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Executive Summary

1. The purpose of evaluation is to improve health programmes
and the health infrastructure for delivering them and to guide
the allocation of resources in current and future programmes.
Evaluation is a systematic way of learning from experience and
using the lessons learned to improve current activities and pro-
mote better planning by careful selection of alternatives for future
action. It should thus be a continuing process aimed at rendering
health activities more relevant, more efficient, and more effective.
Its application calls for an open mind capable of constructive
criticism in order to lead to sound judgement.

2. Health programme evaluation is part of a broader mana-
gerial process for national health development. This process
consists of an interlinked sequence of events including policy
formulation, programme formulation and budgeting, programme
delivery through various services and institutions, evaluation,
and reprogramming as necessary, with information support through-
out. This process is well illustrated in WHO’s publication on the
managerial process for national health development in support of
strategies for health for all by the year 2000." The place of evalu-
ation in the managerial process for national health development
is illustrated in Fig. 1 (see page 13 below).

3. The responsibility for evaluation devolves on the individuals
and groups who are responsible for the development and applica-
tion of the managerial process for national health development
in the country concerned.

! Managerial process for national health development. Guiding principles,
Geneva, World Health Organization, 1981 (“Health for All” Series, No. 5).
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4. Indicators are used in the evaluation process. These are
variables which help to measure changes. Criteria are also used.
These are standards by which actions are measured. Where no
suitable indicators or criteria are available, pertinent questions
should be asked concerning the activity to be evaluated.

5. Evaluation has to be supported by valid, relevant and sensi-
tive information.

6. The evaluation process is intended for use in a flexible
manner and must be adapted to the circumstances in which it
is to be used. It consists of the following components:

— Specify particular subject for evaluation

— Ensure information support

— Verify relevance

— Assess adequacy

— Review progress

— Assess efficiency

— Assess effectiveness

— Assess impact

— Draw conclusions and formulate proposals for future action.

7. The table on page 27 illustrates the application of the
evaluation process in the course of applying the various compo-
nents of the managerial process for national health development.
(The first two components listed in the previous paragraph—

specify particular subject for evaluation and ensure information
support—form a part of all others.)

8. The frequency with which the various components men-
tioned in paragraph 6 above can be applied will vary, ranging



Health programme evaluation

from relatively short intervals for the assessment of progress and
efficiency to much longer intervals for the assessment of effective-
ness and impact.

9. The more detailed guiding principles that follow are a first
step towards better integration of evaluation into the managerial
process for national health development.

10. It should be understood that these guiding principles for
evaluation are, of necessity, general in nature, since they are
meant to meet the requirements of all Member States, in all fields
of public health. Yet they endeavour to state principles and to
outline practical steps in a manner applicable to diversified na-
tional and public health fields.






I. Introduction

1. In 1978, at the request of Member States, WHO prepared
provisional guidelines for health programme evaluation for use
both by countries for their programmes and activities, and by
WHO for its collaborative programmes. These general guidelines,
which were endorsed by the Thirty-first World Health Assembly,
have been adapted in the text that follows with a view to integrat-
ing evaluation into the overall managerial process for national
health development.

2. Evaluation, in the context of that managerial process, should
be a continuing process aimed mainly at correcting and improving
actions in order to render health activities more relevant, more
efficient and more effective. In this perspective evaluation calls
for an open mind capable of constructive criticism. It further
requires willingness to communicate freely with professional
peers and other persons or groups concerned at various policy
and operational levels of health systems as well as other related
social and economic systems, whether national or international.

3. Evaluation implies judgement based on careful assessment
and critical appraisal of given situations, which should lead to
drawing sensible conclusions and making useful proposals for
future action. 1t should not be seen as “pronouncing a sentence”
in a judicial sense. The judgement has to be based on valid, rele-
vant and sensitive information that is readily and easily available
and that is provided to all those who need it.

4. The process outlined in these guiding principles should
therefore be regarded as a model to provide a systematic basis
for evaluation. The use of such a model should help to free the
mind to concentrate on the judgement required.
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5. It should be noted that the guiding principles are—as the
words imply—intended for flexible use, and should not be con-
sidered as a formal manual. The process of evaluation requires
adaptation of these guiding principles to each specific situation
and would suffer in its usefulness if too rigid a system were pro-
posed. It should also be noted that the guiding principles that
follow are a first step towards better integration of the evaluation
process into the overall managerial process.



II. General Principles

6. Evaluation is a systematic way of learning from experience
and using the lessons learned to improve current activities and
promote better planning by careful selection of alternatives for
future action. This involves a critical analysis of different aspects
of the development and implementation of a programme and the
activities that constitute the programme, its relevance, its formula-
tion, its efficiency and effectiveness, its costs and its acceptance
by all parties involved.

7. Thus, the purpose of evaluation in health development is
to improve health programmes and the services for delivering
them, and to guide the allocation of human and financial resources
in current and future programmes and services. It should be used
constructively and not for the justification of past actions or
merely to identify their inadequacies. It is essential to perceive
evaluation as a decision-oriented tool, and to link the evaluation
process closely with decision-making, whether at the operational
or the policy level. The very process of carrying out an evaluation
can be just as important as the conclusions drawn, since involve-
ment in the process itself often induces a better understanding of
the activities being evaluated, and a more constructive approach
to their implementation and to any future action required.

8. Evaluation, difficult in any field, presents particular prob-
lems in health work owing to the very nature of the activities,
which often do not lend themselves easily to the measurement
of what has been attained against predetermined, quantified
objectives. 1t is therefore often unavoidable to apply qualitative
judgement, supported, wherever possible, by reliable, quantified
information. Account has to be taken of the intricate interrelation-

Purpose of
evaluation

Constraints
of evaluation

11
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ships between the health and other social and economic sectors.
Changes in a health situation are often brought about by elements
outside the health sector, making evaluation, particularly of effec-
tiveness and impact, even more difficult. This accentuates the
need to define reliable and sensitive indicators for identifying
changes in health status or in the improvement of health care
delivery. The problems related to the collection of information
for these indicators have repercussions on the feasibility of their

use.’

9. Another constraint that is often encountered is a certain
in-built resistance in principle to accepting evaluation and its
results as a valid management tool. Self-defence often leads to
rejection; it is not difficult to prove that an evaluation process
was not “scientific”’ enough to provide a “sound” basis for
making programme decisions, or to discredit the evaluation results
by challenging the validity of certain criteria used.

10. The purpose of the managerial process for national health
development is to build up the health system in a rational and
systematic way. Health programme evaluation is part of the man-
agerial process for national health development, as described in
the volume already mentioned.? The diagram opposite (see Fig. 1)
illustrates the place of evaluation in the overall managerial pro-
cess.

11. In order to carry out evaluation as part of the managerial
process, it has to be planned for when working out that process
in each country; for example, evaluation of broad programming

! For more details on indicators and the related question of information
collection, see: Development of indicators for monitoring progress towards
health for all by the year 2000, Geneva, World Health Organization, 1981
(“Health for All” Series, No. 4).

? Managerial process for national health development. Guiding principles,
Geneva, World Health Organization, 1981 (“Health for All” Series, No. 5).
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has to be taken into account before detailed programming is
initiated.

12. There is a great variety of national health systems. Thus,
national health policies vary according to political, economic and
social systems. Most countries have plans to develop their health
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