be implemented all at once during the first biennium of the Ninth General 
Programme of Work. A more gradual approach will be used. For the proposed programme budget for 1996-
1997, the following steps are being taken: 

-expec ted results will be indicated for each of the four policy orientations in the Ninth General 
Programme of Work; 

- c e r t a i n financial resources will be allocated for the achievement of these results, particularly those 
related to cooperation with countries; 

- a n overall system for monitoring programme delivery will be further developed. 

RESOLUTION WHA46.35 

"1. to introduce a clearer, simpler, more "user-friendly" proposed programme budget for the financial 
period 1996-1997; 

2. to develop an improved budget and accounting process which: 

(1) provides for a clearer, simpler presentation; 

(2) reduces significantly the lead time between the beginning of preparation of the programme 
budget and its adoption; 

(3) determines strategic and financial priorities within agreed global objectives; 

(4) establishes realistic and measurable targets in accordance with each health priority 
established; 

(5) reallocates human and financial resources to reflect the priorities and targets; 

(6) establishes a process of regular evaluation of progress towards the agreed targets; 

(7) includes data on actual cost increases during the last complete financial period and compares 
these with forecasts; 

(8) takes account of the common accounting standards under development for organizations of 
the United Nations system; 

3. to take measures to achieve a more appropriate ratio of staff and staff-related costs to all other 
programme costs; 

4. to submit to the ninety-third session of the Executive Board in January 1994，for its consideration 
within the framework of its study of the report of the Working Group on the WHO Response to Global 



Change, a proposal in conformity with the recommendation of the Joint Inspection Unit in its report 
JIU/REP/89/9 for the establishment of a Budget and Finance Committee to assist the Board and 
through it, the Health Assembly in their deliberations on budgetary questions;". 

8. It may perhaps be considered that subparagraphs 2(3) to 2(5) of resolution WHA46.35 would be covered 
by the new focus for biennial programme budgets under the Ninth General Programme of Work outlined in 
paragraph 3 of this report. As regards the remainder of the resolution，the following approaches might be 
adopted: 

(i) Paragraph 1 - "to introduce a clearer, simpler，more "user-friendly" proposed programme budget 
(blue book) for the financial period 1996-1997;" - There are already a number of ideas under review for 
presentation，including different typefaces, use of colour, graphics, different tabular material and a 
summary. As regards text，more precision will be sought. Consideration is also being given to the nature 
of the presentation for extrabudgetary resources. 

(ii) Paragraphs 2(1) and 2(8) - "to develop an improved budget and accounting process which provides 
for a clearer, simpler presentation •” and takes account of the common accounting standards under 
development organizations of the United Nations system;'1 - The nature of biennial budgeting of the 
proposed Ninth General Programme of Work, if approved, will in itself help to provide a simpler 
presentation of the programme budget together with the necessary technical information. As regards the 
accounts, WHO already participates fully in the development process for the United Nations system's 
common accounting standards and a clearer and simpler presentation of the accounts is under review. It 
must be noted, however, that such a presentation would not obviate the need for the detailed statements 
and analysis which the accounts currently provide. 

(iii) Paragraph 2(2) - "reduces significantly the lead time between the beginning of preparation of the 
programme budget and its adoption;" - WHO，s decentralized programme budgeting process has up to 
now required a timetable with long lead times. Key dates in the process are those of meetings of the 
regional committees, the Programme Committee and the Executive Board. The integration of WHO'S 
work with that of national administrations is an important feature of the programme budgeting process. 
It may be possible quickly to reduce lead times on certain broad items, such as the timing of the decision 
on estimated cost increases in the budget. Other changes may, however, require abandoning the 
traditional dates for key meetings, and establishing new working methods with governments for the 
formulation of country programmes. The table (Annex) gives a summary of a typical programme budget 
preparation timetable for previous bienniums as an indication of the processes that will have to be 
reconsidered. 

The Director-General is immediately implementing two changes. First, he will not issue tentative 
planning figures for 1996-1997 to Regional Directors and Assistant Directors-General as has been done 
in the past. These tentative figures were essentially the same as for the previous biennium and, although 
indicated as tentative, still gave rise at too early a stage to an assumption of rigidity in allocations both to 
regions and to programmes. Regional Directors and Assistant Directors-General will be advised to plan 
for "zero real growth" observing the overall priorities outlined in the Ninth General Programme of Work, 
but also to make reductions in other areas that could contribute to the availability of sums for transfer 
between geographical areas or between programmes. 

Secondly, all planning will be done at 1994-1995 costs; in other words, there will be no early 
* decision on the cost increases to be applied between 1994-1995 and 1996-1997, whereas for 1994-1995 a 

preliminary decision on cost increases was taken as early as 1991. 

(iv) Paragraph 2(7) - "includes data on actual cost increases during the last complete financial period 
and compares these with forecasts;" - this would mean that a small section in the proposed programme 
budget ("blue book"), or perhaps a separate document for the Executive Board, updated if necessary for 
the Health Assembly, would be devoted to analysis of cost increases, past, present and future. For 1994-
1995，for example, the "blue book" was prepared in October to December 1992 and the comparison 
between forecasted and actual cost increases could have related to 1990-1991. In addition, an updated 
estimate of the 1992-1993 situation could have been given to compare with the forecast used at the time 
the 1992-1993 proposed programme budget was prepared. 



(V) Paragraph 3 - "to take measures to achieve a more appropriate ratio of staff and staff-related costs 
to all other programme costs;" - There are two possible interpretations of the paragraph. The first 
relates to the overall ratio of staff and staff-related costs to other costs. This figure is only known after a 
biennium has been completed, because, although the programme budget proposals provide staff costs for 
headquarters and regional office programmes, the country programmes remain flexible during 
implementation and staff costs are not estimated before the proposed programme budget is prepared. 
The latest available overall figure is 54% for staff costs in the regular budget for 1990-1991 (compared, 
for example, with 63% in 1980-1981). 

There is no "correct" level of overall staff costs in the WHO programme budget. The figures are 
the result of a combination of individual programme requirements; some are highly dependent on staff, 
others depend more on other types of resources. As a centre of advice and expertise, WHO, by 
definition, needs a technically competent staff, and there is no intuitive way to judge what an appropriate 
ratio for staff costs would be for any particular programme. Each has to be considered in relation to the 
particular targets and purposes of the programme. It is also very difficult to consider the staff cost ratios 
in any programme in the light of regular budget figures alone; extrabudgetary resources have also to be 
taken into account. When this is done with total expenditures (regular budget plus extrabudgetary 
resources), for example, the figure for the staff cost ratio drops to 37% for 1990-1991 and to 50% for 
1980-1981. 

A second, more limited, interpretation would relate to measures to ensure that the staff in a given 
programme, no matter how small or large staff costs are as a percentage, have adequate resources to 
carry out their day-to-day work - in other words, to ensure that staff productivity is not being reduced by 
shortage of necessary funds for travel, office technology, coordination among Member States, etc. This 

- item will be reviewed carefully during preparation of the 1996-1997 proposed programme budget. 

(vi) Paragraph 4 • "to submit to the ninety-third session of the Executive Board in January 1994，for 
its consideration within the framework of its study of the report of the Working Group on the WHO 
Response to Global Change，a proposal in conformity with the recommendation of the Joint Inspection 
Unit in its report JIU/REP/89/9 for the establishment of a Budget and Finance Committee to assist the 
Board and，through it，the Health Assembly in their deliberations on budgetary questions;" - As noted, 
this recommendation is closely related to that of the Working Group on the WHO Response to Global 
Change on the establishment of subgroups of the Board. The Director-General will formulate an 
appropriate proposal to the Board in January 1994. 

PRIORITIES 

9. The preliminary draft of the Ninth General Programme of Work establishes a number of broad priorities 
for the six-year period, leaving specific priorities to be set within biennial programme budgets. Country-level 
planning is due to commence in the coming months, and the Director-General will have to give guidance 
shortly after the Programme Committee. 

10. It also has to be recognized that although the Organization has on its agenda priority-setting for 
programmes and activities, it has not for many years examined priorities between regions. The subject was 
raised at the Forty-sixth World Health Assembly. 

11. The Director-General suggests, that priority-setting for 1996-1997 should be reviewed by the Programme 
Committee after its review of overall priorities in the Ninth General Programme of Work. 

ACTION REQUESTED OF THE PROGRAMME COMMITTEE 

12. The Programme Committee is invited: 

(1) to comment and give guidance on the issues raised in this paper with respect to the preparation of 
the proposed programme budget for 1996-1997; 

(2) to review the issue of priority-setting for 1996-1997. 



ANNEX 

SIMPLIFIED TIMETABLE FOR THE PREPARATION OF THE 
PROPOSED PROGRAMME BUDGET IN PREVIOUS BIENNIUMS 

Action Month Year* 

1. Review by Programme Committee of DG，s guidance 
and tentative planning figures July -3 

2. Issue by DG of tentative planning figures to Regional 
Directors for regional, intercountry and country 
programmes 

July -3 

3. Issue by DG of tentative planning figures to Assistant 
Directors-General for global and interregional 
programmes 

July -3 

4. Issue of tentative country planning figures by Regional 
Directors to WHO Representatives October/November -3 

5. Preparation of global/interregional programmes by 
Assistant Directors-General November/February -3/-2 

6. Preparation of country programmes by governments/ 
WHO Representatives November / March -3/-2 

7. Preparation of regional and intercountry programmes 
by Regional Directors January/April -2 

8. Consolidation of regional budgets documents and 
printing March/June -2 

9. Consolidation of global/interregional proposals in 
document for Programme Committee May/June -2 

10. Consideration of 9 by Programme Committee August -2 

11. Consideration of 8 by subcommittee of regional 
committees (some regions only) April or September -2 

12. Consideration of 8 by regional committees September/October -2 

13. DG，s final decisions on totality of programme budget October -2 

14. Distribution of "blue book" 1 December -2 

15. Review by EB January -1 

16. Approval by WHA May -1 

* Indications such as "-3" relate to the number of years before the first year of the biennial budget 
period in question. Thus, for the 1994-1995 budget，the term "year -3" is 1991. 


